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ABSTRACT 

The purpose of this study was to determine why and how a large multi-

campus community college created a campus to specifically meet non-traditional 

needs of students. The structures at this campus were different because its 

students did not have same needs for traditional education as students attending 

traditional campuses. The study of the context of this non-traditional campus can 

assist other institutions considering the development of such an entity. 

Case study and qualitative research methods were used to reveal the 

assumptions, beliefs, and factors that led to the development of the campus, the 

processes used, and the perceptions that it served non-traditional needs 

effectively. Document analysis, observations, and interviews were used to 

describe the structures in place and the perceptions of its degree of success in 

accomplishing its goal. 

The findings of the study revealed that the need for non-traditional 

education existed. Different structures and a separate campus facilitated and 

enhanced the creativity and freedom necessary to develop altemative programs 

and methods to deliver education for students, businesses, and other partners. 
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CHAPTER 1 

INTRODUCTION 

Rationale 

Since its inception, the community college has been characterized as a 

multi-purpose institution of great innovation which adapts to serve its changing 

and growing community (Cohen & Brawer, 1996; Dennison & Gallagher, 

1989:Griffin & Connor, 1994; Levin, 1998; Roueche, Taber, & Roueche, 1995). 

The current focus of the community college is to educate persons for jobs, to 

serve adults, to enroll part-time students, to provide community services, to be a 

"second chance" college, to offer guidance and counseling services, and to be a 

point of educational access for women and minorities (Cohen & Brawer, 1996; 

Diener, 1986). This mission demonstrates the range of educational and 

community needs served. 

Notwithstanding, the end of the 20th century marks a critical period in 

higher education (Newman, 1985). As the community college concept matured, 

so did the view of its mission, which has made a distinct tum from the traditional 

purpose institution that prepared students to transfer to universities, to colleges 

with a range of purposes and programs (Diener, 1986). Yet, the community 

college was and still 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. (Diener, 1986, p. 17) 

Today, the need for technical training and upgrading of skills for workers 

Is paramount and calls for new ways to deliver education that goes beyond the 

constraints of location and conventional scheduling. 

In the eariy 1970s, South Western Community College (SWC), a large 

multi-campus community college in the Southwest, perceived the need to create 

a non-traditional campus (SWCN) to satisfy the growing demand for altemative 

education to meet the specific and diverse needs of the community. College 

documents indicated that with the growth of technology, businesses in the city 

needed to upgrade their employees' skills. Citizens in the workforce and those 

just entering the job market needed access to courses to enable them to meet 

the new skill requirements. 

Even though the population of the city was growing in the 1970s, the 

enrollment at the college was not. The college president decided that a new 

approach to delivering education was required because the college campuses 

were concentrated in one part of the city. Therefore, SWCN started to deliver 

alternative education by providing evening and weekend classes at schools and 

businesses throughout the county. This entrepreneurial venture had no real 

campus but operated out of an office. It devoted itself to the changing needs of 

its community and went beyond the traditional constraints of place and time. It 
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enhanced the college's mission of providing education for the whole community 

in a variety of ways. 

Purpose of the Study 

This study examined the factors that led SWC to establish and develop a 

non-traditional campus. It focused on reasons the founders perceived this need, 

how they implemented their concept, and how it has evolved. SWC conceived 

the notion of having a non-traditional campus that would provide alternative 

ways to meet the educational needs of students, businesses, and the 

community. Only a few large institutions in the country have attempted to meet 

the non-conventional demands of their communities in this manner: Rio Salado, 

Arizona; Coastline, Califomia; and the Community College, Vermont (Cohen & 

Brawer, 1996). These colleges operated without walls. Their unconventional 

need for rapid change in course design to adapt to community requirements 

made them different from other campuses in their large multi-campus institutions 

(Cohen & Brawer, 1996). Their structures were different because they did not 

have the same requirements for faculty or for traditional courses. Telephone 

interviews conducted with personnel at the American Association of Community 

Colleges, Washington D.C., the office of the president at Rio Salado, Coast, and 

the Community College, Vermont, in October 1999, revealed how the institutions 

were non-traditional. Two of these institutions, Maricopa Community College, 

Arizona, and Coast College, Califomia, differed from SWCN because they 



13 

operated as independent and separate colleges in their larger institutions. The 

alternative delivery component of Community College, Vermont, was not a 

separate entity, but operated as an arm of the college which provided on-line 

courses at 12-16 locations in the district depending on the demand. The 

purpose of the study was to determine why and how this large community 

college, SWC, chose to create a non-traditional campus and to assess the 

perceived degree of success in achieving its mission. 

Statement of the Problem 

There is substantial rhetoric in the literature about community colleges 

attempting to meet the needs of students. Currently, community colleges are 

reassessing their missions. They are contending with changing demographics in 

the student population and their variable educational needs (Brint & Karabel, 

1989; O'Banion, 1997). In 1994, educational planners had to change the way 

they perceived the needs and interests of the community because of the rising 

participation rates by adults in college programs (Roueche et al., 1995b). 

Roueche et al.,1995a stated, 

The uncertainties of our society are testing the social, economic, and 

educational foundations of our society. Crime, drugs, troubled education 

and health care systems... threaten to dull our competitive edge in the 

global economy and weaken the very fabric of our society. These 

problems are joining forces to write a tem'ble history. To this mix one must 
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add the reality that we have no reliable responses with which to address 

these changes in our society... tried and true answers to these tough 

questions just do not exist, (p. 21) 

Two significant trends over the last 20 years that have impacted demands 

in education are the shifting work patterns that indicate that part-time work has 

increased and the resulting need for specialized skills for employment (Roueche 

at al., 1995a). A third trend is the proliferation of private sector education that 

has grown rapidly to meet customer needs, e.g., the University of Phoenix, 

Jones University, and Westem Govemors Association (Dolence, et al., 1995). 

Until recently, colleges and universities were able to meet these needs. 

However, the proliferation of infonnation available today necessitates constant 

updating of skills by workers in shorter and shorter periods of time. Higher 

education, bound by traditional methods of delivering education, is unable to act 

quickly enough to keep up with these demands (Roueche et al., 1995b; Rowley 

eta!.. 1998). 

In 1973, Goodlad declared that schools had to change by providing better 

ways of learning. One of his suggestions was that through technology, people of 

all ages, colors, and beliefs would have access to information anywhere, any 

time, and that education must reform to accommodate that potential (Goodlad as 

cited in Roueche et al., 1995b). 
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Such ideas led to a radical shift in the mental model of the new 

millennium in which access to information and the ability to keep up with it are 

Imperative (Rowley et al., 1998). When and how students want to leam will 

have a huge impact on higher education in the future. How institutions of higher 

education respond to the new demands will determine whether they survive the 

new millennium, which brings a new renaissance in which we move from an 

industrial to a knowledge society (Rowley et al., 1998). This movement takes us 

from a factory model of conducting business and education to a technological 

model. Rowley et al. posited that the worid economy is "undergoing a dramatic 

and intensely threatening series of changes" (p. xiv) that indicate the transition 

occurring as the industrial age ends and the information age emerges. Rowley et 

al. (1998), believe that the impact of these changes are unimaginable and that 

the "academy is part of this change process and must take a position of 

leadership as the new age defines itself (p. xiv). They profess that 

Not all colleges and universities are participants in the development of 

this new era of knowledge generation and knowledge transference. Many 

are adhering to the concept that they have a right to exist just as they are 

and that they should be the determiners of what the knowledge base of 

the worid's society should be. This is unfortunate. The rest of the world no 

longer shares this view.... Those campuses that refuse to change with 

the changes in their environments risk losing everything, (p. xiv) 
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However, some colleges are seeking structural changes that correspond with 

their missions. New fonns of education are beginning to emerge to provide more 

effective responses. 

From the growing presence of the virtual universities to the radical 

changes in traditional classrooms, where challenges to seat time and 

economically-based course structures are making way for new and 

exciting ways of leaming, change Is on its way.... For others, the 

changes will be dramatic and wrenching, as they find that In order to 

survive in the exciting yet unforgiving environments of the Information 

age, fundamental shifts in philosophy and style will be necessary. 

(Rowley et al., 1998, p. xv) 

In traditional institutions, instruction has only been offered within their 

brick and mortar structures. However, to meet the increasing demands of its 

community, SWC developed a campus that claimed to meet the diverse 

educational needs of students by extending educational services beyond the 

constraints of time, place, role, and efficiency that impede traditional education 

(O'Banion, 1997). 

This SWC non-traditional campus Is devoted to alternative means of 

delivering education. Their structures differ from those in place at the other 

campuses. This case is significant because to date no researcher has delved 

into the process of establishing a non-traditional campus and assessing the 
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perceived degree of success in achieving its non-traditional mission. The 

problem of the study is to identify the beliefs that caused the college to establish 

SWCN and the perception of its effectiveness. 

Research Questions 

The research questions are 

1. What assumptions, beliefs, and factors led SWC to develop a non-

traditional campus? 

2. What processes or procedures were used to make and maintain this 

transition to non-traditional education? 

3. What perceptions suggested that the non-traditional campus served 

non-traditional needs more effectively? 

SWCN does not operate as a traditional community college campus. The 

founders instituted changes they believed would break with tradition in a positive 

and effective manner. The college needed to meet both the traditional and non-

traditional demands of its community. By conducting a case study of the non-

traditional campus through qualitative research methods, this researcher 

Identified the processes and procedures the college implemented to conduct the 

change processes described in the literature review. 
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Limitations and Assumptions 

This study examined the context of a non-traditional campus of a 

community college in the Southwest. Through case study research using the 

qualitative methods of triangulation-interviewing. observing, and analyzing 

documents of SWC (Berg. 1995)-the context of the non-traditlonai campus of a 

large multi-campus community college was examined. One limitation of the study 

was that I began as a complete observer and later became a participant 

observer, which can hinder objective observation. On the other hand, as an 

employee, this researcher was able to study the day-to-day events of the setting 

and how the campus functioned from another perspective. Thus, I was able to 

gain authentic data and derive meaning from the daily activity (Berg, 1995; 

Erickson, 1986). As an employee, I gained a perspective that led to a fuller 

understanding of the context. I could determine first-hand how the campus 

operated and could discern the assumptions and beliefs of the founders and the 

leader. 

Bias is an issue in this situation because the researcher is immersed in 

the culture being observed (Berg, 1995). However, this approach, which is 

labeled subjective soaking, can be a positive method because the observer 

acknowledges the lack of objectivity and instead benefits from complete 

immersion in the organization (Berg, 1995; Ellen, 1984; Yin. 1984). Therefore, 
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subjective soaking can be interpreted as strengthening rather than weakening 

the study. 

Definitions 

Alternative refers to measures used for instruction that are 

unconventional, such as different teaching methods and schedules for learning 

(Cohen & Brawer, 1996). 

Assumptions and beliefs are perceptions believed to be true by 

individuals. Discipline and enterprise, the primary forms of organization, are 

powerful sources of belief (Clark, 1983). 

Climate is the feeling that is conveyed in a group by the physical 

environment and the way in which members of the organization Interact with 

each other and with customers (Schein. 1992; Schneider, 1990; Tagiuri & Litwin, 

1968). 

Culture is the socially transmitted and shared behavior patterns, arts, 

beliefs, institutions, symbols, values, and all other products of human work. It 

encompasses the assumptions shared by a group (Schein, 1992). 

Entrepreneurial refers to unique ways of undertaking new business 

ventures that imply a risk-taking attitude (Kanter, 1983). 

FTSE refers to full-time student equivalent, a method by which colleges 

are funded according to the number of full-time students attending the institution 

(Cohen & Brawer, 1996.) 
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Higher Education is education beyond the secondary level; education 

provided by colleges or universities (Webster's Third International Dictionary, 

1981). 

Leadership is a process whereby a person is able to influence others to 

accomplish goals and tasks. It includes risk taking and reflecting by the leader 

(Bennis, 1994). 

Multi-campus refers to an educational institution that has more than one 

location to provide educational functions. A multi-campus college has several 

campuses that operate under a single-campus format (Cohen & Brawer, 1996). 

Non-traditional refers to a way of functioning that is different from 

standard practice or custom (The Pocket Oxford Dictionary, 1992). In 1975, 

Cohen, Lombardi, and Brawer described non-traditional education as being 

comprised of programs that provide educational services to people who 

otherwise would not, or could not, benefit from the college because of locale, low 

aptitude, lack of interest, or conflicting commitments, including the military and 

prisoners, (p. 62). 

Remedial function refers to the role of supplementing education to meet 

minimal expected standards for a particular educational grade level (Cross, 

1985). 

Traditional refers to normal, expected service or behavior (Cross, 1985). 
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Transfer function refers to the ability to receive college credit attained at 

one institution and apply it to another institution (Cross, 1985). 

Vocational function refers to the role of educating students for a specific 

vocation or to prepare students to enter the workforce (Brint & Karabel, 1989). 

Significance of the Study 

This study examined the context of the non-traditional comnfiunity college 

campus of a large multi-campus community college to determine why the 

institution wanted to change, how change was accomplished, and how this 

campus differed from traditional campuses. The increasing demands from 

business for a quick response to train personnel in technology, and the need to 

upgrade the skills of an aging workforce indicated that community college 

education was at a critical point in its history. Non-traditional students, who 

cannot or do not want to attend traditional classes in traditional places for 

traditional amounts of time, placed pressure on community colleges to 

accommodate their growing needs. SWC has one proactive campus devoted to 

fulfilling the requests from business, industry, and the community for alternative 

ways to educate their employees. Thus, the non-traditional campus emerged. 

Other community colleges may wish to consider instituting this type of 

campus. Assessing the perceptions, assumptions, and beliefs of the change 

agents can assist other colleges in determining the feasibility of instituting such 

changes. There is a dearth of literature on non-traditional higher education. A 
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study of context and how change occurs in a large educational institution can 

assist other institutions in determining whether such a plan would benefit them. 

This descriptive study contributes to the body of work by providing examples of a 

campus that differs from the norm. 

Organization of the Study 

This study was organized in five chapters. The first chapter included the 

introduction, rationale, purpose, statement of the problem, research questions, 

limitations and assumptions, and significance of the study. Chapter 2 provides 

an extensive review of the literature related to theories of organizations, change, 

leadership, and the community college. Chapter 3 describes the methodology. 

It Includes the design, the research site, population, and the method used to 

collect and analyze data. Chapter 4 answers the research questions by 

describing and analyzing the data. Chapter 5 summarizes the findings, draws 

conclusions, and proposes recommendations for further research. 
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CHAPTER 2 

REVIEW OF SELECTED LITERATURE 

Introduction 

This chapter reviews the literature related to the development of a non-

traditional community college campus, it is divided into two sections. The first 

section contains a review of the research regarding community colleges; the 

second section presents a review of the literature regarding organizational, 

leadership, culture, and change theory. In the context of the community college 

system, the model studied was unique. The organization of its structures 

required a change process that had a direct impact on the culture and leadership 

necessary to sustain its non-traditional mission. 

The missions and structures of community colleges have consistently 

focused on serving the needs of students and are often described as flexible and 

adaptive organizations (Cohen & Brawer, 1996; Levin, 1998; Roueche, Taber, & 

Roueche, 1995b). Their mission is to meet the educational needs of the 

community including traditional and non-traditional students, workforce 

requirements, and external demands for new technology (Gleazer,1980; Tillery & 

Deegan, 1985). Most community colleges incorporate this mission through 

traditional methods of delivering education. However, South Westem 

Community College (SWC) created a campus (SWCN) to meet the specific non-

traditional needs of its community. This study focused on the contextual 
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elements of that change: why and how SWC created the campus and the 

assumptions and beliefs then and now about what elements were necessary to 

institute and maintain a non-traditional campus. 

The Community College 

In the early 1900s, colleges were established (Cohen & Brawer, 1996) to 

function as "community colleges meeting community needs" (Hollinshead as 

cited in Cohen & Brawer, 1996. P. 21). The mission of these colleges was to 

provide higher education opportunities for those who could not attend four-year 

Institutions for various academic or monetary reasons. They provided the 

transition from high school to work and/or university, were less expensive than 

the universities, and were more accessible. 

These basic functions still exist (Cross. 1985). The transfer function still 

prepares students to transfer to a university by offering curriculum that parallels 

the university system. Vocational-technical programs prepare students to enter 

the workforce through courses that expand what was learned in high school. 

Continuing education provides professional development for those already in the 

workforce attempting to enhance their skills. The remedial programs improve 

skills not achieved in high school, and community service programs provide 

cultural and recreational courses for the community at large (Cohen & Brawer, 

1996; Cross, 1985; Tillery & Deegan, 1985). 
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Traditional education in community colleges consists of three-credit 

course cum'culum that is taken in one to two hour segments, two to three times 

per week over a 16-week period (Gleazer, 1980). Faculty are organized and 

directed by their disciplines and focus more on teaching than on research, unlike 

the university system (Cohen & Brawer, 1996; Tillery & Deegan, 1985). 

Cum'culum is generally developed and/or approved by the faculty and follows a 

faculty review process which often takes several months for approval (Cohen & 

Brawer, 1996). The traditional student body is made up of students who are in 

their late teens or early twenties and are just out of high school (Tillery & 

Deegan, 1985). 

This traditional model still exists today. However, the aging workforce and 

the growth of technology have led many students to seek education that 

specifically upgrades skills or enhances career change in a faster, more 

compact format (Gleazer. 1980). Thus, educational structures that respond to 

these requirements are needed to meet the anticipated workforce demands of 

the 21®' century (Rowley et al., 1998). Any program inconsistent with a three-

credit course structure offered on a campus over a 16-week period is considered 

non-traditional. Although different delivery modalities, such as television, have 

been used for over 20 years, the proliferation of technology and the options it 

provides has caused change to occur in some institutions. These non-traditional 

institutions are finding altemative ways to meet the new conditions through 
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programs and courses offered at different times and in different ways according 

to community needs. Yet. the literature presents more reasons to continue the 

search for new, alternative ways to deliver education. 

The new millennium demands a new vision as we transition from an 

industrial to a technological age (Dolence & Nom's. t998; Rowley et al., 1998). 

The original model of community colleges served our industrial or fixed-menu 

style of education. This style did not have a variety of programs or course 

selections but was appropriate in the early 1900s factory model of the industrial 

age. However, the technological age demands a cafeteria-style of education 

where there are a variety of programs offered in a variety of ways. The fixed-

menu/factory model that satisfied students in the industrial age does not satisfy 

them now. Transitional means to serve these modem students, such as courses 

in the use of technology, are available, but they do not meet the transformational 

means necessary for survival. (Dolence and Nom's, 1998; Rowley et al., 1998) 

According to Dolence and Nom's (1995), institutions of higher education 

have invested "in information technology infrastructure and in restructuring ... 

redefining roles and responsibilities of employees, and re-engineering ... 

systems and processes" (p. 3). However, the authors state that community 

colleges have not "transformed... [because they] have not yet formulated a 

compelling vision for the teaming required to succeed in the information age. 

They have not reshaped structures, roles, functions, and services to address 
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those changing needs" (pp. 3- 4). Community colleges must transfomn 

themselves to meet the new demands by incorporating technology throughout 

the learning system or other educational providers will surpass them. 

