BOARD Fo -Us

COMMUNITY COLLEGE

LEAGUE OF CALIFORNIA

S PRI NG 2 00O

Setting district goals: The role of the board

By Cindra J. Smith
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annual goals and priorities, and board development goals.

Outcome Policy Goals

Effective boards of trustees state what they expect as the results of college pro-

grams and services. These expectations are stated as broad, outcome-oriented goals
that describe what difference the college can make for students and community. Ensur-
ing that outcome-oriented policy goals are devel oped, adopted, and achieved are some
of the most powerful contributions a board can make to its community and college.
Focusing on results shifts attention from “doing” to “accomplishing.”

An effective approach toward devel oping outcome-oriented policy goals begins by

identifying what students will learn and what other clients and partners of the college
will obtain as aresult of attending or using the colleges’ services. Examples are;

Students will obtain the lower division courses, knowledge and skills needed to suc-
ceed in earning a baccalaureate degree.

Students will have the skills to enter and succeed in the workforce.

Areabusinesses and industry will have training programs that produce qualified and
skilled employees.

Studentswill have the basic literacy skills needed to succeed in college-level courses
and programs.

Students will be able to contribute to their communities as productive, aware citizens.

uccessful colleges and boards establish and work toward goals. There are many different types of
goals and the word means different thingsto different people. Different types of goal-setting activities
in which the board of trustees may be involved include outcome policy goals, institutional goals,
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Broad outcome-oriented goals are best developed through comprehensive and inclusive planning pro-
cesses. The board's role is to ensure that planning occurs, that it participates and represents community
interests in the development of broad outcome-oriented goals, that outcome-oriented goals are adopted as
policy, and that it then monitors institutional progress.

Institutional, Operational Goals
Comprehensive or strategic planning processes often result in institutional goals that describe what the
ingtitution intends to do. These goals identify activities designed to improve the delivery of education to
students and the operations of the college and what the college needs to do in order to accomplish the out-
come-oriented goals described above. Examples of institutional goals include:

* Integrate the use of technology into the curriculum.

 Improve communication and decision-making processes throughout the institution.

» Enhance the faculty, staff, and management professional development program.
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* Provideprogramsand servicesthat
meet diverse learning styles and
needs of students.

 Enhance and upgrade the physical
facilities of the college.

These ingtitutional, operational
goals help establish program and re-

source priorities for administrators,
faculty, and staff. They help direct
staff time and attention to important
activities.

However, institutional goals
alone are not sufficient as board
policy direction. Savvy boardsensure
that planning is taken one step fur-
ther and explore what these activi-
tiesintend to accomplish for students
and the community. For instance, the
boards may ask what are the expected
outcomes of “integrating the use of
technology into the curriculum”—

how is student learning expected to
improve? Boards send a powerful
message when they ask their col-
leges to focus on the outcomes of
college programs and services.

Annual Goals, Objectives, or

Priorities

Governing boards often identify
more specific annual goals, objec-
tives, or prioritiesthat make progress
on the broad outcome and opera-
tional goals. Annual goas
and priorities are the mgjor
tasks for the CEO and in-
dtitution. Usually, they are
established jointly by the
board and CEO, perhapsin
conjunction with the col-
lege leadership team. The
board and CEO ask, “What
specific tasks and accom-
plishments should be pri-
orities in the coming year
in order to make progress
on the policy outcome
goals?” Examples of an-
nual objectives are:

e Develop a marketing

campaign that reaches out

to underserved students.

e Evaluate transfer rates

and develop a plan to in-

crease transfer success.

» Hold focus group mest-

ings with six major area

businesses to identify eco-
nomic development needs.

e Complete an accreditation self-
study.

» Upgrade one-third of the faculty
computers. Add a new student
computer lab.

Annual objectivesand priorities
may vary considerably from year to
year. They are extremely helpful in
clarifying where resources and time
should be spent. They help the board,
CEO, and others seethe stepstoward
broad goals. These activity-type
goals are also often the basis for the
CEO’s annual evaluation.

Board Development Goals
Effective boards areinterestedin
continually improving their own per-
formance asagoverning body. There-
fore, they will evaluate themselves at
least annually and often will develop
their own set of development goals.

Examples are:

» Each board member will attend at
least one conference during this
year.

e The board will discuss and revise,
if necessary, the board ethics state-
ment.

e The board will review and amend,
if necessary, board policiesin busi-
Ness services.

e The board will hold a joint meet-
ing with the unified school board
to identify and discuss common
concerns.

» The board meeting format will be
reviewed to ensure that adequate
time is available to discuss major
trends and issues.

Monitoring Progress on Goals

All goals—outcome-oriented
policies, institutional goals, annual
priorities and objectives, and board
development goal s—should be stated
in such away that they are capabl e of
being measured. Goals are simply
words unless they provide meaning-
ful direction to the college and board
and are evaluated. Monitoring
progress on the goals reinforces their
importance and provides accountabil-
ity to the community.

