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ABSTRACT 

This qualitative research study was an investigation into the leadership agendas of 

five women community college presidents and the outcomes of these agendas. The study had 

two unique features. First, it examined the conceptual basis of the presidents' leadership 

agendas. Second, it provided a comparative analysis of a feminist leadership model to other, 

more prominent, models of higher education leadership. 

A feminist research methodology, which extended beyond describing simplified 

realities of women leaders, was used to determine if women leaders' interpretations of how 

they practice leadership are consistent with their actual behaviors; how the processes of 

leadership influence tangible and substantive outcomes. Data were collected through 

participant/observation, interviews, and document analysis, and presented in five case 

studies. 

The study's findings help to inform two distinct but interconnected scholarly 

domains; women in higher education leadership and women's issues in higher education. 

What has emerged fi^om this inquiry is that while processes of leadership behaviors may 

reflect "women's ways of leading," the substantive or tangible outcomes of a leader's 

actions are not necessarily feminist in nature. The findings reinforce the dangers in 

women accepting and celebrating the dichotomous and essentialist views of women's 

ways of leading. We need to resist the hegemonic discourses around gender and 
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leadership and acknowledge that women leaders make sense of and enact their own 

realities in a variety of ways. 
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CHAPTER 1 

INTRODUCTION AND BACKGROUND TO THE STUDY 

As more women become involved in higher education administration, past research 

involving leadership is undergoing review and reevaluation. Most previous investigations 

focus on men as the subjects, resulting in patterns of leadership behavior and theoretical 

frameworks evolving from male perspectives. These same patterns and frameworks have 

become part of the truisms for administrative, organization, and leadership theories. The 

predominant discourse reinforces the "great man" theory (Amey and Twombly, 1992), 

highlighting characteristics necessary for effective leadership. Old truisms are now 

challenged as both inappropriate to and an inaccurate reflection of all leaders (Helgesen, 

1990; Rosener, 1995; Galas and Smircich, 1993). Also challenged is the assumption that 

theoretical concepts of leadership can be generalized to all types of higher education 

institutions. Seldom is recognition given to different institutional environments where 

leadership is enacted. Similar to generalizing research findings from male participants to all 

persons, scholars often generalize their findings to all institutional types. They seldom take 

into account the differences between community colleges and research universities as 

organizations. In recent years, there has been increased attention to the literature that deals 

specifically with leadership in community colleges (Baker & Associates, 1995; Fryer and 

Lovas, 1991; Levin, 1995; Roueche, Baker, and Rose, 1989; Vaughan, 1986). During this 

time there has also been increased scholarship addressing issues related to women in 
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leadership positions (Astin & Leland, 1991; Blackmore, 1991; E)esjardins, 1994; Helgesen, 

1990; Rosener, 1995). However, little discourse is evident regarding women as leaders or the 

leadership agendas of community college presidents. 

This study is aimed at providing a framework for understanding how women 

envision and employ leadership behaviors in a community college setting. The study looked 

generally at women's perspectives of issues and concerns they have during their experiences 

in a community college environment and the leadership agendas women presidents have 

adopted. More specifically, this investigation examined how women community college 

presidents enact leadership to meet the needs of women students and women employees in 

their institutions. 

« 

Background 

An examination of the history of women in higher education leadership roles reveals 

there is little reason to celebrate women's advancement either in the past or present The 

history of women in higher education has been fraught with challenges by women for access 

to institutions, to particular disciplines, and to leadership positions (Pearson, Shavlik, 

Touchton, 1989; Solomon, 1985; Stewart, 1990). Although women have made some 

progress in obtaining leadership positions in traditional female disciplines (nursing, home 

economics), they still find barriers that impede their progress as equal persons in educational 

institutions. Women began challenging the notion of education as a system for men only in 
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the mid 1880s. Although women have made great strides in accessing educational 

institutions as students, progress in securing leadership positions has been sluggish. 

Julia Sears, a 1858 graduate of Bridgewater State Normal School in Massachusetts 

was the first woman to serve as chief executive oflBce (CEO) of a public collegiate 

institution, Mankato Normal School, Minnesota; she was appointed in 1872. Sears, along 

with Mary Lyon \^o headed up the Mount Holyoke Female Seminary (founded in 1837) and 

Emma Willard, who founded a women's seminary in Troy, New York, demonstrated that 

women could serve at the helm of higher education institutions. Althou^ there have been 

other women CEOs in public four year colleges since these early pioneers led the way 

(Stumick, 1991), women are still barely visible in formal leadership roles. 

A common theme in the literature is that women's historical exclusion from 

leadership positions is due to the ebb and flow of societal expectations of womea These 

expectations are grounded in cultural norms and beliefs related to women's roles in society 

(Caplan, 1994; Hill & Ragland, 1995; Solomon, 1985). Over time, beliefs have included the 

notions that education endangered women's health and could lead to infertility (Gordon, 

1990), that administration and management are not a woman's job (Stumick, Milley and 

Tisinger, 1991), tiiat women are afraid of power and success (Wilson, 1995), and that women 

will always put family before career (Caplan, 1994). While not quick to change, societal 

expectations are not static as evidenced by the statistics that women now comprise more than 

50 percent of the North American paid workforce (England, 1992; Hughes, Frances, & 

Lombardo, 1991). What has shown little change, however, are the discriminatory attitudes 

and practices related to hiring women into traditionally male jobs (England, 1992). This 
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discrimination escalates as job status increases, creating a 'glass ceiling* that blocks women 

from gaining status equal to men in organizations (Haslett, Geis, and Carter, 1992). As long 

as women are perceived as having different capabilities than men they will be typecast and 

disadvantaged in the work force. 

In 1995, approximately 16 percent of chief executive positions (CEO) in US colleges 

and universities (Knopp, 1995) were held by womea This percentage is up from 10 percent 

in 1984, which was the first time there has been a definable body of women as CEOs 

(Stumick et al., 1991). Touchton, Shavlik, and Davis (1993) found the highest percentage of 

women presidents in independent, lower status, non-research schools. This is consistent with 

other findings that public, two-year colleges and private, religiously affiliated institutions are 

more likely to select women for administrative posts (not just pjresidencies) than private 

independent or public four-year institutions of higher education (Moore, Twombly, and 

Martorana, 1985; Sederberg and Mueller, 1992). Moore's (1982) study of higher education 

administrators found that wWle twenty percent of administrative positions were held by 

women or minorities, most of these positions were in student service areas, at the lower end 

of the administrative services hierarchy. In academic administration, women are 

concentrated in traditionally female disciplines such as nursing and education (Dumovo, 

1990; Moore, 1982; Moore et al., 1985; Patton, K., 1990; Touchton et al., 1993). In both the 

administrative services and academic areas women are very often in "A-team positions" 

(Caplan, 1994, p. 156) as assistant, associate or acting rather than in charge (Stumick et al., 

1991). 
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The business and management literature identifies a similar spareness of women in 

leadership positions. Powell (1993) notes that although changes experienced by women in 

the labor force over time have been striking, women have "had virtually no success in 

gaining access to the highest management positions in American corporations" (29) with 

only three to five percent of senior United States executive offices occupied by women 

(Rosener, 1995). The notion that women do not belong in leadership positions continues to 

be reinforced by the persistent gap between male and female wages in both business and 

hi^er education (England, 1992; Knopp, 1995; Powell, 1993). 

Traditional perspectives on higher education leadership do not account for women 

administrators' understanding of leadership because research questions are often fi^ed 

through the eyes of men (Bensimon, 1991a; North, 1991; Wilson, 1995). Men not only 

monopolize administrative positions in hi^er education, they also dominate the scholarship 

on higher education and organizational behavior, both as authors and subjects. When women 

are acknowledged in organizational theories, authors often regard them as indistinguishable 

fi-om men (Acker, 1990; Rosener, 1995; Wilson, 1995). When gender is acknowledged in the 

literature, it is often presented as the male-as-norm syndrome. If men are the norm, then 

women must be the other. Calas and Smircich (1993) note that before the recent 

acknowledgment of women in organizational literature, management was apparently 

genderless. Wilson (1995) argues that if women and not men are 'gendered,' the underlying 

message is gender equals sex equals women equals problem. 

That a chilly environment persists for women in higher education is supported by 

accounts of women's experiences within the halls of higher learning (Caplan, 1994; Paludi 
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and Steuemagel, 1990; Sandler and Hall, 1986; The Chilly Collective, 1995). Women in 

higher education administration continue to be under-represented despite affirmative action 

legislation instituted more than twenty years ago (Hoferek, 1986). In the mid 1990s, women 

accounted for a mere twenty percent (20%) of all administrative officers in higher education 

institutions. Most of the women wtio have manned to break through the administrative glass 

ceiling are concentrated in lower status institutions (Carnegie Classification) such as 

conmiunity colleges and vocational schools (Shavlik and Touchton, 1992). However, once 

through this glass ceiling many women find themselves in a less-than welcoming, 

androcentric miliea 

The community college provides the context for this research study. Compared with 

other higher education institutional types, the community college has the largest 

representation of women administrators, faculty, and students. Eliason (1977) noted that a 

"quiet revolution" was taking place on community colleges campuses during the 1970s as 

demographics showed a marked increase in the number of women attending community 

colleges. Today the majority of all community college students are women (Eaton, 1994; 

Twombly, 1994). Community colleges also have the highest percentage of full-time women 

faculty of all institutional types, almost fourty-five percent (45%) (Townsend, 1992) in 

contrast to only twenty-eight (28%) of university professors who are women (Knopp, 1995). 

As noted, there are greater numbers of women administrators in community colleges 

compared to four-year institutions. These statistics suggest that it is timely for community 

colleges and their leaders to examine what they are doing to make women feel welcome and 
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to assess if their institutions have acknowledged the "quiet revolution and responded to the 

needs of women students" (Eliason, 1977,1). 

It is also timely that ideologies of community college leadership be developed and 

framed in a more inclusive and realistic manner (Desjardins, 1996). Amey and Twombly 

(1992) argue that this requires abandoning the sports, military, and individualistic images of 

leadership in community colleges and replacing these with ideologies that reflect facilitating, 

collaborating, empowering, and educating; to envision leadership as a process rather than a 

position someone assumes. These ideologies are consistent with other educational and 

business leadership models that have emerged during the past decade, focusing on women 

and grounded in feminist theory (Astin and Leland, 1991; Bensimon, 1994; Blackmore, 

1989; Helgesen, 1990; Johnson, 1993; Sagaria and Johnsrud, 1988; Wheatley, 1992). 

Townsend (1992) contends this work needs to be advanced even further so that we can 

understand better how being a woman in the academy shapes one's experience within it. 

Characteristics that were once labeled as 'feminine' and detrimental for effective leaders are 

now touted as necessary for effective leadership in business and higher education (Aburdene 

and Naisbitt, 1992; Bensimon, 1991b; Covey, 1989). 

Twombly (1994, 440) notes that as conmiunity colleges increase in importance 

especially for women, it is critical to understand how women "are conceptualized within 

the context of this specific educational setting." I argue that we also need to understand 

women's perspective of leadership in community colleges to a greater extent than we do 

now. The lack of scholarship and resultant lack of awareness of women's leadership 

perspectives and agendas provide the stimulus for this research investigation. As women 
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continue to enter community colleges, as employees and students, it becomes more 

pressing that leaders adopt and implement a leadership agenda that address women's 

concerns. 

Purposes of the Study 

This research study was designed with several purposes in mind; first, to identify 

concerns and issues of women in community college settings; and second, to explore, 

identify, and develop an understanding of the leadership agendas of women administrators in 

community colleges. To gain such insight requires seeking explanations for the way women 

community college presidents perceive, understand, and interpret their work. A third purpose 

of the study is to advance feminist scholarship in higher education leadership by expanding 

empirical knowledge, critiquing existing leadership theory, and reconceptualizing leadership 

fi-om a feminist perspective (Steuemagel, 1990). The study is intended to provide a forum for 

the recording of women's thoughts and voices regarding higher education leadership. Finally, 

this study aims at providing an impetus for community college leaders to adopt a leadership 

framework that is supportive and beneficial to all interested groups, but especially to women 

(Bumell, 1990). 

Significance of the Study 

Women comprise more than 50 percent of community colleges' combined constituent 

groups. Women are also gradually assuming more senior leadership positions in conmiunity 
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colleges. There remains, however, a paucity of scholarship on women's issues and concerns 

in the community college setting or leadership agendas that may address these issues and 

concerns. This research focuses on identifying issues and concerns of women students and 

employees and on documenting presidents' leadership behaviors that address these concerns. 

Insights gained from the study can help those in leadership positions advance institutional 

policies and practices that make community college environments more efficacious for 

women to work and learn (Townsend, 1992). Although the ideal educational institution may 

vary for each person, knowledge of feminist leadership agendas that promote women will 

assist in creating environments in which all women can thrive (Hoferek, 1986). 

This research is also significant as it contributes to the feminist literature on women 

as leaders (Astin and Leland, 1991; Helgesen, 1990; Kanter, 1993; Rosener, 1995) and 

women as formal leaders of higher education institutions (Blackmore, 1989; Hoferek, 1986; 

Johnson, 1993). The study serves to fill in some of the gaps in the existing body of 

knowledge related to women, women's issues, leadership, and women as higher education 

leaders. Similar to Helgesen (1990) and Hutchinson's (1993) work, this research employs 

participant observation in data collection and participant critique in data analysis, which 

advance a feminist methodology and promote a holistic understanding of women leaders in 

community colleges. 
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Conceptual Framework 

Along with new models of women's intellectual development (Miller, 1986; Gilligan, 

1982; Belenky, Clinchy, Goldberger, and Tarule, 1986), feminist theorists articulate 

epistemologies that call attention to women's position in society as a source of legitimate 

claims to knowledge (Harding, 1993). Differences in the worlds experienced by men and by 

women are used to challenge and explore the political and social construction of all 

knowledge. Feminist theory also challenges basic assumptions about the proper conduct of 

scientific research, rejecting positivism as the dominant research paradigm (Lips, 1989; 

Reinharz, 1993; Tomm, 1989). Feminist research has raised astute questions concerning the 

conceptual framework of the social sciences and provided new frames to "bring women into 

history" (Tomm, 1989,3). 

Although there are several variations of feminist theory (for example liberal, radical, 

socialist), this study was framed on a general understanding of feminism, which combines 

elements of these variatiotB. Acker (1990) notes there are multiple and diverse orientations 

upon which feminist theory rests, which should be considered complementary rather than 

competing concepts. Intrinsic to each theory is the concern of power relationships between 

women and men and the resultant relationships of unequal ri^ts and opportunities for 

women (Townsend, 1992). This study follows Perreault's (1993) suggestion that feminist 

types not be interpreted as descriptions of simplified reality, but rather be used as a means for 

analytical aid in the exploration of feminist issues within higher education. 
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Feminism and higher education leadership are about more than redressing the 

imbalance of scholarship on and for women. It is about more than ensuring equal access to 

executive positions within higher educational institutions (Haddad, 1990). Feminism 

questions the foundation of knowledge, learning, and ways of knowing. To understand how 

women make sense of their experiences in educational institutions, one must hear their 

voices, uninterpreted by men, if they are to contribute significantly to the "meaning-giving 

process" (Tomm, 1989, 6). Desjardins (1994) argues that to change higher education 

institutions requires that women recognize the need for their voices to be "discovered, 

developed and institutionalized" (160) and that men "hear and honor" those voices (161). 

A feminist approach to leadership takes issue with the strongly entrenched 

assumptions of male dominant norms and demands changes in the conditions afforded 

women in higher education (O'Brien, 1990). In a feminist model, leaders are regarded as 

catalysts or facilitators enabling others to act collectively toward the ftxlfillment of common 

goals. A feminist model assumes that leadership manifests itself when action causes change 

in an organization, change that makes a positive difference in people's lives (Astin and 

Leland, 1991). A feminist leadership agenda sets institutional goals that give women and 

men equal importance. Ml respect, and mutual understanding (Johnson, 1993). A feminist 

agenda moves beyond the rhetoric of higher education as impartial and meritocratic and 

focuses on enacting strategies that make the climate more welcoming for women in 

academe. 

As a woman attempting to practise feminism in my working and personal life I find it 

difficult to place myself in a single category of feminism. My understanding is that feminism 
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places women at the center of issues and concerns and is a personal commitment to change. 

Feminism is a way of analysising, understanding, and relating to the world. I assume different 

perspectives of feminism in different social situations. For example, I have a liberal view on 

collegiate atheltics, believing that there should be equality for women and men, but on the 

issue of women's ri^ts to have control of their bodies, I assume a radical feminist view. In 

this study, I will argue that women leaders with a feminist agenda will identify women's 

issues as an important part of their leadership agenda and initiate activities to address areas of 

concern. This anigment is based on my belief that feminist leaders will work toward 

eliminating oppression of women in higher education, wliich has resulted from the traditional 

hierarchical and patriarchal culture of higher education (Blackmore, 1991). To overcome this 

oppression, a feminist leader becomes an active change agent. 

Assnmptions 

This study is based on two major assumptions. The first assumption is that women 

are active agents of change. The notion of agency is rooted in feminist theorizing, which 

acknowledges patriarchy and male dominance and is concemed with the subordinate position 

of women in hi^er education (Perreault, 1993). Feminist theory advocates that women seek 

ways to eliminate this form of dominance (Calas and Smircich, 1993). This assumption is 

based on the idea that women's oppression gives them little reason to invest energy in 

maintaining the status quo (Harding, 1993) and they are more likely to direct energy toward 

seeking the causes of oppression and finding ways to change their situation (Reinharz, 1993). 
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The second assumption is that a qualitative methodology will yield valid and accurate 

data that reflect women administrators' perspectives and interpretations of their roles as 

leaders and the leadership agendas they have set It is further assumed that the researcher's 

knowledge of and experience in higher education environments will aid the study. These 

assumptions are based on the belief that a researcher's experiences, in addition to participants' 

distinctive natures, situations, and perspectives, provide authenticity to a study's findings. 

Research Questions 

From a selective review of the literature (Chapter 2), three main research questions 

evolved that guided this descriptive and exploratory study; 

1. What leadership agenda have women presidents' in public community colleges set? 

2. Are these women's leadership agendas feminist in nature? 

3. How is a feminist leadership agenda implemented by women presidents? 

Scope and Limitatioos of the Study 

This study reflects what was observed and discussed in a specific period of time; 

thus, there is no intent to suggest that the settings or events can be duplicated or the findings 

generalized to others. The study outcomes are reflective of a researcher-participant 

relationship that is reciprocal. The relationship is reciprocal in that the participants 

' The term president is defined as the chief executive oflBcer of a community college in this research study 
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determined the events that the researcher would observe and they had input into the accuracy 

and content of the interpretation of the cases presented in the study (Hutchinson, 1993). 

Another limitation of the study is its central focus of women's issues and behaviors; it 

does not take into account diversity among women. Althougli some of the participants in the 

study represent minority groups, the scope of this investigation does not include issues of 

race or ethnicity. It is my belief, akin to Rosener's (1995), that if higher education institutions 

are neglecting women's issues, it is unlikely that issues of race, ethnicity, and sexual 

orientation are being addressed. 

Summary 

Leadership theories in higher education have developed largely from male 

perspectives with little consideration afforded issues that concern women. What seems 

incomplete in the research and literature is an understanding of the leadership agendas 

women community college presidents have set, how they enact these agendas, and if their 

agendas are based on a feminist conceptual framework. 

To understand better how women leaders interpret and enact leadership behaviors 

that support and promote women constituent groups requires a research approach that 

focuses on women's leadership agendas. This research study is designed to enhance such an 

understanding. It is also designed to determine if women leaders' interpretations of how they 

practice leadership are consistent with their actual behaviors; how the processes of leadership 

influence tangible and substantive outcomes. A research methodology that takes into account 
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a variety of behaviors is used to avoid investigating leadership actions in isolation. The use of 

a feminist research methodology advances and legitimizes perspectives of leadership as 

experienced and conceptualized by the participants. 

A first step in developing an understanding of women presidents' leadership agendas 

is to situate the study in the context of the existing relevant research and literature. Chapter 

Two provides a review of the literature that addresses concepts of leadership related to 

women and to higher education 
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CHAPTER 2 

REVIEW OF RELEVANT LITERATURE 

This chapter provides an integrative review of the research and literature related to 

the status of women in higher education leadership. The subheadings represent choices based 

on aspects of theories, which I believe have most influenced perspectives of women 

community college leaders. Trends, concepts, and shortcomings of leadership theories will 

be discussed drawing from four areas of the literature (higher education, community college 

leadership, business leadership, and feminist theory). Leadership perspectives in business 

may differ from those in higher education; however, there are few higher education sources 

to draw upon that relate to women in leadership positions. Although using literature from the 

business discipline to inform higher education leadership may veil organizational differences 

(Hutchinson, 1993), this approach should allow for a richer examination of how women 

perceive administrative responsibilities. Higher education leadership literature provides a 

foundation for leadership theories that have evolved over time. Scholarship related to 

community college leadership provides a contextual focus that can be used to view 

leadership practices. Feminist theory and business leadership literatures bring forth issues 

previously omitted, neglected, or ignored in the other areas. There are two objectives in using 

an integrative approach when reviewing the literature: to identify trends and emerging 

concepts of higher education leadership and to provide a more germane perspective for 

envisioning and imderstanding better women as leaders. 
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The first part of this chapter begins with a discussion of the community college as an 

institution, since community colleges provide the setting for this study. To help put the 

context of the study in perspective it is useful to examine these institutions more closely. This 

is followed by a section entitled "Leadership and Higher Education", which presents various 

fiiameworks that have been used to describe leadership in higher educational institutions. The 

third section "Women and Leadership" examines the scholarship addressing different issues 

related to women in leadership positions. In the final section, 'Teminist Leadership Agenda", 

the elements of a feminist leadership agenda in higher education are outlined. 

Community Colleges 

Community colleges are curious and complex organizations within the schema of 

public education. As organizations they pride themselves on reflecting the needs and values 

of the communities in which they are located, on being adaptable and flexible to the 

changing needs of that community (Levin, 1995), and on having the potential to reach and 

influence people that other higher education institutions do not (Vaughan and Associates, 

1992). These areas of pride are reflected in the colleges' mission statements. The use of the 

word community connotes a mission that provides access for all applicants, regardless of 

their age and ethnic backgroimd, and devotes college resources toward partially meeting 

community needs (Bowyer, 1992). Community college missions attend to serving the public 

good through both their commitment to develop people to their fullest potential (Tatum, 

1992) and their involvement in local economic development These goals are addressed by 
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providing an avenue for equal opportunity for quality education at a reasonable cost (Neff, 

1992; Roueche, Taber, and Roueche, 1995) and by adding occupational skills to society 

(Tatum, 1992). Vaughan (1992) describes this approach to higher education as a shift from 

student as citizen to citizen as student With access, community service, and economic 

development identified as priorities, the community college is a unique entity in the broader 

educational system G^vin, 1996). This uniqueness translates into policies of open access for 

students, comprehensive curricula, and commitment to local service goals (Cohen and 

Drawer, 1996; Roueche and Baker, 1987). 

The open access policy results in student populations that differ from the traditional 

four-year college student populations. Community college students usually commute rather 

than reside at the school. Very often they come to the school without strong academic 

preparation, many having never completed high school. The majority are older than 

traditional aged college students, with the average age in the mid-twenties. It is not unusual 

for community college students to be reentering academe to upgrade skills, complete 

programs, or to leam new sets of competencies (Eaton, 1994). The students have more 

diverse backgrounds in culture, life experiences, and interests than students in the university 

system and on average are from lower income families. A large percentage attend on a part-

time basis, many dropping in and out several times (Deegan, Tillery and Associates, 1985). 

The comprehensive curriculum, characteristic of the community college, has been 

described as a "smorgasbord" approach to higher education (McGrath and Spear, 1991). This 

smorgasbord approach reflects community colleges' aims of meeting the needs of the 

community and their ability to respond quickly to adapt to these needs. Curriculum offerings 
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in most colleges include credit programs such as high school upgrading courses, vocational 

programs, liberal arts, and university transfer courses. There are also customized job training 

programs, contract learning programs with industry to provide specific skills upgrading, and 

general enrichment and avocational courses. Credentials offered range from one-day 

certificates, to university transfer courses, to two-year Associate Degrees (Cohen and 

Brawer, 1996). 

Community colleges, however, are not without critics, those wlio feel the mission has 

stretched too far. Eaton (1994) argues that the collegiate purpose has been overshadowed by 

terminal occupational education, developmental and remedial education, and community 

service. Doucette and Roueche (1991) suggest community colleges are still striving for 

respect in a society that often only gives lip service to democratic ideals of access and 

egalitarianism, ideals \^toch are part of these institutions' mission Richardson, Fisk, and 

Okum (1983) conclude that the open access policy has resulted in declining standards, 

demoralized faculty, and poorly served students as colleges level down the "norms of 

literacy." McGrath and Spear (1991) submit that community colleges are doing little to 

optimize individuals' potential by oflFering remediation rather than vigorous academic 

programs. Weis (1985) maintains that the community college approach to democratization of 

education is merely rhetoric: in reality these institutions serve to reinforce the class structure 

of American society. Brint and Karabel (1989) contend that community colleges reproduce 

social and economic inequality by offering temiinal occupational education that focuses on 

participation rather than on achievement Burton Clark (1980) suggests that community 

colleges serve a "cooling out" function, the process of lowering and rechanneling students' 
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educational aspirations, serving to reinforce the stratification and inequity in society. The 

concerns expressed by these critics focus on student outcomes. Another area of concern has 

been identified related to community colleges' involvement in economic development 

(Bowyer, 1992). 

The same mission statements that espouse goals of promoting community/ college 

partnerships and economic development help to position these institutions for potential 

conflicts of interest between serving the students and serving the commum'ty. Community 

colleges are often involved in political and capitalistic environments throv^ partnerships 

with business and industry, placing colleges on the edge of traditional views regarding 

education and service (Bowyer, 1992). As revenues decline and colleges seek new support 

systems they are expected to "rethink their own boundaries in light of the reality that other 

entities important to the colleges' well-being are rethinking theirs. It will require colleges to 

seriously consider the nature of and appropriate limits on the company they will keep in their 

new ventures" (Roueche et al., 1995,368). Thelin (1994) ofiFers the idea that there is a shift in 

higher education from a commonwealth or community ethos toward a consumerism ethos. 

He was referring to universities, but the same shift may be evident in community colleges as 

they seek to develop partaerships with industry. Clowes and Levin (1994) believe there is 

strong evidence to suggest "mission drift" or a shift in community college mission that will 

have "potentially significant consequences for all of higher education" (459). If the critics are 

correct, community college leadership approaches will need to be altered to ensure 

institutions are addressing issues and employing strategies that will advance them into the 

next generation of community colleges (Desjardins, 1996; Twombly, 1994). 
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Currently in community colleges, the majority student population is female (Eaton, 

1994; Twombly, 1994); almost half the full-time faculty are women (Knopp, 1995; 

Townsend, 1992), and these are the institutions where the highest number of women 

administrators are found. Dziech (in Twombly, 1994) observed, however, that while on the 

surface community colleges have been good to women, they have not always been good 

enough to treat them equitably. Twombly (1994) concluded from her study of one hundred 

and seventy-four articles discussing "women/gender in community/two-year colleges" (441) 

that there is continued ambivalence of the community college attitudes toward women. 

Hughes et al. (1991, 12) predict demographic and workforce trends that will demand higher 

education respond to certain issues. Among these issues are increased educational needs of 

women and minorities, increased participation by individuals over 35 years of age, and 

increased demand for reeducation of displaced workers. It is reasonable to assume that these 

trends will have an impact on community colleges, since these are the people most likely to 

attend community colleges. Higher education leaders must look carefully at these trends if 

they hope to address these issues and manage their institutions adequately and creatively 

(Cohen, Brawer, and Associates, 1994) at the turn of the 21 st century,. 

The next section will highlight leadership theories as they apply to higher education. 

Many of these ideas have evolved from research on four year institutions. However, they 

provide an appropriate framework for discussion since many scholars apply these conceptual 

models to leadership in community colleges. 
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Leadership and Higher Education 

This section of the literature review focuses on two concepts that have influenced 

how leadership is perceived in higher education. The first, organizational structure, is most 

often fi^ed from a functionalist perspective and until recently has been the predominate 

dialogue in higher education leadership literature. The second concept, organizational 

culture, offers a more critical approach to leadership in higher education. The notion that 

organizational culture affects leadership became most evident in the literature during the late 

1980s and early 1990s. 

Leadership and Organizational Structure 

Leadership as a concept has received considerable attention over the years with 

few scholars agreeing on a definition of effective higher education leadership. The most 

dominate perpective of higher education leadership is grounded in functional theory. 

Analysis of organizational leadership fi-om this perspective often takes place by means of 

four common models or frames, which help explain the functions of higher education 

leadership: structural/bureaucratic, human resource/collegial, political, and symbolic 

(Bensimon, Neumann, and Bimbaum, 1989; Bimbaum, 1988; Bolman and Deal, 1991). 

While the four organizational frames are distinct, institutions seldom reflect one distinct 

model. Bimbaum (1988) presents colleges and universities as a blend of the four frames, 

which he labels as "cybernetic" institutions. 



35 

As noted above, these leadership frames define leadership functionally, which is a 

limited, one dimensional view. The emphasis is on effectiveness of the structure and 

fimction with no effort to critique leadership. Leadership theories that fall within this 

fimctional framework include trait theory, situational leadership, and the contingency 

model of leadership. Effective leadership is defmed behaviorally, highlighting individual 

characteristics or situations that call upon leaders to use different control tactics. Bums 

(1978, 28) defines the concept as "leaders inducing followers to act for certain goals that 

represent the values and the motivations~the wants and needs, the aspirations and 

expectations~of both leaders and followers." Roueche et al. (1989, 34) extend Bums' 

definition to "the ability to influence, shape, and embed values, attitudes, beliefs, and 

behaviors consistent with increased commitment to the unique mission of the community 

college." Kouzes and Posner (1987) identify effective leadership as persuading others to 

want to do what the leader believes is important. Fryer and Lovas (1991) perceive 

leadership as an art, a complex process involving convincing others to want to do 

something in an institutional setting that the leader believes should be done. They 

emphasize the process involved in leading and the president's role in planning, deciding, 

acting, reacting, and commimicating (43). For example, Vaughan (1994) lists personal 

attributes including integrity, judgment, courage, concern for others, and flexibility as 

necessary for personal leadership. He goes on to identify twelve strategies that college 

presidents need to focus on to be effective: understanding the institution; appreciating the 

culture; mediating disputes; the necessity of good management; personnel selection; 

utilizing information; education leadership; professional leadership; political leadership; 
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avenues for renewal; institutional symbolism; and, use of power (62-77). Additionally, 

Green (1988) provides a list of characteristics future leaders will require to be effective; 

symbolic representative of the institution; coalition builder; team leader; knowledge 

executive; and future agent. 

Each of the cited authors/researchers view effective leadership as an individual's 

ability to shape particular institutional systems, views that are based on organizational realit>' 

as objective fact (Richardson and Wolverton, 1994). An underlying assumption in this 

discourse is that one person holds the power, and all others are followers, further supporting 

the "one great man" or person myth. This assumption is part of the functionalist framework 

and is androcentric in nature, developed from studies of male dominated organizations 

(Bensimon, 1991a). Androcentrism has been extended to the manner in which academic 

administration and leadership are practiced. While functionalism and higher education 

leadership continues to be the dominate discourse, there is other scholarship that challenges 

this perspective. More recently, there has been a shift from this individualistic thinking to a 

more inclusive explanation of higher education leadership. Several researchers are 

investigating the relationship between leadership and organizational culture. 

Leadership and Organizational Culture 

Levin (1995) comments that acknowledgment and consideration of organizational 

culture advances the understanding or interpretation of leadership. Culture is an integral 

concept that explains organizational phenomena as subjective experience and is not 
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adequately accounted for in traditional, rational frameworks (Tiemey, 1988; Cooper and 

Kempner, 1991; Owen, 1993). Sensitivity to the cultural webs of an organization and 

awareness of myths surrounding administration give organizational members a sense of 

meaning and identity, shape constituent members' behaviors, and increase the stability 

and effectiveness of an organization. Leadership from a cultural perspective requires a 

redefinition with the focus on persons as a collective rather than a person in a position. 

Tiemey (1991) offers a critical perspective of leadership that is intimately connected to 

organizational culture, defining leadership as reciprocal relationships among individuals. 

Levin (1996) identifies four distinct organizational cultures in community colleges; 

traditional, service, hierarchical, and business. Leadership behaviors, he submits, will 

differ among the different cultures. Thus, to understand leadership in community 

colleges, we must first understand their culture. Bensimon and Neumann (1993) view 

leadership through teams as a cultural entity. From this perspective the relational aspects 

of institutional leadership are emphasized. They argue that this approach requires a 

"loosening and unlearning of the functionalist perspective" (30), that the two, cultural and 

fimctionalist, cannot exist together. 

Richardson and Wolverton (1994), in their study of twelve community colleges, use 

cultural dotnains to learn if there is a relationship between institutions' leadership patterns 

and student learning environments. They outline four domains based on faculty and 

administrative subcultures; adversarial domain, faculty-dominated domain; administratively 

dominated domain; and, shared culture domain. These researchers found that leadership 

strategies encouraging a shared culture produced the most improved student learning 
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environments. Based on these findings, the authors go on to suggest four functionalist 

strategies that tie into the organizational structure; strategic planning, revitalization, 

synergistic collaboration, and Total Quality Management. Unlike Bensimon and Neumann 

(1993), Richardson and Wolverton (1994) suggest the functionalist and cultural perspectives 

can exit side by side. 

Leadership models grounded in organizational culture, which advocate a more 

democratic style of leadership (Kempner, 1991; Tiemey, 1988), are attempts at displacing 

traditional, authoritative approaches that operate throi^ unequal power relations (Watkins, 

1989). What the cultural and more traditional leadership models do not address, however, are 

the issues of gender and how women are situated within leadership roles in higher educatioa 

The ne?rt section provides a review of the literature focusing on women and leadership. 

Women and Leadership 

This segment of the literature review focuses on three themes related to women and 

leadership. The first theme concerns the paucity of women in senior leadership positions, and 

discusses three reasons most often given for the small numbers. A second theme commonly 

identified in the literature pertains to gender differences of women and men leaders. An 

examination of this scholarship suggests that the debate will be ongoing for sometime. The 

third focal point of the literature review on women and leadership is women's ways of 

leading and a feminist interpretation of leadership. 
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Women as Leaders 

There are three principal reasons proposed for the absence of women in formal 

leadership roles. One is that women lack attributes necessary to be leaders (Haslett et al., 

1992). A second reason commonly cited is that women have not been socialized for 

positions of authority and influence (Rosener, 1995). The third rationale argues that 

organizational barriers inhibit women from advancing to senior leadership positions 

(Kanter, 1993). 

Haslett et al. (1992) note that traditionally women were seen as not possessing the 

necessary attributes for leadership. They were believed to be compliant, submissive, 

emotional, and to have great difficulty in making decisions. To advance their careers, women 

were encouraged to imitate men's style of hierarchical leadership and learn management 

skills that established clear lines of authority (Cannie, 1979; Hennig and Jardim, 1976; 

Harrigan, 1977). Paul, Sweet, and Brigham (1980) suggested that women examine the 

characteristics of males in top-status positions and if the path to the top is through a deanship, 

then the unique characteristics of male deans and presidents deserve attention and perhaps 

imitation by females \^^o aspire to such positions. Recommendations that women should not 

be themselves, that they assume male behaviors if they wish to acquire leadership positions, 

can lead to a loss of personal identity (Caplan, 1994). These types of recommendations also 

suggest sex blindness (Caplan, 1994) and promote gender discrimination (Wilson, 1995). 

These suggestions further support the notion that women should not be in leadership 

positions. Recent studies on gender differences related to personality traits and effective 

leadership do not support the traditional view that female equals difference equals deficient 
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(Desjardins, 1989; Gilligan, 1982; Tannen, 1994). These studies, however, have not had a 

major impact on increasing the number of women in senior leadership positions. 

A second rationale for the lack of women in management positions is found in the 

argument that women have not been socialized into assuming positions of authority and 

power and that societal stereotyping obscures women's potential as leaders (Wilson, 1995). 

The masculine stereotype, with its attributes of intelligence, dominance, rationality, and 

objectivity, implies competence, status, and authority. The feminine stereotype of 

emotionality, nurturance, accommodation, conformity, and deference implies lesser 

competence, lower status, and no authority (Haslett et al., 1992). Although the notion of 

meritocracy is prevalent in higher education, perceptions, attitudes, and actions are still 

influenced, consciously or subconsciously, by traditional gender stereotypes (Wilson, 1995). 

Powell (1993) notes that the stereotype of the "good manager" as masculine has remained 

unchanged in America and women managers may have adopted a masculine style as a way 

of becoming a good manager. Kempner (1991, 119) used the concept of "culture of 

professionalism", which includes socialization patterns, to investigate who chooses to enter 

educational administratioa He found that the "webs of significance that compose this culture 

are predominantly male oriented, based upon conceptions of control and authority drawn 

fi-om the metaphors of business, the mihtary, and athletics" (119). Kempner surmises that 

individuals, most often women and minorities, who do not have these characteristics are less 

likely to succeed in securing administrative positions. 

Those women who have succeeded in gaining positions of influence are often viewed 

as extraordinary performers, as exceptions to the rule (Pearson, Shavlik, and Touchton, 



41 

1989). The 'super woman' explanation of success implies that women are responsible for 

their own lack of representativeness in leadership positions; and, they need only to 

resocialize to fit into the male world (Shakeshaft, 1989). From this perspective, it is 

incumbent upon women to adapt to the norms rather that the norms change to accommodate 

women. 

A third argument used to explain the lack of women in administrative positions 

focuses on organizational structures and the barriers or glass ceilings that keep women from 

top leadership positions. Organizations often segment opportunity structures and job markets 

in ways that enable men to achieve positions of power and prestige more easily than women, 

reinforcing male oriented value systems (Acker, 1990; Blackmore, 1989; Ferguson, 1984; 

Loden, 1985). In a 1992 study of women community college administrators in California, 

participants "overwhelmingly mentioned male attitudes and the presence of a 'good old boys 

network"' as factors inhibiting women's advancement in administration (Faulconer, 1995, 

15). BCanter (1993) argues that women in large organizations are disadvantaged as a 

consequence of their structural placement, crowded in dead-end jobs at the bottom or 

exposed as tokens at the top, and that gender differences are due to structure rather than to 

characteristics of women and men as individuals. Ferguson (1984) views women's absence in 

the leadership positions as a consequence of their discomfort in hierarchical structures. The 

emphasis on structural barriers de-emphasizes the idea of women as victims, unlike the 

psychological and social psychological explanations, and focuses on institutional 

construction of policies and practices that hinder women's advancement Because women 

have less access to organizational power through sex segregation of occupations and gender-
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biased perceptions, women are faced with paradoxical demands. They are expected to 

behave in gender-inappropriate ways to fit the male model of leadership, yet these same 

behaviors are negatively evaluated when practiced by women. This creates a "damned if you 

do, damned if you don't" dilemma (Haslett et al., 1992,100). 

During the 1990s there has been an increase in studies of women in leadership roles 

in higher education and business (Adams, 1995; Astin and Leland, 1991; Baker, 1996; 

Blackmore, 1991; Hamett, 1994; Haslett et al., 1992; Helgesen, 1990). Much of this work 

indicates that women manage differently than men, discounting previous genderless studies, 

which generalized findings fi'om male subjects to all persons. Investigations focusing on 

gender differences suggest ways management theory can be modified to become more 

effective and more reflective of women's realities as leaders (Chliwniak, 1996; Desjardins, 

1994; Eagly and Johnson, 1990; Gillett-Karam, 1989; Rosener, 1995). 

The next two sections of the literature review look at scholarship that is fiamed fi'om 

two different, but related, conceptual fi^eworics. The discussion begins with a review of the 

scholarship that has used gender theory as the interpretative fiamework. This is followed by 

feminist interpretation of leadership. 

Gender Theory and Leadership 

Leadership studies that use gender theory as the conceptual fhmiework seek to 

identify if and how women and men differ as leaders. Findings from these studies show a 

great deal of variability. Some scholars describe what they consider obvious gender 
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differences in leadership behaviors of women and men, while others report that 

differences were not identifiable. Works that conclude there are no obvious gender 

differences are presented first, followed by a discussion of the literature that argues 

gender differences in leadership behaviors are evident. 

Haslett et al. (1992) report that field research in natural (rather than a laboratory) 

work settings finds fewer, smaller, or no differences in how men and women leaders behave. 

They go on to suggest that "excellent, average, and poor female leaders can be found in about 

the same proportions as excellent, average, and poor male leaders" (136). Gillett-Karam 

(1989) found few differences between women and men on major dimensions of leadership 

behavior in her study of twenty-one women and twenty-one men community college 

presidents. Chliwniak's (1996) survey of three hundred and eighty senior higher education 

administrators revealed that "although gender does have an influence on leadership values 

and modes, position also influences an individual's perceptions in more traditional ways" 

(154). She concluded that the gender gap in higher education leadership is due to numerical 

inequity, not gender differences. 

Eagly and Johnson's (1990) meta analysis of one hundred and sixty-five studies 

looking at gender and leadership styles found that gender differences were evident in the 

areas of interpersonal effectiveness, task style, and in women's more democratic behavior as 

leaders. They report that the strongest evidence obtained "for a sex difference in leadership 

style occurred on the tendency for women to adopt a more participative style and for men to 

adopt a more autocratic or directive style" (40). Using Gilligan's (1982) moral development 

theory as a framework, Desjardins' (1989) study of community college leaders examined the 
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relationship between leadership styles and moral orientation. Her findings show that both 

women and men exhibit behaviors in the care/response/ connected and in the justice/rights 

modes. Further, she noted more similarities between women and men who shared moral 

orientation than among women or among men as separate groups. Desjardins (1989, 9) 

concludes that the care/connected/response mode 

is now playing a major role for men as well as women in a new leadership 
style that can empower others and could allow women and men to work 
together to create a community within [author's emphasis] the community 
college. Modeling this style of leadership can also better enable an institution 
to take its proper place externally as a major force in society. 

Bensimon (1991a) revisited some of the data that she had gathered during a study involving 

thirty two university and college presidents and their conceptions of leadership. In the 

original data analysis, Bensimon concluded that women and men presidents had similar 

conceptions of leadership. Following re-interpretation, using a feminist lense, of one female 

and one male president's responses, Bensimon concluded that the two presidents had very 

different conceptions of leadership; hers focuses on an integrative quality, while his 

reinforced the notions of differentiation and separation between the leader and the led (153). 

North's (1991) opinion paper, based on over twenty years in administrative roles in public 

higher education institutions, also argues that there are gender differences related to 

leadership style. She describes four differences in how women and men leaders behave in 

their work environment Her categories include talking time, listening behaviors, language 

patterns used, and approaches to decision-making and conceptualizing. 
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The preceding discussion on viewing leadership through a gender theory frame 

accents the varying opinions of scholars, and it is likely the debate will continue for some 

time. The use of a single theory to explain the absence of women in leadership positions 

results in identifying the central problem in a distinct and restrictive way. This is one of the 

difficulties and limitation created when researchers use a single interpretive framework 

(Lincoln and Guba, 1985) to explain a phenomena. What is required is a concept that frames 

the problem more holistically; that rejects the assumption of women as deficient in relation 

to male norms; that recognizes an organization as a complex social reality, a reality created 

by the people in it (Hutchinson, 1993). Such a perspective restores the notion of women as 

active agents in shaping culture and society, displacing myths about women's natural 

passivity (DuBois, Kelly, Kennedy, Korsmeyer, and Robinson, 1985; Haddad, 1990). Many 

of the above cited studies have been instrumental in the development a feminist 

interpretation of leadership, which is discussed in the next section. 

Feminist Interpretation of Leadership 

Multiple feminisms have emerged since the 1960s as evidenced by the various 

frameworks feminist researchers espouse (Calas and Smircich, 1993). There are, 

however, two distinguishing featia^es consistent in these studies; the focus on gender-

related values that privilege males in society at large; and, the goal of formulating a 

complete body of research about women (DuBois et al., 1985; Tomm, 1989). Feminist 

scholars argue that past research and scholarship in management and higher education 
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Ragland, 1995; Townsend, 1992; Wilson, 1995). Theory needs to take into account the 

experiences of all the players if it is going to be useful (Shakeshaft, 1986). The 

experiences of men have been generalized to women, often incorrectly, implying that 

women's experiences are not important in informing theory and practice. The field of 

higher education leadership, not unlike other disciplines, has failed to adopt an inclusive 

perspective and prevailing leadership theories are inadequate for understanding women's 

experiences. 

As noted earlier, women were rarely the subject or the researchers of leadership and 

management studies. This silence implies different meanings: women and men are 

indistinguishable; men are the mangers and women are the workers; and, women are 

peripheral to organizational life (Wilson, 1995). There are notable exceptions to this 

exclusion of gender in scholarly discussions. Ranter's (1993) study, conducted during the 

1970s looking at women and men in corporations, and Ferguson's (1984) woric on 

bureaucracies have made significant contributions to the study of gender and organizational 

structures. However, the topic of gender continues to be absent in much of the higher 

education leadership literature. When gender is included, it is often limited to a few pages or 

a specific chapter discussing woman in the academy (Twombly, 1994), appearing as an add

on rather than incorporated in the main discussiorL These add-ons tend to be evaluatively 

neutral and apolitical (Wilson, 1995). Neutrality has made it possible for the management 

experiences of men to be generalized to all leaders: this promotes the male-as-norm 

mentality. The lack of attention to women in higher education may be due to the relative 
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absence of women in leadership roles. As the number of women increases in administration 

and management, we are beginning to see more scholarship focusing on women as leaders. 