Dolence and Norris (1995) also told us that institutions that do not expand 

through constant change and innovation are doomed to fail because they will not 

meet the needs of the technological age. The authors posited that 

Currently, 3,613 institutions of higher education enroll 15.1 million 

students about 12m PTEs (Full time equivalencies) and spend $156 

billion per year in operations—a mix of traditional and some leamers from 

the workforce. Yet as the information age develops, a greater number of 

workers will need leaming opportunities not currently available, (p. 7) 

The need for evolving non-traditional education is growing. Futurists 

estimate that in 2000 each individual in the workforce will need to accumulate 

learning equivalent to that currently associated with 30 credit hours of instruction 

every seven years for every worker who wants to remain competitive and 

productive, perhaps even to maintain basic employment (Dolence & Nom's, 

1995). This prediction indicates that the full time enrollment could equal one 

seventh of the workforce at any point in time. Because there will be an estimated 

141 million workers in the U.S. in the year 2000, this could equal over 20 million 

PTE learners from the workforce (Dolence & Nom's, 1995). Most will be new 

leamers, pointing to the need for 672 additional campuses, each with an 
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enrollment of 30,000 students (Dolence & Norris, 1995). To meet the full 

potential of demands by the year 2010, a new campus would have to be opened 

every eight days at an exorbitant cost (Dolence & Nom's, 1995). These facts 

indicate that new delivery methods are essential to serve this increasing number 

of students. 

The authors continued that many information-age workers would have to 

spend at least 20% of their time engaged in learning, indicating approximately 

28 million PTE in the U.S. workforce alone. As well, students today are different, 

and they have many more options for training than in the past. There are now 

more older students than the traditional 18-22 year olds (Dolence & Nom's, 

1995). These older students are generally in the workforce and have different 

educational needs. Education and certifications they require can be obtained 

outside the academy. According to Dolence and Norris, transformation to meet 

the new demands will require four interlocking sub-processes: 

1. Realigning higher education with information age. 

2. Redesigning higher education to achieve this realigned vision. 

3. Redefining the roles and responsibilities within the realigned vision 

and redesigned higher education. 

4. Re-engineering organizational processes to achieve higher 

productivity and quality, (p. 20) 
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These four processes are interconnected, perpetual, and mutually reinforcing 

and must be realigned with three conditions: (a) the changing nature of 

information, knowledge, and scholarship; (b) the needs of the individual learner; 

and (c) the changing nature of work and learning. (Dolence & Nom's. 1995, p. 

23). 

According to Dolence and Nom's (1995), there are many challenges 

ahead because the public system is not meeting the demands. "As individuals, 

businesses, and government turn to altemative programs and education 

providers to meet their needs in a timely fashion, the college degree or credit will 

be challenged" (p. 23). As the competition from the private sector escalates, 

community colleges will question their programs and structures (Dolence & 

Norris, 1995). Therefore, adjustments must be made. 

Dolence and Norris (1995) propounded that "just-in-time" learning is 

critical for transformation to occur. A modular, flexible, and competency-based 

curriculum that shortens the time for initial preparation, improves the quality of 

the workforce, reduces the cost of learning, enables the fusion of work and 

learning, dramatically alters academic patterns, enables profession-specific 

infonnation and skills, and encourages perpetual leaming. Leamer needs for 

variety, quality, timeliness, and responsiveness will become the standard 

measures for the information age and must drive our concept of productivity. 
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Because students over 40 are the fastest-growing group in post-

secondary education, there are new challenges and opportunities to colleges 

and universities (Rowley et al., 1998). According to TERI (The Education 

Research Institute, 1996), between 1970—1993, the over-40 group grew by 

235% to 1.6 miition, and increased from 3.5% to 11.3% of those enrolled in 

higher education. Most attendants from this group are part-time students, and 

the growth in skills-related courses in the over-40 group was 45% between 

1983-1991. This group is the major constituency driving innovative approaches 

to learning, which provides access to courses and degrees via a statewide 

voice, video, and data system. 

This older group of students requires changes in traditional scheduling. 

Employee education is highly competitive, growing quickly, focuses on work-

related needs, and is more innovative than traditional professional education 

(TERI, 1996). These factors indicate that institutions of higher education must 

change to compete and to meet the needs of older working students. 

Rowley et al. (1998) believed that community colleges will be at the 

forefront to improve the infrastructure from the information age workforce. "Skills 

and management training will bring the community college even closer to the 

workforce than it has been. Some argue that it will become the fulcrum for the 

community network needed to foster community development and improvement" 

(Travis as cited in Rowley et al., 1995, p. 80). Partnering with community 
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businesses and agencies will enable community colleges to adapt to rapid 

change. Travis (1995) believed community colleges are "at the center of the K-

12 system of community education and training centers, committed to lifelong 

learning, workforce training, and the capstone of college preparatory studies" 

(As cited in Rowley, et at., 1995, p. 80). 

Community colleges must be more market driven and responsive to 

external environments because these forces set the parameters of long-term 

survival (Rowley et al., 1998). Thus, they must adapt to the needs of the older 

student, must be innovative enough to compete with new education providers, 

and must continue to function as the link between the K-12 system and the 

universities (Rowley et al., 1998). 

The structures in the higher education system can hinder or enhance the 

processes to adapt to a changing environment. According to Clark (1983), 

higher education organizations are divided into enterprises/institutions and 

disciplines. The institution functions as a part of the community. The disciplines 

are the field of study around which members are organized. Clark stated that 

"the discipline rather than the institution tends to become the dominant force in 

the working lives of academics" (p. 30), i.e. faculty are more loyal to and more 

influenced by their disciplines than their institutions. Non-traditional colleges that 

seek change could avoid situations of conflicting loyalty by employing adjunct 

faculty who would not be in that position. 
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Traditional community colleges with a large cadre of full time faculty 

would qualify as Mintzberg's (1983) professional bureaucracy. This bureaucracy 

is "a flat, decentralized structure; control is provided mainly by the professional 

indoctrination of its members. The support staff exists to serve the 

professionals, who carry out the primary responsibilities" (Mintzberg as cited by 

Boiman & Deal, 1991, p. 88). Because of their autonomy, Mintzberg (1983) 

stated that faculty resist change. Consequently, adapting to changing extemal 

environments is extremely slow in a traditional college; thus, a non-traditional 

campus needs a different model. 

Bureaucratic measures can also influence how organizations function. 

"The structural feature that most detemnines the nature and strength of 

enterprise cultures in higher education is tightness of organization" (Clark, 1983, 

p. 86). In tight organizations, activities are easier to control because actions are 

predictable. Outcomes can be detemnined because the system operates like a 

machine. In loose systems, events are unpredictable because there is less 

control that allows for greater creativity. Events that take place in one area of a 

loose organization may or may not affect another, whereas in tight systems, 

events in one area automatically affect those in another (Bimbaum 1988; Weick, 

1976). In most colleges and universities, the institution is loosely coupled, but 

the disciplines are tightly coupled (Clark. 1983). Therefore, a non-traditional 

campus that must allow for creativity should have a loose system. 
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Birnbaum (1988) described three levels of responsibility and control that 

exist in traditional colleges and universities: technical, managerial, and 

institutional. The technical level is comprised of research, teaching, and sen/ice. 

The managerial level is comprised of administrators who mediate between the 

technical and institutional levels. Finally, the institutional level is made up of the 

trustees and the president who ensure that the organization is able to respond to 

uncertain extemal social forces. 

Similarly, Clark (1983) discussed the three levels of control at colleges as 

the understructure, the middle structure, and the superstructure. Clark discussed 

the "contradictions of order and disorder" in colleges between the academic 

disciplines and the authoritative levels in the system (p. 206). The disciplines are 

the understructure: the faculties, schools, and sub-colleges. On one hand, the 

disciplines are rigid and resist change; on the other hand, they are areas that 

stimulate change. 

The authoritative levels are made up of the middle and superstructure. 

The middle structure is the college as a whole; the superstructure comprises the 

system links that "relate one enterprise to another" (Clark, 1983, p. 206). Clark 

stated that the three levels are often at odds with dramatically different 

directions, sources, and vehicles of change. In large structures, vehicles of 

change are predominantly political and bureaucratic. Administrative and political 

personnel must interpret the many extemal demands made upon the institution 
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(Clark, 1983). It is essential to determine at what level academic change needs 

to take place because "an opposite disposition is likely to characterize the levels 

not directly in view" (Clark, 1983, p. 208). This perception is similar to Bolman 

and Deal's (1991) concept affirming holistic thinking: misinterpretation or 

ignorance of a complete perspective of a situation can cause a failure to 

implement needed change. The functioning of these levels would difTer from one 

college to another and between a non-traditional and traditional campus 

depending upon the demands. 

External elements also precipitate change in community colleges. 

Business, the community, federal and state mandates can cause greater 

changes in organizations than internal forces (Bimbaum, 1988; Kanter, 1983). 

When change is frequent, the technology (how organizations act) calls for less 

centralization, coordination by specialized planning units, planning of 

interlocking activities with attention to intermediate goals, and emphasis on 

quality (Birnbaum, 1988). An adaptive technology with a decentralized 

management process must be coordinated with general plans. The plans are 

adjusted according to feedback and learning based on experience (Bimbaum, 

1988). 

This creative and flexible model, accomplished through a loosely 

organized system, lends itself to a non-traditional college setting. Bimbaum 

referred to this type of setting as the collegial model. In this model "a community 
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of individuals with shared interests, can ... only be maintained where regular 

face to face contact provides the necessary coordinating mechanisms and where 

programs and traditions are integrated enough to permit the development of a 

coherent culture" (p. 93). Size is an essential element of a collegium, which is 

limited on an institutional level to relatively small campuses (Bimbaum, 1988, p. 

93). Therefore, the focus of a non-traditional campus attempting to meet the 

changing needs of the community requires an adaptive, collegial model that is 

more suited to a smaller campus. 

With the external demands for adaptive curriculum to meet the needs of 

students young and old, some of whom are already in the workforce, change is 

imminent and the need for more non-traditional education is apparent. If, as 

Diener (1986) stated, the community college is "of the people, by the people, 

and for the people" (p. 17), then the 1990s mark the time for a change in the 

delivery of education. There is a lower demand for faculty and a greater demand 

for technically driven instruction (O'Banion, 1997). Meeting consumer demands 

is critical. Scholars maintain that if community colleges do not meet these 

needs, they will not survive the 20th century (Levin, 1998). Therefore, there is a 

need for greater adaptability and productivity (Ooucette, 1995) that employs a 

method of delivering education that breaks with tradition. 

In 1998, Levin stated that non-traditional delivery of curriculum 

demonstrated a shift to more business like management-directed processes. In 
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these delivery methods," a considerable portion lies outside the traditional 

structures of academic governance or oversight and ... new structures are 

fonned or old ones enlarged to manage these processes. These changes are 

subsumed under the ubiquitous category of paradigm shift, where leamers take 

precedence over instructors" (p. 2). In other words, the needs of the leamer, 

what, when, and where the student wants to leam, take precedence over the 

traditional modes of education and education providers. 

Rowley, et al. (1998) stated, "If there is any theme central to change, it is 

linking education to the workplace. The workplace will help generate problems 

for appositive leaming-the generation of knowledge informed by application in 

the real world" (p. 67). Altemative approaches to learning must be available for 

students and include high expectations of students and instructors, meet the 

requirements of diverse leaming styles, incorporate active learning assessment 

and prompt feedback, and employ innovative diagnostic schemes that relate to 

purposes and values. "Standardization was an appropriate model for days when 

the select and homogeneous 25% went on to advanced study, but in the 

infomnation age, 100% of the population are expected to participate in lifelong 

learning" (Rowley et al.. 1998, p. 76). 

Thus, innovative campuses will have new paradigms with fewer 

instructors using more methods of delivering flexible instruction to more students 

through technology. The focus is more on leaming than teaching. The reform 
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most needed is re-articulation of the curriculum and new delivery systems. The 

factory or fixed-menu model of all students leaming the same thing at the same 

time must be replaced. Cafeteria-style instruction, what the student needs or 

wants, will be available. New cum'culum that is modular and immediately 

applicable in the woritplace will replace the traditional semester schedule. The 

information age requires that we link learners wherever they are, whenever they 

want (Rowley et al., 1998). This new instructional paradigm will require that 

instruction adapts to methods required by the students, not vice versa. 

Community colleges must be prepared to meet that challenge or capitulate to 

private providers. 

Organizational Theory 

The structures necessary for effective non-traditional education will 

require new organizations. Bolman and Deal (1991) discussed organizational 

context as being comprised of four frames; structural, human resource, symbolic, 

and political. They stated that effective leaders must understand and function in 

each frame as they empower their employees. The structural frame operates 

like a machine and includes the rules, regulations, and organizational systems. 

The human resource frame operates like a family and involves interpersonal and 

personnel issues. The symbolic frame operates like theatre and addresses the 

cultural aspects of organizations; the rituals, mission, and vision. Finally, the 

political frame, the jungle, focuses on the maneuvering that must often be 
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employed to get things done. These authors stated that versatility through 

holistic thinking —by applying the four frames to situations that arise — fosters 

flexibility in action. 

Birnbaum (1988), Carison (1996), and Kanter(1983) provided further 

examples of this concept and looked at organizations through similar metaphors. 

Morgan (1986,1988) classified organizations through eight metaphors: 

One is structural ("organization as machine"), two are political 

("organization as political system" and "organization as instrument of 

domination"), two are symbolic ("organization as culture" and 

"organization as flux and transformation"), and one is cybemetic 

("organization as brain"). His other images intermingle elements from 

more than one frame. (Morgan as cited in Bolman & Deal, 1991, p. 312). 

Although the metaphors are stated differently, they are encompassed in 

those of Bolman and Deal (1991). Carlson's (1996) and Morgan's (1986 & 

1988) works proceed differently from that of Bolman and Deal, but their points of 

view are similar and are addressed in the theoretical fi-amework of this study. 

Leadership Theory 

Although all colleges attempt to meet student needs, non-traditional 

colleges attempt to meet them in non-traditional ways. The literature informed us 

that non-traditional institutions focused more on learning than instructing. This 

shift in focus also requires a shift in leadership. 
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Leadership responds to the context of constituents and their special 

interests through procedures that avoid upsetting those groups and their 

Interests (Rowley, et al.. 1998). The most efficient way to meet the challenges of 

the new leaming and instructional paradigms is by looking ahead. Wise leaders 

realize that avoiding change leads to failure. Rowley et al.. 1998, believe that 

strategic planning is essential for success in a change environment. The ability 

to see opportunities and know the strengths of the institution, enables the leader 

to shape change. 'This means strategically and candidly assessing what is to be 

taught in order to respond to these resources" (p. 55). 

Effective leaders understand their own strengths, work to expand them, 

and build teams that together can provide leadership in all four modes-

structural, political, human resource and symbolic" (Bolman & Deal, 1991, p. 

445). Leaders today must acknowledge the different perspectives of 

organizations and be able to adapt to each situation that arises (Bolman & Deal, 

1991; Morgan, 1997). Multiframe thinking enables leaders to appraise their 

environments and plan how to introduce changes that will enable their 

institutions to meet the new paradigms required. 

Handy (1995) and Hodgkinson (1991) propounded participatory, values-

based organizations where leaders keep the focus on the job at hand while 

allowing employees to flourish. Leaders must guide from a central vision 

developed by the leadership team. Hodgkinson posited that educational leaders 
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must "reconcile the self-interest of the individual member with the collective 

interest of the organization" (p. 64). He believed that making the two converge 

is the core task of leadership-the complex art of maintaining growth in a field of 

conflict and changing forces. 

According to Bimbaum (1992), the leadership process involves a social 

interaction that takes place within a context in response to a special situation. 

The agreement people reach about priorities in a college determines their 

culture, i.e. what they see, their actions and how they interpret events. 

Thus, leadership and culture are closely related. Schein (1985) stated 

that the only important thing leaders do is manage the culture. However, he 

added that it is uncertain whether the leader influences the culture or vice versa. 

He believed, as did Chaffee & Tiemey, 1988, that it is more likely that the culture 

controls the leader who must align their strategies with the institution's culture. 

In 1976, Bums stated that leadership theory lacked an ethical, moral 

dimension. Social exchange theory, in which followers play a central role in 

leadership, provided the basis for his work. Bums' theory characterized 

transactional leadership as a relationship based on power relations that require 

bargaining, trading, and compromising among followers and leaders. This style, 

the norm in colleges, conforms to the culture and preserves the status quo 

(Birnbaum, 1992). A leader provides a sen/ice to a group in exchange for 

approval and compliance. S/he accumulates power 1o the extent that s/he 
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produces the expected rewards and distributes them fairly; and s/he loses power 

to the extent that s/he does not" (Birnbaum,1992, p. 23). 

On the other hand, transformational leaders emphasize values, goals, 

and ends and act as change agents by motivating followers to support 

transfomnation of the workplace. This type of leadership introduces and 

advances change and new cultural forms. It fosters the creation of a more 

enduring bond between leader and followers that facilitates change (Bass. 1985; 

Birnbaum, 1992; Bennis, 1994; OToole, 1995; Bolman & Deal, 1991; 

Sergiovanni, 1996). Burns (1976) postulated that this is true leadership because 

it adds a highly moral dimension. In higher education, the internal and external 

constraints can limit a leader's effectiveness which necessitates symbolic or 

transformational leadership rather than instrumental/transformational (Birnbaum, 

1988; Bolman & Deal, 1991; Carlson, 1996). However, a succession of 

transformational leaders making changes can threaten the stability of an 

institution and the system of mutual interaction of which they are a part 

(Bensimon, Neumann & Birnbaum, 1989). 

Sergiovanni (1996) propounded transformational leadership and stated 

that leaders must have a moral voice and base their style on the needs of their 

community of learners. He believed that leadership style has less importance 

than what the leader stands for and communicates to others. This prescribed 

leadership "compels everyone in the school to meet their commitments, and to 
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become self-managing ... [in] the cultivation of shared followership" (p. 58). It is 

a covenantal relationship that imbues administrators with the responsibility to 

"behave as head followers of the community's ideas, values, and shared 

commitments ... with the idea of what to follow, not who to follow"(p. 83). "The 

virtues that go with this moral leadership makes [sic] it possible to work together 

... on the sure foundation of partnership and shared accomplishmenf (p. 97). 

Leaders constantly make value choices and in this way define the moral 

dimension because they are acting beyond rules. It is reflective, intentional 

action guided by morals as well as purpose (Hodgkinson, 1991). Consequently, 

leadership can change perceptions of followers and thereby change behavior 

(Bimbaum, 1992). The literature ((Birbaum, 1992; Bennis, 1994; CToole, 1995; 

Bolman & Deal, 1991; Sergiovanni, 1996) recommends transformational 

leadership for change to occur. 

According to Hoy and Miskel (1982), the primary function of successful 

educational leaders is to accomplish district goals and display concem for 

individuals and interpersonal relationships. They asserted that decision making 

is a major responsibility of administrators and that districts establish the rules 

and regulations that guide the actions of educational leaders. The authors 

professed that frt between the leader and the organization is crucial. Leadership 

effectiveness "depends on the fit between the leader's personality and the 
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structural variables such as task, structure, position, power and subordinates' 

skills" (p. 235). 

Educational leaders must arrive at common, moral goals with their staff 

that coincide with state and community mandates. The leader's effectiveness 

depends on subordinates' expectations, environmental contingencies, and 

values and perceptions related to organizational culture (Smith & Peterson, 

1988). 

Leaders cannot generate a new culture by emphasizing new goals and 

visions; they can only strengthen and protect the existing culture by articulating 

it, screening out personnel who challenge it, and continually rebuilding it in other 

ways. "Culture, like other aspects of organizations and all other systems, 

constantiy loses energy and moves toward entropy and disorder. A major 

function of administrators is to prevent the organization's culture from falling 

apart" (Birnbaum, 1988, p. 81). Therefore, leaders must be adept at meeting 

both needs of employees: transactional to accomplish mission and goals 

effectively and transformational to motivate and satisfy higher needs that also 

result in goal achievement. 

