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ABSTRACT 

During the last decade the term "economic 

development" has been widely used in community college 

policy statements and literature, but the meaning of the 

term has lacked clarity and consistency in interpretation. 

Additionally, there is little empirical information 

regarding the design of community college economic 

development programs. 

The purpose of this study was twofold. First, to 

determine community college faculty and administrator 

perceptions of the term "economic development". Second, to 

analyze the actors, processes, organizational structures, 

role of faculty and external forces affecting economic 

development programs at community colleges. A 

political/pluralistic framework and qualitative research 

methods were selected to capture the dynamics of a complex, 

multi-college community college district. The study found 

that college constituents hold varying interpretations of 

the term "economic development". Full-time faculty define 

economic developments in terms of employable skills and job 

training for students. Administrators, almost without 

exception, perceive economic development as serving the 

needs of business, primarily large, corporate businesses. 

The organizational structure for economic 

development programs includes a centralized district 

8 
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economic development department and some college-level 

business and industry institutes. These structures are 

primarily "stand alone" entities, lar~ely administratively 

run, operating parallel to but separate from the 

traditional, main educational functions of the college. The 

purpose of the district economic development department is 

to help recruit large, corporate businesses and to hire and 

train a work force for relocating or expanding companies. 

The economic development role of the community colleges is 

primarily industrial training. Few full-time faculty 

participate in the development and implementation of 

economic development courses or programs which are primarily 

designed and taught by independent contractors, many times 

employees of the company receiving the training. 

The study raises the question of whether community 

college economic development programs are driven by state or 

local interests because of the emphasis on serving primarily 

large, corporate companies in lieu of small to middle size 

local companies. Also, in light of diminishing state and 

local resources and additional demands placed on community 

colleges, policymakers must reevaluate their role in 

economic development and existing methods of funding such 

programs. 
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CHAPTER 1 

INTRODUCTION 

During the last decade, national economic 

imperatives (e.g., inflation, stagflation, growing trade 

deficit, overall slowing of economy) have given rise to 

related economic and social concerns. These include the 

productivity of the American work force, the ability of 

American business to compete globally, an aging work force 

in need of retraining, as well as an increasing number of 

socially disadvantaged minorities and immigrants entering 

the work place. Closely tied to these concerns are 

questions regarding the productivity and accountability of 

our nation's educational system and its ability to help 

solve these social/economical problems. Historically 

policymakers have called upon education, particularly higher 

education, to supply our country with a trained and 

competent work force as well as to create and transfer new 

technology to the private sector, for the purpose of 

increasing productivity, spurring economic growth, and 

ultimately creating new jobs. In most states these roles 

have become paramount as higher education institutions 

encounter pressure to do more with less. 
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In the 1980s the term "economic development" has 

become prominent in higher education literature (Chmura, 

1986; Erekson, 1983). Offices and staff positions have been 

created in higher education institutions to promote and 

coordinate activities related to higher education's role in 

economic development. In addition, special task forces have 

been formed to study higher education's role in economic 

development and, in some cases, to suggest policy changes to 

facilitate the process (American Association of community 

and Junior Colleges, 1990). 

A key indicator of an economic system's health is 

its ability to provide jobs: economic performance can be 

measured by a nation's level of unemployment. Economic 

growth can be measured by the creation of new jobs for new 

workers and by a rising standard of living (Dolan, 1963). 

Professional economic development organizations such as the 

departments and chambers of commerce recruit new companies 

and encourage the growth of new industries in order to 

create new jobs and increase the wealth of their communities 

and states. The education and skill level of the labor pool 

is an important aspect of economic development as is the 

existence of an educational system capable of delivering a 

quality trained work force. The former governor of 

Mississippi recently remarked that just weeks after his 

inauguration he was contacted by the state director of 
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economic development who informed him that a major 

electronics company had decided to move to Mississippi. As 

he said, "I could savor the experience of standing up in 

front of all those television cameras and making this 

announcement." However, the following week he received 

another call from the director of economic development who 

told him the electronics company had changed its mind 

because they took a quick survey and were not satisfied with 

Mississippi's ability to produce the skilled people needed 

for their company (Jordan, 1987). A state's ability to 

produce a competent, skilled labor pool is vital in 

attracting existing companies and industries as well as 

developing new companies that offer quality jobs paying 

higher than minimum wage. Training and education allow 

individuals access to the job market, thereby reducing 

unemployment and, through the additional purchasing power of 

workers, stimulating economic growth. By the year 2000 

Doucette and Roueche report (1991) that 80 to 90 percent of 

all jobs will require a minimum of two years of 

postsecondary education. 

Four-year institutions have traditionally been given 

the roles of training professionals and developing and 

transferring new technology. Two-year colleges, first 

called junior colleges, were originally assigned the role of 

delivering the first two years of the baccalaureate degree, 
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providing education for students who would then transfer to 

four year institutions. During the 1920's and 1930's 

discussion and debate arose over junior colleges offering 

two-year vocational programs, called terminal programs. By 

1940 approximately 70 percent of all junior colleges offered 

some vocational courses in business, secretarial studies, 

music, teaching and home economics (Cohen and Brawer, 1982). 