Differences in the worlds experienced by men and by women are used to challenge 

and explore the political and social construction of all knowledge. This exploration is taking 

place throu^ feminist theory. The aim of making women's experience central in feminist 

scholarship is not to focus exclusively on women. Rather, the aim is to utilize the female 

perspective in the understanding and development of a more authentic view of all persons' 

experiences, both female and male (Rosener, 1995; Tomm, 1989). Theoretical and 

ideological frameworks evident in feminist writings exhibit diversity of thought as scholars 

deconstruct old myths, redefine gender relations, and reconstruct new social and pohtical 

structures (Tomm, 1989). Women leaders are deconstructing the existing concepts of 

leadership and reconstructing it in their own terms (Hartnett, 1994). 

To replace the male-as-norm idea, feminist scholars appeal for a cognitive shift 

whereby we value women's experiences in and of themselves and not in comparison to male 

norms (Helgesen, 1990; Rosener, 1995). This will allow us to understand better how being a 

woman in the academy shapes her leadership experience (Townsend, 1992). Leadership from 

a feminist perspective is defined as a means of empowering others rather than dominance or 

control over others. This represents a shift from the individual, hierarchical nature of 

leadership to a collective focus with the notion of an egalitarian community that is sensitive 

to issues of gender (Blackmore, 1989). Feminist theory presents leaders as catalysts or 

facilitators enabling others to act collectively toward the accomplishment of common goals 

(Eisler in Hanlon, 1995) and assumes that leadership manifests itself when there is action to 
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cause change in an organization, action that makes a positive difference in people's lives 

(Astin and Leland, 1991). 

Personal characteristics that were once labeled as 'feminine' and detrimental for 'real 

leaders' are now touted as necessary for effective leadership in business and higher education 

(Aburdene and Naisbitt, 1992; Covey, 1989; Senge, 1990). Wheatley (1992) notes that the 

management literature is beginning to focus on relationships, and urges managers to 

recognize that work is done by humans like themselves, and to shift their focus from the 

work to the people. Leaders will need to become "savvy about how to build relationships, 

how to nurture growing, evolving things" (Wheatley, 1992, 38). Leadership behaviors that 

embrace feminine characteristics (Miller, 1986) such as inclusion, webbing, sharing power, 

caring, nurturing interdependence, cooperation and collaboration are recommended 

(Blackmore, 1989; Desjardins, 1996; Helgesen, 1990; Rosener, 1995). 

Bennett and Shayner (1988) present generative leadership as congruent with 

experiences and values unique to womea This ^proach to leadership presents a 

conceptualization that is generative by design and congruent with the values of caring and 

responsibility. These authors do not contend that generativit>' is gender specific, rather that it 

is more likely to be associated with women's behaviors than men's. They define this form of 

leadership as "fostering of productivity, creativity, and a sense of self-esteem in women and 

men" (25). From this perspective, generative leaders work with others; they do not look for 

followers. Generative leaders do not consider how to handle people but instead concern 

themselves with finding ways to empower people. Shakeshaft (1989) writes that women 

exhibit a more democratic, participatory style of leadership than do men, a style that 
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encourages inclusiveness rather than exclusiveness. Rosener (1995) characterizes women 

leaders as encouraging participation, sharing power and information, enhancing others' self-

worth, and motivating others to become excited about their worie The four women 

executives in Helgesen's (1990) study succeeded by expressing, not rejecting, female 

strengths such as supporting, encouraging and teaching, open communications, and soliciting 

input from others. 

Women do not have exclusive claim to effective leadership. They do, however, have 

a great deal to oflFer leadership theory that draws on their different experiences of 

socialization, values formation, and life's experiences. It is also important to note feminist 

leadership models are not necessarily exclusive to women. Men can also employ this 

approach. It is the assumptions and beliefs inherent in feminist theory not a leader's gender 

that determine if an approach is feminist in nature. Feminist leadership gives women and 

men equal importance, full respect, and mutual understanding (Johnson, 1993). 

Changes in the concepts of leadership suggest that leaders will bring new agendas 

into their roles. There is an emerging body of literature that calls for a feminist leadership 

agenda for higher educatioa The next section will highlight some concepts identified in the 

literature that fit within such an agenda. 
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Feminist Leadership Agenda 

Recent scholarship speculates on what a feminist leadership agenda could mean in an 

organizational sense (Johnson, 1993; Shavlik and Touchton, 1992). Broadly defined, a 

feminist agenda 

. . covers a range of priorities concerning the content of learning 
experiences, the relationships of learners to one another, the modes of 
discourse that typify the learning community, and the methods through wWch 
authority, responsibility, and decision making are enacted (Johnson, 1993, 
11). 

Such an agenda encompasses ix)th substantive issues and process issues. The list of 

substantive issues that can be addressed through a feminist leadership agenda is long 

(Johnson, 1993; Powell, 1993; Shavlik and Touchton, 1992). Recently, scholars have 

identified ways educational leaders can work toward fulfilling this agenda. Examples of 

strategies include comprehensive affirmative action programs (Shavlik and Touchton, 1992); 

policies that allow for job sharing and fiextime (Johnson, 1993); pohcies that support 

maternity and care-giving leaves (Kunkel, 1994); day care assistance or on-campus facilities 

(Bengiveno, 1995); curriculum development in women's studies (Hoferek, 1986); correction 

of inequities in advancement and salaries of female faculty, administrators, and staff (Bellas, 

1993; Knopp, 1995); programs to eliminate sexual harassment on campus (Carroll, 1993); 

and, network and mentor programs for women interested in leadership positions (Hill and 

Ragland, 1995). Process issues are more difficult to detect but need to be in place if the 

substantive issues are to be addressed. Various processes are evident in a feminist agenda, 

many of them involving how leaders use their power and influence. Some of these processes 
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include shared and collective decision making (North, 1991; Zimmerman, 1993); public 

rather than private problem solving (Shavlik and Touchton, 1992) aciaiowiedging individuals 

as well as groups and units (Johnson, 1993); open communication (Powell, 1993); and the 

ability to facilitate groups of people rather than to dominate people (Astin and Leland, 1991). 

These processes are consistent with the "feminine ways of leading" (Helgeson, 1990) and the 

goal of creating an environment that values and promotes learning for all people. 

The substantive and process issues embedded in a feminist agenda reinforce the 

necessity of women leaders as proactive agents of change. Active agency is needed to 

renounce power relationships between women and men that result in unequal rights and 

opportunities for women (Townsend, 1992). This represents a shift from the individual, 

hierarchical nature of leadership to a collective focus with the notion of an egalitarian 

community that is sensitive to issues of gender (Blackmore, 1989). A feminist leadership 

agenda moves beyond the rhetoric of higher education as a place of equal opportunity and 

focuses on enacting strategies that make the climate more welcoming for women in 

academe. For this climate change to occur, women's issues have to be placed at the very 

center of institutions' leadership agendas (Eisler in Hanlon, 1995). 

Summary 

Although several disciplines have debunked the "great man theory" or great 

person theory of leadership (Gragron, 1996), this concept is still prevalent in higher 

education scholarship and practice. The development of higher education leadership 
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theories has been largely a list-of-characteristics approach with men as subjects and 

researchers. This literature review highlights that the traditional leadership theories, based on 

a male conceptualized definition, are being challenged and that gender differences are 

becoming less useful in understanding leadership in higher education. More recently, the 

literature reveals that there has been a shift in the concept of leadership from the 

individualistic, "great man" focus to a more inclusive, participatory, and interdependent 

approach. There has also been increased attention given to women in leadership positions. 

However, there continue to be gaps in the research in three areas. The first noticeable 

gap is the lack of exploratory studies looking at how women leaders in higher education 

make sense of their roles as leaders and how they establish their leadership agendas. Much of 

the research involving women and leadership is quantitative in nature - providing statistical 

data relative to women in higher educational leadership (Touchton et al., 1993; Chliwniak, 

1996). These types of investigations and resultant theories are inadequate for understanding 

women's leadership experiences. Tomm (1989) notes that recently 

The lives of women have been largely overlooked in the interests of objective 
and quantitative research. To find out more about women's modes of 
experience and interpretation, observing their responses and listening to their 
descriptions is necessary (4). 

The second gap that exists relates to women leaders in community colleges. Amey 

and Twombly (1992) point out that women's voices are, for the most part, absent in 

community college leadership literature. Yet, it is in the community college setting v^iiere 

women have made the greatest gains in securing senior leadership positions. 
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Finally, there is a lack of published scholarship that addresses whether, in fact, the 

newer concepts of leadership (participatory, sharing of power and decision-making) are 

actually practiced in higher education institutions. For example, how do women enact their 

roles as institutional leaders? Do women presidents include others in the decision making 

process? Do women presidents promote programs that will advance women employees and 

students? 

This research investigation is undertaken in an attempt to fill in these gaps in the 

literature. The study looks beyond leadership styles and focuses on the leadership agendas 

that women community college presidents have set and the outcomes of these agendas. The 

study seeks to move beyond conceptualizing a feminist leadership agenda in higher 

education and asks if such an agenda is actually being implemented. The next chapter 

outlines the qualitative methodology used in this exploratory study. 
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CHAPTERS 

RESEARCH DESIGN AND METHODOLOGY 

As identified earlier, this research study has two primary goals; first, to develop 

understandings and explanations of how women leaders perceive, interpret and enact their 

roles as community college presidents; second, to explore if women community college 

presidents have adopted leadership agendas that address the concerns of women in their 

institutions. Although the goals of this study may be identified separately, the explanations 

sought in fiilfilling the first goal help to inform and clarify the second goal. 

Feminist theory and qualitative inquiry, which guide the design of the research, 

provide a means for looidng at women leaders and developing richer, more comprehensive 

leadership theories. Qualitative research methodologies have the aim of understanding 

experiences of the participants as they live it or feel it (Merriam, 1988) and allow for more 

generative interaction between the researcher and the researched. Such interactions provide a 

mechanism for exploring the meaning participants attribute to their actions, attitudes, and 

situations within an institutional context (Tomm, 1989). Ely, Anzul, Friedman, Gamer and 

Steinmetz (1991,4) note five common aspects of any qualitative research. First, events need 

to be seen in context if they are to be understood adequately, thus the researcher must 

immerse herself in the setting. Second, the context of the inquiry is natural not contrived, 

thus nothing can be predefined or taken for granted. Third, the process is interactive in that 

those being studied speak for themselves through their words and actions. Fourth, the aim of 
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the researcher is to understand the experience as unified, not as separate variables. And, fifth, 

there is no one general or best methodology in qualitative research. 

A feminist research perspective provides the fi^eworic for recording women's 

voices and for valuing their experiences. The shift fit)m viewing women as objects of 

investigation to viewing women as subjects acknowledges differences and rejects the male-

as-norm, androcentric model of leadership (Wilson, 1995). This design is consistent with the 

goals of feminist research, which are to assemble a comprehension body of research about 

women fi-om a feminist perspective (Townsend, 1992), have women central to the research, 

not just an addition or there to provide a comparative point of view (Wilson, 1995), and to 

break down the social construction of gender that exists within our patriarchal society (Carty, 

1991). These goals are grounded in the assumption that as women's perspectives become 

more evident in both research and scholarship, organizations can change to accommodate 

these perspectives (Hutchinson, 1993). 

Makoky and Paludi (1990) caution researchers that while their theories, questions, 

and interpretation of data can be fi-om a feminist perspective, it is important that the methods 

used be appropriate to the questions. This study seeks explanations and understandings of 

how women community college presidents perceive, understand and enact leadership and 

leadership behaviors that affect other women in their colleges. Qualitative and feminist 

methodologies are appropriate avenues for seeking such explanations. 
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Research Participants 

As with most qualitative research, generalization is not an aim of this study. The aim 

is to develop a greater understanding of women administrators as leaders. Therefore, 

purposive sampling was used to identify women in leadership positions whom I would invite 

to be part of the study. In the process of selecting participants, there were two characteristics 

that I sought: position within the institution and institutional type. Other factors that 

influenced the identification of potential participants included the study's time fiame, 

geographic location of potential participants' colleges, and research costs. 

The women invited to participate in the study were presidents of individually 

accredited community colleges in one state in Southwestern United States. The invitation 

was limited to presidents based on the assumption that individuals in chief executive officer 

positions can influence and bring about change within an institution. This is not to deny there 

are informal women leaders in community colleges. While there are women leaders at 

various levels within community colleges, limiting the selection of participants to positional 

leaders allows for data analysis that will be more consistent in "making linkages between 

concepts," "noting regularities," and "looking for concomitant variation" (Miles, 1979, 596) 

specific to a particular group of women leaders. 

Currently, there are five women presidents in the nineteen public community 

colleges in the state (26%). This is higher than the United States national average of women 
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community college presidents, which is approximately sixteen percent (16%)." Confining 

participant involvement to one state was intentional. The women presidents head colleges 

that report to the same state governing board and are subject to the same general political and 

educational regulations and guidelines. Restricting the geographical location also reduced 

researcher travel time and expenses. 

A letter of invitation was sent to the five women inviting them to participate in the 

study. The invitation letter (Appendix A) also asked the presidents to send me a copy of their 

curriculum vitae if they were willing to participate. To give them a better sense of whom I 

was a copy of my curriculum vitae was included with the letter. Patton, M. (1990) suggests 

that mutual sharing of information, as a means of gaining entry into the research 

environment, assumes that participants can find some reason to be involved in the research. I 

thought that it was important for the invitees to know that I have had community college 

experience and thus would be familiar with much of the organizational workings. 

Susan^ was the first president to reply to the letter of invitation, via E-mail. She wrote 

that she was interested in participating in the study but would like more information. I 

followed up Susan's E-mail message by telephone. She noted that their college was in the 

process of going through regional accreditation, and she believed that a stranger on campus 

asking questions may confuse employees. We agreed that my campus visits would not take 

 ̂ American Association of Community CoU^es (AACC) survey conducted in summer 1995 of aD public and 
private two year accredited community coD^es in United States. Personal telephone conversation A.\CC 
ofiBce January 21, 1996 

' The presidents and colleges' location and names have been changed for the purpose of providing confidentiality 
for the participants 
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place until after the accreditation team had visited. Follow-up letters and telephone calls 

were made to the other four invitees, again asking them to consider participating in the study. 

Pam, Sharon, and Zoe agreed to be part of the study and we set up initial appointment times. 

Rosa, newly appointed at her institution, was more hesitant, and we made an appointment so 

that I could give her additional details regarding the research project. During our meeting, 

Rosa indicated that she was feeling somewhat vulnerable as she was new to this presidency 

but would reconsider my invitation. Evenutually, she agreed to participate in the study. 

The five women participants have been in their positions for varying lengths of time, 

ranging fi^om four months to ten years. They have come to their present presidential positions 

by various routes. Some were presidents at another institution, while others were campus 

provosts or heads. The size and location of institutions these women head vary from large to 

small, urban to rural. Four of the presidents, Susan, Pam, Rosa, and Zoe are in the Big City 

Community College District, which serves a large urban population. The fifth president, 

Sharon, is at Valley Community College in Cardston County, which serves several small 

cities and rural populations. The numbers of credit students registered at the five colleges in 

an academic year range fi-om thirty-three hundred (3,300) at TriCities College to thirty 

thousand (30,000) at NorthWest College. Student demographics at each college also vary. 

The largest percentage of women students are at Valley College where they comprised sixty-

three percent (63%) of the student population. The lowest percentage of female students was 

at Central College which reported fifty-nine percent (59%) of their students as female. Valley 

College reported the least diverse student population with eighty-four percent (84%) of their 
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students identified as anglo compared to sixty percent (60%) identified as anglo at Central 

College. 

Once the five women had agreed to participate, I contacted their offices to set up 

times for interviews and observation sessions so that I could begin data collectioa Merriam 

(1988, 119) notes that in qualitative research data collection and data analysis are 

"simultaneous activities." However, for purposes of clarity, data collection and data analysis 

are discussed under separate headings in the following section. 

Data Collection 

Entering the field 

I began my field work with mixed feelings of excitement and apprehension. I was 

excited to begin data collection and felt some trepidation at going into five different 

environments in a role at N\Wch I was relatively new. Ely et al. (1991) comment that 

"entering the field is a longer, more active process than many of us envision" (23). During 

data collection, I found myself'entering the field' many times, not just at the five colleges but 

also while attending state wide meetings, conferences, and other activities. In each new 

environment, I needed to establish a "gatekeeper" (Ely et al., 1991), an individual who would 

grant me permission to be present in a particular setting. Gatekeepers included the women 

presidents, presidents' secretaries, and committee chairs. Time and familiarity helped me in 

establishing rapport with the gatekeepers. This was evident when I contacted an individual 
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seeking permission to attend a meeting and the response was "I understand you are 

everywhere!" 

Data collection took place from March through July 1996. The five presidents had 

full daily itineraries with appointments on and off campus. The presidents' office personnel 

assisted in arranging my time at each college and made me feel very welcome. They tried to 

find consecutive days for me to visit with days when the presidents' schedules included a 

variety of activities, both on and off campus. Spring semester is the time vs^en many national 

community college conferences are held, and often the presidents were traveling. Thus, it 

was not possible to collect all the required information from one college before begirming 

data collection at another site. This resulted in increased travel time for me. I moved back 

and forth between the five colleges throughout the five months. Although it was difficult at 

times, shifting from one envirormient to the next had positive outcomes. One benefit was that 

I had became a familiar face at many of the Big City Community College District and state 

meetings. A second benefit was that I could clarify questions or observations I had made 

during a previous visit The longer I was in the field, the more proficient I became at data 

collection and I was able to glean information and clarify points more quickly. 

A characteristic of qualitative research is that questions evolve as the study proceeds 

(Elly et al., 1991). This study was no different, for I often found myself asking "What is 

going on here? How does this information fit with previous observations? What other 

questions do I need to be asking?" Using return visits and multiple forms of data collection 

allowed me to follow-up on these questions. Often specific categories for observation or 

predetermined coding categories are not established before the participant observation 
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experience, as was the case in this study. This requires that the researcher be comprehensive 

and reflective in noticing and portraying everyday events in the research environment 

(Erickson, 1986). Wolcott (1994) notes that field study is not a singular form of gathering 

data but involves multiple approaches as the researcher looks for examples through real 

events or cases bound in circumstances of time and context He suggests that the participant 

observer needs to employ three different strategies in her data collection; studying materials 

prepared by others (examining), interviewing (enquiring), and participant observation 

(experiencing). The use of multiple forms of data collection helps to ensure that data are 

inclusive, providing a means for discovering "outliers," "confirming meanings" and "avoiding 

bias" (Miles and Huberman, 1984,215). 

The three modes of data collection recommended by Wolcott (1994) were used in 

this study: experiencing or fieldwork involving participant observation; examining by 

conducting document analysis; and, inquiring through interviews with the presidents and 

women students and employees at each college. Employing the three approaches to data 

collection helped in dealing with the impossibility and limitations of my ability to witness all 

relevant aspects of a phenomenon (Shaffir, Stebbins, and Turowetz, 1980). The data 

collection strategies are described in more detail in the following section, beginning with 

participant observation. 
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Participant/Observation 

Bogdan and Taylor have described participant observation (In Shaffir et al., 1980) as 

research characterized by a period of intense interaction between the researcher and the 

participants, in the participant's work environment The intention of participant observation is 

to provide the researcher with a means to "tell it like it is" (Lincoln and Guba, 1985). To "tell 

it like it is," the researcher must learn to interpret the world from the perspective of the 

participant and develop an intimate understanding of how they perceive life. This 

understanding develops as the researcher becomes close to the people involved, seeing the 

variety of situations they experience, noting their problems and how they handle them, being 

party to their conversations, and watching how they construct their daily lives (Shaffir et al., 

1980). Participant observation covers a broad range of actual participation in the research 

environment. Wolcott (In Ely et al., 1991, 45) outlines three approaches to participant 

observation. The "active participant" has an assigned job beyond research. A "privileged 

observer" is a person who is familiar and trusted and given access to the context The 

"limited observer" observes, asks questions, gains trust over time, and her role is limited to 

researcher. Throughout this research study, my role was that of a limited observer. 

My aim in observing and participating in the women presidents' activities was to 

develop a clearer understanding of the meaning they attach to their role as leader and the 

leadership agendas they have set To do this, I shadowed each president for a minimum of 

two and one-half work days (their work days ranged from ten to fifteen hours). My 

shadowing involved following each president throughout the course of their work day. I 



63 

observed and participated in a variety of situations; convocation exercises, strategic planning 

sessions, individual president's executive council meetings, state wide meetings, the State 

Community College Presidents' Council, and one-on-one meetings of the presidents and 

college employees. At several meetings more than one president was present For example, at 

a state governing board meeting three of the presidents were attending and at a Big City 

Community College District meeting four of the presidents were present. Besides shadowing 

each president, I attended conferences where the presidents were in attendance as 

participants and as presenters. 

During the participant observation sessions, I focused my attention on the different 

types of activities the presidents encountered, their language usage and processes of 

interaction, how they carried out their role as president, behaviors reflecting leadership 

practices, and generally, how they constructed their daily professional lives. Field notes were 

used to identify the presidents' behaviors and my impressions, questions, and initial 

interpretations of the presidents in their work environment 

There were some technicalities in collecting field notes during participant 

observation that I had to deal with early in the data collection phase. Using handwritten notes 

rather than a recorder or portable computer seemed to assure individuals that my interest was 

in the president and her behaviors and responses. My field notes were brief notes and 

annotations of my observations, not descriptive text A result of the brevity of the notes was a 

requirement for additional time spent after I had left the college, rewriting or recording more 

detailed descriptions of my observations, interpretations, and intuitive reactions to the time 

spent in the field. Knowing when it was appropriate to be taking notes and when not to 
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requires sensitivity to issues of confidentiality. I recognized that I also needed to be sensitive 

to all individuals present during all of the interactions I observed, not just the presidents. 

When 1 was introduced at meetings or gatherings, the groups were told that I was conducting 

research involving women community college presidents and I was spending time shadowing 

women presidents in the state. Other than the presidents, most of the people knew very little 

about the study. In spite of the lack of information, everyone seemed comfortable with my 

presence. In two incidents, once with Rosa and once with Susan, they told me I would be 

unable to sit in on their meeting. Rosa was meeting with the college's Athletic Director and 

noted that she would be confi-onting him on items in his departmental budget She did not 

feel he would be comfortable having me observe this interaction. The meeting that Susan 

excluded me fix)m involved the college Faculty Association president. This was her first 

meeting with him, as he was newly elected to the position. Susan indicated that the meeting 

would play an important role in the establishment of a trusting relationship between her and 

the new faculty representative, and she felt it would be inappropriate to have an observer 

present 

Another issue that I had to deal with early in my participant observation sessions was 

to clarify for myself the purpose of participant observatiotL Patton, M. (1990) comments that 

during the second phase of fieldworic the observer is no longer caught up in the newness of 

the field setting and can concentrate on data collection (260). I, however, was caught up in 

the familiarity of the field environment, and had to redefine, for myself, my role as researcher 

and the purpose for my being there. I found that I was easily preoccupied with the content of 

the discussions, and at times I was invited by a president to be an active participant in the 
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dialogue. When that happened, my observation skills would wane. I recognized this when I 

went to write up or record field notes after the meeting. This is one disadvantage of 

familiarity with the context and content of the activities you are observing. Ely et al. (1991) 

describe this problem as the researcher needing to "becom[e] more aware of our own 

eyeglasses, our own blinders" and suggest that researchers must continually "educate and re

educate ourselves to practice detailed observation without reading in our own answers, our 

own biases" (10). To optimize the observation sessions, I consciously reviewed I would 

be observing prior to the activity. For example, I would remind myself that I was looking for 

interaction patterns and language usage. Once I began the pre-observation reviews, data 

collection became more focused and reflective of the study's purposes. Table 1. outlines the 

different activities I observed during my time with the five pjresidents. The activities that I 

observed were determined by the presidents' daily itinerary for the days I was at their 

particular college, which resulted in different activities observed at the five sites. 
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Table 1. Participant/Observation Activities 

OBSERVATIONS Central NorlhWest TriCities VaUey Weaver 

Interactions with faculty/staff X X X X X 

Interactions with students X X X 

Leadership Team Meetings X X X X 

College Address X X 

Internal Committee Meeting X X X X X 

External Committee Meeting X X X X X 

Board Meetings X X X X X 

Business Community X X 

External Community X X X X X 

Interviews with the Presidents 

A second mode of data collection was semi-structured intei'views with the five 

women presidents. The main purpose of the interview in qualitative research is for the 

researcher to learn to see the world through the eyes of the participants and to discem how 

they organize their behavior (Ely et al., 1991). Beyond providing a means for data collection, 

recorded interviews provide a forum for women's perspectives on leadership and for their 

voices to become part of the history and development of leadership theories. The interview 

format allowed the women presidents to identify what they see as their leadership agendas 

and how they carry out these agendas. Semi-structured interviews lasting between one and 

two hours were conducted with each president. I had arranged, through the presidents' 

offices, one hour with each of the presidents for the interviews. Depending on the president's 
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itinerary for that particular day some of the interviews extended past the hour. The interviews 

with Susan, Pam, and Rosa were one hour. My interview with Sharon was one and one-half 

hours and with Zoe two hours in length. All the interviews were tape recorded to ensure 

accuracy. The interviews with Susan, Pam, Rosa, and Zoe took place in their respective 

offices, during the first or second day I was at their colleges. The days I spent with Sharon at 

her college were booked fi-om early morning to early evening so we arranged to do the 

interview over lunch, at a restaurant in Big City. She was travelling to Big City to attend a 

meeting later that day and offered to arrive earlier so that I might interview her. 

Four open-ended questions guided the interviews: How would you describe your 

approach to leadership? What is your agenda as president? How do you plan to fulfil your 

agenda? What do you want to be remembered for when you leave your position as 

president? One phase of the analysis in determining if the women presidents had assumed 

feminist leadership agendas requires examining the presidents' perceptions of how they 

practiced leadership and their expected outcomes of these practices. The first two questions 

were seeking information on how the presidents perceived themselves as leaders and what 

they, as community college presidents, had established as leadership priorities. The last two 

questions were seeking information on v^t the presidents hoped to accomplish while in 

their leadership roles and how these accomplishments might be viewed by others. Data 

collected fi-om the interviews were used to assess if process and substantive elements 

reflecting a feminist leadership agenda were evident in the presidents' leadership beliefs and 

behaviors. 
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Unstructured interviewing or "conversations with a purpose" (Burgess, 1984, 103) 

with the presidents supplemented the semi-structured interview materials. These 

conversations took place during my participant observation activities, after I had become 

more familiar with the presidents and had developed a knowledge of their particular college. 

It was during these conversations that more detailed information was gleaned regarding the 

presidents' philosophical beliefs related to being the leader of a higher education institution 

and how these beliefs influenced their behaviors and decision making. Other conversations 

occurred during informal social events and conferences. For example, following a leadership 

seminar in which I had been a particpant, a group of women went out for dinner. Susan was 

part of this group. On another occasion, I had the opportunity to speak with Rosa, Sharon, 

and Susan while attending a higher education conference. The unsturctured interviews also 

gave me a more holistic view of these women as individuals, individuals who are more than 

just college presidents. 

Document Analysis 

The third source of data was college documents. Document analysis in qualitative 

studies can help the researcher "uncover meaning, develop understanding, and discover 

insights" and are especially useful in not altering what is being studied by the researcher's 

presence, unlike interviewing and observation (Merriam, 1988, 108). The documents that I 

looked at were produced prior to this study and for reasons other than my research agenda. 
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They were products of the context of the presidents' woiidng environment and "grounded in 

the real world" (Merriam, 1988, 109). 

Documents initiated by the president's office were one source of data examined for 

evidence indicating what the women presidents' leadership agendas might look like. The 

language people use and the associations they make can reveal how they see and interact 

with their world (Case, 1990; Tannen, 1994). Analysis of how women use language, 

therefore, is beneficial to understanding how women make sense of their worlds. Documents 

written by the presidents were examined for themes in the texts' content and presentation, 

vsliich might illustrate how they view and value their roles as leaders. The presidents' offices 

gave me documents they believed reveal or reflect the president's leadership philosophy. 

Examples of documents that I looked at were speeches made regarding future directions of 

the college, aimual 'state of the college' addresses, and convocation addresses. 

Other college documents examined were policy and procedures manuals, brochures 

produced on campus, college catalogs, and college self-assessment reports. The documents 

were looked at for content issues related to a feminist leadership agenda. Examples of such 

agenda items include policies supporting maternity leave for personnel; procedures for 

dealing with sexual harassment on campus; child care provisions available on campus for 

students and staff; women's studies curricula; and, procedures for determining salary and 

promotions. Prior to going into the field, I had identified college policy and procedure 

manuals as a major source of data that would reflect how supportive institutions were to the 

needs of women. I discovered, however, that the four colleges in Big City Community 

College District have one standard policy and procedure manual generated from the District 
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Office. While the four presidents could initiate changes in the manual, there were two other 

levels of administration it had to go through in the approval process. At Valley College, the 

policy and procedure manual read more like a faculty collective agreement than an 

institution-wide manual. Sharon informed me that a faculty member had written the 

document, in the 1980s, and the college was in the process of doing major revisions, 

revisions that would be more inclusive of the whole college community. Thus, the policy and 

procedure manuals became less important as a data source than I had originally envisioned. 

Table 2. is a list of the dififerent documents that I was able to obtained from the colleges, 

which were used in the document analysis form of data collection. 
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Table 2. Documents Analyzed 

DOCUMENTS Central Northwest TriCities Valley Weaver 

Policy & Procdure Manuals* X X X X X 

President's Biography/Resume X X X X X 

College Self Study Report X X X 

President's Address to College X X 

College Catalog X X X X X 

Schedule of Classes X X X X X 

Student Newspaper X X X X 

College Brochures X X X X X 

College Newsletters X X 

Memo from President X X X 

Presentation to External Groups X X 

• Policy and Procedure Manual is the same for Central, Northwestern, TriCities, and Weaver 
Colleges. 

The three sources of data discussed above focus on the women presidents and 

how they perceive and enact leadership in the conmiunity college environment. What 

these data do not address, however, are issues and concerns other women on the 

campuses may have. To discover what concerns these women might have required that I 

speak with them and so interviews with women employees and students done at the five 

colleges. 
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Interviews with Women on Campus 

Feminist leadership literature outlines many issues related to women students and 

stafiT and describe ways to operationalize a feminist agenda that will address these issues 

(Johnson, 1993; Kunkel, 1994; Shavlik and Touchton, 1992). However, these issues may not 

reflect the concerns of women in a particular community college environment A feminist 

leadership agenda is concemed with creating an equitable and supportive climate for women, 

individually and collectively (Shavlik and Touchton, 1992). To implement a feminist agenda 

requires the president's awareness of women's issues on campus if she hopes to foster an 

equitable and supportive college environment It also requires her to be knowledgeable about 

issues and concerns specific to women at her campus. A more realistic assessment of 

concerns pertinent to women students and employees can be discovered by giving voice to 

these women rather than relying solely on the literature. Community college environments 

tend to reflect the communities in which they are situated because their missions are to serve 

the community. Students and employees who are part of an inner city community college 

population may have different concerns than students and employees wlio are part of a 

community college within an affluent neighborhood. To be able to leam if a college has 

operationalized a feminist agenda in a community college, one must identify the concerns 

and support needs of women students and staff Toward this effort, women students and 

employees were interviewed at the five community colleges. 

Selective sampling was used to identify the women employees and students to be 

interviewed. Women at different stages of maturity and with different life circumstances may 

have different concerns and issues related to their experiences in a community college 
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setting. Therefore, age and position were the two considerations in determining which 

women of the women on campus to talk to. At two of the colleges, the president's office 

recommended difiFerent faculty and staff with whom I might speak. These women often 

recommended other women on campus for me to interview. The students interviewed were 

generally randomly chosen \\iiile I walked around the campuses. I would introduce myself to 

students, explain that I was a graduate student doing research related to women's issues at 

community colleges, and asked if they would be willing to speak with me. At least one 

woman in three different age groups was interviewed at each college. These age groupings 

are 20-29 years, 30-39 years, and 40-55 years. These age groupings were used to target 

different women students: recent high school graduates; women upgrading their skills; 

women seeking career changes; and, women reentering academe. In addition to above, a 

minimum of one female support staff, one administrator/ manager, and three faculty 

members at each college was interviewed. These women were diverse in age, length of 

service, and number of hours worked. Some have been at the college since its inception in 

the 1960s and 1970s and were approaching retirement age. Other women were relatively new 

to the institution, some in their first year as a college employee. My use of the three age and 

three positional groxipings allowed for a diversity of issues to be identified, supplementing 

issues identified in the literature. With the exception of Weaver and TriCities Colleges, all of 

the faculty interviewed were considered full-time college employees. 

An important consideration in conducting the interviews was that the women knew 

the information they shared with me could not be traced back to them. Comfortable with the 
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reassurance that individuals would not be identified in the study, most of the women I spoke 

with consented to the interviews being tape recorded. Those women whose comments were 

not tape recorded agreed that I could take notes throughout the interview. Two of the 

students indicated they did not have time for an interview, but spoke to me as we walked on 

campus. Their comments were noted after the conversatioa A semi-structured interview 

format was used during these conversations, with three open-ended questions used as guides: 

What are some concerns that you have as a woman student (employee) in the college? Why 

are these of concem to you? How does the college address these concerns or issues? Table 3. 

gives the number of women within each of the student, support staff, 

administration/management, and faculty groups that were interviewed at each college. 

Using the three data collection techniques, I felt I had enough information to answer 

the original research questions as well as other questions that surfaced during the study after 

five months. It was time to leave the field and begin the tasks of organizing the data and 

reporting my findings. 
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Table 3. Interviews with Women on Campus 

INTERVIEWS Central Northwest TriCities Valley Weaver 

President / / / / • 

Students 4 4 5 4 3 

Support Staff 2 1 2 2 2 

Adm./Manage. 2 2 2 2 1 

Faculty 3 3 3* 3 4** 

Total 12 11 IB 12 11 
* Included in the three are one (1) part-time and two (2) M-time fecuhy members 

** Included in the four are three (3) pait-dme and one (1) full-time &cuity members. 
Faculty at the other colleges are full-time. 

Departing from the field 

Deciding when enoi^ data have been collected for a qualitative research design can 

often be difficult Merriam (1988) points out that data collection can extend indefinitely: 

"there is almost always another person v\1io could be interviewed, another observation that 

could be conducted" (125). Stebbins (1991) notes that a study ends when the researcher 

believes that enough data have been collected to answer the research questions, or when data 

begin to repeat themselves. In this study, data collection ended when the presidents' meetings 

began to repeat themselves and when the same issues began surfacing that the women 

employees and students had identified. 

There was a certain amount of tension surrounding the decision to withdraw from the 

field and in ending relationships and connections that I had developed over the five-month 

period. Ely et. al. (1991) note that these feelings are not uncommon, since the sense of 
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immersion in the field is important in qualitative research. During the fieldwork experience, 

the quality of rapport with individuals at the colleges increased, and I had established 

relationships that provided gratifying feedback regarding my research. As time went on, the 

presidents spoke to me as an educator and as a researcher \^4io was able to share information 

with them regarding community college practices in another country. They would engage me 

in conversation on different topics related to higher education, and ask how things were done 

at the college where I worked. If I was at a conference that they were attending, the women 

presidents and other women from their colleges would make a point of speaking with me and 

including me in their groups. This acceptance and inclusion was welcomed by me and helped 

me to capture a more complete picture of each of the women presidents. It also required that 

I undertake multiple interpretations of that data, especially when my perceptions of the 

presidents' actions conflicted with those of other women on campus or when there were 

contradictions in what the women presidents said and their actual behaviors or actions. 

Each time I recognized and noted any contradictions, I became aware of my outsider 

status. The contradictions also caused me to wonder if I had enough data to answer my 

research questions. Deciding that I did have enough data, I left the field to start writing. I was 

eager to hear v\^t the presidents had to say about my interpretation of their leadership 

agendas. I left the field with mixed feelings. I had enjoyed my time at each of the colleges, 

but was anxious to more forward with the project. Feelings of separation anxiety were eased 

knowing that I would be in contact with the presidents again as the study design involved 

having the participants respond to my appraisal of how they make sense of leadership. 
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Once a decision was made to leave the field, the next challenge was to develop a 

manageable and pragmatic system for transforming the data collected. The next section 

outlines how the transformation from data into findings was undertaken. 

Transformation of the Data 

Each research study is unique in its design and purpose, requiring a particular 

approach to how the data are managed. In qualitative studies, analysis begins with the first 

contact at the research site. Primary analysis leads to emerging hunches, insights, and 

questions, which aid in improving and refining the researcher's approach to data collection 

(Merriam, 1988). During this initial analysis process, interpretations change and the 

researcher often ends up seeing a dififerent phenomenon than the one originally envisioned 

(Ely et al., 1991). An inductive and ongoing analysis process is helpful in that it facilitates 

and increases investigator-participant interaction that is "explicit, recognizable, and 

accountable" and is "more likely to describe fully the setting which makes decisions about 

transferability to other settings easier" (Lincoln and Guba, 1985,40). While this approach to 

data analysis does not yield evidence of proof, it does generate plausible explanations 

(Erickson, 1986). 

In this study, data analysis was ongoing throughout data collection, keeping the 

study's two primary purposes in mind during each phase. One purpose of the study, to 

develop better understandings of how women leaders perceive and enact their roles as 

community college presidents, required ongoing and multiple forms of analysis. In the early 
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phase of transforming the data, I constructed a picture of the presidents and their colleges 

from the transcribed presidents' interviews and the handwritten and taped field notes. This 

process involved drafting a text to capture the essence and meaning that these women leaders 

attach to their roles. From listening to the taped interviews, reviewing documents, rereading 

field notes and the transcribed interviews, and reflection, I develojjed "an interpretative 

model of the organization of the events observed" (Erickson, 1986, 144). In doing this, I was 

looking for "key linkages" or patterns within each case (Erickson, 1986). The data sources 

were examined for themes that reveal how the presidents view and value their roles as 

leaders and wiiat they had set as leadership agendas. Hutchinson (1993, 70) notes that 

transformation of descriptive data involves "attaching significance to the data" at different 

points. The first point occurs vrhen the researcher decides what will be included from the 

entirety of everyday activities. These inclusions then establish how data will be selected and 

serve as organizers for presentation of the data. It became clear early in the data review 

process that the presidents did not have leadership agendas that were directed toward a 

narrowly defined goal. One example is Susan's role as "teacher," which extends beyond 

instructing students in an intermediate algebra class. For this reason, I chose to use "Related 

to" in organizing the headings that introduce the women presidents because the words reflect 

the assorted connections that are made within a specific leadership agenda item. A draft text 

of my interpretation of the presidents' leadership agendas was then sent to the respective 

presidents for their comments. The letters that accompanied the draft ask the presidents to 

read the text with particular attention to how well their leadership perspectives had been 

captured. My concern was that I was representing the presidents and the colleges in a factual 
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and realistic manner. I also enclosed a form (Appendix B) asking the presidents to indicate 

that the data presented were accurate, or if they were not, that they make a note of the 

exceptions and return the form to me. Each of the forms were returned noting minor changes 

on the draft. For example, Pam noted that there were fourteen full-time faculty at Weaver 

College and not thirteen Susan clarified that although Central College was founded in 1920, 

the present site began in 1938. There were also comments attached that read "Thanks for 

sharing the draft." and "It reads well." 

The second purpose of the study, to explore if the women presidents have adopted 

leadership agendas that address the concerns of women in their institutions, required a 

different approach to data management During this phase of data transformation the focus 

was on determining if the women presidents' leadership patterns reflect elements of the 

substantive and process issues inherent in a feminist agenda It is worth noting that although 

the presidents may not identify their agendas as feminist, their leadership behaviors may 

reflect a feminist approach. Data from all the sources were reviewed as I looked for 

indications of process issues that reflect feminist leadership behaviors. Processes evident in a 

feminist agenda involve how leaders use their power and influence. Examples of such 

processes are shared and collective decision making; inclusion of a range of viewpoints; 

public rather than private problem solving and priority setting; advocating for persons as well 

as groups and units within the organization; giving attention to improving areas where 

problems are identified; open communication; and, the ability to facihtate rather than 

dominate (Johnson, 1993; Powell, 1993; Shavlik and Touchton, 1992). These processes are 

consistent with "feminine ways of leading" (Helgesen, 1990) and the goal of creating an 
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environment that values and promotes learning for all people, ta reviewing the data, I noted 

the presidents' interactions with other college constituents and people external to the college. 

Particular attention was given to meetings involving college employees. 

Since the language people use and the associations they make reveal how they see 

and interact with their world, closer examination of how women use language is beneficial to 

understanding how women make sense of their worlds (Case, 1990). The data sources were 

also examined for content that represents feminist leadership language as described in the 

literature. Discourse that is consistent with a feminist leadership approach involves dialogue 

that sizggests connectedness, responsiveness, and holism (Amey and Twombly, 1992; 

Bensimon, 1991; Rosener, 1995), and words and phrases that describe relationships, sharing 

of power, "web-like" connections, and inclusion (Astin and Leland, 1991; Helgesen, 1990; 

Tannen, 1990). This discourse reflects the notion of leadership based on collaboration and 

cooperation and "webs or nets" rather than hierarchy, authority, and power (Amey and 

Twombly, 1992). 

Many process and substance elements inherent in a feminist agenda should be 

evident in colleges' policies and operating procedures if they are part of a college's overall 

agenda. The literature outlines several substantive issues for women on college campuses 

that were used during this analysis stage. The list of substantive issues relates to physical 

safety, sexual harassment (Carroll, 1993), gender discrimination, an appreciation for diversity 

and equal opportunity (Shavlik and Touchton, 1992), child care facilities (Bengiveno, 1995), 

flexible schedules and leave plans, pay equity (Bellas, 1993; Knopp, 1995), curriculum 

revision and development that recognize women's issues and women scholars (Aiken, 
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Anderson, Dinnerstein, Lensink and MacCorquodale, 1988; Paludi and Steuemagel, 1990), 

financial aid, counseling, and tutoring programs (Touchton et al., 1993), and mentor 

programs for women interested in leadership positions (Hill and Ragland, 1995). These 

issues were supplemented with concerns identified by the women students and employees 

during interviewing. 

The list of specific concerns was then collapsed into five categories. The five 

categories evolved fi-om conmion elements that seemed to be reflected by specific concerns. 

For example, concerns related to sexual harassment and physical safety were assigned to the 

category of Safety. Concerns expressed regarding curriculum and course content and 

awareness of services for women on campus were placed under the category entitled 

Education and Awareness. The remaining three categories were Advocacy, Equity, and 

Family. 

The five categories listed above provided a focus for completing document analysis. 

The various documents (policy and procedure manuals, presidents' addresses, college 

catalogs, class schedules, and other college publications) were inspected for content that 

related to the five categories. For example, the policy and procedure manuals' sexual 

harassment and parental leave policies were reviewed As discussed earlier, the presidents of 

the colleges in the Big City Community College district had minimal input in the policy and 

procedure manuals. The Valley College policy and procedure manual was in the process of 

undergoing major rewriting, and provided little in the way of usefiil data. It was more 

important, therefore, to find examples of how the presidents implemented policies that would 

reflect their leadership agendas. College catalogs and class schedules were assessed to 
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determine what programs and courses were offered that related to women's issues. The 

colleges' self-study reports and examples of presidents' written work were examined for 

initiatives that had been undertaken or were being proposed that would address the concerns 

expressed by women on campus. 

The next phase of analysis involved revisiting my interpretation of the presidents' 

leadership agendas. Using the five categories identified above as a guide, I returned to 

narratives, which had been reviewed and returned to me by the presidents. In the process of 

reexamination I looked for indicators of how the presidents advance their leadership agendas, 

their actual leadership behaviors, and initiatives they have undertaken related to women's 

concerns. The indicators would assist in determining if the process and substantive elements 

that are embodied within a feminist leadership agenda were enacted by the five community 

college presidents. To aid in this determination, each of the cases were compared to three 

different conceptual models of leadership: feminist, emerging, and traditional. These models 

serve as an analytical tool for looking at the beliefs and actions of the five leaders. The three 

models, which evolved from the literature reviewed in discussed in Chapter 2, are described 

in detail in Chapter 6. 

How a researcher manages qualitative data impacts the trustworthiness of her 

findings. Trustworthiness, or validity, is a concern in all research no matter what the study's 

design. The following discussion outlines how concerns regarding validity were addressed in 

this study. 
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Trustworthiness 

The qualitative researcher is interested in perspectives rather than in truth per se, and 

it is the researcher's responsibility to present the data gathered from the participants as how 

the participants view themselves and their experiences (Merriam, 1988). This can be 

challenging since it is the researcher who interprets the view or behaviors of others, and it is 

the subjectivity of the researcher that is privileged and not the subjectivity of the women 

participants (Townsend, 1992). One way to avoid drowning out participants' voices by the 

researcher's voice is to have participants verify the text content. In this study, the draft 

analysis of the presidents' leadership agendas were returned to the respective presidents' for 

their critique as a way to ensure it was their voices that had been captured not the 

researcher's voice. Member-checking, a term used by Lincoln and Guba (1985), is central to 

establishing credibility: 

Credibility is a trustworthiness criterion that is satisfied when source 
respondents (like people who provided the information) agree to honor the 
reconstructions; that fact should also satisfy the consumer (329). 