The strategies leaders follow and the cognitive models they are perceived 

to employ influence constituent support. In Bimbaum's (1988) study of college 

presidents, he found that presidents seen as cognitively complex and using 

multiple models to understand problems were more supported than those who 
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were not. Additionally, collegial leaders who provide rewards of status, service, 

and support were found to be the most effective. The satisfactory exchange of 

Increased prestige and resources over time leads to mutual feelings of 

obligation, gratitude, and trust. According to Bimbaum, "Presidents are part 

creature and part creator" (p. 102) of their organizations. To be successful, 

leaders must 

• conform to the group expectations of leadership, 

• live up to group norms, 

• be role models, 

• use the established lines of communication, and 

• give orders that will not be disobeyed, (p. 102) 

To accomplish these tasks, leaders must listen carefully, reduce status 

differences, and encourage self-control in which the group disciplines itself. 

Choosing the correct combination of leadership perspectives in a given 

situation Is the key to successful organizations today (Bolman & Deal, 1991; 

Morgan, 1997; Sergiovanni, 1990). Prudent post-industrial leaders understand 

their own strengths, work to Improve them, and build teams that combine to 

provide leadership in all four modes-structural, political, human resource, and 

symbolic (Bolman & Deal, 1991; Carlson, 1996; Morgan, 1997). Without this 

Insight, leaders may fail to accomplish tasks and realize his/her visions for the 
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organization. Thus, collegial leaders who are participatory, encourage teamwork, 

and reward good work should succeed. 

Culture Theory 

Chaffee (1985) and Bimbaum (1988) posited that collegial leaders who 

use interpretive or symbolic strategies obtain the most support from their 

followers and. consequently, are successful. These characteristics are 

components of organizational culture. Schein (1992) defined culture as 

A pattem of shared basic assumptions that the group learns as it solves 

its problems of external adaptation and internal integration, that works 

well enough to be considered valid and. therefore, to be taught to new 

members as the correct way to perceive, think, and feel in relation to 

those problems, (p. 12) 

Leaders create cultures when they form organizations. On the other 

hand, once a culture is established, it determines who its leader will be (Kanter, 

1983; Schein, 1992). Schein noted that if leaders "do not become conscious of 

the cultures In which they are imbedded, those cultures will manage them" (p. 

15). Knowing the shared assumptions and how they have been established 

empowers leaders. This knowledge enables them to influence the culture's 

beliefs and effect change. 

Changing a culture is an enormous, time-consuming task. Analyzing the 

culture of an organization enables deeper understanding of the organization 
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which hastens the change process. Schein (1992) described three factors that 

are essential to the process; 

1. visible artifacts; 

2. espoused values, rules, and behavioral norms that are learned and 

reinforced; and 

3. tacit, basic underlying assumptions which determine 1 & 2. (p. 47) 

The best way to determine culture is through qualitative research in which 

group members participate in the process of discovery (Schein, 1992). 

By choosing the leader and detemnining the mission and environment, founders 

of organizations are crucial in establishing its culture. They are the 

entrepreneurs who hold the vision of the new workplace (Schein, 1992). As the 

founders develop their vision, they include others who share the same point of 

view and determine the extemal and intemal operations (Schein, 1992). The 

founders' assumptions determine how strong the organization will become, what 

the leader pays attention to, how s/he allocates resources, and the criteria used 

to make decisions. Their assumptions are absorbed by the culture. Once 

established, change in an organization may require change in the culture. The 

evolutionary process may be hindered if the founders are still leading the 

organization (Schein, 1992). 

The structural factors, such as the architecture, the rules, regulations, and 

procedures, reinforce values. The bureaucratic procedures that develop 
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become more cumbersome as a culture matures and, hence, more difficult to 

change. As cultural change agents, leaders must initiate transformation through 

motivation. Motivation can occur through disconfirmation-establishing that goals 

are not being met-and the guilt that is produced as a result (Schein, 1992). 

However, the leader must also provide a psychological safety net which 

establishes that the situation can be repaired. Radical change can occur with 

the entry of new people. The leader can direct the shape of the organization by 

manipulating the formation of a subculture through the movement of people and 

by encouraging diversity within groups. (Schein, 1992) 

Leaders today need to be part of the leaming culture in which broad 

thinking is essential. They need to understand that all perspectives have 

relevance in a complex world. A community of leamers that includes the leader 

is the only appropriate way to manage and implement change (Schein, 1992). 

According to Gardner (1990), leaders act in a stream of history. The 

culture and history of an organization facilitate some actions and circumscribe 

others, and they play a major role in leading change. The history can focus 

attention and provide actions with meaning (Bimbaum, 1992). 

Schein (1985) posited that a long and mature culture causes the 

organization to be predisposed to certain kinds of leadership, and in a sense, 

through its culture, the mature group also creates its own leader. So when a 

leader from outside the institution is chosen, it signals that change is desired. 



48 

Formal goals give meaning to the organization intemally and extemaliy: 

Goals that act as integrating myths, can help morale and keep exterior groups 

pacified (Clark. 1983). Myths are indispensable to bring order to organizational 

life because they provide a basis for action and belief when leaders are in doubt 

about what action to take (Bimbaum, 1992). Basic beliefis determine more about 

the culture and characteristics of a college than differences in administrative 

structure or academic program (Bimbaum. 1988; Meyer & Rowan, 1983; Schein, 

1992). These beliefs or "rationalized myths" are believed to be necessary 

elements of the organizational structure (Meyer & Rowan, 1983, p. 25). 

Examples of these rationalized myths are goal statements, SAT scores, and 

organizational charts which meet the social expectations of a college but are 

rarely Instrumental in achieving presumed outcomes. (Bimbaum, 1988) 

Symbolic action in a process culture is highly significant. Attention on 

how things are done in educational settings is great because direct feedback on 

decisions that were taken is seldom obtained (Deal & Kennedy, 1982). Cultures 

are implicit, unobtrusive, and for the most part, not subject to purposeful 

manipulation by administrators (Bimbaum. 1988). Yet. the culture of a campus is 

the element that most affects its success in attaining its mission. When the 

mission of a campus is to initiate change, the leader must be aware of the 

culture and how it influences and is influenced by its structure, human 

resources, and politics. If the culture is not amenable to change, then change 
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Thus, in change settings, and particularly, where change is ongoing, it is 

imperative to understand the culture to facilitate achieving the mission of the 

Institution. 

Change Theory: Entrepreneurship and innovation 

Fullan (1991) stated that the larger goal for leaders is to change or 

transform the culture. He believed that a collaborative culture enhances change 

as a natural process. Institutional renewal is associated with collaborative 

leadership (Bimbaum, 1992). The ability to exercise power without alienation is 

crucial to a successful change process that depends on shared governance and 

reciprocal influence (Bimbaum, 1992). By explaining and clarifying institutional 

mission internally to constituents and extemally to the community, the 

interpretive leader builds commitment to communal values (Bimbaum. 1992). 

This collaborative style of leadership facilitates change: it is transformational and 

transactional because it directs and allows followers to participate in the action. 

It encompasses Bolman & Deal's (1991) organizational frames; it satisfies the 

political frame by including the intemal and extemal community, it satisfies the 

structural frame by following procedures, it satisfies the human resource and 

symbolic through collaboration and consideration of the shared beliefs of 

constituents when making changes. It appears that this type of leader would be 

necessary to enable a successful change process. 
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Many factors initiate change. They can be factors from outside the 

organization such as the community, or sources from within the institution. 

External factors play an important role in the change process. Community 

needs, demographic changes, or new technologies can cause college districts to 

initiate and support ways to meet the demands. These elements often lead to 

internal processes to determine where change must occur to meet these extemal 

demands. 

Fullan (1991) described change as "a process not an event" (p. 48) and 

identified the three stages in the change process as initiation, implementation, 

and continuation and outcome. Innovation can motivate change and is more 

likely to occur when the central administration is supportive (Fullan, 1991; Miles 

& Huberman, 1984). A new leader can act as a change agent, but according to 

Fullan, six themes are essential for transformation to occur 

Leadership and vision, evolutionary planning, initiative-taking and 

empowerment, staff development and assistance, monitoring/problem-

coping, and restructuring—provide a dynamic and powerful image of the 

complexity and excitement of the implementation process, feeding into 

and on each other, (p. 88) 

Fullan (1991) believed that effective leadership must conduct all themes 

in concert for substantial change to occur. He described four essential means 

for the change to occur 
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1. Active initiation and participation-starting snnall and thinking big. 

2. Pressure and support-there must t>e pressure for change as well 

as support for the changes that are deemed necessary. 

3. Changes in behavior and beliefs-change must occur in an on

going and consistent way. 

4. Overriding problem of ownership—clarity, skill and commitment 

that comes [sic] over time is a progressive process, (p. 92) 

The broad implications of Fullan's (1991) implementation process have 

several interrelated components. The first component is that the crux of change 

involves the development of meaning in relation to a new idea, program, reform, 

or set of activities. However, it is individuals who have to develop new meaning, 

and these individuals are insignificant parts of a gigantic, loosely organized, 

complex, messy social system that contains a myriad of different subjective 

worlds. In essence, Fullan's change theory states that the ability to explain what 

causes change is as important as how to influence those changes. It is an on

going cyclical process that demands collaborative, visionary leadership with 

structural support. 

Kanter (1983) believed that leaders must commit to a formula for 

innovation which includes; 

• encouragement of a culture of pride (highlight achievements), 

• enlarged access to power tools for innovative problem solving, 
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• improvement of lateral communication, 

• reduction of unnecessary layers of hierarchy, and 

• increased—and earlier—information about company plans, (p. 149) 

Emotional and value commitment between people and 

organizations-people believing in the entity-encourages innovation (Fullan. 

1991; Kanter, 1983). Another intangible incentive is the culture. Those who 

push change come from areas that are modem. Innovators and innovative 

organizations generally come from the most up-to-date areas rather than 

traditional ones with preservationist tendencies (Kanter, 1983). These 

innovators are people and organizations that desire change. 

Morgan's (1997) theory of transitional phenomena stated. 

In situations of voluntary change the person doing the changing must be 

in control of the process, for change ultimately hinges on questions of 

identity and the problematic relation between me and not-me. To create 

transitional situations, a change agent must help create that area of 

illusion defined by Winnicott (1958), which, in his terms, is "good enough" 

for people to explore their situations and the options they face. People 

frequently need time to reflect, think over, feel out, and mull through 

action if a change is to be effective and long-lasting. If the change agent 

tries to bypass or suppress what is valued, it is almost sure to re-surface 

at a later date. (p. 238) 
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Having a change culture and a collaborative leader with an understanding of that 

culture facilitates the process that is vital to innovative organizations. 

Birnbaum (1988) listed eight procedures for leaders to follow to facilitate 

change, which he stated must be a slow process: 

1. Spend time: spending time on a decision demonstrates its 

importance and commitment. 

2. Persist: persistence is necessary to make things happen and to 

ensure lasting reform. 

3. Exchange status for substance: include many groups in the 

decision making process whether they participate or not. 

4. Facilitate opposition participation: this technique tempers the 

opposition. 

5. Overload the system: when there are too many proposals, some 

get approved and implemented quickly. 

6. Provide garbage cans: having places that attract other people's 

issues keeps them away from one's own proposals (garbage cans), 

thus allowing acceptance of preferred proposals. 

7. Manage unobtrusively: identify small unobtrusive changes that can 

have large scale effects without generating opposition. 

8. Interpret history: provide rationale and precedent for events 

through the history of the organization, (p. 167) 
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Although these procedures encompass all organizational areas described 

by Bolman and Deal (1991), Bimbaum (1992), Carlson (1996), and Kanter 

(1983), they are primarily political acts. The power to manage a change effort is 

critical. Power seeking is still necessary in innovative corporations. Raw "power 

politics" seems much more common in heavily segmented and bureaucratic 

companies than in more entrepreneurial settings which encourage managerial 

innovation (Kanter, 1983). In more entrepreneurial settings, the very ambiguity 

surrounding the managers' areas and the absence of clear possession of all the 

resources, coupled with the nature of the issues that are being tackled, means 

that managers are impelled to behave more cooperatively to survive (Kanter, 

1983). Even though the system in innovating corporations is more "politicized" 

in one sense-with managers having to capture power that they are not directly 

given in order to get things done-it is also more "civir-at least on the surface. 

Opponents are won over by persistent arguments; open communication is used 

to resolve debates (Kanter, 1983). 

In innovative enterprises, political information is critical to success and 

more important than technical knowledge. (Bolman & Deal, 1991; Kanter, 1983) 

Knowledge about the existing stakes and needs of other areas is crucial to 

getting support for projects (Kanter, 1983). The ability to make a convincing 

case and build coalitions of support requires skill and knowledge (Bolman & 

Deal, 1991; Kanter, 1983; Wilson, 1990). The leader needs the support of the 
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community and the faculty-the most significant because the administration will 

usually follow with support-to push a project through (Bimbaum, 1988; Kanter, 

1983). 

So, it is apparent that the leader of a non-traditional campus has to be an 

entrepreneur to enable the mobil'̂ ation and completion of tasks. An important 

foundation for an innovative organization is that it be loosely structured. The 

crossing of boundaries, the ability to seek and tie together diverse sources of 

data and experience, is a critical component of innovation. The entrepreneur 

has to be able to switch hats to get support and motivate his team to make 

things happen. This ability is the balancing act that Bolman and Deal (1991) 

professed is necessary to lead in the post-industrial age. 

The highest proportion of entrepreneurial accomplishments is found in 

companies that are least segmented and segmentalist, companies that have 

integrative structures and culture— emphasizing pride, commitment, 

collaboration, and teamworic (Kanter, 1983). Innovation depends upon whether 

the change is imbedded into the structure, whether administrators and teachers 

are skilled in and committed to the change, and whether procedures for 

continuing support are established (Fullan, 1991; Miles & Huberman,1984). 

Kanter (1983) stated that the key to innovation is integrative action which 

demonstrates a "^villingness to move beyond received wisdom, to combine ideas 

from unconnected sources, to embrace change as an opportunity to test limits" 
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(p. 27). To challenge established practices one has to see problems 

integratively, as wholes. Rather than walling off a piece of experience and 

preventing it from being touched or affected by any new experiences, leaders 

need to see the whole picture and understand how one event can effect the 

whole organization before taking action. Kanter (1983) declared, 

Entrepreneurs-and entrepreneurial organizations-always operate at the 

edge of their competence, focusing more of their resources and attention 

on what they do not yet know than on controlling what they already know. 

They measure themselves not by the standards of the past (how far they 

have come) but by visions of the future (how far they have to go). Much 

managerial and academic wisdom about organizational problem solving 

stems from the study of segmented structures and segmentalist cultures, 

and so it is not very helpful for understanding innovation and change. 

Segmentalism discourages people from seeing problems-,or if they do, 

from revealing the discovery to anyone else. (p. 28) 

In other words, collaborative efforts are essential in a culture of change. 

Organizations that are change-oriented have a large number of integrative 

mechanisms encouraging fluidity of boundaries, the free flow of ideas, and the 

empowerment of people to act on new information (Kanter, 1983). 

Therefore, Kanter's (1983) change master is a historian who understands 

the past and knows what to honor and preserve from the past while moving 
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towards a different future. A respect for individuals is another necessary 

component in the change process. Participation in team projects above and 

beyond the rote requirements of the job taps unexpected individual 

contributions. By providing employees with a broader outlook and more skills, 

they are ready for change. 

Kanter (1983) believed that entrepreneurial behavior and employee 

involvement lead to productive, responsive changes. "The practices of these 

companies—their structures, cultures, and reward system—provide indigenous 

American models for ways in which innovation can be stimulated" (p. 35). 

The skills required by leaders in innovative establishments where 

"corporate entrepreneurs" work in participative teams are 

1. Power skills-the ability to persuade others to invest information, 

support, and resources in new initiatives. 

2. Problem solving skills-the ability to manage the problems 

associated with the greater use of teams and employee 

participation. 

3. Knowledge-understanding how change is designed and 

constructed in an organization-system flexibility, tactical planning 

rather than strategic planning. (Kanter, 1983, p. 36) 

In essence, Kanter's change masters must understand and be able to use the 

political, human resource, structural and symbolic frames positively to realize the 
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changes they need to make in their organizations. They need to be 

entrepreneurs and holistic thinkers who understand how the structures of the 

organization circumscribe their institutions so they can implement the required 

changes skillfully. 

Summary 

When planning a non-traditional campus organization and mission, 

educational leaders must consider many factors. Their desire to meet 

unconventional requirements through unorthodox measures challenges them. 

They must determine whether they can best meet these needs through the 

structures in place or through altemative methods. Bolman and Deal (1991) 

provide a method to assist smooth functioning through their concept of 

multiframe organizations or institutions. By examining the structural, political, 

human resource, and symbolic frames of an organization, leaders can determine 

how to implement changes. Interpreting how the metaphors are at play in an 

institution provides the direction that enables effective leadership. 

As organizations of higher education, community colleges embody the 

four frames. However, according to Clark (1983), they are divided primarily into 

enterprises and disciplines that both have elements of Bolman and Deal's (1991) 

inter-related frames. As a professional bureaucracy, the community college is a 

decentralized structure comprised of different levels of power, both intemal and 

external. This situation makes heavy demands on the leader. 
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The most effective leader In community colleges appears to possess a 

collegial style in which participatory management predominates. Nevertheless, 

the culture of the institution seems to exert the most influence in effecting 

change. How employees-administrators or faculty-perceive the institution has 

the greatest influence on their cooperation in new initiatives. The structure of 

the institution as well as the method of work affects the predisposition to accept 

innovation. Hence, the established culture determines how successful 

innovation will be. The culture, politics, teamwork, and loose structure are 

essential elements of innovative organizations. The ability to manage and 

understand each area and see them holistically is essential for successful 

leadership. 
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CHAPTER 3 

METHODOLOGY 

This chapter describes the research methods used to assess the rationale 

and development of the non-traditional campus and the method employed to 

analyze the data. It includes the research design, the population and site, and 

the procedures used to collect the data from the document, observation, and 

interview protocols. The method employed to analyze the data is also described. 

This study is based on grounded theory, a process-oriented approach to 

qualitative methods research, and on a conceptual framework for organizations, 

leadership, and change. Grounded theory examines elements of an organization 

leading to a descriptive study that investigates the context (Oriinkowski. 1993). 

This theory advances the "generation of theories of process, sequence and 

change pertaining to organizations, positions, and social interactions (Glaser & 

Strauss, 1967, p. 114). After examining the data for emerging pattems, 

researchers discover grounded findings that are among the most interesting and 

important results obtained during research that may have gone unnoticed during 

the data collecting phase (Berg. 1995; Glaser & Strauss, 1967). 

The concept for the case study is based on Bolman and Deal's (1991) 

concept for organizations. They described organizations as being comprised of 

four frameworks; structural, human resource, political, and symbolic. The 
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structural frame, the bureaucratic system, is based on the theories of sociology. 

It emphasizes the rules and regulations in which parts working in sequential 

order fulfill specific purposes. The structural leader is a social architect who 

follows procedures, adheres to scientific analysis, and maintains an efficient 

budget. In these types of organizations, leaders can be restricted or limited by 

the rules and regulations that dominate the cuKure; on the other hand, the 

procedures ensure order. 

Theories of psychology dominate the human resource frame, in which 

people matter (Wilson, 1989). The human resource leader is concemed with 

meeting employee needs and developing individual talents in particular 

positions. This leader believes that the organization will be successful if the 

employees are respected as members of the organizational family. Human 

resource leaders are catalysts who support, empower, and facilitate the work of 

others (Bolman & Deal, 1991). 

Political science theories guide the political frame (Bolman & Deal, 1991). 

Political organizations exist on power, conflict, and the restraints of scarce 

resources. Leaders in this framework build coalitions to advance their agendas. 

