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ABSTRACT 

This research addressed a need for better understanding of the relationship 

between crisis, leadership, and organizational change in American higher 

education. The first objective was to discover the meaning of a governance crisis 

and whether it was a factor in setting the organization's long-term direction; and 

secondly, to gain insight into the relationship between leadership created to resolve 

a crisis and leadership established to lead change. Results from an extensive survey 

of the literature on crisis and change were presented, as well as a typology showing 

the role of a crisis in ten types of organizational change. 

The case concerned an urban community college confronted by a crisis of 

major proportions. The situation involved the firing of the CEO, the forced 

resignations of the governing board, threats to withhold state funding, and the 

imposition of probationary accreditation status by the college's regulatory agency. 

The study centered on an analysis of key institutional documents, interviews with 

board members, CEOs, and faculty and staff, as well as the personal observations 

and insights of the investigator. The time frame for the study spanned over thirty 

years, beginning in 1966 with the founding of the institution and ending in 1998 

almost a decade beyond the actual crisis. A time series analysis was performed that 

compared dominant trends in the college's history against the patterns of evolution 

predicted by the life cycle theories of Greiner (1972) and Schein (1997). 
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On a macro level, the first set of findings related to the meaning of the 

governance crisis for the organization. One finding was that the college had 

evolved through one complete life cycle and had embarked on a new cycle of 

development. A second finding was that the governance crisis was a turning point 

for growth or decline, but more importantly, it served as the catalyst that launched 

the organization's second life cycle. A third finding was that the governance crisis 

was a factor of major significance in the organization's long-term development. 

On a micro level, the second set of findings concerned the leadership 

transition from crisis to change. One finding was that the governance crisis was not 

a "normal" crisis associated with lack of fit between the needs of the organization 

and CEO leadership style. A second finding was that the crisis served as the 

stimulant that provoked the formation of new leadership for the institution, 

consisting of the new board and CEO. A third finding was that the role of the new 

leadership was not limited to resolving the crisis. Rather it made a leadership 

transition from crisis management, to a turnaround, to change management, which 

represented significant organizational change in college governance. 

Five conclusions were offered. First, the crisis was not associated with a 

mismatch between the needs of the organization and CEO leadership style. 

Second, the crisis had meaning as a turning point for the organization, specifically 

as the corrective mechanism for reengaging the community, for halting faculty 
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involvement in the governance process, and for correcting conditions such as the 

misuse of power throughout the organization, and neutralization of the 

administration. Third, the crisis had meaning as a catalyst that prompted pervasive 

change in the institution's approach to governance by rearranging the power 

relationships among the board, the CEO, and the faculty. Fourth, the crisis had 

meaning as a stimulant and was a significant factor in the organization's long-term 

direction. Fifth, this case study confirmed a proposition that leadership dynamics 

are a function of not only of decision making but also the sources that empower the 

decision makers. 

Further research was recommended in three areas. One area for future 

research was investigation into the organizational behaviour of subgroups at a level 

below such concepts as "climate, values, or community college philosophy". A 

second area for future research was periodic analysis of the organizational life cycle 

for comparison against this case study. The third area recommended for future 

research was analysis of faculty staffing and loading patterns which could yield 

important insights into the distinct nature of community college culture. The final 

recommendation was to establish standards for individuals seeking a position on the 

governing board and for the undertaking of efforts designed to inform the county 

electorate as to the relative contribution that each candidate might bring to the 

board as part of a civic duty. 
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CHAPTER I 

INTRODUCTION 

"Knowledge is what we get when an observer, preferably a 
scientifically trained observer, provides us with a copy of reality that 
we can all recognize." —Christopher Lasch, historian, social critic, 
and author. Haven in a Heartless World (Woods, 2000). 

Overview of the Chapter 

This chapter provides a description of the case, my rationale for undertaking 

the study, a statement of the problem, and my theses, objectives and research 

questions used to guide the investigation. The chapter also outlines the significance 

and limitations of the study, and provides background on my skills as an 

investigator. 

Description of the Case 

This case involved a multi-campus urban community college confronted by 

a governance crisis of major proportions. At one point in the crisis it was 

questionable whether the organization would survive. A succession of very public 

events seemed to test the foundation of the organization. Central in the crisis was a 

shakeup that involved firing of the CEO, forced resignations of all but one 

governing board member, and appointment of a new board of governors. This 

shakeup was accompanied by a threat from the state board of directors for 
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community colleges to withhold state funding, and the imposition of probationary 

accreditation status by the regional accreditation association. In terms of the 

bottom line, the college's public image suffered and although student enrollment 

was sustained during the crisis, in the aftermath, enrollment spiralled downward. 

The formal notification from the accreditation association cited four major 

reasons as the cause for probation. First, there were continuing serious disputes 

among members of the board that damaged credibility and prevented the board 

from conducting business in an appropriate and effective manner. Second, there 

were allegations of misconduct and misuse of public funds by board members that 

led to investigations by the state community college board and the state attorney 

general that disrupted the normal business of the governing board. Third, there was 

an apparent inability on the part of the board to differentiate between policy-making 

and administration, thus disrupting the general operations of the college. And 

fourth, there was a failure of the institution to make progress in replacing interim 

appointments with permanent appointments in a large number of positions, 

threatening the overall effectiveness of the institution. 

Following the dismantling of the organization's top leadership, the newly 

formed governing board had the task not only of managing the crisis, but of 

replacing the CEO who had been fired and reinstituting a functional governance 

process. The CEO was not replaced through a regular search process, instead a 
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crisis manager was identified and appointed from within the organization. The 

immediate situation demanded that the new governing board and interim CEO work 

collaboratively to address the governance crisis. Once the crisis was stabilized, a 

regular selection process was instituted by the board via an external consultant 

group. After hiring the new CEO, the board worked in collaboration with him for 

full restoration of accreditation status and for the passage of a $ 140 million bond 

issue to strategically position the organization for future growth and expansion. 

Rationale for the Studv 

The rationale for undertaking this case study was based on a desire for 

insight into the meaning and significance of an organizational crisis, which I had 

experienced first-hand. Although I did not directly participate in the events related 

to the crisis, my interest was peaked somewhat like a seismologist observing a 

volcano close-up. As an organizational phenomenon, I wondered why the crisis 

had occurred and what was it's meaning for the organization? Was it simply the 

result of politics between vested interest groups? Or did it have some greater 

significance for the organization? The analytical basis for the study came from my 

understanding of leadership dynamics in the American Indian community in which 

I grew up, and, in brief, can be articulated as follows. 

The Chief can only accomplish what the Council agrees can be done. 

The Council is established by the tribe and answers to the people. 
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Decisions take shape aiound what is perceived as the consensus and 

will of the people. The only real power that a Chief has comes from 

the Council and the only real power that a Council has comes from 

the people. The Chief must take calculated risks and be able to 

deliver on them. The Chief and Council must be ever mindful of the 

wishes of the people and listen to them. The people retain their right 

to withdraw support at any time. As long as the people are satisfied, 

power is freely given to the leaders and conflict is avoided. When a 

crisis takes place in a native community, the Chief and the Council 

are the ones held responsible. 

Out of this perspective, complemented by literature studied in my doctoral work, I 

decided that the governing board and the CEO of the organization should be the 

focal point for the study. 

Statement of the Problem 

Views on the exact nature of a "crisis" are varied among researchers and 

scholars. Broadly defined, a crisis involves "a turning point" for better or worse 

that typically is marked by a high degree of risk and uncertainty (Fink, 1986). 

Beyond this general definition, the descriptors of a crisis include disaster, 

dysfunction, violation of vision, inevitable, preventable, and catalyst for growth or 

decline. Additionally, Clark (1984) asserts that a crisis presents the opportunity for 
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a major shift in the organizational saga, and can be a key factor in building 

consensus about the direction of change. A deep crisis, according to Clark, often 

creates some of the conditions of a new organization and tends to catch the 

attention of the reformer looking for an opportunity, as he illustrated in three 

selective liberal arts colleges. Yet seldom in American higher education has crisis 

been studied as the precursor of successful organizational change, particularly in the 

case of community colleges. Typically, It is regarded as a ripple in the steady state 

or as the manifestation of deeper systematic problems. 

Views on the basic nature of organizational "change" are also quite 

divergent among researchers. Broadly defined, organizational change also 

involves a "turning point" (Levy, 1986) that necessitates a shift or separation from 

"the old to the new" (Kanter, 1983; Fanner, 1990). An emerging lexicon to describe 

organizational change Includes revolution, evolution, paradigm shift, merger, 

takeover, turnaround, rejuvenation, and transformation. In short, there is no one 

comprehensive, verified theory of how organizational change takes place in higher 

education (Nordvall, 1982). Moreover, the concept of "planned" versus "forced" 

change sharply delineates the academic sector from the corporate sector In the 

literature. The academic sector regards change as an orderly event that must be 

planned and its value called into question and contemplated. By contrast, the 

corporate sector regards change as a natural response to the conditions of chaos and 
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uncertainty, that calls for immediate, forced decisions that demand action rather 

than thought. 

A review of the literature shows a limited range of conceptual frameworks 

offering insight into the connection between crisis and change (Levy, 1986; 

Huczynski, 1987; Pauchant and Douville, 1993). Yet, few organizations have 

escaped the challenge of dealing with crisis or reinventing themselves for the 

purposes of survival. In regards to the private sector, much is known empirically 

about the management practices associated with crises and change. But due to the 

dominant focus on managerial practices, much less is known theoretically about the 

nature of a crisis and the process of change. That is all the more true in the higher 

education sector, although much has been written in the past decade about 

reengineering and organizational change. The problem that this study addressed 

was the need for a better understanding of the relationship between crisis, 

leadership, and change in a community college setting. 

Theses and Objectives 

As I struggled with formulating a plan for the investigation, it became clear 

that my concept for the study had crystallized as two propositions requiring 

multiple levels of analysis. First, on the macro level, my thesis was that a 

governance crisis served as a catalyst for change and, in so doing, was a factor in 

the institution's long-term organizational development. Second, on the micro level. 
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my thesis was that a governance crisis led to organizational change in the form of a 

new leadership team of decision makers for the institution. 

Two broad objectives were established to explore the propositions. Simply 

stated these were: (I) to discover the meaning of the governance crisis and 

whether it was a factor in the organization's long-term development; and (2) to gain 

insight into the relationship between leadership created to resolve a crisis and 

leadership established to lead the institution into the future, a changed enterprise. 

Research Questions 

To pursue the objectives of the study, the following research questions were 

formulated to guide the data collection and data analysis, with the development of 

more specific follow-up questions done when warranted by a need for more 

information. This approach facilitated the need to probe deeper into the topics of 

crisis, governance, leadership, and change when the opportunity to do so presented 

itself. The four basic research questions that directed the study were: 

1. Why did the governance crisis occur and what was its meaning for the 

organization? 

2. How was governance influenced by the crisis? 

3. How was CEO leadership affected by the crisis? 

4. What was the effect of the crisis on organizational change? 
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Significance and Limitations 

The significance of the study was fivefold. First of all, the effectiveness of 

college governing boards has become an issue that is of increasing concern for 

accreditation regulators, as noted in the higher education literature (Chait et al., 

1996). Underscoring the timeliness of the issue, regional accreditation associations 

over the past four years placed 28 colleges and universities on probation and 

another 53 received warnings for deficiencies related to governance or management 

of the academic program (Yates, 2001). Second, as noted earlier, change in the 

corporate sector is regarded as a natural response to conditions of chaos and 

uncertainty; whereas the academic sector tends to view it as a planned and orderly 

process. Unlike much of the existing research, this study explored the usefulness of 

corporate sector models to explain the nature of crisis and change in an academic 

setting. Third, the study examined the role of a crisis as a turning point, which is a 

conventional approach to studying a crisis, but it also went a step further and 

examined it as a catalyst for organizational change which is not the usual approach 

taken in an academic setting. Fourth, the study provided insight into the use of 

organizational diagnosis as a tool for "would be" agents of change. And finally, a 

fifth significance is that the study provided a rich description of culture, change, 

and conmiunity college leadership over a significant period of time. 

One limitation of the study was that the research centered on the conditions 



surrounding a crisis with no attention paid to more deliberate types of 

organizational change. Another limitation was that the study adopted the "upper 

echelons" perspective of leadership articulated by Hambrick (1987). Using this 

particular approach, the focus of the study was on the strategic decision making 

role of the CEO, the top management team, and the governing board rather than the 

faculty, staff or middle managers. A third limitation involved the problem of 

viewing the phenomenon retrospectively. Weisberg, Krosnick, and Bowen (1989) 

have noted that attitude recall has been shown to vary for survey respondents when 

asked about their past attitude toward an event as compared with their current 

attitude toward that event. The fourth limitation related to the problem of matter of 

asking questions about highly sensitive topics. Although people can usually report 

their viewpoint accurately, they are sometimes unwilling to do so to save face and 

remain respectable in the eyes of the interviewer (Weisberg et al., 1989). 

Skills of the Investigator 

For approximately eight years, I have been the primary researcher for 

investigations involving students, faculty, staff, and administrators for the fifth-

largest multi campus community college in the nation. My training and expertise is 

in the gathering of evidence for cases involving allegations of illegal practices. As 

a dean of students and as an affirmative action officer, my findings have provided a 

legal basis for terminations and sanctions involving faculty, staff, and students. 
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Due to the quasi-judicial nature of this type of investigation, my results have been 

scrutinized by the state attorney general's office, federal enforcement agencies, and 

courts of law. My success as an investigator rests on strong investigation skills and 

an ability to sustain objectivity. On a more personal level, I am Ojibway and 

growing up as a Native American has required that I learn to understand the nature 

of how things work from at least two perspectives, native and the mainstream. That 

has made me a more sensitive observer of social phenomena. 

The next chapter surveys the literature to determine what is known about a 

crisis as an organizational phenomenon. For instance, what does a crisis mean for 

an organization? Is it the manifestation of some deeper systematic problem as 

some research suggests? Or is it a ripple in the steady state and a precursor to 

significant organizational change? 
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CHAPTER 2 

REVIEW OF THE LITERATURE 

Introduction 

This chapter examines the question "Does the study of a turning point in a 

crisis situation, bear some semblance to the study of a turning point involved in 

organizational change?" In the course of exploring this question, I discovered two 

divergent streams of organizational scholarship, one developed specifically from 

the study of crisis and another established from the study of change. The literature 

was reviewed with the goal of acquiring insight into the meaning and significance 

of crisis as an organizational phenomenon. From an analytical perspective, my 

attention was directed to the concept of the "tuming point" as depicted in the two 

divergent bodies of literature. 

The chapter is organized into three parts. Fart one is a review of the 

literature on organizational crisis. My analysis of the crisis literature distinguishes 

crisis as a tuming point, indicates the various phases associated with a crisis 

situation, and describes some of the more common leadership approaches used in 

times of crises. Part two is a review of the literature on organizational change. My 

analysis characterizes crisis as one aspect of the change process involving a tuming 

point, unfreezing and a paradigm shift. My review also provides an overview of 

change models, presents a typology of ten types of change, and highlights 
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leadership approaches used in times of change. Part three is a synopsis of the 

current state of the literature. Two important observations are offered based on my 

review of the scholarly works related to crises and change.. 

The Literature on Organizational Crises 

Crisis as a Turning Point 

Simply put, an organizational crisis is an event or situation that has the 

potential to negatively affect the reputation and business operations of an 

organization (Caponigro, 2000). It also invokes the idea of a turning point or 

critical juncture for an organization (Fink. 1986) and a need for crisis management 

or a set of actions undertaken to remove the risk and uncertainty from a highly 

volatile situation. Crisis as a concept is not new. It can be traced back to the Greek 

meaning of "a critical event" requiring that a decision be made (Bejin and Morin, 

1976), to the Chinese meaning of "danger" and "opportunity" (Fink, 2000), and in 

more recent times to "normal accidents" resulting from high-risk technology 

(Perrow, 1984). 

As the popular business press and consultants chronicled the human 

response to large scale disasters, mega crises gave rise to much of the available 

writings on organizational crisis; Tylenol's cyanide poisonings. Union Carbide's 

gas explosion, NASA's Challenger tragedy, Edison's Three Mile Island nuclear 

disaster, Exxon's Valdez oil spill, and ValuJet's air disaster. These events 
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established crisis management as a new and rapidly developing field in the study of 

organizational management. A recent review, for example, found that 80 percent of 

existing literature has been published since 1985, confirming the state of "infancy 

of the field" (Pauchant and Douville 1993). 

Due to its recent development, the study of crisis management lacks an 

overall conceptual paradigm, is highly fragmented, covers a wide-range of complex 

variables, and has been studied through the lens of numerous disciplines including 

economics, history, psychology and philosophy (Pauchant and Douville, 1993). 

Few data-based studies exist, and the more analytical works result from attempts by 

researchers to synthesize anecdotal information. Practitioner-oriented rather than 

theoretical, these works derive primarily from consultants hired to resolve crises 

for large corporations and governmental entities. For example, Steven Fink, author 

of one of the first books on crisis management, served on the Three Mile Island 

crisis management team while employed in marketing and public relations by the 

Pennsylvania state government (Fink, 2000). 

Researchers and scholars in the field occupy different camps when it comes 

to describing the exact nature of a crisis. One view is that crisis is "inevitable" and 

can occur at anytime to any company, large or small, public or private but with 

proper advance planning there can be a "positive side" to a crisis (Fink, 2000). 

Another view based on systems theory depicts a crisis as a dysfunction that 
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threatens the system as a whole and requires organizational diagnosis for "advance 

preparation" (Pauchant and Mitroff, 1992). In this view, a crisis is also seen as a 

potential avenue for fostering growth and vitality for the organization (Hoverland 

and Rohm, 1986). A third perspective maintains that a crisis is "preventable" by 

understanding the key elements of a current crisis and by formulating guidelines to 

help managers design, undertake, and organize the learning process to prevent a 

crisis in the future (Lagadec, 1993). 

Finally, a fourth view holds that a crisis can provide the stimulus for 

organizational change. Silva and McGann (1995) see crisis as a "violation of 

vision" that can regenerate an organization by forcing management to focus, 

innovate, and reevaluate everything the culture believes and does. Hurst (1995) 

expands this view and proposes that there are times when managers need to destroy 

the system in an act of ethical anarchy "to create deliberate, preemptive crises in 

mature, successful organizations" enabling the organization to renew itself. And, 

Hutchins (1996) hypothesized from a particular case that the solution to a 

navigational crisis of a large ship losing power upon entry to a harbor was the result 

of "adaptation or evolution" not design, and that workers learned the solution after 

it came into being. 

Phases and Criteria Related to a Crisis 

Described extensively in the literature, the phases of a crisis range from 
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simple to complex. A simple chronological sequence involves three periods 

categorized as before the crisis, during the crisis, and after the crisis (Crandall and 

Menafee 1996). Fink (2000) describes in more detail, the "anatomy of a crisis" 

which involves the precrisis or warning stage; acute crisis or the eruption of the hot 

spot (which is what most people call the crisis); chronic crisis or the aftermath 

involving recovery, self-doubt, self-analysis, and healing; and finally the crisis 

resolution or a restoration to business as usual. 

More complex typologies offer explanations of the leadership challenges 

that accompany each phase. For example, the initial phase begins with a danger 

that the organization's leadership will be discredited; a thinking and mobilizing 

phase which can give the leadership a foothold on the slippery surface of the crisis; 

and a strategic action phase which corresponds to managing the crisis (Lagadec, 

1993). 

Specific elements have also been highlighted that define a crisis. One such 

"litmus test" involves application of elements drawn from the analysis of past crisis 

situations. A management crisis is any situation that runs the risk of escalating in 

intensity; falling under close media or regulatory scrutiny; interfering with the 

normal operations of business; jeopardizing the positive public image; and 

damaging the company's bottom line in any way (Fink, 2000). Another set of 

elements pinpoint a crisis as a situation necessitating quick decisions; when 
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inaction is likely to produce undesirable consequences; when a limited number of 

options exist; when inappropriate decisions may have far-reaching implications; 

when groups with conflicting objectives have to be dealt with; and ultimately, when 

the chief executive becomes directly involved (ten Berge 1990). 

Leadership in Times of Crisis 

Leadership in times of crisis requires that someone take control of the 

immediate circumstances related to the crisis (Fink, 2000). The fundamental 

leadership role in crisis management is described as "making judgments, redefining 

standards, establishing options, defining strategies, remodeling power relationships, 

and sticking with a position when the conventional framework has become 

completely obsolete."(Lagadec, 1993). Crisis management strategies reported in 

the literature clearly separate the content of a crisis (action decisions) from the 

mechanics of a crisis (the plan). A leadership dilemma occurs in deciding between a 

team or an individual to handle a crisis. 

Team play is said to work best "when a motivated group addresses the crisis 

with focus, unity, and cooperation" (Silva and McGann 1995). Creation of the 

crisis management team to deal with the "content" of the crisis includes identifying 

the players, the points of contact, and establishing a basis for all subsequent action. 

Typically the team consists of senior management, the chief financial officer, public 

relations, security, legal counsel, and depending on the type of crisis, additional 
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technical people (Fink, 2000). Since the team's function is to coordinate 

organizational efforts, it is imperative that it has direct access to the board of 

directors (Lagadec, 1993). 

Of secondary importance, but extremely significant, is the formulation of a 

crisis management plan. The plan provides step-by-step detail on the actual 

mechanics of the crisis. Its purpose is to eliminate confusion, specify what is 

needed, and let everybody know who is responsible for what actions (Fink, 2000). 

Interestingly, although a team approach receives emphasis in the literature, high 

profile individuals dubbed as crisis management "stars" have increasingly taken 

center stage and are seen as possessing a golden touch when it comes to managing a 

crisis. 

Leadership styles associated with crisis management are illuminated 

through archetypes that Silva and McGann (1995) label as the number cruncher, the 

spin doctor, and the white knight. The "Number Cruncher" engineers a financial 

turnaround by making key negative numbers go positive. The ruthless slashing 

tactics carry the risk of cutting not just the fat but the heart and soul out of the 

organization. The "Spin Doctor" manipulates perception and takes the approach 

that a crisis ends when public attention ends. The shortcoming is that the crisis may 

drop out of sight, but it continues to smolder until it reaches the flash point again, 

often exploding into a full-scale disaster. The "White Knight" rescues a threatened 
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organization and gets it to do what it should have been doing all along. For the 

magic to work, conditions must be troublesome but not disastrous. Practitioners of 

this style seldom solve problems permanently, but merely catch the same problems 

as they circle round and round (Silva and McGann, 1995). 

The Literature on Organizational Change 

Change as a Revolution 

Change management is a major component associated with the management 

revolution currently sweeping organizational environments, and refers to the 

managerial practices designed to cope with conditions of unpredictability and 

uncertainty. This revolution has been portrayed as one of decline, bankruptcy, and 

mergers (Keller, 1983); one in which organizations must evolve and adapt to 

chaotic conditions to survive (Peters, 1991); and, one in which past organizational 

structures, dynamics, and leadership are challenged (Baker, 1992). Broadly 

defined, change management involves a drastic departure and separation from old 

organizational practices and involves the transition to a new approach to be 

undertaken by an organization. 

Implied is the concept of revolution which has been addressed quite 

succinctly in the literature. For example, in the scientific conrununity, Kuhn (1970) 

described revolution as a "paradigm shift" or setting aside of an old framework in 

favor of a new one. In the corporate world, Kanter (1983) characterized 
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revolutionary change as the "crystallization of new action possibilities" based on 

reconceptualized patterns in the organization. In the academic world. Farmer 

(1990) portrayed change as "preserving what is most valuable in...tradition" while 

simultaneously initiating "purposeful action taken to accomplish something new." 

Scholars in higher education such as Tiemey (1999), Eaton (1995), and Mortimer 

and Tiemey (1979) have also contributed to the emerging lexicon that includes 

merger, takeover, turnaround, realignment, reengineering, restructuring, 

rejuvenation, revitalization, renewal, and transformation. 

Change Models 

Change models seek to capture the cause and effect relationships underlying 

organizational change and also describe the stages involved in transfiguring from 

the old to the new. The models are derived from four different theoretical 

orientations: systems theory, organizational development (OD), organizational 

symbolism, and cultural evolution. Decrying a lack of theory, researchers note that 

an understanding of the basic nature of organizational change is constrained by a 

lack of adequate conceptual frameworks (Norvall, 1982; Levy, 1986; Huczynski, 

1987). Theory attempts to explain why things happen, whereas models are 

representations of patterns of already existing events that can be replicated (Hersey 

and Blanchard, 1993). The value of theory over practice is that "theory is light-

footed...it can adjust itself to changing circumstances, think out fresh combinations 
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and possibly, peer into the future" (Huczynsld,1987). 

By far, systems theory has been the most dominant framework applied to 

organizational change. The value of systems theory is that it provided the 

foundation for research on the internal mechanics of change. Lewin (1958), in one 

of the earliest constructs of the change process, identifies three stages: 

"unfreezing" which stimulates recognition of the need for change; "change" 

involving modifications of people, task, structure and/or technology; and 

"refreezing" which institutionalizes or rejects the change. Isabella (1990) updated 

the Lewin model by adding the dimension of managerial response throughout the 

three stages. Along the same lines, Kanter (1983) views change as an "innovation 

cycle" consisting of four phases: problem identification, coalition building, 

mobilization and completion, which results in innovation and a participative 

collaborative style. Finally, using an open system perspective. Levy (1986) 

explored second-order planned change and characterizes the change process as a 

"paradigmatic"shift involving four developmental stages: decline, transformation, 

transition, and stabilization. 

A second framework applied to organizational change is the organization 

development approach (OD). The value of the organizational development 

approach is that it emphasized the use of diagnosis and planning in the study and 

transacting of organizational change. Beckhard and Harris (1987) rely on data 
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gathering and diagnosis as tools to inform a series of interventions designed to 

change the organization. The change process is depicted in terms of a future state 

which involves goal setting and defining the desirable conditions desired after the 

change has occurred; the present state which is a period of diagnosing, planning 

and initiating the interventions; and, the transition state during which the actual 

change takes place. Likewise from a consultant-practitioner perspective, Rashford 

and Coghlan (1994) describe seven interventions required in complex 

organizational change: disconfirmation, initiation, maneuvering, integration, action, 

follow-through , and sustaining the change. 

A third framework applied to organizational change is the organizational 

symbolism perspective. The value of the organizational symbolism perspective is 

that it focused attention on the human aspects of change which was a major shift in 

the research on change. Clark (1984), who studied change in selective liberal arts 

colleges, conceptualizes change metaphorically as a "saga" that reconstructs history 

and functions as a key symbolic component of organizational culture. Management 

of change through the saga is described as "initiation" and occurs in three distinct 

settings; the new organization with no established structure or customs; the 

established organization in a crisis; and, in the established organization ready for 

evolutionary change. 

Interestingly, some research suggests that changing the cultural assumptions 
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in an organization pertains more to the function of leadership than to management. 

Mohan (1993), for example, views change as the task of a leader to "reframe" the 

organizational context, thereby altering the form and content of the organization's 

symbolic field. Once engaged in reframing, the leader effects change through a 

threefold process described as embedding, transmitting, and reinforcing. 

A fourth framework applied to organizational change is the cultural 

evolution approach. The value of cultural evolution theory is that it reflects a 

temporal dimension which was another shift in the research on change. Schein 

(1997), who pioneered work on organizational culture and change, employs a 

biological growth metaphor to theorize that organizations evolve through a life span 

of three stages: growth, midlife, and maturity. These developmental stages 

establish the unfreezing forces, the change mechanisms, and the leadership role 

necessary to produce change. 

In a similar vein. Dyer (1985) utilizes an evolutionary life cycle metaphor to 

represent the complex processes and conditions underlying cultural change. The 

change process is depicted as a six stage cycle that addresses crisis, leadership 

changes, conflict, and the conditions under which culture change is likely to occur. 

Even more specifically, Greiner(l972) focuses on change in growing organizations 

and proposes a life cycle model that includes five growth phases which are defined 

by a leadership crisis and a revolution, and account for crisis, growth, management 
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style, and change. Beatty and Ulrich (1991) focus on change in mature 

organizations and propose an evolutionary life cycle model that utilizes an 

"hourglass metaphor" to portray the change process and the interplay of life cycle, a 

turning point, and culture change. 

These four conceptual frameworks indicate that there is no one 

comprehensive theory to interpret and explain the complex relationships underlying 

organizational change, and furthermore that the theoretical stages and sequences 

used to depict the change process vary significantly depending on the model from 

which they are drawn. 

ATvpolosvof Change 

The following typology has been synthesized from the literature and depicts 

ten types of organizational change, each with a different set of characteristics and 

meanings. Little disagreement exists about the beginning of the dynamics of 

change. Change begins with a person, a statement, or an important event. There is 

much less agreement about the process of change and the role of a crisis in change. 

(See Appendix A for an illustration of the typology). The magnitude and strategic 

direction of a change effort is difficult to assess while in progress, and even more so 

in retrospect and upon completion. The difficulty in evaluating the nature of change 

and the result of a change effort is that "success is in the eyes of the beholder" to 

quote an old truism. 
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One type, unplanned change, is similar to the turning point of a crisis and 

occurs spontaneously, without a change agent's direction and may be disruptive or 

beneficial. Besides not being deliberate, it is externally induced and originates 

from outside of the system experiencing the change. The goal in managing 

unplanned change is to act immediately, once the change is recognized to minimize 

any negative consequences and maximize any possible benefits (Schermerhom et 

al., 1991). In like manner, forced or managed change is caused by uncontrollable 

events and is usually greeted by a whole spectrum of negative emotions from 

uncertainty and anxiety to fear and outright hostility when the ultimate direction 

and magnitude are unknown (Nordvall, 1982). 

A second type of planned change happens as a result of specific efforts by a 

change agent and originates from a deliberate decision by the organization to 

engage in change and improve its functioning. Planned change is a direct response 

to a perceived performance gap that involves a discrepancy between the vision and 

actual state of affairs and may represent problems to be resolved or opportunities to 

be explored (Schermerhom et al., 1991). A key aspect is that it involves external or 

internal professional guidance and a strategy of collaboration and power sharing 

between the change agent and the client system (Levy, 1986). In contrast to 

unplanned change, it is usually greeted more positively. Feelings of enthusiasm, 

hope and cooperation are created by the knowledge that there is some element of 
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self-determination and personal involvement in the impending change (Nordvall, 

1982). 

A third type, top-down change is a more traditional approach to change, 

where diagnosis of problems, causes, and solutions is done by management at the 

top of the organization. Managers diagnose the problems, implement the changes, 

and then institutionalize the changes. The rest of the work force is informed about 

the change effort only when it is underway. Involvement is little more than an 

attempt by management to promote buy-in or ownership of the problem as defined 

by management (Northcraft and Neale, 1990). In contrast, a fourth type bottom-up 

change is described as an alternative to the traditional approach. A defining feature 

of this type of change is that it is process focused rather than problem focused. 

Through a series of interventions, the organizational development approach (also 

known as OD) involves virtually the entire work force in all phases of change 

including diagnosis of the problem (Northcraft and Neale, 1990). 

The fifth type, innovation, refers to the process of bringing any new, 

problem-solving idea into use including new policies, new behaviors, new patterns, 

new methodologies, new products, or new market ideas. True innovations, not 

mere improvements, typically require seeking more information than the manager 

routinely has, such as getting budget increases or redirecting resources away from 

where they had been allocated, and most importantly, forging alliances with 
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officials who must be convinced that the project is what the organization needs 

most at that moment (Kanter, 1983). 

The sixth type, incremental change, as suggested by the term, is gradual and 

occurs as a form of adaptation made by an organization to a continually changing 

environment (Mintzberg, 1978). Somewhat similar, a seventh type, strategic 

change, is often gradual, continuously altered by people, and involves the 

realignment between the organization and its environment in order to effect the 

achievement of goals (Eneroth and Larsson, 1996). One source suggests that the 

typical time frame required to change a company or organization is five to seven 

years, as reported by Zerox, General Electric, and the academic and consultant 

literature (Jick, 1992). However, another source suggests that experienced change 

managers talk in terms of five to ten years for any substantial change project to 

occur (Schein, 1997). 

An eighth type, global change, is by contrast more rapid and occurs at times 

of crisis when the organization gets out of line with its environment (Mintzberg, 

1978). A ninth type is often depicted as the "evolutionary-revolutionary" 

dichotomy. "Evolutionary" change applies when an organization makes incremental 

adjustments in strategy, structure and/or systems, whereas "revolutionary" change 

occurs in response to major environmental or strategic choices that require 

simultaneous sharp shifts in strategy, power, structure, and controls (Tushman and 
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O'Reilly, 1996). 

The final type, first-order and second-order change, provides an 

overarching framework that draws together the relevant variables represented in the 

other forms of change. First-order change is depicted as somewhat superficial in 

the sense that it consists of minor improvements that naturally occur as a system 

grows and develops. It takes place when people in an organization do more or less 

of something that they are already doing, and an option exists to go back to the 

drawing board (Bateson, 1979). Defined more specifically, first-order change refers 

to changes in one or two dimensions of organizational activity, incremental 

changes, rational or logical change, reversible change, changes that do not alter the 

world view, and change within the old state of being (Levy, 1986). 

Second-order change, on the other hand, is synonymous with cultural 

change and requires a change in basic assumptions. This form of change is deep, 

complex, and difficult because what is being changed is preconscious and invisible 

(Schein, 1997). It involves a turning point and occurs when people decide to do 

something different from what has been done before or are forced into it (Bateson, 

1979). By formal definition, second-order change refers to a multidimensional and 

multilevel transformation in core processes, mission and purpose, culture, and 

world view. All behavioral aspects are changed such as attitudes, values, norms, 

perceptions, and beliefs. It is irreversible and results in a new paradigm and a new 
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state of being (Levy, 1986). 

Clearly, as this typology indicates, the relationship between crisis and 

change has been defined in terms of the type of change that is being executed. 

According to the research, a crisis is recognized as a catalyst for rapid and 

spontaneous change efforts that include global change, revolutionary change, 

forced or managed change, or unplanned change. Conversely, for change that is 

slow and deliberate, such as strategic change, top-down or bottom-up change, or 

planned change, the impetus for change is attributed to a host of other factors. 

Leadership In Times of Change 

Leadership in times of organizational change involves laying the foundation 

for change, and crafting the "vision" or unfreezing as depicted by Lewin's 

framework (Kanter et al., 1992; Hambrick, 1987). Leadership may emerge from 

inside or outside an organization, from an individual or a group (Schein, 1997). 

Change agents can include consultants, the CEO, the board of directors, or a top 

management team (Kanter et al., 1992; Hambrick, 1987). One of the more common 

corporate sector forms of change leadership is the "turnaround team" comprised of 

the governing board and the CEO. The leadership role of the turnaround team is 

described as "determining the ultimate extent of the change needed and its degree 

of urgency; assessing whether the change is short or long term; and deciding if the 

change is cultural or structural" (Kanter et al., 1992). 
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Although governing boards are known to be the chief architects of 

institutional policy, relatively few works examine their leadership role in 

organizational change. From an "upper echelons" perspective of leadership, 

governing boards are the critical ingredient in most types of strategic change 

(Hambrick, 1987). They are aptly described as "change strategists" laying the 

foundation for change and crafting the vision, deciding what change is feasible, and 

choosing who should sponsor and defend it (Kanter et al., 1992). Boards impact 

change through the review of strategic initiatives, in some cases through direct 

involvement in strategy formulation (Mintzberg, 1978; Johnson et al., 1996), and in 

the selection, installation, and succession of organizational leaders (Schein, 1997). 