This new vocational role required communication with 

business and industry so that courses and programs could be 

developed to give students skills, knowledge, and ultimately 

credentials for entering technical or supervisory positions. 

In the early 1980s two-year colleges were described 

by the American Association of Community and Junior Colleges 

(AACJC) as ideal vehicles for economic development endeavors 

because of their "localness", their close alliances with the 

community (Thomas, 1989). These alliances have come through 

trustees engaged in local business, occupational advisory 

committees comprised of local employers and practitioners, 

students employed within the community, graduates that find 

local employment, and local taxes that help support the 

college (Parnell and Yarrington, 1982). It was during this 

time period that the economic development mission was 

"tacked on" to two-year colleges' primary transfer mission 

and career training mission. 
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During the 1980s, AACJC led an initiative 

encouraging its member colleges to form new liaisons with 

local businesses and government for purposes of training and 

retraining new and existing employees, attracting and 

developing new businesses, and assisting small businesses to 

find new markets. Exemplary programs from this first wave 

of partnerships, many of which were given special awards at 

AACJC's annual conferences, are described in AACJC's 

publication, Proven Partners: Business, Labor and Community 

Colleges (Parnell and Yarrington, 1982). Following are 

illustrations of different types of partnerships described 

in this publication. 

In 1981 General Motors created partnerships with 

sixty community colleges nationwide to train GM dealer 

technicians to repair new model automobiles. The GM vice 

president of consumer relations said, "We have turned to the 

teaching professionals--the community colleges" (Parnell and 

Yarrington, 1982, p. 11). 

Pratt and Whitney Aircraft Groups, a division of 

united Technologies, teamed up with Manchester Community 

College in connecticut in 1975 to develop an associate of 

applied science degree. The AAS degree program included 30 

hours of college credit awarded individuals in the company 

apprenticeship program; this was coupled with an additional 



thirty general education credits taken at the community 

college. 

Sperry Vickers Aerospace, Marine and Defense 

Division, have had a 25-year partnership with Hinds Junior 

College in Mississippi. The college offers pre-employment 

and employee training to potential or present employees. 

The costs of the training are incurred by the college and 

the state, as part of Mississippi's industrial services 

policy, with the company paying the employee's tuition. 

Schenectady county Community College, New York, 

conducted management training seminars for Schenectady 

County employees. The training focused on efficient 

management and included the fundamentals of supervision, 

ways to improve productivity, and better interpersonal 

relations. The training was funded by the united states 

Intergovernmental Personnel Act. 

These cases, and more, exemplify the range of 

partnership agreements in the early and middle 1980s; most 

of which were contracts between a two-year college and an 

individual company for customized employee training. The 

majority of the programs developed during this time period 

were responding to economic pressures. In the early 1980s 

the united states was experiencing a severe recession, 

interest rates soared as high as 18 percent, bankruptcies 

were prevalent, and unemployment was increasing. The 

15 
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economic environment heavily influenced the private sector's 

interest in cost-effective training programs. 

The business/education partnerships between two-year 

colleges and businesses continued through the 1980s into the 

1990s. Many colleges continue to conduct customized 

training and many have developed separate departments of the 

college to perform that function. Some two-year colleges 

have gone beyond one-on-one contractual agreements with 

business and have created small business centers, technology 

resource or transfer centers, economic development offices, 

and business incubators. Some states have developed 

networks of state technology transfer agents similar to 

agricultural extension agents, or they have utilized 

community colleges as the state-wide delivery mechanism for 

small business assistance. Business/education partnerships 

have grown and flourished in numerous, creative ways. 

Descriptions of these partnerships abound in community 

college, vocational education, and higher education 

literature. 

statement of the Problem 

During the last decade the term "economic 

development" has been widely used in policy statements and 

in the literature regarding two year colleges. However, 

while the language has often been the same, the meanings 

have varied. Even though common themes weave throughout 
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each definition of economic development, the term lacks 

clarity and consistency in interpretation. "Economic 

development" conjures up myriad images and encompasses 

numerous indices. Economic development may be defined as "a 

process of innovation that increases the capacity of 

individuals and organizations to produce goods and services 

and thereby create wealth" (Chmura, 1986, p. x). The 

creation of wealth is tantamount to creating jobs, income, 

and additional tax base for communities and states. Another 

source defines economic development as "involving the 

actions taken by business, government, and the community to 

build strong economic foundations that attract, retain, and 

sustain economic clusters that create quality jobs" (SRI 

International, 1991, p. I-5). This definition emphasizes the 

collaboration of the private and public sector to build a 

strong infrastructure as well as stresses economic clusters 

as the method by which to attract and retain companies and 

industries. Erekson (1983) defines economic development as, 

"the process of expanding productive capacity and improving 

the quality of life ill a community, an area, or a region" 

(pp. 1-2). Erekson's definition contains two parts, one the 

economic growth or increasing employment and earnings and 

two, improving the community or quality of life within the 

community. The diverse definitions of economic development 

suggest the need to study the way college employees or 



personnel interpret the term in designing, developing, and 

conducting their programs. 
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There is little empirical information available 

regarding the design of economic development programs. The 

existing literature surveys large samples of colleges for 

program characteristics. It is largely limited to 

descriptions of exemplary programs (Parnell and Yarrington, 

1982; Day and Rajasekhara, 1988) or to prescriptions of how 

to organize and plan the role economic development will play 

within the college (Long, Gordon, Spence and Mohr, 1984). 