They understand the necessity and importance of power. Constant negotiation 

and bargaining to meet goals and complete tasks are essential in the political 

frame. Being an astute political leader translates into the ability to get people to 

do what you want them to do (Hoy & Miskel, 1982). 
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The symbolic frame is founded in theories of anthropology. Symbolic 

leaders are concemed with perception and meaning. They inspire employees to 

follow them by framing experiences in culturally significant ways. Symbols 

provide a shared sense of values, mission, and identity. "All social entities have 

a symbolic side, a culture as well as a social structure, some shared accounts 

and common beliefs that help define for participants who they are, what they are 

doing, why they are doing it" (Clark, 1983, p. 72). Leaders in the symbolic frame 

are often charismatic artists, poets, or prophets who rely on myths, images, 

drama, magic, and sometimes even luck or the supernatural to communicate a 

vision and culture (Bolman & Deal, 1991). Symbols and symbolic leadership are 

essential components for implementing change in organizations. 

All organizations have elements of the four frames, but the organization of 

the campus in this study differs from the other campuses in many ways. The 

problem in this study is to determine why and how the institution chose to 

establish a unique, non-traditional site and how it has evolved. 

The research questions are 

1. What assumptions, beliefs, and factors led SWC to develop a non-

traditional campus? 

2. What processes or procedures were used to make and maintain this 

transition to non-traditional education? 
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3. What perceptions suggested that the non-traditionai campus served 

non-traditional needs more effectively? 

Research Design 

The purpose of research is to discover answers to questions through the 

application of systematic procedures (Berg, 1995). This study is descriptive and 

uses case study and qualitative research methods. Case study methodology is 

interpretive and encompasses multiple research methods that reflect the interest 

and purpose of the researcher. Qualitative methods support the case study 

research design which explores why and how events occur (Yin, 1984). This 

method of research "properly seeks answers to questions by examining various 

social settings and the individuals who inhabit these settings" (Berg, 1995, p. 7). 

"The interest is in the process rather than the outcomes, in context rather than a 

specific variable, in discovery rather than confirmation" (Merriam, 1998, p. 19). 

The conceptual and theoretical frameworks suggest that a qualitative research 

approach is appropriate for this study because it is process-oriented and suited 

to exploring the interactions between workplace settings and the social dynamics 

of staff inhabiting these settings (Berg, 1995; Levin, 1996; Wolcott, 1992). 

Grounded theory provides a theoretical framework for this study because 

it is a research approach that specifically includes elements of process and 

change (Oriinkowski, 1993). It advances the production of theories of process; 

sequence; and change regarding organizations, positions, and social interaction 
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(Glaser & Strauss, 1967, p. 57). This theory centers on the development of a 

context-based, process-oriented description and explanation of phenomena, 

rather than an objective, static description expressed in terms of variance using 

independent and dependent variables (Oriikowski & Baroudi, 1991). The end 

result of this kind of research is the development of theory that is based on 

authentic data (Mem'am, 1988). 

Grounded theory enhances the qualitative method of triangulation also 

employed in this study. The process of interviewing, observing, and analyzing 

documents validates the findings (Berg, 1995). This method not only combines 

different kinds of data but also "attempts to relate them so as to counteract the 

threats to validity identified in each" (Berg, 1995, p. 5). The process of 

triangulation strengthens the study because it allows the researcher to offer 

perspectives other than her/his own because common themes throughout the 

data are explored and linked (Berg, 1995). 

Ex post facto elements are evident because past conditions were 

fundamental to the current situation at the campus and to its development 

(Merriam, 1988). The historical events contained in the documents provide 

evidence on how the campus evolved, adjusted, and adapted to its selected 

community and mission. 

Studying the leader and followers in their contextual settings provided the 

means to attain authentic data (Erickson, 1986). The study enabled this 
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researcher to understand and derive meaning from the work of the leader and 

the mission of the campus (Berg. 1995). Analyzing college documents, 

observing the workplace, attending meetings and interviewing administrators 

and workers provided an opportunity to leam how and why the campus evolved, 

and determined the causal relationship between college policy and action, which 

was essential to the study (Miles & Huberman, 1984). 

Qualitative Field IMethods 

Qualitative methods were used through analyzing documents, 

observation, and guided semi-structured interviews. The process of 

triangulation, a method of analyzing the data gathered through document 

analysis, observation, and semi-structured interviews, validated the qualitative 

methods employed in this study. This technique is designed to investigate all 

kinds of communication (Berg, 1995; Purvis, 1985). It enabled the researcher to 

categorize the data on a contextual basis suggested by the data rather than 

imposed from the outside (Strauss & Corbin, 1990). 

The data were categorized through an open coding system and content 

analysis (Berg, 1995; Miles & Huberman, 1984). This data reduction process 

enables the subjects studied to "speak for themselves" and ensures authentic 

data (Bimbaum, 1992; Miles & Huberman. 1984). 
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Observation 

The observation component of the qualitative research study was 

conducted over two years. It was a macro- and micro-focus, ethnographic study 

that describes and interprets social interactions and expressions between 

peoples and groups in the workplace. The micro-focus component focused on 

specific "incisions at particular points in the institution" and the macro-focus 

component attempted to describe the "entire way of life" of the group (Berg, 

1995, p. 88). According to Wolcott (as cited in Berg, 1995, p. 88), an 

ethnographic study is the science of cultural description because it informs the 

researcher about the subjects being observed. By studying the leader and 

workers in their setting, this researcher attained authentic data (Erickson, 1986) 

that enhanced the ability to understand and derive meaning from the work place. 

Participant observation uses ethnographic strategies together with 

theoretical insights to create, support, or refute ideas about human behavior 

(Burgess, 1984). Subjective soaking, in which the researcher is submerged in 

the culture being studied, results in the researcher abandoning "the idea of 

absolute objectivity or scientific neutrality and attempt[ing] to merge into the 

culture being studied" (Berg, 1995, p. 87). 

Initially, the researcher acted as a complete observer in this study and 

was introduced as a student intem observing the activities on the campus. This 

position enabled discrete, extensive note taking in the field. However, after a 
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six-month period, the researcher was employed at the campus and thence acted 

as a participant observer. These two circumstances permitted the achievement 

of a well-rounded, thorough perception of the activities and workings of the 

campus. In this case study, becoming an employee enhanced the study by 

providing another means-that of an employee-to view the situation on the 

campus. 

Document Analysis 

Analysis of college and campus documents fumishes the unobtrusive 

component of qualitative research. 1 used a simple random sampling strategy to 

examine 12 documents for my research that included the college and campus 

mission statements. The college documents tell the history of the institution, and 

the educational plan and provide the minutes of early meetings containing 

discussions of the non-traditional campus that emerged. The campus documents 

and mission complete the historical evidence, describe the present mission, and 

explain how the campus has evolved since its inception. 

Documents are vital to validating a study because they describe events 

that "recapture the nuances, the people, meanings, events, and even ideas of 

the past that have influenced and shaped the presenf (Berg, 1995, p. 161). 

Documents instruct the continuing decision regarding focus and process in 

interviewing and observation (Pittman & Maxwell, 1992). They assist the 

researcher in probing for further information in the interview process as well as 
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guiding the observation of campus events. A college-wide climate and culture 

study provides an even broader illustration of how the campus differs from the 

rest of the college in the symbolic realm. 

Interview Protocol 

Semi-structured, individual, in-depth interviews were guided by the 

researcher and were based on themes. Questions were asked in a consistent 

and systematic order, but the interviewers "are allowed freedom to digress ... to 

probe far beyond the answers. Questions used in a semi-standardized interview 

can reflect awareness that individuals understand the world in varying ways. 

Thus, researchers approach the world from the subject's perspective" (Berg, 

1995, p. 33). This method facilitates investigating beyond set questions for 

further information and clarification. It enables the researcher to gain a rich 

understanding of the assumptions and beliefs of the interviewees and to respond 

spontaneously to any situation that might arise during the course of the 

interview. 

An interview protocol, which included questions that would reveal the 

assumptions and beliefs of those interviewed, was prepared. The questions 

delved into assumptions, beliefs, factors and perceptions about the development 

and effectiveness of the non-traditional campus. 

Audio-taping interviews with administrators, administrative personnel, 

faculty and staff at the campus, as well as the administrators who were involved 
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in the initial stages of development of the non-traditional campus, enhanced the 

study. 

The interview protocol consisted of the following questions that allowed 

for deeper probing of assumption and beliefs: 

1. What led the college to establish a non-traditional campus? 

2. What was its purpose and function supposed to be? 

3. How did the founders plan to implement the vision? 

4. How was this campus to differ from the traditional campuses: 

a. Was/is the administration, the processes, organized 

differently? 

b. Were/are the employees different or selected differently 

than at the other campuses? 

c. Did/does this campus do things differently; are their 

methods of working or mission different from the other 

campuses? 

d. Were/are the resources or clients different; how? 

Research Site and Population 

This study was conducted at the non-traditional campus of a multi-

campus community college in a medium-sized city in the Southwest. The 

college has a president for each of five campuses who reports to the chancellor 

and the board. The non-traditional campus being studied operates in two 



70 

counties with at least 200 sites delivering credit and non-credit training and 

education in traditional and distance education modes. Of an unduplicated 

headcount of approximately 65,000 students for the college, the campus being 

studied reported approximately 3,000 full-time-equivalent (30 credit or 640 class 

hours annually) students in 1997, More than 3,500 active and pilot courses are 

offered in 73 programs leading to certificates and associate degrees. 

The college has been in operation for over 28 years. The present 

chancellor has been In office for approximately five years following the former 

CEO who completed a six-year term. The campus presidents in the institution 

hold much of the day-to-day operational decision-making. 

Research for the study began with the document analysis and observation 

of the leader in meetings with corporate clients, employees, and peers. The 

study ended with the interview component. This part of the study included 

individual, in-depth interviews with faculty, staff, present and former 

administrators, and the campus president. 

Data Validity and Reliability 

Data validity and reliability are key considerations in case study design. 

Construct validity, internal validity, external validity, and reliability tests are 

components used in the social sciences for verifying validity and reliability (Yin, 

1984). Construct validity maintains subjectivity through employing operational 

sets of objectives during the data-collection process and through using multiple 



71 

sources of evidence. Internal validity ensures that the research findings are 

realistic that is established primarily through documents and interviews (Yin, 

1984). External validity determines whether the findings of one study can be 

applied to other situations. Reliability involves the relevance of the findings, i.e. 

whether the findings will be the same if the study is repeated (Yin, 1984). 

Triangulation. which reinforces elements in the data, fulfills issues of 

internal, external, and construct validity (Berg, 1995; Merriam, 1988; Yin, 1984). 

Through the qualitative field methods used in this study (interviews, 

observations, and document analysis), triangulation is accomplished. Therefore, 

it counteracts any threats to validity that are unique to each method alone (Berg, 

1995). Yin's (1984) case study data report was created for this study to meet 

concerns for reliability. Thus, this study used procedures that resulted in an 

effective research design by meeting the issues of internal, external, and 

construct validity. 

Data Collection 

The raw data and other necessary information for analysis are collected 

in a case record (Patton. 1990). Through an inductive process, examination of 

the data exposes generalizations and hypotheses. Open coding, Ihe central 

purpose of which is to open inquiry widely" (Berg. 1995. p. 187) is used to 

identify themes methodically. According to Strauss (as cited in Berg, 1995, p. 

187), there are four basic guidelines in conducting an open coding analysis: 



72 

1. Ask the data a specific and consistent set of questions. 

2. Analyze the data minutely. 

3. Frequently interrupt coding to write a theoretical note. 

4. Never assume the analytic relevance of any traditional variable 

such as age. sex, social class, and so forth until the data show it to 

be relevant. 

Using the above guidelines enable the researcher to conduct a systematic 

analysis of the data. Field notes are examined for recum'ng themes after each 

interview, observation, and document analysis. This procedure reveals recurring 

themes, assumptions, and beliefs of individuals about the function and purpose 

of the non-traditional campus. 

Data Analysis and Display 

Analysis in qualitative research relies on categorizing the data. This 

procedure can be accomplished in several ways. Berg (1995) stated that 

selecting different elements to count or record data enables the researcher to 

arrive at findings. Themes are the "most useful units to count" because they can 

be located in many different places, e.g. through interviews, documents, and 

observation (Berg, 1995, p. 181). Recum'ng themes or repetition of key words or 

beliefs are strong indicators of beliefs and assumptions as well as sources of 

factual infonnation. Data were gathered and displayed by 
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• identifying recurring themes from the documents, observations and 

interviews. 

• Finding similarities and differences in phrases, themes, and between 

subgroups. 

• Separating the patterns and processes, through identifying 

consistencies and differences among them. 

• Developing generalizations about the commonalities in the data. 

• Basing generalizations from the theories contained in the literature 

review (Berg, 1995; Miles & Huberman, 1996; Yin, 1996). 

Summary 

A case study was conducted of the non-traditional campus of a large 

multi-campus community college in the Southwest. The investigation was based 

on grounded theory that employed qualitative methods of participant 

observation, document analysis, and interviews to gather and triangulate the 

research data. The data were arranged and displayed according to Miles & 

Huberman (1994), Berg (1995), and Yin's (1984) methods. The observation 

component was conducted at the college over a two-year period that began in 

July 1997. The documents described the history of the college that led to non-

traditional education and its evolution. The interviews revealed assumptions and 

perceptions, and enhanced the documents and obsen/ations. 
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The following chapter displays the findings of the study, describes the protocol, 

and exhibits the themes. 
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CHAPTER 4 

FINDINGS 

This chapter reports the data analysis in four sections. The first section 

describes the data protocol used for each qualitative method of triangulation: 

document analysis, observation, and interviews, it also includes a brief 

description and listing of the above. The second section displays the data 

regarding the assumptions, beliefs, and factors that led to the development and 

maintenance of the non-traditional campus. The third section exhibits the data 

describing the processes and procedures used by the college to transition to 

and maintain the non-traditional campus. Finally, the fourth section describes 

the perceptions addressing the effectiveness of the non-traditional campus. 

Case study (Yin, 1984) and qualitative research methods (Berg, 1995; 

Miles & Huberman, 1984) revealed the evolution of a specific non-traditional 

campus In the Southwest, Southwest Community College-Nontraditional 

Campus (SWCN). Analysis of college documents; observations of activities on 

the campus and of the leader; and interviews of administrators, faculty, and staff 

provided answers to the research questions: 

1. What assumptions, beliefs, and factors led SWC to develop a non-

traditional campus? 

2. What processes or procedures were used to make and maintain this 

transition to non-traditional education? 



76 

3. What perceptions suggested that the non-traditional campus served 

non-traditional needs more effectively? 

Document Protocol 

I conducted an unobtrusive component of a qualitative research study, 

document examination, to determine the assumptions, beliefs, factors, 

procedures, and perceptions of SWCN, the non-traditional campus of a large 

multi-campus community college. A simple random sampling strategy was used 

to examine a broad range of pertinent documents for the research (Berg, 1995). 

The basis for selecting the 15 documents was to determine why and how the 

campus evolved. This method provided a holistic view of the college and the 

history of SWCN from its inception. The following documents (Doc) were 

examined: 

1. Overview of SWC and Community 1998 (Doc 1) was an article 

written to market the college to businesses considering the campus for training. 

2. The Beginning of SWCC (Doc 2) was a source document that 

accompanied a slide presentation to introduce the campus to extemal 

audiences. 

3. Executive Summary, August 1996 (Doc 3) reviewed all outreach and 

enrollment activities of the college. 



T7 

4. Business and Commerce Campus/Placement Criteria (Doc 4) was the 

campus realignment document presented at a president's meeting of SWC. It 

contains an early realignment process for the college. 

5. Summary of 1997-98 Student Enrollment, SWC Office of Institutional 

Research, July 1998 (Doc 5). 

6. SWCN Schedule of Activities, January-May 1999 (Doc 6). 

7. Mission Components of SWCN, Revision 2 (Doc 7) was an update of 

the Campus Mission White Paper. 

8. SWC institutional Climate Task Force Phase I. Spring 1998 (Doc 8). 

9. SWC Institutional Climate Task Force, Phase it: Focus Group 

Discussions (Doc 9). 

10. Defining the Role and Mission of SWCN: A White Paper (Doc 10). 

11. The Core Competence of the Corporation by C.K. Prahalad and Gary 

Hamel, Harvard Business Review. No. 90311, May-June 1990, (Doc 11). This 

article described the core competencies referred to in the Mission Statement. 

12. SWC Archives, November 23, 1965 (Doc 12) contained the minutes 

of the Junior College Planning Development Committee of 1965,1967, and 

1970-1975 (Doc 12). 

13. The Philosophical Basis of SWC (Doc 13) included minutes of a 

meeting that stated the philosophy of the college which was adopted by the 

Board in May 1967. 
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14. SWC College Educational Master Plan, May 8,1997 (Doc 14) 

provided the vision that was to respond to the anticipated needs of the 

community. 

15. Post-Consultation Report, SWCN, July 1997, (Doc 15) was the 

consultant's final report that facilitated the development of the Campus Mission. 

Observation Protocol 

The observation component of the qualitative research, the campus 

leader and the interactions was conducted on the campus from July 1997 to 

October 1999. It was an ethnographic study that placed this researcher "in the 

midst of" what was studied (Berg, 1995, p. 86). It employed both a micro- and 

macro-focus. The micro-focus was based on observations of the SWCN 

president in meetings at the campus and the college's central office from July 

1997 to January 1998. The macroethnography focused on the entire way of work 

life at SWCN (Berg, 1995). The microethnography focused on particular, face-to-

face interactions at meetings and in work-related settings at SWCN (Berg, 

1995). Berg stated that both micro- and macroethnography share "an 

overarching concern for assessing everyday community life from the 

perspectives of participants" (p. 88). As a participant observer and an 

employee, I experienced the way of life at the campus and gathered data at the 

work setting from August 1998 to November 1999. 
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As the president's intern, this researcher was a complete observer 

(Burgess, 1984a). When the president conducted meetings at SWCN and 

participated in the Chancellor's cabinet, extensive field notes of the president's 

behavior were discretely taken, and many verbatim comments were recorded to 

gain a sense of his/her relationship with employees, clients, and colleagues. 

When I became an employee in August 1998, this researcher acted as a 

participant observer in meetings because notes could be taken without being 

noticed. Thus, my presence had no effect on the behavior of the president or 

employees (Berg, 1995). Being as employee enhanced the research because it 

provided another perspective to the data. Comments of staff members were 

included in field notes and in unstructured interviews during meetings and work -

related situations. 

Interview Protocol 

I conducted the interviews after I was employed at SWCN. I audio-taped 

interviews with administrators and faculty to leam their perceptions of the 

evolution and effectiveness of the non-traditional campus. Because there were 

few administrators and full-time faculty, I interviewed all who had been employed 

at the campus for more than three years. I also questioned staff in less formal 

settings at work as opportunities arose. I asked them similar questions and 

recorded their responses afterwards. All interviewees were informed of my 

status as a researcher and were assured of the confidentiality of their 
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responses. Those who were audio-taped were willing to be taped, having been 

assured that their responses would not be identified and that they could stop 

the interview at any time. 

The interviews were conducted over approximately one year, from 

October 1998 to October 1999.1 informed interviewees that the process was part 

of a larger study to determine perceptions, beliefs, and behavior. Each interview 

began with a warm-up period of about five minutes in which I explained the 

purpose of my research. The semi-structured interviews (see Appendix 2) of 

administrators and faculty took approximately 45 minutes. Similar questions 

were asked, and probes were used to gain a deeper understanding of unclear 

answers (Berg, 1995). Interviews with staff were unstandardized. that is. they 

"do not use schedules of questions" (Berg, 1995, p. 32). Because "the 

researcher does not know when the situation will arise," there is no opportunity 

to prepare the necessary questions in advance (Berg, 1995, p. 32). I questioned 

staff members to augment field observations and interviews and gained a fuller 

understanding of the workplace (Berg, 1995). 