To strengthen the trustworthiness of this study, two strategies were employed. Triangulation 

(multiple sources of data) of data collection and member-checking (returning the draft 

interpretation of the presidents' agendas for their review) were undertaken to affirm that the 

researcher's interpretation matched the presidents' perceptions of their leadership agendas. 

To deal with concerns of reliability, Lincoln and Guba (1985) suggest thinking about 

the dependability or consistency of results obtained from the data. Qualitative researchers are 
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at risk for selecting data to fit a preconception of the phenomenon and to select data that are 

conspicuous at the expense of less dramatic but possibly relevant data (Fielding and Fielding, 

1986). "In the veiy act of constructing data [author's emphasis] out of experience [author's 

emphasis], the qualitative researcher singles out some things as worthy of note and relegates 

others to the background" (Wolcott, 1994, 13). A researcher can use three common tactics to 

ensure her results are dependable; explaining the assumptions and theory behind the study, 

triangulation of data collection, and providing an audit trail (Merriam, 1988). Chapter 1 

outlines the assumptions and theories that serve as the fi^mework for this study. 

Triangulation of data collection, discussed earlier in this chapter, was undertaken. And, it is 

possible to construct an audit trail from the data base developed during this exploratory 

investigation. The handwritten notes and researcher's taped comments have all been retained. 

The audio tapes and transcribed interviews (hard and disk copies) are available. All of the 

documents obtained during my time in the field are on file. These include such items as 

meeting agendas, presidents' timetables, documents written by the presidents, college 

catalogs, campus brochures, and self-study reports (where available). 

With a research design that positions the researcher as instrument, there are issues, 

besides validity and reliability, that require attention. Qualitative methodologies require 

greater self-scrutiny, especially on the part of the researcher who needs to be aware of the 

ways in which one's assumptions and methods of interacting shape the findings of the 

research (Tomm, 1989). On the one hand, qualitative data collection can be affected by the 

researcher's gender and personal experience, as well as other characteristics of the researcher, 

including age, social status, race, ethnicity, education status, and institutional affiliation 
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(Burgess, 1984). On the other hand, an important part of qualitative techniques is the effort to 

incorporate both subject's reactions and researcher's use of her own experience into the 

research (Driscoll and McFarland, 1989). Familiarity with the environment enables the 

researcher to engage in the research without having to learn a new lingo and to become 

acquainted with the basic functions of the field site (Ely et al., 1991). I believe my gender 

and personal and professional experiences helped me to understand \^t was occurring in 

the field \^tole I was collecting data and to capture the "essense" of the participants in 

reporting the study's findings. The following section discusses the reporting process used in 

this study. 

Reporting Findings 

A descriptive case study format is used to report the findings of the study. This 

format is appropriate for describing the miiltiple realities and for explaining the diversity of 

influences that are evident within a field study environment (Lincoln and Guba, 1985, 41). 

Lincoln (1991) identifies several functions of the case study approach; to demonstrate what a 

phenomenon looks like when enacted; to provide insight into the personalities and 

characteristics of individuals; and, to give voice to those being studied. In this research the 

descriptive case study reporting method was chosen with the above purposes in mind. First, it 

can demonstrate v^diat women's leadership looks like w^en enacted. Second, case studies can 

provide insights into the personalities and characteristics of women in leadership positions in 

higher education. Third, case studies can give us stories and narratives that help to build 
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understandings of others' experiences and "aIlow[s] an investigation to retain the holistic and 

meaningful characteristics of real life events" (Yin, 1984, 14). Finally, case studies provide a 

means for giving voice to all the women in the study. For the presidents, this format is one 

way for them to express their leadership sense-making and to break through the androcentric 

dominated discourse in higher education leadership. For the women students and employees, 

the narratives served as a medium for expressing their realities and their concerns. 

Each president's story is writen as a separate case. Early in the writing it became clear 

that reporting the information in a way that captured the authenticity of the individual 

participants was necessary. Capturing every detail in fieldworic is impossible and it is equally 

impossible to expect to relate the whole story (Wolcott, 1994). The struggle became finding a 

reporting mode that best represented the women presidents. One strategy for dealing with 

this problem is to focus on selective aspects or to "create a story-within-a-story in which the 

essence (but not the detail) of the whole is revealed or reflected in microcosm" (Wolcott, 

1994, 19). As a way of presenting the data so it would relate back to the original research 

questions and the study's purposes, each case is divided into two sections. The first section of 

the case is a narrative, which introduces the women presidents' and their leadership agendas 

(Chapter 4). Following Wolcotfs suggestion, these narratives revolve around the "essence" of 

the presidents' leadership agendas. The agenda items capture the spirit of who the presidents 

are as leaders and provide a lense for viewing how they make sense of their roles as leaders. 

A draft of the 'stories' were sent to the respective presidents to confirm it was their voices 

captured in the text and to insure trustworthiness of the findings. The second section of the 

cases (Chapter 5) has two foci. The first is an examination of how the women presidents 
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enact their leadership roles. The second focus is on the issues of concern that the women at 

the five colleges have reported. 

Summary 

The use of a descriptive case study design, incorporating data collected through 

the processes of experiencing (participant observation), examining (document analysis), 

and inquiring (interviewing) provided an opportunity to explore the nature and actions of 

women community college presidents' leadership agendas. The feminist theory 

framework, on which the study was based, provided a forum for recording the voices of 

women leaders and different women constituent groups at five community colleges. The 

qualitative research design permitted the use of multiple sources of evidence, including 

quotes from the participants, observations of the actions of the key jjarticipants, 

interpretation of actions and events by the researcher, and the use of college and public 

docimients. The desire to present the women presidents in this study as individuals with 

values and personalities that influence their roles as leaders precludes the researcher from 

reporting a list of leadership tasks or behaviors. To capture the realities of the women in 

this study, a narrative approach is used to present the cases. 

The following chapter begins with an overview of the context in which the 

women presidents practice leadership at public community colleges. This is followed by 

narratives that introduce each of the presidents. Within these narratives are my 

interpretations of the five women presidents' leadership agenda items. 



CHAPTER 4 

THE WOMEN OF THE STUDY 

"^Coruextmlity is the idea that elements of a system are not atoms standing in 

mechanical relationships to each other and further that they exist together in time" (Vaill, 

1989, 122). Just as elements of a system do not exist in a void, the five women presidents in 

this study do not practice leadership in isolation or without relationship to others. Before the 

reader is introduced to the participants of this study, she should have a sense of the 

environment in wWch these women are practicing leadership. This study took place in a state 

that has strong Republican support, a concealed weapon's law, and recently proposed 

legislation banning same sex marriages. Four of the five presidents are leaders of community 

colleges situated in the state capital. The fifth president is at a college in a county that in 

1996 supported Pat Buchanan as the United States presidential candidate of the republican 

party. As in many other areas of the country, higher education has been under attack in the 

newspapers and television news. The institutions are accused of administrative bloat, poor 

quality education, overpaid and under woriced faculty, and students not receiving value for 

their tuition dollars. Several community colleges and universities in the state have adopted 

Total Quality Management, or some equivalent concept, in response to the above 

accusations. Technology initiatives and external partnerships are major issues for the 

colleges and university. The state share of financial resources to the institutions is declining 

and tuition is increasing. The state community college system's Facts at a glance identifies 
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that forty-eight percent (48%) of revenue sources are from district tax levies, twenty-two 

percent (22%) from state aid, sixteen percent (16%) from tuition and fee, and fourteen 

percent (14%) from other sources including grants and contracts. 

The first community college in the state was founded in the early nineteen hundreds 

and the system has grown to nineteen institutions {Facts at a Glance). In 1994-95 fifty-seven 

percent (57%) of the students were women, sixty-nine percent (69%) Caucasian and thirty-

one percent (31%) identified as ethnic minorities {Facts at a Glance). Five out of the 

nineteen college presidents are women and four of these are part of the Big City Community 

College district 

Big City Community College District 

Big City Community Colleges consists of ten colleges, nine of which are nationally 

accredited, one soon to be accredited, and a skill center. It ranks as the second largest system 

of its kind in the nation and claims to be the largest single provider of higher education in the 

state {Information Update, 1995). The system identifies itself as "distinctly a teaching 

institution" and among the nation's leading institutions of higher education in the use of 

computer and telecommunications. Big City Community College District employees 962 

fiill-time faculty and 2,560 part-time instructors. The Information Update notes that fifty-six 

percent (56%) of the colleges' students are women and that one in every three students is a 

woman over the age of twenty-five years. In November 1994, the County voters approved a 

capital development for the Big City Community Colleges, allowing for expansion. 
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renovation and remodeling of aging buildings and equipment purchases for the existing 

campuses. Revenue for capital is not an issue for the Big City Community Colleges, and one 

college president commented that leadership is a much easier when revenues are plentiful. 

The District is administered by an elected local Governing Board and the State Board 

of Directors for Community Colleges. Besides the ten colleges, there is a Central District 

Office. This office houses the most senior administrative officers for the Big City County 

Community College district These officers consist of the Chancellor and four Vice-

Chancellors, all men. The college presidents all report to the same individual, the Chancellor. 

Of the ten college presidents, four are women, of whom two are ethnic minorities. 
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PAM 

The best way to predict the future is to invent it (Alan Kay). 

Introducing Pam and Weaver Community 

Weaver College is one of the ten colleges and centers in the Big City Community 

College District It was founded in 1978 to "offer busy adults a quality college education at 

their convenience." Using existing community facilities, this is a non campus college 

consisting of a network of more than two hundred classroom locations throughout the Big 

City metropolitan area. The 25,000 credit and 10,000 non credit students can take classes in 

shopping malls, community centers, high schools, from home or at their office. Weaver 

College, known as the college without walls, is moving toward becoming the college without 

borders. Besides traditional classroom course offerings. Weaver is using the latest technology 

to reach students via television, audio and video cassettes, print-based materials, and 

telephone, video, and computer conference courses. 

The majority of students enrolled in Weaver College classes are between the ages of 

twenty-four and forty years and have a high school education. Fifty-three percent (53%) of 

the students work full-time, sixty-one percent (61%) are women and forty-two percent (42%) 

are single and head of households with children. To serve these students, who are not 

necessarily seeking a traditional form of higher education. Weaver offers mostly night and 

weekend classes, accelerated programming, and on-site programs for businesses. Fourteen of 
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the 153 full-time employees are faculty (six women). The college also employs 263 part-time 

staff employees and close to five hundred part-time faculty. The part-time faculty are usually 

hired to teach one or two classes each semester. The administrative officers include two 

IDeans, one a woman, four women Associate E)eans, and two women Directors. 

My first meeting with Pam took place at a sister college where she was attending an 

all day meeting. Pam has an immediate presence when she enters a room, which seems to 

emanate from her bright smile and composed and professional appearance. She is quick to 

greet others and welcome them to the situation. On this particular day Pam is dressed in a 

pink, tailored suit and comments "I don't know if pink is a power color," at the same time she 

does not appear concerned whether it is or not 

When I had called her office to arrange for participant observation time with Pam, 

she thought that this day would be of benefit to me because it was a day when her role as a 

college president involved a variety of activities. At the first meeting of the day there were 

five women present: Pam, President of Weaver College and chair of the committee; Zoe, 

President of TriCities College and host of the meeting; Sharon, President of Valley College; 

Marg who represented the state community college association; and, a state association staff 

member, who recorded the minutes. Seven men attended the meeting, all presidents of 

community colleges. 

Prior to the formal meeting food and refreshments were provided and people were 

milling around talking with one another. During this time, several sexist comments are 

directed at Pam, who laughed and gave a quick, diverting response. During one of the breaks, 

I remarked to Pam and Marg about the sexist comments and the inappropriateness of them. 
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Marg noted that the sexist remarks are less frequent since Pam has been the chair of the 

committee, adding that many of the men in the group are ingrained with an "old boy's club" 

mentality. Pam replied that this was common behavior at these meetings and she tries to deal 

with the comments by using humor and redirecting the conversation. Her reaction to the 

sexist comments is consistent with Van Nostrand's (1995) advice; when a woman finds 

herself in a situation where "collegial chatter" is sexist in nature, humor or lighthearted banter 

that maintains your self-respect and the respect of others is an appropriate response. She 

suggests that "[u]sing interventions that are congruent with our values and appropriate to 

each individual setting... will help restore a more equal balance of gender power" (67). 

Pam's educational background is a B.A. in Journalism, a Masters of Public Relations, 

and an Ed.D. in Community College Administratioa Pam's biography notes that she was the 

youngest community college president in the state during her pervious college presidency. 

She sees herself as having "broken through the glass ceiling and proven herself capable of 

making systems more open, more understandable, and more accessible" [Pam's Biography, 

1995]. She came to Weaver College six years ago, after serving as president for a large urban 

community college in another state. 

Weaver's first {^resident was at the college only about one year and Pam notes that 

this resulted in a "rocky start" for the institution. The second president, a woman who ". . . 

characterized herself largely as the clean up president If there was a college that was having 

a problem that was where she went" This president was at Weaver about five or six years, 

"so really had a big influence on how the college was shaped." The next president was Pam's 

predecessor, who was president at another college in the Big City community college system. 
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He switched with Weaver's woman president and remained at Weaver until Pam assumed the 

presidency. Pam commented that there are few similarities between her and her predecessor. 

The two us were very different [He is] a black male, [with a] military 
background. He gave the administrative staff, one year for Christmas, [a 
book] called The Leadership Secrets of Attila the Hun. So they had this 
military leadership style, and then they got me. So maybe you can understand 
why we got off to a rocky start (Pam) 

Pam attributes much of her 'rocky start' at Weaver College to differences in her 

approach to leadership and those of her predecessor. She describes her approach to 

leadership as "probably pretty consistent with what the literature will tell you about women 

leaders" using descriptors like "non-hierarchical" and "shared." She says that much of her 

present leadership style was formed during her previous presidency. Pam describes that 

situation as "an environment in which it was mandatory that I win over the faculty. But not 

just the faculty, really the whole institution, because the whole institution had to be 

mobilized in a short period of time and had to rebuild its confidence and morale and so oa" 

It was during her term as president in another state that the state introduced shared 

governance into the hi^er education system. "But that wasn't a problem for me because I 

had already realized before then that a key to success was the involvement of the people that 

would be affected by the decisions, in the decision making process." What Pam discovered, 

however, was that her prior leadership experiences were not necessarily transferable to 

Weaver College. 

When I came here, I [was] dazzled by being a president at Big City. Based on 
its reputation, [I] assumed that the district and the institution were extremely 
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sophisticated And so I walked in here talking about shared governance -
assuming they understood what that meant They didn't and what happened I 
created a lot of confusion at the college. The faculty suddenly thou^t that 
meant they were to be involved in all decisions, and they would come 
marching in here when a decision had been made and say "Why weren't we a 
part of it?" The management staff felt very disempower^ And support staff 
were totally confused about what was going on. And for the first few months 
1 actually wondered if I had made a terrible mistake that there was not a 
match here at all. (Pam) 

Pam was trying to superimpose a new fi:ameworic onto an old structure and it did not 

fit This is much like Vaill's (1989) observation that "[o]ld stories don't just die by 

themselves. They die when more apt stories come along, stories that fit people's feehngs and 

experience better" (15). Pam's leadership strategy in dealing with this dilemma was to create 

a new story. She recounted how she changed the story fit)m shared governance to quality 

management 

What I did was back ofif completely from the use of the term shared 
governance and decided to pursue the concept in more subtle and symbolic 
ways. For example, I started a President's bulletin; I started having president's 
breakfasts in which eight employees were randomly selected to have 
breakfast with me in a non agenda environment; we started to put first names 
on the organizational chart After six months 1 thought I was going to try 
again, but try under a different title. So I went to the constituent groups 
separately and asked them if they would be interested in exploring To^ 
Quality Management, [saying] that we were an iimovative institution, 
[saying] that this was a big, big initiative in business and industry. And they 
each said they would. (Pam) 

Pam's story of shared governance was replaced with Weaver College's story of 

quality, a story with language with which the people at the college could identify. Her new 

story includes leadership strategies that have to do "with shared leadership. [Having a] clear 
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focus on what it is that you are doing, and where it is that you are going [And with] breaking 

down the hierarchy to broaden involvement of people." Included in this new story are Pam 

and the college constituent groups views of her as a leader . . they would most often 

identify my leadership style with qxiality management, because that is how it has been 

defined in this institutioa" 

Quality is an obvious leadership agenda item for Pam, an item that is implicit in 

everything that she and Weaver College undertake; commitment to students, innovative 

learning designs, non traditional program delivery; and, the day to day management of the 

college. 

Related to Quality Management and Becoming a Learning Organization 

Pam's focus on quality extends beyond Weaver College. The following is an example 

of how she practices quality leadership. I was a participant observer at a meeting Pam was 

chairing. Pam had just returned, the previous evening, from a combined business/holiday trip 

to Europe. She remarked that although she was feeling the eflfects of jet lag, it was important 

that she be here as this would be her last meeting as committee chair. 

Everyone turned their attention toward Pam when she announced that "Quality 

meetings start on time." She reviewed the meeting's ground rules. Quality meetings have 

ground rules posted, an action agenda, and an assigned time keeper to ensure they would 

follow an efficient process. The purposes of this meeting were to review how effective the 

committee has been in meeting goals they identified at the begiiming of the year and to 
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establish new goals for the coming academic year. Small groups were formed with each 

group having specific goals to review. When an individual commented that reviewing the 

goals as a large group would be helpful to him, Pam reinforced the value of a more structured 

approach if the group hoped to get through its agenda. With the aid of the assigned time 

keeper, the small groups kept on schedule and they covered the meeting's agenda. Pam was 

following the "Process for Quality Meetings," which highlights the need for effective 

structure and control if action items are to be achieved. 

The "Process for Quality Meetings" is part of the Quantum Quality Awareness 

Training Participant Manual developed by Weaver College and incorporated district wide. 

The college has invested an average of eighty-eight hours of quality training in each full-time 

employee. At Weaver, "total quality" is synonymous with employee involvement. 

Ninety-nine percent of full-time employees are actively involved in improvement efforts. The 

Continuous Improvement Teams (CIT) allow employees to identify and address areas 

needing improvement Quality initiatives are not limited to operations and management, but 

are used in areas related to the classroom as well. For example. Weaver's revised process for 

developing and introducing courses has reduced implementation time from two years to as 

little as two weeks. 

Weaver College has been cited as a leader in the introduction of Total Quality 

Management (TQM) principles in institutions of higher education. It was the recipient of 

1993 State Governor's award for Quality, the first higher education institution to receive the 

award. Weaver founded the Quality Academy, which provides on-site consulting program 

development and customized training in quality tools, techniques and processes to business. 
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government, education, and medical organizations and communities. The college operates an 

Employee Etevelopment Institute, which provides affordable and "quality" education, 

training, and retraining seminars in convenient, central locations for company or government 

employees, or individuals interested in professional growth (with a money back guarantee). 

Pam is a member of the State Governor's Advisory Council on Quality and a charter member 

of the Continuous Quality Improvement Network for Community and Technical Colleges. 

The preceding discussion underscores the importance of quality management in 

Pam's approach to leadership and how she introduces change at the college. Pam observed 

that the quality initiatives have prepared Weaver to move toward becoming a learning 

organization. 

We have evolved from quality management, which is very normal, and our 
emphasis now is more on the learning organizatioa We feel that the quality 
management is the essential foundation But we really were ready to accept 
the larger concept of a learning organization. . . . Our [TQM] steering team 
dissolved itself and reinvented itself as the leadership council, with all the 
same people The sole purpose of the leadership council is team work. Quality 
management became the way we do business. Now a learning organization 
has become the framework. It is systems thinking. (Pam) 

Weaver is moving toward systems thinking, both figuratively and literally, as the 

college moves all its personnel into a common building. Senge's (1990) vision of a learning 

organization, which Pam envisions Weaver College moving toward, is a system that 

"becomes more aligned, a commonality of direction emerges and individuals' energies 

harmonizing. . . . There is commonality of purpose, a shared vision, and understanding of 

how to complement one another's efforts" (Senge, 1990, 234). At one point in the history of 
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Weaver, the organizational structure resembled more "of a mini multi college district rather 

than being a college. So we basically blew up the college and intentionally made ourselves 

interconnected and dependent on each other." 

Helgesen (1990,46) uses the analogy of a spider's web to describe a concept similar 

to Senge's notion of a learning organization. A web is an interrelated structure "built around a 

strong central point and constructed of radials and orbs, bound by invisible strands or 

threads." Each orb is attached to another, one drawing strength from the other. Implicit in this 

image is the notion of group cotmectedness rather than individual achievement; that one 

caimot cut one strand without weakening the whole web. To advance to the point of a strong 

organizational web, Pam suggested that Weaver College will need to strengthen some of its 

current "strands." 

We are moving towards another reorganization here at this college. We still 
feel we have not quite set ourselves up as a system. A total system [in which] 
you carmot take one part out and still functioa We are still set up where 
something could be chopped off, so we are not completely integrated. (Pam) 

Change is ongoing at Weaver College as it works toward a total systems 

integration. Indications of these changes are evident in another item of Pam's leadership 

agenda: expanding or spiiming a larger web. Just as Pam re-scripted shared governance 

into a narrative of quality, the script of Weaver as a local college is now being re-scripted 

as Weaver, a global college. 
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Related to Spinning a Larger Web 

A web is also an appropriate image for Weaver College as it moves deeper throu^ 

and outside its surrounding service area and community. As a college without walls. Weaver 

has spun a web that encompasses the county. As noted earlier, the college has more than two 

hundred classroom sites throu^ the metropolitan area. Copies of the class schedules can be 

picked up at convenience stores, fast-food oudets, or public buildings, for example Circle K, 

Whataburger, or the public libraries. 

Pam's comments at an adjunct faculty meeting also reinforce the image of an 

expanding web-like structure. She portrayed Weaver College as an institution on the move, 

moving from teaching to learning, from local to global, and from incremental change to bold 

risk-taking. Pam notes in her address that "[t]his year you will see the emergence of the 

college as a global college, reaching populations and areas we hadn't even dreamed of a year 

ago." She described a new mobile computing lab that will "increase access to lab courses 

throughout the county" and the expansion of joint-use labs "to four parmering high schools." 

Weaver's distance learning and computer-based programs will continue to grow "with as 

many college courses converted to on-line course offerings as possible" so they can offer 

complete associate degrees on-line. 

The college is looking at extending its web and being innovative in another venture 

as well. They have presented to the College District Board of Govemors the possibility that 

Weaver could offer four year degrees. They are the first community college in the state 

formally to explore a degree beyond the two-year associate degree. Weaver College also 
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extends into the community via radio, providing both educational and entertainment services. 

The college maintains a national public radio station, offers radio reading services for 

visually impaired, and operates the only classical music radio station in the metropolitan 

area. 

The Weaver College's web currently extends beyond the county's boundary with the 

threads looking for new places to attach themselves. A college publication notes that the 

world of business is changing rapidly into a global marketplace. In response to these changes 

Weaver, in cooperation with the state World Trade Center, offers a series of short courses 

that provide a foundation in international business. The college has an Institute for language 

and international studies. They operate Elderhostel, part of Weaver's Institute for Senior 

Education, which is a residential program involving academic programs in United States and 

Canada. Pam is also active in initiatives that transcend the state border through the 

International Community College and Western Governors' University planning group. She 

serves on the board of the Technology Exchange Center and the Council for Adult and 

Experiential Learning. 

Pam's involvement in these activities reinforces her belief in walking the talk; if 

she expects others to commit to ideas, then she, as leader, must also commit. Part of the 

commitment involves good conrniunication among college employees, thus everyone is 

aware of new developments. Communication and employee recognition are the third 

items in Pam's leadership agenda. 
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Related to Communicatioii and Employee Recognition 

Pam identified good communication as a necessary component of effective 

leadership. She noted that communication is especially important at Weaver 

We are typically misunderstood externally and often unappreciated [as an 
institution]. We do consider ourselves to be a change agent and we are very 
proud of that, and wiien you push the envelope all the time you do cause 
friction. Because of that, it actually makes the individuals who work for the 
college pull together more, it is like the only people who really understand us 
is each other. ... we have to get our psychic rewards, our motivation, our 
inspiration from each other. So it is a very special place. (Pam) 

To be a good communicator, a leader must be willing to talk and listen to others. "I will 

circle back and make sure whoever needs to know about it knows about it But Tm not one to 

wait particularly for a meeting, I mean if I want to find something out or IVe got an idea or 

whatever, IH talk about it right then." The breakfast with employees is another forum for 

open dialogue, a time for sharing "what's on my mind and what's on their mind." The 

President's Bulletin is a way for Pam to keep employees informed on different issues. The 

focus on open communication and becoming a learning organization has had a positive effect 

on the college as a collective. Pam gives the example that at Weaver it is "now okay spending 

time just learning together, that there doesn't have to be specific outcomes." 

Adjunct faculty make up the majority of college employees, and Pam makes an effort 

to ensure this group is included in the college communication network. Although the adjunct 

faculty are college employees. Weaver considers them suppliers and manages these 
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relationships as quality partnerships. There is an Adjunct Faculty meeting at the beginning of 

each semester. At the spring meeting Pam invited the adjuncts to become part of the changes 

at Weaver College. She reported that "we will be striving to become a true learning 

organization involving you, our faculty, our students, and our administrators in shared vision, 

shared mental models, personal mastery, team learning, and of course, systems thinking." 

Including the adjunct faculty is necessary if Weaver hopes to fulfill its goal as a learning 

organization as visualized by Senge (1990). He contends that "Team learning is vital because 

teams, not individuals, are the fundamental learning unit in modem organizations" (10). 

During this meeting, Pam also announced the expansion of services for part-time faculty into 

an Institute for Adjunct Faculty Professional Development. 

A leader's communication skills must extend beyond the organization if she hopes to 

be effective. Pam recognizes this and keeps the external lines of communication open by 

involving herself in a variety of external committees and boards. In addition to her 

involvement with quality management committees, Pam is a member of the American 

Council on Education Commission on Leadership Development and the American 

Association of Community Colleges Commission on Academic and Student Development 

At the local level, Pam endeavors to keep the lines of communication open with different 

interest groups in the city and county. For example, Pam invited the city police chief to be 

part of the commencement exercises. The college has introduced a new police science 

program, and Pam wanted the police chief to have a better understanding of Weaver College 

and its students. 
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Consistent with the principles of open communications, quality management, and 

learning organizations is recognition of the work of individuals and teams (Senge, 1990). 

Rewards and recogmtion are important at Weaver College. The college recognition program 

was developed at the "grassroots" level, coming from college employees. "They [the 

employees] indicated that it was innovation, team woiic, customer focus, professional 

excellence, and contribution to the quality effort [that they wanted recognition for]." Every 

employee of Weaver has a personalized plaque, and as they finish a training program, an icon 

is placed on the plaque. Any employee can nominate another person for recognitioa In those 

situations, Pam will visit the nominee, a letter from the president is placed in their personnel 

file and they receive an inexpensive gift, something they can "put their hands on, show their 

family." The letter and gift are forms of recognition that were recommendations by the 

college employees. Pam notes that.. everyone wins. This is not a competition, we have no 

competition. This is not about winning and losing." 

Summary 

Helgesen's (1990) description of the four corporate women in her study fits Pam and 

Pam's leadership agenda well. These women are characterized as "strong leaders: they have 

vivid personalities, are direct, and most important, have specific visions of where they wish 

to lead and the methods they must use to achieve their goals" (52). Moving from quality 

management to a system's management approach, through team learning, Pam has a clear 

vision of where Weaver College is going as it moves toward the 21th century. Weaver's 
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vision is a shared vision and "although lines of authority in a web structure may appear 

difluse, even tangled," Pam is very much the leader of the college, "the one upon whom final 

responsibility rests" (Helgesen, 1990,53). 



106 

ROSA 

. . .  t h e y  u n d e r s t a n d  t h a t  t h e  f u t u r e  c a n n o t  b e  r e d u c e d  

to a simple matter of objectives, nor achieved by the mere application of will. 

(SaUy Helgesen, 1990, 60) 

Introducing Rosa and North West College 

North West College (NWC) is the second largest of the ten Big City Community 

Colleges and Centers. The college is thirty years old and its age is evident in the buildings' 

architecture and the names assigned to some of them. For example, there is a gynmasium, a 

physical education building, and a women's physical education building. Seldom does one 

see a separate building for women's physical education today. These three physical education 

buildings and the large athletic field facilities provide a sense of the importance that the 

athletics program has had at the college. The campus buildings also reflect changes that have 

occurred at the college. Today, there are two large Technology Centers and a Technology 

Services building at NWC. In addition to the main campus, NorthWest College has an 

educational center in another area of the city. This center shares the college's accreditation 

status and offers college credit, certificates, and degrees issued by NWC. The college is 

currently developing plans for expansion, which will include another educational center in a 

different sector of the metropolitan region. 

NWC serves close to 30,000 individual students each academic year. The college's 

location, in the middle of growing cities and close to business, industry, and the local state 
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university, is an attractive feature for many students. NWC advertises that its popularity is 

also due to their small class sizes, individualized attention to students, and the professional 

instructors who are experienced in their fields. The General Catalog states NWCs purposes 

are to prepare students in three areas; to participate responsibly in a culturally diverse, 

technological, and global society; for successful transfer to colleges and universities; and, for 

employment and advancement within their chosen careers. 

The student newspaper on campus provides some insight into the diverse population 

upon which NWC draws. A Spring 1996 issue of the paper included notices of upcoming 

college events. One article announced that Arun Gandhi, grandson of India's spiritual leader 

"Mahatma" Gandhi, would be on campus to speak on nonviolent methods for dealing with 

racial prejudice and persecutions. This event seems to be in contradiction to another that was 

aimounced; Tacking and Legal," the title of week long firearms' courses oflfered by the 

college, which would "fulfill the requirements for receiving a permit to carry a concealed 

weajwn." It appears as though the college is providing services to a community that is 

diverse, both culturally and philosophically. 

Rosa is familiar with diversity, in both her personal and professional lives. Her 

educational background includes an AA degree from a community college, a Bachelor of 

Journalism, an MA in Education and Business, and a Ph.D. in Education Administration. 

During her twenty-four years of working in community colleges, Rosa has served as a dean, 

assistant to the president, and a lecturer. Before her coming to NWC, Rosa was Campus 

President at an inner-city institution that is in a large city in southeastem United States. 

Because of its location, the campus served a highly diverse community that had many 
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diflferent needs. The challenge for Rosa, as Campus President, was to find ways for the 

institution to meet these needs. She did this by having the college go out into the community 

and by having the community come into the college. One example she gives is the 

immunization program that the college established for children in their service area. This 

program provides families who cannot or will not travel outside the immediate area access to 

a preventive health-care service. 

Rosa assumed the presidency of NorthWest College in January 1996, moving with 

her husband and daughter to Big City. They are quickly adjusting to the changes in the 

climate, both weather and politics. They have come from a humid climate to a desert climate, 

from a more liberal political environment to a very conservative political environment. It did 

not take much time to recognize that Rosa is a person with high energy. She moves quickly, 

is often doing more than one activity or task at the same time, and her days are scheduled 

from early morning to late evening. Awake at 4:00 am. and preparing for the day ahead are 

common for Rosa. She also uses her energy to seek a release from the stress that comes with 

the role of college president. Rosa has started taking "power walks" during the lunch hour, 

inviting college employees to walk with her. The walks give her physical exercise that she 

finds relaxing and an opportunity to get to know the employees on a more personal basis. 

Another source of relaxation for Rosa is going to a small chapel she has found in her 

neighborhood that provides her with time for uninterrupted reflection. 

She is the first woman president at NorthWest College, and she notes, "and then they 

get a minority!" Her predecessor was president of NWC since 1966, and many of his 

leadership interests focused on specific areas, leaving many areas to the management of 
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others. Thus, Rosa inherited a college in need of structural repair, an athletic department that 

appears to have had a rich budget, an administrative group that is not used to meeting with 

the president, and untapped resources in the external community. Rosa accepted the position 

of president knowing the challenges she would face. 

Rosa had only been at NorthWest College six months when I completed my data 

collection. When I first invited her to be part of my study, she was hesitant She commented 

that she was feeling somewhat vulnerable, because of her short tenure as president of NWC, 

and identified that she did not want to put herself in a position that might jeopardize her 

relations with the college community. After I met with Rosa and gave her additional 

information on the purposes and processes of the research study, she agreed to be a 

participant. Much of the following discussion regarding Rosa's leadership agenda focuses on 

what she plans to do, rather than on what she has accomplished as president of NorthWest 

College. 

One ix)int Rosa has made known to the college community, both verbally and in 

written documents, is that she "didnt come here to be a status quo president" She identified 

that one change will involve a different form of leadership than the college has experienced 

in the past. 

I am very participatory in my structures and philosophies, but I am also 
strong, I think, on making decisions when I have to. I had been here two 
weeks and I had to terminate a tenured faculty member. Something that was 
left behind as a gift. [I am] deliberate, I don't leave too much to chance. 
(Rosa) 
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Rosa also believes "that while other things may change, budgets, structures, and presidents,.. 

. it is the faculty and staff wlio provide constancy to students." 

Using her past professional experiences and current knowledge of NorthWest 

College, Rosa has developed a leadership agenda that covers three broad themes. One theme 

is related to preparing the groundwork for change at NWC. A second theme is related to 

coimecting the internal and external college communities. And the third theme in Rosa's 

leadership agenda is related to promoting tolerance and diversity on campus. 

Related to Preparing the Groundwork for Change 

Rosa's comment that she did not come to NWC to be a status quo president makes it 

clear that the college will face changes. She is approaching the introduction of change in a 

very deliberate way and preparing the groundwork as she goes. She remarked during an 

interview (she had been at the college three months) that she and the faculty were still in the 

"honeymoon phase" of their relationship and that both sides were enthusiastic about the 

newness of the relationship. The Tioneymoon phase' also suggests that Rosa and the facility 

were still discovering one another's idiosyncrasies and exploring the best ways develop good 

working relationships. Rosa identified this phase as a time of exploration. 

p have been] spending a lot of time just trying to meet faculty. [To find out] 
who they are. To see if there are camps here like there are at other places. 
Some people want status quo. Some people are saying we are missing the 
boat I am more inclined to think there is room for both. (Rosa) 
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Rosa uses a variety of tactics to leam more about the people at the college. She has invited 

faculty to "invite h jr to their classes" so that she might know them and their areas of 

expertise better. On a day I was at the college, I went with Rosa as an observer to an honor's 

history seminar. Immediately after returning to her office she sent the instructor a thank you 

note for permitting her to come into the class. The power walks that she takes over the lunch 

hour have also served as a way for Rosa to become better acquainted with the employees. 

She has invited the college conununity to come with her on these walks. On three of the days 

I was at the college, different employees went walking with her. She has found that this 

activity gives individuals an opportunity to talk with her on a much different level than if 

they came into her ofiBce. Much of this could be due to the fact that they are often off campus 

and have shed the formal "work uniform" for casual, exercise wear. 

Knowing and understanding w^o it is that makes up the college community is one 

means to develop an understanding of how an organization works. If change is part of Rosa's 

leadership agenda, then she must have a basic understanding of how the college has 

functioned in the past Senge (1990) considers it critical that leaders understand an 

organization's "balancing processes those that are explicit and impHcit" (86) before 

attempting change. He adds that an awareness of these processes will allow a leader to adopt 

a more reliable approach to carrying out change. "Rather than pushing harder to overcome 

resistance to change, artful leaders discern the source of resistance. They focus directly on 

the implicit norms and power relationships within which the norms are embedded" (88). The 

time Rosa is dedicating to "getting to know" the faculty and staff is assisting her in assessing 

the various norms and power relationships at North West College. This assessment is used to 



112 

help her introduce institutional change. One area that Rosa is attempting to change is the 

organizational structure at the college. She notes that there was no executive committee 

before she came to NWC. 

My predecessor let the Deans do it all. He may have met with them one on 
one - but as a team he never met with them. I don't feel comfortable right now 
with the fact that my executive committee only has the Deans on it So I am 
trying to open up the place, making it much more participatory. It necessarily 
involves me more because if you want people to do more for you, they have 
to understand what your vision is. I am going to ask the college to do a whole 
lot more than it's been doing. (Rosa) 

Another area of organization change Rosa is considering involves student services. 

There is no Dean of Student Services, which has been good and bad. Some of 
that comes because my predecessor philosophically did not believe in student 
services, so he dispersed student services across all three instructional deans, 
so they ended up with that mode. Consequently, what you have is a shifting 
of student demographic patterns and all of the inherent needs that students 
bring with that demographic pattern, but no student service ideology. (Rosa) 

Without the coordinated organizational structure and leadership to build the student 

services vision, Rosa feels the college is giving the appearance that students are not the first 

priority. She, on the other hand, believes that students have experiences and perspectives 

which the college must remain open to and that the students "are the key to our own change 

as individuals and as a college." She sees the college as having the opportunity to develop an 

institutional effectiveness model that is anchored in student learning. During an executive 

committee meeting, I observed Rosa reaffirm her commitment to serving students. 



113 

commenting "[w]e need to be using process and learner centered criteria versus what 

departments think are important" 

As a way to start the change process at North West College, Rosa appointed a broad, 

representative group of college "family" to act as an Interim Advisory Council to her. She 

describes the Council as a "transitional team" to guide and help the change process at NWC. 

AH members of the Interim Advisory Committed have a copy of Peter Senge's The Fifth 

Discipline Fieldbook, which offers resources, tools, and methods for helping organizations 

bring about change. The task of the Council is to set "detailed recommendations" on the 

strategic direction of NWC related to issues that affect both the college and the community, 

Rosa also has a list of goals that she has identified for the college. One goal is to adopt a 

planning process that engages everyone, at every level of the college, in budgeting and other 

resources congruent with planning priorities. Part of this process addresses the question 

"What does the institution value and how are these values reflected in the planning, 

development, and new construction?" A second goal is to "review and fine-tune 

conmiunication and decision-making structures for their capacity to create synergy." A third 

aim is helping the college to "pry ourselves out of both technological and non-technological 

habits, which have made us complex and convoluted rather than simple and direct about 

learning and the costs associated with it" 

Rosa suspects that many people on campus are experiencing a nervous reaction to 

vfbax they see as potential change. She adds, "there will be change." Nervousness or 

resistance to change often arises fi-om threats to traditional norms and old habits (Vaill, 

1989). Old habits and departmental biidget allocations at NWC are two matters Rosa is 
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trying to understand more clearly. She that suggested there has been a strong "old boys' 

network" at the college in the past, and part of the network involved the athletics department 

The department seems to have a generous budget compared with other student programs at 

the college. To gain a better sense of what had taken place prior to her arrival, Rosa was 

meeting with the athletic director. This meeting took place on a day when I was at 

Northwest College. Rosa gave me background information on the athletic department and 

stated that an observer during the meeting would not be appropriate. She explained that she 

was concerned that the athletic director might be uncomfortable with an outsider observing 

the interaction, since she would be confronting him regarding his department's budget. 

"Often these norms are woven into the fabric of established power relationships. The norm is 

entrenched because the distribution of authority and control is entrenched.... So long as the 

leader continues to be the 'model,' his work habits will set the norm" (Senge, 1990, 88). Rosa 

is modeling the new norms that she would like the college community to adopt as she 

prepares the groundwork for change. Like the women in Astin and Leland's (1991) study, 

Rosa views leadership as the "challenge and the opportunity to work with others," and that a 

"collective effort will provide the critical element" for social change (127). Change at 

Northwest College will include extending the college community to include groups beyond 

the campus. 
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Related to Connecting the Internal and External Communities 

Jeremy Rifkin (1996) speculates that commumty colleges will have a crucial role in 

"reshaping American education and laying the groundwork for renewal of the civil society." 

He notes that the community college's ties with local communities provide ready access to 

resources for transforming these institutions into harbingers "to fuse education and the civil 

society into a seamless web of relationships" (22). If Rifldn's predictions are right, developing 

and maintaining quality relationships with external groups must become an integral part of 

the college's mission. Rosa remarked that although she never obtained a clear reading on 

what the hiring committee had established as an agenda for NorthWest College, she had a 

board member say to her, on several occasions, "[y]ou know we hired you because of the 

work you do with the community." In the short time that Rosa has been at NWC, her actions, 

both verbal and literal, give testimony to the importance she places on external and internal 

college community relationships. As noted earher, one of the end products identified for the 

Interim Advisory Council is to provide recommendations on strategic issues that can be dealt 

with by the college in partnership with the community. In an address to the college 

employees, Rosa shared some of her leadership beliefs and ambitions to strengthen this 

connectioa 

. . .  o u t s i d e  o f  e v e r y  c o m m u n i t y  c o l l e g e ,  t h e r e  a r e  o t h e r  p r o f e s s i o n a l s .  . .  w h o  
travel a path parallel to ours in their own work to better the lives of families, 
neighborhoods and the community and that our link to them is a link to the 
retention and recruitment of our own students. 
. . .  t o  b u i l d  n e w  w e b s  a n d  c i r c l e s  o f  m u t u a l  s u p p o r t  w i t h  t h e  c o m m u n i t y  f o r  
addressing enrollment and retention fluctuations; 
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. . .  t o  r e c r u i t  e a c h  a n d  e v e r y  o n e  o f  y o u  i n  e d u c a t i n g  t h e  p u b l i c  t o  o u r  
idiosyncrasies, to the fact that we're not as fat as we look, and toward urban 
solutions built on education/corporate/and public sector alliances. (College 
document) 

Rosa is not just talking about strengthening the connection, she is also taking action 

toward this end. She has been the host to different interest groups for lunch at NorthWest 

College. The City police held their 2nd Annual National D.A-R.E. program at the college 

involving more than 6,000 high school students from surrounding areas. She meets with 

members of the business conmiunity, both on and off campus. These meetings are a means 

of assessing what the college can do for business groups and \^t business groups might do 

for the college. Rosa is also going into the community as a speaker. She did a presentation at 

the city's public library small business forum on "Total Quality Management for Small 

Business." She has been a guest on the city's Chamber of Commerce Radio program. Rosa 

serves on various national advisory boards including the League for Innovation in the 

Community Colleges, the American Association for Higher Education, the Education 

Commission of the States and The Community College Institute at the Center for the Study 

of Higher Education at the University of Arizona. A few years ago, Hispanic business 

magazine named Rosa as one of the "100 influentials." 

Rosa co-chaired the steering committee for a national Conference in spring of this 

year entitled "Righting the Standard." This was a conference for higher education on 

education and community. The conference was billed as "an opportunity to assess and 

address the diminished political standards surrounding critical issues including gender 

equality, affirmative action, workplace diversity and educational opportunities. Rosa spoke 
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as a panelist in a session called "Conversations on Community Building." During this 

presentation she challenged educators to embrace and practice values of diversity. Rosa's 

commitment to an internal and external community connection is one way for her to promote 

diversity and tolerance inside and outside NorthWest College. 

Related to Promoting Tolerance and Diversity 

One of Rosa's leadership agenda items for NWC is to promote tolerance and diversity 

inside and outside the college. She has initiated some strategies to move toward fulfilling this 

item. One strategy is that she has invited different racial groups to campus. This tactic allows 

her to acquire knowledge regarding the different groups that are in the community and allows 

these same groups to gain more knowledge about the college. Rosa expects that these 

invitations have not gone unnoticed on campus. 

I am sure the word has got out that I have already invited the larger Hispanic 
community for a luncheon at NWC. I have invited and am going to have a tri-
racial breakfast here for the Asian, African American, and Native American 
communities. They are a smaller network of communities and deserve my 
attention as well. (Rosa) 

The ethnic mix within the population of NorthWest College's service area is similar to the 

percentages of ethnic students at the college. Rosa notes that it "is still predominately white, 

growing Hispanic, slow in growing African American and Asians, and very slowly growing 

Native American." The college's 1995/96 statistics show that the student population was 

approximately one percent (1%) American Indian, three percent (3%) Asian American, three 
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percent (3%) African American, eleven percent (11%) Hispanic, and eighty-one percent 

(81%) Caucasian. Rosa believes that the minority population is not adequately represented at 

NWC. Since her arrival at the college, she has been visited by the NAACP (National 

Association for the Advancement of Colored People) team who had some "legitimate 

complaints, since we don't look really good on the inside." Of the approximately 220 full-

time faculty members, there are nine African Americans, ten Hispanics, three Asians, and 

one Native American. Rosa is optimistic that the college's work will change "all of thaf by 

increasing the diversity of the faculty members at NWC. 

Another area of concern for Rosa is departmental leadership at NWC. The 

departmental leadership is very "^^1lite, male driven." Men chaired twelve of the sixteen 

departments during the 1995/96 academic year. Rosa anticipates that "getting them to come 

along [with changes at the college] is going to be no small chore." Nevertheless, she does 

believe it is possible. The executive committee at NWC, however, has a strong 

representation of women, which is a concem for at least one male faculty member. This 

faculty member approached Rosa and asked v^t she "planned to do about the excess 

number of women in administrative positions." The executive group consists of four deans; 

three women and one man. Rosa has no plans, at this time, to take any action regarding the 

gender make up of the executive committee. Recently Rosa created a new position. Assistant 

to the President She has appointed a woman to the position, an individual wiio was 

responsible for the NWCs Quantum Quality program. 