Such literature neither provides explanations of the formal 

economic development organizational structures in two-year 

colleges, nor does it explore various parties' 

interpretations of economic development and goals for their 

college programs. Finally, the literature does not consider 

the effects of external bodies and pressures on the 

structure and operational processes of two year college 

economic development programs, despite the fact that 

national, state, and local initiatives appear to mandate 

two-year colleges' commitment to and involvement in economic 

development activities. 

In sum, the literature indicates that a large number 

of two-year colleges are performing economic development 

functions within their communities. Yet there has been 

little examination of the formal organizational structures 
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of colleges' economic development programs, of the 

interpretations of economic development that characterize 

various constituencies in the colleges, or of the external 

pressure on colleges to play a role in economic development. 

This study aims to redress these gaps in the literature and 

in our understanding of community colleges' role in economic 

development. 

Framework 

organizational theorists have developed myriad 

theories that render different explanations for 

organizational life and organizational structures. Each 

theory observes an organization from a different perspective 

or through a different lens; it asks different questions and 

focuses on different phenomena. Some theories do a better 

job than others in explaining behavior in a given 

organization type or industry at particular points in time. 

As an example, Max Weber developed the theory of bureaucracy 

in the early 20th century when governmental bureaucracies 

were a new organizational form. During this time period 

numerous societal groups were dissatisfied with the "spoils" 

system and with political machines making up the rules as 

they went along. As a result, a new form of organization 

was constructed called a "bureaucracy." Some 

characteristics of this new organizational form were: hire 

on the basis of merit, employ professionals and not amateurs 
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to govern the organization, specialize jobs to increase 

efficiency, create rules to implement policy, clearly create 

a structural hierarchy of employment where authority and 

responsibility go hand in hand (Weber, 1947). The dominant 

expectation was that bureaucracies would operate through and 

reflect rationality. 

Some of the characteristics of the bureaucratic 

model fit modern educational organizations. Herbert Stroups 

(1966) identified some of these as merit hiring, officials 

appointed and not elected, salaries fixed and paid directly 

by the organization rather than determined in "free-fee" 

style, recognition of rank, security through the tenure 

system, separation of personal and organizational property, 

However, there are many limitations in the bureaucratic 

model. For example, it does not address informal power, 

only authority according to the hierarchy; it does not 

explain change over time; it explains how policies are 

carried out but not how they are established; it does not 

address conflict and struggles of interest groups 

(Baldridge, curtis, Ecker, and Riley, 1977). Yet all these 

characteristics/processes are easily identifiable in formal 

organizations, including educational institutions. 

Thus, academic organizations have enduring 

characteristics that make the bureaucratic model an 

incomplete explanation. These characteristics include 
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multiple and ambiguous goals because of diverse interest 

groups, a client orientation because their clients want 

decision making input, a problematic technology because of 

various types of clients with disparate needs, large numbers 

of professional employees who demand autonomy and control 

over decision making, and vulnerability to external 

environments (Baldridge, Curtis, Ecker, and Riley, 1977). 

Those theoreticians who focus on these characteristics of 

academic organizations, especially postsecondary 

institutions, refer to colleges and universities as 

"organized anarchies." 

In a university anarchy each individual in the 
university is seen as making autonomous decisions. 
Teachers decide if, when, and what to teach. Students 
decide if, when, and what to learn. Legislators and 
donors decide if, when, and what to support. Neither 
coordination ••. nor control is practiced. Resources are 
allocated by whatever process emerges but without 
explicit accommodation and without explicit reference to 
some superordinate goal. The "decisions" of the system 
are a consequence produced by the system but intended by 
no one and decisively controlled by no one (Cohen and 
March, 1974, pp. 33-34). 

Many years of personal observations of community 

college life have revealed characteristics of community 

colleges more aligned with political theory than 

bureaucratic or anarchy models, primarily because of 

internal, competing self-interest groups such as faculty 

versus admininstration and academic versus occupational 

interests. Even the faculty in community colleges are so 

diverse (e.g., welding to philosophy teachers) as to 



fragment on many organizational issues. Additionally, a 

political model helps better understand the debate over 

whose interests are served in higher education's role in 

economic development (e.g., business, the community, the 

higher education organization, or the students), in part 

because the scholars have frequently utilized an interest 

analysis. 
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J. victor Baldridge's political model has been 

selected as the framework for this study because it 

perceives educational institutions as having multifaceted 

interest groups struggling to influence goals and decisions. 

Baldridge's political model was derived from his case study 

of New York University during the tumultuous sixties when 

pressure to change, from many factions within and outside 

the university, impinged on university decision makers. 