The interview questions for administrators, staff, and faculty were 

1. What led the college to establish a non-traditional campus? 

2. What was its purpose and function supposed to be? 

3. How did the founders plan to implement the vision? 

4. How was this campus to differ from the traditional campuses; 
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a. Was/is the administration, the processes, organized 

differently? 

b. Were/are the employees different or selected differently 

than at the other campuses? 

c. Did/does this campus do things differently; are their 

methods of working or mission different fî om the other 

campuses? 

d. Were/are the resources or clients different; how? 

Following is the list of interviews in the order they occun^ed. Identifying 

information, such as length of service, has been purposely omitted to ensure 

confidentiality. 

1. An administrator (Adm 1) was interviewed at SWC on October 6, 1998, 

in a SWCN classroom. 

2. This administrator (Adm 2) was a leader of the original campus. 

S/he was interviewed on November 4,1998, in an office under repair at the 

college district building. We sat at a large desk facing one another. 

3. An administrator (Adm 3) was interviewed on January 27, 1999, in 

his/her office at SWCN with the door closed. It was known that I was 

conducting an interview; nevertheless, we were interrupted once during the one-

hour interview. 
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4. An adnfiinistrator (Adm 4) was interviewed on February 16, 1999, at a 

local restaurant. 

5. An administrator (Adm 5) was interviewed on July 9, 1998, at the 

college district building in his/her office. We sat facing each other over his/her 

desk. 

6. Faculty (Fac 1) (Fac 2) (Fac 3) were interviewed informally on 

September 22,1999, at a nearby restaurant. These three faculty members were 

later consulted individually for any needed clarification. 

7. An administrator (Adm 6) was interviewed on October 11, 1999, in 

his/her office at SWCN. 

Data Analysis 

After each document analysis, observation, and interview, notes were 

reviewed through an open coding system (Berg, 1995). This method allows 

reinforcement of "any hypothesis or themes developed during the data collection 

phase and to generate new, previously unrealized, hypotheses and themes, in 

other words, to ground themes and hypothesis to the data" (Glaser & Strauss, as 

cited in Berg, 1995, p. 113). The data were gathered, examined, and reduced to 

determine why and how the college developed SWCN. They were then 

categorized and displayed under each research question. I noted recurring 

themes that appeared in the documents, observations, and interviews. Then I 
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drew conclusions and verified the emerging themes (Berg, 1995; Miles & 

Huberman, 1984; & Yin, 1984). 

Miles and Huberman (1984) described a theme as "something that 

suddenly jumps out at you" (p. 216). The frequent occurrence of a concept and 

its prevalence throughout the data initiated the analysis and revealed possible 

themes. The data were re-examined thoroughly for words and phrases to enable 

a clearer analysis of their meaning in the context of the study (Berg, 1995). After 

reviewing the notes and transcriptions several times, it was apparent that 

specific concepts were consistent in the data. These concepts were grouped 

together to form themes and sub-themes. 

Four broad themes evolved from the analysis of the data: access, 

innovation, collaboration, and leadership (see Table 1). Sub-themes were 

included with these major concepts. Access sub-themes included references to 

any means of providing education that would increase the availability of 

acquiring an education whether by providing teaming via television courses; 

remote or off-campus locations; short-term or fast track courses; and references 

to open doors, bringing education "out there" any time or any place. 

Sub-themes for innovation included references to new methods or ways of 

delivering education. These sub-themes included the Internet; interactive 

television; cyberspace; distance education; technology; and references to 

creativity, fluidity, flexibility, innovative, and change. While the Intemet also 
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Table 1 

Theme Descriptors 

Access 

Innovation 

Collaboration 

Leadership 

Television courses, remote/off-campus locations, short-

term/̂ st-track courses, open doors, "out there," any time, 

any place. 

Intemet, interactive television (ITS/). Independent Learning 

Package (ILP), cyberspace, distance education, technology, 

creativity, fluidity, flexibility, change 

Partnerships, partnering, businesses, school districts, 

cooperation, colleagues, customized classes, realignment, 

enrollment, FTSE, contracts, brokering, threat, replicating, 

"everybody should do it." 

Credibility, trust, organization, hierarchy, open doors, follow-

up, protocol, administration, decisions, horse-trading, hiring, 

fit, vision, and strategic planning. 

increases access, it was classified under innovation because in the eariy stages 

of the college development, the Intemet was considered more innovative than as 

a way to increase access. 
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Collaboration sub-themes encompassed words such as partnerships, 

partnering, cooperation, colleagues, and customized classes, as well as 

references to businesses and school districts. Competition was classified with 

collaboration because these words were constantly grouped together in the 

data. For example, there was much evidence that initially no campus wanted to 

offer distance education; however, more SWC campuses are now providing that 

service, so it has also become an issue of competition. When interviewees 

referred to collaboration, they often mentioned how it had tumed into 

competition. Other competitive elements were references to realignment, 

enrollment, full-time student equivalent (FTSE), contracts, brokering, threat, 

replicating, and statements such as "everybody should do it." Realignment 

activities redistributed programs so that a program housed at one campus was 

relocated. Enrollment, FTSE, contracts, brokering, and threat were related to 

competitive Issues. The enrollment for a course determined the FTSE a campus 

received. Contracts and brokering (acting as a broker) were ways to generate 

Income for a campus. Competitors were a threat. These competitors included a 

campus, corporation, or college that replicated a course or program. 

Leadership sub-themes included issues of credibility, trust, organization, 

hierarchy, open doors, follow-up, protocol, administration, decisions, horse-

trading, hiring, fit, vision, and strategic planning. They related to areas that were 
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influenced by the campus and college leadership. In response to the research 

questions, each theme is displayed in the data below. 

Counts were also recorded (see Table 2). Although qualitative research 

favors quality of infonnation over quantity. Miles and Hubemnan (1984) asserted 

that counting contributed to the findings by determining the occurrence, 

consistency, and intensity of themes and by assisting the researcher to interpret 

the prevalence of the themes throughout the study. 

The interviews produced the largest number of references to the themes 

that were consistent throughout the data. It was reasonable that the documents 

seldom referred to perceptions of leadership because it would be unusual for 

college documents to describe perceptions. Observation data of meetings and 

campus activities rarely determined access except as a topic of discussion or as 

a physical feature, such as parking or distance education course offerings. 

Because the research is qualitative and not quantitative, the selection of 

themes was determined through purposive sampling (Berg, 1995). This method 

took into account the significance of a theme that "might not appear in sufficient 

numbers to be meaningful under more traditional random techniques" (Glassner 

at al., as cited in Berg, 1995, p. 179) and was determined through a subjective 

assessment of the data. Access was considered significant because it was the 

primary reason for the establishment of the campus. Counts determined that the 
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Table 2 

Theme Counts 

Access Innovation Collaboration Leadership 

Documents 23 39 27 8 

Observations 5 24 11 19 

Interviews 48 85 79 65 

TOTALS 76 148 117 92 

most significant element in the development and perception of the campus was 

that it was innovative first, collaborative second. They also induced that the 

campus and college leadership and access to education were next in weight to 

its establishment, maintenance, and perceived degree of success. 

Analysis of Assumptions, Beliefe, and Factors Leading 

to the Development of the Non-Traditional Campus 

The findings were gathered under the following themes and were 

subsequently categorized under the qualitative methods of document analysis, 

observations, and interviews. A change in method is underlined for clarity and to 

simplify the display. 
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Access 

Document analysis revealed how access was a primary factor in the 

College's creation. At its inception in 1973, the SWCN profile stated that the 

campus was "established as an alternative delivery system for offering college 

classes where students live and work... in over 70 locations. Additionally, 

courses are offered over television" (Doc 2). 

The new college president had arrived from a city where Ihey had an 

extensive evening and weekend college" (Doc 2). With his/her arrival, the 

college started to provide "evening and weekend classes for regular courses to 

community members who could not attend the campuses at the regular times 

and to provide training for business and govemment" (Doc 2). 

Access continued to be a priority, as demonstrated in the 1997-1998 

College Catalogue. 

The campus offers general education requirement, university transfer, 

and general interest classes. The campus offerings include telecourses 

on cable television, short-term classes. Intemet classes, and business 

and professional training. Courses for senior citizens, general interest 

classes, and special ongoing projects for the community are offered to 

neariy 22,000 persons every year. (Doc 16) 

The observation component of the research was impossible for the past. 
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Interviews with an early administrator of the campus referred to access by 

describing the president's mandate in 1973. 

You find the students, I'll find the money [to pay for instruction].... There 

were no programs in the high schools at that time, and we wanted to see 

if we could reduce the vandalism by having the schools open at night... 

so that was it.... 70% of the people who attended the college classes at 

the high school lived in the area. (Adm 2) 

Innovation 

Early documents indicated innovative factors at SWCN. 'The campus 

started to provide evening and weekend classes for regular courses to the 

community members who could not attend the campuses at regular times and to 

provide training for businesses and government" (Doc 2). 

In the beginning, adjunct faculty taught regular three-credit courses. The 

college soon grew from its beginning of one business—banking teller 

training. The unions followed (bricklayers, painters, etc.). XYZ Co. 

[fictitious name] training in chip making started in their own facility. Tribe 

training represented a big operation ... then the prisons. (Doc 2) 

I could not conduct observations of the past. 

Interviews addressed innovation. "Classes for women that were held at 

night were held in one building and we had a guard watching the parking lot—in 

1972-1973 that was innovative" (Adm 2). 
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Providing education in neighbortioods was assumed innovative in the 

early 1970s because it 

opened a whole new market. And when the city acquired new garbage 

trucks, well, they needed training with the gadget-so I said, "Vou get the 

truck, I'll get the teacher." And that led to other things with the city, like 

getting people up to date with accounting methods, and that led to other 

things with the community and then to the corporate people who needed 

to train people. And I said; "^vhy don't we offer college credit for what you 

are doing-and you provide the teachers and we'll put up the class and if 

they pass, then you put them to work." So it was a good deal. (Adm 2) 

Hiring adjunct faculty was also believed to be innovative. An administrator 

posited that, "We needed to hire people on a part-time basis because we 

needed to expand in as many places as possible" (Adm 2). 

The primary influence in establishing SWCN was to make more education 

available to the community. 

Coilaboration 

Early documents indicated that collaboration at the non-traditional 

campus consisted of providing education %vhere students live and work. 

Classes are conducted in its administrative building as well as in ... over 70 

locations" (Doc 2). Similarly, govemment and businesses were shown how they 
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could benefit from using SWC for their training, even if they used their own 

instructors. 

I could not conduct observations of the past. 

The interview of a recent administrator described the early stages of 

development: 

One campus was doing the liberal arts thing, and the other was doing the 

occupational thing but still did not meet the needs of business and 

Industry. Neither of the traditional campuses wanted to do the distance 

thing like telecourses, the first modality of distance education. So when 

the new president arrived, s/he realized the two campuses had no interest 

in pursuing anything off their campuses; they wanted people to come to 

them. And s/he realized This ain't gonna cut it." and so that's how the 

non-traditional campus began. (Adm 3) 

A founding member described the philosophy behind collaboration. 

At the beginning, we had 73 locations; now they have at least 117. 

They've done a good job.... The pressure was internal; there was no 

use having continuing education if you were getting the same people who 

were going to a campus. And what we did show was that we could offer 

Instruction at a local high school, and the enrollment did not go down at 

the neighboring campus. (Adm 2) 

Other collaborative efforts by administration and faculty generated participation. 
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You [students] could take two or three courses for $25. Then you get 

together with the teachers and tell them we can pay you so much if you 

have 15 students. Then they would get together and tell students and 

other teachers. "Well, I've got this student whose only got three hours.. 

." So we had a built-in recruiting device, and it got cheaper as you took 

more classes. And they were kind of the marching orders. (Adm 2) 

Internally, competition was non-existent because no one else wanted to 

work the hours or go off campus to deliver instruction. However, we 

discovered the Air Force base, and they were paying tuition in those 

days, and we said: "Why go to the university? We'll get a classroom and 

put some chairs in it," and they said. That's a good idea because the 

young ones get in trouble when they go off the base." (Adm 2) 

What began as collaboration later tumed into competition as indicated by this 

administrator's comments. 

And just like those meetings about ITV [interactive television] and 

electronic delivery, they [the other campuses] are all there. They want to 

be on board with Internet classes and sending ITV firom their campuses to 

the high schools ... because we are now looked upon as a leader of 

where a campus ought to be. (Adm 3) 
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Initially, collaboration consisted of offering courses for businesses at their 

locations that expanded through television and the Internet. However, some 

early collaborative efforts later became competitive issues. 

Leadership 

in 1967, continuing education was considered one of the "comprehensive 

functions" of the college (Doc 12). SWCN's first campus leader was hired to 

develop courses for Continuing Education at the college (Adm 2). This position 

evolved to providing "evening and weekend classes for regular courses to 

community members who could not attend the campuses at regular times" (Doc 

2). 

An administrator characterized this leader: "You want it, I'll get it for you. If 

you can get 15 or 12 or 10 students- I'll get it for you" (Adm 1). S/he continued, 

That was a time when we were always thinking of how to meet the needs 

of students. "I'll bring it to you. I don't need a building to bring it to you. 

There are plenty of classrooms in the community. I don't need all my 

instructors in this building. There are plenty of instructors that'll go across 

town." S/he created an organization that was very student oriented and 

centered. Then s/he [the first leader of the campus] said: "I'll find 

administrators who will be fluid enough to make that happen," because 

you had to be out there with your classes. You didn't have a set schedule 

and say "that's all we're going to offer." (Adm 1) 
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The eariy leaders accommodated clients by providing the courses they 

wanted where they wanted them. 

Processes or Procedures Used to Make and 

Maintain the Transition to Non-Traditional Education 

Procedures guided the establishment and maintenance of the campus 

structures that facilitated meeting the needs of the college and its clients. 

Access 

The Planning Development Meetings of the college in 1967 (Doc 12) 

addressed access as an "open-door philosophy" by having a "seriousness of 

purpose and ability to profit from selected instruction." The college would be 

"comprehensive" through its six functions: General education. Occupational, 

Transfer, Continuing education, Guidance and personal counseling, Community 

service—cultural, recreational, and general interest programs. 

SWCN evolved from the Continuing Education function five years later 

(Doc 2). Meeting the needs of business and industry and training employees at 

work increased enrollment. The rapid growth of technology resulted in increased 

communication locally, nationally, and intemationally. The recent mission 

statement of the campus demonstrated how the campus transitioned to include 

more non-traditional education. Beyond providing educational opportunities to 

the traditionally undersen/ed, the mission included access through 
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"programming and services that are mass customized, timely, responsive, 

coherent, and convenient" (Doc 10). 

To maintain non-traditional education, the campus continued to develop, 

incubate, and coordinate flexibly distributed delivery systems for 

instruction, student services and academic support, and offers traditional 

and perpetual teaming opportunities at multiple locations intemal and 

extemal to the College's traditional service area. (Doc 10) 

The 1998 Schedule of Activities stated the belief that the "campus puts 

the needs of students first by offering classes at over 140 locations across the 

two counties it serves. New programs offered that year increased the enrollment 

by 9%" (Doc 6). 

The Summary of 1997-98 Student Enrollment reported that there was a 

108% increase in open entry/ open exit FTSE [enrollment and completion 

take place at any time during the semester]. These changes were due in 

large measure to FTSE generated by the new Information Technology 

and ABE [Adult Basic Education] programs. (Doc 5) 

The international technology training centers increased access and enrollment. 

In observations since August 1997, students were witnessed on campus 

attending computer, Internet, and interactive television courses. They worked 

independently on computer-based training courses and enrolled in independent 
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learning courses. Many of the courses were accessible from home via television 

or computer. 

A virtual advising system enabled advisors and students to see each 

other on a computer screen. This ability enabled face to face advising at a 

distance. Advising was also available through e-mail or the Intemet in which 

students received responses within 24 hours. 

Lecture classes that seemed traditional at the campus, were not. These 

classes were conducted predominantly in one-half to one credit courses and 

were offered in compressed schedules, i.e. conducted over a few weeks or on 

weekends. Traditional three-credit classes held over typical 16-week time frames 

were provided through alternative delivery systems such as television or at an 

accelerated pace. However, computer classes for one-half or one credit were 

scheduled at all campuses and/or locations where customers wanted the 

training. 

As a participant observer and employee, this researcher experienced the 

use of contract training through reciprocal agreements. The agreements were 

contracts between the college and clients that began in the early years of the 

college but fell into disfavor in the early 1990s. The college granted credits for 

approved courses taught by certified instructors who were paid directly by the 

client. No money was exchanged between the college and client. The 
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transaction generated FTSE because students obtained credit for successful 

completion of the course. 

The campus mission stated that global thinking included technology, the 

internet, and video, as well as television. The campus provided technology 

certification programs at centers across the continent and via the Internet. In 

addition, the capabilities through television and Independent Leaming Packages 

were limitless. In an interview, one administrator explained the process; 

There are new opportunities and that is where the students are-we have 

to seek out new sites... The traditional campuses are saying-nngrained 

in the culture-'l have to work late? Why do I have to stay until eight at 

night?" Even though more than one-third of your students are taking your 

courses at night, and you are not providing services at night; "Well, if they 

need it, they can come during the day." I have heard it time and time 

again-that is the filter, "my time and place versus student time and place." 

So this campus is putting services out there. We realize that we must 

keep putting services out there, we must be reaching out to students. 

(Adm 3) 

The chancellor described the process. 

We are not building more educational facilities for the [non-traditional] 

campus - they have to hustle to use existing facilities to meet their 

growth. The campus is like corporate headquarters .. .and we are going 
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to start strategically placing our centers out there that are little satellites 

that are kind of the brick and mortar, like the centers we have now. One is 

temporary because it's a transition-if s a presence ... to let the people 

know that the circus is coming to town-but the other is going to stay. And 

then we'll take and analyze a service area and then use churches and 

high schools to provide coverage there. (Adm 5) 

Establishing new centers or campuses in areas of population growth increased 

access to the community. 

Innovation 

Originally, the campus was considered innovative because it expanded 

classes beyond the time and place of the traditional campus and delivered 

instruction in the community. However, innovation in the 1990s looked different 

than in 1973. The 1997-98 catalogue stated: 

The telecommunications wing houses the ... interactive classroom hub, 

broadcast-quality production facilities, and the telecourses distribution 

center.... a university interactive classroom and distribution control 

center for their distance leaming operations in this part of the state. (Doc 

16) 

The pending SWCN mission statement referred to innovation as providing 

"new leaming tools and experiences. An important component.. .includes the 
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willingness to take risks, which may be more difficult and/or problematic at the 

traditional campuses." (Doc 10) 

This mission stated that 

Innovation is ... critical... to leverage the development of new learning 

tools and experiences... by providing opportunities for college faculty 

and staff to explore innovative teaching strategies and supporting 

technologies and to pilot new and revised cum'cula that maximize the use 

of telecommunication and state-of-the-art techniques, such as interactive 

video and other distance technologies. (Doc 10) 

The Innovation Center will 

serve as a College-wide center for the incubation and production of new 

technology-based educational products ... in which flexible project teams 

of specialists could assist faculty from any campus in developing new 

multimedia modules, courses, programs, CD-ROMS, video telecourses. 

and similar products... Following a pilot phase and evaluations, the 

actual finalized "products" from the Center will then be disseminated for 

use at the various sites throughout the College. (Doc 10) 

Experimentation with new teaching methods and supporting technologies took 

place at the campus. This statement acknowledged the intent to form 

collaborative teams with the other campuses to implement the process. 
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There was a penchant to sen^e clients in innovative ways, and the 

president often re-stated the value of alternative styles of instruction. In October 

1997 meetings, the president propounded competency-based instruction. This 

method of instruction assessed prior leaming and required students to 

demonstrate mastery of an objective before they continued in a subject. It 

allowed flexibility and served the instructional needs of students because it 

limited the time spent in courses that were unnecessary or too difficult. S/he also 

professed a belief in modularized cum'culum, in which smaller pieces of 

Information were learned over a short period of time. 