NWC has different services and events that promote tolerance and diversity on 

campus. Although many of these services and events were in place prior to Rosa's 
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appointment as president, the activities help toward fulfilling her agenda to promote 

tolerance and diversity. Of the five community colleges that I visited during the course of this 

study, I saw the largest number of physically disabled individuals at North West College. Also 

evident on campus were the facilities to accommodate the physically disabled, for example 

wheelchair ramps. Another activity that promotes increased tolerance for differences is the 

"Speakers Beat" Speakers Beat is a program that invites individuals to speak to the college 

community on a broad range of topics. This spring African-American Farai Chideya, author 

of DON'T BELIEVE THE HYPE, was a guest speaker discussing the issues related to the 

media's portrayal of African-Americans and how the media can affect a person's cultural 

perception. NWC encourages diversity by welcoming international students to campus. Just 

inside the main entrance to the campus is the International Students' Center, which is 

responsible for all international students' activities and needs. They registered thirty-three 

full-time international students at NWC during Spring 1996 semester. The Center organizes 

and holds an annual, week long Intercultural Festival, which this year had as its theme 

"Embrace Diversity." Part of the festival involves bringing in school children from the 

surrounding communities to expose them to different countries and cultures. 

Summary 

Astin and Leland (1991, 126) describe one group of women in their study, whom 

they call Instigators, as having high activity and energy levels and appetites for challenge, 

problem solving, and risk taking. These women had the underpinnings of strong academic 
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backgrounds and demonstrated intellectual competence. Other characteristics of the 

Instigators were personal awareness and confidence, which their wide exposure to life 

experiences continuously developed. Based on this description, Rosa qualifies as an 

Instigator. She is politically adept, willing to take risks, and perceptive to wiiat is going on in 

her environments (Astin and Leland, 1991,115). Having Instigators' characteristics does not, 

however, mean that the leader's behaviors are automatically endorsed by all interest groups. 

Gardner (1995) reinforces the necessity of leaders to engage in reflection and assessment of 

their approaches to leadership. 

Leadership is never guaranteed; It must always renew it Leaders succeed, 
fail, return, and recover, often many times in the course of a career. What 
operates effectively at one time or in one situation may not be effective in 
another circumstance, and leaders must be flexible, though not so flexible 
that she ceases to stand for anything. At a special premium are the capacities 
to adjust stories in light of changing circumstances while still adhering to 
basic principles and remaining- appearing to remain- an individual of 
conviction (Gardner, 1995,288). 

Rosa's challenge is to adjust her leadership story to fit North West College while 

remaining committed to her personal values. This is no small challenge, but one she is 

^roaching with optimism. "Ultimately, if the tie is to endure, leaders and followers must 

work together to construct some kind of an institution or organization that embodies their 

common values" (Gardner, 1995, 36). Rosa's leadership agenda revolves around change. 

Time will be the evaluator of how successful she is in fulfilling this agenda. 
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ZOE 

What lies behind us and what lies before us 
are tiny matters 

compared to what lies within us. (Oliver Wendell Holmes) 

I lead from the heart. - Zoe 

Introducing Zoe and TriCities Community College 

My first introduction to Zoe was over the telephone. She was returning my 

follow-up telephone call inviting her to be a part of the study. Zoe was on the speaker 

phone with her executive assistant in the room. She said she would very much like to be 

a part of my study and would do whatever she could to help me out. We established dates 

when I could be at her college for my participant/observation time. My next contact with 

Zoe was through music. During my one hour drive to TriCities College, I listened to a 

cassette tape entitled "An Anthology of Women's Music" produced by the American 

Association of Women in Community Colleges/Leaders Foundation and the Women's 

Institute for Leadership Development. On the tape Zoe sings "Ordinary Miracles", 

"Amazing Grace," "Lay it all on Him," and "Wind beneath my Wings." The narration on 

the tape notes "Zoe, probably if she hadn't been dedicated to her family and to higher ed., 

could have a major musician in this country. Her music is incredible ... her voice goes 

right through you, you can't hear Zoe sing without her music touching you." By the time I 
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got to the college I had fonned an image of Zoe as a strong woman with a dynamic 

presence. 

I arrived about twenty minutes early and introduced myself to the receptionist. 

Zoe had not arrived yet, but she called in from her car telephone to say she was on her 

way. I waited in the reception area and there was a flurry of activity going on around me. 

The receptionist in the President's office is also the main switchboard operator for the 

college. Across from the receptionist's desk are the college's faculty mail boxes, and there 

was a constant stream of faculty coming and going. At ten to nine, Zoe (whom I 

recognized from a picture I had seen) hurried in, said good morning to everyone and 

disappeared. I was scheduled to meet with Zoe at 9:00 a.m.; at 9:15 a.m., she reappeared 

and asked if she could help me. I introduced myself She apologized for leaving me in the 

reception area, said they had not notified her I was there, gave me a big hug, and 

welcomed me to the college. Before my arrival at TriCities College, Zoe had introduced 

me to the college community via E-mail as a special visitor saying "Please welcome her. 

Please also endeavor to make yourselves available to answer any questions she may 

have." 

TriCities Community College, one of the ten Big City Community Colleges and 

Centers, is a comprehensive college located in a "multi-cultural service area" (TriCities 

document). The college began as an extension center of a sister college in the district. 

Originally on the edge of the city, in a rich agriculture district, the college is quickly 

acquiring a variety of neighbors as the area develops. It is in one of the fastest growing 
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areas in the county and has a student population of close to 3,500 students. TriCities 

master plan is for expansion to accommodate 14,000 students by the year 2002. 

The six relatively small structures that comprise the college presently surround a 

large common central court, which was designed to bring people at the college together. 

This area is the hub of the campus, as all the doors from the buildings open into the 

center court. With plans for future development currently underway, college personnel 

are adamant that they preserve the commons area to maintain the concepts of "coming 

together and one big happy family." The space is inviting with palm trees and ample 

seating and southwest sunshine. On the days I was at the college, the center court was full 

of activity with students and employees working at tables, visiting each other, and 

moving between buildings. Behind the existing college is a large section of undeveloped 

land for TriCities building expansion and the plaimed athletic fields. 

In 1995-96, there were ninety-seven full-time employees at TriCities College. 

Forty-five of the full-time employees are faculty, twenty-six women and nineteen men; 

nineteen are managers, eight women and eleven men; twenty-nine Professional Staff, 

twenty-three women and six men; and four in Maintenance and Operations, one women 

and three men. The full-time employee ethnic mix is seventy-four percent (74%) 

Caucasians, fourteen percent (14%) Hispanic-Americans, nine percent (9%) Afncan 

Americans, and two percent (2%) Asian-Americans. These percentages are similar to the 

Spring 1996 profile of the 3242 students registered at TriCities College: seventy-five 

percent (75%) Caucasian, fourteen percent (14%) Hispanic, three percent (3%) Afncan 

American, three percent (3%) Asian, one percent (1%) Native American, and four 
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percent (4%) not reported. The average student age is twenty-eight years and sixty 

percent (60%) of the students were women. 

Zoe was the founding provost of TriCities Community College Center, which was 

established in 1985 for the purpose of "creating a caring community-and-student-centered 

educational environment." Prior to her appointment as provost, she was the chair of the 

counseling department at a sister college. She speaks with some disbelief about the 

provost appointment. The original, crumpled and faded note from the Chancellor, telling 

her of the appointment, is framed and hangs in her office. When TriCities was accredited 

in 1992, gaining independence from its sister college, Zoe assumed the position of 

president. Her professional background is in physical education and recreation. She has 

an A.A. degree, a B.A. in health, physical education and recreation, and a Masters in 

Education/Counseling and Guidance, with some credits toward a doctoral degree. 

The college has revised the TriCities mission since it became accredited. The 

purpose now reads "serving students and its diverse communities by providing quality 

life-long learning opportunities in a learner-centered environment through effective, 

accessible educational programs and activities" (College docxmient). To ensure that the 

college is fulfilling the mission, TriCities is engaged in strategic planning. During my 

time at the college, I observed a Strategic Planning Process Meeting involving Zoe and 

her administrative team. The Dean of Administrative Services chaired the meeting and 

began by inviting Zoe to speak. Zoe's comments were aimed at "bringing us closer in our 

thoughts and intent, emphasize our sincerity of purpose, encourage us to be inclusive." 

She shared Mohandas Gandhi's "Seven Blunders of the World: wealth without work; 
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pleasure without conscience; knowledge without character; science without humanity; 

commerce without morality; worship without sacrifice; politics without principle; rights 

without responsibility." Zoe added four others that she felt were more specific to the 

college: technology without direction, connection without community, teaching without 

joy, and learning without hope. She asked that the group to keep these "blunders" in mind 

during the planning session. 

Throughout the day long meeting Zoe made few conmients, mostly to seek 

clarification on specific issues. Toward the end of the meeting, people were asked to rank 

the six identified college priorities. Zoe's ranking, and the group agreed, was: marketing, 

outcomes assessment, instructional support, staff development, technology, and diversity. 

There was also discussion on how to present the information to the internal college 

conununity at an upcoming meeting. Zoe noted that deciding when to give top down 

information and when to seek bottom up input to allow for an effective, timely, and 

inclusive approach to decision-making had been an issue all year. 

Zoe's contributions during this planning meeting are reflective of two threads I 

identified as woven throughout her leadership agenda. The first thread relates to Zoe's 

concern to become more competitive in the external community. The second is Zoe's 

focus on connectedness and relationships. I discuss the threads below under the headings 

"Related to the External Community: Learning to be Competitive" and "Related to the 

Internal Community: Leader as Caretaker." 
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Related to the External Community: Learning to be Competitive 

Zoe is reassessing the college's manner of doing business and is shifting toward a 

more competitive approach to the promotion of TriCities College. She is convinced that 

TriCities needs to be more visible in the external community, and a more aggressive 

marketing strategy is one way of becoming more visible. This was evident during the 

strategic planning meeting I observed, where Zoe and the group identified marketing as 

the first priority for the college. Marketing has recently become an issue, since a sister 

college began using aggressive marketing strategies in the TriCities regions, which is the 

major area that the college draws on for enrollment. In the past, there has been an 

unofficial understanding within Big City Community College District that the colleges 

will not encroach on other colleges' service radius to recruit students. Recently, however, 

TriCities employees have brought Zoe samples of the recruitment literature that a sister 

college is mailing out to homes and distributing in high schools within the TriCities 

service area. During my time in the field I heard different individuals conunent on how 

competitive the Big City colleges were amongst themselves. It seems that TriCities 

College is just beginning to experience some of this competitiveness. Recruitment is an 

issue for all the colleges since flmding is tied to student enrollment. TriCities College is 

responding to the encroachment by adopting a more aggressive marketing approach. 

TriCities College is taking advantage of every opportunity to present a strong, 

positive public image. On a day when I was in the field, TriCities was host to several 

different meetings, for both county and state representatives. One of the meetings was the 

State Community College Presidents Committee, of which Zoe is a member. Before the 
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meeting began Zoe made certain that everything was in order: that the food was set out; 

that the sound system was working properly; and, that TriCities College information 

packages were well displayed. Shortly after the meeting started, Zoe quietly left the 

room. During a break I found her helping the administrative staff prepare for the next 

meeting, which was the meeting of state board of directors for community colleges and 

community members from the TriCities area. During that meeting a video presentation 

was shown on the history and accomplishments of TriCities College. Two students also 

shared their experiences on how TriCities College made a difference in their lives. The 

action of senior administrative personnel preparing the physical environment for these 

meetings reinforces the significance the college has place on public relations. 

Another strategy Zoe is using to become more competitive is to collect more 

information on different matters affecting the colleges in Big City Community College 

District. She now attends, as an observer. Central District Office meetings so that she has 

more accurate information of different topics. This allows her to hear the exchange that 

takes place around different issues, dialogue that is not necessarily documented in 

meeting minutes. As an observer, Zoe believes she gains clearer insights into topics 

discussed and the politics that may be involved in decision making. 

Beyond seeking more detailed information and increasing the visibility of the 

college by hosting different meetings, TriCities is going out into the community and 

establishing collaborative partnerships. A new church residence is opening across the 

street from the college. TriCities is working with this organization to ensure potential 

students are aware of the college's program offerings and to assess the needs of the 
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students and the residence. The college has introduced a service-learning program, 

involving more than 500 students who have contributed more than 15,000 hours of 

community service. This program helps build the community's awareness of college 

programs and services. TriCities College has opened a satellite education and training 

center, in collaboration with other educational institutions. Zoe is adamant that external 

community members know of the involvement and leadership role that TriCities is 

playing in this collaborative undertaking. 

Zoe is also active in the external community. She has served as a member of the 

State Conmiission to select Superior Court judges. Within the TriCities community she 

sits on an Urban League Board, the Chamber of Commerce Board, an Economic 

Development Advisory Board, and a Leadership Foundation Board. She has also been 

president of a chapter of the Delta Sigma Theta sorority and has received several merits 

of recognition from different women's and ethnic groups. 

Zoe does not appear to be particularly comfortable with competition, which mi^t 

reflect Helgesen's (1990) observation that "[wjomen's values for interdependence and 

mutuality make them treat negotiations within the context of continuing relationships 

that require contact, interaction, and agreement through collaboration" (248). 

Collaboration is a more comfortable fit for Zoe, as is evident by her approach to 

leadership. 
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Related to the Internal College Community: Leader as Caretaker 

Different studies have found that women, as a group, tend to define themselves 

through their relationships to others (Belenky et al., 1986; Gilligan, 1982; Miller, 1986). 

Zoe's description of whom she is as a president revolves around her relationships with the 

internal college community. 

My grassroots approach as a leader is something that is unnerving for 
some people and when I talk about being a president I sound so different 
from everyone else.. . . I have a hard time thinking of myself as a 
President. I guess thinking about me as a president would be nice but only 
if they attach things like what I did for other folks? how my decisions 
impacted other people? Tm still very soupy at heart although I know I have 
to take the reins sometimes. I just want to be known as someone who tried 
to use the position ... as one way of trying to make meaningful changes in 
other people's lives. . . . and dont give the position anymore than it 
deserves. There's more to the college than just providing an educational 
place. Tm warm. Tm lovey. I won't hurt you; I won't make you feel bad or 
look bad. I say don't bother my children, dont bother my employees. I am 
very protective in that way. I guess I just want to be remembered as a 
decent person, one with some ethics, one who is accountable. (Zoe) 

Zoe's dialogue of how she would like to be remembered reflects a strong sense of 

responsibility and caring for those with whom she works. Her concern for others fits 

Noddings' (1984, 23) profile of the caring person whose "motivation is directed toward 

the welfare, protection or enhancement of others." Zoe stresses that all employees are 

important to her, saying "[t]he custodian is as valued as the teacher, I give an extreme 

amount of attention to the staff, simply because I know faculty will get the attention." 

She interviews candidates for all positions at the college, and she tries to "know [people 
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who have aspirations] so that I won't hurt them by putting them in a position that will 

hinder them from getting to where they want to go." Caring goes beyond feelings and 

refers to the clarity of how individuals express their respect for individuals and the 

organization. From this perspective, caring means that no one is confused on where the 

leader stands on different issues (Vaill, 1989, 170). Zoe explained how she applies this 

aspect of caring. 

I try not to operate in a vacuum. I have a feeling when a person thinks I 
am encroaching. In those areas where I can allow it, 1 just leave them. 
Sometimes I have to call them [on some things], and I do. And I try to 
make them aware in such way that it doesn't create an antagonist attitude. 
(Zoe) 

Zoe gained her leadership skills through apprenticeship and experience and has 

assumed a caretaker approach to leadership. She recalls a time, early in the history of the 

college, when the administrative group was at a point where they did not think they 

needed a president. They were working hard but not collectively toward common goals. 

Zoe shares how she dealt with this situation. 

I had to move [people] around. And it was instant relief . . . I didnt realize 
how on guard I was. I didn't want to step on what they were doing, their 
freedom to do, because they really were doing a wonderful job. But I 
really had to turn it around. I thought Is that all I had to do? I could have 
done that sooner. It's been quite a relief I can't say I wouldn't the same 
again because not knowing people, starting a college, the stress with that. I 
was glad I was the type of person who could pull back and not dictate a 
lot; let things kind of grow for all of us; try to guard it as much as I could; 
manage it as much as I could. I needed to know the people. (Zoe) 
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During her tenure as provost and president, Zoe used her experiences to find her 

voice as leader. She remembers an incident that reflects how her voice has developed. "I 

remember this little thing my husband had on his briefcase "Monkey on your back, whose 

monkey are you carrying?' that really hit home. I decided the monkey shouldn't ride on 

my back as much as it was." Zoe feels that carrying others' problems on her back is part 

of her counseling background and will always be part of her personality. What Zoe has 

learned over the years is to be more selective of the "monkeys" she will carry. This lesson 

has helpwd Zoe develop a voice that reflects who she is and what she is capable of 

managing. Zoe is comfortable that the problems she assumes are appropriate and fit her 

personal values. Zoe has also learned, over time, the need for clear internal college 

communications and for having her voice heard clearly. She stresses the necessity of not 

"second guessing others," whether they are the president, faculty, or staff. To avoid 

miscommunication, she now spends more time talking with faculty and students, taking 

advantage of every opportunity to talk with them. 

Zoe's approach to leadership also advocates a collective involvement in the 

fimctioning of the college. The TriCities Self Study Report (1991) proclaims TriCities 

has recognized the importance of participation by "all employees, representative students, 

and commimity members in the decision-making process since its earliest stages of 

planning and development." The following is Zoe's account of decision making at 

TriCities College. 

I'm good at the consensus way of doing things; there are a few things that I 
make the decision. But the decisions are where we have always stuck 
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together from small through now. [We] always found the need to come 
together to make decisions. I have always needed information, needed to 
know what you think, and why this is the best thing from your point of 
view. [The administrators] work together more than, I think, any group I 
have worked with, in terms of coming together for the common good. 
(Zoe) 

Zoe reinforced the need for inclusion in the decision making process during the 

strategic planning meeting where she reminded everyone of the necessity of academic 

and administrative groups working together. She speaks of the college's service learning 

program and how they have included the service side with instruction in such a way that 

"we have violated all the scared boundaries of academic instruction." She speculates that 

the challenge for the future will be keeping focused on "we" not "I." One approach she is 

using to promote collaboration is to share her evaluations (by the chancellor) with the 

administrators. She f)oints out what she needs to do and suggests they line their goals up 

with hers. Zoe emphasized this point saying that "[i]t is a college agenda, it's not mine 

and [the chancellor] dictates the agenda." On rare occasions she may hold something 

back from the group "but only because my best instincts tell me [it is the best thing to 

do]." 

Vaill (1989) uses the metaphor of leadership as a performing art to depict the 

dynamic, fluid quality of leadership that a list-of-functions' approach has difficulty 

capturing (115). He suggests that within the performing arts there may not be absolute 

unity among the different players but a form of unity often develops that provides 

coherence and stability to the diverse roles. The lesson we can obtain from this metaphor 
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is that it takes time for the arts to develop this unity in any production (121). Time has 

contributed to Zoe's apprenticeship as president, and over time she has learned strategies 

and behaviors that represent her values and help her in refocusing her role from an 

internal collaborator to an external competitor. Vaill's metaphor of leadership as a 

performing act can be applied literally to Zoe. She notes that she is much more 

comfortable singing on stage than speaking on stage. She showed this comfort level by 

concluding the state Board of Directors meeting with a "moving a rendition of One 

Moment in Time, which she dedicated to the students of TriCities College" (State Board 

of Directors Update). 

Summary 

Zoe's approach to leadership is consistent with much of the literature on women's 

ways of leading. She considers her role as president to be connected with others within 

the college, and she assesses the value of her work against standards of responsibility and 

care toward others (Miller, 1986; Gilligan, 1982; Noddings, 1984). Senge (1990) suggests 

that a leader's "purpose story", or vision, is both personal and universal and provides 

meaning to the leader's work as she becomes a caretaker of the vision (346). Zoe's 

purpose story is reflected in a leadership agenda that focuses on "taking care" of the 

college and more recently by becoming more competitive. Zoe believes it is her 

responsibility to "be of service to people and the community, not only for their sake, but 
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also for my own, because it is the source of my personal fulfillment" (Zoe's 

autobiography). 
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SUSAN 

Their leadership lay in the capacity to activate connections, to work with people, 

and to learn from others (Blackmore, 1991,26). 

Introducing Susan and Central College 

Central Community College fronts onto a major street in a large urban center. The 

college was founded in 1920, and the original buildings were constructed in 1938. The 

exteriors have been well maintained. Evidence of the college's growth is on three sides of the 

original buildings, with a large athletic field area, football stadium, and parking lots 

surrounding the campus. The college appears to have handled the growth well, a gentle 

blending of the new buildings with the old. The administrative offices are on one side of 

campus, in a small building. The campus was a hub of activity the days I was there, with 

students outside reading, visiting, or moving between buildings. Most of the walkways lead 

into a large common area in front of the student services building. Notices of upcoming 

activities were posted on doors, posts, and bulletin boards throughout the campus. 

Ajjproximately fifteen computer stations occupy one wall of a large open area on the lower 

level of the student center. Across the room is a large screen television. The days I was there 

all computer stations were busy and only two or three people were watching television 

Susan has been president at Central Community College for three years. She came 

from another state, where she was a college provost. Her educational background is a B.A 
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and MS. in mathematics and a Ph.D. in Mathematics Educatioa She has taught and worked 

at different administrative levels in both public and private higher education institutions. 

Susan is the second woman president at the college. Her predecessor was a woman who was 

president of Central College for five years. During that time, the dean of instruction who also 

a woman was perceived, according to Susan, to be a "very, very powerful persorL" 

The door to Susan's office is usually open and people coming into the office area 

seldom hesitate to look in and say hello. She has a quiet and calming presence about her and 

shows genuine interest in the people around her. She greets people by their first name and 

does not hesitate to ask about personal matters, for example asking a faculty member, whose 

v/ife was ill, how she was doing. Susan also makes a point of sending out birthday greetings 

to college employees via E-mail. It is one of Susan's daily rituals when she is in the office. In 

a college wide letter Susan begins by writing "Dear Colleague" and ends by saying that "I am 

delighted and honored to be working with you to serve our students and our community." A 

noted college member commented that Susan was one of the few "real person" community 

college presidents that she has met, and this individual has met many community college 

presidents throughout the United States. 

Susan tries to pace her work schedule so that her time is spent constructively and 

that her expectations are realistic. She takes advantage of a massage therapist on campus and 

builds time into her daily schedule for catching up on reading or correspondence. Susan does 

not like being a focal point but is gracious when attention is forced upon her. This spring she 

received an award for Outstanding Contribution to Education from her alma mater, a local 

state research university. Susan had not mentioned receiving the award to anyone and was 
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surprised when the Chancellor sent out a district-wide E-mail announcing and congratulating 

Susan on receiving the award. She is, however, quick to acknowledge the contributions and 

work of the college employees. When asked how she would like to be remembered at 

Central College once she has left the position of President, Susan replied "To have given 

more than I gained." 

Susan's Approach to Leadership 

The more one knows about other cultures, the better. The more one knows 
about ethics and morals, the better. The more one knows about the nature of 
science and what its limits are, the better. The more different kinds of 
organizations one understands, the better, for sooner or later the modem 
manager has to do business with nearly every kind of organization there is-
public and private, profit and non profit The more one knows about physical 
and mental health and human development, the better, and particularly the 
more one knows about oneself the better (Vaill, 1989,20). 

Vaill's words illuminate Susan's appreciation of the complexity involved for individuals who 

strive to be effective leaders in higher educatioa Part of the complexity lies in woridng with 

multiple individuals and groups of individuals. During an interview, Susan expressed 

concem that her relationship with the Management and Technical/Profession (MAT) group, 

the college's administrative group, was not as effective as she would like it to be. She feels 

that she works well with each individual, but noted that her woridng "relationship with the 

group is not all that great" Improving the dynamics of her interactions with the MAT group 

is one area Susan is hoping to change. She has not yet decided the best way to accomplish 
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this aim. Susan described herself as a student of leadership, noting that she studies and 

reflects on \^^t leadership means in a community college environment 

IVe always struggled with what leadership means. Tm a Wheatley [author of 
Leadership and the New Science, 1992] fan and have had the good fortune 
through Meg's [Wheatley] cormection with Sandra [Women's Institute for 
Leadership Development] to be where Meg has been for several days, and 
had the chance to be part of a large group conversatioa So I actually think a 
lot about leadership and I dont know all of what it means. Fve been thinking 
a lot the last couple of years about Wheatleys notion of self organizing 
systems and what is the leadership role in self organizing systems, and that's a 
tou^ one. I do believe there is a leadership role in it Meg said that maybe 
the role of the leader in self-organizing systems is to prod it occasionally. To 
cause it some discomfort, and watch what happens. My own style is more 
proactive than that (Susan) 

Susan's thoughtfulness related to leadership is consistent with Astin and Leland's 

(1991) observations that the women in their study "are learners, students about themselves, 

the institution, and the process of leadership" (122). Susan's study of the theory and practices 

of leadership provides some insigjit into the importance she places on doing the "right or best 

thing" for Central College. 

One of the things that I believe, pretty strongly about leadership in any 
organization, is that courage has to be part of it And courage sometimes to 
make the tou^ decisions that are obviously not going to be popular, but are 
the right or the best that you can or the right thing to do for the organizatioa 
IVe had to do some of that and thaf s been tough. A question I have for myself 
a lot is trying to balance sort of the mental health of the organization with 
changes or whatever that I believe in my judgment are best for the 
organizatioa Then on the other hand you don't want to over traumatize the 
organizatioa So there is the thing about pacing that I think is important and I 
struggle with. Another thing about leadership that I believe is to really be an 
effective leader over time integrity has to be a big part of it and intuition 
(Susan) 
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Susan's concern to do "the right or best thing" for the college and the larger college 

community is also reflected in her leadership agenda. Three themes evident in her agenda 

that she believes are "the right and best thing" for Central College are building diversity on 

campus, serving the community, and being a teacher and a learner. 

Related to Building Diversity on Campus 

Susan was quick to identify building diversity as part of her leadership agenda, 

adding that this was also an agenda item that the Chancellor had given her. Central, which is 

located in the middle of Big City, has one of the largest student enrollments of the nine 

colleges in the Big City Coirmiunity College District The 1995/96 student count was 

approximately 11,500 credit and 5,000 non credit registrants. Susan remarked that serving an 

inner city population partially explains the student diversity on campus. The schools in the 

surrounding service area is composed of close to eighty percent (80%) minorities. She went 

on to say that in some of the local elementary schools, children from minority groups account 

for approximately ninety percent (90%) of the student populations. Susan anticipates that the 

minority student population at Central College is only going to increase. The college's 

demographics for 1994-1995 showed the student ethnic mix was four percent (4%) Asian, 

four percent (4%) Native American, six percent (6%) African American, nineteen percent 

(19%) Hispanic, and sixty percent (60%) Anglo. Seven percent (7%) of the students' ethnicity 
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was identified as other and fifty-nine (59%) of the students were female (Self Study Report, 

1996). 

The census of full-time faculty members at Central College does not reflect a forty 

percent (40%) representation of minority groups. The full-time faculty are predominately 

Anglo, approximately seventy-eight percent (78%) are identified as Caucasian. Twelve 

percent (12%) of the full-time faculty are Hispanic, four percent (4%) are African American, 

four percent (4%) are Asian, and two percent (2%) are American Indian, accounting for the 

remaining twenty-two percent (22%). Approximately sixty percent (60%) of the full-time 

faculty are female. Susan commented that the unusually high percentage of women faculty is 

due partly to the fact that "our strongest clusters of occupation pwograms are in the allied 

health areas" (these include nursing, dental hygiene assistant, and certified medical assistant), 

"and those are our departments that are historically and here mostly female, although not 

totally. Our department chair for nursing, is in fact, male." 

The low representation of ethnic minorities within the full-time faculty aggregate at 

Central is an area of concern for Susan. 

The world is changing and we need to change with it, and that's important 
But we still have a number of^ we have about twenty-five academic 
departments, some of them are small, and we still have departments that are 
all Anglo. I watched the process [hiring] for a year and I wasn't in the faculty 
hiring process. We had about twelve or fifteen openings and we were simply 
getting no minorities in the final group. And so I pretty much halted the 
process. We filled some with one year only [appointments]. And then I did 
things like meet the second year with almost every hiring committee and 
made it clear that diversity was a goal. We made some progress, but not as 
much as I had hoped for. There is only one department that does not have 
females in it, and it has not hired a faculty member in a lot of years. And I 
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don't know when it is going to hire a new faculty member. That's engineering. 
(Susan) 

Susan believes, however, that the college as a whole is progressing in its aim to 

diversify the employee groups. Prior to last year she was not part of the faculty hiring 

process. That has changed, and she now has final decision on all faculty and administrative 

hiring. The decision making process was changed after Susan observed the hiring process 

and noticed that there was seldom a minority individual named in the final candidate lists. 

While I was an observer at Central College, Susan interviewed a potential language 

instructor and the new basketball coach. She remarked that she usually did not interview 

potential candidates for the athletic positions, leaving those decisions to the selection 

committee. However, she always interviewed the individuals after they have been hired. In 

both interviews that I sat in on, Sharon questioned the individuals on their beliefs related to 

teaching and learning. The candidate for the position of language instructor was Hispanic, 

and the person hired for the athletic position was African Americart 

Promoting diversity to be politically correct or merely to increase the number of 

minorities on staff is not part of Susan's agenda. She believes that all candidates, for any 

position at the college, must have the requisite qualifications to fulfill the job requirements 

successfully. Susan recalls that since she has arrived at Central she has had an opportunity to 

hire four or five people into management positions. "The first two happen to be white males. 

They are outstanding hires; they're just right for the college." 



142 

I took some heat from the community but they were the absolutely right hires. 
After that, it turns out the right hires were an African American female, we 
stole from [a state university] who is absolutely fabulous and we recruited, 
from within the district, an African American female for the community ed. 
program. Also, the Dean of Instruction is a Chicana, and my executive 
assistant we promoted from a low level executive position to a high-level 
executive position. (Susan) 

The five people in the administrative positions, including Susan, are a diverse group. 

There are two women, two Hispanics, two African-Americans, and one of the administrative 

group members is "pretty publicly gay with no problem." The college has just hired a male, 

from outside the state, to fill a newly created administrative position. Dean of Administrative 

Services. Of all the candidates for the position, the selection committee felt this person had 

the most experience in campus constructioa Susan noted that this type of experience is what 

Central College will need over the next few years, as they prepare for major construction and 

renovations. 

Diversity, other than ethnicity, is evident at Central by the assorted activities and 

services offered on campus. There are posters on the lamp posts, and notice boards around 

campus are covered with posters and papers announcing everything from upcoming athletic 

events to "calling all females" to enter the Copper Queen contest The variety of student 

clubs also attests to the appreciation for diversity at the college. Three of the more active 

groups are the Gay and Lesbian, African American, and Hispanic student clubs. Each of 

these clubs had notices inviting students to join and outlining the different services they 

offered. 
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Susan noted that the Gay and Lesbian club is "especially active, very visible, and 

accepted on campus." She speculated that the college's inner city location may make a 

difference in the number of gay students at Central, because of the diversity of the population 

concentrated in this community. She does not know of other colleges in the district that have 

a gay student club. On a day when I was observing Susan, the Gay and Lesbian Club held a 

"Finals are a Drag" talent show in the central, open area outside the student building. They 

held the show over the lunch hour on a day during final examination week Susan was 

involved in meetings that particular morning, but when she was through with her last 

scheduled commitment, we walked over to watch the talent show. As we walked, Susan 

wondered aloud if any news media would be present, noting that these are the types of 

campus events that the media like to report in the newspapers and on television newscasts. 

However, we saw no evidence of the media on that day. 

The same year that Susan assumed the presidency at Central College, the psychology 

department introduced a new course on gay and lesbian issues. The offering of this course 

created a negative reaction from some community members and legislators. Individuals from 

these groups approached Susan and requested that she have the course canceled, suggesting 

that they did not feel it was appropriate to spent tax dollars on courses with this type of 

content With a hint of relief in her voice, Susan recounted that this was one controversy that 

was easily dealt with. Big City Community Colleges Curriculum Committee had approved 

the course following the formal approval process. She explained to the dissatisfied 

individuals that it was not her role to interfere with or reverse decisions made by the 

committee. The relief I detected in her voice may have been due to the assurance that this 
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was one controversy she would not have to deal with. The course is still listed in the college 

catalog. 

The above example of the psychology course highlights the proficiency required of a 

leader to balance the needs of a vocal external community and the needs of internal 

constituents. The following discussion provides an overview of how Susan and Central 

College are serving the needs of the external community. 

Related to Serving the Commuoity 

Just as increasing diversity within the college community is an agenda item for 

Susan, so is reaching and serving the diverse external college constituent groups. With 

Central "In the Heart of the City" (subtitle of the Self Study Report, 1996), there are several 

high need groups in the surrounding community. Susan's leadership agenda includes 

identifying, working with, and providing educational services to these groups. When the 

State Board of Governors asked her to compile a list of community programs, Susan could 

reinforce, both to internal and external groups, how involved the college was with its 

surrounding community. The list of programs she generated focuses, for the most part, on 

children and outreach programs for at-risk and minority youth. One program is Hoop of 

Learning, \\toch offers Saturday college classes for 30 Native American high school juniors 

and seniors. Another is a bridging program for honors graduates who know English as a 

second language. Central annually holds a Summer Youth program for children ages eight to 

fourteen years, and Santa's House, which brings more than one thousand elementary school 
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children from the inner city area to Central for tours, crafts, and holiday activities. The 

Martin Luther King, Jr. youth rally is an annual event for approximately one thousand K-12 

students who participate in workshops and motivational and talent show activities. The Kids 

on Campus lunch hour program is for kindergarten, first, and second graders, involving 

college tours and theater performances. Semi-annually, the college holds a dental hygiene 

program, which provides free services to children of migrant farm workers. 

Susan is proud of wiiat Central is doing both to work with and serve the external 

interest groups. She has taken an active role in working with various community groups 

adjacent to the college as well as other groups in the city and state. Susan serves as a board 

member for the State School-to-Work Partnership, Nei^borfiood Coalition of Greater [Big] 

City, [State] Women's Education and Employment Committee, and American Association of 

Women in Community Colleges, Leaders Foundation Board. Susan's involvemem in these 

activities has given her an opportunity to leam more about the surrounding community's 

needs and concerns. Her involvement has also provided her a forum where she can educate 

various interest groups concerning Central College's goals, ambitions, and programs. Susan 

also appears comfortable in the role of teacher and leamer, the third theme evident in her 

leadership agenda. 
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Related to being a Teacher and Learner 

Although Susan did not present teaching and learning as part of her leadership 

agenda, her behavior reflects the importance she places on being both a teacher and a learner. 

IVe taught here for the last two years in the fall semester, IVe taught a class of 
intermediate algebra at night for us, which has been a joy, Fve enjoyed it It 
also makes me really tired. So I dont know if I will do it in the fall or not, I 
may take next tall off. Tm in the draft schedule. Ifs real handy, you get a take 
of the semester that you dont get otherwise, and what's happening in the 
classroom, and what's happening with students. But it's a little tough to do. I 
think if you are going to teach you need to have students papers back to them 
the next time, and so on and so forth. It's just hard for me to do that, and I will 
teach again but I just may not teach in the fall. (Susan) 

Susan sometimes attends the math department socials, which are usually on a weekend 

evening at a local city restaurant She goes to these socials as a member of the teaching staff, 

not as president of the college. 

Susan often assumes the role of teacher when interacting with college employees. We 

were in a meeting with a committee that is responsible for the renovations of the library. 

Susan is a member of the committee, and the only one in the group wlio had "building 

experience." In her previous position as college provost, she was involved in the design and 

construction of a new campus. On this day, the architect consultants came to show the 

committee the latest blueprints. Susan explained to me that the other committee members 

have the expertise for knowing what they need in the library, but adds that they have little or 

no experience with the design details or working with architects. She felt it was important 

that someone who has been involved in renovations and construction and who may have a 
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better understanding of the langu£^e the architects use, be present to ask the right questions 

and seek clarification. Susan considers this an efficient use of people's time and may save 

time, energy, and frustration for everyone involved. Before the architects' arrival, she 

highlighted for the committee some questions she would ask, explaining why these were 

important questions, and assisted the committee in developing questions that they might ask. 

During this time, Susan assumed the role of teacher, emphasizing the importance of 

understanding the language, and of questioning and paying attention to details at each phase 

of the renovation process. She considers these significant factors in having the project 

completed to everyone's satisfaction. Susan remarked to me, after the meeting, that her role 

on the committee is not to have the final say on all decisions regarding the renovations. 

Rather, it is to ensure that the committee, as a collective, is making informed decisions. 

Another example of Susan as learner and teacher is related to the technological 

changes that are taking place on campus. Susan is aware that "the world is changing and 

changing with it is necessary for the college. This requires rethinking how we do teaching, 

what we teach, whom we teach, why we teach and how technology fits into teaching." She 

believes that technology will play a major role in the future of higher education and Central 

College needs to prepare to deal with these changes. One step in the preparation process 

involves updating the physical infrastructure at the college, so that new technology can be 

introduced. On a day that I was at Central, Susan was preparing to do a presentation for the 

"Presidents Forum.' Susan initiated the Presidents Forum, and these forums have become a 

regularly scheduled activity. They give Susan an avenue to connect with the larger internal 

college community and provide employees the opportunity to ask the president, publicly. 
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about different college issues. It is important to Susan that any presentation she might make 

has been thought through carefully and presented well (she does her own preparation for 

these forums). On this particular day, she was using a multimedia presentation format To 

ensure that the equipment worked properly and that she had a clear understanding of how to 

operate the equipment, an employee reviewed the equipment with her. In her preparation for 

the Forum, Susan became the learner and a staff member became the teacher, as he 

explained and demonstrated how to use the technology. During the actual presentation, 

Susan assumed the role of teacher. Susan believes that advanced educational technology is a 

major element in the changes that college employees will need to adapt to in the future. The 

Forum provided Susan an opportunity to model some behaviors that will be expected of the 

employees. 

The Forum was held in a large room in the students' center, and on this day the topic 

was technology and the electrical system at the college. Susan explained to me that because 

of the age of the college structures, the electrical system has peaked in its carrying capacity. 

One additional phone or fax line in a department is enough to thwart the entire college 

electrical system. Approximately fifty people were present, and Susan speculated that many 

of them were anxious to find out why they could not have the piece of equipment requested 

or the telephone line. Susan wanted the employees on campus to imderstand v^y their 

requests were denied. Besides having the employees understand why some decisions are 

made, Susan wanted them to understand that a "phone line request" was one small part of the 

major changes and improvements that Central would be undertaking. The college is a "pilot" 

site, along with a sister college, to implement a new district wide student information system. 
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After pleasantries, Susan began her multimedia presentation using the technology that 

instructors will be asked to adopt in their courses. Following her presentation, Susan invited 

questions and an open discussion took place. Susan is modeling the style of teaching that 

faculty are expected to move toward, a style that combines personal interaction with 

technology. 

Susan has taken on the role of teacher by serving as the resource person and mentor 

for an American Council of Education Fellow, whom I will call Barbara. Barbara is from a 

community college in another state and is spending the academic year working with Susan. 

Susan commented that she is learning as much from Barbara as Barbara is learning from her. 

The administrative office also employs work study students, which allows the students to 

learn various skills as well as have exposure to the human side of higher education 

administration. An area where Susan has assumed the role of learner is in learning to speak 

Spanish. Spanish is the most dominant second language in the Big City area, and Susan 

believes it would benefit her and the college if she could converse in this language. While I 

spent time with Susan, she made an effort to practice speaking Spanish and frequently asked 

the Spanish speaking employees to help her when she trying to master a word 

Senge (1990, 356) points out that '"Leader as teacher* is not about teaching" people 

how to achieve their vision. It is about fostering learning, for everyone. Such leaders help 

people throughout the organization develop systematic understandings." Susan is attempting 

to help college employees develop a fuller understanding of what is taking place at the 

college, to realize that one phone line can affect the entire college; to help them understand 
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the consequences of different decisions during renovations of the library; and, to help 

students have a better understanding of the college, outside the classroom. 

Summary 

Susan's approach to leadership at Central College fits the description Sagaria and 

Johnsrud (1988,16) describe as generative leadership. 

Generative leaders worit with participants; they do not look for followers. 
They value interdependence and work as leaders with apprentices to cultivate 
the leadership capacity of others. Thus, generative leaders have no investment 
in safeguarding tfieir roles for their own ends or hoarding their insights. On 
the contrary, they share their experience and take collective risks for the good 
of others. This orientation requires integrity and sense of self 

As a generative leader, Susan has planned a leadership agenda that involves working with 

and through the internal and external college community. She has assumed the roles of a 

teacher and learner to promote diversity on campus, address the needs of the external 

community, and prepare Central College for changes in the future. 
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Cardston Community College District 

Sharon, the fifth participant in this study, is president of Valley College, wliich is in 

Cardston County, The county covers more than ei^t thousand squares miles and has a 

population of 130,000. In the early 1990s Cardston county experienced growth "reminiscent 

of a gold rush" (Self Study Report, 1994, 6), and there is a projected population increase of 

thirty-six percent (36%) between 1990 and 2000. Approximately ninety percent (90%) of the 

county population is Anglo. Valley College's Self Study Report (1994, 13) describes 

Cardston County as "an extraordinary blend of the Old West and the contemporary." The 

county and its people are proud of both their marketing and cultural histories that have 

developed over the past 130 years. This pride is evident by the historical preservation of 

landmarks throughout the small cities and towns in the county. 

Many of the county's residents have conservative religious and political roots, which 

they continue to practice today. During the last United States presidential primary candidate 

nominations, Cardston County voted for Pat Buchanan to be the Republican presidential 

candidate. The county also has an active retirement populatiotL Money magazine 

proclaimed two of the county's cities to be among the top ten places in the United States to 

retire (Self Study Report, 1994, 134). Along with the retirement population, there are small 

businesses, light industries, service trades, ranching, mining, and tourism that contribute to 

the county's economy. Valley College's main campus is in Hillside, a city of 30,000 people, 

which has a metropolitan population of 85,000. Educational institutions and programs, which 

are supported by local tax dollars, are issues of concem for the different interest groups 
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within the county. Sixty-two percent (62%) of Valley College's operating funds come from 

county property tax levies. During two different weeks that I was visiting Valley College, 

local newspapers reported on educational issues. One feature article, "School budget under 

the gun," was related to the public schools' budget and personnel cutbacks. The following 

week, an article entitled "[VC] ups tuition, fees to fund technology" discussed the new tuition 

and fee schedules that would go into effect at Valley College in the upcoming academic year. 

Another paper announced "[Valley College] operating costs per student highest in [State]: 

Board of Governors works to trim budget" A second article in this publication offered kudos 

to the college board and administration for demonstrating responsible management of tax 

dollars. 

Cardston County Community College District was established in 1966 and has a 

governing board made up of five elected members, each representing a designated precinct 

of the county. Board members are elected for a term of six years. Currently, the only woman 

on the board fills the role of Chair. Unlike the presidents at Big City Community Colleges, 

\^o report to a Chancellor, Sharon reports directly to the Valley College Board of 

Governors. 
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SHARON 

To create something that replaces and surpasses you, that has a life of its 
own because there are many people who will be drawn into it and who will give 

leadership to it as a group, even if you move on or go away. 
To me, that has always been the measure of leadership 

(GerdaLemer, 1995, 44). 

Introducing Sharon and Valley College 

Valley College began offering college courses to residents of Cardston county in 

1969 at various sites throughout the city of Hillside. Today, the college consists of the main 

campus in Hillside, a campus on the east side of the county, and three educational centers in 

other areas of the county. Valley College also operates an extension program in twelve 

separate county communities. Hillside campus, the largest college facility, is situated close to 

downtown Hillside. A long driveway leads into the buildings that house the classrooms, 

student service facilities, and faculty oflBces. Just inside the campus is the Valley College 

Performing Arts Center, a modem facility that is used by the whole county community. 

Behind the classroom buildings are three residence halls that provide housing for four 

hundred students. Across and down the street fix)m the main campus are the administrative 

offices, in a renovated convenience store. This is where the President's office is located, 

along with the continuing education administrative office, the college's Foundation Office, 

and the college's Board room. 

The Self Study Report (1994) portrays the College as 
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. . .  n o t  a  s i n g l e  c o m m u n i t y ,  b u t  r a t h e r  i s  c o m p r i s e d  o f  m a n y  s m a l l e r  
communities that are distinctive in terms of geographic location and 
demographic profiles (130). 

During the 1995 fall semester, there were approximately sixty-three hundred students 

enrolled in credit classes at Valley College and eighty percent (80%) of these students were 

part-time registrants. The student demographics for this time fiame showed that sixty-three 

percent (63%) were female, ei^ty-four percent (84%) were Anglo, three percent (3%) 

Native American, five percent (5%) Hispanic, one percent (1%) Afiican American, and one 

percent (1%) Asian. Eighty-six percent (86%) of the students registered were residents of 

Cardston county and their average age was 34.6 years (excluding the Retirement Students 

who are enrolled in credit courses for learning enjoyment rather than college credits). In the 

1993/94 academic year, the fiiU-time to part-time faculty ratio was 1:3.5. During this same 

academic year, the fixll-time faculty included fifly-one males and twenty-seven females. Of 

the seventy-eight faculty, seventy-seven were Caucasians, one was Native American, and 

only five were under the age of thirty-five years. In 1993/94, there were 291 part-time faculty, 

including 277 Caucasian, eight Hispanics, three American Indians, two Afiican Americans, 

and one Asiaa The 1995-95 General Catalog's list of fiill-time faculty showed an increase of 

seven males (female feculty count remained at 27) since 1993/94 and noted that Valley 

College employs "several hundred part-time faculty" annually. 