Baldridge sees educational organizations primarily as 

"complex mUlti-campus giants with forces inside and out 

struggling to gain control over its destiny" (Baldridge, 

1971, p. 1). This pluralist model appears to be a better 

fit with the characteristics and behavior of educational 

organizations and the nature of the question. For these 

reasons Baldridge's political model has been selected to 

answer the question, "By what processes, both internal and 

external, were economic development departments and programs 

at a large, metropolitan community college formed?" 
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The philosophy of pluralism is a belief in diversity 

or multiplicity in all things, i.e., organizations, society, 

values, ideas, etc. The origins of pluralism come from an 

opposition to "monism" or the belief of oneness or one of 

anything (Dunleavy and O'Leary, 1987). Pluralist theory and 

philosophy have dominated western culture and political 

science literature since the early writings of John Locke 

(1689) and French philosopher Montesquieu (1746), both of 

whom supported pluralism as an alternative to sovereignty, 

or one political authority. The authors of the Federalist 

Papers in 1787 (Dahl, 1956) and the American constitution 

relied on pluralistic theory and philosophy. James Madison, 

in Federalist Paper #10, laid out the premises behind 

"institutional pluralist thought" (Dahl, 1956). Pluralism 

has been used by Baldridge and other theorists (Cyert and 

March 1963; Pfeffer, 1978b) to describe educational 

organizations as coalitions with diverse individuals and 

interest groups that negotiate and bargain with other 

coalitions to influence goals and decisions. 

Baldridge's (1971) political framework is built on 

conflict theory, community power theory, and informal group 

theory, all which recognize the fragmentation of an 

organization's social system into interest groups, each 

having goals, values, and power sources to articulate goals. 

Conflict theorists are sociologists who study change and 



conflict created because multiple interest groups, with 

divergent goals, continually attempt to gain strength and 

advantage over another interest group. Baldridge explained 

his reason for utilizing conflict theory, 

Instead of looking at stability, we shall examine 
change; instead of looking for common value, we 
shall examine divergent values held by various 
groups; instead of emphasizing consensus, we shall 
examine the dynamics of conflict; instead of 
focusing on the integration of the whole system, we 
shall stress the role of interest groups as they 
disturb the system (Baldridge, 1971, p. 16). 

Community power theories stem from political 

scientists who study how community interest groups' use 

various forms of power in articulating and influencing 

policy. Community power theorists focus on goal-setting 

activities or how goals are articulated. Interest group 

theorists study internal and external groups that form 

because of common interests and attempt to gain privilege 

and favor that will ultimately influence decisions. 

Prisoners and captors, peer groups within industrial 
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settings, and public utility interest groups are examples of 

types of groups studied by these theorists. 

All three theories focus on the fragmentation of 

society, or an organization, and how this fragmentation 

results in organizational suboptimization or each interest 

group articulating and promoting its own goals. The result 

is conflict over "ends" and "means" as well as continual 

change in the system, or, in this case, the organization. 
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Baldridge's political theory is an appropriate framework for 

this study because it stresses the importance of both 

internal and external interest groups and of group processes 

in the determination and accomplishment of organizational 

goals. 

Baldridge's political model has three parts: social 

context, interest articulation, and legislative 

transformation. The social context part of the model is 

derived from all three of the previously discussed theories 

which speculate that various groups with diverse goals, and 

values exist in the internal and external organizational 

environment. These divergent goals result in conflict over 

priorities and allocation of resources as the leaders of 

organizations attempt to resolve these conflicts. The 

interest articulation part of the model flows from the 

community power theorists who study "how" interest groups 

use various forms of power in pressuring leaders of the 

organization to pursue their particular goals. The third 

part of the model, legislative transformation, comes from 

all three of the underpinning theories which are interested 

in the decision-making process by which partisan interests 

are transposed into policy. 

social context 

Social context is divided into three elements: the 

formal bureaucratic structure or the internal interest 
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groups of the organization, the diverse goals of the 

internal interest groups, and external interest groups with 

their diverse goals. 

The formal bureaucratic structure is represented by 

the hierarchy within the organization or the organizational 

chart. The intended purpose of the bureaucratic structure 

is to coordinate and monitor activities within the 

organization. The "shape of the political dynamics is 

greatly influenced by the shape of the formal bureaucracy" 

(Baldridge, 1971, p. 108). Two-year colleges have boards of 

trustees to determine policy; central administration or 

district offices to implement policy; colleges or campuses, 

divisions and departments to deliver educational services; 

and students to receive educational services. It would 

follow that economic development activities at a large, 

metropolitan community college would be centralized at a 

"district office" and decentralized within various colleges, 

divisions and departments. Additionally, the bureaucratic 

structure will engender attempts to coordinate decentralized 

economic development activities as well as to monitor 

economic development programs. 

within educational institutions various education 

units are normally insulated from each other and tend to be 

independent in their decision making. At times, however, 

the units compete with each other for control over 
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institutional operations, as well as for resources. When 

this occurs individuals within the organization may attempt 

to resolve the conflict through formal chains of command. 