The Interviews revealed more innovative procedures: 

This campus is designed to streamline processes for training purposes so 

I see this campus as a leader in the community for how to offer 

professional development to businesses, school districts. Information 

Technology. Who's going to be the one who is going to have the 

knowledge of how to offer credit for a quick turn around? So when 

someone comes to us and says. "I don't need your classes. I need this." 

Now we say, "we'll do this: we'll get an instructor, we'll come up with your 

courses, your credit structure for you. with a course outline that'll meet 

your needs." They will meet the college's needs. We'll cut that deal. 

"When do you want it? Next week? Fine." (Adm 3) 



101 

A faculty member stated, "I've never been on a campus where people work as 

hard and as long as they do - and as involved -and asked to do as much. And 

I'm not saying that the traditional [faculty] don't work hard" (Fac 1). 

Another faculty member added, 

I think the non-traditional campus is much more demanding on its ̂ ulty 

and on its staff. At this campus, we do a lot more things for ourselves -1 

think that at the other traditional campuses, procedures have been put 

into place over a long period of time. At this campus, no one has taken 

the time yet. The systems are not completely in place yet. (Fac 2) 

On the other hand, the prior faculty member stated, 

I don't think it's that bad. It depends where you are and what department 

you are in. I love what I do, and that is why I stay longer and don't mind 

having to photocopy or type for myself sometimes. (Fac 1) 

According to faculty, traditional clerical processes and procedures, such as 

typing and photocopying, were not formalized. However, the innovative 

processes, such as offering technology courses, did have procedures in place. 

Collaboration 

At the establishment of the campus, conventional educational 

opportunities were offered in unconventional places. Measures to maintain non-

traditional education were included in the "Strategic Architecture Model" of the 

proposed mission that recommended an AKemative Delivery Center, an 
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Innovation Center, and a Contract Training and Service Center The Alternative 

Delivery Center would 

continue to offer regional educational programming at area high schools, 

the Air Force Base, and remote areas. It will continue to seek strategic 

opportunities to offer programs and services regionally, nationally, and 

internationally... and will also coordinate all distance learning for the 

College. (Doc 10) 

The Contract Training and Service Center was designed to 

serve as the College's principal access point for all contract training 

clients, both domestic and intemational. These include clients in business 

and industry, agencies, corporations, govemment, health care, and 

education... and would resolve the long-standing customer desire for a 

single point of service contact for College programs and services... and 

continue to provide work-related content in an efficient and streamlined 

manner (Doc 10) 

Other collaborative components of the mission stated that the campus 

Offers degrees, certificates, and services for contract training and 

workforce development 

Provides coordination college-wide for administration of Center for 

Training and Development and Small Business Development 

Center 
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Will provide coordination and brokering for college-wide contract 

education 

Will provide coordination college-wide of community 

education/services programs (Kids College, Personal Enrichment 

Programs, Study Tours) 

Will coordinate college-wide for ABE/GED/ESOL [Adult Basic 

Education/General Education/English for Speakers of Other 

Languages]. (Doc 10) 

Providing these services college wide for other campuses expanded the non-

traditional collaborative efforts begun in 1972 because originally, SWCN only 

provided courses that the other campuses did not. 

In an interview with a campus leader, s/he explained collaboration at the 

inception of the campus. 

There was no use doing continuing education if you were getting the 

same people who were going to the campuses at the time, and what we 

did was show that we could offer courses next door at the high school, 

and the enrollment at the campus did not go down.... But there is a 

certain group that is always going to go to the campus because they want 

to use the cafeteria and be part of the college experience. And then the 

people who are older and basically want the convenience and want to get 

home as fast as they can. (Adm 2) 
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Another administrator expressed support of increasing non-traditional 

education, "In order for us to be attractive to students, it has to be something 

different "(Adm 1). Currently, the philosophy of the college was that everybody 

should be "doing technology" which was previously considered non-traditional 

(Adm 5). The chancellor explained the rationale for SWCN: 

In a perfect world, if you had your service area in your district and you 

had your campuses strategically located, geographically balanced, and 

they were responsive to the community to the largest definition and 

extent, you wouldn't need a non-traditional campus. The reason %vhy" is 

that the traditional campus is not responsive. (Adm 5) 

At the inception of the non-traditional campus, competition was not a 

factor because "nobody else wanted to do it" (Adm 2). However, a faculty 

member described non-traditionalism and competition at the college. 

A non-traditional campus is always looked upon as a rogue by the other 

campuses and is always looked upon as being somewhat inferior by the 

others. They are very skeptical about our doing traditional things. That is 

typical, until it is cool, and then everybody wants to jump on the 

bandwagon. That was when we were all given the facts that FTSE was 

the name of the game, and if you didn't promote and generate FTSE you 

were in trouble. Then suddenly everyone was interested in doing the 

things that we had developed, and that they had not approved of. Many 
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faculty, their choice would be that they would still rather not have it. So, 

even the things like doing the high school courses are still considered by 

most faculty to be in the rogue category, but because they needed the 

FTSE and the FTSE was given to them, they're willing to take it. (Fac 2) 

According to this faculty member, as processes became ̂ miliar over time, they 

were no longer viewed as non-traditional; therefore, they evolved into the 

domain of the traditional campuses. 

Leadership 

There were no documents of the former or current leader of the campus 

applicable to this topic. 

Observing the current president in discussions with his/her cabinet during 

October-November 1997 established procedures. S/he thanked the cabinet for 

their participation in the development of the mission and explained that their 

collaboration resulted in an "impressive" document. S/he demonstrated flexibility 

in meeting the needs of clients; however, care was always taken to adhere to 

guidelines. The president looked at options and new programs but consistentiy 

referred to state and federal statutes. When considering new computer training, 

s/he insisted, "If it goes against state guidelines, then we need to look at it again. 

.. We have to be accountable." 

In discussing a high school program, s/he stated that it needed to be a 

10-hour module in accordance with state guidelines. The processes and 
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procedures for students were vital components of new programs. S/he often 

asked "What is best for the students?" and "Look at the statute, at what the 

linkages need to be [for cum'culum]. If it goes against state guidelines, then we 

need to look at it again." 

tntervtews revealed processes and procedures for non-traditional 

education. Interviewees commented about the previous leadership. 

They were cutting deals however they could to provide education. 

Whether it was to provide credit or training, they were very successful 

with it, but they got to a point where they could not continue to go in that 

direction with that administration style, which was "whatever you want, 

we'll give it to you." (Adm 3) 

Another administrator maintained. 

The difference between the new president and the old was that the 

new brought in a greater amount of organization; "We can't have 

everybody going out and doing everything. We need a plan. We need to 

follow that plan, and there is a certain standard that everybody who goes 

out needs to do. You are going out and representing the college. You 

can't be cutting deals left and right. There are only so many people [who] 

can cut deals; you need to know how to do it." 

The new leader came in, and they are bringing in more and more 

administrators into the campus. And to do that you needed a strong 
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structure that could support that, high-level Deans and other people. Adult 

Basic Ed and all the others. 

Under the old regime I don't think they could have handled it. It just 

wasn't done. So that is the difference I see between them—it's a 

transition. (Adm 1) 

In reference to faculty procedures, one administrator stated. "Originally, adjunct 

faculty were hired because full-time faculty did not want to teach at night or on 

weekends (Adm 2). Another said. 

There was a realization by the [Chancellor] at the time that that kind of 

operation [nights and weekend classes] would be extremely costly if you 

had to hire full-time faculty. And yet there has always been a strong 

feeling that if you have too many adjunct faculty on a brick and mortar 

campus that somehow that dilutes the quality of education. That feeling is 

everywhere in education, so there was another reason to start the other 

entity. Full time faculty tend to be more unionized in their thinking. When 

you are members of the club, there are certain things you do and don't do. 

You don't teach this Distance Ed stuff, and you don't go out to business 

and industry. So in other words, they realized you have to have flexible 

and cheap faculty-in terms of cost and other things-and all these tenets 

still continue to exist-the then-Chancellor saw that we would never be 

able to meet the needs of the community. (Adm 3) 
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This administrator explained the presidents process to gain respect from 

the other campuses. 

So. in order to be a player with the gang—^you have to look the 

same as the gang, at least administratively. But interestingly, they did not 

feel that way about the faculty. So for a lot of reasons, this faculty is 

primarily adjuncts. 

But even beyond that, there was a credit because there was no 

academic governance here other than the administrators who were 

members of faculty senate; there were no department chairs here. 

However, around 1994 was the first year of department chairs, but it made 

good sense that if this campus was ever going to be treated as a 

peer/equal [by the other campuses], they needed to look like the others. 

Although they had to fight for a Dean of Student Development, they now 

had two Deans, two full-time faculty members who were both Department 

Chairs. There were four other department chairs, but they were full-time 

faculty elsewhere. And it turns out that that was really smart because first 

of all, they were highly respected faculty members and gave us immediate 

credibility where it did not exist before. They would take the message 

back that "Hey, they are okay." (Adm 3) 

In 1994, changes were occum'ng to make SWCN appear more traditional. 
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Other structural changes occurred to make programs more efficient 

and effective. Continuing Education, which primarily offered credit 

courses, and Community Services, which offered non-credit courses, 

merged. 

Two entities that had been very separate in the past, although they 

did similar functions, were now part of the same organizational structure. 

So we had to merge registration and fee payment services and cross train 

and so forth .. .so everyone can do the same functions like the credit and 

non-credit registration. (Adm 3) 

Additionally, the current college administration introduced philosophical 

differences that changed college and campus procedures. One administrator 

stated, 

There is a whole different overarching philosophy about community 

education structurally between the former college leader and the present. 

The former leader's philosophy was that "Only the non-traditional campus 

does that." But, in reference to non-credit education, the present leader's 

philosophy is that "Everyone should be doing that non-credit stuff." 

One program, which was formeriy housed at another campus, is 

now being administered here by a Dean and his/her assistant. The 

physical operation is still at the original campus, but eventually, after we 

figure out how to do this, there will be a version of the program at every 
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campus, but it won't be the same as the original. This non-traditional role 

out of all the brick and mortar has evolved intemally and externally 

because our mission eariy on, and still now. is primarily to serve the 

needs of the outer community and our whole orientation is outreach. 

Now we have even extended that philosophy to do the same thing 

internally by having these district-wide educational functions emanate 

from here. The decision could have been made that the program was 

always at that campus and should stay there, but unfortunately, lots of 

people who need that level of instruction could not get it there; that's 

where this chancellor is coming fi-om. But the problem administratively is 

"Okay, we'll administer from here, but who gets the FTSE?" (Adm 3) 

Funding issues with these types of changes were slowly being resolved through 

negotiations between the campus presidents. 

Perceptions that the Non-Traditional Campus Serves 

Non-Traditional Needs More Effectively 

The original intention of the college in establishing SWCN was to provide 

non-traditional education for the community. The following excerpts demonstrate 

perceptions and related issues about the effectiveness of their attempts. 
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Access 

For SWCN to stay aligned with existing and emerging community needs, 

the Educational Master Plan recommended 

Specialized campuses offering a specific instructional program or 

service, but do not offer the full range of services as in the case with the 

traditional counterparts. To determine the need for these functions and 

locations, a careful review of the present unserved needs within the 

community, together with an assessment of the projected needs of the 

area, was conducted. This investigation yielded the conclusion that there 

is a need to form ... such campuses in the college district: a workforce 

development campus because there is a sizable number of individuals 

within the community who have marginal or totally absent job skills. To 

serve these individuals ... a specialized campus designed to offer high-

intensity, short duration occupational education leading to the 

development of entry level skills in a variety of occupational areas... in as 

short a period of time ... designed to "fast track" the target audience into 

gainful employment... will also offer appropriate support courses and 

both a general education and transfer component in the high intensity, 

short term format that will further enhance the career ladder concept... 

will be offered during the daytime, evenings and on weekends... The site 
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must be a community focal point for partnerships, grants, and other 

special programs leading to economic development of the area. 

It is also recommended that significant ties to the local K-12 

districts [be developed] in order to provide students with a seamless 

educational program. (Doc 14) 

The Entrepreneurial Center, currently under construction, was also 

recommended. 

Research has also indicated that the present function of the non-

traditional campus should be continued and expanded ... to develop a 

center for nontraditional instruction and instructional delivery... to include 

the delivery of contract education to the area's employers, the 

coordination of all educational centers, primary responsibility for the 

development and delivery of short term courses (with the specialized 

Wortcforce Development Campus), a small business incubator, and the 

functions of serving as a "think tank" for college wide development of non-

traditional courses and alternative modes of instructional delivery. This 

think-tank concept would permit faculty from the other campuses and sites 

to pursue instructional development projects in an environment providing 

a physical facility, staff assistance research capabilities, and the 

equipment to pursue the task. The think tank concept is critical to the 
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future of the college as it attempts to keep pace with changes in the 

expanding information age. (Doc 14) 

Observing and participating in meetings with extemal clients from October 

1997-1999 demonstrated the speed with which discussion proceeded to action. 

Many clients expressed how much easier and faster it was to "get things done 

here than at the university or the other campuses." The president often stated 

that curriculum for the technology program could be tumed around in 48 hours. 

Systems were in place to facilitate a fast tum around. In many meetings, the staff 

expressed how they had to organize, prepare, and meet deadlines quickly to 

satisfy customers (Observation from October 1998). 

Interviews with administrators and staff addressed the efficiency and 

effectiveness of the campus. One administrator stated 

This is more an ad hoc bureaucracy. There are teams, not as much of a 

hierarchy. There are open doors here. That means I can go to the director 

without going to the Dean first. I would communicate with the Dean, so 

s/he knew certain things were going on. There has to be trust that I am 

not going to the director to get around the Dean because s/he wouldn't 

like what I was doing. So there has to be trust; then there has to be that 

follow up information—could be an e-mail "This is what I am doing." (Adm 

1) 
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Technology and the new centers would provide more specialized services and 

increase access. A flatter administration facilitated communication between 

administrators and staff and enhanced problem solving. 

Innovation 

Perceptions of innovation were based on the methods that were being 

utilized and the anticipated improvements that were to occur with the campus' 

expansion. Altemative delivery methods were provided at SWCN. The 

Educational Master Plan stated, "A great deal has been written about different 

learning styles and the need to match these individual teaming styles with 

leaming delivery methods that are appropriate to them" (Doc 14). The 

Instructional Design and Development Center would serve to develop non-

traditional education and would be the area that 

serves as a College wide center for the incubation and production of new 

technology-based educational products for the college. It would provide a 

risk free environment in which flexible project teams of specialists could 

assist faculty from any campus in developing multimedia modules, 

courses, programs, CD-Roms, video, telecourses, and similar products. 

(Doc 10) 

The Institutional Climate Task Force, Phase I, January 1998, stated,'The rapid 

pace of innovative change that has (much to its credit) characterized the college 

in recent years must continue in order to meet rapidly changing needs among 
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the students" (Doc 8). However, the Institutional Climate Task Force, Phase 11, 

January 1998, reported that "employees at the campus experience high stress 

due to the hectic pace of their innovative programs, and lack of recognition of 

their specialized nature on both the part of administration and other campuses" 

(Doc 9). 

While observing the campus president in meetings with leaders of a state

wide developmental program acquired by the college, s/he described the 

campus as "the most flexible and diverse" and "having a special role" because 

the campus operated differently. S/he explained that people reported to him/her 

from all over the state, and although a few of them were housed at the campus, 

"They all feel like the campus is home. Just like any other employee, this is 

home -we co-locate." S/he stated that when working with Native American 

clients, "We'll get a definite center—their culture is very important to us." To 

assure the visiting administrators that their program was significant and welcome 

at the campus, s/he stated, "You have support now." 

In an interview, an administrator expressed the effectiveness of the 

campus. 

Students take courses at the high schools because It's convenient... It 

has to be. In order for us to be attractive to them, it has to be something 

different. So that's where it is. "We are coming to you." That will be the 

success or downfall—^when we no longer go out to students—when the 
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other campuses go out to students. With virtual advising, a student can 

get advice within 24 hours. Everyone will be trained to use it. Then we 

can reach out to students even more. By using innovation, we can see 

other innovations that you can use. The problem with the traditional time 

and place is that we have done everything we possibly can with students 

within a classroom. Now what can we do in cyberspace? That is how you 

can expand things to student time and place -at their home computer. 

That outward looking—each campus should be thinking of how to reach 

out more to their time and place. That's how the non-traditional approach 

is becoming the traditional approach. "What's next?" is continuing to 

expand to the student. (Adm 1) 

Another administrator described how SWCN differed from the other 

Campuses. SWCN 

had been a dumping ground for unwanted professionals-which doesn't 

mean untalented-s/he [a faculty member] did not fit in with the core group 

at his/her campus and was therefore banished to the non-traditional 

campus because s/he did not want to deal with all the bureaucracy and 

[wanted] to do his/her own thing. So about 20 years ago, this faculty 

member was banished to this campus where s/he could be creative and 

has had great results. So sometimes those gifts were what enabled this 

campus to become what it has become. Some were positive things and 
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some were negative... Now the banished is looking like an innovator. 

(Adm 3) 

The chancellor stated that SWCN was distinct because 

They do niche functions, and if you are really good, because it is so easy 

to become traditional, it's like theatre; you have a talent show, and you 

don't have elaborate sets and costumes, and you have an imagination. 

You're nimble -it's other ways of interacting. That is what is different. I 

think that is one of the things that adds credibility—4o stay different. You 

have to fight the virus of being traditional—^you have to vaccinate 

consistently. (Adm 5) 

The growth of the campus would provide more opportunities for its 

creative staff to collaborate on more innovations for the future. But the demands 

of innovation increased employee stress. 

Collaboration 

The innovative mission of the campus required team processes that 

augmented timely completion of projects. To maintain the non-traditional mission 

effectively, the Educational Master Plan recommended that 

If this campus is to be the responsive, entrepreneurial, innovative center 

of the College District, it must be given the resources and concentrate its 

efforts on nontraditional courses and alternative instructional delivery 

strategies. .. While every campus should have a role .. .it should be the 
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primary role of this site to pursue such ends. The support of this role must 

also include both financial and staff support, and must recognize the need 

to provide risk takers with the latitude to try and sometimes fail with new 

ideas. (Doc 14) 

Observations of meetings at SWCN and at the college district office in 

October 1998 demonstrated competition for FTSE among the campuses. At the 

Chancellor's cabinet meeting, presidents expressed concem with the concept of 

lead campuses. A lead campus would administer a program that was offered at 

more than one campus. Many presidents expressed concem with funding 

procedures. Traditionally, funding was tied to enrollment. They were concemed 

with how to assess FH'SE if one campus administered a program that took place 

at another campus. 

In other meetings. SWCN's president expressed concem with competition 

from the outside as well as from other campuses. S/he mentioned that Rio 

Salado College, Phoenix, had teams of project people, made up of people they 

need, faculty, who produce new courses that they can use, throw out, or 

incubate." S/he expressed that "they have resources there to support those 

activities" and questioned whether that could happen at SWC. 

Interviews with faculty members revealed similar concerns. 