Goalsestablish direction and pri-
orities. Annual priorities and board
development goals and objectives
define steps to be taken toward
achieving the broader goals. When
the board adopts outcome goals as
policy and then the college usesthem
to frame institutional strategic plans,
the process hel psensure that the trust-
ees, CEO, and college staff are work-
ing together toward common pur-
poses.



COMMUNITY COLLEGE LEAGUE OF CALIFORNIA

S0ARD Focus

Board/CEO relations

Getting off to a good start
means listening, then acting

By Ray Giles

hat should a new CEO do to get off to a good start with the board
Wof trustees? Meet with people, listen carefully and establish, along
with the board, clear goals. That's the advise of four new Californiacommunity

college district chief executive officers and their board chairs.

The CEO/board relationship, says Judith Redwine, the new chancellor at State Center
CCD in the Central Valley, is“like amarriage. It isimportant not to bury issues but to talk
them through.” She said she began at State Center by meeting with trusteesindividually and
in workshopsto talk about “any and all concerns, just sitting and |earning what
they were worried about and, in turn, sharing my sense of the issues facing the
district.”

The second step was to hold aretreat to set goals and develop a consensus
on evaluating the chancellor. “1 have to know what isimportant to them. | can
get along list of thingsthat could be done to benefit the district but sooner than
later | have to know which ones are important to the board.”

Ron Manfredi, the board chair at State Center, says it was very important
for the chancellor to make herself accessible to the total campus community in
her first months on the job. The board retreat gave everyone a chance to “talk
without making final decisionsand to establish methodol ogiesfor lines of com-
munication.” But the most important thing the chancellor did was to make a
series of recommendations related to new staff positions that “demonstrated to

Ronald Temple
Chancellor
Peralta CCD

the Academic Senate that we are an academic institution. It was important to John Rodger;
demonstrate very early to the board what her priorities were” BT Pl

Kern CCD

In the Bay Area, the Peralta CCD has not, according to board chair Amey
Stone, reached itsfull potential inthe past. She says, however, the new chancel -
lor, Ronald Temple, has moved swiftly and appropriately to make sure it does
in the coming years. She said the board and chancellor set goals for the district amost as
soon as he arrived. By setting goal's together, “we are working to ensure that the board and
CEO aren’'t going out on their own. CEQOs are vulnerable to a lot of things and to what
boards expect from them. We are working to ensure that the board—not individual trustees—
hold him accountable”

Chancellor Temple said it was “ clear even before | began the job we needed to make a
number of substantial changes and that they needed to be made earlier rather than later.” A
board retreat was held his first week on the job to set goals. “It's important to begin with a
clear understanding of roles. Tell them who you are, what your parameters are. | wanted to
be sure they understood that they needed to work through me, support my management
decisions and to hold me accountable.”

CONTINUED on PAGE FOUR
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Getting off to a good start means

listening, then acting

He al so worked to establish both
apersonal and professional relation-
ship with his trustees. “They’ve had
a history of a divided board here. |
wanted to find out what issues were
important to each trustee and to see
how those issues fit into our overall
plan.”

In the southern Central Valley,
Walter Packard had been chancellor
at Kern CCD for just two months
when the board held aretreat to dis-
cuss board roles and responsibilities
and its priorities. Just as important,
says Packard, wasthe board and new
chancellor getting to know each
other. “When trustees are doing the
difficult work of leading a district,
it'sreal important for trustees and the
CEO to see their colleagues as hu-
man beings. It helps me understand
individual decision-making styles
and what issues areimportant to each
of the trustees.”

Kern board chair John Rodgers
agrees. “When a board is interview-
ing candidates for ajob, it's impos-
sible for the successful candidate to
really get to know the board mem-
bers. The chancellor must be able to
read each trustee, know which ones

CONTINUED from PAGE THREE

can grasp things quicker and which
ones may need more attention and
how we behavein public as opposed
to a private meeting. That requires
an effort on all our parts to spend
time together talking about impor-
tant issues.”

In Southern California, Richard
Giese spent his first few months as
the new CEO at Mt. San Jacinto
CCD working with the board to
identify “items of interest and con-
cern, developing specific goals and
setting priorities” He held lengthy
individual discussions with trustees
building aworking relationship and
credibility. “A CEQO’s integrity is
imperative. If they don’t have confi-
denceinyou, it'salong walk down
that road.”

Building integrity was impor-
tant because Giese came to Mt. San
Jacinto after theboard - ona3-2 vote
- fired the previous CEO. The board
chair, Ann Motte, was in the minor-
ity on that vote. She says now that
the most important thing the board
did was to “get over the split. Our
board was mature enough to recog-
nize the college could not move for-
ward with a split board.”

Giese was hired on a 5-0 vote.
Board chair Motte said he initiated
afive-year master plan process and
brought all the “warring” factions
on campustogether to build consen-
sus. “We had to get beyond the past
to move into the future and our new
CEO has made that possible”
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