Apropos to this study, economic development activities 

should compete with academic programs and operational 

functions for financial support; these conflicts presumably 

will be resolved through formal chains of command. 

Another aspect of the formal bureaucratic structure in 

educational institutions is that professional or faculty 

authority runs parallel to bureaucratic authority. Faculty 

expertise interacts with bureaucratic authority through 

faculty meetings, committees, and councils. For example, 

economic development programs frequently involve the 

development of customized curriculum. Faculty within a 

college would likely want input into or control over the 

curriculum decision making process to insure quality 

training and maintain their sense of departmental 

credibility. Conflict regarding the authority to develop 

customized curriculum will be directed to formal 

bureaucratic channels. 

Pluralistic goals within the organization result 

from interest groups with diffuse values and attitudes. 

Even though individuals within educational institutions 

share some common, unifying values, these shared values 

(which dictate goals) can be overwhelmed by ideological 
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diversity across the organization (e.g., arising from 

disciplinary specialization). As an example within 

community colleges, the importance of occupational or 

technical training is often posed in opposition to the 

importance of a liberal arts education. Interest groups 

will have divergent opinions regarding the role of economic 

development in the college. In addition, diversity will 

exist over how the college should enact this role. The 

college's mission statement may reflect whether economic 

development is a goal of the college; it is, however, 

unlikely to prevent or resolve these differences. 

External interest groups pull and tug academic 

institutions in different directions. Each group has its 

position regarding the role the two-year college should play 

in the community. The college or university often creates 

positions to connect the institution with these external 

groups. Baldridge's political model draws upon Parson's 

study of "boundary roles", or positions that interact with 

the college's various publics. Examples of external 

interest groups include other colleges and universities, 

federal agencies and state coordinating boards, accrediting 

agencies, business and industry representatives, students, 

alumni, foundations, public agencies, and professional 

associations. 
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The impetus and direction of a two-year college's 

economic development activities may be influenced by several 

external groups. These groups will range from local 

government and business coalitions promoting economic 

development for the community, to state coordinating boards 

and national professional associations extending incentives 

to two-year colleges to assist local and regional 

businesses. 

Interest Articulation 

The process of interest articulation is described by 

Baldridge in five phases: formation of partisan groups, 

types of partisan groups, partisan trust level, resources 

available to partisan groups, and responses of authorities 

to pressure. Baldridge uses William Gamson's authoritarian 

versus partisan theory as the underpinning for this part of 

his political model. Gamson (1968) defines authorities as 

"those people in the organization who make binding decisions 

for the group" (Baldridge, 1971, p. 136). These authorities 

are given power by the formal bureaucratic structure and 

exist at all levels within the organization. "The 

organization allows the authorities to commit its resources 

and to mobilize its energies for pursuit of particular 

goals" (Baldridge, 1971, p. 136). 

Partisans are defined as "those people in the 

organization who are significantly affected by decisions 
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made by the authorities" (Baldridge, 1971, p. 137). People 

can function as partisans at one level of the organization 

and authorities at another level of the organization. 

Organizational conflict and change stems from partisans 

trying to influence the decision-making process and the 

authorities trying to control the partisans (Baldridge, 

1971). 

Authorities and partisans will be involved in 

economic development decisions at all or various levels of 

the college hierarchy. Additionally, conflict and change 

can be anticipated as partisans at different levels of the 

organization pursue economic development endeavors that may 

not be aligned with authorities' preferences. 

Formation of partisan groups. Inactive individuals 

are potential partisans. Individuals may coalesce into 

active partisan groups when they perceive normal channels 

for decision making closed or ineffectual. When this occurs 

a few individuals attempt to convince others, with similar 

values, to join together in active partisanship. The 

process of becoming an active group, according to 

Baldridge's political model, includes an increase in the 

interaction among partisan members, a common set of goals, 

creation of symbols to give identification, emergence of 

common lifestyles, a charter and strategies for influencing 

authorities. 
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Baldridge identifies different levels of active 

partisan groups: anomic, partisan-dominated clique, and 

associations. Each of these types is based on the group's 

degree of organization. The least organized is the "anomic" 

group which reacts spontaneously and usually in a 

potentially violent manner. Examples include riots, sit

ins, and student revolts. It seems unlikely that economic 

development decisions would ignite or create such reactions. 

Partisan-dominated cliques develop when individuals 

feel they must act as a group because normal channels for 

influencing authority decision making has not been 

effective. Partisan-dominated cliques normally develop 

along structural or ideological lines. They are informally 

organized and make intermittent attempts to influence 

decisions when they are threatened or hold strong 

convictions regarding an issue. College occupational deans 

could constitute a partisan-dominated clique that develops 

along both structural and ideological lines, as they are 

affected by decisions made by the district office or by 

their college presidents. Initiation of economic 

development programs, in light of districtwide economic 

development policy or decisions, m~y engender enough mutual 

interest and concern to sustain a clique. Districtwide 

occupational faculty within a specific discipline, such as 

electronics, may form a partisan group because of concern 



regarding an industrial training program within their 

discipline. 
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Association groups are most stable and formally 

organized as well as being continually active. Associations 

appear to be formed based on structure or ideology. 