The conditions under which boards typically intervene into the affairs of an 

organization include crises, turnarounds, takeovers, mergers, restructuring, 

lawsuits, bankruptcies, financial distress, and the replacement of the CEO and top 

management (Kosnik, 1987; Daily and Dalton, 1994a; Goodstein et al., 1994; 

Johnson et al. (1993). Public sector boards operate as a fiduciary charged with the 

monitoring of management, hiring and firing of the CEO, and guardian of a broad 

public interest (Kerr and Gade, 1989). Corporate sector boards have an additional 

responsibility of protecting shareholder interests through accountability 

requirements and strong financial performance (Daily and Schwenk, 1996). 

Quite literally, the implementors of change are the right people, in the right 
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place, at the right time (Kanter, 1983). Boards, acting as change strategists, often 

assign the role of "change agent" to the CEO with a mandate to institute change 

(Kanter et al., 1992). The change agent's role is one of developing and executing 

the steps necessary to enact the vision of the change strategists (Kanter et al., 1992). 

It is hardly a surprise that boards select and hire CEOs based on their reputation and 

expertise at implementation and management of the internal environment. 

According to researchers, a mark of a successful implementor is someone who 

recognizes that change is as much a function of influencing behaviour, as it is the 

strategies, structures, and systems introduced (Goshal and Bartlett,1996). 

The change agenda, which refers to the set of specific actions formulated 

and carried out by change agents, can vary widely from one change agent to 

another. Some of the more common actions undertaken by change agents can be 

summarized as follows. Typically, the first component in a change agent's agenda 

involves the "reading" of context, or coming to an understanding of the external 

forces that may dictate the need for change, and the internal forces which may 

signal that change is necessary (Northcraft and Neale, 1990). A second component 

for the change agent is an internal diagnosis of the problem that led to a desire for 

change (Nordvall, 1982) as well as examination of all operations by function, 

strengths, and weaknesses to determine how they will be affected by the change 

(Kanter et al, 1992). Additionally, it is the task of the change agent to build 
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knowledge on the cultural change issues which exist as implicit "assumptions" and 

to make them explicit (Schein, 1997; Bensimon et al„ 1989). 

A third component for the change agent often involves conducting a force 

field analysis to identify the factors encouraging and facilitating change (driving 

forces) and the factors inhibiting and impeding change (restraining forces) (Hersey 

and Blanchard, 1993; Norvall, 1982). This type of information is then used to 

initiate coalition building among the stakeholders and political decision makers 

(Kanter et al., 1992). 

The fourth component in a change agent's agenda is formulation of a change 

proposal. The content of the proposal is addressed to such items as; the new 

approach or idea, a rationale that it does the job better, and a recommendation to 

institute the new approach on a trial basis or that it be adopted in part with an 

indication that the result can be easily assessed (Nordvall, 1982). A fifth 

component involves articulation of a future desired state which provides the basis 

for a common direction (Kanter et al., 1992) and most importantly, a shared vision 

of why the change is necessary (Bensimon et al., 1989). 

Component six is formulation of a plan for implementation that specifies 

the procedural steps and the assignment of responsibility to carry out these steps 

(Nordvall, 1982) as well as the details on meetings, dates, what to do, and when and 

how to do it (Kanter et al., 1992). And finally, component seven for the change 
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agent involves creating enabling structures and implementation mechanisms, such 

as a parallel organization, pilot tests, offsite workshops, training programs, new 

reward systems (Kanter et al., 1992) and the harnessing of high impact 

management systems to support implementation (Huczynski, 1987). 

Leadership styles associated with change management illustrated by Trice 

and Beyer (1993) utilize archetypes that include the charismatic founder/re former, 

the turnaround leader, the transformational leader, the consensus leader, and the 

transactional leader. The "Charismatic Founder/Reformer" champions a radical 

vision as the founder of a new organization or as the reformer of an existing one. 

The vision is translated into a message that attracts followers and charisma is used 

to win them over to a particular way of thinking and to persuade them to follow. 

The 'Turnaround Leader" generates a radical solution to a situation of deep crisis 

and "saves" an organization from decline or bankruptcy using actions perceived as 

high risk and daring. Through an infectious vision of success, conviction, 

persistence, and charisma, this type of leader succeeds in winning followers to 

share a vision. 

The 'Transformational Leader" radically changes an organization in 

substantial ways through innovation before the organization experiences a crisis. 

Through a combination of past experience, research, and sensitivity to existing 

culture, change is effected by building on what is there without disrupting it. The 
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"Consensus Leader" operates at the top of the organization and negotiates 

compromises to sustain some degree of harmony and some reasonable balance of 

power among the subgroups that effect organizational functioning. A complete 

agreement between groups is not sought, only enough to deal with the problems at 

hand. The 'Transactional Leader" induces performance and concerted actions from 

followers with divergent interests by negotiating an exchange relationship with 

them of reward for compliance. The exchanges and negotiations are ongoing and 

require continued vigilance, however, or they will be short-lived. 

Svnopsis of the Review 

From the crisis literature, the major elements of a crisis and practitioner-

oriented techniques for managing and resolving a crisis were identified. Sources on 

crisis were discovered by searching the general management literature, higher 

education literature and the business press. I found that most of the crisis literature 

consisted of writings by consultants and experts in the field, rather than studies 

involving research and analysis of institutional data. As an organizational 

phenomena, crisis was presented in the literature as an anomaly or isolated event 

that often serves as a catalyst prompting short-term change. The point to be made 

here, is that crisis literature does not direct attention to developments beyond the 

inmiediate circumstances of the event. A key concept that emerged as useful for 

the present study was the definition of a crisis as a "turning point" or pivotal 
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juncture for an organization that has potential for growth or decline. 

Much more research was readily available on organizational change. From 

the change literature, change models, various forms of change, and several 

archtypes of change leadership styles were identified. Sources on change were not 

only more abundant but also were advanced beyond descriptive scholarship. 

Surprisingly, however, there was a lack of integration with the crisis management 

literature. As an organizational phenomena, crisis was presented by change 

literature as a catalyst primarily in situtations involving forced, abrupt change 

undertaken in response to the conditions of chaos and uncertainty. A key concept 

that emerged as significant to this study, was the definition of change as a 

revolutionary process involving a "turning point" that sets a different course of 

action for an organization in its development over time. 

Two important observations can be made with regard to the state of the 

literature on crisis and change. My first observation was that the study of crises 

management and the study of change management produced two completely 

divergent streams of scholarship and showed no evidence of attempts to synthesize 

or integrate the two bodies of knowledge. My second observation was that in the 

course of the survey no studies were identified that had the explicit goal of 

exploring the relationship between crises, leadership, and organizational change in 

higher education generally, or in community colleges in particular. 



The next chapter builds on the concepts and theories reviewed to create a 

general conceptual approach for the analysis of the case study data. The common 

theme between the two bodies of literature was the concept of crisis as a turning 

point. 
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CHAPTERS 

CONCEPTUAL FRAMEWORK AND METHODOLOGY 

Introduction 

The First section in this chapter provides my rationale for selecting cultural 

evolution theory and the time-series analytical technique as a framework for 

analysis of the case study data. The next section contains the methodology utilized 

to conduct the study and to present the data. Areas covered in the chapter include 

the research design, units of analysis, time frame and sample boundaries, the 

procedures for data collection, the procedures for data analysis, and my plan for 

presentation of the data. 

Cultural Evolution Theory 

Research on crisis, as the survey of the literature clearly showed, has largely 

been derived from the work of consultants hired to resolve mega crises situations 

for large corporations. With resolution as the ultimate goal, the focus of most 

consultants has been on the aberrant nature of the phenomenon rather than on a 

crisis as a cyclical event in the institution's long-term organizational development. 

The study of change, on the other hand, has been the focus of organizational 

researchers and theorists for several decades. For example, change has been 

studied through the lens of systems theory (Lewin, 1958; Kanter, 1983), 

organizational development (Beckhard and Harris, 1987; Rashford and Coghlan, 
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1994), organizational symbolism (Clark, 1984; Mohan, 1993), and cultural 

evolution theory (Schein, 1997; Greiner, 1972; Dyer, 1985). Of these, cultural 

evolution theory represents the orientation most compatible with the purpose of the 

study and examines the role of a crisis as part of a recurring cycle of change, both 

on a broad macro level and on a more specific micro level. 

In general, cultural evolution theory was derived from the study of change in 

a corporate setting and posits that organizations change over time and, like people, 

go through predictable developmental stages (Quinn and Cameron, 1983). In each 

developmental stage the structure, leadership, and administrative systems of an 

organization, have been observed as following a predictable pattern of evolution 

(Quinn and Cameron, 1983). Such observations furnish evidence that the same 

practices are not maintained over the life time of an organization and that 

management problems and principles are rooted in time (Greiner, 1972). 

More specifically, cultural evolution theory appears to also have application 

to the nature of change in an academic setting. Levin (1998) characterizes the 

process of change in a community college as resulting from the interplay between 

external and internal forces. Levin posits that internal and external environments in 

combination with factors such as institutional history, culture, and the 

organization's stage of development, may play out as an internal response to 

external forces that generate internal change (Levin, 1998). Concordant with these 
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theoretical perspectives, I framed this study on the tenets of the cultural evolution 

framework. 

Schein's Life Cvcle Theory: The Stages of Development 

The first objective of the study was to discover the meaning of the 

governance crisis and whether it was a factor in the organization's long-term 

development. The analysis of the fluctuations in a board's governance patterns are 

somewhat obscured by the passage of time. While a distinct pattern may be 

attributed to a governing board as an entity at any given point, in reality the board 

consists of individual members serving terms that range from one to six years, and 

so the composition changes constantly. In an application of cultural evolution 

theory, Schein (1997) furnished a model with a predicted sequence of events that 

has explanatory value and overcomes this obstacle. 

According to Schein, organizations evolve through a life cycle consisting of 

three stages "birth and early growth" when an entity is dominated by the founders, 

"midlife" when the founders no longer prevail, and "maturity" when an 

organization ceases to grow. Furthermore, Schein's theory allows one to trace 

development over time by identifying the stage an organization is at in its life cycle. 

This is done by taking into account such indicators as control, complexity, size, and 

age of the organization. (See Appendix B for a visual representation of the Schein's 

life cycle model). I conducted a "macro-level" analysis of governance patterns 
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using concepts suggested by this model. 

Greiner's Life Cycle Theory: The Phases of Growth 

The second objective of the study was to gain insight into the relationship 

between leadership created to resolve a crisis and leadership established to lead 

change. Insight into this relationship has been somewhat limited by the analysis of 

a crisis as a decisive moment. As was noted earlier, Clark (1984) studied the role 

of the senior faculty in leading change in selective liberal arts colleges. The 

question extrapolated from Clark's work that has importance for this study is "who 

leads change in community colleges?". For most community colleges, as noted by 

Cohen (1995) the full-time to part-time faculty ratio is 40 to 60. Thus, it might be 

expected that leadership for change would emerge from external forces rather than 

from the senior faculty within the organization. In an application of cultural 

evolution theory, Greiner (1972) offered a model with a predicted sequence of 

events that provided insight into the leadership transitions associated with crisis and 

change. 

As set forth by Greiner, organizations evolve through a life cycle that 

includes five growth phases which are defined by a leadership crisis and a 

revolution. Each phase is identified by the management style needed to achieve 

growth (creativity, direction, delegation, coordination, and collaboration), and each 

crisis is marked by the management problem (leadership, autonomy, control, red 
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tape, and crisis of unknown origin) that must be overcome in order for growth to 

continue. (See Appendix C for a visual representation of Greiner's life cycle 

model). I conducted a "micro-level" analysis of leadership patterns using concepts 

embodied in this model. 

Time-Series Analysis 

The general analytic technique used to analyse the case study data was a 

time-series analysis as described by Yin (1984). According to Yin, the analysis of 

chronological events is a frequent technique employed in a case study and 

constitutes a special form of time-series analysis. The analytic goal described by 

Yin, is to compare the chronology constructed from the data with that predicted by 

an explanatory theory, in which the following kinds of conditions are specified as 

part of the theory. 

For instance, some events must always be followed by other events on a 

contingency basis; and certain lime periods must be marked by classes of events 

that differ substantially from those of other time periods. Guidelines for the 

appropriate use of the time-series technique provided by Yin include: I) when 

case study objectives are to examine "how" and "why" questions about the 

relationship of events over time, not merely to observe the lime trends alone; and, 

2) on occasions when it is possible to identify the specific indicators to be traced 

over time, as well as the specific time intervals to be covered. 
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The application of the time-series technique in this case study centered on 

two comparisons. 

First, a chronology of historical events (See Appendix D) was constructed 

from the data and compared against the phases of development predicted by 

Schein's life cycle theory. The objective of this comparison was to discover the 

meaning of the crisis and whether it was a factor in the organization's long-term 

development. Indicators from Schein's model were used to help identify the stage 

that the college was at in its life cycle by taking into account descriptive data such 

as who controls the organization, complexity, size of the operation, and age as a 

way to trace development over time. The results of this analysis are presented in 

Chapter 6 on life cycle theory and patterns of governance. 

Second, a chronology of CEO profiles was assembled from the data and 

compared with the phases of growth predicted by Greiner's life cycle theory. The 

objective of this comparison was to gain insight into the relationship between 

leadership created to resolve the crisis and leadership established to lead change. 

Elements from Greiner's model were used to illuminate the connection between the 

needs of the organization throughout the various stages of growth and the particular 

skill set sought in each successive CEO. The results of this analysis are presented 

in Chapter 9 on life cycle theory and CEO leadership. 
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Research Design 

The case study was chosen as the research strategy for this investigation for 

several reasons. Foremost of which was its unique ability to address contemporary 

as well as historical events by probing into the context of the event, the assumptions 

behind it, and the event's impact on the organization over time (Yin 1984; 

Merriam, 1988). Participants in this study were asked to recall their attitudes 

toward historical events that had transpired over several decades, as well as their 

perceptions of the more recent events directly related to circumstances of the crisis. 

A second compelling reason was that the case study is noted as the preferred 

approach when inquiring into "how" and "why" questions about contemporary 

events dealing with management, leadership, decision making, and organizational 

behaviour (Yin, 1984). 

The third reason was that the case study lends itself to situations where the 

boundaries between phenomenon and context are not clearly evident. In the study 

at hand, the contemporary phenomenon was the governance crisis, however, the 

context was much broader and involved an array of activities and events that were 

associated with the crisis but were also part of the organization's patterns of 

governance and administration. A fourth reason for selecting this design was that 

the investigator is able to explore the phenomenon over time, through an in-depth 

data collection effort rich in context (Creswell, 1998; Merriam, 1988). 
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This study relied on "triangulation" or the use of multiple sources and types 

of evidence (Yin, 1984) that included systematic interviews, documents, 

observations, and personal insights of the investigator. The fifth, and perhaps most 

obvious reason for opting for the case study design was its strength and ability to 

provide insight into phenomenon that the investigator has little or no control over 

and that involves behaviours which cannot be manipulated as in a controlled 

experiment (Merriam, 1988). 

Units of Analvsis 

The units of analysis in this case study were conceptualized as propositions 

ascending from the specific unit of analysis which was the crisis, to progressively 

more general units of analysis which were the organization, the community college, 

and American higher education. My initial intent had been to focus "outward"on 

the meaning of the governance crisis. Once the study was underway, however, I 

found it necessary to alter my approach and to also focus "inward" on leadership as 

a subunit of analysis. The divergent nature of the units of analysis relationship in 

this research design allowed an extension of the data gathered on the crisis; to the 

analysis of organizational events on a "macro level", as well as, to the analysis of 

leadership transitions on a "micro level". 

Time Frame and Sample Boundaries 

The time frame for the case study was established after my review of the 
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literature on crisis and change. Five basic time periods were identified in the 

literature as meaningful delineations for the data collection and analysis. The time 

frame includes the founding and precrisis era or more distant past, the warning 

stage leading up to the crisis, the actual crisis or turning point, the aftermath since 

the crisis peaked and was resolved, and the restoration to business as usual. 

Time Frame for the Study Dates Duration 

Founding 1966 to 1967 1 year 

Precrisis Era 1967 to 1978 11 years 

Warning Stage 1979 to 1989 10 years 

Turning Point 1989 to 1990 1 year 

Aftermath 1990 to 1995 5 years 

Restoration 1995 to 1998 3 years 

The sample boundaries were created from parameters indicated by the 

purposeful sampling technique (Patton, 1980). My basic idea in applying 

purposeful sampling was to identify individuals who were most likely to possess 

direct knowledge and information on the phenomena under study. The criteria for 

selecting my sample was formulated by using the "upper echelons" concept of 

leadership that places an emphasis on the strategic decision making role of CEOs, 

top management executives, and boards of directors (Hambrick, 1984). Therefore 

inclusion was limited to individuals who had either been an active participant in the 
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decision making process related to the crisis or who had been closely involved with 

the decision makers. 

The sample population included nineteen individuals who were 

representative of five distinct perspectives. One group consisted of two faculty 

members recognized as providing leadership among the faculty. I found it 

necessary to place a former county official responsible for the appointment of 

governing board members with the faculty to preserve anonymity, which brought 

the total to three respondents. A second group consisted of two staff members that 

worked directly with the board, CEO, and external affairs. A third group consisted 

of two campus administrators generically referenced as deans. All of these 

individuals, except for the county official were employees of the college at the time 

that I interviewed them and so it was important not to needlessly expose their 

identity. The fourth group consisted of six board members, four trustees were 

former members and two were serving a term of office at the time of the study. 

Finally, a fifth group consisted of six Chief Executive Officers (CEOs), five were 

former presidents and one was serving as the chancellor of the college at the time of 

the study, which is what the CEO position is now titled. 

Procedures for Data Collection 

The data collection for this study involved interviews, a review of pertinent 

documents, and observations made by the researcher. The data collection effort 
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was guided by the four basic research questions stated earlier. One-on-one 

interviews were conducted by the researcher with individuals in the sample 

population. An interview guide developed from the research questions was tested 

in a pilot interview with one of the CEOs. The results of the pilot were then used to 

construct additional subquestions that would allow the researcher to focus on more 

detailed information. (See Appendix E for the Research Questions and Interview 

Guide). Semistructured interviews were then conducted with the remaining 

eighteen people. The interviews were audio taped, transcribed verbatim, and 

converted into text. The interview text, which totalled several hundred pages, was 

extensive and constituted the raw data for the study. 

The document review entailed identifying pertinent documents for the 

approximate period 1980 to 1998, and determining how to access them. Since the 

institution did not maintain archives on historical events, I used personal contacts to 

locate individuals in various departments who provided me with the more dated 

materials and records relative to the crisis. Annual reports required by regulatory 

bodies were much easier to obtain. The sources included NCA material, board of 

governor reports, institutional reports such as the fact book and annual financial 

reports, media material, and historical documents. 

I made extensive notes, zeroxed relevant material, and obtained copies of 

the reports that contained relevant information and were of special interest. The 
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data from the documents was used to create a historical chronology of key 

institutional activities and events and has been summarized in Appendix D. The 

historical chronology was used to corroborate, augment, and for some matters to 

substantiate information obtained from the interview data. 

Procedures for Data Analvsis 

Preparation of the Data 

My first task was to prepare the data for analysis. The raw interview data 

was compressed several times through a lengthy process. Each interview was read 

through at least three times once for overall understanding, again for specific 

meaning, and finally for issues or concerns. I made notations in the margins of the 

raw data marking the direct response to each question, and I also identified the 

extraneous information contained in the remarks of all respondents. Next, I 

removed the extraneous material from the interview data by going back through 

each interview at least twice to make certain that it truly was extraneous and not a 

necessary part of the context for a given response. Once I was satisfied that 

extraneous material had been correctly identified, it was removed from the 

interview text. 

Finally, I clustered the direct response from each person interviewed under 

the question that elicited their response. The clustering of responses began the 

actual process of data reduction as it involved making a decision as to what to do 
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with the extraneous material and unsolicited information. In some instances I 

retained the information for inclusion under a general topic, in other instances I 

categorized it as miscellaneous for possible use later in the study. 

Evaluation and Interpretation 

My second task was evaluation and interpretation of the data, and was 

accomplished through the following five steps. 

The first step was to take the isolated answers that had been clustered under 

each question and to identify the major point or crux of the response. At this point I 

also began to make notations on the phrases and actual language that could later be 

used as direct quotes due to the richness of the description that was offered. 

The second step involved further compression of the data by creating a 

"cover sheet summary" for each question that was asked of respondents. The cover 

sheet summary displayed the actual question asked, the total number of 

respondents, and provided a condensation of the ideas and concepts given in the 

response. The sunmiary was formatted with bullets as a technique to clearly set off 

each response. 

The third step consisted of studying each cover sheet summary and 

attempting to sharpen the focus on the major patterns and/or deviations from the 

general response pattern. To introduce rigour and a methodical approach to 

categorizing the data, I designed a worksheet on which I recorded my analytical 
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notes. 

The fourth step was a full and comprehensive evaluation of the evidence 

across all groups, and within each group. I applied the standard rules of evidence 

common to most investigations as the means to ensure systematic evaluation. 

Namely, consideration of the credibility of the source, consistency of the 

information, and findings that were based on a preponderance of the weight of the 

evidence. 

Finally, the fifth step was concerned with the actual interpretation of the 

"distilled" responses within the context of the conceptual framework established 

earlier. This occurred through a process of examining, categorizing, tabulating, and 

recombining the evidence to address the objectives of the study. 

Plan for Presentation of the Data 

The data are presented in a single-case study format. This format assumes 

the question-and-answer form augmented by tabular presentations, described by 

Yin (1984) rather than the traditional narrative approach. 

A multi-level approach involving three levels of analysis was undertaken to 

analyse the case study data. The following table provides a visual aid that explains 

the multi-level approach taken in my analysis as well as an indication of the 

chapters where I reported my results. 
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Level of Analysis and Approach Taken Chapters 

Level One: 
Evaluation and organization of raw data from document 
review, interviews, and observations. Used to compile 
historical chronology, identify dominant trends, and isolate 
categories reflective of interview response patterns. 
Govemance was the larger unit of analysis; leadership was 
the subunit. 

4, 5 (govemance) 
7, 8 (leadership) 

Level Two: 
Comparison between five dominant institutional trends and 
patterns of development predicted by explanatory theories 
of Schein and Greiner. 

6 (govemance) 
9 (leadership) 

Level Three: 
Further evaluation and interpretation to formulate findings 
on research questions; conclusions drawn in response to 
objectives of the study. 

10, 11 

Level one of the analysis provided insight into the context, setting, and gave 

a sense of the human interactions associated with institutional action and historic 

events. A comprehensive historical chronology of key institutional activities and 

events (see Appendix D) was created from the document review and over five 

hundred pages of interview transcripts. The chronology provided a baseline of 

factual information for cross-checking the validity and accuracy of interview data, 

governing board activity, CEO leadership, enrollment statistics, size of the 

workforce, site expansion, financial information, and actions taken by the 

accreditation association. Interview data was subjected to extensive data reduction 

procedures, responses were clustered for each interview question and the response 
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patterns were isolated and identified. The categories that emerged for each 

interview question were displayed in a series of tabular presentations and provided 

the focal point for further analysis. Results from this level of analysis are reported 

in Chapters 4 and 5 which pertain to governance and the board of trustees, and 

Chapters 7 and 8 which are concerned with CEO leadership and the process of 

organizational change. 

Level two of the analysis involved an application of the time-series 

technique articulated by Yin (1984) in conjunction with the life cycle theories of 

Schein (1997) and Greiner (1972). As noted, the data points for the time-series 

were determined from the institutional chronology and included five trends: 1) 

spatial order indicative of the stages of the governance crisis; 2) governing board 

changeover in 1972, 1987, 1989, and 1995; 3) CEO turnover with eight out of ten 

executives fired or forced to resign; 4) continuous growth in student enrollment 

until 1979, at which point the college entered a growth plateau that lasted two 

decades; and, 5) major accreditation issues related to governance in 1981, 1988, 

1989, and 1991. The analytical purpose of the time-series approach was to evaluate 

and compare the five dominant trends in the institution's history with the patterns of 

development predicted by explanatory theory. The results of this level of analysis 

are presented in Chapters 6 and 9. 

Level three of the analysis concerned further interpretation of the meaning 
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and significance of the categories, patterns, trends, and theoretical insights and 

explanations obtained from the preceding steps. Results from this level were used 

to formulate findings on the research questions posed at the onset of the study and 

are presented in Chapter 10. It is important to note that the sequence chosen for 

presentation of the case study data is explanatory and seeks to accord theoretical 

meaning to the relationship between crisis, leadership, and change. 

In Chapter II, I offer my conclusions related to the objectives of the study, 

as well as recommendations for future researchers, managers and decision makers. 

The time frame established for the study, from 1966 to 1998, expanded my 

investigation to events that had transpired over a thirty year period before and after 

the governance crisis. Yet, in reporting the results of my Investigation in the 

chapters that follow, I often found it necessary to narrow the focus to specific points 

in time so as not to confuse the reader. Throughout the three levels of analysis, an 

effort was made to judiciously present the most compelling evidence and yet 

preserve enough of the context so that a reader can reach an independent judgment 

on the merits of the analysis and on whether my inferences and conclusions are 

valid. 

The next chapter represents a level one analysis of the case study data and 

fleshes out the rich organizational context that gave rise to the governance crisis of 

1989. 
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CHAPTER 4 

THE CONTEXT FOR THE CRISIS 

The threshold question for this chapter was "Why did the governance crisis 

occur and what was its meaning for the organization?" The follow-up questions 

that were used to probe deeper into the context for the crisis included: Was the 

crisis a critical event? Where is the college in terms of its stage of development? 

and. What can you tell me about the college's organizational culture? 

My evaluation of the interview data, elicited in response to these questions, 

constituted the first level of analysis applied to the case study data. Categories were 

isolated for each of the interview questions, displayed in a tabular presentation, and 

discussed using relevant concepts and ideas from the literature. The reader is asked 

to bear in mind that this was not a survey, so it is not the numbers in the cells that 

are important but rather the categories themselves. I utilized this format throughout 

the study to report results that were obtained from interview data. 

Reasons for the Governance Crisis 

Overview 

Eight categories were identified from the interviews as indicative of the 

range of factors from the precrisis era and the warning stage that provided a context 

for the governance crisis. A variety of explanations are offered in the literature on 

the exact nature of a crisis why it occurs and what it means for an organization. 
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These run the gamut from catastrophe, dysfunction, violation of the institutional 

vision, a reality check for decision makers, to that of serving as a turning point for 

an organization. The eight categories demonstrate that the reasons for the crisis 

provided by respondents recreated the context for the phenomena under study and 

clearly showed a converging of the underlying factors associated with long-standing 

institutional issues, the more immediate circumstances related to the actual crisis 

situation, and major leadership shortcomings present in the organization. 

The underlying factors included a breakdown in roles and community 

withdrawal of support which had taken place over several decades. The breakdown 

in roles, for example, was attributed to the fact that the faculty had been openly 

running candidates for the board, transacting business directly with board members, 

and the board had assumed the character of a board of supervisors rather than a 

policy making body. Community withdrawal of support was described as 

connected to the political conflict that had surfaced earlier on the board between the 

founders and business interests over the college's founding philosophy and 

interpretation of the mission. Consequently, in the absence of community support, 

there was a lack of interested local professionals with policy-level decision making 

experience to serve on the board, which in turn opened the door for ill-prepared 

individuals, special interest groups and single-issue candidates to assume leadership 

of the organization. 
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The immediate circumstances included board conduct and allegations of 

malfeasance to external regulators, which made the board a focal point in the crisis 

and also surfaced the board's attitude of omnipotence and misguided belief that it 

was above the law. As I indicated in chapter one, my initial curiously as a 

researcher was to determine whether the crisis had long-term meaning for the 

organization or was it simply an incident related to the tug-and-pull of vested 

interest groups which is a normal occurrence within most organizations, higher 

education included. 

Evidence and Discussion 

A total of eighteen individual responses were obtained on the question 

"Why did the governance crisis occur and what was its meaning for the 

organization?". The responses were categorized and yielded the results represented 

in the following table. 

Reasons for the 
crisis 

Faculty Deans Staff Board CE 
O 

# % 

1.Breakdown in roles X X X X 4 22 

2.Community 
withdrew support 

X X X 3 17 

3.Board conduct X X XX X 5 28 

4.AIIegations of 
malfeasance 

X X 2 11 

(78%) 
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Reasons for the 
crisis 

Faculty Deans Staff Board CE 
O 

# % 

5. Outdated 
administrative 
structures and 
processes 

X I 5.5 

6. CEO removal 
influenced by faculty 

X I 5.5 

8. Founding 
piiilosophy 

X 1 5.5 

(22%) 

3 2 2 6 5 H
 

M 00
 

Most respondents (78 percent) identified four major reasons for the crisis 

which included: a breakdown in roles, community withdrawal of support, board 

conduct, and allegations of malfeasance. 

One of the four major reasons pertained to a breakdown in roles. A faculty 

member provided me with the following explanation of how the breakdown in roles 

had occurred. "It started with a breakdown in roles and perceptions of how the 

college should be run. Faculty got past the administration and went to a board 

member that they had campaigned for and that board member helped get all sorts of 

things. We were in transition between one CEO who had been forced out and one 

that was in on an interim basis. There was lobbying going on between factions of 

the faculty trying to get to their board member. The board had a notion of it's role 

as one of management versus policy making." 
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A dean corroborated that the breakdown had occurred much in the same 

manner as described by the faculty. "The CEO at the time administered with hard 

centralized control which antagonized the faculty. The faculty was very openly 

helping run the board and there was no respect for the administration. The 

administration gave up to the board and faculty, and in the transition from one CEO 

to another the board moved into the day to day operations of the institution". 

Two board members offered further insight into the dynamic of the 

breakdown in roles and how it was directly related to the crisis. For example, from 

one board member's perspective "the crisis happened because there were board 

members that had never served on a governing board before and did not understand 

their role. There was a lot of unrest among the faculty council who felt that the 

college wasn't going anywhere and was just being maintained by the CEO. The 

faculty and board were able to put enough pressure on the CEO to force him to 

resign. At that time, board members had their own secretaries and it gave the 

impression that we had this power to make changes without going through the CEO 

of the college". And finally, as stated by a second board member, "I think the 

governance crisis occurred because people had personal agendas and didn't have a 

clear direction or delineation of their roles". 

A second major reason given for the crisis was community withdrawal of 

support which was not identified by the faculty, but was the focus of all other 
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respondents. One dean explained the lack of community support as "the community 

went dormant and basically forgot about it's responsibility to the college and 

allowed matters to get out of control. Individuals who did not have the greater 

good of the college in mind got a chance to step into roles of power and influence 

and the board just ran rampant". A CEO further substantiated the view that there 

was a withdrawal of community supportt "I think the community had been 

embarrassed by some things that had happened at the college and as a result, instead 

of getting involved and ensuring the caliber of the board members, they withdrew. 

So people who were very ill-prepared and who tended to have personal agendas 

became leaders of the college with very sad results". 

One former board member provided me with additional historical insight 

into the problem and indicated that recognition had been building for quite some 

time of what Schein's theory describes as "a need for change". According to the 

board member "There were a large number of issues which had been building over 

time that just boiled over. There were unresolved conflicts going back to the 

founding of the institution. These were catalysed by events related to the 

personalities and political agendas operating both inside and outside the college. I 

think we took our job as representing the community and saw ourselves as change 

agents." So while the governing board was a focus point, the changes had been 

simmering for awhile. 
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The third reason given for the crisis was board conduct. A faculty member 

recounted that "The culture at the time involved the brokering of influence. People 

were actually encouraged to buddy up to board members. As people got greedier 

with their own needs for publicity, power and influence the public got wind of it. 

There were jokes and cartoons about the board. I felt shamed by the public 

behaviour of people that were supposed to be leading us but were only out for 

themselves". A staff member reiterated the point that board conduct was related to 

a need for personal power beyond that accorded to a goveming board "The 

governance crisis was more than just the termination of a CEO. The board didn't 

like the CEO so they fired him and that happens all the time. What I am trying to 

suggest is that members of the board wanted to achieve power for themselves 

personally." 

The misuse of power received comment from several board respondents. 

One board member suggested that "there was a separation of the board from the 

community that elected it. Once elected the board became autonomous and no 

longer felt responsible to anyone other than themselves. A sufficient number of 

members were not concerned enough to rebel against the board leadership and 

direction it was taking, but rather they all seemed to go along with it". Another 

board member indicated that "During my involvement on the board, we allowed 

personalities and individual preferences and issues to take over. I mean it was just 
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very dysfunctional". And a CEO provided the following account of the extent to 

which the misuse of power had progressed "It was a board that had four votes out 

of five to use the college as a political patronage system for their own political 

gains related to the county. I think the biggest issue was that they could cut their 

cronies in on deals with real estate and deals with purchasing". 

The fourth reason for the crisis concerned allegations of malfeasance made 

to the accreditation association and the attorney general. A faculty respondent 

recalled that preceding the actual crisis, dissatisfied individuals had started to leak 

information to external entities. "The NCA had started to look more closely at the 

college. Individuals were rumoured to have written to NCA alleging that the college 

wasn't doing things it was supposed to be doing. Faculty had concerns about the 

direction they saw the college going and had turned over petitions on issues to the 

county superintendent of schools to look into." A board member conclusively 

provided me with an account of whistleblowing. "I dug my heels in on an attempt 

to designate an exclusive real-estate person for college business which was against 

state law. I discussed things with another board member but we couldn't get 

anything accomplished with just two votes, we needed a third and the others were 

supporting each other. Out of frustration is how I ended up going to the Attorney 

General's office." 

Four other factors were identified as reasons for the crisis. The remaining 
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categories, offered by board and CEO respondents (22 percent), focused on 

leadership shortcomings present in the organization, outdated administrative 

structures and processes, CEO removal influenced by the faculty, a vacuum in CEO 

leadership, and conflict over the founding philosophy. Since leadership is 

addressed extensively in chapters seven and eight, the evidence was not elaborated 

on in this chapter. It is interesting to note that these categories were not generated 

by faculty, deans, or staff respondents. According to Schein's theory, "unfreezing" 

forces in organizational midlife develop from a "need to change" and evolve into 

the next stage of the life cycle, and often involve the revealing of incongruities to 

regulators and whistle blowing as was present in this case study. 

Perspectives on the Meaning of the Crisis 

Overview 

Eight categories were identified as representative of how respondents 

interpreted the meaning of the crisis based upon their own subjective reality. A 

prevalent view in the change literature suggests that as an organizational drama 

unfolds, the participants within the organization often resemble "actors on a stage" 

and give little thought to the meaning of such an event. The respondents in this 

study, as indicated earlier, were selected by the purposeful sampling technique, 

which means that they had either been an active participant in the decision making 

process related to the crisis or that they had been closely involved with the decision 
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makers. For this reason, most respondents had given extensive thought to the 

events that transpired in the warning stage that preceded the crisis, to actions during 

the actual crisis, and to the conditions that followed the crisis. 

Many of the viewpoints of respondents on the meaning of the crisis 

explicated the various risk factors associated with the governance crisis and 

correlated with the "litmus test" set forth by Fink (2000) which has been reported in 

detail in my review of the crisis literature. Besides establishing that significant risk 

was involved, respondents also validated the crisis as a turning point or decisive 

moment for survival of the organization. The general consensus put forward was 

that the turning point represented a crucial juncture concerning a loss of student and 

employee confidence, the ability of the college to grow in the future, and the 

position of the college as an educational entity in the local community. In short, the 

college's public image was severely jeopardized and the professionalism of the 

leadership as well as the effectiveness of the organization was called into question. 