Sharon came to Valley College after having served for three years as a community 

college president in another state. Her previous work experiences have been in administrative 

positions in various community colleges in United States. Sharon's educational background is 

a B.A in Psychology and Sociology, an M S. in Clinical/Community Psychology, and a 
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Ph.D. also focusing on Clinical/Community Psychology. Her educational preparation may be 

Sharon's best resource for leading Valley College, as she inherited a college that was in a 

state of turmoil. 

During the later 1980s and early 1990s, the college experienced a particularly 
difficult period. At the center of this institutional turmoil were a president 
whose leadership style was confrontational and exclusionary and a planning 
process that was widely perceived as manipulative and too complex. This 
period culminated in an overwhehning feculty vote of non confidence in the 
president, and subsequent resignation of the president. (Self Study Report, 
1994,5) 

Sharon came to Valley College at the beginning of the 1993-94 academic year, into 

an office that was both physically and emotionally separated from the rest of the college. 

With her appointment as president, Sharon received a predetermined agenda that the college 

board and internal constituent groups had created. Three of the agenda items that Sharon is to 

fulfill as President include building trust within the college, developing collaborative and 

cooperative relationships with the internal community, and estabhshing financial security for 

Valley College. Sharon's leadership philosophy fits well with this pre-set agenda She "really 

enjoys woridng in teams" and beheves the role of a leader is more "superficial, [involving 

different] forces [that are at work in a] participatory environment" The forces Sharon refers 

to are the multiple roles that she believes leaders must assume if they hope to bring about 

change in an organization. Sharon identifies some of these forces. 

One is a catalyst, to spark other people's thinking. Another one is that of 
midwife, to bring forth that which is needing to be bom, but you don't always 
know what that is. At times I think the role is provocateur, to move people off 
of their assumptions. (Sharon) 
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Sharon comments that the key "is to know wiien I have stirred things up enough and when to 

back off. [To] let people regroup, that is as important as stirring it up." Other roles that she 

sees leaders fitting into include those of facilitator, arbiter, teacher, learner, visionary, and 

decision-maker. She draws upon Wheatleys (1992) notion of leadership in self-organizing 

systems and Senge's (1990) script of the learning organization in her leadership practices. 

Sharon's beliefs and actions, as president of Valley College, reflect three themes as 

she attempts to meet the pre-set college agenda and to move the college forward. One theme 

relates to restructuring the college's organizational culture. A second theme relates to Sharon 

preparing Valley College for the higher educational environment of the 21st Century. The 

third theme relates to Valley College's attempts to recoimect and regain credibility with the 

external community. Each of these themes, which I have identified as items in Sharon's 

leadership agenda, are discussed below. 

Related to Re-structuring the College's Organizational Culture 

As noted above, Sharon arrived at an institution that was rife with internal strife and 

to an environment that was hostile toward and distrustfiii of administrators' behaviors. She 

described that this has been a learning experience for her. 

[T]his is a culture which was not present at my last institution. It has been 
such an incredible learning experience for me - that in this culture there is so 
much identity build around a paradigm of a president that is very negative, 
that everything is predetermined. (Sharon) 
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Sharon gave an example of the intensity of this negative paradigm. One faculty 

member welcomed her to campus by commenting that he had been instrumental in having 

the last president removed and would not hesitate to initiate similar action if he felt the 

college would benefit (the faculty member later related the same scenario to me). This 

individual has since become a supporter of Sharon's and of the changes she is trying to 

initiate at Valley College. During the past academic year, he became acting Executive Dean 

and is now part of the administrative leadership team. He also serves as a barometer reader 

for Sharon, giving her a sense of the college's internal climate. During a Leadership Team 

meeting I observed, a comment made by the Executive Dean demonstrated how he enacts 

this role of sensor. Sharon had commented that "I am going to be a real ass on this [the issue 

was related to students' scholarships] and I am not moving or changing my mind." The acting 

Executive Dean responded, "Good, you are finally starting to act like a president." When I 

later asked Sharon about this remark she replied "That was probably a really good quip 

[based on the past president's leadership style], but also in his mind [the statement] has some 

truth in it What he is saying [is] that we men in the institution want you to be very firm and 

let us know who is boss at times." She went on to say, "But that [being fimi and letting them 

know who is boss] is a very tentative judgment call as well, because that can also put you 

into the Pardon me bitch' category." 

Sharon is aware that organizational culture is not something that can be changed by 

one individual or in a short period of time. She notes that not everyone at the college is as 

supportive as the Executive Dean of her or the initiatives she has introduced. She also 

recognizes that not everyone at the college considers her leadership behaviors to be 
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participatory in nature. Sharon remarked that she has been at Valley College for three years 

and she continues to hears comment that administrators are deciding on issues before the 

collaborative process even begins and that committees are just used to legitimate those 

decisions. She went on to say that she wished that she knew what the right decisions were 

and she would share these ideas with everyone, but often she does not know the best way to 

proceed on an issue. Sharon commented that she felt there are conflicting expectations 

within the college conmiunity on how she should practice leadership, several of which do not 

fit her leadership philosophy. 

I am just not that good at covering up; that just is not my style . . . What I 
have had to learn to do is to be able to shift my style. There were times when 
my role really [is] more of a facilitator, and minimal facilitation at that. There 
are also a number of people in an institution whose only indicator of a CEO is 
to firmly put your foot down at times. (Sharon) 

One effort Sharon has made toward creating more positive relationships on campus 

was to eliminate the two Vice President positions and give the three Executive Deans fiill 

authority/responsibility for their campus employees and communications. A second eflfort 

Sharon has made at improving administrator/employee relationships was to establish a 

decision making process that involves input ft^om the various internal interest groups. This 

approach may be what the employee groups want, but Sharon senses that they are not totally 

comfortable with the process. 

I tend to give people a lot of responsibility and use a littie more of a Socratic 
questioning process with them. On the one hand, that is exciting, on the other 
hand if you are new to that way of behaving . . . there is some real terror in 
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that Because you have always had somebody to point the finger to if 
something went wrong, but ail of a sudden now you may have to at some 
point, own a mistake. (Sharon) 

Although not her preferred way of leadership, Sharon will step in and make a final decision if 

something has been dragging on over a period of time and through several different 

committees. 

I think one of the phases of moving fi-om very hierarchical, autocratic 
organizations to participation is everybody thinks that means we all make 
every management decisioa You absolutely cannot move an institution 
forward that way.. .. Sometimes I will come out with a veiy firm stand and 
say enough is enough. We have gone through it and through it, discussion is 
cut off, this is what is going to go forward. If people can come to a decision 
on their own, I prefer that; if they can't I will step in and become the arbiter, 
and I will have the final say. (Sh^on) 

Another approach Sharon is using to change the organizational culture involves an 

extensive professional development program for college employees. The program's goal is to 

provide a "value base for the organizational culture," a base that is familiar to all employees. 

One component of this program focuses on Stephen Covey's (1991) Principle Centered 

Leadership and (1989) The Seven Habits of Highly Effective People, which are used as a 

fiamework for training college personnel. All fiill-time employees are to go through the 

training program, and small group meetings are planned monthly to reinforce information 

fi-om prior training sessions. A second element of the professional development program is a 

supervisory skills training program for all supervisors, which includes training in human 

relations skills, contemporary personnel practices, and tools for measuring employee 
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motivation and change. Also, all employees on governance committees are expected to 

participate in workshops on decision-making, small group communications, problem 

identification and solving, and creative and critical thinking. The college has also offered 

gender-based workshops for employees, and Sharon initiated a voluntary leadership 

development program for residence hail students. 

Beyond providing educational programs for the employees, Sharon has introduced an 

information sharing program at Valley College. Making college information available to the 

pubhc, both in and outside the college, has been an important aspect of Sharon's efforts 

toward rebuilding trust One way the college is sharing information is to present an itemized 

account of the college's general fund expense at the monthly board meetings. This document 

lists the college's expenses and the names of individuals or companies that received money 

from Valley College. Another medium Sharon uses for sharing information is the "President's 

Memo" series. These memos are distributed to all employees and provide updates on the 

college's goals and on wfeit has been done to fiilfill these goals. Other endeavors include 

starting an internal college newsletter on teaching and learning and the president's office 

submitting information on a regular basis to the student newspaper. 

When asked how siKxessful these initiatives have been at changing the 

organizational culture, Sharon rephed candidly. Often, she remariced, it depends on the day 

or the week that this question is asked. She thinks that some weeks the employees feel things 

are improving, but another week there can be the opposite impression of how changes are 

proceeding at Valley College. 
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I find that at this point in community colleges, we still have a number of 
people \^^o were there when the institutions began, and it started with a 
wonderful paradigm. But things are really changing radically, and I see 
change moving into the institutions. And I think part of the role [of a leader] 
is to surface what has become automatic, and question that, and see if that 
still fits. (Sharon) 

Sharon uses "surfacing of mental models," (Senge, 1990, 174) or assumption checking, as 

one way to help the college prepare for changes it migjit expect in the future. Sharon 

envisions that the future will require that some of the college's current mental models be 

preserved, while others will need to be abandoned. 

Related to Preparing the College for the 21st Century 

Part of Sharon's leadership agenda includes dealing with pragmatic issues such as . 

. putting this institution [in a position] to remain successful. . . in what I am calling a very 

destabilized environment of higher education." Sharon uses the metaphor "the tidal wave is 

coming," to describe this "destabilized environment" She sees this as a fitting metaphor, 

musing that "the tidal wave has a certain inevitably to it, but you can prepare, and you can 

survive quite nicely." Preparation, however, involves anticipating wiiat the future higher 

education environment might look like. To gain a clearer understanding of what the future 

might have in store for Valley College, she tries to ensure that she has the latest information 

on undertakings which are proposed in the state, as well as in the country. One recent 

undertaking is the Westem Governors' Association's (WGA) proposal to introduce a "virtual 

university." Sharon feels that this approach to education will soon become a reality that the 
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state's higher education system will have to contend with. Thus, she considers it is important 

that community colleges, and more specifically. Valley College, be involved in the 

development process of these virtual educational institutions. Toward this end, Sharon has 

been an active participant of a group of educators who have been meeting with the WGA. 

She is also a member of the Steering Committee of the newly struck [State] Learning 

Systems, which is an "alliance of community colleges whose purpose is to provide learner 

centered education environments that are supported by a strong technological backbone . . . 

and to provide quality distance and technology-assisted learning" (Presentation by Sharon to 

the State Board for Community Colleges, June 1996). During this meeting, Sharon remarked 

that her multimedia presentation typified the "teaching tools of the future." 

Sharon does not see part of her role as leader or "visionary" to include doing 

"personality changes on people" or forcing others at the college to accept her ideas. As a 

"visionary," she attempts to oflfer different opportunities to help the college community 

prepare for the future. She remariced that if individuals are not prepared to accept the concept 

of virtual institutions, there are other projects that faculty members are prepared to become 

involved in, for example expanding the college's distance education offerings. Sharon also 

regards the current "destabilized environment" as an opportune time for faculty to have input 

into educational change and reform. Sharon recounted a conversation she had with the 

Executive Dean. 

I shared with him the course standards we [State Learning Systems] are 
developing and commented that I thought course standards should be higher. 
We should raise the bar and look at this from the perspective of an 
opportunity for educational change and reform. And he made the comment 
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'Oh, thaf s really good because a lot of faculty have ethical suspicions that you 
really don't care about the quality of instruction.' (Sharon) 

Through the setting of "higher standards," Sharon hopes to reinforce to the faculty the 

importance of instruction to her, while continuing to offer the students quality education. 

Before "the bar can be raised", however, Sharon thinks it is important that a reassessment be 

done of how education is offered. She provides the following explanation 

There is no doubt in my mind that the next decade is one of consumer 
convenience and need. I think it is a time of needing to learn how to 
individualize. We are coming out of a two hundred year paradigm of 
march[ing] people through lock step without a sense of the individual; 
withoxrt concern for A^ere they want to go. I think we have had too much one 
side in education, methodologically and pedagogically. So we [Valley 
College] have a strategic initiative about building an ethic of community 
service. (Sharon) 

Before Valley College can "build an ethic of community service," Sharon notes that there are 

internal issues the employees have to deal with. 

It really means it is about the transfomiation internally of our relationships 
with one another. . . It is not a coerced personality change but it is about 
modeling; it is about learning and truly discovering as in discovery learning; 
learning new ways to relate to one another, to woiic together, to live together 
and add to skill and capacity building. I figure if we cant do it ourselves it is 
very hypocritical of us to claim to be teaching it and being part of our 
curriculum that we have to be engaged to that (Sharon) 

Sharon added that if Valley College wants positive relationships to develop with the external 

community, then the internal constituent group must also model positive relationships. 
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Related to Reconnecting and Regaining Credibility with the External Community 

In a smaller community public institutional leaders are often placed under a 

microscope, especially those who are responsible for spending tax payers' dollars. It is not 

uncommon for Sharon's leadership actions or the activities at Valley College to be featured in 

the local city papers. Sharon has assumed an active role in the community and tries to attend 

the county and city meetings whenever she can. She is a member of different community 

committees and service organizations. Sharon suggested that this community can be difficult 

to please at times, and offers the following explanation. 

There is a kind of meanness in [this] community. There are wonderful people 
there but there is a core of meanness. Some of my other collei^es say that, 
other people say that, and you see it in the papers. There was a hilarious 
commern from this guy [who] chewed the Board out "How dare you! You 
elected officials are all alike. You think you can vote your conscience. You 
need to vote with the people, whether it is right or wrong. I hear ^^^t is 
happening, and the faculty are unhappy and there is too much liberalism at 
that school' [Valley College]. (Sharon) 

Sharon added that "[t]he Board kind of really snapped back and said she is doing exactly 

what we want her to do." 

Sharon believes that both education and society need to strive toward "build[ing] 

tolerance for difference - all kinds of difference" if the aim is to improve relationships. This 

seems to be especially relevant for Valley College and the people of Cardston county. Sharon 

proposes that the college has a social role to fill beyond "voting with the people" and offering 

educational courses, observing that "a subsidiary is our [Valley College's] role in community 

service." One component of community service is the college's responsibility to be involved 
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in issues that effect different members of the external community; teenj^ers, unwed mothers, 

the elderly, and minority groups. Sharon gave an example of what one faculty member is 

doing to become involved and be of service to the external community. 

One of our faculty is using some of his colleagues and students to do the 
United Way (UW) social needs assessment and to set up bench marks and 
indicators so to see if they [UW programs] are really maldng an impact For 
example, the problem with teen pregnancies and the money they are putting 
into agencies is it really having an effect on teen pregnancies or not? To me 
that is very powerful in the sense of student learning, in the sense of our 
service to the community and in the sense of overall community 
development. (Sharon) 

Another way the college is attempting to improve external relationships is to assist 

the Board of Governors and the larger community in understanding the goals of the college. 

The current Board has taken an active role in governing the college. One board member 

commented (during a Board meeting I observed) that the Board "must be careful not to 

micro-manage," that management is the college's administrators responsibility. Sharon 

believes that she has a good working relationship with the Board of Govemors. Sharing 

information regarding college activities is another way that Sharon is woricing with the 

external community. Valley College now publishes an annual report that is distributed 

throughout the city and county. The Spring 1996 class schedule also had a "Report to the 

Community" covering the back page. Part of the information sharing program includes 

outlining different concerns that have been identified but not resolved. For example, the 

Spring 1996 End of the Year Report to the College Community listed budget tracking, 

unregulated telephone long distance calls at college, need for employee grievance policies 



166 

and evaluation processes as unresolved areas of concern that the college is addressing. A 

college public image survey was sent out to the community to assess v^ere the college 

needed to focus their marketing program. To meet the needs of diverse community groups, a 

"weekend college" and a computer mobile lab with fourteen computers that provides classes 

at five different sites have been introduced. Valley College has developed partoerships with 

neighboring community colleges to offer a larger selection of courses within the county and 

introduced a Headstart program for children at their east campus. 

The Hillside campus is also investigating the feasibility of offering on site child care 

services. Several women in the community were advocating for child care services on 

campus, and Sharon encouraged them to bring the issue to a Board of Govemors meeting. 

During a Board meeting that I observed, four women brought forward their concerns 

regarding the lack of child care facilities at the Hillside campus. One woman was a 

Republican Representative, another was a member of the American Association of 

University Women, and a third was a member of Phi Theta Kappa. The women "had the 

attention of the Board", of wWch two members are "very strong republicans, who are very 

conservative." One board member expressed concern that a campus child center would have 

a negative impact on the private child care providers in the area. Sharon responded by 

recommending that individuals fi"om the county's private child care service industry be 

invited to serve on the Steering Committee, which would be investigating this issue. She 

reasoned that as active participants the private care provides will have an opportunity to 

decide first hand what effect the initiative would have on their businesses. 
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Inviting community members to serve on college committees, providing the county 

residents with up-to-date information of the college's process toward fulfilling its identified 

goals, and taking an active role as a citizen of the community are some of the efforts Sharon 

has made toward reconnecting the college to the external commimity. 

Summary 

Gillet-Karam (1989, 242) noted in her study that for many community college 

presidents "risk taking had become almost second nature because they came to the 

presidency in a college surfeit with problems, such as those with curriculum, with boards, 

with budgets, with faculty, with the community, and with other administrators." Sharon 

assumed the presidency at a college with all of these problems. Although she had a 

prescribed leadership agenda in place when she came to Valley College, Sharon has 

scripted her own personal leadership agenda. Her agenda is aimed at helping the college 

maintain and develop new "quality learning experiences for students" in a "destabilized" 

environment. Sharon commented "The more I read in the last three years, I am so 

convinced that we are right in the midst of such significant change, and most don't see it 

or fight it. We talk a lot less. We need new language, new metaphors." She believes she 

is on the right track in helping the college deal with change and to develop a new 

cultural "language." However, she also accepts that the changes may not be recognized 

during her tenure as Valley College President. When asked if the outcomes have 

outweighed the challenges, Sharon replied, "Yes, I think so, or I wouldn't stay. But 
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neither will I stay forever. I will plant my see4 I will be Johnny Apple Seed. And 

somebody else can pull the apples off the trees in forty years." 
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CHAPTERS 

ISSUES OF CONCERN FOR WOMEN AT THE FIVE COLLEGES 

INTRODUCTION 

To determine if the five community college presidents introduced in Chapter 4 

have feminist leadership agendas, it is necessary to first distinguish the characteristics of 

such an agenda. Elemental to a feminist agenda are both process issues and substantive 

issues. A feminist leadership agenda is discussed in detail in Chapter 2. To summarize, 

process issues focus on a leader's decision making strategies and her behaviors toward 

and interactions with others on campus. Substantive issues in a feminist agenda 

encompass both the needs of women on campus and a leader's course of action in 

meetings these needs. 

Women's needs are "unique and different fi"om men's needs because this 

country's historical tradition of ignoring, excluding, and trivializing women and treating 

them as less important, less productive, less rational, and less serious than men" (Kunkel, 

1994,16). There are several ways to identify the needs of women on community college 

campuses, as noted in the literature on qualitative research methods (Astin and Leland, 

1991; Kunkel, 1994; Touchton et al., 1993; Twombly, 1994). Some approaches are 

conducting needs assessments, administering questionnaires, conducting focus groups 

and personal interviews. Kunkel (1994) notes the importance of using multiple sources 
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when generating such a list, suggesting that some women may have difficulty articulating 

their experiences and relating these in terms of needs or potential solutions. For purposes 

of this study, a review of the literature related to the needs of women in higher education 

(Caplan, 1993; Johnson, 1993; Kunkel, 1994; Shavlik and Touchton, 1992; Rich, 1993) 

and personal interviews with women were used to identify areas of concern for women at 

the five community colleges. 

The information presented in this chapter draws upon data collected through 

interviews with the college presidents and the respective women's constituent groups. 

The interviews are not intended to be representative of the entire collective of women on 

a particular campus. Feminist theory recognizes the importance of hearing individual 

women's voices, of drawing upon the experiences of all women, . . since the lived 

experiences of women are multidimensional, arising out of the complex intersections of a 

variety of sources" (Tuana, 1993). With the exception of a concern for the lack of health 

care programs for students on community college campuses, the concerns identified by 

the women in this study are similar to those outlined in the literature. Since the issues are 

not particularly unusual to these five colleges, what becomes more significant are the 

ways in which the colleges are dealing with the various issues. 

In order to enhance the consistency and clarity of the data, each college is 

discussed separately. For each college, data are presented that look at the president as a 

leader and the issues of concern for women at the respective colleges. The concerns have 

been grouped under five headings which reflect themes basic to the different issues 
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expressed by the women. These themes evolved from reading and coding the various 

sources of data: interviews, document analysis, and participant observation. 

When coding the data, I first noted and listed each concern expressed by the 

women. I then reduced the list by grouping concerns that had commonalties. This process 

yielded five groups, which were then assigned a title that would be representative of the 

concerns. For example, concerns related to parental leave, child care, and health care 

were all considered to be related to family issues. For each college, the concerns of the 

various women constituent groups are presented under the following headings: Issues 

Related to Family, Issues Related to Education and Awareness, Issues Related to Equity, 

Issues Related to Advocacy, and Issues Related to Safety. Family issues refer to concerns 

that include employee leave policies and child care facilities on campus. Education and 

awareness issues include concerns related to students' exposure to women through the 

curriculum and college activities, as well as academic advising for women students. 

Concerns related to equity issues at the colleges were most often about the student 

athletic programs, part-time employment status, and the number of women in formal 

leadership roles. The categoiy of issues related to advocacy reflects the women's 

perceptions of opportunities to be mentored and for leadership skill development and 

internal promotion. Safety issues refer to both the physical and psychological safety of 

women on campus. The five categories of issues are not mutually exclusive, and there is 

often overlap of one issue into other categories. However, the headings serve as a 

workable means for presenting the data. 
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PAM AND WOMEN AT WEAVER COLLEGE 

Pam as President 

Weaver College does not fit into the traditional community college campus 

description. 

Known as the college without walls, it has no central or common campus, where students 

come as a collective to attend classes. It is also atypical in hiring practices, employing only 

fourteen full-time faculty members, ^^1ule serving approximately 27,000 credit students each 

year. 

At the time of ray data collection. Weaver College's offices were housed in an older, 

small, two-storey building in downtown Big City. Everyone was talking about and looldng 

forward to the upcoming move to a large, modem building that is located next door to the 

Central District OflRce. At the old building, the President's office occupied a large, comer 

space on the second floor, just behind the secretaries' work stations. Pam's office was bright, 

with a window and light colored furnishings. The oflBce walls displayed the various Total 

Quality Management (TQM) recognition plaques that she has received. In one comer were 

two love seats and a large glass coflFee table. While I was visiting, Pam's office door was 

always open and her lau^ter was easily heard throughout the second floor. 

During my participant observation, I spent one morning at the Weaver College 

offices. The majority of my time with Pam was spent attending meetings or events away 

fi-om her office. While I was at the office building, Pam spent little time in her office other 
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than during our scheduled interview. Most of the morning she was in other people's oflBces 

or moving throughout the building. Often her interactions with others were quick and to the 

point People in the office addressed or referred to Pam by her title and last name. 

As noted in Chapter 4, Pam has assumed a leadership approach that involves using 

Total Quality Management (TQM) to move Weaver College toward a "learning 

organization." The team approach to decision making is a large part of this process. Pam 

referred to the different learning teams that have formed to help the college plan its future. 

She noted that the TQM Steering Committee has "reinvented itself into the college's 

Leadership Council, and its main purpose is "team work." The language Pam uses in written 

documents reflect a team approach to leadership as well. She writes that "our 'leadership' 

team dosen't use the word leader. We expect that people will look to us for leadership based 

on our actions, not based on our title." In an address to part-time faculty, Pam notes that they 

are part of the team approach. 

. . .  w e  w i l l  b e  s t r i v i n g  t o  b e c o m e  a  t r u e  l e a r n i n g  o r g a n i z a t i o n  i n v o l v i n g  y o u ,  
our faculty, our students, and our administrators in shared vision, shared 
mental models, personal mastery, team learning, and, of course, systems 
thinking. (Written document) 

Pam concluded her speech announcing that "With your [part-time faculty] help, we will 

continue to challenge the limits of traditions." Part-time faculty are only paid for teaching 

hours and not to attend meetings, unless they are hired for a special project. The fourteen 

full-time faculty members have release teaching time for curriculum development and 
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program coordination. Thus, the vast majority of Weaver's classroom teachers are not 

committee members on the different "teams." 

Pam's leadership style, incorporating Quality Management, is evident when she 

chairs a meeting. "Quality meetings" have a particular format that has been established 

through the Central District oflSce's Quality Initiative. During the five meetings Pam chaired 

while I was an observer, the following ground rules were handed out and reviewed at the 

beginning of each meeting. 

Have fm Maintain a view of the A\iiole. Limit side conversations. This is a 
safe zone. Maintain confidentiality when requested. No rank in the room. 
Everyone participates - no one dominates. Help us stay on track. One 
speaker at a time - don't interrupt Be an active, objective listener. Give 
freely of your experience. Ask questioru when needed. Keep an open mind. 
Agree and disagree only if it makes sense to do so. (Meeting document) 

During these meetings individuals addressed each other using Dr., President, Mrs. or 

Mr. before the last name. Not everyone was an active participant in the meeting and there 

were often side conversations taking place. Although all the ground rules may not have been 

adhered to by those in attendance, the process for "Quality meetings" was always observed. 

Agenda items for the meetings were given a discussion time limit, and a timer keeper was 

assigned to keep the group on task. These timeUnes were followed, even though discussion 

of an issue did not always seem to be complete. The issue was either put onto the next 

meeting's agenda or a decision was made (by voting if consensus was not reached) so that 

the meeting could proceed to the next agenda item. 
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In a written document, Pam compares TQM leadership to "feminine ways of 

leading." She argues that the basic concepts of TQM are .. concepts [that are] very natural 

to women leaders." These concepts include customer service, continuous improvement, data 

collection and sharing, benchmarking or searching for best practices, organizing work around 

the needs of the customer, and the emphasis on people. It is through TQM that the "tenets of 

the women's style of leadership [are] acceptable and desired" (Conference presentation 

paper). Weaver's vision statement is also reflective of the language often associated with 

women's ways of leading. One sentence reads "As leaders in total quality, we foster a 

supportive and collaborative academic and work environment, that empowers each 

individual" (College document). 

One woman administrator at Weaver commented that implementing a quality 

initiative within an organization is enhanced when women are in leadership roles. 

I don't know if you have read the research, but there is some limited research 
out. . . [indicating] that implementing the \\4iole quality experience goes 
much smoother when women are in leadership roles as opposed to men being 
in leadership roles.. . . It just seems to be more compatible with the female 
personality and the way they negotiate and the things that they pay attention 
to. . . . That's why it was so easy to implement here. It [TQM] really wasn't 
that much of a change as far as [Pam's] basic philosophy in dealing with the 
organization and making decisions, (administrator) 

Pam gave an example of how TQM can address potential or actual concerns of women in 

higher education during a presentation at a women's conference. 

[T]he openness that has been brought about by this emphasis on people has 
allowed people the freedom to complain about sexual harassment or unfair 
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promotions or favoritism when before it was always an untouchable or an 
undiscussable. (Written document) 

This "openness" is reflected in Pam's leadership agenda, wWch includes maintaining 

effective communications throughout the college community. The women I spoke with at 

Weaver College see Pam as modeling this type of openness in her leadership behaviors. They 

noted that Pam's door was open to them, and they felt comfortable taking issues or concerns 

to her. One staff member commented that she feels Pam welcomes her comments and hears 

\^ilat she has to say. "Her biggest plus is the door is always open and I have not once felt that 

I could not go in and say this is really bothering me. She doesn't always agree but she listens, 

and that's very important." 

A second theme in Pam's leadership agenda is related to employee recognition 

While I was observing Pam, I had the opportunity to attend a college luncheon, which was 

held to recognize those college employees who had volunteered to help organize and prepare 

for the spring commencement exercises. The luncheon was held at the same site where the 

formal exercises were to take place that evening. Pam explained to me that the luncheon was 

an annual event and one she looked forward to each year. The luncheon was informal and 

approximately thirty people were present Before eating, Pam spent time visiting different 

individuals and checking to see if eveiything was ready for that evening. During lunch Pam 

made a point of reviewing with me each employee's name. She remarked that there was only 

one name that she was unsure of and she asked another individual for clarification. Pam 

commented that personalizing an individual's accomplishments is an important component 
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of the employee recognition program. Following the lunch, Pam presented each individual 

with a small gift "to show the College's appreciation" for the time and effort the group given 

toward making graduation a success. In making the presentations, Pam went to where the 

person was sitting, addressed them by their first name, and added a commem specific to that 

individual. 

The "personal" aspect of interactions is something Pam beheves is important for her 

to model as a president She does not feel that a woman's personal and professional lives 

have to be conflicting priorities. In a presentation to women educators, Pam shared her 

personal experiences of facing Ae challenges of having multiple roles as student, parent, and 

employee. During this speech she stressed the notion of women leaders "being human and 

having a life," and cautioned the audience not to become trapped in the "superwoman" role. 

Pam also feels it is important that her family understand what her job is, and reinforced this 

by bringing her daughter and father to the Faculty Recognition and Student Commencement 

programs. 

Issues revolving around femily and family matters have been identified in the 

scholarship as a concern for women in hi^er educatioa The following discussion highlights 

some of the concerns related to family issues that women at Weaver College have expwessed. 

This is followed by their concerns related to education and awareness, equity, advocacy, and 

safety issues at Weaver. 
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Issues for Women at Weaver College 

Pam noted that although she often speaks to groups of women educators on topics 

related to women's leadership, she does not have a leadership agenda that is specific to 

women's issues. She feels that women's concerns are addressed through the quality 

management and learning organization models of leadership used at Weaver College. 

Issues Related to Family 

One common concern identified in the literature that relates to family is the issue of 

available child care services for students and employees. Weaver "like most community 

colleges [has a] predominately female student body" (Pam). A college publication notes that 

". . . the majority of students at [Weaver] are between the ages of 24 and 40, working full-

time (53%), female (61%), single head of household (42%), with children." These statistics 

suggest that there may be a high demand for child care services because of the large 

population of woman students, many who are child-bearing age and single heads of the 

household. The number of students who are parents of young children became evident as 

children's voices were calling "mom" or "dad" as the students walked across the st^e 

during the graduation ceremonies. However, the college does not offer any form of child care 

service. 

The lack of child care services may be a consequence of the absence of one central 

place where students go to attend classes. Pam feels that many of the child care issues are 

addressed through Weaver's approach to delivering education. For example, the distance 
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learning and condensed programs are designed for "busy" people, offering reduced time in 

the classroom to seven week courses, with classes held one night a week and every other 

weekend (college document). College documents promote these courses and programs using 

statements like "(Tlnstruction conveniently in your home," "Pf]ou take courses without 

leaving your home," 'Tamily responsibilities, work requirements, and travel time shouldn't 

interfere with your education," and "[G]et your degree in just two years-even while you work 

full-time or care for your family." Even though students need not leave home to take the 

distance education classes, they are required to leave home to take in-person mid-term and 

final exams. One specific course offered at Weaver addresses the issue of child care by 

having students study with their children. The college offers a class entitled "Spanish for 

parents and kids," which is aimed at teaching parents and children the basics of Spanish. 

There were varying opinions among the women I spoke with at Weaver regarding the 

need for child care services to be offered through the college. A student commented that this 

was not an issue for her even thou^ she was a single parent because she took most of her 

courses at times when arranging for child care was not a problem. Another student noted that 

taking distance courses through Weaver College allowed her to be at home with her 

daughter, which was wliat she wanted. Four of the six women full-time employees I spoke 

with at the college believe there is a need for child care services. A faculty member noted 

that child care is a concern for some students. 

I think, for the students, the day care is really important. It has been really 
difficult for us w^en we explore things like asking day care centers if the 
Adult Success Program students bring their kids there can they get a [cost] 
break. It [day care] is a challenge for the students.(faculty) 
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One staff member commented that child care was not an issue for her, as her children were 

now teenagers, but she knew of other staff that would benefit from this type of service. She 

also felt that there were many students who could benefit from child care services. Another 

member of the staff noted that a child care center for employees would be very beneficial, 

especially since there was such a large number of women employees at Weaver. She 

wondered if maybe this issue might be pursued once Weaver moved to its new offices next to 

the Central District ofiBces. She noted that the move would mean a higher concentration of 

Big City College employees in a centralized area, wiiich would make the idea of a child care 

facility on site more feasible. She added that right now neither Weaver College nor the 

District office have plans to pursue the idea. 

Issues Related to Education and Awareness 

One of the general concerns identified in the literature that relates to women students 

is their exposure to women scholars and course content covering women's issues. Weaver 

does not offer a women's stucfy program. The woman administrator responsible for writing 

the curriculum at Weaver noted that it was unlikely there will be any women's studies 

courses added to the curricula offerings. When asked if there was any college directive or 

attempt to integrate women authors and women's issues into different course offerings, she 

replied that there had not been. She added that although she was resjwnsible for curriculum 

development, course content was left mostly to the full-time faculty. "During curricular 
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development the focus is more on writing the competencies for a course. And I would see 

that [content related to women] more in the text books, not in the curriculum" 

(administrator). 

Although there is no women's study program. Weaver does offer a limited number of 

courses that would be of interest to womea The catalog describes five courses that relate to 

issues or concerns for women. These offerings include; Single Parenting, Adjustment of Men 

and Women in a Changing Society, Men and Women Communications, Contemporary 

Women Writers, and Women in Transition. The Spring '96 Schedule of classes listed each of 

these course offerings. Men and Women in a Changing Society had two sections listed, one 

in the morning and one in the evening. Both sections were at the same class site. 

Contemporary Women Writers was offered by distance delivery, through video conferencing. 

The remaining three courses were listed in the Schedule as offering one section and each 

course was at a different locatioa 

Issues Related to Equity 

Issues related to equity involve the numbers of women and men woiidng at an 

institution and the types of positions they hold. Pam identified that Weaver has a 

disproportionate number of women employees. This was restated by a member of the Human 

Resources office. She noted that are approximately 160 "Board approved people, including 

the one-year only contracts." "Board approved positions" include all fiill-time employees, as 
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well as individuals who are "{jermanently approved" as half-time employees with benefits. 

Temporary employees and part-time faculty do not qualify for benefits. 

In addition to the Board approved positions there are about ISO temporary 
employees that we would fall apart without them, and about 450 part-time 
faculty employees. ... As of August 31, 1995, we had 54 male and 111 
female Board approved employees. ... Of the part-time faculty there are 
probably two-thirds men and one-third women. The majority of our part-time 
faculty are working full-time [at other jobs].... If it is a woman, more than 
likely she is at home and wants an extra class or two and is at home because 
she chooses to be at home, (staff) 

Employment status for faculty was identified as a concern by the three women part-

time faculty I interviewed. Their concern was the lack of access to full-time faculty positions. 

As noted earlier. Weaver has fourteen full-time faculty members and "hundreds of 

community leaders who serve as faculty" (College document). Pam noted that since she 

assumed the presidency she has increased the number of full-time faculty to fourteen from 

ten,by bringing in more mea There are now six women and eight men full-time faculty. Pam 

did not suggest that these numbers would increase much in the future. College documents 

frequently note the diversity and number of "practicing experts" or "suppliers" they have 

instructing in their courses as part-time faculty. Two women part-time faculty interviewed 

commented that although they were able to get teaching hours, the situation was less than 

ideal for them. One woman commented that "there is always work but adjuncts [part-time 

faculty] do not receive benefits, and are not guaranteed long term work." She added that this 

lack of job security made life difficult for women whose main source of income came from 

teaching at the college. 
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When Pam arrived at the college, the senior administrators were all women, which 

was later identified as a concern. 

[Weaver] has a disppordonate number of women employess. In fact when I 
came all the top administration were women. I have hired some mea About 
two years ago in my evaluation, one of the categories the chancellor 
evaluated on was afiSrmative action. And in my evaluation he put that [Pam] 
has got to hire more white males. And I thought this has got to be the only 
time in history that that statement has been made. And I dont know whether 
it is the type of institution that we are that attracts women, that they like the 
innovation and the change and so on. Or whether there was just, way back 
historically, a core of women who were more likely to be hired. But we are 
fairly well, a female dominated culture. Althou^ I have brought in a lot of 
men, particularly faculty. And that comes out of a belief that I have and that 
developed out of experience, that you do need balance in the organizatiorL 
Gender diversity usually is about it as bringing more women in and in our 
case we needed to bring in more men. (Pam) 

The six full-time women employees I spoke with felt that Weaver was supportive of 

women and, like Pam, each commented on the hi^ number of women employees. One 

women administrator noted that Weaver's gender mix of senior level administrators is veiy 

different from that of the Big City Community College District office. At the District office 

the senior levels of administration, the chancellor and four vice-chancellors, are all men. 

It's [number of women at Weaver] nice. It really strikes me when I go to a 
different environment Especially ^en I go to the District where it is pretty 
much male dominated. It is almost a culture shock \^^en you walk into a 
meeting where it is much more male dominated than female dominated We 
just kind of take it for granted here how we do things, while District is much 
more rigid. The structure under which they operate is different [It is] just not 
casual nor [is there] the freedom to say anything, (administrator) 
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A staff member noted that she has not experienced any diflBculties in her career at 

Weaver because she is a woman. She added that there are limitations for someone in her 

discipline to advance within the District system. 

Part of the problem in this [department] for staff [is that] they can only go to 
the support staff level. There are really no management positions in [this 
area] at Big City Colleges. So there is no career ladder. In fact the two hi^est 
levels in the District require a technology background, (staff) 

This staff member went on the say that recently she is coming across more numerous 

situations where certain assumptions are made about her because she is a woman. 

[I have] never feh any roadblocks because I am a woman, but you have 
probably noticed that we are very woman centered here at Weaver. But, part 
of that is because of the field I am in; it is dominated by women. Within the 
District we are getting more men [in these staff positions] but they are men 
with a technology background. I will also tell you that if there were three men 
out of thirty students who graduated in my field, those three men would be 
appointed directors immediately out of school. They just naturally give it to 
men. But moving into technology ... I don't want say that I really have to 
prove myself, but until some of the technology people, which are usually men 
have gotten a chance to know me, they don't expea me to know as much as I 
do. And yet the people that have shown me about technology have been men. 
But I would say there is usually an incredulous position at first (stafiO 

Another issue identified by a staff member as a potential concern, especially for 

women students with limited resources, was related to the college's initiative to offer as 

many courses and programs as possible over the Internet In an address to part-time faculty 

Pam announced that one of Weaver's goals "... in support of our global efforts is to convert 

as many of [Weaver's] courses to On-line course offerings in as short a period as possible. 

Our aim is to offer a complete degree on-line in the immediate future." The college is now 
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offering all course requirements for selected Associate of Arts Degrees on the Internet The 

staff member viio expressed this concern remarked that as the college moves toward Internet 

course oflferings it is "really targeting a different student population, not the general 

population." Her concern was that she did not know how such a move would affect "that 

group [of students] that don't have access to computers. [We] have to be careful that we 

don't isolate those students." Her concern was directed towards those students who may not 

have the resources to access the technology necessary to take these new classes. She believes 

there are many students at Weaver who do not fit the description of "the independent, 

woridng adult" (college documents). She felt it was important that Weaver continue to serve, 

with equal enthusiasm, those students who can not or choose not to access educational 

offerings "on-line." 

Issues Related to Advocacy 

Pam considers herself an advocate for women in higher education leadership and 

often speaks at conferences on the topic of women's ways of leading The full-time women 

employees interviewed at Weaver College also see Pam as an advocate for advancing women 

in the college. 

I think that [Pam] has been incredibly instrumental in helping people move 
up and very supportive of all employees. We are looking at, in conjunction 
with diversity issues, [the] kinds of things that need to be done [to help 
advance people]. But I see as a wonderful offshot in addition for women in 
general. To begin finding out how do you move up, you can say you are a 
cleric typist and these are the things you need to do [to advance your career]. 
It is increasing awareness of what you need to do. (faculty) 
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An administrator observed that the female faculty members are hi^y involved in the 

college and have assumed leadership positions on their own. 

. . .  t h e  f e m a l e  f a c u l t y  a r e  s t r o n g e r  l e a d e r s  t h a n  t h e  m a l e  f a c u l t y .  T h e y  a r e  
much more involved with the college as a wliole, whereas most of the male 
faculty tend to be focused in their disciplines. Most of the female faculty do 
their disciplines but are very involved in leadership roles in different college 
areas, (administrator) 

Joan, a full-time faculty member and president of Weaver's faculty association, did 

not feel that advocacy for women at Weaver was an issue. She did, however, believe that 

recognition of women and their abilities were issues for women faculty members within the 

Big City Community College District She thinks this will be less of an issue as more women 

take on active roles in the colleges' faculty associations. 

The fact that I am president-elect [of the District-wide faculty association] is 
just astounding. Although, I cannot tell you that the entire 900 faculty [fbll-
time] in Big City are thrilled with it The college faculty presidents all sit on 
the [feculty association] council. Two years ago nine of the ten council 
members were women. There was a tremendous breakthrough of people 
talking to each. 1 think that we are starting to see changes, and if we can 
continue having women on the council, we will move toward more respect, 
more congeniality [between colleges and for women]. That is going to make 
a tremendous different and that is because it is women. (Joan) 

Joan added that the women faculty association presidents have important roles beyond 

serving their particular associatioiL She believes they also have a positive impact on other 

women faculty and students throughout the District system. 

That [the number of faculty women association presidents] I see as the most 
positive [outcome of the faculty council]. The advantage is more role models 
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of course. With my background, I know that modeling is one of the strongest 
form of learning. I truly believe that the more we model, not only women 
faculty, but staff and students will all benefit fi-om seeing women in 
leadership [positions]. (Joan) 

Issues Related to Safety 

Weaver, as noted earlier, does not have a main campus and uses multiple sites for 

course ofiFerings, for example neighborhood schools and shopping malls. As a result, security 

services, which are available to students at the other colleges, are not provided at these sites. 

Physical safety thus becomes the students' responsibility. Weaver's catalog notes that there 

are security services at the main office location. 

The issue of student and employee harassment is addressed through the Big City 

Community College District policy manual. Weaver College has an individual in the Student 

Services office \^ilo deals with all complaints of sexual harassment involving Weaver 

College. Although not identified as a major source of concern by the women I interviewed, 

sexual harassment has been an issue in the past 

There have been cases, again Fm taUdng about faculty, a case of sexual 
harassment in the faculty and actually the way tiiat was dealt with the person 
ended up leaving There were other factors involved in it, not just sexual 
harassment, other contnbuting factors. But they [administration] handled it 
really well, (faculty) 

Weaver College follows the Big City District policy that outlines the processes involved in 

dealing with allegations of sexual harassment The faculty member quoted above feels that 

the policy is effective in dealing with any complaints. 
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Summary 

Pam believes that concerns of women at Weaver are addressed through her Quality 

Management approach to leadership. She noted in a conference presentation for women in 

higher education that a Total Quality Management leadership approach incorporates the 

"values of women and feminine ideals of caring for the needs of others." Thus, she has not 

developed a leadership agenda that specifically deals with issues of concern for women. 

The women employees at Weaver College reported that their work environment is 

supportive of women, and they identified few concerns related to women's issues. One of the 

concerns that was expressed was the lack of child care services for students and employees of 

the college. A second issue identified by part-time faculty was the lack of opportunities to 

secure a full-time teaching position at the college. A third concern expressed by the women 

employees was the lack of opportunity for advancement within the Big City Community 

College Ehstrict system. The faculty, staff, and administrators I spoke with suggested that the 

dominant male culture at the District OfBce level negatively influenced opportunities for 

women's advancement within the larger Big City College system. 
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ROSA AND WOMEN AT NORTHWEST COLLEGE 

Rosa As President 

Northwest College (NWC) has the largest student population of the five community 

colleges in this study with close to 30,000 students, of which fifty-five percent (55%) are 

women. Rosa had assumed the position of president just four months prior to the beginning 

of data collection. The president's office is in one comer of the administration building, 

v^ch is located at the main entrance to the college. Rosa inherited this space with its dark, 

heavy furniture and a bathroom off the main office. Rosa values the convenience of the 

bathroom because it provides her with quick accessibility and privacy in her haste to change 

fixjm her formal dress into exercise wear on the days she goes for lunch hour walks with 

employees. A second room off the office held a conference table and chairs. This space was 

being renovated into an office space for the newly appointed Assistant to the President There 

is a large desk in one comer of Rosa's office. Across fi'om the desk were two casual chairs 

with a small table between them. Small windows and modem art pieces on the walls bri^ten 

the room. 

While I was spending participant observation time at NWC with Rosa, the door to 

her office was usually open although it was not possible to see if she was there. Rosa was 

usually at the computer preparing documents and communicating through Email when she 

was in her office. Directly outside the office door are the president's support staff. It was not 

uncommon for Rosa to call out questions or requests to the staff without moving fi^om her 
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desk. The staff also control the traffic into the president's ofBce. Individuals dropped in to 

say hello or offer her an information update on a particular meeting they had attended. These 

were usually short conversations that ended with Rosa thanking the individual for stopping in 

to see her. She made comment during one of our conversations that her relations with the 

^ulty on campus were "still in the honeymoon stage," suggesting that there was an 

atmosphere of enthusiasm, discovery, and goodwill. In the interactions that I observed 

between Rosa and employees at NWC, Rosa would address the individuals by their first 

name. However, I only heard her being addressed or referred to as Dr. [last name]. 