Examples would include a faculty senate, American 

Association of University Professors, or the American 

Association of Community and Junior Colleges. Associations 

develop positions on issues and try to sway authorities and 

decisions. Economic development program decisions may be 

influenced by a faculty senate or by annual goals developed 

by AACJC. Associations external to the district may also 

influence economic development programs, such as the Greater 

Southwest Economic Development Councilor local chambers of 

commerce. 

Partisan trust level refers to the amount of trust 

groups have in the colleges' legitimate decision-making 

authorities. If the group does not have confidence in the 

"establishment", it may employ coercive or subversive 

resources. Economic development programs may emerge without 

conflict if the partisans trust the decisions made by the 

authorities or there have been sufficient resources for 

whatever types of programs proposed by different groups. 

Resources available to partisan groups include 

bureaucratic, professional, coercive, and personal 
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resources. Bureaucratic resources are powers given by 

legitimate authority figures. The formal organizational 

structure could give an Economic Development Director the 

authority to represent and bind the college in training 

agreements with business and industry, as wall as the formal 

authority to commit resources and coordinate activities 

within the college. Professional resources refer to the 

power the faculty derive from expert knowledge and 

professionalism. Baldridge says, "The governance processes 

of the university are particularly complex, due in part to 

the importance of professional influence patterns that 

coexist with the bureaucratic patterns" (Baldridge, 1971, 

p. 157). Faculty normally have or demand influence over 

curriculum decisions, including the content of training 

developed for business and industry. If an electronic 

company wants its technicians upgraded, the college's 

electronic faculty would expect to have input into the 

curriculum. However, other faculty groups (e.g., a faculty 

senate) may also seek influence. Some faculty may become 

more active and want to influence policy decisions. 

Coercive resources refer to more extreme methods 

often used to influence decision-making when the above 

resources are not effective. Students have sit-ins, 

teachers can strike or both groups can "appeal to public 

opinion" through the media. External groups, frustrated 
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with a lack of college commitment to help local businesses, 

may resort to coercive efforts on a state or national level. 

As an example, business leaders may contact the state's 

two-year college coordinating board or regional accrediting 

agencies. Faculty may ask their business advisory 

committees to place pressure on the administration to fund 

economic development programs. 

Personal influence resources refer to individual 

charisma and personality qualities that sway individuals and 

groups. Key authorities with strong support for economic 

development are expected where economic development is an 

integral part of the college's mission. 

Response of authorities. The success of partisan 

groups in influencing decision making is dependent on the 

characteristics of the group and the response of the 

authorities to partisan requests or pressures. According to 

Baldridge's model, partisan groups that are successful in 

influencing the decision making process are cohesive, well 

organized, and have strong leadership. When partisans 

attempt to influence decisions, Baldridge found that 

authorities have several response options all of which may 

be evidenced during the study. One, authorities can 

acquiesce to partisan requests. Occupational deans (acting 

as an partisan-dominated clique) could request and receive 

authorization to independently pursue economic development 



programs within their geographic jurisdiction apart from 

district economic development involvement. 
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Two, authorities can attempt to deny the requests by 

persuading the group the requests are unreasonable, by 

ignoring the requests, by hiring some of the partisans 

(cooptation), or by applying bureaucratic reward or 

punishment sanctions (increasing or cutting budget or 

salary). 

Third, authorities can preempt partisan opposition 

by not placing such issues on the agenda or appeasing groups 

or individuals. District economic development authorities 

may give one college an insignificant piece of business 

because that college personnel complained they were never 

selected to implement industrial training programs procured 

by the district office. 

Decision Making 

This part of the model discusses the transformation 

of partisan interests into policy. Studies of university 

decision making demonstrate the inherent complexities since 

the setting is fragmented and decisions are made by more 

than one group at more than one level (Wildavsky, 1964). 

The concept of policy transformation is explained in three 

parts: who makes the decisions, what decisions are made, 

and what is the process or how is the decision made. 
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Who makes the decisions? Baldridge focuses on David 

Truman's "scale of participation" theory (1971, p. 177) 

which identifies four levels of participation in decision 

making at a university. The first level of participation is 

the "officials", those individuals given formal authority to 

make and implement policy. "Officials" are the same as 

Gamson's definition (previously defined) of "authorities" or 

"those people in the organization who make binding decisions 

for the group" (Baldridge, 1971, p. 136). The second group 

of participants is called the "activists", normally faculty 

that have an interest in the governance of the university. 

"Activists" parallel Gamson's partisans or "those people in 

the organization affected by decisions made by authorities" 

(Baldridge, 1971, p. 137). All partisans are not 

necessarily "activists", but all "activists" are partisans. 

Baldridge (1971) determined in his 1968 NYU study that a 

large percent of faculty will be "active" in departmental 

decision making, but only a minority in all-university or 

college matters. The third group of participants is called 

the "attentive" public, faculty involved in some committees, 

but overall inactive unless motivated by a particular issue. 