Moreover, respondents interpreted the meaning of the crisis as leading to 

increased community involvement in the college. At the point that the college 

became an embarrassment to the community, the community was provoked into 

action. One of the college's original founders was credited with setting up the 

citizens group that recruited and screened replacement board members, an action 

that was viewed by many as saving the future of the organization. Another 
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interpretation on the meaning of the crisis was that it served as a reality check for 

the faculty. There was mounting concern by faculty that failure to resolve the 

governance issues would mean the loss of funding and the inability to process 

paychecks. Finally, the event was interpreted as creating a leadership void among 

the administrators who went stagnant, so there was no one "to insulate the 

reasonable board members from the crazies" and the governing board eventually 

self-destructed. 

Evidence and Discussion 

A total of eighteen individual responses were obtained on the question "Was 

the crisis a critical event?" The eighteen individual responses were categorized and 

produced the results reported in the following table. 

How the crisis was a 
critical event 

Faculty Dean 
s 

Staff Board CEO # % 

1.Focused attention on board 
behavior 

X XX X 4 22 

2. Served as a turning point X XXX X 5 28 

(50%) 

3. Threatened the survival of 
the college 

X X 2 11 

4. Board attitude toward 
power 

X X 2 11 

5. Increased community 
involvement in the college 

X X 2 11 

(33%) 
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How the crisis was a 
critical event 

Faculty Dean 
s 

Staff Board CEO # % 

6. Loss of funding and 
faculty paychecks 

X 1 5.5 

7. Jeopardized public image X I 5.5 

8. College went stagnant X I 5.5 

(17%) 

3 2 2 6 5 T=18 

Most respondents (50 percent) perceived the meaning of the crisis as a 

critical event for two major reasons. 

The first of these two major reasons was that the crisis focussed attention on 

board behaviour. A staff member provided me with the following insight into the 

behaviour of the board toward the NCA. "The event was monumentalwith the 

main element being put on probation by NCA. The board should have been on 

their best behavior, but during a meeting the board got into a fight with the NCA 

team. The NCA report came back saying everything is fine with the college but not 

with the board." One board member substantiated that board behavior was an issue, 

particularly with regard to board mismanagement as "the investigation by the 

attorney general put a lot of people under public scrutiny and led to loss of 

accreditation." Another board member further stated that "it was critical because it 

got very personal. Agendas of various board members were coming out in the 



media." 

A CEO recounted the special interests and behavior of board members in 

the following manner. "One member was supported by a powerful political 

machine coming out of the county board of supervisors. Another wanted to be a 

power broker in contracts and was interested in getting a rodeo arena. A third 

member was supported by faculty to get rid of an incumbent. A fourth had been a 

public relations consultant brought in to work at the college before going on the 

board, and was connected to individuals associated with the county power block. 

Several of the board members were trying to get ex-county personnel hired at the 

college. Many of the people whom I was told to hire or to see that they got hired 

were former county employees and I think what they wanted to do was to solidify 

the patronage system of the county." 

The second of the two reasons was that the crisis was seen by respondents 

as a turning point for the organization. A staff member related the turning point to 

administrative leadership and noted that in the past "The campuses had fairly weak 

administrators of loosely held together units. Whereas the current CEO projects a 

one college image and the campus administrators provide strong leadership that 

varies according to leadership style." 

Consistent with Schein's theory on the need for change, board members 

elaborated on the turning point as a recognition that "something radical needed to 
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be done. The college was on the verge of losing a large portion of the value that it 

had accumulated over the years" and "there was a lot of pressure to get things 

under control and be accountable." A CEO equated the turning point with what 

Schein's theory terms a willingness to change. "It had gotten bad enough so that 

people at the college became willing to change, which is important. There is an old 

saying that you have to be really flat on your back before you start correcting 

yourself and most people felt that it was very flat on it's back so that was 

encouraging to me as the new CEO coming in." 

Beyond the top two meanings attributed to the crisis, respondents (33 

percent) also perceived that the survival of the college was threatened, the board's 

attitude toward power was exposed, and community involvement was substantially 

increased in the college. 

One board member pointed out "I think it was a point in the career of the 

school where it could have gone under. I don't know that students would have felt 

the response, but certainly the community support for it was challenged. I think the 

crisis could have been disastrous for the college and it's ability to grow." And a 

CEO further elaborated the point in stating that "The very survival of the college 

was severely threatened. Certainly it's position in the community was devastated. 

The confidence of the students was totally undermined. The confidence of the 

employees in the stability of the future was very badly shaken." 
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A dean provided me with valuable insight into the board's attitude toward 

power "Until the notice of probation came, the board thought they could defy the 

state board, they really did. Their response was who does the state board think they 

are?" A CEO connected the removal of the fifth CEO as a "critical linchpin that 

allowed the infamous board to take over and act above the law, intimidating 

employees and administrators. Their power started to disintegrate when the board 

members started to go at each other. It started to break down because the coalitions 

were starting to unravel." 

A faculty respondent offered the following explanation of how the crisis 

increased community involvement in the college. "One of the original board 

members called the county superintendent of schools asking "What the hell is going 

on over at that college?" The superintendent indicated that the board didn't 

understand what a board has to do and no one wanted to run which led to the 

citizens group that helped recruit and screen replacement board members." A dean 

gave further elaboration on this point. "The college became an embarrassment to 

the community and that provoked community action to bring the fiasco and chaos 

under control". 

Finally, respondents (17 percent) offered three additional interpretations on 

the meaning of the crisis. 

A faculty member commented on the withholding of state funding by the 
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state board and the college's inability to make payroll. "The crisis became a critical 

event for internal constituents when loss of funding meant we wouldn't have 

received paychecks. Before that to faculty it was just embarrassing and tolerating a 

bad board. That was ok as long as you got your paycheck every two weeks." 

Another faculty member commented that the crisis jeopardized public image. 

"Being put on probation by NCA was a nationally publicized event. I even got calls 

about it from people that worked at community colleges in different regions of the 

county." And a CEO emphasized that "The college went stagnant. The 

administrative team did the "turtle defense" of pulling in their necks and then got 

very comfortable in doing that and wouldn't stick their necks out anymore. It was 

bleak." 

The Stage of Development 

Overview 

The categorical responses regarding the college's stage of development 

identified where respondents thought the college was at the time of the crisis, and 

where they perceived it to be after the crisis peaked and was resolved. Perspectives 

of respondents on the college's stage of development at the time of the crisis 

revealed a major discrepancy requiring a preponderance of the weight of the 

evidence. My evaluation drew on past experience as a seasoned investigator and 

my reasoning centered on a determination as to which respondents would have had 
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"indirect" versus "direct" knowledge of decision making and the scope of the 

academic enterprise. For instance, many respondents construed the stage as midlife, 

yet the CEO who held office as the crisis was unfolding described the college's 

stage of development as maturity. 

One convincing explanation for the discrepancy is that most respondents 

would have had "indirect" knowledge of the situation prior to the eruption of the 

crisis, while one would assume that the CEO would have possessed "direct" 

knowledge of the organization's state of affairs simply by virtue of the position that 

he held. Another plausible explanation for the discrepancy is related to the fact that 

respondents were asked to view things retrospectively. The revisionist historian 

perspective suggests that "perceptions are grounded in time, circumstance, and 

place" meaning that a strong tendency exists for people to accord present meaning 

to past events. It may be that respondents rationalized that the college would have 

been at midlife based on knowledge of how they view it today. 

At any rate, because the response from the CEO was regarded as direct 

evidence, the likilihood that the governance crisis represented a midlife crisis was 

not taken at face value even though that was the suggestion of most respondents. 

The lack of consistency across the responses also gave credence to a third 

possibility that not all segments of the college were at the same stage of 

development. For example, let it be assumed from a cultural perspective that the 
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college probably includes at least three distinctive subgroups: the board, the 

organization of administrators, and the faculty. Let it also be assumed that since 

respondents were not provided with a definition of the life cycle concept, the frame 

of reference for expressing opinions on the college's stage of development probably 

derived from observations of the work environment with which respondents had the 

most familiarity. 

Put in a cultural context, the overall group response may indicate that at the 

time of the crisis, the governing board was in a stage of midlife, but once the crisis 

was resolved it entered a stage of maturity. The faculty response may mean that at 

the time of the crisis, faculty were in a stage of youth, but after the crisis was 

resolved they entered a stage of midlife. The CEO response may be an indication 

that at the time of the crisis, the organization had already reached a stage of 

maturity, and so resolution of the crisis became an important factor in facilitating 

the organization's evolution into a new stage of growth. 

Evidence and Discussion 

A total of seventeen individual responses were obtained on the question 

"Where is the college in terms of its stage of development?". The seventeen 

individual responses were categorized and generated the results reported in the 

following table. 



84 

The college's 
stage of 
development 

Faculty Deans Staff Board CEO # % 

TIME OF 
CRISIS 

a. Youth XX X X XX 6 35 

b..Midlife X XXX 
X 

XXXX 9 53 

c.Maturity X 1 6 

d.Unknown X 1 6 

2 2 I 6 6 T=17 

AFTER THE 
CRISIS 

a.Youth 0 

b.Midlife X X 2 12 

c.Maturity X X X X X 5 29 

d.Unknown X XXX 
X 

XXXX 
X 

10 59 

2 2 I 6 6 T=17 

At the time of the crisis, most respondents (53 percent) described the 

college's stage of development as "midlife". 

A dean related the crisis to a problem of identity "1 think the college was in 

it's midlife and it lost it's identity. There is a phase before maturity where you've 

got to recognize who you are, what you are, and you've got a choice to give in and 

just be satisfied with status quo or get a resurgence of ideas and interests and grow. 
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The college was at this phase." A CEO offered confirmation that identity was an 

issue as well as provincialism "I'd say the college was stagnant and in it's midlife 

and that a very passive, inward self-directed sense prevailed." One board member 

offered a somewhat different perspective and indicated that the crisis pointed to a 

need for a balance of power "Midlife crisis is appropriate. I think prior boards had 

allowed the administration to take the driver's seat and it was as damaging as too 

much board control." 

Keeping with the theme of midlife, another board member noted that the 

college was in a midlife crisis. "There were faculty that wanted it to be run like the 

good old days where everyone got together and made decisions and students were 

part of this process. Other faculty members wanted it modernized so that the 

organization would continue to grow into what it was supposed to be. In a way the 

board was a pawn to all of this until the board that we all know brought the college 

down." Finally, a CEO connected the crisis to midlife and the problem of external 

adaptation "I think it was in it's midlife. It was no where near maturity because it 

still had not made up it's mind what role it was going to play in the community." 

There were some exceptions to this general pattern. Faculty respondents 

characterized the college as in a stage of early growth at the time of the crisis. One 

faculty member provided me with the following explanation. "I would call it young 

adulthood. I wouldn't say youth because we're talking from it's inception to almost 
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twenty years later. It was still growing but it wasn't like the hangar days when you 

started out with 3500 to 4000 students and every semester you were picking up a 

couple of thousand and not really knowing how to handle that type of growth." 

Another faculty member expressed a similar perspective that "The college was 

youthful, I think in our terrible teens. A time of everyone being rebellious and 

wanting to go in their own direction. Similar to the sixties in the United States 

when everybody was posturing and pushing their own agenda without listening to 

each other". 

Disconfirming evidence of midlife was articulated by a board member. "I 

think the institution was transitioning from it's hippy youth into a community 

college serving all of the community not just part of the community. It is easy to 

call it a mid-life crisis but a mid-life crisis usually is a little calmer. My 

recollection of the governing board was that there were periods of great charm and 

maturity alternated with periods of pouting, sulking, tantrums, obscenity, and 

completely inexplicable behavior. I think one of the reasons the crisis occurred was 

because the institution lacked the mechanisms and ability to solve problems." 

Further challenging the idea of midlife, one CEO respondent who had held 

office for eight years during the warning stage cast it as in a stage of maturity when 

the crisis erupted. "It was more in organizational maturity. There was acceptance 

and understanding of the community college concept with at least twenty years of 
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longevity." Anotiier CEO who held office in the aftermath period described the 

stage as one of turmoil or transition "I saw it as a troubled college, it was hurting 

about as bad as it could hurt." 

After the crisis, most respondents (59 percent) described the college's stage 

of development as "unknown" and gave an indication that it was much more 

difficult to assess. 

About one-third of all respondents offered speculation that the stage of 

maturity had been reached to some degree by various parts of the organization. A 

faculty member furnished evidence of evolution on the part of the board. "Now, I 

would say approaching maturity, starting to stabilize with some consistency and 

continuity in policy and governance with smooth transitions among rotating board 

members." One dean provided me with the following explanation of the 

organization's evolution. I think the college emerged like a semi-mature tree that 

we pruned severely stimulating incredible growth. The new growth came out in 

different directions so you really have a different institution from the past." And a 

staff member pointed out that "In the last ten years the college has transitioned 

from adolescence to maturity. There is a perception that its advisable to go out and 

see how other folks are doing things, which has replaced a provincial, insular 

organization." 

Taken together, the responses seemed contradictory. However, as one CEO 
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pointed out perhaps not all segments of the college were at the same developmental 

stage. "At that particular time it was not a mature board. The upper level of 

administration was in youth and midlife and there was unseasoned leadership 

across the entire institution. There was a considerable longevity on the part of some 

of the faculty but not always totally mature behaviour." Knowing where the 

organization is at in the developmental cycle, according to cultural evolution theory 

is a task of leadership in complex organizational settings and involves recognizing 

when the time for change has come, and understanding how to avoid imposing the 

wrong solution. 

The Organizational Culture 

Overview 

Seven categories were identified as representative of important elements 

present in the culture of the college. Cultural evolution theorists (Schein, 1997) 

emphasize the complexity of the term "organizational culture" and define it as a 

pattern of shared assumptions learned by a group to solve problems of external 

adaptation and internal integration. Culture is said to determine not only the ways 

in which the internal system of authority, communication, and work is organized 

and managed, but also the organization's most basic sense of mission and goals, and 

operates at one level below such concepts as "climate, values, or corporate 

philosophy". 
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As a case in point, respondents were prompted to talk generally about the 

organizational culture, yet most chose to provide details on deterioration of the 

relationship between the board and CEO at the time of the crisis. No one offered a 

positive perspective on the culture, which implies that respondents viewed the 

culture as problematic or dysfunctional. It may be, as Schein's theory suggests, that 

the crisis surfaced unresolved issues embedded in the culture that were dormant 

prior to the crisis. 

Ulrich (1997) notes that culture may be embedded in four organizational 

processes: the work flow, the communication and information flow, the decision 

making and authority flow, and the human resource flow. Of these four processes, 

the decision making and authority flow that refers to how decisions are made and 

where authority resides, proved to have the greatest applicability in evaluating 

responses on the college's organization culture. 

For example, responses commented on access to the decision making 

processes, the leadership role and style of the CEO, and subculture activity 

associated with a small group of the faculty who espoused the culture of the 

founders. Respondents also emphasized tension over centralized versus 

decentralized control, unfreezing or a recognition of the need for change, and a 

leadership environment of growth as important aspects of the culture. In sum, 

concern over the decision-making and authority flow dominated the responses and 
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was highlighted as a fundamental aspect of the culture. 

Evidence and Discussion 

A total of seventeen individual responses were obtained on the question 

"What can you tell me about the college's organizational culture?". The seventeen 

individual responses were categorized and furnished the results reported in the 

following table. 

Description of the 
organizational culture 

Faculty Deans Staff Board CEO # To 

I. Relationship between 
board and CEO 

X XX 3 18 

2. Decision making process X X X J 18 

3. Leadership role and style 
of CEO 

X XX 3 18 

4. Subculture activity X XX 3 18 

(72%) 

5. Centralized vs. 
decentralized control 

X X 2 12 

6. Unfreezing XX 2 12 

7. Leadership environment 
of growth 

X 1 6 

(30%) 

3 2 I 5 6 H
 

II
 

The four elements of the college's organizational culture that received 

attention and comment from most respondents (72 percent) related to the 
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relationship between the board and CEO, the decision making process, the 

leadership role and style of the CEO, and subculture activity involving the faculty. 

By way of example, a CEO furnished evidence of a contentious relationship 

between the board and CEO particularly in the warning stage which preceded the 

governance crisis. "Board relations had a cnsis orientation from 1969 to 1989 and 

my relationship with the board seemed to be in and out of crisis. There were some 

stable years from 1982 to 1985 in which I think we simply contained the crisis." A 

staff member further elaborated on the unresolved issues that were related to the 

flow of authority "I think the communication of who's in charge was a major issue 

in the organizational culture." However, according to the respondent "the culture of 

the institution changed during the crisis." 

The change in the flow of authority was verified and validated by a CEO. 

"The college got to a point where it allowed a new CEO to come in and just be the 

Czar. The faculty leadership may not have liked it but they had no choice but to 

cooperate because the college was on probation and there was no other option." 

The CEO indicated that " faculty leadership had some culpability about getting 

politically involved with the board and so now they could not come up and say I 

don't like the style or the approach that the CEO is taking." It was the respondent's 

perception that the CEO brought back "stability and respect" to the culture both 

externally and internally, which constituted a significant change in values. 
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Issues related to the decision making process were a second element of the 

culture pointed out by respondents. A faculty member provided me with the 

following insight "When you are talking about the organizational culture you're 

talking about how people deal with authority and the decision making process. The 

organization has gone from participatory decision making to the other extreme. 

Some older faculty expect information to flow from the bottom to the top and 

question what happens to it up there." According to the respondent, "Three issues 

at the heart of bickering and infighting are the department chair structures, 

allocation of resources, and the one college multi-campus concept." 

Manipulation of the decision making process appeared to have been a 

prominent feature of the culture in the era that preceded the governance crisis. A 

dean disclosed that prior to the crisis "The organizational culture involved 

manipulation and control by special interest groups and lacked accountability. It 

was more like who has the power and who is going to make things happen." The 

special interest groups were described thusly. "The faculty were a power group 

directly in communication with board members or individuals in the community 

who could influence the board". Board members themselves "had connections with 

individuals they wanted to see at the college to further their own cause". According 

to the dean, it was tantamount to "a patronage system where individuals were 

placed into highly visible and powerful roles but no one was really sure how they 
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got there. The manipulation even extended to the leasing of facilities and how 

leases came about." 

A former CEO provided further insight into the issues associated with the 

process of decision making and indicated that "It had never been fully resolved how 

administration and faculty would work together". According to the respondent 

"historically the institution had yo-yo'd between being democratic and flat or being 

hierarchical and lop down. There had been a tug-of-war with each change of 

leadership and the alternating culture on decision making was part of the 

precondition for the crisis." Additionally, the CEO noted that as the leadership fell 

into disarray the tendency was for the administration to avoid making decisions and 

to pass things up to a higher authority as "people were afraid to make decisions and 

afraid to make mistakes". Decision making was exacerbated by the fact that prior 

to the crisis "there was a long period of time where the CEO and the board were 

relating less and less well." Consequently, at the time of the crisis "decisions were 

top down and hierarchical" but the faculty were dissatisfied because at a different 

time it had been more democratic. 

Issues related to the leadership role and style of the CEO were a third 

element of the culture noted by respondents. A faculty member pointed to "the 

original culture" as involving a consensus-building decision making process where 

faculty exercised leadership, had involvement, and had a voice. The faculty 



respondent noted that "with each new CEO it got a little tighter and the culture 

became a standardized bureaucracy like the Dilbert cartoons, rather than the vision 

that it was founded on." A board member articulated the view that prior to the 

crisis "The college had been stifled for so long" that the only avenue the faculty 

and board saw for change was to remove the CEO. From the perspective of the 

board member, "the culture started to change after the new board was formed" and 

there was more "input and feedback being given by groups throughout the 

organization." 

A board member provided me with insight into the nature of the change in 

the organizational culture brought about by the CEO immediately following the 

crisis. "I would describe the organizational culture as constructively 

confrontational". According to the board respondent, the CEO "liked input and for 

people to be candid about how they felt, but it was apparent when the time came to 

stop talking." In a departure from past practice, the board member pointed out that 

"there was no doubt where the decisions were going to made" as the board and the 

CEO began to develop into a leadership team. The board respondent was careful to 

note that such a leadership team had not existed for quite some time but "it 

evolved." A contributing factor to the change was the strength of leadership 

embodied by the CEO. As my respondent noted "It didn't take long. There were a 

few early battles but he made sure he won and that kind of set the tone for the rest 
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of the tenure." 

Issues related to subculture activity was a third element of the culture noted 

by respondents. A faculty member attested to the fact the "internally there were a 

lot of different communities that didn't view things the same way." A CEO noted 

that "Wonderful teachers built the college's teaching reputation but they also 

represent the glue that simply doesn't care much for governance, boards, or 

administration." One CEO pointed out that in the early days of the college "faculty 

hired other faculty" and there was an aversion to the symbolic display of an 

administrative presence, even to the extent that the CEO's office door said "Ken's 

Place". Another characteristic noted by the CEO was "an adversarial view of the 

boss and employee relationship" which may have been carried forward from the 

sixties era by former hippies and union proponents among the older faculty. 

According to the respondent, the fact that "faculty want to manage the college" has 

precluded the faculty senate from evolving into a "true academic senate" with an 

interest in scholarship and educational issues. In the words of another CEO, 

complex organizations "can't chose up and vote for what you want to do and then 

take the majority vote without considering all the circumstances. It just won't 

work." 

The three remaining elements identified by respondents (30 percent) as 

salient in the college's organizational culture were related to centralized versus 
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decentralized control, unfreezing, and a leadership environment of growth. 

A dean furnished the following account of the tension over centralized 

versus decentralized control. "Leading up to the crisis things were very centralized 

and campuses could do nothing right so there was always a war. The CEO seemed 

to pit the campuses against each other to keep everyone unhappy and to keep the 

focus off his administration." The dean also provided me with insight into how the 

tension has been managed over time. "The next CEO shifted a lot of the 

responsibilities to the campuses and changed the name of the campus provosts to 

presidents. He didn't involve himself in the day to day operations of the campuses 

and expected the presidents to do their jobs and held them accountable for it." 

More recently, the CEO "has taken things back to centralized control and the 

central office is more involved in the campus operations. There is definitely a focus 

on one college but we all work together, solve problems together, and come to 

consensus together." The vacillation between centralization and decentralization 

was substantiated by a former CEO who characterized it as going from "a very 

loose structure, to fuzzy, to tight." 

Unfreezing or what Schein's theory depicts as "a recognition of the need for 

change" was indicated by a board member, who noted that "there was a 

groundswell of people who felt the need for a different type of college" preceding 

the crisis. Illustrating this point, the board member noted that "things operated 
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almost like a medieval fiefdom. I viewed the year of crisis as a confrontation 

between the "peasants" meaning the students, faculty and community members at 

large and the "warlords" meaning bureaucrats and powerful community leaders 

whom the college had served well. There was just an overall need for change." 

Two board members furnished evidence of conditions that existed throughout the 

organization. These included bureaucracy that dominated the education mission of 

the college, negative attitudes over educating and hiring minorities and women, and 

problems described as "scams". 

The latter condition involved questionable and in some instances, unethical 

practices on the part of both faculty and administrators. One board member cited 

examples of "faculty members drawing full salary" with only 6 students on 

independent study, faculty members who wouldn't teach classes before noon 

because it interfered with other jobs, and "ghost classes" listed in the catalog that 

students received grades for, yet the classes never met. The board respondent also 

cited examples of "administrators bringing in huge projects for the college to pad 

their own resume" in areas such as computer information services that really 

weren't enjoyed by the college as a whole. 

Issues related to a leadership environment of growth constituted the seventh 

element of the culture. A board member provided me with the following overview 

of the sentiments and expectations that had helped shape the organization's culture. 
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"The college grew up fast and wild but not well directed and with a small town 

mentality." The college's culture was developed from an environment of expansion 

and growth marked by excitement, vested interest groups, and stakeholders who 

had their own ideals of "what it was and what it should be and where it could go". 

As expressed by other respondents "there was not a whole lot of accountability or a 

process for evaluating what was being done. Things were done based on tradition 

or because somebody thought it would be a good thing to do." According to the 

respondent, as the college grew in complexity and size "it has become a major 

player in economics and meeting the needs of a large town. So I think it's become 

much more professional, more business like, and much more accountable in it's 

attitude." 

Summary of the Chapter 

This chapter was a level one analysis of the context for the crisis. Reasons 

identified for the crisis included underlying factors such as a breakdown in roles 

and community withdrawal of support; the more immediate circumstances such as 

board conduct and allegations of malfeasance on the part of board members; as 

well as major leadership shortcomings that included outdated administrative 

structures and processes, CEO removal influenced by the faculty, a vacuum in CEO 

leadership, and the founding philosophy. 

Perspectives on the meaning of the crisis indicated that it was a critical 
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event that focussed attention on board behaviour, served as a turning point, 

threatened the survival of the college, exposed the board's attitude toward power, 

and increased conununity involvement in the college. Additionally, it threatened 

faculty with a loss to their paychecks, jeopardized public image, and stagnated the 

administration. 

The college's stage of development at the time of the crisis was perceived by 

most respondents as midlife, yet the CEO who held office as the crisis was 

unfolding affixed it at maturity. After the crisis the stage of development was more 

difficult to assess and reinforced a possibility that not all segments of the college 

were at the same stage of development. 

The organizational culture centered on decision making and the flow of 

authority. Elements pointed out as significant were the relationship between the 

board and CEO, the decision making process, the leadership role and style of the 

CEO, subculture activity involving the faculty, centralized versus decentralized 

control, unfreezing, and a leadership environment of growth. 

The next chapter continues a level one analysis of the case study data and 

examines the impact of the crisis on governing board leadership. 
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CHAPTERS 

GOVERNING BOARD LEADERSHIP 

The primary question for this chapter was "How was governance influenced 

by the crisis?" Follow-up questions used to explore the impact of the crisis on 

governing board leadership included: How would you characterize the board 

during your involvement? Where is/was the board in maintaining a balance 

between policy and operations? Where is the board in maintaining a balance 

between internal and external forces? and, What are the college's foremost 

developmental needs at this time? 

As previously noted, my evaluation of the interview data, elicited in 

response to these questions, constituted the first level of analysis applied to the case 

study data. Categories were isolated for each of the interview questions, displayed 

in a tabular presentation, and discussed using relevant concepts and ideas from the 

literature. The reader is asked to bear in mind that this was not a survey, so it is not 

the numbers in the cells that are important but rather the categories themselves. 

The Influence of the Crisis on Governance 

Overview 

Six categories were identified that exemplified the impact of the crisis on 

governance. "Governance" as defined in this study was a term used in reference to 

the college's decision making structures and processes, as well as the leadership 
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roles associated with such structures and processes. The crisis influenced 

governance by reconfiguring leadership roles and by correcting ineffective 

practices. The first influence involved a redefining of the relationship between the 

board and CEO which had been undermined by prolonged faculty interference. A 

second influence involved restoring community involvement through the citizen's 

advisory committee established for the specific purpose of helping with formation 

of the new governing board. A third influence entailed faculty lack of trust in the 

board and the administration. Even though some of the old board members were 

installed by faculty, a sense of betrayal had developed over board conduct, and was 

expressed as a vote of "no confidence" in the board. Issues over the differential 

power of administrators and faculty were heightened as faculty had to give up 

decisions that had been allowed to "drift over" to them when the administration 

became neutralized by the turmoil. The remaining areas of impact were manifested 

as altering a negative state of affairs that surrounded board accountability in 

decisions and policy-making, the brokering of influence throughout the 

organization, and neutralization of the administration. 

Evidence and Discussion 

A total of eighteen individual responses were obtained on the question 

"How was governance influenced by the crisis?" The responses were categorized 

and generated the results represented in the following table. 
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How the crisis influenced 
goveroance 

Faculty Deans Staff Board CEO # % 

I. Board and CEO 
leadership 

X X X XX XX 7 39 

2. Community 
involvement 

X X XX X 5 28 

3. Lack of trust X X 2 IL 

4. Accountability X X 2 11 

5. Brokering of influence X 1 6 

6. Neutralization of 
administration 

X 1 6 

3 2 2 6 5 T=I8 

Most respondents (39 percent) identified board and CEO leadership as a 

primary area influenced by the crisis. Throughout the precrisis era and the warning 

stage, board and CEO leadership consisted of "bad practices" that included micro 

managing on the part of the board, subversion of the role of the CEO, and an 

unsuccessful bid on the part of the faculty to engage in power politics. 

During the warning stage, a board member who served as the chair 

emphasized that "It was very difficult to govern" as crisis over even minor matters 

came to the attention of the board. To illustrate, the respondent recounted being 

called by the CEO and told that the college security force was in a gun battle on 

Houghton Road, when the incident was simply "some person out target shooting in 

the desert and someone thought they were being shot at." 
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More expressly, a CEO recalled that "my leadership was questioned as a 

smoke screen to cover up the fact that the board was micro managing." According 

to the CEO it was customary for board members to interfere into the college's 

operations, to circumvent the role of the CEO, and to dictate hiring. Examples 

were a vice-president who "told me very pointedly, the trouble with you is that you 

don't know how to count to three" meaning three board members were supporting 

him which was the majority. Another was when the board said "we would like to 

have this person replace the personal director and so on" until the CEO finally had 

to say "I'm not playing." 

Engagement of the faculty in power politics was attested to by a CEO. In the 

words of the CEO "faculty dumped a couple of CEOs real early and learned that 

they could elect board members to gain influence, and for twenty years that is what 

they had been doing." The fact that faculty actively recruited their own candidates 

for the board was not a secret. A faculty member indicated that in the past, one 

faction of the faculty would call a board member and that board member would 

bring the issue discussed to the table. According to the faculty member "all of that 

changed, the CEO worked with the board so it was never blind sided" and knew 

how to deal with matters "and to not unnecessarily rile up the faculty." 

At the turning point, there was a redefining of the leadership of the board and 

CEO which was a direct result of the crisis. A staff member emphasized that the 
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"the crisis called attention to how the governing board was overseeing the college 

and carrying out its mission." A faculty member pointed out that after the 

community leaders got together and appointed new board members, the new 

leadership on the board and the CEO made a declaration that "we are going to 

change the way that we do business." According to a dean, the best evidence of the 

redefinition "was reflected by how the governing board selected our last two CEOs 

and by the level of compensation that they have given them. The salary level 

changes the expectations of the role of the CEO relative to the board." 

About one-third of all respondents (28 percent) identified community 

involvement as the second area influenced by the crisis. 

Chait et al. (1996) has noted that trustee recruitment, selection and board 

building are a necessary part of achieving effective governance that is often 

neglected by the public nonprofit sector. According to Chait, the tides of 

trusteeship can carry boards into wrong directions: from strategy toward 

operations, from long-term challenges toward immediate issues, from collective 

action toward individual initiatives. In addition to the difficult problem of who 

serves, the question arises as to who will represent the community. Community 

involvement was a term used by respondents in this study to refer not only to 

special interest groups, but also to the citizens advisory committee that installed 

new board members, the county politicos that sought to use the college as a 
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political patronage system, and the various business groups representing city 

politicos and/or corporate interests. 

As pointed out by a staff member, throughout the warning stage "the 

citizenry was not stepping forth to fulfill iheir civic duty of serving on the college 

board. The public in turn didn't understand the requirements and were not electing 

qualified people." From the staff member's viewpoint "the CEO did not precipitate 

the crisis, the crisis was an outcome of the board issue and community neglect." A 

faculty member reiterated the fact that "there wasn't anybody interested in being on 

the board" until the crisis occurred. According to most respondents, community 

involvement was restored through a citizen advisory group established by an 

original board member to help find replacements to go on the board. The group 

involved people who thought the college was important to the community and 

advised the county superintendent of schools on appointments. 

A board member noted that at the turning point, community leaders who 

later formed the citizens advisory committee "had to step forward and start looking 

for qualified candidates that could step in with the needed expertise in business, 

law, and policy." Attention was directed to consideration of why candidates wanted 

to govern. Another board member noted that "the committee that interviewed me 

actually stood back and looked at what the community college ought to be from the 

top down". According to the respondent, the committee was astute to the proper 
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role of the board as setting policy, engaging in strategic thinicing, and committed to 

"serving students and the business community." A CEO surmised that the group of 

community members who prescreened people for appointments by the county 

superintendent of schools were "the patron saints of the second life of the college, 

the second thirty years". 

The remaining four areas of impact that were associated with governance, 

constituted roughly one-third of the responses (34 percent) and showed response 

patterns that were unique to certain groups. 

Faculty and CEO respondents (II percent) identified lack of trust in the 

board and administration as the third area influenced by the crisis. A faculty 

member pointed out that "in normal times the faculty and staff councils are a small 

sub-set of governance". However, according to the respondent, the faculty council 

felt the need to show a stronger voice during the crisis "so there was a vote of no 

confidence in the board" and strong feelings of resentment were expressed by 

faculty like, "I'm trying to do a good job and you are making us look like fools so 

we are getting you all out of here." A CEO confirmed that "governance had gone 

severely off the rails at the board level" and there was not a high level of trust 

between the faculty and the administration due in part to college history. According 

to the CEO "faculty had taken on decisions that really didn't belong in the domain 

of the faculty" involving allocation of campus resources, scheduling of classes. 



107 

assignments and loading. These were described as the types of decisions had been 

"allowed to drift over because of the tensions" and contributed to a perception that 

the college lacked measures of accountability. 

Board and CEO respondents (11 percent) identified accountability relative to 

board decisions and policy-making as the fourth area of impact. 

As stated by a board member "the crisis caused a whole shift in how 

decisions were made and how we accounted for, tracked, and justified programs 

and actions". The public demanded accountability on the part of the newly 

instituted board "so I think the fact that people were looking from the outside 

required the board to be responsive to the taxpayers and the outside world." 

Prior to the new board, a CEO pointed out that once installed by the faculty, 

the old board attempted to hold everyone else accountable and then evaded 

accountability itself. Chait et al. (1996) refer to this type of behaviour as the 

problem of low stakes and high rollers where the board may be legally responsible 

but in reality, individual trustees are virtually unaccountable. According to the 

CEO, "the old board came up with crazy things like wanting all faculty members to 

personally come and stand before the board to negotiate their contracts and to vote 

on their textbooks." Moreover according the CEO "policies were not there to 

protect the institution from a rogue board" so the administration kept their heads 

low. And unfortunately, "that is when I realized the importance of policies" and 
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the need for a system of checks and balances. 

One board respondent identified the brokering of influence as a fifth area 

related to governance that was exposed by the crisis. From the perspective of the 

board member "governance was being pushed and pulled in a lot of directions" and 

"most of the board were novices". As stated by the respondent "lobbying doesn't 

convey the idea, I would call it manipulation" with everyone wanting their piece of 

the action. The board member indicated that trust was an issue from a board 

perspective, as the CEO and the faculty representatives only "fed the board 

information in order to gain support for whatever it was that they wanted". 

One dean respondent indicated that neutralization of the administration was 

the sixth area affected by the crisis. The dean disclosed from an administrative 

perspective that "it was a time of great uncertainty for the college administration 

because we were out of control." According to the dean, conditions that preceded 

the crisis relegated the administration to "a powerless position looking for someone 

to save us" so we were "in neutral" until the crisis erupted and caught the attention 

of the conununity, the state and then ultimately the NCA. 