On those days that I was at NWC, Rosa's itinerary was full from early morning until 

early evening. It was not unusual for her to be doing two things at one time or hurrying from 

one commitment to the next One morning when we went together to observe a faculty 

member's teaching Rosa was writing thank you notes during the time we were in the 

classroom. She frequently eats her lunch, which she has brought from home, while working 

on the computer or catching up on reading the many documents that come into her office. On 

a day that I was at NWC, there was an all-faculty luncheon scheduled off campus at a city 

park. The limcheon was followed by a Interim Advisory Committee meeting. Rosa arrived at 

the park with an employee following their power walk. She had arranged for her secretary to 

drive Rosa's vehicle to the parte, so that after lunch Rosa could go back to the office to 

change into her work clothes, before the meeting. 

Rosa mentioned that as the new president of NWC, she was concentrating on 

developing a sense of the various needs of the college and the local external community. In 

this process she had identified a broad range of issues that require attention. One observation 
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Rosa made, that the college's physical structure was in need of repair, was reinforced one 

day as we left a classroom and the door knob came off in Rosa's hand. Rosa also believes 

that the governance structure at the college needs to be restructured in a way that is will be 

participatory, \A^ch will be a change from the governance structure that has been in place for 

the past twenty years. Her belief of an inclusive decision-making process resembles 

"women's ways of leading" as described in the literature (Astin and Leland, 1991; Helgesen, 

1990). Women's ways of leading, or a woman's approach to leadership, is also reflected in 

the language that Rosa uses. The following is an excerpt from a presentation Rosa made to 

the college community. 

At every level and by every person's effort in this room, we have a choice to 
merely manage the college or to lead it. We have a choice to think about the 
tension in reductive and linear pattern or in the exciting webs and circles of 
iimovation to better serve students. And, finally, we have a choice to have fun 
and joy in our changing work or to merely suffer the potential stress of it 
(Written document) 

Other examples of Rosa's use of language that reflects a feminine approach to leadership 

include . . trying to open up the place, making it much more participatory" and "sharing 

and 'seeding' leadership broadly and deeply at all levels leads to far superior institutional 

effectiveness and morale" (Written document). 

One effort Rosa has made toward enacting her leadership beliefs was to introduce an 

Interim Advisory Council (lAC). The lAC has a large membership, which represent all of the 

college constitutent groups. 

I have created an interm council, called the lAC, Interm Advisory 
Committee, and it was slow getting started, but it is really off to a good 
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momentum. It is a broadly represented group, large, very large 
unfortuanately, but I thought that was the only way to do it (Rosa) 

Rosa outline the principles that would guide the lAC, and one of these reads ". . . decisions 

be both data-driven and intuitively-inspired by experiential exposure both to life in the 

college and life in the community" (College document). The concept of having a large 

representative group of people on the lAC was received positively by the women I spoke 

with on campus. A member of the Student Association (SA) commented that she felt their 

organization had the support of the senior administration at the college. "I would say [SA is 

supported] more now than in past. I feel comfortable with all administration - we [the SA 

executive] have done things to gain their respect." A faculty member commented that 

there seems to be more openness between the men and women on campus since Rosa's 

arrival. She went on to share her observation that some individuals were having difficulty 

adjusting to a woman president. "It is obvious that some of the long-term men are having 

some difiBculty separating from the 'old boy's way' of doing things, and adjusting to a new 

woman president" (faculty) 

A second action that Rosa has taken to make decision-making more inclusive on 

campus is to meet regularly with the President's executive conMnittee, which is made up of 

the Deans. Although she does not see the committee structure as ideal, she does believe it is a 

reasonable starting point for including others in college decisions. "There was no executive 

committee before I came. The deans met on their own - the president never met with them... 

. I dont feel comfortable right now with the fact that my executive committee only has the 

Deans on it" (Rosa). 
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During the executive meeting I attended, other members of the committee lead the 

discussions and Rosa offered her opinion toward the end, remarking "I have my own ideas 

but I would like to hear yours first" Throughout this meeting, Rosa seldom offered her 

opinion, but more often she would ask for clarification on what people saw as the issue being 

discussed and how particular actions fit into the overall values of the college. 

The preceding discussion describes how Rosa plans to involves the people at 

Northwest College in the decision making process and planning of the college's future. At 

the same time that the college's agenda is intended to be determined by the college 

community, Rosa has a personal leadership agenda as president of NWC. As noted in 

Chapter 4, Rosa's leadership agenda covers three broad themes: Preparing the groundwork 

for change at NWC; connecting the internal and external college communities; and, 

promoting diversity on campus. Rosa did not identify women's issues as part of her agenda 

The next section looks at issues and concerns identified by women at NWC. 

Issues for Women At North West College 

Rosa remarked that there had been different programs for women at North West 

College, but they had disappeared prior to her arrival. 

There used to be [some programs for women] and through some 
reorganization they disappeared- And so wiiat I am hoping is that through my 
strategic planning process . . . that they will start [again], [I hope] as a 
consequence of this first Interm Advisory Council [to] build a greater base of 
particpation, broader and deeper, but also work to isolate specific issues we 
may need to work on. And that [women's concerns] may surface and it may 
not Within the scheme of many priorities it may or may not (Rosa) 
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Rosa has not included women's concerns in her personal leadership agenda, leaving 

these to be identified through the lAC priority setting process. Only time will tell if women's 

concerns surface as a priority for the lAC, even though the women on campus that I 

interviewed feel there are issues that need addressing. The following discussion outlines the 

issues and concerns identified by women students and employees at NorthWest College. 

Issues Related to Family 

Rosa noted that there is "a very good" children's center on campus, which was 

established before her arrival at NWC. A staff member, who volunteers in the child care 

program, sees Rosa as "very supportive" of the child care service on campus. Other women I 

spoke with on campus, althou^ glad that there were child care services available, were 

concerned that the demands for the service were greater than the center's capacity. As one 

student observed, there were many students who were unable to access this service. Besides 

the concern of limited access there was a concern regarding the eligibility of children w^io 

could attend the center. A student speculated that the age restriction was interfering with 

some women finding child care. 

Unfortunately there is an age restriction, and if you have an infant child, it 
is not available to you. That is concern for me. If you give a woman who 
has just had a child an opportimity to go to college when the child is 
young, that would give them more of an opportunity to stabilize when the 
child is young [rather] than when the child is old. Here on campus they 
limit the age to 3 or 4 years old. For liability reasons, which is 
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understandable, but I think in the long run there is much to do [to improve 
the service], (student) 

A second area of concern identified that involves family issues was the lack of access 

to health care or health insurance. A student, who was actively involved in the student's 

association at NWC, noted that many conmiunity colleges do not enjoy the same types of 

student services that are often available at universities, for example medical centers or 

student health services. She was particularly concemed that there were no health services on 

campus and no access to student health insurance through the college. 

I think the most important factor is health insurance. I did a lot of 
volunteer time in the financial aid office and I was, for lack of a better 
word, just appalled at the number of young women that have children. 
And what really concemed me was that a lot of them didn't have health 
insurance. And that is something that I am really pushing for. I am on the 
Interim Advisory Committee with [Rosa] and that is my biggest issue, that 
there is health insurance. [Big City] is the [one of the] largest community 
college District in the country and we have such a buying power and no 
one has moved forward to ask for it. So I think that is an issue, (student) 

I followed up this conversation with a member of the student services staff The staff 

member commented that there was no specific reason why some form of health insurance 

was not offered to the students on campus. She suggested the reason was probably financial 

because this type of service was not common at other commxmity colleges in the country. 

Although NWC does not offer any form of health care support for students, they can 

serve students by providing programs that promote awareness of different women's issues. 

The next section looks at issues that revolve around education and awareness of women's 

concerns at the college. 
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Issues Related to Education and Awareness 

The education and awareness issues in higher education institutions center on 

programs and services that inform and support women students and employees. The women I 

spoke with at NWC believe that having a woman president will be helpful in placing more 

focus on women and increasing the general awareness of women in higher education. 

Different members of the NWC community are taking an active role in consciousness raising 

of women's issues. During one of my visits to NWC, the bookstore was celebrating Women's 

History Month and was offering a 20% discount on books related to women. Another forum 

for promoting awareness of women's issue is through student clubs. A member of the 

Student's Association executive outlined some of the initiatives that she undertook to 

promote awareness and provide support for women students. 

One of the clubs I tried to introduce was 'single mother' club. They do 
have an adult reentry club that a lot of women use. But I was also thinldng 
of support. I know my mother was a single parent and went through 
college when we were growing up. And I have often wondered how she 
went through without the support I know I have classes with women that 
are considerably older than me and their children are my age. And I think 
how difficult that must be to go through and know that you are competing 
with people that are the same age as your children and I think that support 
is really important. Uirfortunately, I think that time really keeps you from 
involving yourself with a club-because if they've got responsibilities at 
home, school and work, they really don't have time, unfortunately, to 
involved themselves, (student) 

Women faculty are also involved in providing educational offerings focusing on 

women. A faculty member reported that there is a small group of women faculty who are 
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developing and promoting specialty courses covering women authors. She believes there 

needs to be more involvement by all faculty in all disciplines. The college curriculum 

includes a small variety of courses that relate to women and women's issues. The catalog 

lists an Anthropology course entitled Women in Other Cultures, a Counseling and Personal 

Development Course entitled Women in Transition, six English courses covering women 

writers from different countries (four of these courses are also listed under the heading 

Women's Studies), a Psychology of Gender Differences course, and a Sociology course 

entitled Women and Men in a Changing Society. A student noted that these courses are 

gaining visibility as some of the courses are advertised in flyers and distributed throughout 

campus. 

I know that they have just implemented a women's literature class. Two 
semesters I saw a flyer for it. And I know that a lot of the, I guess you 
could call them the new wave' classes, regarding women are really 
becoming popular, (student) 

Rosa remarked that there is a group of women on campus trying to extend these offerings, 

and she expects there will be more courses in the future. 
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Issues Related to Equity 

Women I spoke with at NWC feel that the college has to continue to woric toward 

making the institution equitable for women students and employees. One issue that was 

identified was the athletic programs and resources made available to support women in 

collegiate sports. A student commented that although she was not certain "there seemed to be 

more sports programs for males than females." A staff member noted that the college is 

moving toward a more balanced distribution of resources. 

We are looking at equity [issues] in the athletics department. We do have 
quite a few female sports teams and it is approaching equitable. We are 
getting another female sports team, we are adding soccer. Of course it is 
not equitable with football. They [women students] do get the same 
scholarships and the same book stipend, so that is even, (staff) 

A second equity concern identified by women faculty and staff at NWC related to 

women in leadership positions, both at the college and District levels. The individuals I 

spoke with noted that women are well represented at the NWC's senior administrative level. 

However, they did not all feel that women as a whole enjoy equity with mea Several 

employees interviewed referred to "the old boys' network" that was in place before Rosa 

assumed the presidency. They described this "network" as spanning throughout the Big City 

Community College District A staff member went on to say that although there is a 

women's management leadership group within the Big City Community College District . 

. women do not enjoy the same opportunities to network that men do and that [serves as] a 

barrier for women." A faculty member noted that the "upper echelon of the District 
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administration" is male dominated, with women in positions at the college level that are 

really the District's "mid-management positions," including the college presidencies. 

Overall I think the glass ceiling is higher in education for women, but I 
think there is one. All of our top administration [at District level] are 
male. Very few positions become open, [as] very few people leave [Big 
City Community College District] until they retire, (staff) 

Rosa indicated that she was made aware, early in her tenure as president, that the 

high number of women in administration was a concern for some people on campus. She 

shared part of a conversation she had with a male faculty member three months after her 

arrival at NWC. 

. . .  A n d  t h e n  h e  s a i d  ' W e l l  y o u  k n o w  y o u  a r e  g o i n g  t o  h a v e  t o  d o  s o m e t h i n g  
about the fact that there is such a strong female representation [in 
administration].' And I said tell me why? This is a team I inherited, they are 
part of it. It's the reverse [of most administrations], is it a problem? I cant 
apolgize for the fact that the president they selected is a woman, I can't 
apologize for the fact that I inherited a team that is female. (Rosa) 

Rosa gave no indication that she was going to do anything about the number of women in 

administrative positions. In fact, she added to the number of women in her office. At the 

beginning of the summer she had appointed a woman to fill a newly created position of 

Assistant to the President Rosa did express concern at the small number of women 

Department Chairs. "The departmental leadership is very white male driven. Getting them to 

come along is going to be no small chore. But it is possible I think. I believe in large ounces 

of prevention" (Rosa). This concern of male dominance in department chair positions was 

reiterated by a faculty member. The faculty member pointed out that only four of the sixteen 
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dqjartment chair positions are filled by women. Another faculty member commented that 

problem extends beyond the departmem chair level remarking that "the governance structure 

at NWC has been dominated by male &culty wlio set the tone and the agenda of the faculty 

senate." She continued by saying that "gender lines are very evident in the disciplines, with 

male faculty dominating math and science departments." Another woman faculty member 

noted that she "was the first woman president of the feculty in the history of the college and 

that may say something about equity." The women faculty believe there is a lot of work to be 

done to achieve equity for women non-traditional fields. Part of this woric involves providing 

support and advocating for women at the college. 

Issues Related to Advocacy 

As suggested earlier, there is an optimism among the women I spoke with at 

NorthWest College that there will be more awareness of women and women's issues on 

campus with Rosa as president A Acuity member commented that Rosa demonstrates more 

openness with both women and men than the previous president She added that the 

downside of this is that Rosa's time is "really booked," and it is more difficult to meet with 

her than it was with the previous president Even with a large number of women in senior 

administrative positions at the college, one faculty saw a need for more promotion of women 

because "women are not risk-takers like men." A staff member felt that there was a need at 

the college for the senior level administrators to assume a collective approach in dealing with 

issues, including women's issues. 
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I think the biggest issue that I see is that we [administrative/management 
personnel] break out into splinter groups. I think that there will be [small 
number of individuals] who will take care of whatever they are interested 
in before they will be a group of women. I don't think you will see that 
with males as much, I think males will throw [all the issues] together so 
that they can be the stronger voice. They [women administrators] don't 
identify that a coalition would be a lot stronger [and] the college would be 
a lot stronger [if they worked together], (staff) 

Another staff member speculated that the high number of women administrators at 

NWC would become an issue of concern in the near future. She also felt that with so many of 

the positions already filled by women, there would be little opportunity for other women to 

move into senior administrative positions at the college. 

One of the issues at [NorthWest College] is that we have an overload of 
female versus male administrators. We have very few male administrators, 
only one male dean and we have no minority males. So I think white 
female administrators are going to be with the white male administrators 
[unable to secure higher positions], only it is worse here because of the 
number of females. There is a lot of pressure from the NAACP [National 
Association for the Advancement of Colored People] to bring an African 
American dean aboard if there is ever another opening. So there will be a 
lot of pressure when that [positions opens up] happens here, (staff) 

One student interviewed saw the high number of women in leadership positions at 

NWC as positive and beneficial to the college. 

If you look on campus the president of the school, president of the faculty 
association, majority of Deans are women, and president and president
elect of student govenmient [are women]. So they are really forward 
thinking in leadership. I've noticed that a large majority of the women that 
are on this Interim Advisory Committee are real head strong and goal 
oriented. I think it may be the fact that they feel strongly in what they do 
and they feel they've really got education to back them up and so the 
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choices they make are supported Everywhere you look there are tons of 
women in leadership here, (student) 

The involvement of women in leadership positions at NWC is not limited to employees. 

Women students are taking an active role in leadership as well. The president of the 

Student Association is a female, as are many of the presidents of clubs and societies on 

campus. 

There is a male president of black student union and that is unusual. It has 
been a female for past several years and the next president is female. 
[The] Mexican [club] president is female and has been for some time. A 
Native American club is trying to get started up again and that is a female 
trying to do that. The Vietnamese club is new and [the president] is 
female. So the driving forces in the organizing [of these clubs] are female. 
(staff) 

Issues of advocacy for the women of North West College does not seem to be as 

much of a concern as are issues related to safety. Women's safety on campus was 

identified by women employees and students as an area that needed to be addressed more 

thoroughly at NWC. 

Issues Related to Safety 

All the students, stafi^ and faculty I interviewed identified safety as a concern for 

women on campus. These women described different reasons for their concerns, and 

different degrees of concern. 
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Security is an issue that we [student's association] are discussing. They 
[the college] really haven't been that progressive. They do have security 
available, and I am sure that if you wanted them to walk you to your car, 
they would be more than happy to. But it is not as well publicized as it 
might be. I feel they are making steps. The news of a few rape cases at 
[state university] really startled people here on campus. I think, in general, 
it is a big concern. I take a lot of classes during the evenings, and fear was 

a big factor, (student) 

A staff member has different concerns related to safety and security. 

Part of the [state's] parole program is to [have parolees] come back to 
school and the parole office may or may not work with us. So we know 
they [parolees] are here, we just don't know who they are. . . . And you 
have the Comcare system, where it is suggested people [with mental 
health problems] go back to school. The mental health system in [state] is 
pretty much on its knees and clients aren't receiving the medication and 
counseling that they need. So we have [those groups of individuals as 
students]. Is it a large number? No. But when you talk about safety and 
security, when I shut that door and I have a student here who could have a 
gun or a knife on him, and I am by myself, no I don't feel safe [or secure]. 
But that is by virtue of my job. Anytime you throw anyone out of school, 
that is when I feel unsafe. We have a number of gang members here, but 
they don't bother us. I feel pretty safe on this campus any time I walk 
around. And anytime I need it security is here 24 hours. I am pretty 
careful. We go together to our cars at ni^t - that's my policy, (staff) 

The Schedule of Classes advertises the college's security escort service, and there are 

telephones to the security ofBce in the student and staff paiking lots. 

Concerns related to harassment were less of an issue for the women I spoke with at 

NWC. A long time faculty member noted that sexual harassment is evident on campus and 

shared her experiences. 

[I have] been at the college for many many years, and have never really 
known if this [sexual harassment] was an issue or not But once I moved into 
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a leadership role, I actually experienced it and realized that harassment is an 
issue for women on campus, (faculty) 

There is a formal District procedure in place that deals with allegations of sexual harassment, 

and this faculty member felt that it was an effective process. She also noted that policies are 

not proactive, rather they are reactive to a negative incident She added that there have been 

District-wide Harassment Awareness workshops for all faculty and staff, which are positives 

steps aimed at preventing harassment 

Summary 

Women students and employees expressed a range of concerns that relate to women 

and women's issues. The concerns most frequently identified related to child care services on 

campus, physical safety issues, the lack of women in the mid-level leadership positions at 

Northwest College, and the barrier preventing women from obtaining top positions at 

Central District Office. Although Rosa has not identified women's issues as an item in her 

leadership agenda, she has expressed support for the women who are taking initiatives to 

address women needs. Rosa is hopeful that the women on campus will continue to identify 

concerns and come up with possible solutions. One avenue that she feels may serve to help 

identify these concerns is through a participatory approach to decision making, which she has 

introduced since becoming president of North West College. 
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ZOE AND WOMEN AT TRICITIES COLLEGE 

Zoe as President 

TriCities Community College is the youngest and smallest of the five colleges in 

this study. The College, which is part of the Big City Community College District, was 

established in 1985 as an extension of a sister college. TriCities became an independent 

college in 1992 through the process of accreditation and has an annual enrollment of 

approximately 3,500 students. TriCities, which was once "out in the country" and 

surroimded by an agricultural community, is quickly being circumscribed by residential 

and industrial development. In response to the college's rapidly growing service area, 

there are plans are being made to renovate and expand the existing buildings and 

construct additional facilities. In the planning process, members of the college 

community are hopeful that they will not lose their "one-big family" atmosphere. During 

a meeting with the architects, employees spoke of insuring that the central court 

maintains its purpose of "coming together in one common place" and of perhaps creating 

an outdoor library reading space in the area. 

Currently, TriCities has the ambience of a small community. When I visited, the 

central court area was busy but quiet. Scattered throughout the area were several white, 

plastic patio chairs. Some of the chairs were occupied by people reading or visiting. 

People walking through would call out "hello" to one another. The library, which is off 
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the central court, has no exit scanners and people are expected to stop at the desk and 

check out library materials. Faculty offices are scattered through the three main 

buildings; a science faculty member has her office in the library; several of the English 

faculty have their offices next to the Fitness Center. Faculty members pick up their mail 

at the administration office, where the mail is sorted into individual file folders and 

placed in a filing cabinet. 

Zoe, who was the founding provost of TriCities and the college's first president 

when it received accreditation in 1992, is proud of the institution, its people, and its 

accomplishments. She noted that "[i]t's been a learning [experience] from beginning to 

end; it has been a beautiful journey." Her office is in the back comer of the small 

administration building. Just inside the front door of the office building are the college's 

information and switchboard desks and the file cabinet for faculty members mail. To find 

the door to Zoe's office, which was usually open, required walking through a maze of 

offices with moveable walls. Her office is a large space that easily accommodates the big 

desk and conference table and chairs. The walls are covered with plaques of recognition 

that Zoe and TriCities have received over the years. The desk and table were covered 

with piles paper. 

As noted in Chapter 4, Zoe has assumed a leadership agenda that relates to being 

the college caretaker. This "taking care of agenda is reflected in her leadership 

behaviors. She noted that she is "very protective of [her] people;" her people being the 

students and employees of TriCities. Zoe mentioned that she is involved in all the hiring 

at the college because she feels each individual fills an important role as an employee. 



207 

When I asked Zoe a question regarding the number of full-time faculty, she proceeded to 

name each one by their first name. While I was a participant observer at TriCities, Zoe 

was often out of her office, in other areas on the small campus. Students recognized her 

and would speak with her. Employees often stopped and offered her information 

regarding different issues. Her interactions with people at the college were attentive and 

casual. She addressed individuals by their first names and they addressed or referred to 

her as [Zoe]. Zoe noted in a conversation that she is "[n]ow talking more to the faculty. 

When I see them I want to know how things are going. And I do that with students." Her 

increased attention to speaking people on campus was triggered by a conversation Zoe 

had with a faculty member. The faculty member mentioned to Zoe that she was unable to 

obtain a computer for her office, even though other faculty members had two computers 

supplied by the college, one in their offices and another at their homes. It was following 

this interaction that she "realized somebody was dictating something" (Zoe) that was not 

within their authority. 

As noted above, Zoe has assumed a care-taker role toward the students and 

employees at TriCities. "I say don't bother my children; don't bother my employees; 

don't mess with my people." Fairness is important to Zoe. "I would want people to 

remember I was a fair person, that no one was out of reach or I [was not] out of reach to 

anyone." Zoe added that her approach to leadership centers on group decision-making, 

noting she is "[g]ood at the consensus way of doing things. There have been times when 

I've had to say no, or this one is my call." A college document shows two committees in 

the college's governance structure that report directly to Zoe. One committee is Deans 
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Council, which is made up of the four Deans (three women and one man). Deans Council 

is describes as follows; 

Under the direction of the president, the [four] deans are responsible for 
the institutional effectiveness of [TriCities], They each participate in one 
or more of the [Accreditation] subcommittees and are responsible for 
keeping department/division personnel on task. (College document) 

The second committee is the President's Executive Council (PEC). 

This committee fimctions as a forum for administrators to discuss issues, 
concerns and problems relating to the campus. Institutional issues are 
discussed in an open fashion and decisions are based upon the information 
and facts presented. Information and issues are brought to PEC and then 
taken back to the faculty and staff by committee members for input before 
decisions are made. Committee members are the president, deans, the 
faculty association president and president elect, the management 
association president, the professional staff association president, the 
quantum quality coordinator, and the chair of the division chair council. 
(College document) 

The first day of my doing data collection at TriCities I observed a day-long 

"Executive Team Strategic Planning Retreat" The people attending were Zoe, the deans 

the one assistant dean, and the director of TriCities extension campus. A note in Zoe's 

day timer on this particular day reads "Execs. Retreat need to include Faculty." A faculty 

member attended the meeting for approximately one hour in the morning. Before the 

meeting began Zoe introduced me to the group and asked me to explain my purpose for 

visiting the campus. After hearing that I was doing research involving women community 

college presidents, two of the women Deans made the conmients "Ours is the best," and 

"She is great." The meeting, which was chaired by one of the woman, began with Zoe 
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providing an overview of what she felt the group needed to keep in mind while going 

through the planning process. Throughout the meeting Zoe offered few comments, 

occasionally asking individuals to clarify an issue or comment that had been made. At 

one point in the meeting, Zoe left the room to answer a telephone call from the 

Chancellor. When she returned, she announced that the District office had not granted 

TriCities the budget advance it had requested. Her announcement was followed by 

mutterings and comments which suggested that the group was not surprised. The 

meeting's last item of business was to establish a list of priorities for the college's future 

initiatives. The chair solicited Zoe's individual priorities first. The result of this exercise 

was that the group priorities came out the same as Zoe's. These priorities were to be 

taken to an Accreditation Committees meeting at the end of the week when the 

committees would be asked for their feedback regarding the priorities. Zoe commented 

that she has difficulty deciding when is the most appropriate time to seek feedback from 

the college community. She has not determined if it is better to seek input before the 

Executive team's priorities have been identified or if the Executive team should present 

their list of priorities and have the others respond to this list. 

The College priorities established during the Executive Retreat are reflected in 

Zoe's leadership agenda for TriCities College. There are two general themes in Zoe's 

leadership agenda. The first theme relates to learning to be competitive in the external 

community. The second theme relates to Zoe assuming the role of caretaker for the 

internal college community. When asked if her leadership agenda included items specific 

to women's concerns, Zoe replied "I guess I don't, overall. We haven't just concentrated on 
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women, we concentrate on persons." Zoe added that a part of the college's philosophy is 

advocacy for women. 

I really do try to focxis on women's needs, across the board, employment, 
student population, treatment of women, before I think about treatment of 
men.... We have not had the luxury to think expansion on what we mi^t do 
for women per se. But our philosophy for dealing with it is that making sure 
we are flexible. What I like about what we do is that we haven't just 
concentrated on women, we have done some things for men, and there are 
just some common features to what we do. (Zoe) 

Issues for Women at TriCities College 

The remainder of this section focuses on issues that women employees and 

students believe are areas of concern for women at TriCities College. The discussion 

revolves around what the women have identified as concerns and what the college is 

doing to address these concerns. 

Issues Related to Family 

One concern that is often noted in the scholarship on women in higher education 

is access to child care services. This was also a concern for all the women students and 

employees that I spoke with at TriCities. Zoe remarked that "[cjhild care, for as long as I 

have been part of administration, has been one of the highest priorities, for a policy." A 

community survey conducted by the college in 1991 noted that forty-two percent (42%) 

of community respondents indicated that child care services "would be necessary in order 

for them to attend college." The 1995/96 catalog lists child care as one of the "major 
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areas within Student Services." However, the TriCities Children's Center has been closed 

since 1994. Zoe shared that the decision to close the center was based on funding 

cutbacks and employee indiscretion that resulted in a legal problem involving the center. 

We had a child care centre at the very beginning but as we began to [receive 
less] funding something had to give. When we did have it [child care center], 
we did operate it with a shortage of stafi^ and then we added a second full-
time [employee] at the expense of almost a faculty [position]. It woriced but it 
still wasnt enough because more kids needed the service, so it got to the poirt 
where it was really, really full. Then unfortunately, we had a legal situation 
[involving the center staff], so we took away the staff, leaving just the 
director. What we did was decide to become a conduit to get people to the 
best [child care] service they need. So the last year and one-half we've been 
without one [center], (Zoe) 

All of the students that I spoke with identified the lack of child care services on 

campus as a major concern for them and their peers. One student suggested that she would 

not have decided to attend TriCities College if she would have known the child center was 

closing. 

The thing that comes to mind first [as a concern] is that they eliminated day 
care on campus. If they had not oflFered child care when I first started, I 
probably would not have come here. But the year he [son] became old 
enou^ to go was the year they discontinued it So now I have to pay for more 
child care because of drive time. I don't get to see him at all when Tm on 
campus. What makes it really difficult for me is that I am a single mom. I had 
to decide between here and [another college] and chose here because it was a 
smaller school and I liked that And they both had child care when I first 
started school, (student) 

Faculty, who had access to the service, were also upset at "administration's" decision to close 

the child center. 
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I was very, very upset at the decision to discontinue the child care center.... I 
think that is one of the worst things that women allowed to happen on this 
campus, to discontinue child care. We had students that family schedules 
were disrupted, they had to drop classes, (faculty) 

Zoe hopes that with the physical expansion of the College over the next several years a child 

care center can be reinstated on campus. 

And then once we get the new facility, we will then reinstate [a child care 
service] because the dollars will be there [to hire] the numbers of staff and the 
types we want But it is a very high priority because it does deal with the 
largest population and it is the service that we have found to be the most 
valuable. (Zoe) 

However, TriCities five year planning documents for the years 1996-2001 give no indication 

that a child care center on campus will become part of the college's service to students. 

Like the other colleges in the Big City Community College District, all persormel 

policies are administered through the District office. Since the District does not pay 

overtime, the college does not pay TriCities employees for any over time hours they may 

have accumulated. Zoe regards the college as very good at giving back time and "We 

almost force people to take time back." She added that TriCities has made an effort to 

accommodate employees' needs wiienever possible. 

Our philosophy for dealing with it [family leave] is to make sure we are 
flexible. We work very flexible schedules for people with childrea We work 
shedules for when we [the college] really need [the employees] but also so 
they have time to meet the needs of their childrea (Zoe) 
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Issues Related to Education and Awareness 

Academic advising was an issue that students identified as a problem and 

concern. These students' concerns are similar to concerns identified in 1991 by students at 

TriCities. The college's 1991 Self-Assessment report noted that TriCities had introduced, 

that year, a new "advisement model" in response to those concerns. 

The quality and availability of academic advisement, especially on transfer 
issues, is an expressed student concern that has been addressed by the new 
advisement model. As the model is implemented, procedures must be 
monitored and refined. (College document) 

It seems that the advising model introduced in 1991 has not been helpful for the current 

women students at TriCities. 

I got some very poor advisement from the people here and ended up taking 
classes that I didn't need, coming up short on credit, I didnt take a couple of 
classes that I did need if I was transfering to [state university]. Coming into 
college I didn't know anything about the process and how it worked. It was 
mostly trial and error and my doing my own research and finding things out 
that got me through it It was difBcult (student) 

They [advisors] are really good as long as you know what you are going to 
do; as long as you know the system. I learned it from my mom; she's a 
teacher, she's getting her master's ri^t now; You'd think if the advisors are 
getting paid to do that they'd do it, but they really don't And they dont care, 
(student) 

As far as the advising and transfer program, it has not been a problem, but 
part of that was my initiative as well. If you were younger and were 
floundering at first, I think you could get yourself in trouble. The advisors 
give you information but you really do need to stay on top of things yourself 
(student) 
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Advisors here really arent helpful. Almost every advisor wants me to get my 
AA, and Fm not interested in that I thought w^t an advisor does is you sit 
down, and you tell them what you want to do and they help you line your 
classes up. But I have not yet seen an advisor like that You have to figure it 
out yourself. It's really not helpful to me. To me it seems like they don't care, 
(student) 

One means of providing education and creating awareness of women's issues in 

higher education is through the college curriculum. At TriCities there are two courses 

described in the catalog that are specific to women. One course is listed under the history 

department, entitled "History of Women in America." The second course is offered 

through The Counseling Services department and is called "Women in Transition." When 

the students were asked about programs to help them adjust to college life, they seem to have 

limited knowledge. One commented '1 know of one class that they offer. IVe seen signs for 

that [class]. They [classes] are brown bag lunches, but I was never able to [attend] because of 

the time" (student). Another student commented that she was aware of the "Women in 

Transition" course, but she did not think the college advertised it well enough. 

I talked to several people on campus and they all think it's for people who are 
in my situation who have a family; they are starting over, they didnt go to 
college right away. So the younger girls arent taking it [the course], but they 
could benefit from it as much as I did, but they [the college] dont promote it 
(student) 

While I was on campus, I picked up a bright colored flyer armouncing that the "Women 

in Transition" course was replacing the former "New Horizons for Women" course. The 
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flyer announced the new course as "designed to assist and support women who are 

experiencing life transitions" (college flyer). 

In a discussion about a reentry center on campus, to provide assistance for women 

returning to formal education, Zoe noted that there was not such a place. She explained 

that there is a program in place but no designated center. "We do have a re-entry program 

but no center, [there is] a counselor and other staff working with women. [The women] come 

together for brown bag lunches or special kinds of events, but there is not a center." Although 

women comprise fifty-seven jjercent (57%) of the student population, Zoe does not feel it is 

appropriate for the college to have a center specific for women at this time. 

I was happy about the recommendation that we don't provide one [a 
reentry center] because we can't provide a center for all of the other 
entities. With the large number of Hispanics on campus [14%], we can't 
start a multiculture center or a center for special needs students. (Zoe) 

Zoe envisions that with the expansion of TriCities, the college will move toward 

providing more services for special interest groups, including women and minorities. 

At some point, however, within the next few years, I think [TriCities] will 
develop specialized areas for people with special circumstances. But right 
now we handle it through our different areas. We have not stepped out yet 
[into offering special programs for different groups], (Zoe) 

Zoe's conmients reflect concern that all special interest groups at the college 

receive equitable treatment. The next section presents the concerns expressed by women 

at TriCities regarding equity. 
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Issues Related to Equity 

Different issues related to equity were identified by the women at TriCities 

College. One area of concern is the representation of women leaders in the occupational 

programs offered at the college. 

It is a concern for me vdien we talk about occupational programs that we 
have no full-time women [faculty] involved. I honestly believe that the 
statistics are telling us that it will most likely be women who go into these 
programs. And I am concerned that there are no women [leaders] in these 
programs. Some of the new appointed positions in the occupational fields 
were never opened to competition. We [women] definitetly see things 
differently [and] we prioritize differently. The child care issue is an important 
issue; [for example] the times you offer classes so that women can get their 
children to and from school, (faculty) 

A second concern expressed related to the number of women in leadership 

positions at the department chair level at TriCities College. Although three of the four 

deans are women, only two of the seven department chairpersons are women. 

Since my only experience has been in the science area, I would have to say, 
unfortunately, it is the glass ceiling. There is lack of opportunity to participate 
with any equity regarding my male coumerparts. I ran for division chair and 
was elected. It was a very tiny department, and I was the only woman, and 
[the outgoing chair]out and out told me that he would not support me. If there 
was a choice of supporting the men or supporting me, he would side with the 
men. Needless to say, I resigned shortly after that announcement. We've 
always had male division chairs. If you look at the division chairs, they are 
mostly occupied by men. (faculty) 

Another issue related to equity involves part-time employment status at the 

college. The college has always been dependent on part-time employees to supplement 

the ninety-seven full-time employees. "The percentage of [TriCities] adjunct faculty i.s 
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considerably higher than the national [average] and peer institutions" (College 

document). Zoe noted that the ratio of part-time to full-time faculty has not changed 

much over the past six years. One part-time instructor expressed her fhistration at the 

hiring process at TriCities. She felt that there was little opportunity to secure a full-time 

position at the college, even though she had been there many years. Another faculty 

member, who had been part-time and was now full-time, gave a different view of the 

hiring process at TriCities. She identified that she worked part-time for several years by 

choice and that when she was ready to move into full-time work there was a faculty 

position available for her. 

The part-time staff employees interviewed expressed concerns regarding the 

equitable treatment shown toward them. They felt they were undervalued and not 

considered part of the larger college community. 

Everybody you see in this office building are part time. [That is a] big 
concern. I know by law I should get a 15 minute break, but in my job there is 
no one to cover for me. Full-time people, they can walk in and out, I mean 
there are no questions asked. I am accountable, I have to be here during my 
time period, I don't feel the freedom [that full-time people have], I would be 
called on the carpet you know when I run to the John, (steff) 
Zoe identified that she is a strong advocate for hiring part-time faculty (many of 

them women) into full-time positions whenever possible. She believes "[i]f people work 

part-time and give you their heart and soul and you open that position up, why they don't 

get it will be a problem for me. If they were good enough to do it part-time, they're good 

enough to do it full-time." 
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Issues Related to Advocacy 

Zoe also considers TriCities very good at moving women (voluntarily) into new 

positions. 

We have been very good at moving women and not just move women but we 
have actually worked to try to find whatever our ne^ were at the institution. 
We would always look for the person ^^^o could move in that area and 
voluntarily make that gesture, and have the person move into that position, 
and if they have any ambition at all, we try to help them.(Zoe) 

Zoe noted that one woman on campus has ambitions to advance to the level of 

provost. "I just told the Chancellor I think [Dean] wants to be a Provost. She wants to 

head an institution, for all the great reasons. He said if her name comes up to the top, he 

will certainly give her that opportunity." The women faculty and staff interviewed do not 

believe there are opportunities for women to advance at the college or within the District. 

Much of this, they felt, was due to the controlling nature of the "male dominated" District 

office, which has a "glass ceiling in place." These women do not feel Zoe could do 

anything to help women break through this obstruction. 

We are very small campus, very small administration, which means our 
president really does much more than comparable positions on other 
campuses. She [Zoe] really doesn't have the opportunity to interact enough to 
really be cognizant of the political situation. I like to believe that if she did 
know, that if she was aware, rm sure that she is at some level, that she would 
do what she could. But again it is a strange situation that we have until 
recently an all female administration and now we are a campus that is still 
predominately a female administration, although they added two men this 
semester. And those administrators deal with a very large population of male 
administrators at the District level. Again, I think it's a time constraint; there 
are no opportunities here for administrators to mentor other women. I see the 
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current level of support being stable. I don't know realistically how it could 
change, (faculty) 

Another way to support women in higher education is to provide them with 

professional development opportunities. Zoe noted that the college tries to provide 

funding and scholarship money, every other year, for one woman to attend the Women's 

Institute for Leadership Development (WILD) Leaders' program. This is a professional 

development institute that focuses on developing women's leadership skills. Zoe and the 

Dean of Administrative Services have been participants in the institute. 

Issues Related to Safety 

Safety and security did not seem to be an area of concern for the women on 

campus. The college offers escort services for employees and students who leave the 

buildings after dark. The women's comments included "Pve never really feh a problem 

with safety, when I am leaving class at ni^t I am usually leaving with someone. I don't see 

security around but I take my own precautions" and "Safety is not a concem; we are out in 

the country and even thou^ I take a night class, it's not a problem, we're really small." 

Another woman noted that it was nice to know there was someone available it they 

wanted or needed escort service, especially after an evening class. However, one faculty 

member was concerned that many of the security persormel were women. 

Did you notice as you walked around [TriCities] campus that most of our 
security force is young women? And there's noting inherently wrong with 
that. My concem is that even after dark, they are sent out by themselves to 
respond to calls. I don't even let my night students go to the parking lot by 
themselves! (faculty) 
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As I was leaving campus one evening around 9:00 p.m., a woman security officer 

approached me and asked if I would like to be escorted to my car. 

Summary 

Zoe identified that her leadership agenda does not include anything that is 

specific to women or women's needs. She is hopeful that with the expansion of TriCities 

College that programs will be developed that target specific interest groups. The women 

students and employees at TriCities College identified a number of issues that they 

believe are not being adequately addressed by the college. The major areas of concern are 

issues related to the lack of child care services on campus, poor academic advising for 

women, and equity for women employees. 
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SUSAN AND WOMEN AT CENTRAL COLLEGE 

Susan As President 

[Central College] is older than General Mills, older than the Book-of-the 
Month Club and the Museum of Modem Art, even older than the Milky 
Way (candy bar). . . . The first graduating class (1922) included four men 
and one woman. The next had twelve men and seven women. The college 
is proud that it has never been racially exclusive or segregated. (College 
document) 

Today, Central College is a comprehensive urban community college that is proud of its 

place "in the heart of the city" (College document). The college provides education to 

approximately 12,000 students each semester. Of the five colleges in this study. Central has 

the most racially diverse student population, with forty-five percent (45%) of the students 

identifying themselves as non-white. Fifly-nine percent (59%) of the students are women. 

The diversity of the student population was evident when walking around campus. I noticed 

more visible minority students than I had seen during my visits to the other college campuses. 

Susan is Central's ninth president and she has been at the college for three years. The 

presidert's ofiBce is in a small building on the edge of campus that houses the college's 

administrative offices. Structural development plans for the future include constructing an 

"administration and classroom building" (college document) on this site. Susan's office is in 

one comer of the U-shaped building and has a window that faces out to staff parking spaces. 

Behind a large L-shaped desk in her office are bookshelves that cover an entire wall. Across 
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from the desk are an oval conference table and six swivel chairs. Susan's fascination for 

armadillos is evident by the number of pictures and small replications of the mammal that 

are in her office. 

The president's office door is usually open, and people do not seem to hesitate to 

walk in and speak with her. If a meeting was in progress, the door was about three-quarter 

closed but never shut all the way. When Susan met with anyone in her office, she would go 

and sit at the table next to the individual rather than stay at her desk. If people were in her 

office for a meeting, she usually offered them a cup of coffee or glass of water. On two 

occasions, Susan went to the small room outside her office and made the coffee. In her 

interactions with the people on campus, Susan and the others would address each other by 

their first names. In her written comments or addresses to the college community (the college 

newsletter. E-mail messages to all employees), Susan signed her name simply as [Susan]. 

Susan commented that she sees herself as having a proactive role as a leader, rather 

than assuming a reactionary stance. 

Fve been thinking a lot the last couple of years about Wheatleys notion of self 
organizing systems and what is the leadership role in self organizing systems, 
and that's a tough one. I do believe there is a leadership role in it [Wheatley] 
said that maybe the role of the leader in self-organizing systems is to prod it 
occasionally. To cause it some discomfort and watch v^t happens. My own 
style is more proactive than that. (Susan) 

As Susan suggested above, she does not believe in leaving things to chance. Her style is to 

consider all the possibilities and peculiarities that might relate to a situation. One example of 

this was the college's preparation for the Spring graduation ceremonies. Graduation is an 
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important event at Central College, and everyone seemed anxious that the celebration be a 

success. A staflf member came to Susan's office and together they went over the details for 

the entire evening. Susan also demonstrated this concern for detail in the executive 

committee meeting I observed. During these meetings, she would assume the role of 

facilitator, where she would direct the conversation without directing the decision making 

process. For example, Susan would ask members of the group to think about various options 

that might be available, asking "what if we did this?" or "what if we didn't to this?" 

One administrator noted that she sees a noticeable different between Susan's 

leadership behaviors and the behaviors of the president (a male) at her previous college. 

He [the president] would make-up a golf foursome of himself and the three 
male deans. The one woman dean was never invited to be part of the group. 
When the president went to the bathroom, all the male deans went with him. 
[Susan] and I don't go to the bathroom together. When I want to talk to her 
about stuff that is important, I just drop into her office or if she is busy I make 
an appointment, (administrator) 

Listening is a large part of Susan's role as president Since her arrival at Central College, 

Susan has established a conunittee structure that provides different internal interest groups a 

forum for voicing their opinions. The recent evaluation completed by the Accreditation team 

noted in their assessment that the new committee is a positive move by the college. 

[Central College] established its first steering committee which has lately 
evolved into the Planning Council. The faculty and staff feel that they have 
input into the budgetary procedures of the College, and have strong 
representation in various planning groups. (College document) 
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Susan shared that she did not feel her relationship with the 

administrative/management group was as good as it might be. She added that this was an 

area she was hoping, through time and effort, would develop into a more positive and 

effective relationship. Susan also meets with the dififerent employee associations on campus 

so that she is aware of their dififerent issues and concerns. On a day when I was at Central, 

Susan was meeting with the newly elected Faculty Association President The meeting was 

held over lunch, off campus. This was the one meeting I was excluded from during my 

participant observation at Central. Susan noted that the meeting would be important for her 

in establishing a good working relationship with the Association President and did not feel an 

observer would be appropriate. 

An administrator views Susan as a president who is considerate of all persons' 

opinions. 

I feel free to express myself [and know I will be heard] .... Where I was 
before I came here, in meetings if a woman said something it was just glossed 
over or passed on real quick. And a few minutes later a man could say the 
exact same thing and [the response would be] 'Oh yes what a wonderful 
idea.'... I don't feel that here and I think that has a lot to do with the fact 
that we have a woman president And the fact that she is a good listener, to 
everybody, and she listens well, (administrator) 

On one occasion an upset employee came into Susan's ofSce and went into a five minute 

barrage of different complaints. Throughout this time Susan listened without interrupting and 

when the individual was finished, Susan asked "What would you like to see happen?" The 
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employee replied that what she had really needed was to get rid of her frustrations, which she 

had just done. 

Susan's behaviors as a president are very thoughtful, deliberate, and carefully 

planned. She commented that "Pve always struggled with what leadership means" and that 

she has become a student of leadership. Not knowing what "good leadership" encompasses 

has resulted in Susan becoming a reflective learner and practitioner, attempting to find a 

leadership model that will be of maximum benefit to Central College. 

Issues for Womeii at Central College 

Chapter 4 discusses Susan's leadership agenda which focuses on three themes. These 

themes are building diversity on campus, serving the community, and being a teacher and 

learner. Susan purports that she has no leadership agenda specific to women's issues and 

believes that her leadership behaviors need to be considerate of all individuals. The ensuing 

discussion describes wtot different women at Central College consider to be issues and 

concerns for the college's female population. 