The fourth level of participants are the "apathetics", 

non-active and uninterested in the governance or 

decision-making process. In summary, many individuals are 

involved in the college decision-making process, some to a 



greater extent than others, depending on the issue and the 

level of the decision (department versu~ all-college). 
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Following Baldridge's theory, in a two-year college 

setting the institutional "officials" most likely form 

economic development policy and make economic development 

decisions. This process may be influenced by a few 

"activist" faculty. Economic development "officials" at the 

district level could include administrators responsible for 

occupational education and specifically economic 

development, as well as the chancellor and vice-chancellor. 

On the college level, "officials" could include college 

presidents, occupational deans, and small business center 

directors. On the departmental level, some occupational 

faculty would be expected to show interest in new or adapted 

curricula in economic development or industrial training 

programs. Additionally, faculty who believe resources are 

being unfairly diverted to economic development programs may 

become vocal. The majority of institutional faculty most 

likely have little interest in economic development unless 

it threatens their domain. 

Who decides which decisions refer to different 

"spheres of influence" or decision areas that belong to one 

group or another. In Baldridge's NYU study, six 

groups--trustees, central administration, deans, college 

faculty, department faculty, and individual faculty--were 
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asked to identify decision areas and titles of individuals 

making those decisions. The results indicate there is not 

one elite governance group, but different groups that "have 

influence" in different areas. The results of the survey 

reveal that respondents believe that trustees determine 

budgets and long-range planning; central administrators 

control budgets, implement plans, and hire personnel; deans 

have broad powers that influence central administration as 

well as faculty; faculty influence curriculum and student 

standards. Faculty influence is high at the department 

level but decreases appreciably with all-university 

decisions. 

It would be expected, from Baldridge's model, that 

trustees set economic development policy; that central 

administration implement policy, control the budget, hire 

the director or vice president of economic development, who 

in turn functions as a liaison to the business community; 

and that faculty influence the development or changes in 

curriculum, as well as the decision of \'lho is eligible to 

teach the curriculum. 

Conflict and tension exists when groups do not agree 

on their "spheres of influence", or who should make which 

decisions. For instance, conflict would be anticipated if 

the central administration by-pass the faculty in matters of 

curriculum development and implementation of programs. The 



political model predicts that some of these "spheres" can 

change (e.g., faculty may wish more or less control of 

economic development programs) for diverse reasons. 

39 

The decision making process relates to how decisions 

are made. Traditional or rational decision making theory 

depicts a linear sequence of steps in making a decision 

(e.g., recognition of a need, analysis of the situation, 

identification of alternative courses of action, assessment 

of the probable consequences of each alternative, and choice 

among alternatives) (Baldridge, 1971, p. 189). This theory 

may be descriptive of routine decision making, but has been 

challenged as a representation of the dynamics of complex 

decision making. 

Baldridge presents an alternative, the "political 

decision making model", which asks first, What decision 

network or series of committees this issue followed before 

coming to fruition? with more controversial issues, more 

negotiation and compromise are likely. Economic development 

program decisions are probably processed through a network 

of committee and individual meetings in which participants 

represent various internal and external factions. To the 

extent decisions involve resource allocation, curriculum, 

and faculty selection, the decision network should be quite 

complex. The Baldridge political model assumes that 

interest articulation stops at the point of policy 



transformation. According to this view policy formation 

presumes successful policy implementation. More 

comprehensive policy models view interest articulation, 

policy formation, and implementation as adaptive and 

evolutionary. These models were not utilized since this 

study focused on economic development decision makers and 

processes and not economic development policy development 

and implementation. 
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The second purpose of the study is to answer the 

question, "What varied meanings have community college 

actors constructed for the term 'economic development' which 

undergird the development process of economic development 

programs at a metropolitan community college?", will be 

studied utilizing, as a national standard, a survey 

conducted by AASCU in 1986. 

One of the definitions identified for economic 

development in Chapter 1 was, "a process of innovation that 

increases the capacity of individuals and organizations to 

produce goods and services and thereby create wealth" 

(Chmura, 1986, p. x). This broadbased definition 

incorporates as economic development all college activities 

that attempt to enhance the local, regional, and/or state 

economy. 

The American Association of state College and 

Universities AASCU (1986), in a cooperative agreement with 



the united states Economic Development Administration, 

conducted a survey of 300 public colleges and universities 

to determine the role public universities play in economic 

development. A variety of roles were identified: 

1. Human resources development--tailoring education 

programs to meet the emerging human requirements 

of the new economy. 
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2. Economic and policy analysis and research--providing 

objective information and new knowledge to public 

and private decision makers about an area's economy. 

3. capacity building for economic development-

assisting a wide variety of community organizations 

in developing the capacity to participate more 

effectively in economic development. 

4. Technical assistance to apply existing knowledge to 

industry--helping firms learn about and adopt 

effective management and engineering concepts. 

5. Research to develop new knowledge--conducting basic 

and applied work to produce new knowledge that can 

result in new products and services or improved 

forms of production. 