The Old Board Versus the New Board 

Overview 

Twenty-one categories were established that distinguished the conduct, 

behavior, and qualities of the "old board" that served during the warning stage 
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leading up to the crisis, from the "new board" that replaced it in the aftermath stage. 

The differences that existed between the old board and the new board proved 

crucial in identifying and gaining insight into the significant patterns related to 

board leadership. 

Comparison of the characteristics of the old board, with those of the new 

board that took office in the aftermath stage revealed major shortcomings related to 

the former. The "old board" was comprised of single issue people who were at 

best, unpredictable and at worst, misguided. Members were inexperienced at 

serving on a governing board. They had personal differences, some were political 

and allegedly getting payback, others had tapped into a large well of resentment to 

gain a seat on the board, and there may have been generational issues with the 

CEO. The old board tried to be power brokers to the exclusion of the CEO, it's 

composition changed constantly, and members worked as individuals not as an 

entity. 

In sharp contrast, positive qualities were attributed to the newly constituted 

governing board appointed to serve in the aftermath stage. One characteristic was 

that the "new board" had a clearly defined role and was viewed by the faculty as 

less malleable than the previous one. A second characteristic was that the new 

board operated as an entity, and not as individuals. The third characteristic was that 

the new board members depersonalized politics and were not serving for personal 
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gain or patronage. And a fourth characteristic was that the new board v/as 

composed of professionals that included a lawyer, an educator, a social agency 

head, and a business executive. 

Evidence and Discussion: The Old Board 

A total of twenty-one individual responses were obtained on the question 

"How would you characterize the board during your involvement?" The twenty-

one individual responses were categorized and generated the results reported in the 

following two tables. 

The first table depicts categories associated with the old board that served 

during the warning stage prior to the crisis, as identified by eleven respondents. 

Old board 
characteristics. 
(Warning Stage) 

Faculty Deans Staff Board CEO # % 

1.Unpredictable and 
misguided 

X X 2 18 

2. Inexperienced, with 
philosophical and 
personal differences, 
immature and chaotic. 

X X 2 18 

(36%) 

3.Single issue people X I 9 

4. Political and getting 
payback from the 
community 

X I 9 

S.Tapped into a large 
well of resentment 

X I 9 



I l l  

Old board 
characteristics. 
(Warning Stage) 

Faculty Deans Staff Board CEO # % 

6. Generational issue 
with the CEO 

X I 9 

7. Wanted to be power 
brokers to the exclusion 
of the CEO 

X 1 9 

9. Worked as 
individuals not as an 
entity. 

X I 9 

I I 1 5 3 T=l l  

Most respondents (36 percent) characterized the old board that served during 

the warning stage as motivated by self-interest rather than civic duty and 

inexperienced at policy-level decision making. 

A dean declared that "the board that got us in trouble was very unpredictable 

and misguided. They did not see the greater good of what it is to be on a board. 

They didn't understand that the only power a board has is collective. So it was very 

fragmented by self-interest." A former board member attested that "We were so 

consumed with putting out our own difficulties, we were just sort of swept away. 

We ended up not being at all effective, particularly not that last year, it was not a 

record to be proud of. I'm not sure what we could have done better but it was bad." 

Further indication of the board's inexperience was provided by a board 

member who pointed out "that was my first board experience except for student 
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council in junior high. I had never been involved in politics let alone holding an 

office." And a staff member furnished the following account of the differences that 

existed on the board. "The old board members didn't like each other and had deep 

philosophical and personal differences". For instance, "one ran to defeat someone 

who had been on the board and her personality put her at conflict with the other 

board members. It was emphasized by the staff member that "the normal protocal 

for a board is if you question something, you tell the CEO in advance that you are 

going to ask a question. With these board members they asked questions designed 

to "nail the administration" and make them look bad. Moreover, as observed by the 

respondent "it all seemed planned" as to who would ask questions and grandstand, 

so "there was that kind of turmoil going on continuously." 

Respondents identified several additional characteristics of the old board 

which accounted for the remainder of the responses (42 percent). The response 

patterns indicated that certain characteristics were of concern to a specific group. 

A faculty member response exemplified a concern that the old board 

consisted of single issue people. "As people left the board, most of them admitted 

that they had become a member of the board for one thing and were seen as single 

issue people. That is not the person you want as a board member because they'll let 

everything else die to keep this one thing going." As pointed out by the respondent 

"single issue people on a board fight each other for their single issue" and can only 



113 

be successful if "they do that one thing". 

Board response illustrated concern with the fact that the old board engaged in 

patronage, capitalized on resentment, and had generational issues with the CEO. 

One board member disclosed that allegedly some members sought "political pay 

backs either through favours out in the community or through whatever channels 

there were." Another board member admitted that "I was successful in tapping into 

a fairly large well of resentment and I ended up winning the election." And as 

explained by a former board member that served in the warning stage "another 

thing that may have played into what was going on was a generational issue 

concerning the CEO's management style that reflected the values of an older 

generation." 

CEO response demonstrated concern with the fact that the old board wanted 

to be power brokers, changed in composition, and worked as individuals. One 

CEO asserted that "I would characterize the board at that time as wanting to be 

power brokers and kingpins to the exclusion of the CEO." According to the CEO, 

board members wanted the power of patronage and to be able to say "I can get you 

a job if you behave." Another characteristic noted by a CEO was that "the 

composition of the board changed eight times during my tenure" which made 

stability and cohesiveness difficult to achieve as a group. And in the words of 

another CEO "they did their work as individuals and not as an entity. They did not 
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care about policy, used abusive tactics, and got most of what they wanted through 

brow beating." 

Evidence and Discussion: The New Board 

The second table depicts categories associated with the new board that served 

in the aftermath or resolution stage, as identified by ten respondents. 

New board characteristics. 
(Aftermath Stage) 

Faculty Deans Staff Board CEO # % 

1. Clearly defined role. X X XX 4 40 

2. Operated as an entity. X X 2 20 

3. Depersonalized politics. X X 2 20 

4. Professional X X 2 20 

2 2 L 3 2 T=10 

Most respondents (40 percent) indicated that in contrast to the old board, the 

foremost attribute of the newly formed replacement board was that it had a clearly 

defined role. 

A faculty member observed that "I think with the CEO after the crisis the 

board was not pliable. But they did rely to a great extent, on information from the 

CEO." Reiterating this point, the CEO hired by the new board offered the 

following insight. "The new board understood at least half of the issues, and 

certainly knew that the college was on probation and that bothered them a lot. They 

knew it was not organized well and those kinds of things. They didn't really know 
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why but they knew there were problems. The strength of the board was a very good 

situation for a CEO, probably Camelot. Probably the best board that I've ever seen. 

The board said, teach us how to be good board members and we'll support you." 

A board member emphasized that the role of the board ultimately is shaped 

by "the sense of confidence the CEO conveys about their ability to manage the 

operation" thereby enabling the board to assume its responsibility of establishing 

policy. A CEO further elaborated that the new board tended to be more bottom line 

oriented, more fiscally alert, and clearly understood it role of stewardship. 

About one-fifth of the respondents (20 percent) indicated that a second 

attribute of the newly formed replacement board was that it operated as an entity, 

not as individuals. 

A dean characterized the new board as "much more collective than the past 

board." Another dean cited as evidence of a change, the new board's reputation in 

the community and around the state as a "professional, credible board, who 

participates in the college but doesn't rule the college." And according to a board 

member "all board members understand that we can't make decisions as an 

individual board member or speak for other board members. The only power that 

we have is as a unit and we can't make commitments for the college as an 

individual." 

Another one-fifth of the respondents (20 percent) indicated that a third 
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attribute of the newly formed board was that the members depersonalized politics. 

A staff member pointed out that the new board was not for personal gain or 

for making any kind of patronage". According to a dean "we have seen an 

evolution in board members" and we don't have to deal with personal agendas. 

And as confirmed by a former board member "when the new board came in politics 

was still part of it but it was done with great dignity and influence towards the 

betterment of the college." 

Finally, the remaining one-fifth of the respondents (20 percent) indicated that 

a fourth attribute of the newly formed board was that it was composed of 

professionals. 

A dean characterized the board as "much more serious and business like" 

with respect from the community." Another dean affirmed that "they read the 

materials, ask intelligent questions, and are not a rubber stamp for the CEO". A 

faculty member attested to the fact that "the main strength of the new board is that 

the members are not causing scandals", they conduct themselves as level-headed 

professional people, and are not in it for personal glorification. Although, the 

faculty member was careful to note that "they are more distant to what is going on" 

probably because in the last ten years the college has grown and gotten more 

complex. 
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The Balance Between Policy and Operations 

Overview 

The North Central Association document placing the college on probationary 

accreditation status in 1989 contended that the old board had bypassed normal 

reporting procedures, intervened into hiring processes, and interfered in matters 

deemed the responsibility of the CEO and administration. A total of sixteen 

individual responses were elicited on the question "Where was/is the board in 

maintaining a balance between policy and operations?" The sixteen individual 

responses were categorized and generated two tables, one relating to the "old 

board" that served during the warning stage leading up to the crisis, and another 

pertaining to the "new board" that served in the aftermath or resolution stage 

Evidence and Discussion: The Old Board 

The first table, depicts nine respondent views on the old board that served 

during the warning stage and identifies the specific actions that led to the notice of 

probationary accreditation status. 

Old Board on the balance between policy and operations. 

Faculty Crossed the line. 

Crossed the line. 

Staff Problems of interference. 

Board Not making policy and intruded into operations. 

There was no defined line. 
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Old Board on the balance between policy and operations. 

CEO Beyond policy and into the operations. 

Off the rails at the board level. 

Had moved from policy into administration. 

Board was running the college. 

During the warning stage, respondents furnished the following evidence that 

the old board was running the college and there was no balance between policy and 

operations. 

A CEO respondent noted that the old board bypassed normal reporting 

procedures and was meddling with "the allocation and use of resources, decisions 

on facilities, purchases and pretty much every realm of the college". A staff 

member told how interference "became evident within six months" of the old board 

assuming office. The CEO was fired, staff who reported to the CEO resigned or 

were dismissed, and "an individual was hired by the board to perform an analysis of 

the administration as a front for taking over operations." The staff member 

emphasized "it came as no surprise that a whole reorganization was implemented at 

the direction of the board rather than the CEO." 

Concordant with this view, a CEO respondent who was senior staff at the 

time, affirmed that the board was hiring consultants, deciding what facilities to buy, 

and key policies were not in place "to protect the institution from a rogue board. 
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and that's exactly what I thought they were." Another CEO respondent concluded 

that "over the years with too many presidents, boards had moved from policy to 

administration" largely as a result of the faculty influence. In the words of the CEO 

"the organizational philosophy was that you do not need leadership except among 

faculty. It sounds good but it just won't work. That concept was abandoned in the 

I4th century university. Somebody has to make decisions differently than the staff 

and faculty make." 

Intervention by the board into hiring processes, substantiated by a faculty and 

CEO respondent, clearly indicated that at some point the board shifted from serving 

faculty interests to installing their own political patronage system. As recounted by 

the faculty member, the board had "crossed the line big time into operations and 

was putting friends and political affiliates into key positions around the college." 

And as expressed by the CEO, "governance had gone severely off the rails at the 

board level" and there was intervention by the board even into "personnel 

decisions". 

Interference into matters deemed the responsibility of the CEO and 

administration was verified and explained by a former board member. "We were 

not making policy but intruding into operations. A couple of members intruded out 

of frustration and because they saw their role as being more than policy makers. 

Two board members were very heavily involved in areas they should not have 
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meddled in. My intrusion was more for getting information but that was beyond the 

scope of what a board member should normally have done. We should have 

coordinated everything through the CEO's office. But quite frankly the CEO was 

not providing sufficient information to make decisions and resisted any attempt by 

the board to find out information." 

A former board member who also served in the warning stage, offered the 

following insight into the downfall of the board. "There was no defined line" and 

"when you are being pulled by faculty, staff and administrators in a particular 

direction, the policy and operation line becomes blurred. We were consistently 

reminding each other that the power only existed as a unit. There were those that 

criticized us for acting as individuals yet they were the same ones that were 

lobbying each of us with their particular issues or particular projects." As proof to 

the contrary, a CEO who served in the warning stage noted that "the board's hiring 

and firing of the CEO" was probably the only proper thing that the board was 

involved in. As recalled by the CEO, board members "wanted to establish policy 

without a review process, they wanted their own administrative secretary who 

would report directly to the board, they wanted their own office, their own budget, 

their own credit cards, and some even wanted their own building." 

Evidence and Discussion: The New Board 

The second table, reflects respondent views on the new board that served in 
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the aftermath or resolution stage and establishes the type of corrective action that 

was necessary to restore full accreditation status. 

New Board on the balance between policy 
and operations. 

Faculty More a policy making body now than they have ever been. 

Dean Distinguished between policy and operations by working closely 
with the CEO. 

Faculty No longer a problem of board into operations or open to personal 
influences. 

Board Centered on correcting governance and resolving the crisis. 

Sets policy and engages in strategic thinking on college's role. 

Created a balance and understands the difference. 

CEO Due to background of board service, members able to distinguish 
between setting, managing, and implementing policy. 

In the aftermath stage, respondents gave evidence that the board maintained 

an effective balance between policy and operations. 

A faculty member surmised that "they are more a policy making body now 

than they have ever been." For instance "if issues are presented or a group comes 

up at some point, they are not adverse to having the administrative team do further 

review for their study." According to the respondent, current board members have 

had appropriate training or they have been in situations where they have had to deal 

with policy issues so they have a much better grasp of it." And as corroborated by 

another faculty member "currently there is no longer a problem with the board 
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getting too involved in daily operations or being open to personal influences." 

A dean pointed out that "individuals on the new board made every effort to 

distinguish between policy and operations by working very closely with the CEO of 

the college. The dean further elaborated that the tasks of the new board included 

"not allowing itself to be manipulated by special interest groups in any way, setting 

the direction for the college, and having a clear-cut understanding of the NCA 

expectations to get off probation." Another corrective action involved "selecting a 

CEO who could come in and take charge and put the college back on course." 

According to the respondent, it was quite clear that the board was looking for a 

change agent as the CEO "I don't think they had the person but they knew what 

they wanted." 

Several board respondents provided me with the further insight into the 

transformation of the board. According to a board member who served after the 

crisis, "once a new board was set in place we were able to center on how to correct 

the governance crisis and start resolving it." Moreover, as stated by another board 

member "the classic role of the board is to set policy, to engage in strategic 

thinking, and to understand the role of the institution in serving students and the 

community." And finally, as articulated by a third board member "I think there is a 

balance between policy and operations with more understanding of the difference 

between the two." 
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With regard to corrective action, a CEO respondent provided me with the 

following insight. "The new members had background and training in serving on 

boards" and understood the difference between setting, managing, and 

implementing policy. According to the respondent, the new board members didn't 

drag in their own agendas and they focussed on the fact that they were here to 

support the new CEO. They wouldn't allow end runs and when people started 

phoning them and doing end runs they just told them no. Additionally, the CEO 

was strong enough to tell them you do it right or I'll leave. When the faculty made 

a couple of runs on the CEO over the department chairs and a couple of other 

issues, he was able to get the board to stand up and the community to stand up and 

say, "Hey you clowns, knock it off." So, according to the CEO, "that was important 

in terms of setting the stage". 

The Balance Between Internal and External Forces 

Overview 

Another aspect of governance concerned the ability of the board to maintain a 

balance between the internal and extemal forces that exert pressure on the college's 

leadership and decision making processes. Internal groups were faculty, 

administrators, and students; and extemal groups were identified as the NCA, 

special interest groups, taxpayers, and the business community. Perspectives on 

the relative importance of these forces on decision making generated five 
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interesting patterns. After the crisis, the influence of internal forces increased 

overall; the faculty lost power; the administrators gained power; special interest 

groups lost power; and, the influence of external forces present in county and city 

politics and the local business community was perceived as having decreased 

overall. 

Evidence and Discussion 

Respondents were posed with the question "Who are the coalition groups that 

affect the college?" as a step toward exploring the influence of internal and external 

pressures on the college. The coalition groups were identified as faculty, 

administrators, board members, students, special interest groups, taxpayers, and the 

business community. 

A board member elaborated on the coalition groups. "The coalition groups 

are the faculty who are generally represented by a few people, the administrators, 

the board members, and the business community. Although less organized than 

others, there are also vendors for contract training, and employers who utilize the 

college for skills training. And then there are splinter groups representing special 

interests, such as Native American or Hispanic. The board chair indicated that 

"you don't have a lot of racial issues in Tucson I think you have a lot of cultural 

issues" and people tend to confuse them. Even though the college is sensitive to 

cultural issues, "you do have cultural coalitions that don't always understand the 
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ramifications of decisions from the top down." 

A dean elaborated on the differential power and influence of the various 

groups. One important coalition group, according to the dean, has been "a nucleus 

of early hired faculty." The various boards have fallen in and out of favour with the 

faculty, and currently the faculty-board relationship doesn't exist anymore. A 

second coalition group has been the "economic interests" such as business, civic, 

and social leaders who help pick our board. A third group has been the special 

interests such as the Urban League, or the county adult education program who 

seek partnerships, and the community groups such as the Hispanic professional 

groups or Native American groups some of whom feel "alienated" by college 

actions. A fourth group, the students never really form a coalition and there has to 

be a crisis for students to get involved. "Before the crisis they don't care, and after 

the crisis they don't care." However, the dean noted "during the crisis they were 

incensed and just unbelievable in the energy they generated to salvage everything, 

but right now they're quiet." 

Respondents were posed with a second question that asked "Which groups 

exerted more pressure on decision making before and after the crisis?" The 

question was pursued as a probe in the interviews, and consequently was not 

addressed by all respondents. Two individual responses were quite extensive and 

were indicated using a rating of one to ten, with ten being the most influential. The 
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two individual responses were categorized and furnished the results reported in the 

following table. 

Internal/external pressure on Before the Crisis After the Crisis 
decision making 

Internal Forces 
Faculty 8 6 
Administrators 6 10 
Students 2 2 

V=16 <
 

00
 

External Forces 
NCA 10 10 
Special Interest Groups 7 6 
Taxpayers 5 5 
Business 6 6 

V=29 V=27 

Several important patterns can be inferred from the data and tend to support 

perceptions offered throughout the case study. First, following the crisis the 

influence of internal forces was perceived as having increased slightly overall (from 

a value of 16 to 18). Second, faculty were perceived as losing some power 

(decrease from 8 to 6). Third, at the same time administrators were perceived as 

gaining significantly more power (increase from 6 to 10). Fourth, it was also 

perceived that the special interest groups lost a slight amount of influence (decrease 

from 7 to 6). And, fifth, following the crisis it was perceived that the influence of 

external forces decreased overall (from a value of 29 to 27). 
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The College's Developmental Needs 

Overview 

Four categories were identified as indicators of the developmental needs of 

the college. Leadership was identified as one of the foremost organizational needs. 

The challenges were to create a process akin to the citizens advisory group as a 

means to ensure sound leadership on the board; for the board and CEO to have the 

right chemistry to keep the organization working; for the college to create a backup 

system or layers of top management that can replace or support the CEO in crisis or 

change situations; and for the administration to gain acceptance of change 

initiatives through the communication of the vision associated with the initiatives. 

Managing change was identified as a second organizational need. The 

challenges were for the college to come to grips with its identity either as a multi 

campus college or as a multi college district; to engage in self-evaluation and 

constant scrutiny of the curriculum, program offerings, departments, and 

effectiveness of the board in order for the organization to survive; and to 

institutionalize current change initiatives at the campus level which is where 

resistance and bum-out is problematic. 

Market decisions were identified as a third organizational need. The 

challenges were to define the college's involvement at the local, regional, and 

international level; to be tuned into the business environment and leverage what 
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already exists through partnerships; to develop different instructional methods and 

delivery systems in order to grow; and to provide access for minorities and 

outreach efforts that will cultivate student enrollment. 

And shared decision making or dual leadership of the CEO and the faculty 

was identified as the fourth organizational need. The challenges were to institute 

effective channels for communication, different from the faculty senate or a 

formalized structure; to motivate faculty through involvement in real decision 

making as opposed to just seeking input; and to disburse decision making to lower 

levels of the organization as a means of motivating and encouraging 

entrepreneurship among faculty. 

Evidence and Discussion 

A total of sixteen responses were obtained on the question "What are the 

college's foremost developmental needs at this time?" The responses were 

categorized and yielded the results represented in the following table. 

Developmental 
needs of the college. 

Faculty Deans Staff Board CEO # <7o 

1. Leadership X XX X 4 25 

2. Managing change X X XX 4 25 

(50%) 

3. Market decisions X XXX 4 25 

4. Shared decision 
making 

XX XX 4 25 
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Developmental 
needs of the college. 

Faculty Deans Staff Board CEO # % 

3 1 I 6 5 T=16 

Respondents across ail groups (50 percent) perceived leadership and 

managing change as top developmental needs of the college. 

First, leadership encompassed the idea of a need for sound board leadership, 

the right chemistry between the board and CEO, a crisis or change management 

plan, and articulation of the vision directing organizational change. 

A faculty member, who underscored the need for sound board leadership, 

stated "another community group is needed to seek out people who can offer the 

leadership on the board". According to the respondent "we have already seen what 

happens when the purpose of the board is not one with the college. The community 

should not stand by and let that happen again. Something has to be done to answer 

that need. I think it could make a huge difference in the kinds of directions that the 

organization is allowed to pursue. Sometimes people can play an end run and win, 

so the college needs to have sound leadership on the board." 

One board member pointed to a need for "the right chemistry between the 

CEO and the board" to keep the organization working and guard against instability 

of the board. According to the respondent "it all goes back to the board". Another 

board member emphasized the need for a crisis or change management plan, and 
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noted "one thing I'm concerned about is the lack of a backup for the CEO". The 

board member pointed out that "many organizations have a second person 

identified for crisis, or in a normal succession of change. For an organization as big 

as we are I think ought to have a couple of management layers at the top." 

A former CEO depicted "getting out there with the vision"as a necessary 

task of leadership. As stated by the CEO, something like a "crusade is needed" to 

gain acceptance of change initiatives such as student success, student assessment, 

the curriculum alignment and unification project, and institutional climate. The 

CEO expressed concern that failure to captivate the "fence sitters" with the vision 

would have serious repercussions for the college such as drifting from the mission, 

becoming insular again, and forgetting about the community. 

Second, managing change entailed resolving identity issues, reconciling 

intemal adaptation issues, and engaging all levels of the organization in change 

initiatives. 

A dean explained the identity issues as the organization "coming to grips 

with it's identity as either a multi campus college or a multi college district. We are 

now getting to the point where we need to think about separate colleges because the 

commuruty is changing and growing rapidly, which raises the question can this 

community support that?" A board member, who underscored the importance of 

reconciling intemal adaption issues, noted a need for evaluation "at all levels, the 



curriculum, program offerings, departments, the board itself, it's no longer 

something that you do once every three to five years when accreditation hounds 

come by." Constant scrutiny from the board perspective raises such questions as 

"How are we behaving as a board? Are we making decisions for today with an eye 

on tomorrow? Are we flexible enough? Are we boxing ourselves into a situation 

that is going to be too costly? As noted by the board member "survival is part of 

the culture of education and becoming more so I think." 

A former CEO pointed to engaging all levels of the organization in change 

initiatives as a critical need. "I think the biggest need is to institutionalize change 

initiatives at the level of the campuses, that is not happening." According to the 

respondent, major resistance has come from campus administrators "because the 

CEO is pushing the one college concept" and also because "people are exhausted, 

they are burned out and they can't take anymore." As emphasized by the 

respondent, the need is for "no new initiatives, just complete the existing ones to 

where they move throughout the organization." Substantiating the same 

perspective, another CEO pointed out a need for "no new projects. We need to 

finish the four or five initiatives that we have. Just keep banging on those to get 

them refined and not dilute our energies by any other extraneous ones." 

Beyond the top two developmental needs, staff and board respondents (25 

percent) also perceived market decisions as a third need of the organization. 
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Market decisions were related to the scope of the enterprise, the leveraging of 

partnerships, research and development of education as a product, and the 

cultivation of consumers. For example, a dean described the need to determine the 

scope of the enterprise in terms of "how big a swipe are we going to take?" Will 

the college stay local, regional or go into the international market. "I think we are 

just kind of nibbling at how international we want our students to be, there is not 

only Mexico, there is Japan, and the Orient." A staff member explicated the need 

for the leveraging of partnerships as being "tuned into business with people in place 

who are creative and resourceful as partnership builders." And a board member 

pointed to existing partnerships with entities such as the university and the city, 

which have been formalized through articulation and intergovernmental 

agreements, as also crucial to maintain in order for growth of the market to 

continue. 

A board member, who commented on the need for research and development 

of education as a product, declared that "that the college is at the threshold of an 

age where learning is going to change dramatically, so it needs to develop different 

instructional methods, and different delivery systems in order to grow." Another 

board member's comments, related to a need for cultivation of future consumers 

through access and outreach. According to the respondent "there needs to be 

outreach efforts like the army that emphasize "be all you can be" prior to getting 
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students to come to the community college." In the words of the board member, 

"the community college is a great place to get rid of the prerequisites, but you have 

to be prepared to even do that. So while we can't do the job for K-12, at least we 

can lend support and work with them." 

Finally, faculty and CEO respondents (25 percent) perceived shared decision 

making as a fourth developmental need of the college. 

Shared decision making implied greater faculty involvement through 

collegial communication, professional influence, and the delegation of authority to 

lower levels of the hierarchy. A faculty member offered the following explanation 

of collegial communication. "I think channels for communications are going to be 

the college's most pressing organizational need after the construction is out of the 

way and everything new is in place. I'm not talking about the faculty senate or 

some formalized structure, they will need to put something in place that is an 

effective informal communication structure". 

Another faculty member commented on the professional influence of the 

faculty and emphasized a need to "flatten the organization to minimize how much 

decision making is away from where work actually gets done. I think when you 

flatten the organization you get more people willing to put in their personal time 

and emotional energy." According to the respondent, some faculty "close to 

retirement may not get real involved again but other people are still willing to keep 
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plugging." 

A CEO commented on the need for delegation of authority to lower levels of 

the hierarchy. As an administrator "I came from an organization that had a shared 

faculty administrative senate" that made decisions allowing faculty to go about 

their business and be supported in entrepreneurship." In the words of the CEO, the 

long term need is for a flat organization with disbursed decision making but with a 

lot of coordination." Somewhat similar, another CEO noted that in the aftermath 

stage of the crisis "the board gave me power to make decisions about the 

organization and the faculty understood that they were not going to get to me 

through the board". So as a long term future direction, "the next CEO probably 

needs to slack off the faculty a little bit. Let them move and do a little more 

driving." 

Summary of the Chapter 

This chapter was a level one analysis of governing board leadership. 

Governance was defined to reference the college's decision making structures and 

processes, as well as the leadership roles associated with such structures and 

processes. 

Areas of governance influenced by the crisis included leadership of the board 

and CEO, community involvement, the trust level between the faculty and college 

leadership, accountability, exposure of the brokering of influence, and 
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neutralization of the acUninistration. 

The old board that served during the warning stage was characterized as 

unpredictable and misguided, inexperienced, constituted of single issue people, 

political and engaged in payback, tapped into resentment to get elected, had 

generational value differences with the CEO, wanted to be power brokers to the 

exclusion of the CEO, changed in composition, and worked as individuals not as an 

entity. In contrast, the new board that served during the aftermath stage was 

depicted as having a clearly defined role, operated as an entity, depersonalized 

politics, and was highly professional. 

On the balance between policy and operations, the old board was described 

as running the college; whereas the new board maintained an effective balance by 

working closely with the CEO. The coalition groups identified as exerting pressure 

on the college's governance process were faculty, administrators, board members, 

students, special interest groups, taxpayers, and the business community. On the 

balance between internal and external forces, the old board had put more emphasis 

on external forces and special interest groups; the new board responded more to the 

pressures of internal forces and administrators. 

The college's developmental needs directed attention to leadership of the 

board and CEO, the managing of change, market decisions on the scope of the 

enterprise, and shared decision making at some level with the faculty. 



136 

The next chapter contains a level two analysis of the case study data and 

presents evidence on the meaning of the crisis evaluated in terms of the stages of 

growth predicted by Schein's life cycle theory. The chapter addresses the meaning 

of the governance crisis on a macro level, and refutes the perception of most 

respondents that the college's stage of development at the time of the crisis was 

midlife. 
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CHAPTER 6 

LIFE CYCLE THEORY AND PATTERNS OF GOVERNANCE 

The question addressed in this chapter "What was the meaning of the crisis 

and was it a factor in the organization's long-term development?" is an overarching 

question drawn from the first objective of the study. The second level of my 

analysis was applied to the case study data and involved application of Schein's life 

cycle theory and the time-series technique. The analysis involved comparing 

patterns of governance in the institution's history with the developmental sequence 

specified by Schein's life cycle theory. 

The patterns of governance were drawn from the institutional chronology of 

historic events (see Appendix D), and interview data from the previous two 

chapters. Three dominant trends that emerged from the data provided a focus for 

the time-series comparison. The first of these was the temporal stages of the 

governance crisis of 1989, which included a precrisis, warning stage, turning point, 

aftermath, and restoration. A second was the trend of governing board changeover 

that occurred in 1967, 1969, 1972, 1979, 1985, 1987, 1989, 1990, and 1995. And 

the third trend was major accreditation activity in 1972, 1974, 1981, 1988, 1989, 

1990, 1991, and 1998. 

The patterns of development predicted by Schein's life cycle theory consist of 

three developmental stages: birth and early growth when an entity is dominated by 
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the founders; organizational niidlife when the founders are replaced by a board, 

CEO, and multilayered management; and, organizational maturity when an 

organization ceases to grow due to complacency in its response to program markets, 

obsolescence of its product, or saturation of its markets. Schein's theory suggests 

that each of these stages determine the leadership role, the unfreezing forces, and 

the change mechanisms necessary to produce change. 

The remainder of the chapter traces the college's development over time 

using the developmental sequence specified by Schein's life cycle theory. Who 

controls the entity, complexity, size, age, and the function of culture were the 

elements used to identify the three stages. 

Birth and Earlv Growth 

The birth and early growth stage of the college was defined by founder 

domination that lasted for about four years, from 1967 to 1971. During this stage 

the first campus was built, student enrollment steadily grew from 3,530 to 5,588 

students, the organization expanded from a small team to 389 employees, and the 

budget reached $8.6 million. The first CEO, Dr. Oliver Laine was hired as a 

business manager but was forced to resign after one year amid board conflict and 

public controversy over interpretation of the college mission. The second CEO, Dr. 

Kenneth Harper served for three years and played a significant role as the director 

of an institute that developed the curriculum and trained new faculty. The institute 
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was a critical component in culture formation as it socialized the faculty to the 

founders view of the mission, to the philosophy of participatory democracy, and it 

also determined who was acceptable to remain as the college's core faculty (Price, 

1994). 

The first trend related to the governance crisis of 1989 indicated this was the 

precrisis era. The second trend related to governing board changeover pointed to a 

leadership change that had an impact on who controlled the entity. Election of the 

first five-member governing board in 1967 put in place a board consisting of 

founders who were educators, and representatives of business interests from the 

local community. Election results in 1969 returned only two of the original 

founders to the board with the result that business interests figured more 

prominently in leadership of the organization. The influence of the founders 

prevailed until 1971 at which time all of the founders were gone from the board. 

Governing board changeover in 1972 launched the organization into the next stage 

of development. 

Organizational Midlife 

The organizational midlife stage of the college was realized with replacement 

of the founders by a new slate of board members, a new CEO, and a multilayered 

management system and continued for six years from 1972 to 1978. During this 

stage, two new campuses and an education center were opened and student 
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enrollment almost tripled from 7,616 to 21,521 students. The workforce also 

expanded 25 percent from 1128 to 1514 faculty and staff, and the budget more than 

doubled from $8.6 million to $20.4 million. The third CEO, Dr. Irwin Spector was 

perceived as catering to business interests rather than educators, unlike his 

predecessors. Among the actions taken by the new board and CEO was a name change 

from Pima County Junior College to Pima Community College, perhaps symbolizing a 

change from the earlier institutional direction set forth by the founders. 

The first trend related to the governance crisis of 1989 showed no change as 

midlife was still part of the precrisis era. The second trend related to governing 

board changeover indicated a significant leadership change in who controlled the 

entity. Election results in 1972 put in place a new board consisting of a mix of 

educators, civic leaders, and business representatives which was more 

administratively focussed than the prior boards and more rigid in its control of the 

organization. The third trend related to major accreditation activity was positive for 

the college, in 1972 it acquired "recognized candidate status" and in 1974 it was 

awarded full accreditation status with no further review for five years. 

One negative event on the horizon, however, was the leaking of negative 

information to external regulators by individuals who perceived the governing 

board and CEO as lacking propriety. The dissatisfaction that abounded was related 

in part, to the loss of values and assumptions associated with the founders which 
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created the sense of an identity crisis among the faculty. Also, as functions had 

become more specialized, internal integration or the incorporation of everyone as 

an equal into the organization became an issue. Problems related to the loss of 

values associated with the founders, criticism of college leadership by dissatisfied 

individuals, and forced resignation of the CEO launched the organization into the 

next stage of development. 

Organizational Maturity 

The organizational maturity stage of the college persisted for ten years from 

1979 to 1989, and was brought about when the organization ceased to grow. 

During this stage, one new campus was opened and one education center was 

established. Student enrollment which had doubled and tripled in the past, was 

relatively flat and held steady at about 22,000 students per year. Ironically, the 

culture that had operated in the previous stage as the "glue" that held the 

organization together, became a constraint on growth and innovation. One phrase 

that captured the era was "the Pima way" of doing things, which referenced a whole 

set of unwritten rules and assumptions inherent in the culture. 

The fifth CEO, Dr. James Manilla served for eight years and brought stability 

into the organization. Perceived as lacking in vision and direction, the CEO 

engendered faculty dissatisfaction with the "status quo" state of affairs. This 

dissatisfaction was manifested in the installation of board members sympathetic to 
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faculty causes and in the forced resignation of the CEO. The sixth CEO, Mr. Diego 

Navarette, was perceived as not particularly forceful as a leader, inexperienced at 

the politics of board relations, compromised by being an insider with networks and 

affiliations, and after two years was fired over a lack of credentials. Issues that 

plagued the CEO and proved insurmountable, included board relations which were 

turbulent, defacto governance by the faculty who were installing board members 

and usurping the role of the CEO, and micro managing on the part of the board. 

The first trend related to the governance crisis of 1989 indicated this was the 

warning stage. The second trend related to governing board changeover denoted a 

consequential leadership change for the organization. Election results in 1979 

further solidified control of the organization by business interests from the local 

community. Election results in 1985 and 1987, however, replaced the business 

interests on the board with a slate of "single issue" individuals and control of the 

organization shifted to the special interest groups. In retrospect, this governing 

board was referenced as the "old board" throughout the case study. 

The third trend related to accreditation activity involved a warning in 1981 

that the board was no longer a policy setting body and was administratively running 

the college. In 1988 the accreditation associauon's exit report expressed concern 

that the board did not appear to understand nor practice the proper role of a 

governing board. By 1989, the college was placed on probationary accreditation 
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status and officially declared to be in a state of crisis. Events leading to the self-

destruction of the governing board involved such improprieties as, bypassing the 

normal reporting procedures, allegedly intervening into hiring processes, and 

intervening into matters deemed the responsibility of the CEO and administration. 