Once the traditional campuses take over the marginal things that the non-

traditional had been doing, then that forces the non-traditional to go even 
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further afield and into the even more non-traditional and it makes us look 

even more stupid. Rio Salado [the nontraditional college of a large multi-

campus institution] has the mission to do these things—we may have the 

mission here to do those things but so do all the other traditional 

campuses. So there is no way that we can actually do something like that 

and not have to be in competition with our own colleagues on the other 

campuses. That is not true at Rio Salado. That's the real difference with 

other places that have these non-traditional entities and ours: to simply let 

one place do it and do it well. But we are trying to have everybody do it, 

and It's not being done necessarily well-but it's an administrative 

decision; it's a real problem for operating and for this campus. (Fac 2) 

Another faculty member commented, 

The sad thing is that there was full agreement from faculty and most of 

the other campuses with the educational plan; they were willing to come 

here to do those kinds of things. There was a difference between the 

faculty and the administrators. There wasn't a problem with the 

faculty-they were willing to see that centralized at this campus as a place 

to come to; they saw us as a having a niche to fill. Campus administrators 

saw it as something they were not getting-as taking FTSE from them. So 

if we have a FTSE-driven administration, which we do now, we have one 



climate; if we have a quality-driven administration, we have another. (Fac 

3) 

The chancellor explained competition this way. 

The more classes we have at that campus, the more traditional we are, 

and one campus says, "Why are you teaching a class at your campus? 

That is not your job; you are supposed to be offering it off-site, so why are 

you offering it when the students can come to my place?" So that is the 

danger, not only a danger in that we have three campuses within 10 

minutes of each other, but because we are replicating. Because you 

should not be doing on-site instruction at your place unless it is so 

different in modalities or focus that it is not being provided at one of the 

other campuses. The point is if 1 have been working all day at a high 

school, I would rather take my class driving down the block than farther 

away. So by offering a class at the campus, you are not serving your 

clients, as well as upsetting your sister campuses— t̂he significant 

symbolic difference. (Adm 5) 

Some SWCN niche functions gradually became traditional functions. 

Once that shift occurred, SWCN left that niche to the other campuses and 

pursued those still considered non-traditional. 
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Leadership 

Leadership at the non-traditional campus needed to facilitate the team 

processes and creativity necessary to assure student and client satisfaction with 

the programs offered. The Institutional Climate Task Force focus group 

described the campus leadership as a strength: "^e are thriving under our 

current Dean" (Doc 9). Descriptions of other leadership-related issues follow. 

About co-workers and supervision; "The people we interact with 

daily-good teamwork; they're really nice." "'Feedback' and 'Feedfront' are all 

included in decisions regardless of title." "There are no hidden agendas; you 

really know what's going on. We can get things done informally and quickly." 

"Excellent to work with—people person/open/accessible/good rapport." 

Among the leadership concems at SWCN; 

Stress level; "Lots of stress/we're understaffed. Need everything done by 

yesterday. Hectic pace. We strive to do it all well with too few people." 

"We're noted for innovation: too much innovation equals stress." 

"Overall district planning (with no follow through) is non-existent; Pay; 

Lack of financial and organizational support from the system. We're 

different, but held to other campus systems and processes by the district; 

Benefits." (Doc 9) 

In meetings with staff and campus gatherings in October 1997,1 observed 

the president empathizing with the number of deadlines the staff faced while 
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assuring them that it could be done: "Look guys, i know we can do this." 

Furthemnore, s/he consistently thanked employees and stated that "Each and 

every one of you is responsible" for the successes at the campus. 

Meetings in October and November 1997 to discuss a brochure and 

advertising for the campus demonstrated the president's collaborative style to 

arrive at an acceptable product: "I don't know guys; what do you think? The 

cover is good, but the rest doesn't meet it. This won't do." Debating the same 

topic a week later with the art director, s/he stated, 

Are we done with this piece? This was great. We can start working on our 

corporate stuff-they need something to go out and that we can build on-if 

we can get something set up. The art director [used his/her name] can 

start working with them. It's a new program for us, and we are under a 

time crunch. I know everyone is, but... 

Working in partnership with a local school district, the president spoke 

about concurrent enrollment: "We have to package it, market it. We can do it 

[offer classes] in a compressed time frame. If we do it [concurrent enrollment] as 

a school within a school, it's an academic alternative—we do not deny access, 

and the computer expedites the process." 

Collaborative efforts sometimes turned competitive. During one of the 

chancellor's cabinet meetings, the president expressed concern with the issue 
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"We get tired of doing it [non-traditional education] for everyone because of what 

we've not got coming back. We were assigned a new campus because no one 

else wanted to do it. Thaf s fine; we were going for concurrent enrollment 

because no one else wanted to go for it." 

"I don't like that we have 10 people going out to businesses. We have to 

find a way, but they have to be able to go out for the college not just for a 

campus. What are the responsibilities of the people who go out there?" Later in 

the meeting, s/he stated. "Let's delineate who does what for evening when you 

put out the plan. We are not going to get the same type of student as the others 

because we will be out in the high schools." 

In interviews during October 1998, an administrator described the current 

president, 

S/he brought in a greater sense of how things are going to be done. S/he 

brought in technology more, started putting resources towards it. So I see 

the two; the former leader started things going in the right direction but 

reached a certain point in his/her administrative style that could not match 

what was needed at the time. S/he came in and his/her administrative 

style was to organize things, clean it up. build this place, and move things 

foHA/ard to the next level. I see it more like a relay race-the first moved 

forward—each point to a new point. (Adm 1) 
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An interviewee described the prior chancellor's concern with issues of 

respect and acceptance more than enrollment figures. 

[The previous chancellor stated:] "I don't care if you drop 6,000 or 

whatever, the most important thing is that you gain respectability and be 

part of the family." And so that's why s/he chose someone with hutspa, 

charm, and personality to win people over but with enough tradition to sell 

the fact that the campus was going to be different and a part of the family 

as well. (Adm 3) 

In an interview with the current president in October, 1999, s/he stated, 

"Initially, I loved the challenge" of finding a spot for SWCN at the college (Adm 

7). 

However, s/he stated that the biggest challenge at present was 

having people understanding what we do and changing the bureaucratic 

hurdles. This place needs fast tumarounds, needs to be entrepreneurial, 

and the college has traditional modes. We could move a lot faster if we 

had more streamlined processes. However, the workforce cum'culum 

processes are faster and the traditional curriculum processes are faster. 

We keep having to break walls, but if s changing because we are 

getting internal understanding. We can't have 50 people going out for 

contracts. It needs to be clear and direct. 

S/he described the structure at the campus. 
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We have a flatter organization. We can't go to a complete matrix where 

everyone can work on their own yet. because people were raised on a 

hierarchical structure. But we are comfortable working across 

organizational lines and pulling in people who are needed and keeping 

the lines of communication open. (Adm 7) 

Another administrator expressed how this campus functioned in contrast 

with the traditional. 

A problem was that the first administrators of this campus were masters of 

reciprocal agreements and had them everywhere. They were told to 

"cease and desist" when the new [former] Chancellor came in, but now we 

can-they are contracts. Do you know how many contracts we write a 

year? But some people at the central office still have a problem because 

of the past. The only reason we are pulling this off is because we have 

the right people. The system still hasn't made the change yet. It slowly but 

surely is making it, and we have to help them make it. So we are doing a 

lot of stuff differently now. We are not cutting deals to the point where we 

are going to make a lot of personal gains ... But we are writing a lot of 

contracts and doing a lot of the things which we were told five years ago 

"stop doing that or you're fired." So there's been quite a big shift here, and 

the primary reason why we have reorganized, in my opinion, is because 

we had to do that and change our mission because it had been changed 
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five years previously. And probably now we are looking a whole lot more 

like we did originally. We have evolved to a point and then went back 

again, and now we are somewhere in between. We are headed off in that 

same direction, but we have all the trappings and respectability of the 

other campuses. We are looking like an innovator and a positive influence 

... we are, and it's being recognized by the other campuses. We are 

headed in the direction that every other campus ought to be. (Adm 3) 

The president stated. 

We pretty well know when we go into a project if if s going to fail, but it's 

okay too; we give ourselves a lot of latitude, othenA îse nothing would ever 

happen if we don't have the latitude to take a risk. If someone is 

traditional and afraid to take a risk, they don't cut it here. (Adm 7) 

Regarding the faculty, s/he posited. 

Some faculty didn't like it where they were because they were too 

controlled, so they came here. We say, "Why not?" Yes, get your work 

done first, but if it fits the college mission, I say "go for it." So people woric 

a lot more hours than they are scheduled because they like what they are 

doing. (Adm 7) 

In support of this statement, a faculty member stated, 'This president has 

an uncanny sense of people. If s/he can understand me, then s/he must. I work 
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many hours, but I really love what 1 do. Some people complain, but I love what I 

am doing." (Fac 2) 

According to one administrator. 

The chancellor believed that leading this type of a campus required out of 

the box thinking and not to be lured by the temptation to be traditional. 

The mission says that it is easier to take risks, that means you don't 

punish if it doesn't work, and you reward them if it does. And you hire the 

kind of people who will want to do that and then you reward them and 

provide that environment. So, I think you have to first create an 

environment that is okay, allow it to be okay — t̂hen you have to hire good 

people. You either front end to get people motivated and then let them do 

it, or the other way: just do it and pick up all the pieces. Pay me now or 

pay me later. (Adm 5) 

The president described the changes and the campus. 

Any time you have growth, traditionally, you tend to be more 

restrictive, but we are trying really hard not to do that. There is no reason 

it has to happen, but it's just a way to try to get a handle on things. And 

one reason we have been so good is that we allow people to do their jobs. 

I told my staff three years ago "Don't be surprised if the other campuses 

start working more like us." This is the campus of the future, and this 

campus is where all community colleges should be. This is the way it's 
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going to be done because the non-traditional will become traditional. 

Without this, colleges will just stalemate. My biggest fear is the 

competition from the private sector and from outside the country. That is 

why we have to partner. We just can't think we can do it ourselves. We 

need to step up and say, "How can we do this; we need to partner" 

because everyone has something to bring to the table. (Adm 7) 

The needs of the college and campus required SWCN to have a 

collaborative environment to facilitate team work. These non-traditional needs 

required non-traditional processes. SWCN will house the new innovative centers 

for the workforce programs and to develop cum'culum. Some faculty at SWCN, 

formerly perceived as rogues, were now viewed as the innovators. The 

collaborative open-door policy facilitated contracts that created partnerships and 

generated revenue. 

Summary 

In this chapter, the research findings were classified below the 

research questions. The data were categorized under the qualitative analysis 

methods of document analysis, observation, and interviews and were further 

organized under the recum'ng themes of access, innovation, collaboration, and 

leadership. The themes depicted the rationale and context of the non-traditional 

campus. They demonstrated the continual need for the campus to develop new 

ways to accommodate the college and community. They also established 
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SWCN's need for support and the difficulties of being a distinct member of a 

large traditional institution. 

The assumptions, beliefs, and factors demonstrated that the non-

traditional campus originally increased enrollment by providing courses in areas 

where the other campuses did not. As the campus evolved, the services 

expanded to offer courses via the Intemet, international centers and interactive 

television. 

The processes and procedures used by SWCN to facilitate non-traditional 

education consisted of loosening traditional structures. Administrators, faculty 

and staff served on interdisciplinary and departmental teams to develop 

programs and curriculum. Courses were predominantly one-half to one credit 

rather than three credits, and were scheduled in non-traditional ways. They were 

scheduled at locations throughout the city, intemational centers, other 

campuses, and partner's and clients' locations. 

The findings revealed that the campus was perceived as effective at 

delivering non-traditional education. It allowed the creativity and flexibility 

thought necessary to implement the fast turn around required to meet the needs 

of students and clients. However, the demands of the fast pace were described 

as stressful, and there was a lack of understanding and support for some of the 

campus' tasks. 
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The next chapter summarizes the findings, reaches conclusions, and 

offers recommendations for further study. 
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CHAPTER 5 

SUMMARY. CONCLUSIONS. AND RECOMMENDATIONS 

This study focused on the reasons a large multi-campus community 

college established and maintained a non-traditional campus and ttie 

perceptions of its effectiveness. The literature affirmed that many colleges were 

not prepared to meet the demands of the information age. However, SWC 

established a non-traditional campus for that purpose. Thus, the intent of the 

study was to provide research to assist those institutions seeking ways to meet 

the evolving educational demands of the new millennium. The study described 

the non-traditional structures and procedures that facilitated SWCN's 

contributions to both the college district and the community. 

Qualitative research and case study methods provided by Berg (1995), 

Miles and Huberman (1984), and Yin (1984) guided the study. Document 

analysis; observations of the leader and the campus; and interviews of 

administrators, faculty, and staff fumished the data that revealed the four 

primary themes of access, innovation, collaboration, and leadership. These 

themes rendered the answers to the three research questions that directed the 

study 

1. What assumptions, belief, and factors led SCO to develop a non-

traditional campus? 
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2. What processes or procedures were used to make and maintain this 

transition to non-traditional education? 

3. What perceptions suggested that the non-traditional campus served 

non-traditional needs more effectively? 

Summary of Findings 

The major research findings based on the data are summarized under the 

restated questions. 

1. What assumptions, beliefs, and factors led SCC to develop a non-

traditional campus? 

In the early 1970s, the new college president realized that although the 

city was growing, enrollment was not. The college was only offering courses at 

the local campuses for traditional students. S/he believed that enrollment would 

increase if courses were offered at alternate times and places. S/he also 

believed that the Continuing Education program was the logical choice to 

manage this altemative education for the population who were not attending 

classes at the campuses. 

The eariy administrators of SWCN believed that they had to hire adjunct 

faculty because the full-time faculty would not work nights or weekends. They 

also assumed that none of the campuses wanted to offer telecourses, the first 

distance education method, so that function also fell to the non-traditionalists. 

Consequently, the altemative methods posed no internal conflict at the college. 
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The only competition was external because the college offered classes for the 

military at the Air Force base. Previously, the university had offered classes that 

required the Air Force personnel to leave the base. Thus, the college program 

was more attractive. 

Prior to the establishment of non-traditional education, the college did not 

offer educational opportunities to businesses and govemment, nor did they offer 

courses at the Air Force base, for the Tribes, or at the prisons. These offerings 

were considered successful because the college enrollment increased without 

decreased participation at the traditional campuses. 

2. What processes or procedures were used to make and maintain 

this transition to non-traditional education? 

At its inception, the college's non-traditional education was provided 

through traditional courses offered at local high schools and increased to include 

courses for business and govemment conducted at their respective locations. 

The program expanded to include courses via television, the computer, and the 

Internet. SWCN delivered education in technology that led to a college degree 

and/or certification through intemational centers and the Internet. Recently, the 

college added centers in areas of population growth and provided better access 

to education and services where none had previously existed. 

The delivery of education at the campus remained non-traditional. The 

courses held at SWCN were predominantly one-half to one credit classes. If they 
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were traditional three credit courses, they were offered in an alternative, 

modularized, compressed format over a weekend, evenings, or during the week 

with an eight-hour day format. This method ensured that SWCN did not compete 

with the other campuses that employed a traditional 16-week format. 

With the change of leadership in the eariy 1990s, traditional structures 

were added to gain respect from the other campuses that had considered SWCN 

as rogues. Deans were hired, programs were merged, and methods were put 

into place to ensure more propriety. SWCN's leader insisted that guidelines 

were followed when contracting education for businesses and school districts. 

S/he placed the needs of students first while observing federal and state 

mandates. The first campus administration had provided requested courses, but 

it was believed that they met the requests without adequate scrutiny. 

Faculty procedures were non-traditional because there were only four full-

time faculty members at the campus. Thus, their processes yielded to any action 

deemed necessary to ensure the rapid deployment of cum'culum for client 

satisfaction. In other words, clients and partners came first. The campus 

employed many adjuncts who were easier to manage because they taught in 

flexible schedules, locations, and for lower salaries. However, despite the low 

numbers of full-time faculty, the campus had Department Chairs and Deans to 

add respectability to the campus and to ensure observation of proper, though 

condensed, procedures. 
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To support the creative pace, the organizational structure of the campus 

was streamlined. It was an ad hoc system in which teams of staff from the entire 

campus were brought together to work on projects. The lines of communication 

were open, so staff crossed administrative lines and went directly to the source 

for problems or solutions. 

3. What perceptions suggested that the non-traditional campus 

served non- traditional needs more effectively? 

It was perceived that SWCN performed functions that the other campuses 

did not. Although other campuses offered evening classes, they offered three 

credit courses, not the short-term one-half and one credit courses. 

Even though it was not a practice at all campuses, contract education was 

perceived as an essential element for SWCN and contributed considerable 

income to the college. SWCN partnered and contracted with school districts, 

business, and govemment to provide training. It was perceived that they would 

operate the Workforce Development and Entrepreneurial Centers. These 

centers would deliver customized education for students in the workforce which 

the college believed enhanced and upgraded their skills and made them more 

marketable in the workplace. As well, the perception was that the Instructional 

Design and Development (IDD) center would team faculty and partners to 

develop new courses and teaming methods. 



136 

The campus president thought that new programs housed at SWCN were 

well supported structurally and symbolically. With centers throughout the two 

counties, the country, and intemationally, the campus administration was 

experienced with managing at a distance. 

Faculty and staff members perceived to be "different" flourished at 

SWCN. They were able to develop their creative ideas because the campus did 

not have the same formal processes as their former campuses. They were not 

bound to their disciplines; they were able to cross boundaries. The perception 

was that their creative freedom allowed them to develop new programs, so now 

they were considered innovators rather than rebels. 

The structures at the campus were thought to enable them to succeed at 

their niche functions. The flatter organization facilitated meeting the rapid 

response demanded by clients. The president wanted to operate as a complete 

matrix but believed that they were not yet ready to implement that type of 

structure. With the projected growth of campus programs and new construction, 

s/he believed that it would take longer for all employees to be able to work 

completely on their own. Therefore, the team process simplified decision making 

and completion of tasks. 

The perception was that out of the box thinking by the leader, staff, and 

administrators and the programs they developed maintained SWCN's non-

traditional mission. Originally, the other campuses did not pursue these types of 
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programs because they did not want them and could not manage them with their 

organizational structures. Therefore, the perception was that the non-traditional 

campus did serve non-traditional needs of the college more effectively than the 

other campuses. 

Conclusions 

The conclusions of this study were based on grounded theory, the 

conceptual framework of organizational theory, and on the findings acquired 

from case study and qualitative research methods of document analysis, 

observations and interviews. As discussed in the literature review, there were 

four fundamental areas of organizations: human resources, symbolism or 

culture, politics, and structure or bureaucratic processes (Bolman & Deal, 1991; 

Carlson, 1996; Kanter, 1983; Morgan, 1997). SWCN demonstrated elements of 

all four concepts, but the structure and culture of the campus dominated the 

findings. Political and human resource issues were evident but did not impact 

the findings as much as the others. 

Structure 

The structure of the campus aligned with the district primarily in a 

reporting capacity. It was distinct from the traditional campuses in administration, 

curriculum, and scheduling. Although the professional bureaucracy model is 

typical in higher education (Bimbaum, 1988; Mintzberg, 1983), thecollegial 

model dominated at SWCN. With this model, a loosely structured, flat hierarchy 
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allowed easy access between administrators and staff. This administrative 

structure facilitated meeting timely demands from partners and clients. To 

accomplish these tasks efficiently and effectively, campus personnel needed the 

freedom to cross organizational boundaries with ease. The predominance of 

adjunct faculty to few full-time faculty also contributed to this collegial model 

described by Bimbaum (1988) because it facilitated the fast tum-around and 

flexibility required at SWCN. Rather than following the fomial procedures of a 

professional bureaucracy, processes were streamlined (Mintzberg, 1983). This 

factor was crucial in the highly competitive arena of contract education. 

The curriculum developed at the campus was mostly competency based 

on one-half to one-credit courses rather than the standard three-credit courses. 

This structure was convenient for workers in the community who wanted to 

return to woric or to update their skills because they could complete shorter 

modules of instruction in a timely manner. 