Issues Related to Family 

Susan and Central College are strong advocates for children's programs involving the 

external and internal campus communities (Chapter 4). In addition to the various children's' 

programs offered at Central, the college celebrates annually "Daughters at Work Day." This 
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past year the college brought in a local television news anchor, an African American woman, 

to speak to employees and their daughters. "The girls thought it was great to meet Linda 

Williams, who is a great role model" (College document). 

One issue that is often a concern for mothers who are employed outside their home is 

the availability of family leave programs. Family leave was not identified as a concern for 

any of the women employees interviewed. When asked about college policies that address 

issues of concern for women, for example parental leave and care-giving leave, Susan felt 

that Central College did a good job in meeting women's needs in these areas. 

There is a very reasonable and flexible leave policy for maternity and family 
leaves. Right now there is one faculty member out a semester at her request 
with maternity and femily leave and a faculty member who is on a short term 
leave to go to China to adopt a child. WeVe have a staff member who works 
a reduced schedule because has a child who had problems as an infant and 
she doesn't want to spend a whole day away. We have a faculty member who 
gave birth in the Fall and was out for a while and is back; a faculty member 
whose due date is about two weeks before our final exam period, and they are 
working it out in the department so that is fine. I really like that; 1 think it is a 
really good message for our students. It just happens routinely here that 
women either adopt or have children, and they can take off all semester if 
they want to; they can take off all year if they want to. (Susan) 

Central College also has an accredited early child care center on campus that was 

established before Susan became president The center offers full child care service for 

children, ages three to seven years, whose parent(s) are currently enrolled in at least three 

credit hours at the college. The center has extended hours, fi-om 7:00 a.m. to 5:00 p.m. 

Monday through Thursday and 7:00 a.m. to 3:00 p.m. on Fridays. The earlier opening time 

allows students to attend early morning classes with more ease. Susan remarked that "We'd 
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like to go to ten o'clock at ni^t, but we canl It's a financial commitment We lose money 

every year it's operL You know we underwrite it We understand that; ifs okay." The 

College's 1996 self-study report identified that the college needs to increase the space and 

extend the services to younger children since there is such a long waiting list and constant 

request for infent care. The need for increased spaces was underlined by a student She 

commented that having "a child center on campus is great, but I expect to be done my course 

woric at [Central] before my son moves up the waiting list and he can get into the center." 

The facility was not meeting her needs as a single parent At present, however, there are no 

plans to increase spaces or extend the hours of the center. 

Issues Related to Education and Awareness 

Education and awareness of women's concerns can be addressed in a college's 

cuiriculum. A faculty member noted that althoi^ Central's ". . . program curriculum is 

pretty traditional that doesn't mean otiier things are not happening; it's just not reflected in 

the oflRcial documents." One of the "other things" she was referring to included the different 

courses offered at Central. There are two courses listed under the heading Women's Studies 

in the catalog. Women and Society and Contemporary Women Writers. As well, there are 

courses related to women listed under different discipline headings. Counseling has a course 

entitled New Horizons for Women. A Women's Health Issues course is offered through the 

Health Care Education program. The History department describes a course on History of 

Women in America. The Music department has a Women's Chorus class available and the 
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Psychology department lists a Psychology of Gender Differences course in the catalog. Other 

courses that promote awareness of women's concerns include classes on gay and lesbian 

issues, family law, and the sociology of marriage and family. The courses listed above are not 

offered every semester, but are offered at least once in an academic year. 

One program that is very active at Central College and supported by the president is 

the reentry center. The reentry center provides a service that focuses on promoting education 

and awareness of issues facing adults returning to school after an absence of several years. 

Although men are welcome at the center, eighty percent (80%) of the center's services are 

provided to women Susan's oflBce supports, both financially and in principle, the reentry 

center. Employees at the college felt that Susan was a strong supporter of the reentry 

program, commenting "[tjhere is attention paid to the reentry center, a project Susan supports 

very much." and "[Susan] is a big part of v^liy the reentry program is still here. I am not sure 

a male president would be as supportive of the center." The center hosts a variety of activities 

each academic year that focus on women and women's issues. The March 1996 issue of the 

college newsletter announced that the Executive Director of the Women's Institute for 

Leadership Development [WILD] would be speaking at the annual International Women's 

Day luncheon Other departments at Central were hosting special events for Women's 

History Month. While I was at the college doing data collection, materials advertising 

Women's History Month were posted throughout the campus, and the March issue of the 

campus newsletter was advertising a noon hour presentation discussing women's health and 

nutritional concerns. 
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Issues Related to Equity 

Equity issues for women in higher education can lead to a variety of concerns. An 

issue related to gender equity that Central College is focusing upon is the athletic program. 

Athletics are an important part of the college, and Susan attends many of the events. She 

considers the women's athletic program one way the college can provide a positive example 

for young womea Recently, increased attention has been given to the women's sports 

programs. A women's athletic director has been hired, a women's soccer team is being 

formed this fall, and a proposal has been made to make the women's athletic budget 

equitable with the men's (Self Study Report, 1996). Susan considers the women's athletic 

program a positive approach to modeling how diverse a woman's life can be. She also is 

pleased with the role modeling that is evident in the program. "I really like that athletes have 

[woman] a coach and an AD [athletic director] who are role models" (Susan). 

A second equity issue for women on campus that was identified related to women's 

access to leadership positions. The Accreditation Team that visited Central College just prior 

to my data collection, noted that "[Central College as part of the BCCCD] has created a 

supportive environment for professional staff by providing educational benefits, career ladder 

opportunities, and continued professional development" (college document). One faculty 

member suggested that this assessment is not totally accurate. She remarked that "women 

can't strive to be in some leadership positions" inferring these positions were at the District 

office level. This faculty member also expressed a concern regarding the lack of 

opportunities for women to secure leadership positions at the college. She acknowledged that 

women and men on campus have "the same power to advance into leadership roles," adding 
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that there are actually few administrative positions at Central College. The limited number of 

administrative positions at the college was reiterated by an administrator. 'The 

administrative structure at the college is very flat . . . That was one of the things they 

[accreditation team] noticed during their visit this spring" (administrator). The administrative 

officers at Central include Susan, the president, and three deans, two men and one woman. 

This administrator went on to say that she thouglit there were probably more men department 

chairs than women. 

We have slightly more women faculty than men. But the thing that is 
interesting is we do have more men department chairs.. . . The chair of 
nursing is a male. He is the only male nurse in the District, so he is a 
minority, (administrator) 

However, after reviewing the actual list of chairs, she noted that there was an almost equal 

number of women and men in the chair positions. 

. .. eleven men and ten women. We're close [to being equal]. It just always 
seems to be more men than women in those department chair meetings. One 
of the things I've noticed is very few of the women chairs are very outspoken. 
The men are very outspokea .. maybe that is w4y I thought there were more 
male chairs, (administrator) 

Another component of equity issues in higher education relates to student and 

employee diversity. Barbara, who has spent a year as an administrative intern at Central 

College, has observed that "Diversity is a priority here and I read that to mean gender, 

disability and ethnicity. In terms of the working climate I think there is a real effort to be 

open to difference." Within the past two years, women of diverse ethnic backgrounds have 
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been hired into management positions. The college already has a diverse student population 

and increasing this diversity has been identified as one Susan's priority agenda items for 

Central. A faculty member expressed concem that although the college has established 

increased diversity as a priority, much more needs to be done than simply increasing the 

number of minority students. She clarified that her concem was twofold. First, she beheve 

that the college needed to give attention to recruiting more ethnically diverse students. Her 

second concem was that, once having recruited these students, the college needed to provide 

more comprehensive services that would address the students' needs She also believes what 

is required at the college are "more role models and better mentors" for the minority students 

especially (faculty interview). 

Issues Related to Advocacy 

Susan has taken an active role in supporting and encouraging women to develop 

leadership skills. Central College is the home institution for the Women's Institute for 

Leadership Development (WILD) and Susan is a member of the Institute's Foundation Board. 

Susan has been a presenter for the Institute's seminars that focus on developing women's 

leadership potential. The accreditation report of spring 1996 reported 

[Central] College became the home for the WILD beginning in Spring 1994, 
and has since provided significant overhead support which has enabled this 
important program to continue its agenda to provide professional 
development programs for women to assume leadership roles across the 
natioa This unique program depends upon the generosity of [Central] 
College for its continued success. (College document) 
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Barbara, an American Council of Education Fellow, has had Susan as her mentor 

during her internship. She believes that the presence of women in senior administrative 

positions at the college has led to a very open organizational climate. 

She [Susan] is very aware, very tuned into what I see as the culture of the 
institution. In other words she checks in with people, she maintains 
relationships with the staff and the faculty leadership. [She is] very 
personable and approachable, very real and is aware of feelings-she is plenty 
smart but she is also aware of her affective side and others. (Barbara) 

An administrator feels that she has benefited by having Susan as a mentor. 

I feel as a minority woman I have had to go out and seek my mentors [in 
other situations], nobody has volunteered. [Susan] has been a good mentor for 
me. I've learned a lot from her. ... I can talk to her about my career path, 
(administrator) 

Every year during National Women's Week, the president's office sponsors a campus 

luncheon to recognize faculty who have worked toward advancing the awareness of women's 

issues. Susan's ofSce also buys tickets for college employees to attend the annual city 

luncheon that recognizes the achievements of women. The luncheon is both a fxmd raiser and 

a tribute to women, commemorating women's struggle to improve their lives and promote 

the elimination of discrimination again women. This past year Central College received a 

portion ($6,000) of the flmds raised by the International Women's Day luncheon held in the 

city. This money will go towaid developing programs for women at the college. 

Susan has been a mentor to women in internships and receptive to women students 

and scholars who are doing research on women in higher educational leadership. She was a 
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participant in an ethnographic study done in 1994 by a woman scholar investigating women's 

leadership, as well as a participant in this research stu(fy. Last year Susan's office, with 

assistance from other members of the college, organized the annual state-wide conference for 

women in hi^er educatioa 

Issues Related to Safety 

A concern for individuals' safety was evident at Central College. There were bright 

colored posters calling attention to "Being Alert" and providing safety tips while on campus. 

A safety brochure was available in several high traffic areas around campus (student center, 

reentry center, administration building), \^1iich outlined security procedures for "campus 

members and guests" and provided campus crime statistics. Security telephones and, more 

recently, security cameras are in all the students and staff parking lots and throughout the 

campus. The security office provides an escort service to students and staff, walking 

individuals to their vehicles. This office also employs student parking lot attendants. The 

attendants wear bright shirts marked "Security" and cany portable radios, which allows for 

"immediate communication with the security office" (college document). The number of 

full-time, part-time, and student attendants has been increased in the last three years. Barbara 

noted that there is a "[r]eal commitment to safety and security on campus. They have 

increased the lighting and telephones to security on campus. Attention is paid to that and 

money spent on that-it's a big deal." 
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When asked if they had any concerns related to sexual harassment, the women 

employees I interviewed implied that this was a potential area for concern but that it had not 

been an issue for them personally. They also noted that there is a District policy in place that 

outlines the process for dealing with such concerns but that they did not know the 

effectiveness of the process. Barbara, who has experience dealing with harassment 

allegations in another higher education institution, commented that the process for dealing 

with sexual harassment complaints at Central College focuses on the alleged victim, rather 

than on the institution. 

I have only seen peripheral elements of it, but what I have observed is very 
great desire to address the issue right away. I have seen quick response and 
very rapid implementation of the steps to address this. My observation is that 
there is a real effort to take care of the problem right away and the person. 
Not to deny or discount the complaint \\^t I heard from the leadership here 
is a real concern to take care of the person who was making the charge. I 
mean there was a commitment to defending the institution, which I think that 
a leader has to do. But there wasn't this [attitude of] forget the person. 
(Barbara) 

One faculty member commented that she feels a major issue related to sexual harassment at 

Central College is that many women are unclear of how to respond in harassing situations. 

She believes there is a need to help women students leam how to assert themselves with 

male faculty. She sees assertiveness education as a way of helping women help themselves 

so that they can avoid or stop harassing behavior. While walking around campus, I noticed 

that there were brochures describing sexual harassment readily available in the Students 

Cerrter and the Reentry Center. These brochures entitled "Preventing Sexual Harassment on 
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Campus" described what sexual harassment was, gave a checklist to help individuals identify 

harassing behaviors, and outlined individuals' rights regarding sexual harassment concerns. 

Summary 

Susan did not identify items specific to women's issues as part of her leadership 

agenda. She has, however, provided support and resources to a variety of programs and 

initiatives that address concerns for women at Central College. Women employees at Central 

see Susan as an advocate for women and women's issues. There were two areas of concern 

identified that were noted as requiring either improvement or further development The areas 

that women felt need greater attention included extended and/or expanded child care services 

and more programs to meet the needs of and attract a more diverse student population. 
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SHARON AND WOMEN AT VALLEY COLLEGE 

Sharon as President 

Sharon, the fifth women of this study, is the only participant in the study who is 

not part of the Big City Community College District. She is president of Valley College, 

which is in the Cardston County Community College District. Valley College consists of 

the main campus located in the small city of Hillside, a second campus (Eastern) on the 

East side of the county, as well as several extension sites located throughout the county. 

The college serves approximately 130,000 county residents, approximately half of these 

living in rural areas. The people of Cardston County have been described as traditional 

and conservative in their beliefs. However, one college staff member noted that there is 

an "active underground community of gay and lesbians" in the county who are neither 

traditional nor conservative, and are "associated with" Valley College. 

The college's main campus is located on a large parcel of land on the edge of 

Hillside. Driving onto campus you go past the [Valley] College Performance Hall. This is 

a relatively new building that serves a primary role in the Cardston County's Art 

community. Past the Performance Hall are the office and classroom buildings that have 

been constructed into the side of a hill, resulting in multiple levels and many stairs on 

campus. The administration offices are not part of the main campus. These are housed 

across the street from the college property, approximately one-half mile from the 
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campus's main collection of buildings. The president's office which was recently in an 

portable structure has now moved to the other side of the street into a newly renovated 

building. Sharon's old office was furnished with a big, dark colored desk and a large 

round table. Since moving, Sharon has acquired new modular furniture that includes a 

smaller desk and a large book shelf unit. She commented that the new dark colored 

furniture was chosen by members of the Board and would not have been her choice. She 

added that it seemed to be important to the Board members that the furniture reflect a 

"traditional, executive" appearance. 

Sharon's approach to leadership appears causal and informal, while at the same 

time intense. On the first morning I arrived to collect data, the coffee maker had 

malflmctioned and there was coffee running everywhere. Sharon and the executive 

assistant were cleaning up the mess. After I had introduced myself, Sharon laughed and 

said "Now you know what a college president really does all day." Most often her 

interactions with others on campus were on a first name basis. An obvious exception to 

this casualness was observed during a Governing Board meeting. Throughout the 

meeting, Sharon referred to everyone by their titles. The employees addressed her as 

Sharon but made reference to Dr. [last name] in conversations with visitors to the college 

and during presentations made at the Board meeting. 

As a consequence of living in a small community and holding the most senior 

leadership position in a public institution, Sharon's life is often under scrutiny. There are 

expectations that the president will represent the college in a broad range of activities, 

which requires a great deal of travel out of the community. She mentioned that work is 
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done on the highway, especially when two or more college employees are traveling 

together. She is an active participant in the higher education community outside the 

college, presenting at national conferences and serving on several state conunittees. 

Sharon's casual approach was evident in the college meetings that I observed. 

One of these was the Administrative Leadership Team meeting that was attended by the 

various heads of college departments. The door was open throughout the meeting, and 

members of team arrived and left at different times all through the three hour meeting. 

Sharon chaired the meeting which was held in her old office with everyone crowded at 

the round table. The agenda highlighted the major topics of conversation, without times 

lines or names attached to the various items. Each individual provided an update on 

activities and issues relevant to their respective divisions. At the end of these reports 

Sharon would ask the others how the information they had just received might impact the 

other departments. At one point the president's executive assistant, who was taking 

minutes, offered a suggestion for the group to consider. Sharon responded with "that is a 

very good point, and one we haven't brought up. Let's discuss that." Throughout the 

meeting, Sharon offered summaries of the conversations that had taken place and would 

inquire how other college employees might feel regarding different topics discussed. For 

example, when discussing distance education she inquired how many faculty members 

were prepared to move forward on new initiatives. During the meeting Sharon assume 

the role of facilitator, drawing out the discussion and then pulling together the different 

topics to make a connection to the overall college goals and objectives. Her concern 

throughout the three hour meeting was focused on the institution as a whole. She 
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remarked three times in the meeting that any decisions the group made had to be 

"ethical" as well as "efficient." Her approach to meeting this goal was "monthly 

meetings with members of the administrative Leadership Team to discuss issues, 

familiarize with all components of the college, and focus on their role in the "big picture" 

of the college." In the meeting I observed, Sharon was facilitating the group members to 

focus on their role in the "big picture." In a written document submitted by Sharon to the 

Board, she noted that one of her goals was "orientation/acculturation of new hirees to the 

values and Strategic Initiatives" of Valley College. 

Much of Sharon's concern regarding doing the "ethical thing" relates back to the 

history of the college. Sharon has been at Valley College three years, arriving at a time 

when there was great turmoil at the college. Her predecessor left following a vote of non-

conHdence by the faculty members at the college. When she arrived, the level of trust 

that most college employees had for administrators was exceedingly low. The following 

excerpt from a college document written one year after Sharon's appointment as 

president gives a sense of the employees sentiments. 

The perception of power and authority and their use are important factors 
at [Valley] College. People in positions of leadership are expected to use 
their authority judiciously for the benefit of the institution. In exercising 
such authority, however, they are expected to engage others in shaping 
decisions and to ensure that all interested parties have the opportunity to 
be heard. Institutional leaders make decisions in collaboration with others 
who are affected by those decisions. The most important factor in the use 
of power or authority is the honest and open exchange of ideas and the 
ability of interested parties to be involved in the decision-making process. 
Paternalism and authoritarian decision making have no place at [Valley]. 
(College document) 



240 

Early in her tenure as president of Valley College, Sharon brought in an out-of-state 

facilitator to help the college establish a process for inclusive decision making. The result 

of this effort was the establishment of the College Council, which has since been 

renamed the Learning Council. The Council's purpose is described as follows. 

To insure that institutional policy and planning decisions are informed by 
the views and expertise of a broad-based, representative body of College 
employees with the goal of ensuring that all such policies and procedures 
are up to date and in the best interests of the institution. (College 
document) 

The Learning Council has representation from the faculty, staff, student, and 

administrative groups. The Council reviews recommendations that will be put before the 

Board for approval. At a Spring Board meeting, the Council recommended that the Board 

approve motions that the Council had discussed and approved. One recommendation was 

related to the reallocation of athletic scholarship money that was available since the 

elimination of a men's athletic team, to balance the funds given the women and men's 

teams. The second recommendation put forward by the Council was the employee 

compensation package for the upcoming academic year. During this same meeting, a 

faculty member and a staff member spoke to the compensation proposal. 

Sharon described her approach to leadership as participatory, and one of her roles 

is to be a catalyst for the group "[t]o spark other people's thinking." She suggested that 

sometimes a spark is not enough and therefore little is accomplished. She went on to describe 

how she has dealt with this type of situation. "I said [to Learning Council] here are thirteen 



241 

really critical issues that I would like you to work on this year. We can negotiate the priorities 

because I know you won't get to all of them, but let's talk about them." When faculty 

members were asked if they felt they had a voice in college decision making, the response 

was varied. Two women felt that "some decisions" were made prior to the issues brought to 

the various constitutent groups or Learning Council. Another woman commented that she 

felt that the college constituent groups were highly active in the decision making process. 

When Sharon was asked if she feh that the employees recognized her leadership style as 

participatory, she remarked "[i]t depends on the day of the week you are asking people." 

Sharon's leadership agenda described in Chapter 4 follows three themes. One 

theme relates to restructuring Valley College's organizational culture. A second relates to 

preparing for the higher educational environment of the 21st Century. The third theme relates 

to reconnecting and regaining credibility with the external community of Cardston County. 

Sharon describes her personal leadership agenda as grounded in compassion, which 

embraces concerns for children and the poor, thus including women indirectly and 

implicitly. The following discussion looks both at issues that are concerns for women at 

Valley College and what the college is doing to address these concerns. 

Issues for Women at Valley College 

Sharon remaiked that she does not have a leadership agenda that specifically targets 

women and women's needs. She suggested that she assumes a more indirect route in 

addressing issues that affect women. 
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I wouldn't say I am a women's issues person per se. If there was any one 
version that I am interested in, it is expressed more is my community work-
and that is children in our culture. I think it comes with an overall 
compassionate agenda. Personal agendas are probably best expressed by 
helping persons care for and about one another and I use the umbrella of 
compassioiL And it happens that I am very sympathetic to poor people, which 
therefore, includes most womeiL (Sharon) 

Issues Related to Family 

Sharon shared her personal experience as a single mother and recognized that child 

care is a major concem for women students and employees. 

I single parented when my oldest daughter was young and it is very traumatic 
to the parent as well as the child. Very often single parents, and in this case 
mostly women, who are in school need their child care at strange times, 
evening, weekends and that is wiien traditional child care is not available. I 
remember moving my child around so much, to the day care center then 
some^^^ere else, and if I was lucky, maybe having time to have diimer with 
her, before dropping her with an evening care person. It doesnt work. So we 
have to have something for them. (Sharon) 

Sharon continues to juggle her schedule so that she can fulfill her multiple roles. At a state

wide meeting in Big City, Sharon was scheduled to give a presention during the morning 

session. She informed the meeting chair that she would have to delay her presentation, as she 

had to travel to the airport to pick up her teenage dau^ter. Sharon left the meeting, returned 

with her daughter, and gave her presentation. 

The lack of child care service on campus was identified by all the women I spoke 

with as an issue of concem at Valley College. This was also a concem for women in the 
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external college community. Sharon, aware of these women's concerns, advised the 

external group to make a presentation regarding their concerns at a goveming board 

meeting. During a Board meeting that I observed, a delegation of women from the county 

put forward a proposal that the goveming board consider a child care facility at Valley 

College's Hillside campus. It was after this meeting that Sharon noted that the college 

had made some progress in addressing the child care issue. 

We are getting our Head Start Program at the East Campus and I formed a 
Task Force to get moving on child care issues to see what we can do to help 
[at the Hillside campus]. And [it] is not exclusively women students, but 
many, many of them are women who need the service. (Sharon) 

Students also identified the need for some form of campus child care service for 

student parents of both preschool and school age children. One student noted "[c]hild care is 

not an issue for me personally, but I have a lot of friends w^o have problems with this. Often, 

they have to bring their children to class with them if they can't find anyone to care for 

them." Another student made a similar observatioa 

Child care is definitely an issue on campus. I know many of the reentry 
students. This is a real problem. The other thing is for moms who have school 
children. If school is out for some reason like inservice days, these moms are 
bringing their children to school with them. And that is not good for anyone, 
(student) 

Women faculty members consider the lack of campus child care facilities as a major concern 

for many of their students, especially women students. As one faculty noted, "[t]he child care 

issue has been batted around, it seems like every couple of years. And I don't know if it will 

fly this time or not It is always about insurance" (faculty). Others expressed concern that 
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many students have increased stress placed upon them and may be unable to take an active 

part in college activities if they cannot find adequate child care. 

The other issue is what we were talking about yesterday at the board meeting. 
There is no child care, and there has to be today. Our students are over thirty-
two and there are lots of returning students with families. Some of our first 
time students have never been in college. [There are] really incredible hoops 
for them to jump through, and then to fod day care for their children is more 
than a lot of students can bear, (faculty) 

At my former college, we had a day care for all our students and we ran a day 
and evening day care. All my courses run at night I fashioned it that way so 
that people woridng could go to school at ni^t I think that is realistic. Just 
on an informal poll that I did, 80% of our students work full time, so they 
need to have those ni^t hours, (feculty) 

We have a student association [for our program]. If we ask [students] to try to 
add to their educational experience by belonging to a communis- minded 
group, we again face the issue [of what do they do with their children]. There 
is so much to be gained from this experience. They formed groups and 
worked together in the community; they mentor people in the community. It 
was a tremendous experience for them [the students] because they had to 
apply what they had learned. But without the help of some sort of day care 
service, I think a lot of students are excluded of those possibilities, (faculty) 

In addition to the lack of child care, die lack of medical services on campus was a 

concern noted by one student She feh that a residential school should at least have a nurse's 

ofiBce on site. 

Personally, I hate the fact that there is no medical facility on campus. 
Nothing. You can get bandaids from Campus Safety. Maybe a nurse 
practictioner or a doctor on call. I understand that it is expensive.... but look 
at the public schools, they at least have a nurse's ofBce. We do have students 
here that are international students, and when they first come, they don't have 
a doctor. What happens if they are ill and throwing-up, unable to leave their 
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rooms? I really think we should have a medical facility here on campus. The 
student's association is looking into this right now. (resident student) 

Issues Related to Education and Awareness 

Education and awareness of women's issues and opportunities were identified as 

important issues by the women students and faculty at Valley College. It was noted, by 

individuals who grew up in the area and by women who had moved to Hillside, that the 

college is situated in a very male oriented, conservative, and traditional county. 

I've been raised in this town and it is a very male oriented... so when I came 
to the college I am happy to see there are more classes offered that have 
female authors in the English courses. I took the Women in Literature class 
and I really loved it (student) 

The student issues that I see really have to do with the areas that we live in 
[Hillside]. I had a real misconception of what [state] was going to be like 
before I moved here. For some reason I always thought it was a progressive 
area. And I was shocked by students in the class because there is still a very 
traditional view of women in [Hillside]. The students who are in my classes 
rush home and make dinner and cany Ae whole burden of the family. [They] 
are having a lot of trouble balancing what they are doing with what their 
goals [and] expectations are. They are carrying a tremendous load on their 
shoulders. As a faculty member it really is a tough subject for me to deal 
with. They will come to me with their issues and tell me how their marriage 
is falling apart; and that their husband is resentful because dinner is not on the 
table and they have to stucfy. They [women students] are trying to change the 
role they have been in; challenging the role of the traditional woman And 
that is really tough. I have seen many students that have had to break up their 
marriages to get through school, so that is a huge issue, (faculty) 

There are different services available for women on campus that mi^t ease some of 

the concerns these women have in making the transition from traditional homemaker to 
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student. For example, there is a tutoring center available free of charge to help reentry 

students adjust to returning to school. While I was on campus the Students Center displayed 

brochures describing the "Re-entry Club" that offers a meeting place and retreat for the re

entry student One student, however, noted that there needed to be more advertising of these 

programs. 

I just talked to another student N\dio didn't even know the services were free 
(tutoring). .. But I really do think woman hear the word tutoring and think, 
well, I am already coming in at a disadvantage, and I really don't want to go 
in and mark myself or label myself [as needing help], (student) 

Another effort made toward increasing the awareness of women on campus was to 

provide gender workshops for college employees this past year. There was also an extensive 

and well advertised program offered during Women's History Month at botii the Hillside and 

East Campuses. Brochures outlined the workshops and seminars that were held to celebrate 

women. The headline of one brochure read "Women's History Month. . . Celebration. . . 

Education... Action" Some of the activities during the month included panel presentations, 

classroom discussions, workshops, movies, and brown bag lunch discussions. The learning 

resource center had a list of 105 library holdings related to women's issues. The book store 

had a display of books celebrating women and gave out free bookmarks that recognized 

different women in history. The college newspaper had a full page of articles acknowledging 

women and women in history. 

The college catalog outlines several different courses that are related to women and 

women's issues. These include AnthropologyAVomen's Studies, Women in other Cultures; 
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EducationAVomen's Studies, Teaching Women's Mstory Across the Curriculum; English/ 

Women's Studies, Women in Literature; HistoryAVomen Studies History of Women in 

United States; Liberal Arts CoreAVomen's Studies, Connections, Women Worldwide; Issues 

and Options; Physical Education; Women's Individual Fitness and Intercollegiate Cross 

Country, Volleyball, and Basketball for Women; two in Sociology, Domestic Violence and 

Family and Marriage; and Women's Studies, Introduction to Women's Studies. 

Women students at Valley College are also actively promoting an awareness of 

women in education. The college proudly announced that one of their "reentry" women 

students was selected as one of twenty outstanding community college students in United 

States to be part of the All-Academic USA First Team. This is an academic scholarship 

competition sponsored by the American Association of Community Colleges, Phi Theta 

Kappa and USA Today. The student was awarded a $52,500 scholarship. A second example, 

v^iiich received less public attention, was a student's motivation to highlight women's 

science abilities. This student took the initiative to enter a team of women students in a 

science knowledge competition. Although she was disappointed in the outcome of the 

competition, she was very proud of the team and their effort 

My ego is shot right now. I was in the Science Bowl last week and our team 
lost big time. I put together this all women team. We were really good, but 
we were nervous and we shouldn't have been. So the guys won. They came 
with this attitude; they were so confident. We were all fine until they started 
the questions and then we choked. But we are going back next year, (student) 
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Issues Related to Equity 

The under-representation of women in leadership roles in higher education is 

frequently discussed in the literature related to equity. This was also an issue for the women 

employees at Valley College. They were troubled in particular by the lack of women in 

middle management positions, and the effect this had on internal college communications. 

Although two of the three deans are women, only four of the eleven division chairs are 

womea 

I don't see any disparate treatment of women at this college, women faculty 
or staff. I haven't felt in any way discriminated against or heard such a thing. 
Women play an equal role. It is interesting to note, though, that the division 
chairs are all mea I don't now why that is. However, we do have a woman 
president; we also have the [senior academic officer] on the [East Campus] 
who is a woman and that is top leadership at the college, so maybe that 
balances that out. (Program coordinator) 

[Name of faculty member] is one of the few women in middle management. 
There is heavy installation of male middle managers, and the bottom layer of 
that middle management is chairs. And the most effective [people] dealing 
with the middle management [are] the men. (faculty) 

I felt like, because of my female style, I was somewhat less accepted into the 
faculty position [when I first came here]. That has somewhat changed now, 
but it was very heavily male dominated. We have extremely strong women at 
this college, but women seemed to be dealing with issues that have more to 
do with people issues, more the principles' issues. Women don't always go in 
and really assert their voices unless Aey have a good reason. It sometimes 
leads to the governance structure being male dominated, (faculty) 

A second concern related to equity is the athletic program at the college. This issue 

was expressed as a concem by the women faculty and by Sharon. Sharon made a comment 
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during a meeting that ensuring equitable treatment for all student athletes was an issue that 

she was prepared to be stubborn about and not change her mind, regardless of any discussion. 

At the April Board meeting, a motion was carried that eliminated one of men's 

intercollegiate teams. This action was initiated in an effort for Valley College to comply with 

Title IX Gender Equity requirements. As follow-up to this action, a recommendation was 

presented and approved at the next Board meeting stipulating that the scholarship monies for 

athletes be reallocated to reflect gender equity in the distribution of funds. 

Issues Related to Advocacy 

Women faculty and staff at Valley College did not identify advocacy for women as 

an issue. Sharon remarked "I love that role of giving somebody the chance that has the spark 

and wants to move and to nuture them and bring them along. But it's not exculsively 

womea" Sharon noted that she has "[a]n excellent group of women working with her at the 

college." She also speculated that some of these women will probably leave the college 

unless they are able to find opportunities at the college, which will allow them to develop 

professionaly. 

It just happens that I probably have more women staff now w^o are ready to 
move and step into larger roles. For example, three of my staff are really 
taking major responsibiiltity for organizing the [state conference] and they are 
really doing a terrific job. (Sharon) 

Sharon has been involved in research studies done by women students and scholars who are 

investigating women in higher educationa leadership. She also particpates in various 
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Women's Institute for Leadership Development (WILD) programs and is active in presenting 

at women's higher education conferences. This year Valley Community College is 

organizing the state's annual conference for women in higher education. 

The women on campus feel that there are opportunties available to them, if they 

choose to take advantage of the different leadership roles available. 

I have had been appointed to several leadership positions here on campus.... 
I was a student representative for the planning and budget committee here on 
campus. Another thing is we had a leadership retreat here at [Valley] college 
and I was co-chair of that, myself and another girl here on campus, (student) 

I think that [Sharon] has done a little bit of personal recruiting for women in 
leadership. I haven't had any personal contact with her [Sharon] with respect 
to leadership training. We have opportunity for in-house leadership training 
like the American Management Associations has a series of courses, which 
we are offering for non credit As a full-time person you can take advantage 
of that free. So some of them have a leadership focus. However, it is not 
mandatory and hasn't been encouraged except that we receive memos saying 
take advantage of this. I haven't been sought out personally for anything, 
(faculty) 

Well, yes and no [opportunities to move into leadership roles]. I've never 
really had strong desires. Part of it is I never really had a desire. Part of it is 
because my way of handling it would fri^ten them. I am too direct and 
would want to call meetings and have discussions with no fear of the 
outcome. I am too uncontrolled. Part of it is personality and part of it is 
because I am a woman. Before there very few females on the senate, (feculty) 

Issues Related to Safety 

Safety on campus is a common concern for women students in higher education 

institutions and was identified as an issues for students and faculty at Valley College. The 
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college is unique in that it is the only college in this study that has a student resident 

populatioiL The resident halls, \\iuch accommodate approximately 400 students, are located 

behind the main collection of classroom and office buildings. It was noted that the pathways 

are not well lit and attention needed to be given to making the trek from class to residence 

safer for students. 

I believe that security needs to be tighter here. Personally, I do not like the 
fact that there are areas on campus that are not as well lit as others. It can be a 
little bit scaiy when you are walking from campus back to the residence at 
night There are bushes along the path, and you never know who might be 
there. What is needed is more lighting, (resident student) 

We have had issues of safety in the past We've had at least one rape on 
campus since I have been here. We oflfer night programs, so they [students] 
are traveling or walking to their cars or to their dorms at ni^t and it is dark. 
Do I feel safe personally, yes. But I have heard it fix)m the younger and older 
students that Uiey are afraid. There is a feeling that you shouldn't walk it 
alone. Downtown Hillside is a pretty rowtfy place at night and I don't know 
how much of that gets up to the college. That was related to one of the rape 
cases-a student had gone downtown, (faculty) 

I think you could request someone [security], but good luck finding them, 
because they tend to be out and about. That may change with security 
being out in the middle of the median. That building they are building out 
in front of the college is the new security building. I think maybe that will 
help. They [security personnel] will be out and visible, (faculty) 

The college was constructing a new security building at the front entrance. Individuals were 

hopeful that this would inprove the safety of the campus. 

Psychological safety seems less of a concern than physical safety for women at 

Valley College. The college's policy and procedure manual outlines the grievance 
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procedure that is followed if there is an official complaint of sexual harassment. None of 

the women commented on the effectiveness of the grievance process. 

Summary 

Sharon highlighted issues that impact children and indirectly women as 

important to her personal leadership agenda. The women of Valley College identified 

more specific areas that they see as concerns for women. Two concerns that were 

identified by students and employees were the lack of child care services and students' 

physical safety. Sharon and other administrators also expressed concern over the lack of 

child care for students. In an attempt to address the concerns, a Headstart program is now 

in place at the East campus and a Task Force has been struck to examine the feasibility of 

providing child care services at the Hillside campus. A reorganization of security services 

and moving the security office to a more visible location are underway with the hope that 

these actions will result in a more secure campus. 

SUMMARY 

This chapter presented data collected through interviews, participant observation, 

and document analysis at five community colleges that have women presidents. The 

essence of the data presented incorporates the process and substantive components of a 

feminist leadership agenda. Although each college and all the women involved in this 

study are unique, the data revealed that many of the women's concerns were not unique 
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to one college or one constituent group. To capture the similarities, without 

compromising the uniqueness, six categories have been used to present the information. 

The first category examines how the five presidents enact their leadership roles, within 

their specific institution. The remaining five categories outline concerns and issues that 

were identified by the women at the colleges. Data were presented under five headings: 

issues related to family, issues related to education and awareness, issues related to 

equity, issues related to advocacy, and issues related to safety. In the first category, issues 

related to family, for example the availability of adequate child care services on campus, 

were identified as major issues by the women at the five colleges. Another concern 

identified by students at two of the colleges was the lack of health care services on 

campus. In the second category, issues related to education and awareness, a common 

concern was the availability of courses and programs that were specific to women. There 

were substantially more courses, which would be of interest to women students, offered 

at the colleges where individual women faculty members took the initiative to develop 

these courses. Issues related to equity for women at the five colleges revolved around 

leadership roles at the department or division level. A shared concern for women 

employees at the four colleges in the Big City Community College District (BCCCD) 

was the lack of access for women to leadership positions at the District's senior 

administrative levels. Advocacy was not identified as a major concern at any of the 

colleges. The last category, issues related to safety, was identified by the majority of the 

women at four colleges in the study. Weaver College being the exception. These 

concerns were for the physical safety of women students and employees on campus. 
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Throughout the data collection and reporting processes, the researcher has been 

involved in an interpretative analysis of the information gathered, which is characteristic 

of qualitative research design (Ely, et al., 1991; Erickson, 1986; Merriam, 1988; Wolcott, 

1994). The data collected during this study are presented in this and the preceding 

chapter. Chapter 4. The following chapter provides a closer examination of the data and 

the data's relevance to a feminist leadership agenda. 
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CHAPTER 6 

ENACTING THE ROLE OF LEADER 

Wolcott (1994) notes that a researcher's problem statements need to always 

remain under continuous review during qualitative research. It is the end point, he 

reinforces, rather than the method or the number of interviews conducted, that is the 

measurement of a researcher's progress (404). The end point of this study is to identify 

the conceptual frameworks the women community college presidents are using in their 

roles as leaders and to assess if these frameworks are feminist in nature. Through the 

processes of experiencing, inquiry, and examining a profile of each woman president as 

leader is provided in Chapters 4 and 5. Chapter 4 is an introduction to the five women 

presidents and provides a context for the environments in which they practice leadership. 

Chapter 5 reports on the issues that women students and employees at the five colleges 

identified as concerns. How these women perceive and make sense of leadership are 

reflected in the leadership agendas which they have established. A summary of the 

presidents' leadership agendas is given in Table 4. 

Feminist leadership agendas require that a combination of the processes of 

leadership as well as the leaders' behaviors or actions be directed toward issues of 

concern for women within the organization. The ensuing discussion examines the data 

presented in Chapters 4 and 5 to discern if the women presidents' leadership agendas are 

feminist in nature. 
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Table 4. The Women Presidents' Leadership Agendas 

Leadership Agenda 
Pam • Related to Quality Management and Becoming a Learning Organization 

• Related to Spinning a Larger Web 
• Related to Conmiunications and Employee Recognition 

Rosa • Related to Preparing the Groundwork for Change 
• Related to Connecting the Internal and External Communities 
• Related to Promoting Tolerance and Diversity 

Zee • Related to the External Community: Learning to be Competitive 
• Related to the Internal Community: Leader as Caretaker 

Susan • Related to Building Diversity on Campus 
• Related to Serving the Community 
• Related to being a Teacher and Learner 

Sharon • Related to Re-structuring the College's Organizational Culture 
• Related to Preparing the College for the 21 st Century 
• Related to Reconnecting and Regaining Credibility with the External 

Community 

Analytical Framework 

To enable us to understand or determine if the agendas are feminist in nature, it is 

necessary to have a clear perception of what this leadership agenda or approach would 

look like. Previous studies have focused on examining the differences of traits and 

leadership styles of women and men, but leave unanswered the question of a leader's 

conceptual basis for enacting leadership behaviors. This study was designed using a 

feminist conceptual framework. Thus, the data will be analyzed using the basic tenets of 

feminist theory. One element of feminist theory is the belief that women are active agents 
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of change and will work to eliminate an oppressive environment. A second notion is that 

relationships are interdependent with a sharing of responsibility for actions and 

behaviors. A third concept is that knowledge is socially constructed from individuals' 

realities. In order to identify if these elements are part of a leadership agenda, the 

researcher must capture the women presidents' own understandings of leadership and 

their roles as leaders. The information in Chapter 4 describes how each of the presidents 

understand and perceive their role as leader. 

Drawing from various bodies of literature, the following discussion focuses on 

those elements that constitute a feminist approach to leadership and compares these to 

the traditional leadership approaches in higher education, as well as the what I have 

termed the emerging model of leadership. The conceptual model of feminist leadership is 

based upon Astin and Leland's (1991) cross-generational study of women in higher 

education and the scholarship of Pearson, Shavlik, and Touchton (1989), Johnson (1993), 

and Rich (1995). The conceptual model of emerging leadership incorporates the findings 

from a variety of scholars. Desjardins' (1993) research involving conamunity college 

presidents' approaches to leadership, based on Gilligan's (1982) moral orientation work, 

is one source used. Other research involving "women's ways of leading" include 

Bensimon and Neumann (1993), Helgesen (1990), BCanter (1993), Noddings, (1984), 

Rosener (1995), and Shakeshaft (1989). The traditional leadership model has been 

described by the previously cited authors, as well as in the work of Fryer and Lovas 

(1991), Bimbaum (1988), Bolman and Deal (1991), and Vaughan (1994). 
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The three models, summarized in Table 5, provide an analytical tool for 

comparing the five women presidents' leadership agendas, which allow the researcher to 

determine the conceptual basis of the presidents' agendas. The three models are 

described below using four attributes of leaders that relate to the processes of leadership; 

relational ethics, how information is processed or learning styles, communication 

patterns or interactions with others, and the direction and concentration of a leader's 

energies or behaviors. Relational ethics refers to the manner in which people view their 

world and their relationships with others and how they view and use power. In the 

femim'st leadership model, interdependence suggests that people are not isolated entities 

but that life's experiences are shared and inclusive of others (Astin and Leland, 1991). 

Through interdependent relationships, leaders and other organizational members work 

collectively toward common goals. In this leadership model, interdependent relationship 

are based on mutual respect and trust. Feminist leaders argue that "those in power need to 

give up their exclusive right to define what is good, proper, and right" (Grogan, 1996, 

175), and to share in defining what is "good, proper, and right" with the people within the 

organization. Power is viewed as something shared by everyone in the organization, and 

not residing in a position. 

The descriptors, dependent and connected, listed in the emerging leadership 

model under the attribute of relational ethics suggest that a leader forms attachment or 

web-like and caring relationships with others (Noddings, 1984). Connectedness is a 

major concern for emerging leaders when establishing relationships (Desjardins, 1993). 

A negative aspect of the emerging leadership model is that leaders can become enmeshed 
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in their relationships with others, to the extent that the leader is unable to proceed on any 

issue without others full support. Power, in the emerging leadership model, is assumed by 

the leader through others in the organization. Members of the organization are 

empowered to the extent that they have a voice in issues of concem. 

Relational ethics within the traditional leadership model focus on independence, 

implying that the concepts of autonomy and fairness are applied to a relationship and that 

objectivity and rules and regulations are important (Blackmore, 1989). Traditional 

leaders believe that fairness will be granted through a meritocratic approach in 

organizational relations. An extreme of independent relational ethics for the traditional 

leader can result in the leader being isolated from the rest of the organization. In this 

leadership model, power is granted to leaders through their position, thus power is 

perceived as power over others in the organization. 

Different learning styles are reflected by leaders in the different models. Feminist 

leaders demonstrate a preference for experiential and reflective learning, Nviiereby 

knowledge is socially constructed (Lyons, 1994). Within the emerging leadership model a 

leader becomes immersed in the information and relies on the synthesizing and bridging 

of information to formulate knowledge (Belenky et al., 1986). Leaders who follow the 

traditional model of leadership prefer an analytical and defining approach to learning 

(Desjardins, 1993). They tend to see issues in a dualistic manner, for example an issue is 

either right or wrong. The third attribute, interactions with others, describes a leader's 

communication behaviors and interactions with others inside and outside the institution. 

Feminist leaders employ convergent and facilitative approaches to interactions. There is a 
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mutuality of opinions whereby acknowledgment and respect are granted to individual as 

well as group voices (Astin and Leland, 1991). Emerging leaders demonstrate 

cooperative, nurturing, and more intimate communication behaviors (Helgesen, 1990). 

Traditional leaders adopt a competitive stance in their interactions with others, assuming 

a position of reciprocity and separateness (Desjardins, 1993). Reciprocity takes on an 

iCthen position: If I do this for you, then I will expect you to do this for me. 

The three leadership models also suggest that leaders direct their energies toward 

different priorities. In a feminist leadership approach, energy is directed toward the 

leader being a catalyst, to promoting change and improving areas where problems have 

been identified. Feminist leaders work collectively and share decision making and 

responsibilities with others in the institution. There is a converging of the organizational 

group's energies which are aimed in a common direction. Equity is an important goal as 

is improving identified problems (Astin and Leland, 1991; Johnson, 1993). In the 

emerging leadership model, energy is directed toward institutional climate and 

relationships, empowering others, and addressing a diversity of needs (Helgesen, 1990; 

Rosener, 1995). In the traditional leadership model, a leader's energy is directed toward 

the system, to securing power and identity for the institution, and toward balancing any 

opposing or challenging forces (external or internal) (Desjardins, 1993; Fryer and Lovas, 

1991; Kouzes and Posner, 1987). 