Consistent with Schein's model, the governance crisis was an external reality that 

threatened the college's survival, and thus served as an "unfreezing force" for 

recognition of the need to change. Hence, the crisis was not only a turning point for 

growth or decline, but also the catalyst that launched the college into its second life 

cycle. 

The Turning Point 

The turning point existed for one year and was defined by the governance 

crisis of 1989. Eruption of the crisis occurred when the college was put on 

probationary accreditation status and the old board self-destructed. Board members 

were forced to resign voluntarily and involuntarily. Some board member 

resignations were called for by faculty, staff, students, the state community college 

board, community leaders and newspaper editors, while others were removed 

subsequent to court action. The seventh CEO, Ms. Brenda Beckman, was 

appointed as a crisis manager for one year and was perceived as strategic, 

situational, and highly effective in taking control and resolving the governance 

crisis. 
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During the turning point, the ability of the board to micro manage was 

severed by reestablishing the CEO as the sole administrator reporting to the board, 

a crisis management team was formed to resolve the governance issues associated 

with the crisis, a media campaign was launched to counteract negative publicity, 

and a 17 percent rate of increase in student enrollment was realized, from 48,287 in 

1989 when the crisis erupted to 57,904 students the following year. 

The First trend related to the governance crisis of 1989 indicated this was the 

turning point. The organization was twenty-two years old, and with age it had 

become insular, drifted from its mission, and was faced with no growth due to 

complacency in its response to program markets noted as a belief "it was the only 

game in town." 

The second trend related to governing board changeover signified a complete 

revamping of the power structure and control of the organization when the old 

"special interest" board self-destructed. As a result of the crisis, a replacement 

board was needed to manage the crisis in conjunction with the crisis manager. 

Appointment of the board in 1989 by the county superintendent of schools, was 

based on recommendations of a citizen advisory group led by one of the founders. 

The newly appointed board represented a mix of educators and business interests 

that was reminiscent of the college's first elected board, no doubt due to the 

founder's influence. In retrospect, this governing board was referenced as the "new 



145 

board" throughout the case study. 

The third trend related to accreditation activity centered on corrective action 

associated with governance issues. In 1989 the college appointed a faculty leader to 

head up a self-study report required as a step toward removing the probationary 

status. The turning point was a catalyst that altered the college's governance 

pattern, thereby causing a leap into the second life cycle. 

Rebirth and New Growth 

The rebirth and early growth stage of the college's second life cycle lasted for 

five years, from 1990 to 1995. The leadership role of the founders was 

approximated by the newly appointed governing board who dominated the 

organization as change managers. During this stage, one new campus was opened, 

the organization expanded in employees by 9 percent from 2185 to 2412, and the 

budget was increased by 20 percent from $63.7 million to $79.5 million. Student 

enrollment, however, declined from 57,904 in 1990 to 53,657 in 1994 which 

represented a 7 percent rate of decrease. 

The eighth CEO, Dr. Jeff Hockaday was hired as a change agent and played a 

significant role in positioning the college for future growth. The CEO's leadership 

was perceived as low key but authoritative in managing board relations and the 

organization, and highly effective in building and correcting the image of the 

college. The CEO was instrumental in stabilizing board governance, resetting the 
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direction of the organization, restoring public image, and securing passage of a 

$140 million dollar bond issue to update campus facilities and technology. 

The first trend related to the governance crisis of 1989 indicated this was the 

aftermath. The second trend related to governing board changeover indicated there 

was a role transition on the part of the board from managing crisis to managing 

change. Appointment of board replacements by the superintendent in 1991 and 

1993 continued the mix of educators and business interests. The third trend related 

to accreditation activity was once again positive for the college. In 1990 the self-

study report and site visit were successfully completed, and in 1991 the college was 

awarded full accreditation status for ten years. Governing board changeover in 

1995, and the voluntary exit of the CEO who had served as a change agent 

launched the organization into the next stage of development. 

Second Midlife 

The organizational midlife of the college was realized in 1995, when the 

"founder" board appointed to manage change no longer prevailed over the 

organization. During this stage, one campus buitt new buildings and expanded it's 

program offerings, two education centers were established, and a merger was 

negotiated with the county's adult education program. Student enrollment 

expanded from 53,049 in 1995 to 58,950 in 1998, representing an 10 percent rate of 

increase. The total number of employees decreased from 2436 in 1995 to 1873 in 
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1998. The decrease, however, involved a planned reduction of part-time faculty, 

from 1272 in 1995 to 490 in 1998. The budget grew by 16 percent from $82.4 

million to $98.5 million over the three year period. The tenth CEO, Dr. Robert 

Jensen, brought a vision of geographically located, comprehensive campuses and 

through market expansion, reversed the decline in enrollment of the previous era. 

The first trend related to the governance crisis of 1989 indicated this was the 

restoration and return to business as usual. The second trend related to governing 

board changeover pointed to a leadership change that may have an impact on who 

controls the entity. Election results in 1995 replaced the "founder" board with 

almost a new slate of board members representing business interests, educators, and 

possibly special interests. The third trend related to accreditation activity was 

positive for the college, in 1998 planning was underway to conduct the self-study 

report due in 2001. 

The culmination of this stage is beyond the time frame established for the 

study. However, organizational midlife lasted for six years in the college's previous 

life cycle, so if the pattern were to hold in the current life cycle the midlife stage 

would end in 2001. It is in midlife, according to Schein, that the culture becomes 

diverse and deciding what elements are in need of change or preservation becomes 

one of the "tougher strategic issues that the leadership faces." Moreover, Schein 

points out that the "unfreezing" force at this stage typically comes from dissatisfied 
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individuals who reveal incongruities or leak information to the media or regulatory 

bodies in an attempt to create an explosion of myth or to create a scandal. 

Summary of the Chapter 

This chapter was a level two analysis of the patterns of governance using life 

cycle theory and the time-series technique. The college's development over time 

was traced through birth and early growth from 1967 to 1971; organizational 

midlife from 1972 to 1978; organizational maturity from 1979 to 1989; the turning 

point in 1989; rebirth and new growth from 1990 to 1995; and, a second midlife 

from 1995 to 1998. The developmental sequence of the college was consistent with 

that predicted by Schein's life cycle theory. The analysis showed that the 

governance crisis not only was a turning point for growth or decline, but it also 

served as the catalyst that altered the college's governance patterns, and thereby 

launched evolution into a second life cycle. 

The next chapter represents a level one analysis of the case study data and 

addresses the impact of the crisis on CEO leadership. 
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CHAPTER? 

CEO LEADERSHIP 

The fundamental question for this chapter was "How was CEO leadership 

affected by the crisis?" It is important to note that respondents in this study were 

either active participants in the decision making process related to the crisis, or they 

had been closely involved with decision maicers in a leadership capacity. A follow-

up question used to draw out information on the self-described leadership roles was 

"Why were you selected to lead the college?" 

As previously noted, my evaluation of the interview data, elicited in response 

to these questions, constituted the first level of analysis applied to the case study 

data. Categories were isolated for each of the interview questions, displayed in a 

tabular presentation, and discussed using relevant concepts and ideas from the 

literature. The reader is asked to bear in mind that this was not a survey, so it is not 

the numbers in the cells that are important but rather the categories themselves. 

The Influence of the Crisis on CEO Leadership 

Overview 

Four categories were identified that furnished evidence of the paradox 

associated with CEO leadership. As depicted by Kerr and Gade (1989) "The 

performance of the CEO depends on the conduct of the board; but at the same time 

the performance of the board equally depends on the conduct of the CEO." 
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The crisis had a direct influence on CEO leadership by reestablishing the role 

of the CEO as the leader of the college. The role had been polarized and rendered 

ineffective due to the alliance of the board and faculty against the CEO. 

Additionally, the relationship between the board and CEO, had also eroded over 

time, and the relationship was restored through mutual responsibility and respect. 

Reaction to the crisis by the board and local community, swung the 

pendulum to a preference for strong leadership skills on the part of the incoming 

CEO. Furthermore, reaction to the crisis also created a predilection for someone 

from the outside to serve as the CEO in order to counteract interference by vested 

interest groups and to rebuild public confidence. 

Evidence and Discussion 

A total of fourteen individual responses were obtained on the question "How 

was CEO leadership affected by the crisis?" The responses were categorized and 

produced the results reported in the following table. 

How the crisis affected 
CEO leadership. 

Faculty Deans Staff Board CEO # % 

1. Role of the CEO X X X XXX XX 8 57 

2. Outsider preference X X 2 14 

3. Relationship between 
board and CEO 

X X 2 14 

4. Strong leadership XX 2 14 

2 2 I 4 5 T=14 
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Most respondents (57 percent) perceived that the role of the CEO was the 

primary area affected by the crisis. 

Before the crisis, respondents noted that CEO leadership had been polarized 

and rendered ineffective by a long-term alliance of the board and faculty against the 

CEO. A dean, who had been in the faculty ranks during the precrisis era, pointed 

out that confusion over who was in charge had historical roots. "I think some CEO 

turnover was due to natural attrition but most was not natural. It was prompted by 

alliances between the board and faculty against a succession of CEOs." According 

to the respondent, board members were catering to faculty involved in development 

of the education association and that led to getting rid of some of the CEOs. The 

dean recounted that "Dr. Spector was the first one run out and that was definitely a 

faculty rally." The respondent recalled writing a memo to express to colleagues that 

the CEO had done good things for the college. According to the respondent, "I 

was told in no uncertain terms by my mentor at that time that I wasn't allowed to 

think that way." The dean further emphasized that "the original faculty thought 

they owned the institution and that they could make or break any CEO who came in 

and they did. They can't anymore but at that time they could." 

A CEO, who held office during the warning stage, furnished further evidence 

of the confusion over who was in charge. "From my perspective board interference 
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completely polarized leadership and made it totally ineffective." People were 

confused as to who was in charge which affected my leadership and questions being 

raised were "Who is the leader? Is it the CEO? Is it this vice president? Is it the 

other vice president?" And as a result of the confusion, camps formed. "There 

were those who were loyal to me and felt that I was doing a good job. There were 

others who said, we need to see the vice president or I'm going with the other vice 

president as he seems to have more power." 

After the crisis, respondents noted that the role of the CEO was reestablished. 

A board member recounted that the CEO and board were both removed "so there 

was a considerable upheaval and the leadership was severely challenged." At that 

point the community became involved and "new board members and a new CEO 

were brought in to restore confidence in the leadership of the college." 

Outsider preference was the second area identified by respondents (14 

percent) as affected by the crisis. 

A faculty member provided me with the following insight into the 

predilection for outsiders. "I think it was the death of promotion from within, the 

turning point. From then on everybody has been a CEO from a different system in 

another state." A board member corroborated that "as a result of the tumultuous 

board, the next CEO was going to have to be strong and from the outside because 

there were too many people with vested interests and the community was 
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untrusting." According to the board member "I don't think anybody from within the 

connmunity stood a chance of taking over at that point. We needed somebody from 

the outside to come in and put this house in order." 

The relationship between the board and CEO was the third area identified by 

respondents (14 percent) as affected by the crisis. 

A dean attested to the fact that the crisis "brought CEO leadership back into 

the picture with higher regard and respect from the board than previously." 

According to the dean "it wasn't so much the board controlling the CEO it was 

more the CEO moulding, nurturing, building the direction and collective position of 

the board. Much more productive as a leader." A CEO, who served in the 

aftermath stage, divulged that "when I came to the college I had an agreement with 

the board that things would operate a certain way." According to the CEO the 

board agreed that they would never interfere with the hiring of personnel, and that 

they would have no office or clerical staff. Furthermore, the board agreed to work 

through the CEO and to "never meet without me." With regard to severing the tie 

to the faculty, they also agreed to "never meet with faculty unless I asked them to 

and if faculty called complaining they would refer whoever it was to me." In 

essence, according to the CEO, "the board never violated our agreement and that 

was how things were turned around." 

Strong leadership was the fourth area identified by respondents (14 percent) 
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as affected by the crisis. 

The predisposition for strong leadership was elaborated upon by a CEO 

respondent. According to the CEO, the warning stage was marked by "weak 

leadership that allowed the board to run the college and fear paralyzed the 

institution at all levels." Next, the turning point brought in a crisis manager who 

assumed leadership "but with great reserve." And then in the aftermath "the 

pendulum swung and allowed a CEO to come in with a very strong hand as a result 

of the crisis." 

Leadership Before and After the Crisis 

Overview 

The categorical responses regarding leadership before and after the crisis 

provided insight into how people ascended to positions of power within the 

organization. Critical differences were exhibited in the qualifying criteria. Before 

the crisis, board leadership was based on political influence, displacement of an 

incumbent, and efforts to achieve diversity in the board's composition. Selection of 

senior managers was based on having worked on a board member's campaign, 

while selection of the CEO was based on insider status. 

After the crisis, board leadership was based on experience as educators and 

policy-level decision makers. The appointment of subsequent CEOs was 

contingent on breadth of knowledge, experience in dealing with dysfunctional 
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systems, and experience in building facilities, expansion and growth. Conclusive 

evidence exposed the organization's weaknesses, particularly those related to 

qualifying factors for the selection of board members and the CEO. 

Evidence and Discussion 

A total of nine individual responses were obtained on the question "Why 

were you selected to lead the college?" The nine individual responses were 

categorized and generated the results reported in the following table. 

Leadership of respondents before and after the crisis 

Before Elected to old board due to political machine and last name. 

Elected to old board to displace someone. 

Elected to old board to add diversity. 

Appointed as senior manager because worked on a board member's campaign. 

Appointed as CEO because had been at college since its inception. 

After Appointed to the new board as educator and to correct governance issues. 

Elected to the new board as educator experienced in policy level decision making. 

Selected as CEO because dealt with dysfunctionalism before and crisis never 
scared me. 

Selected as CEO due to experience building facilities and breadth of background. 

Before the crisis, the following snapshot of college leadership at the board, 

senior staff, and CEO level emerged. 

Board elections were centered on political influence, displacement of an 

incumbent, and efforts to achieve diversity in the board's composition. One board 
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member declared "I was elected thanks to the support that I got from the political 

machine in my end of town, the influence of my father's last name, and the fact that 

I ran a clean campaign and defined what my platform would be." Another board 

member recounted "I ran primarily because there was a group of community people 

and staff and faculty who were incredibly dissatisfied with the way that things were 

being run at the college. The major problem was an incumbent on the governing 

board and who had been in power for a long period of time. I sought political 

office not to get the political office but mostly to focus some attention on some 

problems." A third board member informed me that "a lot of the folks within the 

organization were looking for more cultural diversity among the board members. I 

believe that was the reason that I got support. I was only on one term and I didn't 

even complete my whole term." 

The selection of senior managers often resulted from having worked on a 

board member's campaign. According to a senior staff member, who had served in 

the faculty ranks, "I was selected because early on I worked on a board member's 

campaign. The history and culture of this place was one where the faculty put 

forward a candidate for the board." 

And finally, the appointment of the CEO resulted from status as an insider. 

As articulated by the CEO "I think the skills that the board saw in me involved 

having been there from the college's inception, having some credibility with the 



157 

faculty and staff, having some credibility in the community, and knowing that I had 

gone through all different kinds of changes and could still be there. I think at the 

time there was a positive view of insiders." 

After the crisis, the following snapshot of college leadership emerged. Board 

members were appointed due to experience as educators and policy level decision 

makers. As one board member pointed out "I'm in the educational system and have 

had a leadership role in the community for many years, so I was a known person 

within this environment. Also, "I was angry about the issues that had occurred at 

the college, was committed to correcting them, and that message was important at 

the time." Another board member surmised that experience with policy and 

decision making was the reason for selection "I was questioned by the citizen's 

group who made recommendations to the county superintendent of schools on 

appointments to the board. The main interest of the citizen's group was to make 

sure that people who were appointed or elected to the board understood their role as 

policy makers rather than managers and had no personal or economic interest. 

There was a lot of concern in the community over the crisis and what had 

happened." 

As a matter of course, the appointment of CEOs was contingent on breadth of 

knowledge, experience dealing with dysfunctional systems, and experience in 

expansion. One CEO elaborated the point by stating "the crisis never scared me as 
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I had dealt with dysfunctionalism before." Another CEO confirmed the change in 

selection practices by disclosing "I assume I was selected because of my 

experience and background. My guess is that I had a lot of experience in building 

facilities and breadth of background and I also sense that the board felt they needed 

to select from the outside as opposed to internally." 

Leadership in Transition: Crisis-Tumaround-Change 

Overview 

The categorical responses pertaining to leadership of the organization gave 

evidence of a leadership shift involving the transition from management of the 

crisis, to management of a turnaround, to the management of change. 

Organizational development literature portrays the task of leading change in a large 

complex system as one of assessing the present state, managing the transition state, 

and defining the future state (Beckhard and Harris, 1987). In the case at hand, the 

present state involved assessing and managing the crisis; the transition state 

involved developing strategies and action plans to stabilize leadership of the 

organization; and the future state involved determining the organizational 

conditions desired after the change. 

Evidence and Discussion 

A total of fourteen individual responses were obtained on three follow-up 

questions that were asked of respondents. The first question asked only of CEOs 
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was phrased "What were the needs of the college that matched your skills? The 

second question asked of all respondents was "Why were you selected to lead the 

college? and, the third question was "What can you share about ending the crisis 

and/or turning things around?" The fourteen individual responses were categorized 

and generated the results reported in the following three tables on crisis 

management, turnaround, and change management. 

The Present State: Crisis Management 

Crisis 
Management 

Profile of leadership role 

CEO Appointment as crisis manager and CEO, had connections with NCA 
and knew how to solve the problems. 

Dean Involved as member of senior management contacted by the media. 

Staff Involved as public relations staff, designated spokesperson to the 
media, and the word smith for the NCA agreement. 

Official Held position as the county superintendent of schools responsible for 
board appointments. 

Faculty Involved as faculty association president and advisor to student 
government. 

Faculty Involved as a faculty council member. 

Respondents furnished a profile of the leadership role in crisis management 

as necessitating the formation of an internal coalition to take charge of the 

immediate circumstances related to the crisis. 

A crisis manager who understood the implications of the situation, knew 
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where to get help, and how to go about solving the problems was appointed to a 

position as interim CEO. In the words of the CEO, "I think it was a default 

selection more than a conscious decision that I would be the leader who would help 

the college, because I was least known to the board and therefore the least threat to 

them. At first I said no. But then I realized that I did have the outside connections 

and I was the only person at that time who was active with North Central. I fully 

understood the implications of the situation and knew where to get help and how to 

go about solving the problems. So that became useful. I don't know to what extent 

that influenced the board members." 

Senior management became involved in responding to public scrutiny. A 

dean explained that "we were called upon collectively to stand up and be counted 

when it got to a certain point in the crisis. The public and the media were very 

curious and very interested in the fiasco at the college. They wanted to hear from 

administration and I think that the highest administration team that they could go to 

were the executive deans." 

Public relations staff served as the liaison with external entities such as the 

media and the accreditation association. According to a staff member, "my 

involvement was as the designated spokesperson to the media and as a word smith. 

I remember being told by the CEO at a certain point that I needed to word smith the 

agreement between NCA and the college." 
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A county official responsible for board appointments worked in close 

alliance with the crisis manager to stabilize the board. The official offered 

comment that "basically I had to make the new board appointments as part of my 

legal responsibility as the county superintendent of schools." 

Faculty became involved in the effort to end the crisis by focusing on 

communication with the faculty association, the faculty council, and student 

government. 

One faculty member recounted "I was on the executive board of the 

education association, and working with several student groups and student 

government as an advisor. The students wanted insight as to who to go to in the 

community to get support or who should we go to on campus to deal with this?" 

Another faculty member characterized their involvement on faculty council 

and in faculty forums in the following manner. "I tend to say what I think and I 

have strong feelings that the college should be an open door for people that want to 

be something besides a waitress or a carpenter. The faculty member elaborated this 

point in stating that "anything that takes the college away from being there for the 

people that need it, is wrong." 

Very much in line with what has been reported in the literature, the present 

state was concerned with assessing and managing the cnsis. 
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The Transition State: Turnaround Management 

Turnaround 
Management 

Profile of leadership role 

CEO leadership was critical in ending the crisis. 

Board activity was an imponant element in ending the 
crisis. 

Turnaround 
Management 

Profile of leadership role 

Conununity action was associated with turning things 
around. 

The idea of a catalyst was associated with turning 
things around. 

Respondents furnished a profile of the leadership role in turnaround 

management. The interim CEO served as the spokesperson, pulled the leadership 

team together, and helped establish a new leadership direction. The new direction 

involved designing strategies to get off probation, remodeling power relationships, 

training and redefining standards for new board members, and instituting a national 

search to hire a CEO. 

CEO leadership was a critical element in ending the crisis. A board member 

indicated that "turning things around involved getting rid of the old board that self-

destructed and setting up objectives to get the college on the healing path. The new 

board, the interim CEO, and some of the senior management were the turn around 

team." A staff member substantiated that "the CEO really pulled the team 
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together." The new board members determined that there needed to be a national 

search for a CEO as the experience of hiring from within was not something that 

the board cared to repeat. According to the staff respondent "the interim CEO, the 

board chair, and the campus CEOs wrote up a set of guidelines for the search and 

the new CEO was hired." The CEO brought forward strategies and plans to oversee 

the turnaround. The CEO confirmed that "the plan I had in my mind was more like 

topics or pieces and the sequence in which the pieces ought to come. Like get off 

probation quickly because that would send the message and get things started. 

Once you have success it's easier to get success." 

Board activity was an important element in ending the crisis. A faculty 

member substantiated that "ending the crisis involved bringing in the new 

leadership and getting the board training." The faculty member also recounted that 

"getting the faculty to have some sense that we want policies and procedures put in 

place so people are able to get an appropriate hearing and reading on issues, that 

type of thing." According to the respondent "at one point board members were 

leaving their phones off the hook to keep faculty and staff from calling them. 

Everybody just went directly to the board members." 

Community action was associated with turning things around. A dean 

surmised that "how we finally got out of the crisis was that a group of concerned 

citizens along with the superintendent of schools helped get us back on track. Help 
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dignify our board and put people there who could act in accordance with their role." 

A board member corroborated that "the citizens group was formed and I was 

interviewed and invited into the picture. Some very key people behind the scenes 

had been trying for a long time to get things squared away but nothing happened 

until one of the college's founders got the high profile coalition together and the old 

board resigned". 

The idea of a catalyst was associated with turning things around. A board 

member advanced the view that "the community group that identified the issues 

and the CEO who became the spokesperson for change, were the catalyst that 

brought the issues to a head. While many in the community may have been 

concerned, that group did something about it. They dealt with the issue of board 

appointees, putting pressure on people to get out and finding new people. I was one 

of the changed board that came in at that time." And, as concluded by another 

board member "I think the fact that the community demanded a strong CEO, and 

was going to question and demand accountability, very definitely played a role in 

turning things around." 

Again, consistent with what has been reported in the literature, the transition 

state was concerned with developing strategies and action plans to stabilize leadership of 

the organization. 
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The Future State: Change Management 

Change 
Management 

Profile of leadership role 

Recognitioo of the need for change by the board was the first indication 
of a leadership shift. 

The board's relationship with the CEO was the second indication of a 
leadership shift. 

Selection of the CEO was the third indication of a leadership shift. 

The reconstitution of board leadership was the fourth indication of the 
shift. 

Respondents furnished a profile of the leadership role in change management 

as solidifying the relationship between the governing board and the CEO which 

signalled a leadership shift. 

Recognition of the need for change by the board was the first indication of a 

leadership shift. A faculty member articulated that "the new board thought about 

how to deal with change, but at the behest of the citizen's group that worked with 

the superintendent of schools." One board member pointed out that "the board set 

the tone and understood that it was time to make critical decisions" and run the 

college like a business "so there was a "transition from crisis to change." Another 

board member substantiated that "definitely the board became involved in 

managing change and a team developed at the board level." And, a CEO further 

elaborated that "I think the board played a role in deciding that we've got to do 

something different so it transferred into managing change." 
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The board's relationship with the CEO was the second indication of a 

leadership shift. A staff member provided me with the following insight. "The 

board took on the role of managing change based on a relationship between the 

CEO and the board. A closely connected team came into being when the chair of 

the board hired the CEO. The new CEO quickly moved into managing change and 

the crisis ended when he was able to get us through the reaccreditation." A dean 

corroborated that "the change in the board was a very deliberate one by board 

members." Their goal was to develop a strong image and direction for the college 

by working strategically with the CEO to make that happen." 

Selection of the CEO was the third indication of a leadership shift. A dean 

offered the following explanation "I think the crisis refocused the board and they 

demonstrated the difference in their role by how they selected our last two CEOs. 

According to the respondent, the role of the board has been to select the kind of 

CEO that "can project leadership and vision" in concert with community needs to 

ensure that the institution progresses." A board member surmised that "there was a 

whole new approach" and the new board established the strength of the CEO " 

based on what was needed to do the job of managing the college." 

The reconstitution of board leadership was the fourth indication of the shift. 

According to one CEO respondent "there is no question that the board ushered in a 

new era" and getting the bond issue passed was clear evidence of that. Another 
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CEO substantiated that "its not business as usual. The precrisis and postcrisis 

college are two different institutions." According to the respondent "the newer 

board has tended to be more conservative, more business, bottom line oriented, but 

probes deeper than the old board on critical policy, philosophical, and financial 

issues." 

Not surprising, and consistent with what is reported in the literature, the 

future state was concerned with determining the organizational conditions desired 

by decision makers after the change. 

Summary of the Chapter 

This chapter was a level one analysis of CEO leadership. Areas of CEO 

leadership influenced by the crisis included a reestablishing of the role of the CEO, 

restoration of mutual responsibility and respect to the relationship between the 

board and the CEO, and a recasting of the selection criteria for hiring and selection 

of the CEO to include a preference for strong leadership skills and the predilection 

for an outsider. 

Leadership before and after the crisis exhibited critical differences in the way 

that people ascended to positions of power. Before the crisis, selection of the CEO 

was based on insider status; while after the crisis selection was based on breadth of 

knowledge, experience in dealing with dysfunctional systems, and experience with 

building facilities, expansion, and growth. Profiles of the leadership roles 
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associated with crisis management, turnaround management, and change 

management provided evidence of a significant leadership shift within the 

organization from the present state, to a transition state, resulting in a future state. 

The next chapter continues a level one analysis of the case study data and 

examines the impact of the crisis on change. 
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CHAPTERS 

THE PROCESS OF CHANGE 

The core question for this chapter was "How was the college changed by the 

crisis?" The follow-up questions used to explore the effect of the crisis on change 

included: What is your perception on the direction of change? What are the forces 

that influence change? What type of CEO does the college need? and. What are 

the top three challenges that the college currently faces? 

As previously noted, my evaluation of the interview data, elicited in response 

to these questions, constituted the first level of analysis applied to the case study 

data. Categories were isolated for each of the interview questions, displayed in a 

tabular presentation, and discussed using relevant concepts and ideas from the 

literature. The reader is asked to bear in mind that this was not a survey, so it is not 

the numbers in the cells that are important but rather the categories themselves. 

The Influence of the Crisis on Change 

Overview 

Three categories were identified that furnished evidence of the effect of the 

crisis on organizational change. 

The first area of change was in the sphere of governance. Governance and 

leadership became more professional, with stronger safe guards created to prevent 

disruptive behaviour. It also became more strategic thinking and involved in 
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planning, more accountable and involved with legislators and the state board, and 

more connected to the community. 

The second area of change was in the sphere of external affairs. External 

relations took on new life through an improvement in public image and support, 

and by becoming more engaged with the community, the media, and key 

constituents in the business sector. 

The third area of change was in the sphere of internal institutional activity. 

Internal affairs was rekindled through more attention paid to the formation of 

policy, administrator and faculty evaluation, and by the opening up of meetings to a 

wider span of participants. Processes related to curriculum, marketing, scheduling 

and the hiring of employees underwent extensive revamping and revision. Faculty 

learning academies were also introduced to encourage the development of new 

leadership as people entered the organization. 

Evidence and Discussion 

A total of sixteen individual responses were obtained on the question "How 

was the college changed by the crisis?" The responses were categorized and 

generated the results represented in the following table. 
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How the crisis 
clianged tiie college. 

Facult 
y 

Dean 
s 

Staf 
f 

Board CEO # % 

I. Governance and 
leadership 

X XXXXX XXX 9 56 

2. External affairs X X X X 4 25 

3. Internal affairs X X X 3 19 

2 2 I 6 5 T=I6 

Most respondents (36 percent) identified governance and leadership as an 

area of significant change and provided me with the following examples. 

A faculty respondent perceived that the crisis instituted professionalism 

"instead of doing things by who's friends with who." Board respondents indicated 

that the crisis strengthened the governance function "because safe guards were put 

in place so a dysfunctioning board couldn't interrupt the operations of the college 

again." Board respondents also noted that "the board was consumed with daily 

issues until the crisis erupted", then strategic thinking was reinstituted at the 

governance level with "strategic plans for every significant area of the college." 

Moreover, board respondents perceived that the crisis changed the basic role of the 

board and that "things brought before the board are appropriate". Finally, board 

respondents pointed out that the crisis introduced within the college "a sense of 

accountability to the community which was a major shift." 

CEO respondents emphasized that the crisis stabilized leadership at the CEO 

level by attracting a reformer "who would bring stability" after the crisis. 
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According to CEO respondents tiie crisis also stabilized leadersiiip at the 

governance level by waking the community up "to the fact that they had been 

neglecting the college and that resulted in flawed leadership." CEO respondents 

emphasized that board stability is highly dependent on individuals "having the 

caliber of experience and background to enable them to be good leaders." CEO 

respondents also noted that the college became more outward looking rather than 

insular. "We had gotten too insular, the CEO had to rebuild our sense of who we 

were and create a vision of who we needed to be." Economic development which 

was "not part of the mission at that time, contributed to the loss of connection with 

the community" and the college learned that it cannot sever that relationship with 

the community. 

Respondents (25 percent) identified external affairs as a second area of 

significant change and furnished me with the following examples. 

A dean respondent, indicated that the crisis served to stabilize growth and 

development "through strong community linkages, a sound resource base, and a 

sense of confidence that it is managing its resources well." A staff respondent 

perceived that the crisis "cemented our relationship with the community" by forcing 

the college to seek assistance from community leaders and business people. A 

board respondent noted that the college became more "responsive" and belter 

aligned with its environment through conununity leadership on the board. A CEO 
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respondent pointed out that the crisis led to the creation of "a new image that was 

successful" as substantiated by passage of the bond issue and around the country it's 

recognized as a good college." 

Respondents (19 percent) identified internal affairs as the third area of 

significant change and pointed to the following examples. 

A faculty respondent perceived a shift in focus to solving problems quickly 

"from out right interventions on the issues, to the establishing of policy, and the 

evaluation of the administration to see if the policy is adhered to or carried out." A 

dean respondent attested to the fact that "almost all of our formal processes have 

been simplified" including policies, curriculum, marketing, class scheduling 

"everything is different." A CEO respondent emphasized that management of the 

college had shifted toward openness and collaboration "with an opportunity for 

people to participate "through the faculty senate, staff council and board meetings." 

The Direction of Change 

Overview 

Three categories were identified as representative of the direction of change 

towards new growth, accountability, and a renewed commitment to the community 

college mission. A noteworthy view in the change literature suggests that a crisis 

represents the opportunity for a major shift in the organizational saga (Clark, 1984) 

and as the responses show, can be a key factor in building consensus about the 
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direction of change. 

One direction of change involved growth strategies and deciding how to 

achieve growth, where to expand with new sites, and how to meet the variety of 

needs represented in the K-12 sector as well as the local community. The second 

direction of change centered on board leadership and elevating its activity to policy 

issues rather than interest group politics, being more accountable financially and to 

the community, collaborating with other educational entities around the state, and 

maintaining a good public image. The third direction of change involved 

administration of the college and the adopting of a future oriented philosophy 

dedicated to mission and principles, as well as heightened awareness of increasing 

competition and the importance of public image. 

Evidence and Discussion 

A total of eleven individual responses were obtained on the question "What 

is your perception on the direction of change?" The eleven individual responses 

were categorized and furnished the results reported in the following table. 

The direction of 
cliange 

Faculty Deans Staff Board CEO # 7c 

I. Growth strategies XX X X 4 36 

2. Board leadership X X XX 4 36 

3. Administration of 
the college 

XXX 3 27 

3 I 1 3 3 T=ll 
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About one-third of the respondents (36 percent) pointed to growth strategies 

as a direction of change. 

A staff respondent commented on "a commitment to finding new ways to 

meet the needs" of students in our niche. Faculty respondents cited growth through 

diversification "instead of having large campuses the current direction is to open 

little sites all over the place like Circle Ks." Also, the branching out into vocational 

preparation and adult education and "looking at things like the county adult 

education program which is important to the community." Board respondents 

pointed to the geographical growth of sites and "a positive philosophy of, let's go 

to the people". 

Another one-third of the respondents (36 percent) identified board leadership 

as the second direction of change. 

A faculty respondent recounted that a governance review process was 

established and "we probably have more reading on policy issues then the US 

Congress does." A dean respondent perceived credibility and respect as a new 

direction "we are now at a level with other respected colleges and institutions and 

no longer are at the whims of the inside factions that controlled the leadership." 

Board respondents pointed to greater involvement rather than isolation, as the 

college "is more integrated into the community, other educational institutions, and 
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the state universities. And finally, a board respondent noted increased 

accountability to the community as a change "where the college had to become part 

of the community and meet it's scrutiny." 

The remainder of respondents (27 percent) identified administration of the 

college as the second direction of change. 

CEO respondents attested to reversal of a downward slide in trust and 

confidence in the administration, which had been "tied up with the bad board 

practices." The reversal occurred with the self-study for NCA and the fact that it 

was possible to find a solution, both helped create a sense of confidence and a 

future orientation." CEO respondents also noted a rededication to principles as "we 

had drifted from our mission, gotten lazy as an organization, and didn't value the 

importance of infrastructure." The reaffirmation of principles included a 

commitment to the community, rededication to the mission statement, and 

rededication to diversity. Respondents noted "we believed everybody was going to 

come to us because we were the only game in town and of course that's not true." 

Last, respondents pointed out that there were more opportunities for participation 

"in an open administration." 

The Forces of Change 

Overview 

Every organization has driving and restraining forces pressing upon it that 



ill 

originate both internally and externally, according to the literature on change. The 

driving forces stimulate change, growth, and development; whereas, the restraining 

forces encourage stability and the status quo, and discourage change (Lewis, 1987). 

Unfreezing or recognition of the need for change, according to force field analysis, 

occurs when either the driving forces are increased or the restraining forces that are 

resisting change are reduced (Hersey and Blanchard, 1993). 

Evidence and Discussion 

Six categories displayed below, were identified by respondents as 

representative of the forces prompting organizational change. 

Driving 
Forces 

Restraining 
Forces 

I. 2. 3. 4. 5. 6. 
External External Internal Internal Inter Board 
Regulations Market Response 

to 
Market 

Regulations personal 
behaviour 

governance 

State 
curriculum 
standards, 
funding 
requirements, 
legal 
requirements 

Students, 
community, 
business 
needs, local 
support 

Converging 
of expertise 
& resources 
to offer 
classes, 
training, 
services 

College 
curriculum 
process 

Trust, com
munication, 
attitude, 
dissatisfaction 

Candidates. 
community 
service. 
changeover in 
members. 
support for 
CEO 

A total of seventeen responses were obtained from twelve individuals. 