Scheduling practices at SWCN also required an altemative approach 

because classes principally took place off campus, at any and all times, through 

computer-based training, independent leaming packages, television, interactive 

television, the Internet, and in traditional classrooms. Scheduling classes 

required collaborating with school districts, hospitals, other campuses, and other 

entities, which was more complex than conducting all classes in one location. 
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Culture 

SWCN's culture was also unique to the college. A team, rather than a 

discipline approach, distinguished this campus culture and simplified change 

and risk taking. Limited full-time faculty facilitated the problem-solving process. 

Teams included members from the involved disciplines, staff, and partners who 

ensured faster solutions. This way, all groups could be represented at once as 

opposed to following the procedures involved in a discipline process. 

This participative, collegial model suited the change culture at SWCN. It 

was less centralized, not segmented, adaptive, and collaborative. When change 

was frequent, systems needed to be flexible and required team planning 

sessions where activities were interdependent and focused on immediate goals 

(Birnbaum, 1988). This type of activity was ingrained at SWCN. There were 

constant meetings to ensure communication between and among all the on

going project personnel who hastened to accomplish immediate goals at a hectic 

pace. 

The philosophy of the campus mission to have centers rather than 

disciplines also facilitated teamwork and innovation. The IDD Center addressed 

the need to develop and design curricula for the college as a whole, for 

businesses, the workforce, and developmental education. The center would be 

comprised of teams that included faculty, staff, technology experts, partners, or 

whoever or whatever was deemed necessary to accomplish the task. The center 
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concept circumvented the discipline process because new ideas that were 

developed could be incubated and tested before they went to the college as a 

whole for approval. This procedure provided an opportunity to improve a 

promising educational innovation before processing it through the traditional 

college channels for approval. 

All community colleges acknowledge the transfer, vocational, remedial, 

continuing education, and community service functions (Cohen & Brawer, 1996). 

Yet, Cohen and Brawer also stated that community colleges cared more for the 

interests of their staff than their students and community. This concem was not 

the case at SWCN. SWCN revolved on meeting the needs of their non-

traditional students and community. If students and clients were not satisfied, 

they could turn their loyalty to the many competing forces that provided 

education, including the traditional campuses. Consequently, the members of 

SWCN were motivated to meet client needs. 

Dolence and Norn's (1995) informed us that it was now necessary to 

transition from the "industrial to the technological" model (p.) and that unless 

institutions expanded through constant change and innovation, they would not 

survive. The authors informed us that there was too much competition from 

outside entities to maintain student and state support for programs that were 

outdated or inferior. Thus, it was apparent that new or non-traditional education 

was required. It appeared that SWCN was attempting to satisfy these 
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requirements by setting up structures to meet the individual needs of students. 

Through the development of competency-based instruction in one-half to one-

credit modules of instruction and by new cum'culum development through the 

(DO and workforce centers, SWCN would incorporate technologies into the 

curriculum appropriate to the technological age. 

The literature addressed the issue of full-time versus adjunct faculty. In 

general, it is true that full-time faculty can hinder the process to facilitate quick 

tum-around of cum'culum and projects; however, full-time faculty at SWCN were 

loyal to the campus and embraced the new technologies. In this case, it seemed 

that proper fit and selection were more critical than full- or part-time status of 

faculty. 

Fit was also critical in leadership. Hoy and Miskel (1982) affirmed that a 

leader's effectiveness depends on the fit between the leader, the tasks, and the 

structures. Rowley et al. (1998), propounded that strategic planning was a 

fundamental part of effective and efficient leadership that met the challenges of 

the new learning and instructional paradigms. Indeed, as the chancellor stated, 

SWCN's leader had to think "out of the box." Collegial, transformational 

leadership that celebrates culture and adheres to values were requirements for 

success in a change culture ( ). The findings demonstrated several examples of 

fit and cultural acknowledgment by the campus leader in meetings and by the 

new mission. 
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This style of leadership complemented change. The mission clarified the 

purpose and function of the campus forextemal audiences and the internal 

audience at the college and campus. Granting time to reflect and adjust to the 

mission through meetings and discussions allowed the opportunity to accept, 

identify with, and adopt the change and growth of the campus (Bimbaum, 1988; 

Bolman & Deal, 1991; Fullan, 1991; Kanter, 1983; Morgan. 1997; Winnicott, 

1958). 

The entrepreneurial and innovative leadership enabled the teamwork 

required to accomplish the many tasks of the campus. The resources were 

focused on the future technologies—areas where others would not tread 

(Kanter, 1983). 

Reflections 

The study determined that what was considered non-traditional education 

20 years ago has become traditional. With the rapid growth in technology, we 

cannot presume that non-traditional education as we know it will remain this way 

for long. It is essential for SWCN to continue to develop and look for ways to 

deliver new forms of education to modem audiences. 

We can no longer expect that students will have the time or inclination to 

pursue education over three-month semesters for two to four or more years to 

attain associates or bachelors degrees. Today, the competition from private 

institutions and corporate universities has affected enrollment in traditional 
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education. This development propels SWCN to expand aggressively and search 

beyond today's technology to determine the needs of tomorrow. The proliferation 

of new technologies maintains that we cannot conceive what education will look 

like 25 years from now. 

It was evident that this campus was unique not only as an educational 

entity but also in its funding and structure. Its outreach mission for the college 

seemed to be gaining acceptance by the other campuses. This accepted 

collaboration would strengthen its function and render SWCN more valuable 

both to the college and the community. The alternative structures at the campus 

enhanced the work and placed it at the cutting edge as an education provider in 

the new millennium. 

Recommendations for Further Study 

The findings suggested the following recommendations for further 

research that could prove beneficial for the community college. 

1. Further research could be conducted at this campus once the new 

centers are functioning. Quantitative research through an employee survey 

would determine the climate at the campus after the expansion. Additionally, 

qualitative research could be conducted to discover perceptions about the 

effectiveness of the programs once they are in place. 

2. Research that is conducted longitudinally when the new centers open 
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and after a year is needed for additional information. The projected growth of the 

campus will affect administrative structures as the campus expands and adapts 

to the demands of the new centers. Conducting qualitative and quantitative 

research through surveys and interviews would indicate the impact of change on 

an already innovative campus that the literature professes is necessary to meet 

the educational demands of the new millennium. 

3. Case study research of a community college partnership could 

determine how the structures at a non-traditional campus or college facilitated or 

hindered the process. Qualitative and quantitative methods could be employed 

to determine student and client perceptions of the program's success. 

4. Research that compares the culture of a traditional versus a non-

traditional campus is needed. The culture at the non-traditional campus 

facilitated its mission. However, further study is needed to identify what specific 

cultural differences exist between this campus and others that facilitate or hinder 

innovation. 

5. Research that compares the culture of this non-traditional campus with 

that of another large, public institution that offers similar programs is needed. 

Such a study would assist colleges considering developing such a campus to 

deliver similar services. 

6. Research is needed to determine the impact of college leadership in 
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an innovative environnnent. Few institutions have similar colleges or departments 

that offer non-traditional education. The leadership at these institutions may 

differ. Additional data of administrative structures at these institutions would 

facilitate operations at other innovative public institutions. 
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APPENDIX A: INFORMED CONSENT FOR PARTICIPATION 

INFORMED CONSENT 

I, the undersigned, agree to participate in the research titled The Non-Traditionai Campus: A 
Case Study of an A-Typical Campus of a MuKi-Campus Community College in the Southwest' 
The research is tieing conducted by Angela Zambon Palmer a doctoral student in the College of 
Education. 

I understand that my partidpation is entirely voluntary and I can withdraw my consent at any 
time. The following points have been explained to me: 

1. The purpose of the research is to team about the development and organization of a 
non-traditional campus. This includes how the campus was planned, implemented, and 
functions. 

2. Administrators and staff involved in the creation or functioning of the campus were 
identified and asked to volunteer for this study. 

3. Participants are asked to concur with the tape recording of the interviews, but if I decline 
this request, then tape recording of the interview will not occur. 

4. No discomforts or stresses are foreseen. 
5. No risks are foreseen. 
6. The results of my participation will be confidential, and will not be released in any 

individually identifiable form without my prior consent 
7. Audio tapes and observation notes will be available only to the researcher for this study 

and will be destroyed after the five-year retentton period required by the University. 
8. he results of this research will add to the knowledge that exists between the leadership 

decisions to seek non-traditional ways to improve delivery of education and the approach 
needed to successfully accomplish it 

9. I will benefit by being afforded the opportunity to express my suggestions for 
improvement of non-traditional educatbn. 

10. I can contact the researcher at 206-4500 to answer any further questkins about the 
research, now or during the course of the research. 

I I .  I can contact the U of A Human Subjects Committee at 626-6721 regarding questions 
pertaining to this study or the processes and procedures for using human subject in 
gathering research data at The University of Arizona. 

I have read and understand the Informed Consent and conditions of this research. I have had all 
my questions answered. I hereby acknowledge the above and give my voluntary consent for 
participation in this research project 

Signature of Researcher Date 

Signature of Participant Date 
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APPENDIX B: SAMPLE INTERVIEW TRANSCRIPTION 

Below is a transcript of an interview with Campus Dean 1, October 1998 

What led the college to establish a non-traditional campus? 

i was at the Central Office then [at the first campus], then [at the business 

campus], then [at the smaller one further south] for four years and then here for 

two years, in the mid-1970s, they started this campus. The leader, X, at some 

points his time was characterized as "if you want it, I'll get it for you." " If you get 

15 people or twelve or ten-l'll get it for you." That was a time when we were 

always thinking of how to meet the needs of students I'll bring it to you, I don't 

need a building to bring it to you. there are plenty of classrooms in the 

community. I don't need all my instructors in this building, there are plenty of 

Instructors that'll go all across town. He created an organization that was very 

student oriented and centered, and then said I'll get certain administrators who 

will be fluid enough to make that happen because you had to be out there with 

your classes. You didn't have a set schedule and say that's all we are going to 

offer. They were cutting deals however they could to provide education, whether 

it was to provide credit or training. So they did that and they were very 

successful with it, but they came to a point where they could not continue going 

in that direction with the administrative style they had which was "whatever you 

want we'll give it to you. The staff was just kind of going [operating] from one 

little house. They went to the house for political reasons-that was when things 
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started to fall apart. Decisions were made under the old regime that caused them 

to be in that area which is terrible for offices, parking. It was a dangerous area, 

across from a bar, an alley behind-the old [car dealershipl-terrible. The 

difference between X's and Y's (new president)-[s/he] brought in a greater 

amount of organization-'\ve can't have everybody going out and doing 

everything we need a plan, we need to follow that plan, and there is a certain 

standards that everybody who goes out needs to do. You are going out and 

representing the college. You can't be cutting deals left and right. There are only 

so many people can cut deals, you need to know how to do it," but s/he brought 

in greater organization and sense of how things are going to be done, s/he 

brought in technology more, started putting resources towards it. So I see the 

two, X started things going in the right direction, but reached a certain point in 

his administrative style that could not match what was needed at the time. Y 

came in and his/her admin style were to organize things, clean it up, build this 

place, moved things fooA/ard to the next level. I see it more like a relay race. X 

moved forward-each point gets to a new point. Y is with the college now, and 

they are bringing more and more administrators into the campus. To do that, you 

needed a strong structure that could support that, high level Deans and other 

people. Adult Basic Ed (ABE) and all these others. Under the old regime, I don't 

think they could have handled the center for training and ABE coming in— 
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administratively it just wasn't done. So that is the difference I see between them, 

it's a transition. 

What was its purpose and function supposed to be? 

What brought them around to this idea of a campus? 

The college started off as a non-traditional approach college—as an altemative 

to the 4-year college and university campus. [SWC] was seen by the community 

as an opportunity, as a way to have access to higher education for those who 

could not go to university because of money or scores, or whatever, so we were 

an alternative. Once you are an altemative. then you think, " well how else can I 

meet the needs of students?" Your basic premise is, "vie are going to open 

doors and meet the needs of students; so the second premise is we are going to 

meet the needs of students at their time and place." So we built these big 

campuses, but then what is the goal of going out into the community? And going 

out to them and that is how the community campus was born, another extension 

of altemative education-move it out there, make it happen, bring it to people. 

How did tfie founders plan to implement the vision? 

Focus seems to be toward Business contracts mostly? 

Every year there seems to be more of an interest towards training because that's 

where the money is, in the recession of the 1980s there wasn't a lot of money for 

training and professional development so where was the money? —in re-training. 

So the college will tap into wherever the money is. Now with a solid economy. 
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there is more money for training for business, health care, you name it, so we 

would be foolish if we didn't enter into that era. So, who's going to be the one 

who is going to have the knowledge of how to cut deals, how to offer credit of 

quick tum around? So, when someone says, I don't need your classes, I need 

this, now we say "we'll do this, we'll get an instructor, we'll come up with your 

courses, your credit structure for you , with a course outline that'll meet your 

needs, that'll meet the colleges needs, we'll cut that deal, when do you want it, 

next week? Fine." 

How did the founders plan to implement the vision? 

This campus is designed to streamline processes for training purposes so I see 

this campus as a leader in the community for how to offer professional 

development to businesses, school districts, infomiation technology, which is 

another piece of partnership with companies, to provide credit to create a 

degree. It's a logical extension that [SWCN] is the one that should do that We 

have fewer students—but we have the ability to reach out to more students that 

any other campus through training, community education -the non-credit 

courses. They are reaching out to more than any other campus and then start 

this teleconferencing, telecommunications-get that message out there and with 

the [information technology] program growing, they have the opportunity to bring 

in 1000s of FTSE. 
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So the idea for the campus-the rationale-firom what I've seen since I've been 

here-was that with the campuses only two miles apart-SWCN took all the 

business that the traditional campuses did not take. Now the area to grow is 

another part of town-we put campuses where people are-and someone has to 

seek out new sights and that is the role of SWCN-to seek out new 

opportunities-where there are students. 

How was this campus to differ from the traditional campuses, is the 

administration, the processes, organized differently? 

This is not a professional bureaucracy as descrit)ed by Mintzberg-this is more 

ad hoc-teams, and not normal [traditional]. It is not a hierarchy as much-open 

doors here-means 1 can go to a director-and not have to go through the Dean 

first-l would communicate to the Dean-so s/he knew certain things were going 

on-there has to be trust that I am not going to the director to get around the 

Dean. Because s/he won't like what 1 am doing-so there has to be that trust 

there- then there has to be that follow up information-could be an e-mail, "this is 

what I am doing." 

Does this campus do things differently; are their methods of working 

different from the other campuses? 

At other campuses there is more of a protocol, there are more people involved, 

so it's harder if everyone is going every which way. So, I think that the size here 

lends itself to the adhocracy method, rather than like the [first campus] which is 
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more like a bureaucracy because if s just huge. They have more students and 

full time faculty. 

Were the employees different or selected differently than at the other 

campuses? 

One of the problems-there is less faculty so they tend to believe that there is 

less power in numbers. This faculty is not as powerful, but individual faculty is 

just as powerful-just two instructional full time faculty, but all of them are strong 

people, and harder for administration to deal with. Then you have department 

chairs and then educational support faculty, so not that many [full time faculty]. 

Department chairs, part time, educational support faculty and three full time 

faculty, they stick together. 

If you look at how it is set up, this campus is set up to be lean and not have a lot 

of faculty because you are always out there, you are offering all your classes out 

there. They need faculty to organize things and to assist in professional 

development, but not to teach classes out there. I just don't see need for a lot of 

faculty. The traditional load is 15 hours ~ 5 classes- so I pay $30,000 to teach 

10 classes. I pay an adjunct $15,000 for the same, plus the benefits for the full 

time faculty so you think, "hmmm I cant afford to keep having full time faculty out 

there, but we need full time but we need department chairs to review all that is 

going on out there. So the need for full time faculty not as great here— need 

some, not a lot. 



155 

Why is it difFerent from another? 

We have a completely different mission. Most traditional campuses are -my 

time, place-^ou come to me and I will provide service." That is generally the 

filter of how decisions are made, although they've been told in the past "don't go 

off campus and start offering things out there, thats SWCN- student time and 

place get it out there, make it happen for people." With that philosophy, it 

becomes Ingrained in the culture, you have a difficult time with traditional 

campus people saying. "I have to work late-why do 1 have to stay until 8 at 

night?" Even though even more than1/3 of your students are taking your courses 

at night and you are not providing services at night. "Well, if they need it, they 

can come during the day." I have heard it time and again-that is the filter, "my 

time and place versus student time and place." 

Are the resources or clients different; how? 

SWCN puts services out there-we realize that you must keep putting services 

out there. You must be reaching out to students because if a student had a 

choice-"l am going to take a course in high school," it's a high school, you feel 

like you are in high school, same desks as in high school? So why are they 

going to take a course-because it is convenient, good instruction, good 

services. Another campus-brick and mortar-feels and looks like it-so, all that is 

going for them. So, in order for us to be attractive to them, it has to be something 

different-so that's where it is we are coming to you-that will be the success or 
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downfali-when they no longer go out to students-when the other campuses start 

doing it. Now we have see you -see me. You don't have to come in to see a 

student advisor between 8 a.m.-5 p.m. You can send it out at 2 a.m. and can get 

it back within 24 hours via a virtual advisor-a no-brainer but we are not doing 

it-operational-but no burning desire to use it-other than here . The [south 

campus] has not activated it yet. There is night coverage by one person at that 

campus-the night person is responsible for virtual advising. Everyone will be 

trained on how to use it, but with one person responsible, then we can reach out 

to more students, and by using that innovation you can see other innovations 

you can use. 

The problem with the traditional, my time place, if s been thought of-you have 

done everything we can possibly do in services with students within a classroom. 

Now what have we done in cyberspace? That's how you can expand things to 

student time/place at their home computer. That outward looking-each campus 

should be thinking how to reach out more to their time and place, is how 

[SWCN]'s non-traditional approach is now becoming the traditional approach. 

What's next-it's continuing to expand on service to the student. I don't know 

what's going to happen. I think the next direction for services is doing it through 

those little cameras-more than $100 per year now for the Internet. The next 

generation- will just plug it into the computer. The electronic classroom-at their 
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homes. All we have to do is just keep extending it-but first need to use it-to 

extend it and refine it. 

[SWCN] is so different, if s okay to have a separate mission that focuses on non-

traditional delivery of education and services, a different administration, 

structure, culture. Because we are doing more with the community-and have 

open doors, they can still go around you if they want to, and trust is essential 

-once there is distrust, then you are setting another system in place that 

supercedes the other. You must get rid of garbage in between because the 

system can't take end runs. Community, trust, open door policy, enables you to 

do quick turn around-so you don't waste a lot of time-look at it, work it, make it. 

Getting stuck breaks the system. Everyone has to work together with trust and 

communication, and that's where the politics comes in, sometimes. Most 

administrators are reluctant to call someone in to tell them to work together, they 

would much rather those people work it out. They are adverse to discipline, 

psychologically. If you treat people with respect, "it's this behavior, it's that 

behavior that is causing a lot of problems in the campus. That behavior cannot 

continue-the two of you have to work it out so that everything can continue—the 

political part of it is how I say things to someone, and will they use that against 

me later? That does happen-l'll work with you now, but I'll remember and I'll get 

you later-that distmst-all of a sudden it comes up to this person-and then things 

get held and not followed through. Sometimes, you have to move that 
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person-most people won't do it-Most presidents horse trade-l'll give you this 

FTSE-take this person-because it is hard to fire people. In a system that relies 

on community, trust, open doors, must nip any type of behavior that is 

incongruent with that. You don't personalize this stuff, "I don't have to like you to 

work with you" behavior and saying things or not keeping things confidential. 

What identifies the route, once you know the philosophical basis, is you can 

figure out why this decision was made. You have to come back to the mission or 

principles to see exactly where you need to go. You must begin with the end in 

mind, get back to the real world-the essence. If not working it's because it's not 

congruent with mission-Covey. 
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