Tables. Leadership Models 

Attributes 
FEMINIST 

LEADERSHIP 
o' EMERGING 

LEADERSHIP 
TRADITIONAL 
LEADERSHIP 

Relational 
Ethics 

Interdependence; 
Inclusive; Reciprocal 
Power is given to the 
people 

Dependent; Connected; 
Enmeshed; Power is 
gained through the 
people 

Independent; 
Meritorious; 
Isolated; Power is 
gained from the 
rosition 

Learning 
style 
preference 

Experiential; Reflective; 
Constructed Knowledge 

Leaders 
exhibit 

behaviors 
irtboth 

Synthesizing; 
Emerging; 
Bridging (grey) 

Leaders j Analytical-defining; 
exhibit j Dualistic 

behaviors i (black & white) 
in both 1 

Interactions 
with others 

Convergent; Facilitative; 
Mutual; Acknowledges 
persons as well as groups 
in the organization 

modes 
but will 

be 
dominate 

in one 

Cooperative; 
Nurturance; 
Intimacy (connected) 

modes | Competitive; 
but will 1 Reciprocity; 

be Autonomy (separate, 
dominate j objective) 

in one [ 
Energy 
directed 
toward... 

Being a Catalyst; 
Collective Action and 
Responsibility; Equity; 
Correcting problems and 
addressing concerns 

Climate; Completion; 
Relationships; 
Empowerment; Inclusion 
of diverse needs 

System; Power; 
Identity; Perfection; 
Balancing of 
opposing claims 

' o indicates characteristics of one model can be reflected in another (most often leaders are dominate in one mode). 
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Relational Ethics 

Each of the five women president's leadership behaviors are described below and 

assigned an attribute that fits into one of the three leadership models as displayed in 

Table 5. The first attribute presented in Table 5. is relational ethics or how leaders 

established and maintain relationships inside and outside the institution. Para's adoption 

of Total Quality Management (TQM) suggests that as a leader she establishes 

relationships with others that are based on meritocracy and inclusion. TQM provides 

employees equal opportunity to be participants in the college's day to day processes. Pam 

reinforced this notion, commenting that a leader's role involves "[s]etting tough goals in 

partnership with employees." Rosa concentrates on establishing relationships in an 

inclusive and connected manner. She works to ensure that there are opportunities for 

both the internal and external college constituents to be involved at NorthWest College 

(NWC). Rosa's leadership agenda related to connecting the internal and external 

communities indicates that she is striving to develop connectedness among college 

constituent groups. Zoe's relationships with members of TriCities College reflect caring 

and connectedness. She is enmeshed in the college and its people, and has assumed the 

role of protector and caretaker. Susan's relational ethics focus on inclusiveness and 

connectedness with the internal and external college communities. Sharon's relational 

ethics demonstrate an interdependent and inclusive approach, which implies that there 

are joint responsibilities in ensuring positive relationships amongst college constituents. 
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She values the reciprocal nature of these relationships and believes that there should also be 

shared responsibility among college constituents in advancing the college. 

Learning Style Preference 

The next attribute listed in Table 5 describes a leader's learning style preference, 

or how they process information and develop knowledge. Pam employs the procedures of 

TQM, which fit within a more traditional approach to leadership, as a means for 

processing information. Someone using this learning style prefers to apply systematic, 

rational, and analytical standards when determining the right or wrong way of proceeding 

on an issue. Rosa projects herself as a leader who learns through the connection and 

bridging of information. Currently, she is gathering information from multiple sources 

and synthesizing this so that she can determine what NorthWest College values. Zoe 

models a learning preference that is experiential with knowledge emerging through these 

experiences. She noted that throughout her years as the leader of TriCities College she 

has been learning the meaning and role of leader. Susan projects herself as a leader who 

makes sense of information through experiential and reflective thought. Learning is 

important to Susan, as indicated in her leadership agenda related to her role as a teacher 

and learner. Sharon is also a reflective and experiential learner, constructing knowledge 

from her own social realities. She commented that the negative cultural climate at Valley 

College was a new experience for her, and suggested that she had to draw upon current 
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and past experiences to create for herself personal meaning and a reality of the present 

situation. 

Interactions with Others 

How leaders interact with others is the third attribute listed in Table 5. Each of 

the five women president's interactions and communication behaviors were identified as 

important components of their leadership role. Keeping the college community informed 

regarding the issues, priorities, and future directions of the college was done in different 

ways. Internal communications and interactions with the college community are 

important to Pam, which is evident through her leadership agenda related to 

communications. Pam does not hesitate to visit others in their offices and to interact with 

employees on a one-to-one basis. She holds '3reakfast with the President" sessions and 

invites different employees to attend. The committee structure at Weaver is also a forum for 

information sharing, as are the meetings with part-time faculty that were held each semester. 

Pam makes a concerted effort to personalize her communications with employees at Weaver 

College, addressing them by their first names, although they addressed or refer to her by her 

title. Pam's communication behaviors with colleagues during off campus meetings were 

more formal. During these meetings an adherence to the "Quality Meeting" guidelines were 

closely followed and fomial titles were used. Personal communications with individual 

college members are also important to Rosa, and she has invited the college commimity to 

walk and talk with her during the lunch hour. Women at the college noted, however, that 
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Rosa is very involved in the external community and not as readily available as the previous 

president had beea Rosa identified that the Interim Advisory Committee was an important 

element in communications at North West College. Minutes of these minutes were put on the 

Internet so that employees wiio are not members of the committee can access the minutes. 

Zoe's interactions with others at TriCities are nurturing and protective in nature. She believes 

that through personal communications she will have a better understanding of the various 

issues at the college and has made an increased effort to speak to faculty and students. Zoe 

uses the college's committee structure to keep college constituents informed regarding issues 

at TriCities. She also holds an "All College Meeting" each semester to update employees on 

various initiatives. Susan has introduced the "President's Forum" at Central College, as a 

means to open up communications between employees and the president's office. These 

forums are held several times throughout the semester. She meets on a regular basis with the 

different employee association groups as a way of sharing information and hearing their 

concerns. Sharon has also introduced a variety of communication methods at Valley College 

to keep both the internal and external communities informed of the various issues and 

initiatives at the college. She provides a regular update of college activities in each of the 

schedule of classes published, writes monthly memoranda that go to all college employees, 

and contributes regularly to the college newsletters. Sharon sees the Learning Council, which 

has representatives from faculty, students, staff, and management groups, as a tool for 

communicating with the internal college community. 

The five presidents' interactions with members of the college during meetings also 

provided insight into their approaches to communication. In the meetings I observed that 
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were chaired by Rosa, Susan, and Sharon, the presidents assumed the role of facilitator and 

the meetings were less procedurally oriented than those chaired by Para. In the four meetings 

I observed wiiile at TriCities College, the meetings were chaired by someone other than Zoe 

who took on the role of committee member. All the women employees I spoke with at the 

five colleges felt comfortable in approaching their respective presidents with any concerns 

they might have. 

Focus of energy 

The five women community college presidents presented similarities in the levels 

of energy directed toward the decision making and priority setting processes at their 

institutions. All the presidents expressed the belief that participatory decision making 

was occurring at their institutions. Pam noted that the concepts of Total Quality 

Management and learning organizations offer leaders few alternatives but to assume 

leadership strategies that have to do "with shared leadership. [Having a] clear focus on what 

it is that you are doing, and where it is that you are going, [and with] breaking down the 

hierarchy to broaden involvement of people." At Weaver College, the expanded 

involvement of people is represented through the Learning Team, which establishes the 

directions and priorities of the college. Membership on the Team includes faculty, staff, 

and administration. The women full-time employees interviewed consider the 

governance structure at Weaver to be highly collaborative. Pam's energies are also 

directed toward extending the college's web of connections and securing a identity that is 
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unique within the system, moving from "the college without walls" to "the college 

without borders." 

Rosa's energies are directed toward establishing internal and external relations 

and introducing shared decision making at NorthWest College. Rosa describes her 

approach to leadership as participatory in nature. Upon first arriving at NWC, she 

introduced changes that would "[ojpen up the place, making it much more participatory." 

Rosa established an Interim Advisory Council, which is aimed at developing the strategic 

directions for the college, and she began to meet with the deans, as a group, on a regular 

basis. Women at NWC expressed optimism that the Interim Advisory Council will evolve 

into a process that is more reflective of shared decision making than the college has 

experienced in the past. Faculty, staff, students, and administrators serve on the Council. 

Zoe's energies are directed towards developing a positive institutional climate 

and close relationships with others at TriCities. More recently, Zoe has focused upon 

establishing stronger relationships with the external community in an effort to make 

TriCities more competitive as a higher education institution. Zoe feels she is "[g]ood at 

the consensus way of doing things; there are a few things that I make the decisions [on]." 

The President's Executive Committee, which includes the deans, the faculty, 

management, and staff association presidents, the quantum quality coordinator, and the 

chair of the division chair council, come together to discuss issues affecting TriCities 

College. Zoe noted that she continues to be uncertain of the appropriate time to seek the 

contributions of the larger college conununity during the decision making process. Not 
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all of the women interviewed at TriCities believe that there are opportunities for input 

into the college's decision making process. 

Susan's energies are focused on promoting diversity at Central College and at 

correcting problems that have been identified. She is also working on finding the most 

effective and efficient governing process for Central. Susan remarked that the issue of 

shared decision making presents a quandary for her as she tries to balance college 

constituent participation with what she believes to be best for the college. "A question I 

have for myself... is trying to balance sort of the mental health of the organization with 

changes or whatever that I beheve in my judgment are best for the organization" (Susan). 

Participation in college decisions is achieved through the Planning Council. The faculty and 

staff feel that they have input into the budgetary procedures of the College and have strong 

representation in various planning groups. 

Sharon's energies are focused on developing a positive college climate through 

shared decision making and improving interpersonal relationships. Sharon, because of her 

own beliefs and the mandate of the college Board, has introduced a participatory decision 

making process at Valley College. She remarked that she "really enjoys working in teams.. . 

[in a] participatory environment" Sharon is also candid in her assessment of how well the 

new process is woridng, noting that \^Wle the employees want to be part of the process, they 

do not always want the responsibility that goes with decision making. Some of the women 

employees interviewed at Valley College believe the new process is working, while others 

feel that decisions are made by the senior administrative officers and that the Learning 

Council is merely a facade for shared decision making. 
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Another factor that is an important element of where a leader directs her energies 

is the actions she takes to address identified problems and concerns. As noted earlier, a 

leader who has adopted a feminist leadership model will direct her energies toward 

correcting identified problems or issues of concern. The next section will look at what 

the women at the five community colleges have identified as areas of concern and what 

the presidents are doing to address these concerns. Tables 6.1, 6.2, 6.3, 6.4, and 6.5 

provide a surrmiary of the concerns identified by women students and employees and the 

actions of the respective presidents in addressing these concerns. These data sets were 

presented in Chapter 5 as the issues of concern for the women students and employees at 

the five community colleges involved in this study. 

As shown in Table 6.1 students, ^ulty, staff, and administrators all expressed 

concern related to family issues and the lack of or insignificant child care services provided 

at the five colleges. Weaver College does not provide any form of child care service and has 

no plans for introducing such a service. Pam believes that many of the students' child care 

needs are addressed throu^ the distance delivery of courses and programs. There are 

currently child care programs at North West and Central; however, concem was expressed by 

all the women at the two colleges that the services are not meeting the needs of the women 

students and employees. Rosa and Susan have no plans to increase the current level of 

services. All the women at TriCities expressed concem over the closure of the child care 

center. One student noted that she would have attended a different college had she known the 

center was closing. Zoe expressed hope that with the expansion of TriCities there will be the 

possibility of once again providing child care services. At present, a child center is not part of 
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the approved expansion plans. All the women at Valley College also expressed concern 

regarding the lack of child care facilities for students and employees. The college has 

initiated a course of action to address these concerns. A Headstart program has been 

introduced at the East campus and Sharon has established a Task Force to investigate a child 

care center for the Hillside campus. 

Substantive elements related to education and awareness were of more concern to 

women students than the women employees at the five colleges (Table 6.2). The most 

piX)minent concern was expressed by students at TriCities College, all of whom felt that the 

academic advising program was of little value to them. TriCities introduced a "new advising 

model" five years ago, but it appears to be of little benefit to the current women students. A 

concern for the lack of exposure to women and women's issues in the curriculum was 

identified by faculty members at NorthWest College and Valley College. Actions taken to 

correct this problem have been orchestrated by the women faculty members who are 

developing courses that focus on women. The women at Central College did not identify this 

as an issue, which may be a consequence of the college's actions to promote women and 

women's issues actively through their course offerings, the re-entiy center, and other women 

centered activities on campus. 



Table 6.1 Substantive Issues Related to Family 

College Related to Family St* F* SS^ Ad^ Actions Taken 

Weaver 
(Pam) 

/. lack of child care facilities • • 

Northwest 
(Rosa) 

i. need for increased child care 
services 

//. lack of access to health care 
services for women students 

• 
• 

• 

a. Students Association is taking 
concern to the Interim Advisory 
Committee 

TriCities 
(Zoe) 

{. closure of child care center • • • • j. Children's Center closed in 1994 

Central 
(Susan) 

/. need to increased child care 
services 

• • • • 

Valley 
(Sharon) 

i. lack of child care services 

//. lack of access to health care 
services for resident students 

• 

• 

• • • i. Headstart program (East campus) 
Task Force created to investigate 
feasibility for center on main 
campus 

' Students identified the issue as a concern. ^ Faculty identified the issue as a concern. ^ Support Staff identified the issue as a concern. 
" Administration/Management identified the issue as a concern. 



Table 6.2 Substantive Issues Related to Education & Awareness 

College Education & Awareness St.' SS^ Ad^ Actions Taken 

Weaver 
(Pam) 

i. offer S courses related to women listed in catalog 

NorthWest 
(Rosa) 

/. few courses related to women 
//. few support programs 

for women students 

• 

• 

• /. women faculty develop courses ( 7 listed in 
catalog); advertised "Women's History Month" 

a. Student Assoc. trying to introduce new clubs 

TriCities 
(Zoe) 

/. poor academic advising 
a. need for more courses and 
support for reentry women • 

i. new "advising model" introduced five years ago 
a. reentry "program" with counselor & activities; 

2 courses listed in catalog; advertised in flyers 

Central 
(Susan) 

/. reentry center; advertised and celebrated 
Women's History Month with luncheon, 
special programs; women faculty develop 
courses (8 courses listed in catalog); WILD 
offices on campus 

Valley 
(Sharon) 

/. need to increase awareness 
of services available 

//. need more support for women 
who are leaving traditional 
roles 

• 

• 

/. Advertised and celebrated Women's History 
Month with activities; posted list of library 
resources related to women; gender workshops 
for employees; women faculty develop courses 
(12 courses listed in catalog) 

//. reentry "club" for students 
' Students identified the issue as a concern. Faculty identified the issue as a concern. Support Staff identified the issue as a concern. 
'* Administration/Management identified the issue as a concern. 

to -4 
to 



Table 6.3 Substantive Issues Related to Equity 

College Related to Equity St.' ss' Ad^ Actions Taken 

Weaver {. lack of full-time faculty • /. increased full-time faculty to 14 from 10 
(Pam) positions 

//. potential to limit access 
to programs for students 
without technology 

• 
//. hoping to have as many classes and programs as 

possible on line 

Northwest /. 4 of the 16 department • 

(Rosa) chairs are women 
a. lack of access to senior • 

positions at District level 
in. athletics programs • • 

Hi. new women's sport team 

TriCities /. 2 of the 7 department • 

(Zoe) chairs are women 
a. lack of access to senior 

positions at District level 

• • 

Central /. lack of access to senior • 

(Susan) positions at District level 
// athletics program • 

a. new women's sport team; woman athletic director 

Valley /. 4 of the 11 division 
(Sharon) chairs are women 

a. athletics program 
a. elimination of men's sport team; reallocation of 

scholarship money so it is more equitable for 
women and men athletes 

' Students identified the issue as a concern. ^ Faculty identified the issue as a concern. ^ Support StafT identified the issue as a concern. 
'' Administration/Management identified the issue as a concern. 



Table 6.4 Substantive Issues Related to Advocacy 

College Related to Advocacy St' SS^ Ad^ Actions Taken 

Weaver 
(Pam) 

i. Pam seen as a strong advocate for women by 
women employees 

a. Pam presenter at many women's conferences 

NorthWest 
(Rosa) 

/. Rosa waiting to see if Interim Advisory Council 
identifies issues related to women as a priority 

TriCities 
(Zoe) 

/. Zoe has recommended woman administrator for 
advancement in BCCCD system 

Central 
(Susan) 

i. Home of WILD; president's office sponsors 
luncheons and activities related to women 

a. Susan participant and speaker at WILD seminars 
Hi. College sponsored and organized state's annual 

women in higher education conference 
/V. Susan mentors women employees 

Valley 
(Sharon) 

i. gender workshops for employees 
a. Sharon participant and speaker at WILD seminars 
Hi. College sponsored and organized state's annual 

women in higher education conference 
/V. Sharon mentors women employees 

Students identified the issue as a concern, ^acu ty identifiec the issue as a concern. ' Support staff identified the issue as a concern. 
'* Administration/Management identified the issue as a concern. 



Table 6.5 Substantive Issues Related to Safety 

College Related to Safety St.* F* ss' Ad^ Actions Taken 

Weaver 
(Pam) 

Northwest 
(Rosa) 

/. physical safety • • /. escort services advertised in Schedule of Classes; 
telephone in parking lots 

TriCities 
(Zoe) 

i. physical safety • i. escort service 

Central 
(Susan) 

1. physical safety • /. Parking lot attendance on campus; telephones and 
security cameras throughout campus; escort 
services; safety and security awareness brochures 
throughout campus 

Valley 
(Sharon) 

/. physical safety • • /. Moving security to front of campus, reorganizing 
security services 

' Administration/Management identified the issue as a concern. 
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Issues related to equity for women within their respective colleges or districts was 

most often voiced by women faculty (Table 6.3). At four of the five colleges, it was noted 

that women were poorly rei»^nted at the department chair levels of leadership. Central 

College has the most equitable distribution of women at this level, with women occupying 

ten of the twei«y-one chairs. Another concern expressed by women faculty within the Big 

City Community College District was the lack of accessibility for women to senior 

administrative positions at the Distria office level. The Chancellor and Vice-Chancellors are 

all men, and the women employees interviewed stated that it was almost impossible for 

women to gain access to this "old boys network." Another equity issue was related to 

women's athletic programs. NorthWest, Central, and Valley were working toward making 

their college athletic programs more equitable in terms of resource allocation by introducing 

new women's sport teams or redistributing scholarship monies. 

Table 6.4 indicates that advocacy was not identified as an issue by any of the women 

at the five colleges. The women employees all considered that their respective president as 

an advocate for women in higher education Susan and Sharon were perceived as the most 

active through their support of college programs as well as external programs promoting 

women in higher education leadership. 

Physical safety was a common concern expressed by the women at four of the five 

colleges (Table 6.5). Weaver College was the exception, and it is the only college that does 

not have a traditional campus nor does it have a formal safety pjrogram. Susan and Sharon 

allocate resources to improve the safety of their campuses. Psychological safety, especially 

protection against se.xual harassment, was less of an expressed concern than physical safety. 
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Faculty members at the different colleges identified that sexual harassment was an issue on 

their campuses, but implied that it was an issue that was addressed through the college's 

grievance procedures. Central College had brochures readily available throughout the 

campus outlining an individual's rights regarding harassment 

Essential qualities of a feminist leadership agenda require a leader to discern the 

substantive issues of concern for women students and employees that need to be 

addressed. These qualities also require that a course of action be undertaken to make the 

educational environment more welcoming for women. Tables 6.1 through 6.5 indicate 

that Sharon and Susan are the two presidents who are presently directing the most 

energies toward making women feel welcome, safe, and valued in the community college 

environment. 

Conclusions 

Table 7 is a summary of the leadership attributes of the five women presidents in 

this study and indicates where these attributes fit within the three leadership models 

described above. As indicated in Table 7, no leader fits neatly into one model. Pam 

applies a blend of emerging leadership with the traditional model of leadership in her 

efforts to extend Weaver's web of connections and secure a unique identity for the 

college. Her approach to establishing relationships, both in and out of the college, is 

based on inclusiveness and meritocracy. Using the processes outlined in TQM, Pam 

models an analytical approach to learning. Communications are important to her as a 
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leader and she demonstrates openness and cooperation in her interactions with others. As 

a leader, Pam is directing her energies toward expanding Weaver College. 

Rosa's leadership behaviors suggests that she has adopted an emerging leadership 

framework as president of NorthWest College. She focuses on developing relationships 

that are connected and inclusive with the different members of the college constituent 

groups. By synthesizing information, Rosa is learning what the college community has 

valued in the past and what the hopes are for the future. Her interactions with others are 

facilitative and show concern for individuals and groups of individuals. Rosa's energies 

are directed toward establishing relationships at NorthWest College and developing a 

participatory governance structure. 

Zoe has also applied the emerging leadership model in her role as president of 

TriCities College. The relationships that Zoe forms are based on dependency and 

connectedness, and she has assumed a "leader as caretaker" role. Zoe draws upon past 

experiences to formulate knowledge. Her interactions with others reflect attributes that 

are nurturing and cooperative. Building and maintaining relationships are the focus of 

Zoe's energies as she endeavors to make TriCities a more competitive higher education 

institution. 

Susan's leadership profile includes both emerging and feminist leadership 

attributes, but manifests more characteristics in the emerging model. Like Rosa, Susan's 

relational ethics focus on coimectedness and inclusion of others, both internal and 

external to Central College. Her approach to learning is reflective, as she draws upon past 

experiences to make sense of new situations. Susan's interactions with others are open 
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and straightforward. The opinions of all individuals and interest groups are important to 

her as a leader. Susan assumes a facilitative role when working with others and directs 

her energies toward correcting identified problems. Increasing diversity on campus is a 

priority item in her leadership agenda. 

Sharon demonstrates more attributes that fit into the feminist leadership model 

than the other models. She develops relationships with others that are inclusive and 

interdependent in nature, whereby individuals have equal responsibility in maintaining 

the relationship. Her learning behaviors involve reflecting on past experiences and 

drawing upon present reality to construct new knowledge that is relevant to a particular 

situation. Sharon's approach to communicating with others involves sharing information, 

serving as a facilitator, and ensuring that groups and individuals are heard. Her energies 

are directed toward improving problem areas and developing a shared governance 

process for Valley College. 

The preceding discussion has examined the leadership characteristics of 

five women conununity college presidents to assess the conceptual basis for their 

behaviors as leaders. Pam's leadership behaviors are most representative of the 

traditional leadership model. Traditional leadership behaviors are more structurally and 

functionally oriented than the other two models described. The concepts of Total Quality 

Management, which Pam has adopted, are also bound in structural and procedural 

concepts. The leadership concepts intrinsic to the emerging model represent a fluidity 

and connectedness of people and ideas. Unlike the traditional model, there is no clear 

delineation of right and wrong, good or bad. The emerging model has been described in 



Table 7. Presidents* Leadership Attributes 

SHARON SUSAN ZOE ROSA PAM 

Relational 
Ethics 

Interdependence; 
Inclusive; 
Reciprocal 

Connected; 
Inclusive 

Dependent; 
Connected; 
Caretaker 

Connected; 
Inclusive; 

Inclusive; 
Meritorious 

Learning 
style 

Experiential; 
Reflective;Constructive 

Reflective; 
Experiential 

Emerging; 
Experiential 

Synthesizing Analytical 

Interactions 
with others 

Open; Facilitative; 
Acknowledges persons 
and groups 

Open; Facilitative 
Acknowledges 
persons and groups 

Cooperative 
Nurturance 

Open; Facilitative 
Acknowledges 
persons and 
groups 

Open 
Cooperative 

Energy 
directed 
toward... 

Shared decision 
making and 
responsibility; 
Correcting problems 

Diversity; 
Correcting 
problems 

Relationships; 
College Identity 

Relationships; 
Diversity; Shared 
Decision making 

System; 
College 
identity 

Most 
Prominent 
Leadership 
Attributes 

Feminist Emerging' with 
feminist attributes 

Emerging Emerging Traditional^ 
with emerging 
attributes 

' Most dominate attributes fit within this leadership model 
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the literature as women's preferred way of leadership. Rosa and Zoe's behaviors as 

leaders are most evident within this model. Susan also exhibits many characteristics that 

are found in the emerging leadership model. Susan's leadership attributes that are 

reflected in the feminist model include her attention to correcting problems and 

facilitative interactions with individuals and groups. A feminist leadership model moves 

beyond the concepts of connectedness, empowerment, and cooperation to a level of 

enactment. The feminist leader becomes a catalyst for change and improvement, 

respecting and expecting the involvement of others in the change process. Sharon's 

leadership attributes reflect these feminist concepts. She is working with the Valley 

College conmiimity to bring change to the college and to improve on the many areas that 

have been identified as problematic. Sharon uses a facilitative approach in getting people 

and groups to assume a collective responsibility in introducing change at Valley College. 

The most noticeable different between Sharon and the other presidents is that Sharon has 

given power to the members of the college. Her relationships with others on campus 

involve sharing the power and the responsibility for changing the organizational culture. 

The five women presidents that participated in this study each understand and 

perceive leadership differently and employ different strategies as they enact their roles as 

president Sharon is the only president in the study who projects a feminist perspective of 

leadership, wWch is reflected in how she views her world. Sharon's approaches to problems 

and situations reflected a feminist perspective, unlike the other four, even though the 

substantive outcomes (for example, policies and programs) were not all that different from 

the others. She has internalized a feminist perspective, morality, and epistemology, rather 
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than acting at being a feminist leader. Althou^ the other presidents' attributes fell within a 

continnum of some to many in the feminist leadership model, they project themselves as 

leaders who are acting out what they perceive to be good leadership, rather than having 

internalized feminist leadership beliefs. They focus on structure, and fomis and patterns of 

process, as a way to achieve product or an end result This view results in a myopic vision of 

a predefined world and of good leadership practices, \\Mch distract leaders from questioning 

experiences in a way that creates new meanings. 

When we view organizations as machine-like objects, unavoidably they 
become complexities of structure, policy, and roles. We build rigid structures 
incapable of responding.... Processes are not changed by focusing on their 
effects, structures and behaviors are artifacts. It does no good to rearrange 
them. . . There is no way to truly influence a process except to dive into its 
dynamics, those forces that give it life and that propel it to its present forms 
(Wheatley and Kellner-Rogers, 1996,37-38). 

Sharon, unlike the others, sees process and product as synonymous, a means to create new 

awarenesses of the world of \\iiich she is a part Her motivations come from her ethic of 

compassion for children and commitment to social change, ^\1lich have evolved through 

different historical and social contexts, and her "capacity to look up from oneself and out to a 

society and a future" (Astin and Leland, 1991, 83). Sharon's leadership perspective is a way 

of being rather than a way of doing; it is who she is as a person, not merely who she is as a 

leader. Her beliefs, values, behaviors reflect a feminist approach to leadership. 
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CHAPTER? 

CONCLUSIONS AND REFLECTIONS 

Conclusions and Implications 

It is evident from the research and literature reviewed in Chapter 2 that most of 

what is known about community college leadership has been learned from studies done 

by men on male subjects, which has a narrow focus and particular assumptions. In the 

past decade there has been an increasing interest in women community college leaders 

and how they approach leadership as compared with how men approach leadership 

(Desjardins, 1988; Harnett, 1994; Gillet-Karam, 1989). It was suggested in Chapter 1 that 

a research design based on a feminist conceptual framework would be appropriate in 

determining how women make sense of leadership and the leadership agendas they have 

established. This study of women leaders in higher education has two unique features. 

First, it was an examination of women community college presidents' leadership agendas 

and the conceptual basis of these agendas. And, second, it provided a comparative analysis of 

a feminist leadership model to other, more prominent, models of higher education leadership. 

The feminist concepts applied in this study extended beyond describing simplified realities of 

women leaders. Feminist concepts were also applied as an analytical aid in the exploration of 

feminist behaviors within higher education leadership. The study was designed to avoid 

merely description of the tasks or fimctions of community college presidents. Rather, the 

focus was on developing a clearer understanding of how women presidents create their 
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leadership realities and to examine if these realities fit within a feminist framework. Two 

elements of feminist leadership theory have emerged from this inquiry. First is the 

discovery that while processes of leadership behaviors may reflect feminist elements, the 

substantive or tangible outcomes of a leader's actions may not address the needs of 

women in higher education. And second, feminist leadership goes beyond identified process 

and substantive issues, to a morality and an epistemology; a way of "being" rather than a way 

of "doing." 

The conclusions that can be reached from these findings help to inform us in two 

distinct but interconnected scholarly domains: women in higher education leadership and 

women's issues in higher education. The study expands the notions and concepts of 

higher education leadership and, more specifically, community college leadership. Past 

scholarship has been highly functionalist and one dimensional. This work offers an 

interpretative and multidimensional version of leadership. It also contributes to the 

feminist literature on women as leaders and women as formal leaders of higher education 

institutions. 

I agree with feminist scholars that understanding the practice of leadership is 

made more comprehensive by considering women's experiences and their roles as 

leaders more carefully. However, my analysis of the cases of five community college 

presidents contradict the essentialist arguments of some feminist theorizing that describe 

particular women's ways of leading. Capper (In Grogan, 1996, 177) argues that by 

ascribing specific characteristics and behaviors to women and a different set to men 

scholars are "ignoring the complexities of identity among and within individuals. 
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regardless of gender." My analyses suggest that although women presidents display 

generic leadership characteristics that are described as participatory and inclusive, their 

leadership behaviors are also shaped by the gender patterning of their social 

relationships. Gender is more than a trait "[i]t is also a structure of power; it is a 

structuring process" (Houston, 1994, 130). These women practice their roles as leaders in 

an environment that has been created and shaped through patriarchal notions of 

leadership. Inherent in these notions are that women's status and authority are inferior to 

men's. Many leadership practices in higher education have been a feature of a male 

world and become associated with leadership itself Grogan (1996, 96) writes that 

"oppressive gendered practices are not generally intentional acts of oppression" rather 

they are invisible to the oppressor and "hidden in the notion of going about things as 

usual." 

The study's findings also serve to reinforce Mawhinney and LaRocque's (1995, 

238) warning of the dangers in women accepting and celebrating the dichotomous and 

essentialist views of women's ways of being in the world as caretaker and nurturer. Lips 

(1989) also cautions that it would be unwise to claim that women are 'naturally' more 

caring or nurturing than men, since these claims can lead "back into the quicksand of 

gender stereotypes" (58). We need to resist the hegemonic discourses around gender and 

leadership and acknowledge that women leaders make sense of the world and act within 

it in a wide variety of ways. The five cases presented in this study indicate that women 

make sense of their own realities in their own ways. Sharon, who reports directly to a 

Board of Governors, is the only president in this study who has adopted and implemented 
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a feminist leadership model. This is reflected by her relational ethics of interdependence 

and the focus of her energies to correct problems related to women's issues at Valley 

College. The other presidents' behaviors fit within the emerging or traditional models of 

leadership. All five of the women leaders presented themselves as in command of their 

particular college. However, women employees at the four colleges in Big City 

Community College District have suggested that all colleges within the District are 

controlled by the "old boys network" at District office. Thus, one wonders if the women 

presidents' authority is preempted by perimeters that sustain a masked but definite top-

down control within an existing patriarchal structure. Indeed, Zoe commented that the 

college agenda is not hers to determine, rather it is the Chancellor's agenda. This 

suggests that while women may have gained access to higher education leadership 

positions, they have not necessarily gained access to the authority that comes with these 

positions. Or, it could mean that these women leaders have internalized a concept of 

authority which is external to themselves. 

The cases in this study do not support the proposition that women's ways of 

leading are solely those of caring and nurturing nor are they grounded in feminist 

concepts. The emerging leadership model, which theoretically incorporates women's 

ways of leading, argues for a humanistic and cooperative leadership approach based on 

an ideology of procedures and emphasizes systematic equity through consultation and 

consensus. In practice, however, such processes merely mobilize particular biases 

(Blackmore, 1991) that include denying that women in higher education have unique 

issues of concern. These biases preclude making women's experiences public and 
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legitimate. They also preclude active pursuit of addressing women's concerns since the 

leader rationalizes that leadership processes will address all persons' concerns. What 

results is inadequate leadership actions directed towards meeting the substantive needs of 

women on campus. Although women presidents may espouse leadership that is feminist 

in nature, their actual behaviors are not necessarily consistent with a feminist 

perspective. In other words, they are acting or "doing" what they perceive to be good 

leadership. Four of the presidents in this study might argue that they practice women's 

ways of leading. But this investigation indicates that they do not practice feminist 

leadership. 

However, the five presidents, like the women administrators described below, are 

not completely predictable and there is the risk of misrepresentation wlien using any 

analytical tools to "fit" individuals into a particular leadership model. 

Women administrators have had recourse to a variety of strategies of survival, 
accommodation, and activism. Although these strategies are rarely clear and 
coherent viewed from the outside, they do represent an expression of choice 
and a grasp of the chances afforded to men and women acting within a given 
set of constraints. These strategies are not the mechanical result of submissive 
behavior or of the powers that be; nor are they completely predictable, but on 
the contrary, they are contingent Women do not all apply the same strategies, 
nor in the same circumstances. Women have their own gender-determined 
perspective on educational organizations, depending on the idiosyncratic 
coloration given them during primary and secondary socialization, on 
structural perspectives of mobility, and on the culture of their work place 
(Reynolds and Young,1995,75). 

The women community college presidents profiled in this study reinforce that each 

woman has her own perspective of higher education. 
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The findings from this study support Johnson's (1993) contention that the need 

for a feminist leadership agenda on higher education campuses remains paramount. A 

feminist agenda moves leaders beyond the rhetoric around equality to a serious 

commitment and allocation of effort, time, and resources to programs and services, 

which will address the needs of women. The issues of concern identified by the women 

in the study substantiate that women still face persistent, although more subtle, barriers to 

full and equitable participation in community colleges as students and employees. These 

concerns imply that feminist theorists as well as women practitioners and students of 

higher education must make a concerted effort to name our realities if we hope to 

understand the barriers better that continue to exist for women. It is further implied that 

when those with authority to make institutional change do so "[wjithout fully 

comprehending the message, magnitude, and consequences of the changes, the changes 

are likely to be superficial and lost within institutional structures" (Gould, 1989, 227). 

Those of us who study and work in community colleges need to reexamine our leadership 

beliefs using a feminist lense so that we can reshape the campuses into healthier and 

more balanced environments to educate and serve women. 

Directions for Future Research 

This investigation of women community college presidents has generated more 

questions than it has answered; yet, it has chartered out a course for further research. The 
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present study set out to identify the leadership agendas and the conceptual liases for these 

agendas of five community college presidents. The study was particularly concerned with 

discovering if the presidents' leadership agendas had a feminist orientation. Feminist 

conceptions of organizational agendas, structures, and processes are in their infancy. To 

advance the development of feminist frameworks used in this study, we need to continue 

to monitor patterns of participation by women in formal administrative roles so that we 

may learn how gender as a factor affects leadership and administrative outcomes and 

processes. There is a need to examine what factors contribute to the gap between leaders' 

beliefs and practices in higher education. We also need to situate personal narratives 

within historical contexts to help us understand why women leaders make the meanings 

they do out of the worlds they encounter and help to construct. We need to know more 

about ways in which a "hegemonic masculinity" (Reynolds, 1995, 13) may affect women 

as they take on more formal administration or informal leadership roles in educational 

institutions. We need to understand relationships between such elements as institutional 

ideologies, everyday practices, and official policies. We need to consider why people 

continue to resist reform efforts regarding gender equity. 

The scholarship on higher education leadership is filled with many ironies and 

contradictions. Some feminist scholars call for a feminist approach to leadership on 

campus, while others argue that it is impossible to have a feminist leadership approach 

within a bureaucratic system. Ferguson (1984, 208) argues that it is "impossible to resist 

bureaucratic domination by recruiting individual women into bureaucracies." Only 
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through collective action does she see any opportunity for changing the structure of 

bureaucratic organizations. 

Collective opposition within an organization can threaten the terms of 
bureaucratic discourse by encouraging a critical reading of power, and by 
helping the members to lose their fear of the authorities and to see as 
problematic that which the organization considers to be standard operating 
procedure (Ferguson, 1984,208). 

Yates (1993) also argues that feminist leadership is "antithetical to bureaucratic 

forms of organizations" (174). She goes on to note that leaders who adopt a feminist 

approach will most likely come into "conflict with levels of the bureaucratic hierarchy, 

which may demand certain leadership styles." Grogan (1996, 177) also notes that 

feminist leadership caimot be practiced within the existing hierarchical structures of 

higher education. These structures reinforce a traditional leadership approach. She points 

out that the challenge then is to seek out ways to introduce alternative approaches and "to 

celebrate all those who use flattened leadership models." Blackmore's (1989, 35) study 

of feminist leaders identified three differences of feminist bureaucrats from the 

traditional, rational bureaucrats. First, they tended towards a more participatory rather 

than a representative view of the democratic process. Second, these women were 

connected to the feminist movement and organizations outside the bureaucracy, which 

brought them a "communitarian nonbureaucratic base to their agenda." And the third 

difference was the "femocrates" awareness of the negative aspects of power over people. 

However, the "femocrates" also saw a positive side of px)wer, one which was described 

as emancipating. Blackmore concluded that there was no loud feminist voice within the 



291 

bureaucracy, but that feminism did provide "a space for sharing as weFl as a view of 

power which motivated them in their administrative practices" (38). 

As noted above, the scholarship on feminist leadership in traditional organizations 

is full of ironies. One the on hand, there is a call for more feminist leadership in 

hierarchical environments, and on the other hand, there is the argument that feminist 

leadership cannot exist in such an environment. This is clearly an area that requires 

further investigation and research. 

The following discussion provides a sketch of other gaps in research and scholarship 

on women in higher education leaderships. These gaps call for further investigation and 

clarification of a variety of issues if we hope to develop a fuller understanding of both 

women's needs and women as leaders in higher education. In the past, the emphasis on 

research involving women and higher education involved a more general concern for 

social justice or women's rights to equitable participation in the higher education 

experience. More recently, that concern has been expanded to acknowledge explicitly 

women's rights to their own diversity and to their own issues of concern as a significant 

dimension of equitable participation in academe. We must keep these rights in the 

forefiront of our research. We need to expand our knowledge about the experiences of 

different categories of women in different educational settings over time. We need to 

investigate the realities of women of color, lesbian women, and differently-abled women 

and identify their issues of concern. 

There are indicators that women are making some small gain in securing 

presidencies in community colleges and other higher educational institutions. With these 
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gains comes the need for comparative studies involving women in leadership roles across 

different states, different countries, and different institutional types. Finally, within the 

environment of declining resources for higher education, it becomes increasingly 

important that there be inquiry into what is happening to women's programs on campus. 

Are these, for example child care services, some of the first programs or services to be 

discontinued during times of budget constraints? 

The preceding discussion highlights that many questions regarding women in 

higher education remain unanswered. It also reinforces the need for ongoing dialogue by 

practitioners, scholars, and students within higher education institutions if we hope to 

identify and address issues of concerns of women. It is hoped that this study will 

stimulate some of this dialogue. 

Reflections and New Realities as a Researcher 

Qualitative research involving fieldwork is a highly personal experience. The 

experiences I have encountered throughout this research project have altered my 

perceptions, understandings, and realities. My perceptions of a well thought out, orderly, 

and clearly articulated project have been replaced by a reality that flexibility and 

adaptability are necessary characteristics of both the research design and the researcher. 

Like Hutchinson (1993), I "came to accept that orderly research projects may exist only 

in the reporting of them" (222). 
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I understand better the complexities of higher education leadership and how 

women leaders make sense of their roles. I also understand that there is "no clean fit" of 

a leader into one leadership model or another. Using a methodology that required 

multiple interpretations as data accumulated throughout the time fi^e of the study, I 

have had to adjust my ideological assumptions to the realities of different situations 

My understanding of feminist theory and of myself as a scholar also developed 

over the course of this project. Throughout this research involving a feminist inquiry into 

women as leaders in higher education, I was irked by two persistent tensions. One tension 

resulted from my attempts to acknowledge the particular achievements of a relatively 

small number of women leaders, without ignoring or devaluing the contributions to 

leadership offered by many other women in informal leadership roles. The second source 

of tension arose from the fact that I was studying the experiences, perspectives, and 

actions of women who have learned how to succeed according to leadership rules that 

they had no part in making and perhaps little power to reinterpret. Many such women do 

not question the nature of the rules or the assumptions that underlie them. For me to be 

critical of them, or ask them to be critical of themselves, seemed contradictory. My 

tension resulted from my respect for what the women presidents had accomplished and at 

the same time I felt anxious thinking that there was more that they could do to address 

the concerns of women in community colleges. Many feminist scholars have resolved 

this dilenmia when reporting their research by "emphasizing the positive aspects of such 

women's achievements and perspectives, or by creating spaces in which the women 

speak for themselves" (Young, 1995, 244). I have opted to try and balance my reporting 
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of the positive achievements of the presidents and those areas of concern that are still 

needing to be addressed, within the context of where the women presidents practice their 

leadership roles. 

It is good to celebrate our women leaders' legitimate accomplishments 
and to honor their beliefs, but we should take care not to over-simplify or 
sentimentalize their realities and practices. It is a truism about inquiry that 
the questions we ask have a major influence on the knowledge we 
construct and on what we ignore altogether. In our work for gender equity 
with respect to [higher] education we caimot expect or accept simple 
resolutions to complicated issues. Let us make it part of our practice to 
question our questions (Young, 1995, 252). 
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APPENDIX A 

LETTER OF INVITATION TO PARTICIPATE IN THE STUDY 

President 
Community College 
Southwest, USA 

Dear President: 

Women community college presidents are one of the most significant groups of leaders 
in higher education today. I invite you, as one of these influential leaders, to assist me in 
learning more about women's perceptions and enactment of corrmiunity college 
leadership. 

I am a graduate student at The University of Arizona in Tucson, working with Dr. John 
Levin, Associate Professor and Director, Community College Institute for Research and 
Development* and Dr. Sheila Slaughter, Professor in the Center for the Study of Higher 
Education. The subject of my doctoral research is Women CEOs in Community Colleges: 
What is their leadership agenda? 

In recent years higher education research has increasingly focused on women in higher 
education. However, most of these investigations have been quantitative in nature 
documenting the numbers and career patterns of women in academe. Few studies 
examine women leaders' perceptions of their roles, what they have established as a 
leadership agenda, how they enact these agendas, or how college constituent groups 
interpret leadership agendas. 

My goal is to inform others about the way women understand and enact their roles as 
leaders in higher education. To meet this goal I will be spending time with women 
conunimity college CEOs to gain an understanding of how women conceptualize and 
actualize their leadership roles. I am inviting all the women CEOs in [state] community 
colleges to be part of the study and would like to have you participate. 

Your personal time commitment would be small, approximately one and one-half hours 
for an interview. Other time commitment would include allowing me, as researcher, to be 
a participant/observer in your office. For example, I would like to be able to attend 
specific meetings that you would be chairing and observe you during public addresses at 
the college and other activities that you feel would be appropriate for me to attend. 
Beyond interviewing and observing women CEOs, the design of this research involves 
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data collection by interviewing constituent groups (staff and faculty and student groups) 
and document analysis (for example, college policies and procedures. Presidential 
addresses). Thus, I would need access to your college for approximately two weeks. I 
hope to do my data collection between March and June of this year. 

I believe this study is significant in that it will serve as a forum for women leaders' 
voices. It will also provide women leaders and aspiring leaders an opportunity to see 
stories and concepts that may be similar to their own and aid them in their leadership 
roles. Ideally, this research will be helpful in identifying policies and procedures that 
assist women CEOs in fulfilling their leadership agendas, thus informing and assisting in 
community college policy development and implementation. This research will also 
contribute to the body of ioiowledge on women's leadership, especially higher education 
leadership. 

If you agree to be part of the study all information obtained during my time with you will 
be treated as confidential. Specific statements will not be attributed to specific 
individuals and colleges will be referred to by fictitious names. All data will be shared 
with you during the study and drafts of the finished product will be shared with you for 
approval or modification. 

If you are willing to participate in the study, I would ask that you please return the 
enclosed "Participant Information Card" and a copy of your curriculum vitae. I have 
enclosed an addressed, stamped envelope for your convenience. I would appreciate 
hearing from you by February 23, 1996, if possible, or at your earliest convenience. 
Please let me know if you are unable to participate. I have also enclosed a copy of my 
curriculum vitae so you have some information on my background. 

If you have any questions, please do not hesitate to contact me at The Community 
College Institute for Research and Development, College of Education, The University of 
Arizona, 520-621-7951. I can also be reached by email at "mmott@ccit.arizona.edu" or 
Fax; 520-621-1875. Please do not hesitate to contact Dr. John Levin, my advisor, should 
you have any concerns that he might be able to address. He can be reached at 520-621-
1517 or by email at "jlevin@mail.ed.arizona.edu". 

Thank you for considering my invitation to be part of this research study. I look forward 
to hearing from you. 

Sincerely, 

Maxine C. Mott 
Ph.D. Student 

•Pending [Board] Approval 

mailto:mmott@ccit.arizona.edu
mailto:jlevin@mail.ed.arizona.edu
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APPENDIX B 

FORM SENT TO THE PRESIDENTS 

PLEASE SIGN AND DATE THE APPROPRIATE STATEMENT GIVEN BELOW. 

1. I have read the enclosed narrative descriptions, entitled Introducing [College name] 
and [President's name], written by Maxine C. Mott, and agree that the information 
is accurate. 

Signature 

Date 

2. I have read the enclosed narrative descriptions entitled Introducing [College name] 
and [President's name], written by Maxine C. Mott, and agree that the information 
is accurate with the exception of 

Signature 

Date 
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