Faculty, board, and CEO responses fell into more than one category. Respondents 



178 

were asked the question "What can you tell me about the forces that influence 

change?" The seventeen responses were categorized and produced the results 

reported in the following table. 

The forces that 
influence change. 

Faculty Deans Staff Board CEO # % 

Driving Forces: 

I. External 
Regulations 

XX 2 12 

2. External Market X X X X 4 24 

3.1ntemal Response to 
Market 

X X X 3 18 

(54%) 

S. Interpersonal 
behaviour 

X X XX 4 24 

6. Board governance X X 2 12 

(489f:) 

4 2 2 4 5 T=17 

Most of the responses (54 percent) focused on the driving forces of change 

which suggested that after the turning point there was an increase in the forces that 

stimulate change. The driving forces included two external pressures and one 

internal pressure. 

One driving force was described by two faculty members as external 

regulatory forces. For instance, "external forces are things like state curriculum 
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standards that come from external bodies." As well as,"state level budgets, 

decisions that the state legislature makes for all community colleges, and changes to 

the state universities' curriculum requirements" all of which have immediate impact 

on us. Another external pressure was delineated as market forces. According to a 

staff member "the mandate to work with our identified niche group is market driven 

and comes from business, the university, people at the ballot box, taxation, how the 

legislature treats us in terms of money." A faculty member noted that "as the 

student population changes, whether they are younger or older or with varied 

academic preparation levels and interests, they help keep us flexible as we try to 

meet their needs." A board member expressed the view that "external forces affect 

change much quicker than internal sources, because we are so big and have so 

many programs and partnerships." 

Another driving force was depicted as the institutional response to the 

market. A staff member offered the following insight. "I see it as the community 

saying we need these things and they are important to us. Then people inside that 

say we hear you and we've got expertise and experience in developing those things 

for this community." A faculty member characterized the driving force as "How we 

do it and our response in terms of initiatives that we want to take, the quality that 

we want to guarantee, how we go about doing it is internal." And a board member 

pointed out "I think the job of the college is to recognize needs and bring together 
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internal resources to meet community needs. Even twenty years ago who would 

have thought that we would be delivering education through weekend courses, 

night courses, open access, and telecommunications. Those changes have had a 

profound effect. So it is no longer business as usual." 

The remainder of the responses (48 percent) focussed on the restraining 

forces of change and suggested that after the turning point there was still resistance 

to change in the form of three internal pressures. 

One restraining force reported as an inhibitor of change was internal college 

regulations and bureaucracy. 

A faculty member pointed out that "curriculum committee hurdles" 

discouraged on-line classes or variable credit hours "so a student would have to sit 

through two semesters of calculus even though all that was needed was review" 

According to the faculty, a difficulty was "trying to get the school to be responsive" 

with changes that have significant educational impact." As noted by a CEO 

"bureaucracy created change because people said there is too much red tape and you 

can't get anything done." On the other hand, a dean noted that "some people simply 

cannot handle change of any sort." When the curriculum alignment initiative was 

implemented "I saw resistance in every comer" and "mutiny in the hallways" 

because of people not wanting to move or change." 

A second restraining force was characterized as interpersonal behaviour 
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between the faculty and administration. 

As staff member noted an inhibitor to change has been "the dynamic between 

faculty and administration " which lacks trust and communication. A board 

member elaborated the point by stating that "when you have dissatisfied employees 

they want to create a change for themselves and if the organization from the top 

isn't listening, it weakens the organization." Further, a CEO offered the following 

insight. "In 3 to 4 years the faculty know the style and programs that the CEO is 

going to bring to the college. It is at that point that you begin to get dissatisfaction 

with the CEO which starts the internal process of dissatisfaction." As articulated by 

the CEO resistance occurs when the internal constituents get upset with decisions 

and initiatives or whatever is changing their world and "they're going to go down 

fighting because they see this as a rejection of them, it is as if their world is dying." 

The third restraining force was described as board governance. 

A board member noted that "we don't have lots of people wanting to run for 

the board. They have to be invited and induced to do so." According to the 

respondent, the "watch dog "group improved board leadership as "part of the 

problem in the past was people running unopposed or because of a name." A CEO 

cast a different light on the matter and noted that problems occur "when the 

majority on the board begins to change out." As explained by the CEO, board 

"loyalty is with the person they selected and they don't want to hear criticisms from 
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the faculty, staff or administration because they'd have to admit that they didn't 

make the best decision." Moreover, "when a new member joins the board, that 

board member does not have the allegiance to the CEO. Then when you get a 

second new board member, they can be much more disruptive. I think that when 

those dynamics begin to coalesce, the potential for a crisis starts again." 

Leadership Stvle of the Next CEO 

Overview 

Four categories were identified that established expectations regarding the 

leadership style needed in the next CEO. Expectations included: an internal 

manager to feel the pulse of the organization and make crucial decisions on where 

the organization needs to go in conjunction with the board; a facilitator to lead for 

the benefit of the whole college by managing change through consensus that is in 

fact dictatorial; an external strategist to position the college for the future and meet 

the needs of the community; and, a human resource champion to identify and 

maximize the human capabilities for the organization. 

Most notably, the profile was a close match with the skill set of a change 

manager. Beckhard and Harris (1987) characterize a change manager as having a 

strong ability to deal with ambiguity, a talent for managing conflicts, a deep 

concern for people and their potential, the ability to maintain a balance between 

reliance on systematic planning skills and gut feeling, and most important, having a 
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sense of vision. 

Evidence and Discussion 

A total of seventeen individual responses were obtained on the question 

"What type of CEO does the college need?" The responses were categorized and 

produced the results reported in the following table. 

Type of CEO 
needed. 

Faculty Dean Staff Board CEO % 

I. Internal 
manager 

X X X XX X 6 35 

2. Facilitator X X X XX 5 29 

3. External 
strategist 

X XX X 4 24 

2 2 2 6 5 T=17 

Most respondents (35 percent) specified a need for CEO leadership to 

function as an internal manager. 

Examples of what was meant by an internal manager were provided as 

follows. A faculty member pointed to a need for a CEO "that can lead for the 

benefit of the whole college." The respondent elaborated further "somebody that is 

able to impose their will on campus CEOs" and oversee change initiatives. 

According to the faculty member "someone who is not dictatorial and can handle 

shared governance would probably be a leader that would survive." A dean 

articulated the need for a CEO who "can feel the pulse of the organization and the 
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community" and has the strength to carry that vision forward with full authority 

from the board. The dean noted that the CEO needs to be "wise enough to know 

how many votes they have on the board" when issues relative to the college's 

operation come to a vote." A staff member emphasized that to be effective "the 

CEO has to understand how to work with people in a multi campus organizational 

structure which is difficult to manage". And similar to the view of the dean, "The 

other thing would be knowing how to work with boards." 

A board member substantiated the view of the faculty member and further 

elaborated that "the CEO has to facilitate change in a manner that appears to be 

consensus, and I use the word "appears" because the CEO has to also be dictatorial 

without appearing to be so." Other board respondents stressed the need for "good 

assessment skills" and the ability to "set high standards so people feel accountable 

to for what they do and why they do it." Board respondents also noted that 

constituents have to "believe that this person is sympathetic to their point of view" 

such as the faculty, the administrators, and the community. Finally, a CEO 

indicated a need for "balance", as decision making had vacillated between being 

"too far to the left and then too tight" during the years of chaos. According to the 

CEO balance would mean "opening the system" some with regard to faculty 

involvement in governance "but not totally." 

Another group of respondents (29 percent) articulated a need for CEO 
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leadership to function as a facilitator. 

Examples of what was meant by a facilitator were stated as follows. A 

faculty member emphasized that "the CEO needs to be more of a facilitator type 

than a business type" able to take a hard look at decision making processes district 

and campus wide. The faculty member noted a tendency for "a small closed group 

of people to make the substantive decisions" and "I am not referring to the 

governance process , I was thinking more of decisions like the facilities planning 

committees where the input gathering seemed to be on a separate track from the 

substantive decisions." A board member explained that "the CEO needs to be 

someone who can utilize ideas and facilitate initiatives" from within the college as 

well as from the community. And a CEO pointed out that "the most effective CEO 

is the one who is in the middle of all things, yet still not giving away the final 

decision." 

About one-fourth of respondents (24 percent) emphasized a need for CEO 

leadership to function as an external strategist. 

By way of example, a dean depicted the external strategist as "a highly 

visible CEO who positions the college to interact with other institutions across the 

country and someone who is very proactive with the community." According to the 

dean, the emphasis needs to be on development, both locally and the greater impact 

of the college worldwide." A board member depicted the CEO of having "almost 
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absolute authority within the constraints of a well-administered board of governors 

that sets solid policy and direction." According to the respondent if a CEO initiates 

strategic action within board policy, then the CEO must feel comfortable that the 

board won't try to second guess them on it. "The CEO has to have that because if 

there is a crack people will figure out how to exploit it." 

The remainder of respondents (24 percent) stressed a need for CEO 

leadership to function as a human resource champion. 

Examples were provided as follows. A board member pointed out a need for 

a leader who "not only is culturally sensitive but also geographically 

knowledgeable." According to the respondent, ethnic and cultural diversity and 

interracial marriages create a mix not well understood by people from other parts of 

the country. A CEO emphasized that good leadership serves as "a mentor, coach 

and critiques the administrative team so that they become more effective." 

According to the CEO "sometimes people get cast in wrong roles and wrong seats 

and you have to move them around or people get promoted who shouldn't have" 

and the CEO has to take care of those issues. But it needs to be done "in a humane 

way so that people can keep their dignity but you move them out of the way." 
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Current Needs and Challenges 

Overview 

Eight categories emerged that identified the most pressing problems and 

challenges confronting the organization. The college's main challenges included 

efficiency in the use of financial resources; the ability to attract and retain a 

competent workforce; strategies to maintain a stable board; effectiveness in the 

management of growth; the ability to focus objectives on achieving the mission; 

leadership to stay in alignment with the external market; and attending to the 

power and conflict issues of the long-term faculty. 

Evidence and Discussion 

A total of ten individuals responded to the question "What are the top three 

challenges that the college currently faces?" The answers obtained on this item 

included more than one response per individual. Twenty-eight problems and 

challenges were categorized and generated the results reported in the following 

table. 

Current 
problems and 
challenges. 

Faculty Deans Staff Board CEO # % 

1. Ennance XX X XX X 6 21 

2. Human resource 
management 

X XX XX X 6 21 

(42%) 
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Current 
problems and 
challenges. 

Faculty Deans Staff Board CEO # % 

3. Culture change X XX XX 5 18 

4. Student success X XX 3 11 

5. The board X XX 3 11 

6. Realignment of 
programs 

X X X 3 11 

7. Realignment 
with Che market 

X I 4 

8. Disparities 
between faculty 
and administrators 

X I 4 

6 7 2 7 6 T=28 

Most of the responses (42 percent) identified finance and human resource 

management as the top two challenges for the college. 

First, the challenge of finance was described by respondents as associated 

with enrollment and facilities issues. A faculty member noted that "one challenge 

is how to deal with funding from an instructional and enrollment perspective and 

the board has two choices, the property tax levy that they can raise for the county 

or raising tuition." Another faculty member saw the challenge as "being able to get 

all the buildings and renovations completed to bring the campuses into the 21st 

century." A dean expressed concem over having sufficient resources for growth 

and the need "to make the best use of our resources." A board member elaborated 
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that "we were able to raise the money to buy the buildings and the land and so on 

but it's going to be a continued pressure to provide leadership to maintain 

appropriate funding." Another board member depicted the challenge as "just trying 

to keep up and have the state fund education to a level where it needs to be, in order 

to provide top notch programs." And, more specifically, a CEO surmised that the 

challenge is "to successfully implement and finish the capital development program 

that is underway and simultaneously maintain enrollment." 

Second, the challenge of human resource management was described by 

respondents as related to the hiring and selection of people, professional 

development, compensation, and the institutional environment. A dean articulated 

the challenge as "our hiring and selection process with regard to the duration of it, 

the uncertainty, and the committee structure." Another dean referenced "the 

graying of employees" as a challenge, with almost half of the faculty and more than 

half of administrators eligible for retirement. As noted by the dean, the issue is 

trying to replace all those people "it's good to get them out of here after twenty 

years or more, yet others brought quality so you hate to lose people like that." A 

board member expressed a similar view that due to retirements "there will be a very 

significant turnaround of faculty." 

A board member pointed to staff development as an ongoing challenge. "As 

changes occur and programs are modified the development of people is important 
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to bring people along and make sure that they have a sense of purpose and know 

where the college is going." And somewhat related, a CEO noted that "salaries 

need to be examined periodically as we may not be paying our people enough so 

you must be careful not to overdo that." A faculty member pointed to the 

institutional climate as needing attention. "A lot of the faculty see the district 

administration as being just a bunch of bean counters that want to look at 

enrollment figures and not the quality of education, the quality of student 

interaction, or what kind of place is this for human beings. I think that is a real 

skesim right now." 

Deans, board, and CEO responses (18 percent) had an additional concern 

with culture change. 

A dean delineated the issue as managing the "internal campus culture that 

makes the campus unique" while at the same time trying to improve the 

atmosphere of the whole institution as much as possible. And as "forming a 

marriage with our contiguous community to make sure that we are not being 

offensive." According to the dean "any time you invite the community in to help 

you out then the special interest groups start playing their cards." A board member 

noted that mitigating the impact on students of replacing retiring faculty will 

require guidance so that it "happens in the best possible way for the students." In 

the words of the board member "it's going to be a lot of changes, new values, new 
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interests, with faculty far less committed to history, but with competencies." 

A board member elaborated the point that a constant challenge is managing 

change in curriculum and programs in order to "respond to the needs of the 

community, business, and all the entities out there that the college is designed to 

serve as a provider of education." A CEO articulated the issue of culture change as 

follows. "When the faculty who created the college retire some of the best teachers 

will be lost, but we will also lose the philosophy of governance that was bad." The 

CEO noted that it will take five years beyond the mass retirement exit "to change 

from the view that the college doesn't need governance, to one that governance is 

acceptable." The CEO predicted that by the year 2005 or thereabouts, such a 

change would come but only through the development of people. Finally, a CEO 

indicated that with turnover, a major challenge involves inculcating new people into 

the organization so that things operate smoothly. 

Staff and CEO responses (11 percent) emphasized student success as a major 

challenge for the college. 

A staff member associated student success with sustaining an information 

system. 'It used to be that students were here for 2 years and we didn't see them 

again, but due to technology we now have ongoing, record keeping, manipulation 

of data responsibility, and responsiveness to other entities that weren't there 

before." A CEO noted the importance of articulation agreements to student 
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success. The responsibility is "to ensure that minority people transfer at a rate equal 

to something." As, "it would be irresponsible if minority people came and then 

were not able to transfer because we did not encourage them, or we failed to make 

arrangement with the university to take them." According to another CEO, at the 

core of student success is the challenge of "moving the institution toward focusing 

on students and the community and not on itself in terms of priorities and needs." 

Institutionally, that means "advising students, enrollment management, retention, 

the offering of day, evening, and weekend classes." 

Faculty and dean responses (11 percent) identified the governing board as a 

major challenge for the college. 

A dean translated the challenge as sustaining awareness that "the role of the 

board is much more strategic" than in the past. Given "limited resources and an 

expectation of serving the entire community" according to the dean the board must 

ensure the college's development and future growth. Another dean expressed the 

issue as one of instability "I'm not sure that the board we have now is cohesive. I 

think we've got some underlying factions within the board. Like certain political or 

philosophical bents." And according to a faculty member, the challenge is to 

establish a process to identify replacements to go on the board "when no one wants 

to run." As noted by the respondent, "the citizens advisory group made an 

important contribution by encouraging people to run for office" and "even if there 
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isn't any money involved that helps." 

Faculty, deans, and board responses (11 percent) described program 

realignment as a major challenge associated with the management of growth. 

A faculty member noted that "the whole realignment of positions and 

programs" has to do with "how the campuses are going to keep themselves 

revitalized and bringing in new programs." A dean further explained that program 

realignment would change the whole profile of the college and involve decisions 

about "commonalities in identity and functions across the district." A board 

member put forth the caution that "we've got to be able to integrate growth into a 

routine of running the college. I think a major challenge is to deal with growth in a 

most effective way, financially, in the maintenance of educational standards, and in 

the hiring of staff." 

Finally, the two additional challenges of realignment with the market and 

disparities between faculty and administrators were identified in the responses of 

two individuals. 

A staff member emphasized that realignment with the market involves 

"responding to changes in a market place that is national and web-based in some 

cases." According to the staff member "there is growing concern that we need to be 

in tune with change, and not just locally because when a whole industry changes 

that affects the demand for worker skills." And in a different vein, a faculty 
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member articulated the view that disparities between faculty and administrators 

present a challenge in terms of people feeling valued. The situation involving long-

term faculty was described as one where they "feel disenfranchised from the 

decision making process" and have "given up on having any meaningful 

involvement." According to the respondent "some faculty are picking up odd jobs 

outside the college and working their way towards early retirement just to get out of 

here." 

Summary of the Chapter 

This chapter was a level one analysis of the process of change. Three areas 

delineated as significantly changed by the crisis were governance and leadership, 

external affairs, and internal affairs. Governance and leadership became more 

professional, more strategic, more accountable, and more connected to the 

community. External affairs took on new life through improvement of public 

image and support, and through more involvement with the community, the media, 

and the business sector. Internal affairs was rekindled through new policies and the 

evaluation of administrators and faculty; by increasing participation in meetings, 

by revising curriculum, marketing, course scheduling, and hiring processes; and 

through learning academies for new faculty entering the organization. 

The direction of change was towards growth strategies, board leadership, and 

administration of the college. Growth strategies included how to achieve growth. 
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where to expand new sites, and how to meet the needs of K-12 and the local 

community. Board leadership included elevation of activity to policy making, 

accountability, and collaboration with other educational entities, as well as 

sustaining a good public image. Administration of the college included adoption of 

a future oriented philosophy, rededication to mission, and a heightened awareness 

of competition. 

The forces of change internal and external to the organization were 

delineated in terms of the driving and restraining forces. Driving forces such as 

state curriculum standards, market forces and the institutional response to the 

market, student educational needs were identified as stimulating change after the 

turning point. Restraining forces such as curriculum committee hurdles, a negative 

dynamic between the faculty and administration, and instability of the governing 

board were identified as inhibitors of change. 

A leadership profile identified the next CEO as someone able to: make 

crucial decisions on the future direction of the college, transact consensus that is 

dictatorial, position the college for the future, and maximize human potential. The 

profile of expectations closely matched the skill set of a change manager. 

Current problems and challenges for the college were identified in eight 

major areas. The top two included finance associated with enrollment and facilities 

issues and, human resource management associated with the hiring and selection of 
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people, professional development, compensation, and the institutional climate. The 

remaining six challenges were managing culture change, planning for student 

success, sustaining a strategic thinking governing board, managing growth and 

realigning programs, realignment with the market and staying current, and resolving 

disparities between faculty and administrators so people feel valued. 

The next chapter contains a level two analysis of the case study data and 

presents evidence on the relationship between crisis and change leadership 

evaluated in terms of the phases of growth predicted by Greiner's life cycle theory. 

The chapter addresses CEO turnover and leadership transitions on a micro level. 
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CHAPTER 9 

LIFE CYCLE THEORY AND CEO LEADERSHIP 

The question addressed in this chapter "Was there a relationship between the 

leadership created to resolve a crisis and the leadership established to lead change?" 

is an overarching question drawn from the second objective of the study. To gain 

insight into such a relationship, the second level of my analysis was applied to the 

case study data and involved application of Greiner's life cycle theory and the time-

series technique. The purpose of the analysis was to compare patterns of leadership 

in the institution's history with the leadership sequence specified by Greiner's life 

cycle theory. 

The patterns of leadership were drawn from the institutional chronology of 

historical events (see Appendix D), and interview data from the previous two 

chapters. Three dominant trends emerged from the data and provided a focus for 

the time-series comparison. The first of these was a pattern of CEO turnover in 

which eight out of ten chief executives were fired or forced to resign. A second 

was the trend of continuous growth in student enrollment until 1979, at which point 

the college entered a growth plateau that lasted for two decades. And the third 

trend was the spatial order of a crisis that included a precrisis, a warning stage, a 

turning point, an aftermath, and restoration. 

The patterns of leadership predicted by Greiner's life cycle theory consist of 
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five phases of growth. The five phases are defined by the leadership style needed to 

achieve growth, and a management problem or crisis that must be overcome in 

order in order for growth to continue. Greiner describes the phases as: growth 

through creativity and a crisis of leadership; growth through direction and a crisis 

of autonomy; growth through delegation and a crisis of control; growth through 

coordination and a crisis of red tape; growth through collaboration and a crisis of 

unknown origin. 

Greiner's theory suggests a cause and effect relationship between an 

organization's needs and the particular skills sought in each successive CEO and 

offers insight into why each CEO was replaced. The college's leadership patterns 

were traced over time using the leadership sequence specified by Greiner's life 

cycle theory. The sequence has been summarized and depicted in Appendi.x F. 

The chapter that follows has been structured around the concept of an 

institutional time line that includes the founding, precrisis, the warning stage, the 

turning point, the aftermath, and the restoration of the college. For the readers' 

convenience, these six periods have been distinguished visually by boxed 

subheadings. 
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Period Greiner's Phases of Growth Historical Chronology 

The Founding I. Growth through Creativity & the 

Crisis of Leadership 

Founders 

(1966-1967) 

The Founding 

The college's founding was the initial point of focus on the institutional time 

line. The leadership style needed to achieve growth was "creativity" and the 

management problem that developed and needed to be overcome so that growth 

might continue was "the crisis of leadership." In retrospect, this period represented 

Greiner's first phase described as growth through creativity. 

Growth through Creativity - The Founders 

Policy making and administration were initially melded into one function 

and carried out by the founders. The leadership role of the founders was one of 

designing the mission, securing resources, building community support, and culture 

creation. The beliefs and assumptions of the founders were embedded into the 

mission, goals, structures, and working procedures of the college. The culture of the 

founders served as the guiding vision for the college. In the college's formative 

stage, the culture functioned to create a stable, predictable environment as well as 

meaning, identity, and the basis for a communication system. 

The leadership style of the founders was one of growth through creativity. 

The founders emphasized creativity, both in the way that course offerings were 
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envisioned and in the planning of who would be served by the college. The 

founders focused on the formulation of a feasibility report, the organization of a 

petition drive and referendum to secure taxpayer approval of the college, and the 

building of community support for a $5.9 million bond issue to fund construction of 

the first campus. The crisis of leadership that developed was over the need to hire a 

manager to administer business operations and introduce business concepts and 

techniques in the developing organization. That is easier said than done, according 

to Greiner, as typically founders are entrepreneurial or technically oriented and hale 

to step aside even though they are unsuited to be managers. 

The founders' leadership was perceived as controversial from the beginning. 

In many ways, the culture established by the founders set the stage for future 

conflicts over the mission, decision making, and the role of the CEO and the 

faculty. The culture often becomes a battleground between liberals and 

conservatives in the formative stage of an organization (Schein, 1997). 

A CEO offered the following explanation. "There was widespread and strong 

opposition from supporters of the university to the very idea of creating a 

community college. When the college was established anyway, the extremely 

liberal concepts on which the college's approach to education was based created 

immediate turmoil within the rather conservative business conmiunity. This led to 

the election of board members committed to changing the college's philosophy to a 
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more traditional one." 

As Greiner's theory predicts, the crisis of leadership resulted in battles 

between the liberal concepts of the founders and the more conservative business 

community. In addition, the crisis of leadership set the direction of change for the 

college's next developmental phase and the parameters for the skills sought in the 

first CEO. 

Period Greiner's Phases of Growth Historical Chronology 

Precrisis 2. Growth through Direction & 

the Crisis of Autonomy 

First CEO 

Dr. Oliver Laine (1967-1968) 

3. Growth through Delegation & 

the Crisis of Control 

Second CEO 

Dr. Kenneth Harper (1969-1972) 

4. Growth through Coordination 

& the Crisis of Red Tape 

Third CEO 

Dr. Irwin Spector (1972-1977) 

Fourth CEO 

Precrisis 

Precrisis was the second point of focus on the institutional time line. The 

prelude to the governance crisis of 1989 was marked as the decade in which the 

college grew from a simple organization to one of great complexity. In retrospect, 

this period represented Greiner's second phase of growth described as growth 

through direction, the third phase delineated as growth through delegation, and the 
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fourth phase characterized as growth through coordination. 

Growth through Direction - Dr. Oliver Laine 

The leadership style needed to achieve growth was "direction" and the 

management problem that developed was the "crisis of autonomy". This period 

exemplified Greiner's second phase of growth. A bifurcation of policy making and 

administration occurred with the hiring of the first CEO. Selection of the CEO was 

related to the need to hire a business manager possessing experience in business 

techniques and educational programming. Also, someone who would be acceptable 

to the founders as the applicants are typically judged on whether they will preserve 

or change the culture (Schein, 1997). The governing board's solution to the crisis of 

the previous era was the hiring of Dr. Oliver Laine. The leadership role mandated 

for the CEO was to institute and manage the college through a centralized 

organizational structure. 

The leadership style of the CEO was one of growth through direction. The 

CEO emphasized efficiency through directives and financial procedures. The 

CEO's accomplishments included establishing a functional structure for the 

organization, systems for business operations such as inventory and purchasing, and 

strategies for an innovative educational program encouraged by the founders. Of 

the challenges that confronted the CEO, the most dominant was turbulent board 

relations over the mission. The founders saw the college mission as human 
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development while the community saw the mission as workforce development. 

Another sources of conflict involved the avant garde educational ideas supported by 

the founders but opposed by the business community (Price, 1994). The crisis of 

autonomy that developed was related to demands for greater independence by the 

staff and faculty. 

The CEO's leadership was perceived as highly centralized, innovative but 

promoting controversial educational ideas, and overshadowed by the board conflict 

concerning interpretation of the college mission. A faculty member recounted that 

"the original board consisted of people mostly from the business community and 

one concern of board members back then was the administrative style of the CEO." 

On the issue of innovative educational ideas, a CEO recalled that "the Don 

system" used at Oxford was planned for the college. A "Don" was a multi-

disciplinary faculty and one was required for every eight students. To implement 

the system "30 Dons and 16 curriculum specialists were chosen" but controversy 

surrounded the system. According to the CEO, "the Fiispanic community translated 

"Dons" to mean overlords of lesser people." Although the concept was 

nusunderstood, "the west campus was designed with a center pond between the 

north and south classroom buildings to allow for the teaching of master lessons to 

students who would then radiate out into small learning groups." 

Another CEO elaborating on the board conflict noted that "the first CEO 



204 

never really got to serve because of board conflict over the vision and direction of 

the college." The forced resignation of the CEO was over whether the college was 

going to be a technical institute, or a community college with a transfer program, a 

community interest program, and an associate technical degree program. 

According to the respondent, "the community wanted a vocational curriculum for 

workforce development after high school." As Greiner's theory predicts, the crisis 

of autonomy resulted in the firing or forced resignation of the CEO. In addition, the 

crisis of autonomy set the direction of change for the college's next developmental 

phase and the parameters for the skills sought in the next CEO. 

Growth through Delegation - Dr. Kenneth Harper 

The leadership style needed to achieve growth was "delegation" and the 

management problem that developed was the "crisis of control". This period 

exemplified Greiner's third phase of growth. Selection of the second CEO was 

related to the need to hire a delegator with background and experience in expansion 

of the market. The board's solution to the crisis of the previous era was the hiring 

of Dr. Kenneth Harper. The leadership role mandated for the CEO was to institute 

and manage the college through a decentralized organizational structure. 

The leadership style of the CEO was one of growth through delegation. The 

CEO emphasized market expansion through delegative strategies and the 

submission of reports from managers. Accomplishments included construction and 
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opening of the first campus, expansion of the operation which now included 389 

faculty, staff, and administrators, a student enrollment of 3,530, and a budget of 

$8.6 million. Challenges confronting the CEO included a pervasive sense on the 

part of the board that they were losing control of a growing field operation, and a 

"decision center" organizational structure that was supported by the founders but 

was also the basis for criticism in the business community. The crisis of control 

that developed was over a need for the more efficient use of college resources 

through coordination in order that growth might continue. 

The CEO's leadership was perceived as a form of participatory democracy 

that involved the students, staff and the faculty in decision making. A CEO 

recounted that the board sensed that things were getting out of control and that 

feeling was exacerbated by the CEO's behavior at the time. "In the early days, the 

faculty hired other faculty and not the administration. I think it's very telling that 

the CEO was adverse to the trappings of a presidency. His office door did not say 

the office of the president, it said by title "Ken's Place". That part of the culture and 

tradition was very strong". In addition, as another CEO respondent pointed out, 

the CEO was criticized by the state board and the community for the shared model 

of decision making which was described as a "tinker toy structure" and perceived as 

too autonomous. 

A CEO respondent provided the following explanation of the controversial 
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decision making process. "The director of institutional research had a decision 

center around him made up of faculty as well as students, but the director was also 

part of his supervisor's decision center. The director of student activities had a 

decision center that included faculty, staff, and student representation and if he 

wished he could have other administrators included in his decision center. The 

decision center managers worked with formulating policy, formulating procedures, 

and the distribution of budgets. Open areas accommodated the centers, and 

sometimes the participants sat around in circles on the floor." According to the 

respondent, the system came to its ultimate doom following a newspaper article 

which labeled the system the "tinker toy management style" of the CEO in 

reference to its organizational chart bearing similarity to the spokes in the wheel of 

a tinker toy. 

Besides the participatory democracy issue, the CEO also was the target of 

criticism over the curriculum. A CEO respondent elaborated the point in stating 

"that getting rid of the second CEO was over the issue that too much liberal arts 

education had been allowed. The college had promised to provide technical 

training and mid-level specialists for the community and not at all endanger the 

University with a liberal arts curriculum." Finally, a faculty respondent noted that 

"the board thought when they hired the CEO that all would be taken care of but 

every time they made a little goof there were a lot of people in the community who 
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were ready to jump on them." According to the respondent, the call for more 

efficient use of resources started with "the education critics within the community 

taking potshots and asking why are we spending tax payer money for this and we 

should be using it for other things." In part the problem may have been the CEO's 

administrative style but the respondent pointed out "there wasn't anyone on the 

board strong enough to stand up to the critics and there was not a real strong 

administrative program. Then the CEO was fired." 

As Greiner's theory predicts, the crisis of control resulted in the firing or 

forced resignation of the CEO. In addition, the crisis of control set the direction of 

change for the college's next developmental phase and the parameters for the skills 

sought in the next CEO. 

Growth through Coordination - Dr. Irwin Spector 

The leadership style needed to achieve growth was "coordination" and the 

management problem that developed was the "crisis of red tape". This period 

exemplified Greiner's fourth phase of growth. Selection of the third CEO was 

related to the need to hire a coordinator with background and experience in 

consolidation of an organization. The board's solution to the crisis of the previous 

era was the hiring of Dr. Irwin Spector. The leadership role mandated for the CEO 

was to institute and manage the college through a more traditional line and staff 

organizational structure. The leadership style of the CEO was one of growth 
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through coordination. 

The CEO emphasized coordination for more efficient use of limited college 

resources, expansion of the operation, and growth. Accomplishments of the CEO 

included a reorganization of the college's administration and fiscal procedures to 

strengthen management accountability, the development of a multi-campus 

committee structure to improve coordination among the campuses, and the 

reinforcement of a recommendation process. Other achievements were the 

establishing of two new campuses and an education center; initiating off-campus 

programs and an intercollegiate athletics program; instituting on-line computer 

registration for students; and, developing a foundation to raise money for 

scholarships. Student enrollment tripled in size over a five-year period from 7,616 

to 21,351 students. Employees increased 35 percent from a total of 1128 to 1514, 

which now included 239 full-time faculty, 862 part-time faculty, 389 staff 

members, and 24 administrators. The budget increased 58 percent over a five-year 

period from $8.6 million to $20.4 million. 

A number of challenges confronted the CEO one of which was chaotic board 

relations as the board became actively involved in running the college. Another 

was a revolt on the part of the faculty who began to influence the board by 

recruiting and electing their own members to get rid of the CEO (Price, 1994). A 

third was the failure of $9.5 million bond issue that would have allowed for 



209 

renovation and expansion of college facilities. Yet another was the fact that the 

proliferation of rigid systems and formal procedures began to exceed their utility, 

and a lack of confidence developed between the campuses and the central office. 

Together, both groups criticized the "watchdog" strategies and bureaucratic paper 

system that had evolved. The crisis of red tape that developed related to the need 

for a manager to transition the college into a mode of social control and self-

discipline in order for growth to continue. 

The leadership of the CEO was perceived as business-oriented, rigid and 

formal, highly centralized, and authoritarian. One CEO recounted that "the CEO 

was innovative, built good educational programs and focused on the internal 

environment as well as working with the board and the legislature". However, a 

dean noted that "a lot of people didn't like the CEO even though he built the 

college from nothing to an important institution. The CEO had an agenda and it was 

clear to him but nobody else. The man was brilliant but he had no personality or 

people skills whatsoever. I think he wanted to make this place big and not just have 

a single college." 

Moreover, according to a faculty respondent "The board believed that they 

finally had somebody with strength who could say no but still talk with people and 

make decisions. But the third CEO became almost a totalitarian and he told the 

board what he was going to have them do. Sometimes the decisions were good 
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ones and sometimes they weren't." The respondent noted that "people feared 

losing their jobs if they complained and the CEO was not the kind of person that 

they felt comfortable talking with. So that sort of quieted the waters on the 

surface." According to the respondent, it was at this lime that" NCA was starting 

to hear from the college. It was rumored that some people had written and said the 

college wasn't doing things it was supposed to be doing and that is how the NCA 

got involved." 

As Greiner's theory predicts, the crisis of red tape resulted in the firing or 

forced resignation of the CEO. In addition, the crisis of red tape set the direction of 

change for the college's next developmental phase and the parameters for the skills 

sought in the next CEO. 

Period Greiner's Phases of Growth Historical Chronology 

Warning Stage 5. Growth through 

Collaboration & the 

Crisis of Stagnation 

Restructuring & the Governance 

Crisis of 1989 

Fifth CEO 

Dr. James Manilla 

(1979-1987) 

Sixth CEO 

Mr. Diego Navarette 

(1987-1989) 

The Warning Stage 

The warning stage was the third point of focus on the institutional time line. 
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The warning stage for the governance crisis of 1989 was marked as the decade in 

which the college's leadership engaged in "bad practices" that included micro 

managing on the part of the board, subversion of the role of the CEO, and an 

unsuccessful bid on the part of the faculty to engage in power politics. In 

retrospect, this period represented Greiner's fifth and last phase in the life cycle 

described as growth through collaboration. 

Growth through Collaboration- Dr. James Manilla 

The leadership style needed to achieve growth was "collaboration" and the 

management problem that developed was what Greiner's model terms a "crisis of 

unknown origin" or as my analysis shows was the crisis of stagnation. This period 

exemplified Greiner's fifth and last phase in the life cycle. 

The college's organization became too large and complex to be managed 

through formal programs and rigid systems. Selection of the fifth CEO was related 

to the need to hire a collaborator with background and experience in problem 

solving and innovation. The board's solution to the crisis of red tape was the hiring 

of Dr. James Manilla. The leadership role mandated for the CEO was to institute 

and manage the college though an organizational structure based on a matrix of 

teams. The leadership style of the CEO was one of growth through collaboration. 

The CEO emphasized problem solving through participative processes that 

involved mutual goal setting. Accomplishments of the CEO included instituting a 
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program management evaluation system (PME) for managerial accountability, a 

five-year master plan, strengthening of the college's financial status from a half a 

million dollar deficit to a cash reserve, opening of the east campus, two education 

centers and a merger with the skill center, and establishing a self-paced open 

entry/open exit program for students. Enrollment increased 6 percent over an five-

year period from 21,252 to 22,405 students. Employees increased I percent from a 

total of 1523 to 1541, which now included 233 full-time faculty, 770 part-time 

faculty, 538 staff and administrators. The budget increased 37 percent over a five-

year period from $24.4 million to $33.3 million. 

Challenges confronting the CEO were board relations which were in turmoil, 

an antagonistic faculty who saw the board as the sole decision makers to the 

exclusion of the CEO, and a warning from the NCA that the board was no longer a 

policy setting body and was micro managing the college. In addition, the indicators 

of growth began to dwindle as annual enrollment increases were only one or two 

percent, and the rate of increase for the budget also dropped significantly. The 

crisis of stagnation that developed related to the need for a manager to introduce 

greater spontaneity into management action and to institute new programs that 

would allow employees to revitalize themselves in order for growth to continue. 

The leadership of the CEO was perceived as not progressive and lacking in 

vision and direction. According to a dean, the stability introduced by the CEO was 
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viewed as maintaining the status quo. "The CEO was suave, classy, had a 

personality but I don't think he led the college into any futuristic plan. I think he 

was honorable but it just wasn't his style to set a direction. I would describe his 

leadership as maintaining. I don't think there was anything astronomically 

progressive about what went on". A board member characterized the CEO's 

approach to administration as insular. "The CEO worked with his immediate 

cabinet in establishing what was to be done within the college. It was very closed 

with no input from the outside. Decisions were presented to the board and the 

board was expected to go along with the program. According to the board 

respondent, "the college had been stifled for so long that there was only one way to 

change things and that was to get rid of the CEO at the time". 

A board member who served during the warning stage offered the following 

insight. "The CEO wasn't interested in anything that happened outside the district 

service center, and I think he viewed the board as a mere inconvenience. The board 

had no control over it's own agenda and if board members put an item on the 

agenda the CEO would take it off. As articulated by the respondent, there was a 

feeling that the board was just operating as a puppet of the CEO as "a large part of 

the information we did receive was skewed to reflect how he wanted us to proceed 

on it and he was accomplished at controlling and withholding information." A 

faculty member contradicted this view and noted that "the CEO tried to meet with 



214 

people that held community leadership positions and they liked that. The business 

people began to feel a little more comfortable that somebody would listen and had 

an open door. I think some people felt strongly, however, that he wasn't listening 

to all of the people that he should have been listening to." 

Displacement of the CEO received comment from several respondents. One 

CEO pointed out that a major concern of the faculty had to do with whether the 

organization was centralized or decentralized. "The faculty wanted the CEO to 

support centralization as it allowed them more control over curriculum and the 

budget. The campus administration wanted to run their own show and preferred a 

decentralized organization that gave them autonomy in management, hiring, and 

firing." According to the respondent, the CEO "straddled the fence but displeasure 

led to a vote being taken and the CEO was voted down." Another CEO elaborated 

the point that "the CEO was the critical lynch pin that the board had to get rid of 

because he was a stumbling block in the way and there were a number of faculty 

who had gotten upset with his style." As noted by the respondent, those two things 

combined and "once sixty percent of the board members did not wish to retain the 

CEO that was the beginning of the end." Ultimately, according to a former board 

member "I think the institution just outgrew the CEO and I don't say that to be 

negative I just say that to be true." 

As Greiner's theory predicts, the crisis of stagnation (or unknown origin in 
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Greiner's model) resulted in the firing or forced resignation of the CEO. To this 

point, as this analysis has shown the leadership profiles of CEOs parallel the phases 

of growth predicted by Greiner's life cycle theory. The next CEO, however, 

represented a deviation from the predicted sequence of the model. 

Restructuring and the Governance Crisis of 1989 - Mr. Diego Navarette 

Selection of the sixth CEO was related to the need to hire a reformer with 

knowledge of the local environment and who had experience problem solving 

issues related to enrollment decline, stagnation, and a lack of motivation to change. 

The board's solution to the crisis of stagnation was the hiring of Mr. Diego 

Navarette. The leadership role mandated for the CEO was to develop and execute 

the steps necessary to enact the vision of the "old" board which saw itself as change 

strategists. 

A board member elaborated the point in stating "I came on the board as a pro 

change board member and in that respect I think I precipitated a great deal of the 

crisis. I was a board chair during the worst year of the chaos. I ended up feeling 

that I was pitched into a whirlwind because the pace that I thought would be good 

for change was clearly too little for some people and too much for others." 

According to the respondent, "there were just too many long-standing issues for the 

system to be able to cope as it was then constituted. So when currencies came up 

there were always underlying issues to resolve for any ongoing problem." 
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Reflecting on the experience, the board member surmised "I don't think there is 

much we could have done differently. I do think there were some individuals who 

could have helped significantly and chose not to. I had no experience dealing with 

political crisis and that is not a good position to be in." 

The CEO emphasized problem solving through participative processes that 

involved management by walking around, the building of partnerships with the 

university, and outreach to better serve community needs. In the words of the CEO 

"I think my role was also as a mediator trying to add some kind of calm to the 

college through my participatory collaborative style of management." The CEO 

recounted that "I was meeting with some of the heavy hitters in the community, 

with some of the legislators, with the state community college board, and with the 

council of presidents, trying to assure them that the board wasn't going to cause the 

college to lose our accreditation." 

The leadership style of the CEO was characterized as growth through 

restructuring. Accomplishments of the CEO included reorganization of academic 

and student affairs, expansion of the downtown and east campuses, and hearings for 

disenfranchised groups in the community to strengthen outreach efforts. 

Enrollment increased 6 percent over a three-year period from 24, 339 to 25,726 

students. Employees increased 26 percent from a total of 1555 to 1959, which now 

included 240 full-time faculty. 1129 part-time faculty, 590 staff and administrators. The 
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budget increased 21 percent over a the same period from S47.5 million to $57.1 million. 

The CEO's leadership style of growth through restructuring and participative 

processes was short-lived but might have worked, had it not been for eruption of 

the governance crisis of 1989. Challenges confronting the CEO included the 

residual effects of the crisis of stagnation associated with the previous CEO that 

were never resolved, board relations which were turbulent, defacto governance by 

the faculty who were installing board members and usurping the role of the CEO, 

and the placement of the college on probationary accreditation status by the NCA. 

The crisis of governance that developed related to the need for someone to take 

control of the crisis and the unstable state of affairs. 

The leadership of the CEO was perceived as charismatic, a consensus builder 

around issues, inexperienced, and compromised by being an insider with networks 

and affiliations. A dean pointed out that "the CEO came in as kind of a caretaker 

and really didn't have a long range sense of where he thought the institution should 

be heading from a governance perspective." And a staff member articulated that 

"during the crisis I saw kind of a waffling leadership with the CEO. A puppet to 

some extent. Not because the CEO wanted to be that way but because the strings 

were being pulled in so many directions and so many unethical ways. I think he 

behaved incredibly well to get through what he did." 

A board member who served during the warning stage, indicated that the 
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CEO was overwhelmed from the minute he took over and "things went from not 

very good to absolutely catastrophic." According to the board respondent "I think 

he made promises to get support to become the CEO and he had a fairly large list of 

commitments that he sincerely thought the college ought to do, but unfortunately 

those items were also payback that he needed to do. Then there was the issue that 

he had misrepresented his credentials and did not have the minimum qualification 

of a master's degree." As a faculty respondent surmised "the CEO was liked but 

was never going to be able to stand up to what had happened to other people in that 

position. He was trying very hard to not have conflict or dissension and began to 

give away the farm. That was during the time that there were articles in the 

newspaper almost daily and board members were involved in operations." 

A "normal" crisis predicted by Greiner's model, usually is provoked by a 

management need that typically is resolved by replacement of the CEO with a new 

leader who is considered to be a better match. The governance crisis of 1989 was 

not a normal crisis of the type accounted for by the model and was resolved by 

replacement of the governing board itself, which led to a turning point for the 

organization. 
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Period Greiner's Phases of Growth Historical Chronology 

The Turning Point I. Growth through 

Creativity & the 

Crisis of Leadership 

Seventh CEO 

Ms. Brenda Beckman 

(1989-1990) 

The Turning Point 

The turning point was the fourth point of focus on the institutional time line. 

The turning point of the governance crisis of 1989 was marked by one year of crisis 

manager administration in which the college's leadership self-destructed and was 

replaced by a new leadership team consisting of a new governing board and interim 

CEO. The new leadership took charge of the crisis, evolved into a turnaround 

team, and became involved in managing change. This period initiated the college's 

second life cycle and represented a recycling back through Greiner's first phase 

described as growth through creativity. 

Growth through Creativitv - Ms. Brenda Beckman 

The leadership style needed to achieve growth was "creativity" and the 

management problem that developed was the "crisis of leadership". This period 

exemplified Greiner's second phase of growth. Selection of the seventh CEO was 

related to the need to appoint a crisis manager with background and experience in 

the accreditation process. The board's solution to the crisis of governance was the 

appointment of Ms. Brenda Beckman. The leadership role mandated for the CEO 
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was to lake control and manage the immediate circumstances related to the crisis. 

The leadership style of the CEO was one of crisis management. 

The CEO assumed control of the crisis by making judgments, establishing 

options and defining strategies, remodeling power relationships, and sticking with a 

position when the conventional framework became obsolete. The CEO disclosed 

that "it was extremely clear to me that while a lot of people were making decisions 

some were making decisions in the wrong areas and other people weren't making 

decisions at all. The result was that someone needed to be in charge to attend to the 

fundamentals." One fundamental, according to the CEO, was simply severing the 

ability of the board to micro manage and to get involved in decision making that 

wasn't in their realm. Another involved other things like giving the public the 

information it needed in order to begin to restore trust in the institution. A third 

involved engaging community leaders in supporting and selecting leadership for the 

board of the college "so that we would have an institution with a solid future." 

The CEO formed a crisis management team consisting of senior management 

staff, public relations staff, legal advisors, the newly constituted board, and a county 

education official responsible for board appointments. Senior management staff 

depicted their role as follows. "In the actual crisis my role was to try to keep the 

administrative team together. Key administrators and faculty were going to the 

media and leaking information at great fear of being found out, because going to the 
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board is not the answer when the board itself is the problem." Another staff 

member recounted that "the role was primarily one where the executive deans were 

trying to hold together as a team and maintain a sense of some stability within the 

college by keeping each other informed of what was going on and who was doing 

what." 

Other team members fumished the following insight into their role. A staff 

member noted that "my role was interaction with the media and from the very 

beginning maintaining student confidence" was a priority. The strategy to sustain 

enrollment assumed "the bottom line is that everyone will continue to transfer 

credits to the university." So part of the team "was working on support from the 

university to address that particular issue." A board member recalled "my role as 

chair was to get off probation and to keep the day to day operations flowing through 

the chain of command and not letting the board be used." Also, there was an 

emphasis on board unity and ethics. The county education official indicated a legal 

responsibility to make appointments of board members. "I acted under the 

authority of Revised Statutes, Section E as the county superintendent of schools, 

legally it's a critical incident role" and "I get the monitoring part just as a public 

citizen." 

Accomplishments of the CEO included severing the ability of the board to 

micro manage the college, launching a media campaign to counteract negative 
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publicity, training of the new board on its proper role as a fiduciary and guardian of 

the public trust, and executing a crisis management plan that eliminated confusion 

and assigned responsibility for actions. Another achievement was reversing the 

downward trend in enrollment that started out with a high in 1988 of 60,560 

students, to a low of 48,287 students when the crisis erupted, to upwards of 57,904 

students the following year. Challenges for the CEO were restoring the college's 

accreditation status, restoring confidence and trust in the leadership, negotiating 

corrective action to secure the release of state funding, and beginning the self-study 

process required by the NCA. 

The crisis of leadership that developed was over the need to hire a change 

agent to restore the relationship between the board and CEO, reinstitute the 

governance process, and reset the direction of the organization. 

The CEO's leadership was perceived as strategic, situational, and highly 

effective in taking control and resolving the governance crisis. A board member 

articulated the view that "the CEO was struggling to keep the college's head above 

water with a couple of lead weights tied to its ankle. I think she had an extremely 

difficult time." A staff member pointed out that "the CEO was a crisis manager and 

the kind of person who would take charge of the situation. She pulled the crisis 

team together and the community instantly saw her as someone they could rally 

around." And, as expressed by a dean "the CEO was known to the NCA and had 
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some stature and respect in the external community." 

A faculty member provided insight into the situational leadership role and 

noted that "the CEO stepped into a horrible situation and had the most dignity 

under fire that I've ever seen, and a willingness to really hear people out." 

According to a staff member "the actions to end the crisis were spearheaded and 

initiated by the CEO as the crisis manager as opposed to the board." And finally, 

according to a faculty respondent "the CEO was brought into an untenable situation 

and made it into something that yielded the ambers to really build the fire for when 

the next CEO came on board. She took a lot of the heat and made some of the 

heavy decisions that needed to be made. I don't think she ran from anything. She 

didn't seem to and she was involved with the transitional board phase of trying to 

get new board members who had credibility." 

As Greiner's theory predicts, the crisis of leadership resulted in the voluntary 

resignation of the CEO after the task of crisis management was completed. The 

fact that the CEO was not fired or forced to resign constitutes a slight variation in 

the pattern of CEO turnover, yet the crisis of leadership set the direction of change 

for the college's next developmental phase and the parameters for the skills sought 

in the next CEO. 
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Period Greiner's Phases of Growth Historical Chronology 

The Aftermath 2. Growth through Direction 

& the Crisis of Autonomy 

Eighth CEO 

Dr. Jeff Hockaday (1990-

1995) 

The Aftermath 

The aftermath was the fifth point of focus on the institutional time line. 

The aftermath to the governance crisis of 1989 was marked by five years of change 

agent administration in which the governing board and CEO reset the direction of 

the college and ushered in a new era. This period of the college's second life cycle 

represented Greiner's second phase described as growth through direction. 

Growth through Direction - Dr. Jeff Hockadav 

The leadership style needed to achieve growth was "direction" and the 

management problem that developed was the "crisis of autonomy". This period 

exemplified Greiner's second phase of growth. Selection of the eighth CEO was 

related to the need to hire a change agent from the outside with background and 

experience in dysfunctional systems and accreditation issues related to governance. 

The board's solution to the crisis of leadership was the hiring of Dr. Jeff Hockaday. 

The leadership role mandated for the CEO was to assist in developing the vision of 

the new board and to execute the steps necessary to enact the vision. 

The leadership style of the CEO was one of growth through direction. The 
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CEO emphasized efficiency through centralized directives on reorganization, 

consolidation, and streamlining of the college's internal structure and processes. 

Accomplishments of the CEO included reestablishing a functional structure for the 

organization, redefining the college's mission through a charette process, rebuilding 

the public image locally and nationally, reinforcing affirmative action and equal 

opportunity, stabilizing board governance, securing full accreditation status for ten 

years, the opening of a new southwest campus, and passage of a $140 million bond 

issue to update buildings and technology. Enrollment decreased 7 percent over a 

five year period from 57,904 to 53,657 students. Employees increased 9 percent 

from a total of 2185 to 2412 that now included: 363 full-time faculty; 1248 part-

time faculty; 765 staff; and 45 administrators. The budget increased 20 percent 

from $63.7 million to $79.5 million. 

Challenges that confronted the CEO included a flat enrollment trend that 

showed no growth, a department chair reorganization that was resisted by the 

faculty, leadership issues related to the role and conduct of the campus CEOs, and 

public controversy over an Indian burial site on the grounds of the new campus. 

The crisis of autonomy that was beginning to take shape prior to the end of the 

CEO's five-year contract, was related to demands for greater autonomy by faculty 

and staff who were beginning to resent his highly directive and centralized style. 

The CEO's leadership was perceived as low key but authoritative in 
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controlling the board and the organization, and highly effective in building and 

correcting the image of the college. In terms of symbolism, the CEO promoted the 

concept that a conmiunity college is much more than bricks and mortar "It's not a 

place, it's an attitude". A faculty member pointed out that "the CEO told the board, 

here is where I want this institution to be in five years and here are the things that I 

want to do. He dealt with a few key issues intemally but most of his efforts were 

on gaining the college's national credibility and gaining support among the 

legislators. He got the board to agree to give him free rein otherwise he would have 

not come." According to another faculty respondent, "the CEO was an effective 

leader, highly visible in the community, an image builder, and very much able to 

bring groups and people together." As expressed by a board member "I think the 

CEO was needed to calm things down and provide strong leadership for the 

organization coming out of a crisis." 

A board member involved in the selection process disclosed that "we needed 

somebody who cared about what they were doing and clearly the CEO had spent his 

whole career in the community college system. We needed somebody who knew 

the ropes, he was experienced and he was a reformer. I like to talk about "peace 

time" soldiers and "war time" soldiers, we needed a wartime soldier. We needed 

somebody who knew they were walking into a hornet's nest and that was OK." 

According to the respondent "it was clear that he was very skilled. Just the way he 
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walked into a room and calmed things down. But underneath that there was a very 

strong, disciplined leader. He was the right person at the right time." 

A second board member provided the following insight into the selection and 

skills of the CEO. "I think the best decision that we ever made as a board was 

hiring the CEO, he was the perfect person at the perfect time with the skills that we 

needed." For instance on decision making, "he always appeared to be conciliatory, 

willing to negotiate and work through the issues. But at the end of the day he was 

extremely tough when the time came to stop talking." Also the CEO was very good 

at board relations and managing the board. "He kept us informed and let us know 

what his feelings were, and he was very good at telling us when he didn't agree. At 

the end of the day he would tell us that he didn't agree but it was the boiird's 

decision or he would sway the board toward his way of thinking. I think that was 

just excellent during that time frame." 

A CEO respondent attested to the effectiveness of the CEO. "The CEO built 

the college's public image in the state and nationally. He was a blend between an 

internal/external CEO." A dean corroborated that "after the crisis we went from 

mundane to stellar excellence with the CEO's leadership. The CEO believed in 

quality and showcasing people whose qualities he felt were good." According to 

the dean "he knew how to educate a board which had never been done at this 

institution before. He really provided educational leadership for the board and 



228 

taught them what a board should be. He worked the community to get support for 

himself and the board, and took us from probation back to a level of full 

acceptance by NCA." Finally, a board member concluded that "we got what we 

needed", the CEO could work on all levels and "he just made the college work 

again." 

As Greiner's theory predicts, the crisis of autonomy resulted in the voluntary 

resignation of the CEO after the task of change management was completed. The 

fact that the CEO was not fired or forced to resign constitutes a slight variation in 

the pattern of CEO turnover, yet the crisis of autonomy set the direction of change 

for the college's next developmental phase and the parameters for the skills sought 

in the next CEO. 

Period Greiner's Phases of Growth Historical Chronology 

Restoration 3. Growth through 

Delegation & the Crisis of 

Control 

Tenth CEO 

Dr. Robert Jensen (1995-

1998) 

The Restoration 

The college's restoration was the sixth point of focus on the institutional time 

line. The restoration following the governance crisis of 1989 was marked by the 

initial three years of an ongoing administration in which the direction of change 
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was towards new growth, accountability, and a renewed commitment to the 

community college mission. This period of the college's second life cycle 

represented Greiner's third phase described as growth through delegation and 

describes what Galbraith (1994) has labeled the "distributed organization". 

Growth through the Distributed Model - Dr. Robert Jensen 

The leadership style needed to achieve growth was "delegation and 

redistribution" and the management problem that developed was the "crisis of 

control". This period exemplified Greiner's second phase of growth and Galbraith's 

distributed organization. Selection of the tenth CEO was related to the need to hire 

someone with background and expertise in expansion of the college and the market. 

The board's solution to the crisis of the previous era was the hiring of Dr. Robert 

Jensen. The leadership role mandated for the CEO was to institute and manage the 

college through a largely decentralized geographical organizational structure, 

characterized by aspects of both centralization and decentralization. As expressed 

by the CEO "one of the problems was that the college had no philosophy on what a 

campus was supposed to be. That is one of the things that I've brought. The vision 

is to have geographically located, comprehensive campuses. That was not the 

vision before, there was no vision." 

The distributed model described by Galbraith (1994) captures the leadership 

style of the CEO utilized to achievc growth. According to the model central control 



is exercised by the district headquarters over long-term strategies and policies, but 

autonomy is retained by the campus units to make operating decisions that satisfy 

the organization's goals. According to Alfred and Rosevear (2000), the distributed 

organization gains a competitive advantage by the empowerment of units to meet 

the needs of it's clientele, by elimination in confusion over the roles played by the 

units, and through constructive coordination that serves the organization's goals. 

In the words of the CEO "sometimes you're a cheerleader, other times you 

have to make the decision. The district office's role is to facilitate and coordinate 

and not to try to run the campuses. You give broad parameters and direction with 

the campus presidents and deans involved in helping shape those parameters, then 

you monitor that the campuses stay within those parameters. I enhanced the role of 

the deans as part of the cabinet for communication, plus for them get a sense of 

what is going on and why we made decisions." Also, "I do brown bags and open 

forums on the campus to make sure that if there are some misconceptions out there 

I am able to speak for myself instead of people speaking for me." 

The CEO put an emphasis on market expansion through delegative strategies, 

collaboration, extensive planning and review, and the use of external consultants 

and experts. Accomplishments of the CEO in the area of delegation included the 

acquisition of a new computer information system; upgrading of the technology 

infrastructure; planning of the self-study report required for accreditation review in 
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2001; and, implementing college wide initiatives such as a marketing plan to 

increase student enrollment, a plan to increase student support activity, and a plan 

for a college-wide academic program reallocation. 

Collaboration efforts resulted in visibility in the external community with 

business and political leaders; partnerships with the K-12 sector and the 

universities; and the promotion of college interests with the state community 

college board and legislature. Planning and review activity involved updating the 

mission; establishing an educational master plan as the blueprint for college 

programs, services, and the location of new campuses and educational centers; 

instituting a capital development program to improve roadways, campus entrances 

and parking, and access for the disabled. 

The CEO's achievement of market expansion occurred with the opening of a 

new community campus and a site south of city, opening of northwest education 

center and planning of a northeast education center, a merger with the county adult 

education program, and partnering with the city for construction of a recreation 

complex adjacent to east campus. Enrollment increased 10 percent over a four-year 

period firom 53,049 to 58,950 students. Employees decreased 22 percent from a 

total of 2430 to 1873, that now included: 363 full-time faculty; 490 part-time 

faculty; 975 staff; and 45 administrators. The budget increased 20 percent over the 

same period from $82.4 million to $98.5 million. 
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Challenges that posed difficulties for the CEO were a lack of motivation to 

change on the part of the faculty and line administrators, resistance to the 

curriculum alignment project, institutional climate issues related to compensation 

and dissatisfaction with involvement in decision making, mass retirements and an 

inefficient human resource system; and implementation of the new computer 

information system modules. The crisis of control that Greiner predicts as 

developing in reaction to the leadership style of the CEO and the needs of the 

institution to achieve growth, may or may not be applicable, it is too soon to make 

that determination. 

The CEO's leadership style was perceived as valuing planning, 

accountability, team building, and mentoring. The CEO was also seen as a 

communicator that used brown bags and forums. In terms of symbolism, the CEO 

promoted the concept of "One College" and the vision of "geographically located, 

comprehensive campuses". As recounted by a dean "the CEO came in with a 

totally different leadership style and his entrance was like an earthquake measuring 

20.8 on the Richter scale that caused the revolution of our world." According to the 

dean it's an "in your face leadership style" related to a mission of academic 

excellence, student development, and of establishing adequate facilities to take the 

organization into the 21st century." 

A board member provided the following insight into the selection and skills 
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of the CEO. "I think we chose the right person for a growth role. That is a CEO 

who at this point knows and has the vision to see how we can use the resources of 

the community to best serve the needs of people who live here." A staff member 

elaborated the point further by stating "at this point in time I think that the CEO is 

process-oriented and very healthy for the college. For example, opening up the 

cabinet meetings to include more representatives such as the deans is seen as 

positive." 

A dean respondent indicated that the CEO has engendered controversy over 

too much involvement in the day to day operations of the campuses. "Evidently he 

doesn't feel that the campus administrators can have enough balls in the air at one 

time and still manage to exert some leadership and vision." A faculty respondent 

elaborated further "when the CEO first came, he stopped some of the separate 

building plans that were going on and put the focus on what is going to be 

beneficial for the whole college, and that was good leadership. Now, I hesitate to 

call it micro managing, but I think that is starting to be some of the beef. People are 

concerned that the idea "one size fits all" matches certain campuses better than 

others." Another dean substantiated the view by stating "I see the CEO as very 

energetic and visible out there in the community but he is also very hands on inside 

which causes some consternation for people." Some perceive him as a meddler and 

too hands on with the operation of the campuses in stark contrast to the previous 
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CEO. 

It is unknown if the growth through delegation stage will result in a crisis of 

control as Greiner's theory predicts. Unquestionably, history can explain 

developments related to the needs of the organization in retrospect. However, it 

would appear that a more powerful theory is needed to explain how an organization 

adapts to its future. 

Summary of the Chapter 

This chapter was a level two analysis of CEO leadership using life cycle 

theory and the time-series technique. CEO leadership profiles were created as a 

means to compare the relationship between the organization's needs and the skill set 

sought in each successive CEO. The developmental sequence of the college 

deviated from Greiner's model. 

The analysis showed that the governance crisis was not a normal crisis of the 

type accounted for by the model, as it was resolved through replacement of not only 

the CEO but the governing board itself. The newly created transition leadership 

took charge of the crisis, evolved into a turnaround team, and became involved in 

managing change. 

The next chapter contains a level three analysis of the case study data and 

offers my findings on the research questions stated at the onset of the study. 
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CHAPTER 10 

FINDINGS OF THE STUDY 

This chapter contains the third and final level of analysis and represents 

further interpretation of the case study data in order to present findings on the four 

research questions that directed the study. The first part of the chapter addresses 

the meaning of the governance crisis on a macro level. The second part addresses 

the leadership transition from crisis to change on a micro level. 

Findings on the Meaning of the Governance Crisis 

The research questions on the meaning of the governance crisis were: Why 

did the governance crisis occur and what was its meaning for the organization? 

and. How was governance influenced by the crisis? 

1. All in all, the study covered over thirty years of activity that began with the 

founding in 1966 and ended in 1998, almost a decade beyond the crisis. Several 

respondents indicated that had I attempted to contact them closer to the actual 

event, they might have declined to be interviewed. The crisis for most respondents 

was recalled as an event charged with considerable negative emotions ranging from 

feelings of extreme frustration and betrayal, to outright fear. Only in retrospect, 

were most respondents able to conceptualize it as a positive event for the 

organization. 

2. The reasons or context for the crisis represented a converging of both 
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immediate circumstances and underlying factors. While board conduct forced the 

governance crisis to a head, it was the underlying factors during the warning stage 

involving faculty conduct and the withdrawal of community support that posed the 

more serious threat to the organization's continued existence by opening the door 

for ill-prepared individuals, special interest groups, and single-issue candidates to 

take control of the governing board. 

3. The meaning of the crisis was interpreted as both a negative and positive 

event. On the negative side it was seen as a turning point that called into question 

the professionalism of the leadership, the effectiveness of the administration, and 

the survival of the organization. Yet on the positive side, it was viewed as 

reengaging the community through a citizens advisory group credited with saving 

the future of the college, and as halting faculty intrusion into the governance 

process by threatening their paychecks. 

4. The discrepancies about the college's stage of development helped 

distinguish the phenomenon from its context. Most respondents viewed the college 

as having a midlife crisis and by inference construed the stage of development as 

midlife, yet the CEO who held office as the crisis was unfolding recounted the stage 

of development as maturity. The discrepancy gave credence to the possibility that 

not all segments of the college were at the same stage of development. To 

illustrate, the govertung board may have been in the stage of midlife, the faculty 
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may have been in youth, and the organization may have been in organizational 

maturity. 

5. The organizational culture was not viewed as a positive force and shared 

assumptions were lacking on "how decisions are made" and "where authority 

resides" particularly regarding the distribution of power between the board, the 

CEO, and the faculty. Negative practices associated with the culture included 

tension over access to decision making processes, tension over centralized versus 

decentralized control, and a disdain for governance and administration by long-term 

faculty. 

6. In the formative stage of the college, the faculty had strong professional 

influence in decision making. As the organization increased in complexity, the 

professional influence of the faculty declined. What had been achieved through 

professional influence, was now sought after through political influence, thus an 

"opposition-oriented" subculture was bom. The major issue with regard to the 

long-term faculty was how to create and manage a climate of negotiation and 

conflict resolution. 

7. The crisis surfaced disconfirming data showing that some of the college's 

goals were not being met, some internal processes were not accomplishing what 

they were supposed to, which called into question the organization's response to the 

environment and the market. 
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8. The crisis revolutionized governance. It reconstituted the leadership role of 

the board and CEO, and restored community involvement through the citizens 

advisory group that helped to establish the new governing board. It caused a shift 

to accountability in board decisions and policy-making, corrected the brokering of 

influence throughout the organization, and reversed neutralization of the 

administration. 

9. It also brought about a tacit agreement with the faculty to break with the past 

practice of pitting the board against the CEO to leverage their own power base in 

decision making. The loss of influence was evidenced by faculty stating there was 

"lack of trust in the board because of its behaviour", and "lack of trust in the 

administration over power and control issues". Clearly, there were latent issues that 

remained over faculty participation in governance. 

10. Differences between the old board and the new board gave a clear indication 

that reaction to the crisis was a key factor in rebuilding the capability of the board 

to govern and shape the future development of the organization. As a case in point, 

the old board was comprised of single issue people who were inexperienced, 

unpredictable, and misguided. They attempted to be power brokers to the inclusion 

of the CEO and worked as individuals not as an entity. The old board had moved 

from policy to operations and was running the college. In sharp contrast, the new 

board was composed of business-minded professionals who operated within a 
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defined role. They depersonalized politics and worked as an entity, and not as 

individuals. The new board was able to distinguish between policy and operations, 

a shift that was achieved by working in tandem with the CEO. 

11. On the matter of policy versus operations, there was no semblance of balance 

with the "old board" which had moved from policy to operations and was running 

the college. The "new board" was able to distinguish between policy and 

operations. According to respondents, this shift was achieved by the board working 

closely with the CEO to correct deficiencies required by the NCA in order to 

remove the probationary accreditation status. 

12. Perceptions on the relative importance of internal and external forces in 

decision making substantiated that the crisis was a key factor in rebuilding 

governance through a realignment of power relationships. For example, after the 

crisis the influence of internal forces was perceived as having increased overall. 

The faculty were perceived as having lost some power. The administrators were 

perceived as having gained significantly more power. The special interest groups 

were perceived as having lost a slight amount of power. And, the influence of 

external forces was perceived as having decreased overall. 

13. The crisis created some of the conditions of a new organization and directed 

attention to the developmental needs of the organization. At the time of the study, 

these included managing change, market decisions, leadership, and some form of 
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shared decision making involving the faculty. 

14. The analysis of governance patterns on a macro level clearly showed that the 

college had evolved through one complete life cycle and was midway through a 

second life cycle. What is more, not only was the crisis a turning point, it also 

launched the college into its second life cycle and thus, was a factor in the 

organization's long-term development. 

Findings on the Leadership Transition from Crisis to Change 

The research questions on the leadership transition from crisis to change 

were: How was CEO leadership affected by the crisis? and. What was the effect of 

the crisis on organizational change? 

I. The crisis had a transformative effect on CEO leadership as it reordered 

power relationships among the board, the CEO, and the faculty, and set the 

standards for the incoming CEO. The role of the CEO was reinforced by the board 

as the leader of the college and faculty were compelled to publicly distance 

themselves from board activity. Destruction and termination of the previous 

leadership had left a clean slate which allowed the board and CEO to transact a new 

relationship built on mutual responsibility and respect. Ultimately, as further 

indication of the transformative effect, a preference was created for a strong leader 

from the outside to counteract interference by an assortment of vested interest 

groups and to rebuild public conHdence. 
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2. Leadership before and after the crisis showed marked differences. The crisis 

exposed the shortcomings of the processes whereby individuals ascended to 

positions of power and influence within the organization. The qualifying criteria 

established for the new leadership gave evidence of a radical shift from political 

influence and insider status to experience as educators, policy makers, and 

executives with managerial knowledge of the needs of a complex organization. 

3. The crisis presented the opportunity for a leadership transition from 

management of the crisis, to management of a turnaround, to the management of 

change. Crisis management necessitated formation of an internal coalition to take 

charge of the crisis. Management of the turnaround put a leadership team in place 

consisting of the newly appointed governing board and the interim CEO. Change 

management solidified the relationship between the governing board and the newly 

hired CEO and ushered in a new era with the board acting responsibly within the 

policy domain, and the CEO acting as a reformer to restore accreditation. 

4. The crisis stimulated organizational learning in all areas of the college which 

included governance and leadership, external affairs, and internal affairs. 

Governance and leadership became more professional, strategic thinking, more 

accountable from a business perspective, and more environment and market 

focused. External affairs became more engaged with the media and key 

constituents in the business sector, and took on new life through an improved 
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public image and better community support. Internal affairs became more attentive 

to policy formation, self-evaluation, and open to a wider span of participants. 

Processes related to the academic program and employment underwent extensive 

revamping and revision, and faculty learning academies and professional 

development seminars were introduced to encourage the development of new 

leadership as people entered the organization. 

5. Once change was desired as a result of the crisis, the governing board and the 

newly hired CEO acting as change managers worked in collaboration to set the 

direction of organizational change. The new era was focussed on growth strategies, 

policy-oriented board leadership, and a collegc administration dedicated to mission 

and principles, with heightened awareness of increasing competition and the 

importance of public image. 

6. Both external and internal forces had an impact on change within the college 

and included regulatory forces, market forces, internal bureaucracy, institutional 

response to the market, interpersonal behaviors and attitudes, and the governing 

board. 

7. The leadership profile of the next CEO indicated a need for someone 

experienced in strategic leadership, consensus-building, managing complex 

systems, and maximizing human potential. In other words, someone with the skills 

to manage change. 
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8. The institution's major challenges were in seven broad areas. These included 

efficiency in the use of financial resources; the ability to attract and retain a 

competent workforce; strategies to maintain a stable board; effectiveness in the 

management of growth; the ability to focus objectives on achieving the mission; 

leadership to stay in alignment with the external market; and attending to the 

power and conflict issues of the long-term faculty. 

9. The analysis of leadership patterns on a micro level showed that the 

governance crisis was not a "normal" crisis associated with a mismatch between the 

needs of the organization and CEO leadership style, and thus it was not accounted 

for by Greiner's model. It was, however, of great significance as a stimulant that 

provoked formation of new leadership for the institution consisting of the new 

board and CEO. Furthermore, the new leadership was not limited to resolving the 

crisis. Rather, it made a leadership transition from crisis management, to a 

turnaround, to change management, which represented significant organizational 

change in college governance. 

The next chapter offers my conclusions on the objectives of the study and 

recommendations for future action and inquiry. 
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CHAPTER 11 

CONCLUSIONS AND RECOMMENDATIONS 

This chapter furnishes my conclusions drawn on the objectives of the study, 

recommendations for future research, and offers some items for consideration on 

the lessons learned. 

Conclusions of the Study 

This study focussed on the meaning of a crisis and the leadership transitions 

associated with crisis and organizational change. The conditions that surrounded 

the crisis formed a basis for the research, thus no attention was paid to more 

deliberate types of organizational change. One objective of the study was to 

discover whether the crisis was a factor in the organization's long-term 

development. Another objective of the study was to gain insight into the 

relationship between the leadership created to resolve a crisis, and the leadership 

established to lead change. Based on the foregoing evidence, here are five 

conclusions that the case study supported and underscored. 

First, the crisis was not a "normal" crisis associated with a mismatch between 

the needs of the organization and CEO leadership style, a fact that did not become 

apparent to me as an analyst until I applied Greiner's model. The analysis of CEO 

leadership patterns on a micro level showed a parallel between CEO succession and 

the stages of growth predicted by Greiner's life cycle theory up until eruption of the 
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governance crisis of 1989. The CEO was tenminated during the crisis, however, the 

governance crisis was resolved by replacement of the governing board itself, which 

led to the turning point. After the turning point, CEO succession once again 

parallelled the stages predicted by the theory, which led to the conclusion that CEO 

turnover was a function of growth. Further analysis was necessary, however, to 

understand the full impact of the crisis. 

Second, the crisis represented a significant turning point for the organization. 

The crisis was a point at which corrective action occurred. On the one hand, it 

called into question the professionalism of board leadership, the effectiveness of the 

administration, and the survival of the organization. Yet, it was the corrective 

mechanism for reengaging the community through a citizens group credited with 

saving the future of the college, for halting faculty intrusion into the governance 

process by threatening their paychecks, and for correcting the conditions related to 

the brokering of influence throughout the organization, and neutralization of the 

administration. 

Third, the crisis had meaning as a catalyst for the organization and bore a 

strong resemblance to corporate sector change. For instance, reaction to the crisis 

forced pervasive change in the institution's approach to governance by rearranging 

the power relationships among the board, the CEO, and the faculty. Ultimately, the 

leadership role of the board and CEO was reconstituted, community involvement 
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was restored through the citizens advisory committee, and the faculty were 

obligated to a tacit agreement to disengage in politics related to the leveraging of 

their own power base in decision making. 

Fourth, the crisis had meaning as a stimulant and was a significant factor in 

the organization's long-term development. For instance, the crisis surfaced 

disconfirming data about the organization which created recognition of the need for 

change. The need for change or "unfreezing" launched the college into its second 

life cycle, as demonstrated by analysis of the evolutionary life cycle, and was a 

function of survival. Furthermore, the crisis was a key factor in building consensus 

about the direction of change, as Clark (1984) suggests, and in this case a necessity 

was created for leadership at the governance level to make the transition from 

management of the crisis, to management of a turnaround, to the management of 

change. 

Fifth, the case study confirmed my proposition that leadership dynamics are a 

function of not only of decision making, but also the sources that empower the 

decision makers. Because community colleges are complex institutions that 

operate in the powerful contexts of institutional history, social values, and unique 

local communities (Fryer and Lovas, 1990), the institution's governing board is the 

single most important leadership entity. The governing board, in essence, is the 

nexus for external and internal forces and shapes the context for decision making 
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and determines the subject matter to which the chief executive attends. 

In other words, the CEO can only accomplish what the governing 

board agrees can be done. The board is established by the local 

community and answers to the people. Decisions take shape around 

what is perceived as the consensus and will of the local community 

and the people. The only real power that a CEO has comes from the 

governing board and the only real power that a governing board has 

comes from the local community and the people. The CEO must 

provide leadership within certain parameters established by policy and 

regulations and be supported by the governing board. The board and 

CEO must be careful to maintain the alignment of the forces and 

realities present in the external and internal environments. The local 

community and the people retain their right to withdraw support at any 

time. As long as the local community and the people are satisHed, 

power is freely given to the leaders and conflict is avoided. When a 

crisis takes place in a community college, the board and CEO are the 

ones to be held responsible. 

Recommendations and Lessons Learned 

L Further research is recommended into the organizational behaviour of 

cultural subgroups at a level below such concepts as "climate, values, or community 
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college philosophy". As Pfeffer (1981) points out, behaviour that has been 

rewarded in the past becomes more probable in the future. Selznick's notion of the 

"distinctive competence" that an organization acquires over time, also implies that 

when a "distinctive inadequacy" with historical roots has been acquired, creating a 

good future for an organization can be most difficult (Fryer and Lovas, 1990). 

2. Further research is recommended on the organizational life cycle that could 

be compared against this case study, in order to update the organizational profile. 

Evolution, as Greiner (1972) points out, is not an automatic affair rather it is more a 

contest for survival. To move ahead, an organization must consciously introduce 

planned structures, processes, and programs that not only are solutions to a current 

crisis but also are fitted to the next phase of growth. 

3. Further research is recommended on the trend evident in the descriptive data 

for faculty which, although interesting, was beyond the parameters of the case 

study. The part-time faculty changed from 1272 in 1995 to 456 in 1996. For the 

same years, there was no major increase in full-time faculty from 354 in 1995 to 

358 in 1996. Some areas to explore are what do the numbers mean? Are these 

actual people or are they based on the number of contracts issued? Or was this the 

point at which the college adopted a policy on decreasing the part-time group and 

cutting the costs associated with released-time and improper loading of schedules? 

There may be additional insights to gain into the organizational culture, assuming 
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that the trend is accurate. 

4. A lesson learned relates to the use of a diagnostic tool formulated for the 

time-series technique. The chart which I developed to analyse governance patterns 

based on Schein's life cycle stages and dominant trends in the history of the 

organization (See Appendix G) was an efficient approach for meaningful 

interpretation of a crisis situation. The factors that were used related to board 

changeover and accreditation activity, which would have applicability to other 

colleges confronted by a governance crisis. 

5. Finally, a second lesson learned relates to the critical nature of maintaining 

stability on the institution's governing board. It is recommended that the county 

superintendent of schools establish standards and qualification criteria for 

individuals seeking a position on the governing board. And, that efforts be 

undertaken by the college's foundation, alumni association, or cable television 

network to inform the county electorate as to the background and contribution that 

each candidate stands to bring to the board as part of a civic duty. 
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APPENDIX A 
TYPOLOGY OF CRISIS AND CHANGE 

Description of change How initiated into the 
organization 

Nature of the process Involves a 
crisis? 

1 .Unplanned External forces Rapid Yes 

Forced/managed Uncontrollable events Survival at stake Yes 

2. Planned Internal decision in 
response to a 
performance gap 

Incremental No 

3. Top-down Top management. Focuses on diagnosis 
of problems 

No 

4. Bottom-up Mid-level management Focuses on process 
of intervention to 
resolve problems 

No 

5. Innovation Market place or 
technological advances 

Focuses on alliances 
within the 
organization 

No 

6. Incremental Adaptation to changing 
environment 

Gradual or piecemeal No 

7. Strategic Realignment of 
organization with its 
environment 

Gradual (5-10 yrs.) 
Focuses on 
achievement of goals 

No 

8. Global Organization out of line 
with its environment 

Rapid, involves a 
time of crisis 

Yes 

9. Evolutionary Organizational 
adjustment 

Incremental 
adjustments of 
strategy, structure, or 
systems 

No 

Revolutionary External and/or internal 
forces 

Sharp shifts of 
strategy, structure, or 
systems 

Yes, often a 
catalyst 
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APPENDIX A - Continued 

Description of change How initiated into the Nature of the process Involves a 
organization crisis? 

10. First-order Adaptation or natural Minor improvements. No 
growth related to rational and logical 
product or service within the old 

framework 
(reversible) 

Cultural change, often Deep change of basic 
Second-order forced transformation assumptions. Yes, involves 

of behavior complex and results a turning 
in a new framework point 
(irreversible) 
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APPENDIX B 
SCHEIN'S LIFE CYCLE MODEL 

I.Birth & Early 
Growth 

2.0rganizational 
Midlife 

3.Organizational 
Maturity 

Control Founders 
dominate. 

Founders no longer 
control the 
enterprise. 

Professional 
managers 
administrate. 
Challenge is 
stagnation or 
decline in growth. 

Culture Becomes 
battleground 
between 
conservatives and 
liberals. 

Incorporation as 
equals declines as 
new subcultures are 
spawned. 

Becomes a 
constraint on 
innovation and 
preserves glories of 
the past. 

Unfreezing Shift firom 
founders to CEO. 

Dissatisfied 
individuals reveal 
incongruities or leak 
information to 
regulators. 

Coercive forces 
such as external 
realities that 
threaten survival or 
new insights of 
board. 

Change 
Mechanisms 

-Natural evolution 
-Guided evolution 
-Managed 
evolution 
-Revolution 
through outsiders 

-Planned 
development 
-Technological 
seduction 
-Scandal or whistle 
blowing 
-Incrementalism 

-Coercive 
persuasion 
-Turnaround 
-Reorganization, 
destruction, rebirth 

Source: Edgar H. Schein, Organizational Culture and Leadership, 1997. 
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APPENDIX C 
GREINER'S LIFE CYCLE MODEL 

Fhase 2 Phase 1 Phase 4 Sbe of 
Orgoni-
zotion 

— Eveluriofl Stages 

Revolution Stages 
4. Orsis of 

RED TAPE 
Lorge 

5. Growth through 
COLLABORATION 

3. Crisis of 
CONTROL 

4. Growth through 
COORDINATION 

2. Crisis of 
AUTONOArtY 

3. Growth through 
DELEGATION 

1. Crisis of 
LEADERSHIP 

2. Growth through 
DIRECTION 

I. Growth through 
CREATIVITY Small 

Young 
Age of Orgoniaotion 

Source: Larry E. Grtiaer, 'EoalMtion and Rtvolution oa OrganUationM Gnu,' Harvard Biuincsa 
Bcvlew, Juiit-AuguBt 1972, p. 41. 
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APPENDIX D 
BSrSTrrunONAL CHRONOLOGY, 1966 TO 1998 

THE FOUNDING 1966-1967 

1966 The Founders: S. Lenwood Schorr (66/67), Martin Ginsburg (66/67), Jacob 
Fruchthendler (66/69), Thomas Navin (66/70), Maria Urquides (66/72). 
The founders of the college were private citizens. They initiated a steering 
conmiittee of 12 members who presented a feasibility report to the state 
conmiunity college board on behalf of county residents and organizations, 
and organized a petition drive to place the question on the ballot. In 1966, 
the college was established by the voters of Pima County. The founding 
name was Pima County Junior College District. A five member governing 
board that consisted of the founders was appointed to serve from 1966 -
1967. 

1967 Voters approve a $5.9 million general obligation bond issue for the first 
college facilities. 

1967 The first governing board elected was constituted of the founders and 
representatives from the local business community. 
Elected Board: Martin Ginsburg (66/67), Jacob Fruchthendler (66/69), 
Thomas Navin (66/70), Maria Urquides (66/72), Michael Brown (68/72). 

The first CEO was hired and forced to resign due to conflict with the board. 
(Dr. Oliver Laine, 1967 - 1968). 

1969 Board: Thomas Navin (66/70), Maria Urquides (66/72), Michael Brown 
(68/72), Howard Goldwyn (69/75), Michael Harris (68/74), Donald 
Shropshire (70/76). 

*Technical Note: (1) Board changeover is indicated by bold face type and the 
terms of service appear in parentheses, but it is noted that not all members served 
full terms. (2) Student enrollment is reported as fall credit headcount, then in 1990 
there is a switch to annual credit/noncredit headcount. (3) Budget data is reported 
as current fund expenditures which does not reflect capital funds. 
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The second CEO was hired and fired. G^r. Kenneth Harper, 1969 - 1972). 
Events: 

1969 Construction of college facilities began. 
1969 U.S. Office of Education funded an institute to 

develop the faculty and prepare a curriculum. 
Thirty faculty were hired and participated in the 
institute. 

1970 Board meetings included four nonvoting members, 
two student and two faculty representatives. 

1970 College opens in airport hangar. 
1970 Employees totalled 389: 117 full-time faculty; 122 

part-time faculty; 150 staff and administrators. 
1970 Student enrollment 3,530 (State Board Annual 

Report, fall headcount, credit). 
1971 West Campus opens. 
1971 Off-campus program offered for first time to 

provide service to the community. 
1971 Budget $8.6 million. (College Annual Report) 
1971 Student enrollment 5,588 (State Board Annual 

Report, fall headcount, credit). 

1972 Board: Howard Goldwyn (69/75), Michael Harris (68/74), Donald 
Shropshire (70/76), Macario Saldate (72/78), Rudy Castro (73), Elgie 
Bateau (74/77), Esther Tang (75/84), Georgia Brosseau (76/84), James 
Klein (77/82), Michael Hansen (78/82). 

The third CEO was hired and fired. (Dr. Irwin Spector, 1972 - 1977). 
Events: 

1972 Election resulted in a complete changeover of board 
members. The newly elected governing board did 
not include the founders. 

1972 The name of the college was changed to Atlantis 
Community College. 

1972 Off-campus programs were expanded; an 
intercollegiate athletics program was approved; 
steps were taken to create closer ties between the 
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college and the community; a foundation was 
established to raise money for scholarships, 
buildings, and other needs of the college; and the 
college was placed on a four-day work week during 
the summer to conserve energy. 

1973 A study of facility needs and enrollment trends 
resulted in the board approving a plan for a satellite 
campus in the downtown area; the number of 
courses increased; administrators increased to meet 
the demands of a growing college; college received 
an institutional development grant to increase 
student success ($850,000); the intercollegiate 
athletics program got underway. 

1974 On-line computer registration allowed student to 
verify class schedule and provided information on 
course cancellations. 

1976 The long-range plan for facilities and enrollment 
was updated; further arrangements were made to 
improve the coordination between campuses. 

1977 Held public meetings to obtain input on attitudes 
and concerns about the college as well as possible 
future developments. 

1977 Board elections were changed from October to the 
November general election date to get more people 
to vote in college elections. 

Size of Operation: 
Enrollment (State Board Annual Reports, Fall Headcount, Credit) 

1972 Student enrollment 7,616 
1973 Student enrollment 11,669 
1974 Student enrollment 15,266 
1975 Student enrollment 9,588 
1976 Student enrollment 20,003 
1977 Student enrollment 21,351 

Employees (State Board Annual Reports) 
1974 Employees totalled 1128: 179 full-time faculty and 

6 division directors; 565 part-time faculty; 365 
staff; 13 administrators. 

1976 Employees totalled 1514: 219 full-time teaching 
faculty and 20 support faculty; 862 part-time 
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faculty; 389 staff; 24 administrators. 
Site Expansion 

1974 Downtown Campus opened. 
1975 Community Campus opened. 
1976 Education Center East established. 

Budget (State Board Annual Reports, General Fund Operating 
Expenditures) 
1972 Budget $ 8.6 million. 
1975 Budget $18.7 million. 
1976 Budget $20.3 million 
1977 Budget $20.4 million 
1974 A $9.5 million bond issue failed, but remodelling 

work continued at the West Campus in an attempt 
to gain space for growing enrollments. 

Accreditation 
1972 NCA granted college "recognized candidate status". 
1974 NCA awarded full accreditation with no conditions 

and no further review for five years. 

1978 •The fourth CEO was appointed as acting manager of operations (Mr. 
Donald Klaasen, 1978 - 1979). 

Enrollment 
1978 Student enrollment 21,521 (State Board Annual 

Reports, Fall Headcount, Credit) 

THE WARNING STAGE ri979-1988> 

1979 Board: Esther Tang (75/84), Georgia Brousseau (76/84), James Klein 
(77/82), Michael Hansen (78/82), Joe Bedard (79/80), Alphus Christensen 
(80/84), Carl Holzman (82/86), Andrea Milligan (82/86), Edward 
Wagner (85/89), Janet Vasilius (85/89), M. Christine Molina (85/95). 

The fifth CEO was hired and forced to resign (Dr. James Manilla, 1979 -
1987). 
Events: 

1980 Board approved a five-year master plan. 
1985 Financial turnaround from a $500,000 deficit to a 

ten percent fund balance carryover used to establish 
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a cash reserve. 
1982 Open entry/open exit program started to allow 

students to set own pace. 

Size of Operation: 
Enrollment (State Board Annual Reports, Fall Headcount, Credit) 

1979 Student enrollment 21,769 
1980 Student enrollment 19,985 
1981 Student enrollment 20,400 
1982 Student enrollment 21,252 
1983 Student enrollment 20,256 
1984 Student enrollment 20,042 
1985 Student enrollment 20,409 
1986 Student enrollment 22,405 

Employees (State Board Annual Reports) 
1982 Employees totalled 1523: 244 full-time faculty; 

779 part-time faculty; 500 staff and administrators. 
1983 Employees totalled 1371: 236 full-time faculty; 

615 part-time faculty; 520 staff and administrators. 
1984 Employees totalled 1465: 245 full-time faculty; 

686 part-time faculty; 534 staff and administrators . 
1985 Employees totalled 1483: 238 full-time faculty; 

706 part-time faculty; 539 staff and administrators. 
1986 Employees totalled 1541: 233 full-time faculty; 

770 part-time faculty; 538 staff and administrators. 
Site Expansion 

1979 Skill Center merged with college organization, had 
been the local agency sponsor for prior six years. 

1981 East Campus opened, was formerly an education 
center. 

1985 Education Center South established. 
Budget (State Board Annual Reports, General Fund Operating 

Expenditures) 
1982 Budget $24.4 million 
1983 Budget $24.6 million 
1984 Budget $28.0 million 
1985 Budget $29.0 million 
1986 Budget $33.3 million 
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Accreditation 
1981 NCA warning that board no longer a policy setting 

body, running college. 

1987 Board: Edward Wagner (85/89), Janet Vasilius (85/89), M. Christine 
Molina (85/95), Mark Webb (87/89), Carole Miller (87/89), Karleen 
Kaltenmark (88/89). 

The sixth CEO was hired and fired (Mr. Diego Navarette, 1987 - 1989). 
Events: 

1987 Election resulted in a changeover of two new board 
members. The governing board members 
represented various special interest groups and were 
inexperienced in policy level decision making. In 
retrospect, this governing board was referred to as 
the "old board". 

1987 Reorganization of district academic affairs and 
student services. 

1989 State attorney general investigation into board 
member activities. 

1989 State community college board threatened to 
withhold state aid. 

1989 CEO terminated by governing board.. 
Size of Operation: 
Enrollment (State Board Annual Reports, Fall Headcount, Credit) 

1987 Student enrollment 24,339 
1988 Student enrollment 25,656 
1989 Student enrollment 25,726 

Employees (State Board Annual Reports) 
1987 Employees totalled 1555: 238 full-time faculty; 

787 part-time faculty; 530 staff and administrators. 
1988 Employees totalled 1801: 229 full-time faculty; 

981 part-time faculty; 591 staff and administrators. 
1989 Employees totalled 1959: 240 full-time faculty; 

1129 part-time faculty; 590 staff and administrators. 

Site Expansion 
1988 Portable buildings added to the Downtown Campus. 
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1989 East Campus construction and expansion. 
Budget (College Annual Financial Reports, Current Funds Expenditures) 

1987 Budget $47.5 million 
1988 Budget $52.4 million 
1989 Budget $57.1 million 

Accreditation 
1988 NCA exit interview expresses major concern about 

the board. 
1989 NCA placed college on probationary accreditation 

status. 

THE TURNING POINT r 1989-1990) 

1989 Board: M. Christine Molina (85/95), Nelba Chavez (89/90), Katharina 
Richter (89/90), Steve Darak (89/95), John Even (89/99). 

*The seventh CEO (Ms. Brenda Beckman, 1989 - 1990) was first appointed 
as crisis manager (March to May 1989) in the absence of a CEO, and then 
appointed as the interim CEO (June 1990). 
Events: 

1989 "Old board" members resigned voluntarily and 
involuntarily, governing board replacements were 
sought by the county superintendent of schools. 
The resignations of some members were called for 
by faculty, staff and students organizations, 
members of the state community college board, 
community leaders and newspaper editors while 
others were removed subsequent to court action. 

1989 Citizen's advisory committee was established to 
recruit, screen, and reconmiend board replacements 
to the county superintendent of schools. 

1989 Board appointments resulted in a changeover of 
four new board members. The new governing 
board members had experience as educators and 
business professionals in policy level decision 
making. In retrospect, this governing board was 
referred to as the "new board". 

1989 Advertisements run in local media and student 
newspaper to counteract negative effect of college's 
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probationary status on enrollment. 
Updated the public and controlled information on 
the governance crisis through use of the print 
media, radio talk shows, and television. 
Around the town meetings held with educational 
entities and business leaders to gamer support and 
help restore public confidence in the value of the 
college's academic programs. 
Meetings held with state board of directors for 
community colleges to outline corrective action on 
governance issues. 
Faculty leader appointed to head up the NCA self-
study required for accreditation and to remove 
probationary status. 
Board forced to separate the reporting lines between 
the board and two executive vice presidents and the 
clerk of the board; CEO became only person 
reporting to the board which made it theoretically 
impossible for the board to be involved in 
operations. 

THE AFTERMATH f 1990-1998^ 

1990 Board: M. Christine Molina (85/95), Steve Darak (89/95), John Even 
(89/99), Theodore Koff (91/01), John Huerta (93/97), Marty Cortez 
(95/00), Gerald Bishop (95/00). 

The eighth CEO was hired and resigned voluntarily after five years. (Dr. Jeff 
Hockaday, 1990 - 1995). 

Events: 
1990 

1991 

1991 

1989 

1989 

1989 

1989 

1989 

College mission updated in charette that involved 
100 representatives from the community and the 
college. 
Chancellor's week long leadership seminars for 
employees that brought national and state leaders to 
the College to speak on educational and leadership 
issues. 
Mission indicators of success developed to evaluate 
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fulfilment of the college mission and student "O 
success. 

1991 Board adopts affirmative action plan, expand 
recruitment and applicant pools, and 80% of 
college employees received sexual harassment 
prevention training. 

1991 Local print media coverage measured 95% positive. 
1991 Board evaluation by 182 respondents on a mail-in 

questionnaire indicated that employees believed 
they had more opportunity to express their views at 
board meetings; that debate on agenda items was 
sufficient; that board members interacted positively 
with one another in open meetings; and that the 
board speaks as one voice after a decision has been 
made (Institutional Research Office, June 1991). 

1991 Board approved a comprehensive facilities master 
plan. 

1993 Comprehensive report to the community on mission 
success indicators. 

1993 Reorganization, consolidation, and relocation of the 
district central adminisurative office and district 
support services center. 

1993 Sixth largest multi-campus community college in 
the U.S. Offered more than 2,300 active and pilot 
courses in 214 different programs leading to 
associate degrees and technical certificates. 

1993 Established international cooperation agreement for 
joint training activities with Mexican consortium of 
254 institutions in Mexico (CONALEP) and 16 
U.S. community colleges along U.S.-Mexico 
border. 

1994 Streamlining of faculty department chair system 
completed; reduced the number of department chair 
positions from 77 to 42 chairpersons. 

1994 Established an executive committee to ensure full 
compliance with the Americans With Disabilities 
Act and to coordinate efforts in all areas; 
committee completed the self-evaluation process 
through the collection of 336 surveys; facilities 
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review required for compliance was also completed. 
1995 25th Anniversary Celebration of year-long special 

events and activities; concerts, theater events, 
recognition dinners and receptions, a symposium, 
reunions, and a special graduation ceremony. 

1995 Sequential degree program launched as program 
partnership with the university. 

1995 K-12 cooperative agreement signed to promote 
seamless transitions from K-12 to the community 
college to the university. 

1995 Passage of $140 million bond issue to update 
buildings and technology; marked the first time 
that voters approved a bond issue since 1967. 

Size of Operation: 
Enrollment (College Annual Financial Reports, Headcount, Credit and Non-

credit) 
1990 Student enrollment 57,904 
1991 Student enrollment 54,695 
1992 Student enrollment 54,600 
1993 Student enrollment 53,420 
1994 Student enrollment 53,657 

Employees (College Annual Financial Reports, Miscellaneous Statistics) 
1991 Employees totalled 2185: 315 full-time faculty; 

1224 part-time faculty; 602 staff and 44 
administrators. 

1992 Employees totalled 2462: 337 full-time faculty; 
1435 part-time faculty; 644 staff and 46 
administrators. 

1993 Employees totalled 2298: 342 full-time faculty; 
1222 part-time faculty; 688 staff and 46 
administrators. 

1994 Employees totalled 2412: 354 full-time faculty; 
1248 part-time faculty; 765 staff and 45 
administrators. 

Site Expansion 
1994 Desert Vista Campus opened, was formerly an 

education center. Houses an adult vocational 
training unit known as the Center for Training and 
Development, previously known as the skill center. 
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Budget (College Annual Financial Reports, Current Funds 
Expenditures) 
1990 Budget $63.7 million. 
1991 Budget $67.5 million. 
1992 Budget $72.4 million 
1993 Budget $73.9 million 
1994 Budget $79.5 million 
i 

1990 Completion of Self-Study Report and NCA site 
visit to review the college's probation status. 

1991 NCA awarded full accreditation for ten years. 

1995 *The ninth CEO was appointed as acting manager of operations pending a 
national search (Dr. Carol Gorsuch, 1995) 

1995 Board: Ted Koff (91/01), Marty Cortez (95/00), Gerald Bishop (95/00), 
Richard Fimbres (98/04), Scott Stewart (99/00). 

The tenth CEO was hired and is currently under contract (Dr. Robert Jensen, 
1995 - 1998). 
Events: 

1995 New board no longer prevails, due to appointments 
and election of four new members. 

1996 Development started of an educational master plan 
to provide a blueprint for College programs and 
services, and to guide the capital development 
program. 

1996 New mission statement and values statement 
developed using a charette process with 
representatives from the community and the 
college. 

1996 Initiated first phase of capital development program 
which included improvements to roadways, campus 
entrances and parking, upgrading of communication 
systems, and better access under the Americans 
With Disabilities Act. 

1997 Board approved the educational master plan which 
included recommendations in the areas of student 
success, curriculum/programs, enrolhnent 
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management, human resources, technology, 
resource management and location of new 
campuses and educational centers. 

1997 The college-wide alignment, unification, and 
placement of programs (CAUP) initiative was 
underway with feasibility studies completed for 23 
potential new programs, and 8 programs were 
selected for reallocation among the five campuses. 

1997 Initiated first phase of selecting and implementing a 
new computer information system known as Banner 
2000 for finance, human resources, student 
information and financial aid. 

1997 Began initiative to increase student enrollment 
levels through a county wide marketing plan using 
class schedules and international student 
recruitment. 

1998 Implementation of the facilities master plan for all 
campuses was near completion and provided the 
parameters for the capital improvements funded by 
the general obligation bond money authorized by 
the county voters. 

1998 Implemented the finance module of Banner 2000 
and began planning for implementation of the 
Human Resources/Payroll module, the Student 
module, and the Financial Aid module. 

1998 Completed major technology upgrades to support 
Banner 2000, that included hardware, software, 
network cabling and switch installation, and 
acquisition of the first wave of desktop computers 
for faculty, administrators and staff. 

1998 Major progress was made on the Student Success 
initiative that included pilot projects at all the 
campuses through the Deans of Student 
Development; new student assessment products 
were obtained for implementation of the academic 
achievement assessment plan. 

Size of Operation: 
Enrollment (College Annual Financial Reports, headcount, credit and non-

credit) 
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1995 Student enrollment 53,049 
1996 Student enrollment 53,784 
1997 Student enrollment 54,804 
1998 Student enrollment 58,950 

Employees (College Annual Financial Reports, Miscellaneous Statistics) 
1995 Employees totalled 2436: 354 full-time faculty; 

1272 part-time faculty; 765 staff and 45 
administrators. 

1996 Employees totalled 1820: 358 full-time faculty; 
456 part-time faculty; 962 staff; 44 administrators. 

1997 Employees totalled 1978: 359 full-time faculty; 
459 part-time faculty; 1116 staff; 44 
administrators. 

1998 Employees totalled 1873: 363 full-time faculty; 
490 part-time faculty; 975 staff; 45 administrators. 

Site Expansion 
1995 Community Campus expanded by offering classes 

on site (leased facility) to a retirement community 
south of the city. 

1997 Community Campus opened a new campus and 
moved from leased facilities. 

1998 NW Education Center developed and opening 
underway; preliminary planning of NE Education 
Center in progress. 

1998 Merger of county adult education program 
negotiated. 

1998 Partnership transacted with city for construction of 
recreation complex adjacent to East Campus. 

Budget (College Annual Financial Reports, Current Funds 
Expenditures) 
1995 Budget $82.4 million. 
1996 Budget $88.3 million. 
1997 Budget $92.2 million 
1998 Budget $98.5 million 

Accreditation 
1998 Planning underway to conduct the self-study report 

required in 2001. 
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APPENDIX E 

RESEARCH QUESTIONS AND INTERVIEW GUIDE 

1. Why did the governance crisis occur and what was its meaning for the 

organization? 

2. Was the crisis a critical event? 

3. Where is the college in terms of its stage of development? 

4. What can you tell me about the college's organizational culture? 

5. How was governance influenced by the crisis? 

6. Who are the coalition groups that affect the college? 

7. Which groups exerted more pressure on decision making before/after the 

crisis? 

8. Why were you selected to lead the college? 

9. *CEO only. What were the needs of the college that matched your skills? 

10. Where is the board in maintaining a balance between "policy and 

operations"? 

11. How would you characterize the board during your involvement? 

12. What are the top three challenges that the college currently faces? 

13. How was CEO leadership affected by the crisis? 

14. What can you share about ending the crisis and/or turning things around? 

15. What type of CEO does the college need? 

16. How was the college changed by the crisis? 

17. What is your perception on the direction of change? 

18. What are the forces that influence change? 

19. What are the college's foremost developmental needs at this time? 
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APPENDIX F 
CRISIS AND CHANGE LEADERSHIP, 1966 TO 1998 

Period Greiner's Life Cycle Historical Chronology 

The 
Founding 

1. Growth through 
Creativity & the Crisis 
of Leadership 

Founders 
(1966-1967) 

Precrisis 2. Growth through 
Direction & the Crisis 
of Autonomy 

First CEO 
Dr. Oliver Laine (1967-1968) 

3. Growth through 
Delegation & the Crisis 
of Control 

Second CEO 
Dr. Kenneth Harper (1969-1972) 

4. Growth through 
Coordination & the 
Crisis of Red Tape 

Third CEO 
Dr. Irwin Spector (1972-1977) 
Fourth CEO 
Mr. Donald Klaasen (1978-1979) 

Warning 
Stage 

5. Growth through 
Collaboration & the 
Crisis of Governance 

Fifth CEO 
Dr. James Manilla (1979-1987) 
Sixth CEO 
Mr. Diego Navarette (1987-1989) 

The 
Turning 
Point 

1. Growth through 
Creativity & the 
Crisis of Leadership 

Seventh CEO 
Ms. Brenda Beckman (1989-1990) 

The 
Aftermath 

2. Growth through 
Direction & the Crisis 
of Autonomy 

Eighth CEO 
Dr. Jeff Hockaday (1990-1995) 
Ninth CEO 
Dr. Carol Gorsuch (1995) 

Restoration 3. Growth through a 
Distributed Model & 
the Crisis of Control 

Tenth CEO 
Dr. Robert Jensen (1995-1998) 
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DIAGNOSTIC TOOL FOR TIME-SERIES 

Element Age Schein's Life 
Cycle 

Crisis 
stages 

Board 
change 
over 

Accreditatio 
n activity 

Founders 
dominate 
1967-
1971 

1st 
CEO 
2nd 
CEO 

1.Birth and 
Early 
Growth 

Precrisis 1969 

Founders 
no longer 
dominate 
1972-
1978 

3rd 
CEO 
4th 
CEO 

5 
yrs. 
old 

2.0rganiza-
tional 
Midlife 

1972 1972, 1974 

Stagnatio 
n and no 
growth 
1979-
1989 

5th 
CEO 
6th 
CEO 

12 
yrs. 
old 

3. Organiza
tional 
Maturity 

Warning 
stage 

1979, 
1985, 
1987, 
1989 

1981, 1988, 
1989 

7th 
CEO 

22 
yrs. 
old 

Turning 
point 

New 
board 
dominates 
1990-
1995 

8th 
CEO 
9th 
CEO 

23 
yrs. 
old 

4. 
Rebirth/New 
Growth 

After
math 

1990 1990,1991 

New 
board no 
longer 
intact 
1995-
1998 

10th 
CEO 

28 
yrs. 
old 

5. Second 
Midlife 

Restor
ation 

1995 1998 
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DEFINITION OF TERMS 
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Catalyst 

-Something that provokes significant change. 

Crisis 

-A critical event or situation that runs the risic of escalating in intensity, 

falling under close media or regulatory scrutiny, interfering with the normal 

operations of business, jeopardizing the public image, and damaging the 

entity's bottom line in any way. Represents a pivotal juncture or "turning 

point" for an organization that leads to growth or decline. 

Crisis Management Team 

-A leadership group formed to address the immediate circumstances or 

content of a crisis by identifying the players, the points of contact, and a basis 

for all subsequent actions to resolve the crisis. Usually includes the chief 

executive, senior management, the chief financial officer, public relations, 

legal counsel, and appropriate technical people. 

Change 

- A process within an organization that involves a separation or departure 

from the old ways of doing things, and simultaneously involves the initiating 

of purposeful action to accomplish something new. Implies the setting of a 

different course of action or direction for an organization. 

Change Management Team 

-A leadership team that functions as change strategists laying the foundation 

for change, crafting the vision, deciding what change is feasible, and 

choosing who should sponsor or defend it. In situations of unplanned change 
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that demand immediate action, the team usually includes the governing board 

chair and the CEO. 

CEO 

-The chief executive officer or top administrator with a direct reporting line 

to the governing board, usually titled Chancellor or President.. 

Decision Making 

- A process of arriving at a judgment or choice that can be delineated in terms 

of "routine decisions" that have to do with maintenance and operations, and 

"critical decisions" that significantly change the nature or character of the 

organization. 

Empirical 

-Based on observation or experiment, not on theory. 

Evolution/Evolutionary 

-A process of continuous change in a certain direction, such as from a 

simpler to a more complex state. 

Governance 

-Refers to an organization's structures and processes for decision making, as 

well as leadership roles associated with such structures and processes. In a 

community college, generally involves district-level decision making. 

Micro managing 

-When an entity or person oversteps the prescribed boundaries of a given role 

and interferes with tlie implementation or execution of directives. 

Organizational Culture 

-Refers to the basic assumptions developed by a given group to cope with its 

problems of external adaptation and internal integration that has worked well 



272 

enough to be considered valid and, therefore, to be taught to new members as 

the correct way to perceive, think, and feel in relation to those problems 

(Schein, 1996). Operates at one level below such concepts as "climate, 

values, or corporate philosophy". 

-The concept of external adaptation relates to mission, goals, organization 

and authority system, and measurement and evaluation system. The concept 

of Internal integration relates to common language, group boundaries, 

distributing power and status, and rewards and punishments. 

Revolution/Revolutionary 

-A process of sudden, radical or complete change of direction. 

Stimulant 

-Something that provokes or directly influences growth or greater activity. 

Theoretical 

-Based on theory or hypothesis. 

Turning Point 

-A pivotal juncture or decisive moment made critical by a concurrence of 

circumstances. 

Upper Echelons Perspective 

-View of leadership articulated by Hambrick (1987) that emphasizes the 

strategic decision making role of the CEO, top management, and the 

governing board. 
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