6. Technology transfer of newly developed knowledge to 

industry--purposefully helping firms to take 

advantage of state-of-the-art technology developed 

within the university. 
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7. Support for the development of new knowledge-based 

businesses--having the university take a direct role 

in promoting new enterprises that utilize knowledge 

developed within the university. 

Review of two-year colleges' economic development 

literature (Waddell, 1991; Long, Gordon, Spence, and Mohr, 

1984; Day and Rajasekhara, 1988) identifies the following 

activities from AASCU's typology as the common focus of 

economic development definitions. 

1. Human Resources Development would include client 

specific human resource development in contrast to 

courses and programs offered to the general public. 

This would include contracts with business, 

government, and agency employers for the purpose of 

new employee training, employee retraining and/or 

upgrading. The training could be conducted on-site 

or on a college site. 

2. Technical Assistance would include seminars, 

workshops, and private consulting to local and 

regional businesses aimed at enhancing their 

technical and managerial skills. This assistance 

may be delivered by Small Business Centers, 

incubators, Entrepreneurial Training Centers, or 

similarly named entities. 
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3. New Business Development normally supports the 

development of new and/or expanding businesses. 

Studies indicate that most new jobs come from small 

and medium-sized businesses (American Association of 

State Colleges and Universities, 1986). Two-year 

colleges can take various roles in encouraging the 

development or relocation of new businesses and the 

expansion of an existing business. 

Research Questions 

1. What varied meanings have community college faculty and 

administrators constructed for the term "economic 

development?" 

2. What types of community college programs are perceived 

as embodying economic development concepts? 

3. How is economic development organized within the 

community college district? 

4. Are community college economic development programs 

influenced by groups external to the college? 

5. Who are the economic development decision-makers and 

what is the decision making process? 

6. What is the role of full-time faculty in economic 

development programs? 

To have a better understanding of the subject, 

literature focusing on economic development and its 

predecessors, vocational education and business 



partnerships, is reviewed in Chapter 2. Since national 

education goals and federal policy determine to a great 

extent the role higher education institutions play in our 

economy, the literature review also covers the historical 

course of vocational education and economic development 

legislation. 
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Chapter 3 discusses the qualitative research methods 

used in the multiple case study of a large, metropolitan 

community college district. This chapter extensively 

details the field work conducted as well as the analysis of 

data collected. 

The results of the study will be presented in 

Chapter 4. The analysis of the data in each chapter is 

organized around faculty and administrator responses and 

compared with the framework presented earlier. 

Chapter 5 summarizes and analyzes the multi-case 

study as well as offers implications for community college 

administrators and suggestions for future research. 
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CHAPTER 2 

REVIEW OF THE LITERATURE 

This chapter reviews literature relevant to a study 

focusing on economic development and two-year colleges. 

Higher education institutions have historically been 

assigned a crucial role in the development and maintenance 

of a healthy local and national economy. The plethora of 

new community colleges established in the late 1950s and 

1960s reflected a desire by communities to enhance economic 

development by providing well-trained technical workers to 

support growing industries (Katsinas and Lacey, 1990). 

Community colleges assumed a greater economic role in the 

sixties and seventies as partnerships with business, labor, 

and industry were encouraged by the American Association of 

Community and Junior Colleges (AACJC) and business and 

government sought cost-effective training resources. 

An examination of the literature on economic 

development and higher education, specifically two-year 

colleges, reveals two major subjects associated with the 

rubric "economic development"-vocational education and 

business partnerships. Several types of business 

partnerships are discussed under the topic economic 

development, primarily customized or contract training, but 
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also small business development, technology transfer, 

business incubators, cooperative education, global trading, 

and work force diversity. The majority of the literature 

connected to all these topics is descriptive or prescriptive 

with the presence of empirical or theoretical literature 

limited in scope. 

National education goals and federal policy shape 

the role of higher education institutions in our economy. 

Legislation reflects a reoccurring theme that higher 

education benefits individuals through personal economic 

gain and the national economy through greater productivity. 

For this reason, the literature review includes an 

historical review of legislation delineating the economic 

role ascribed to higher education institutions, with a 

particular focus on vocational education. 

vocational Education 

Historical Review of 
Development and Federal Policies 

The history of vocational education and its 

forerunners is basically a history of the human effort to 

improve one's economic position in life through improved 

technical capability (Thompson, 1973). vocational education 

is an instrument of federal human resource policy concerned 

with the use of human labor as a national economic resource 

and as a source of individual and family income. For 
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purposes of simplicity, vocational education refers to 

career education, technical education, occupational 

education, and terminal education, terms that have been used 

interchangeably throughout the history of vocational 

education. 

vocational education as a movement in American 

education has its roots in apprenticeship programs that date 

from the Middle Ages to the beginning of the Industrial 

Revolution. Apprenticeship programs were the first attempts 

to combine education and work. Apprenticeship programs 

allowed students to not only acquire skills but also to 

acquire the social relations within which the activity takes 

place (Carton, 1984). In colonial days, apprenticeship was 

the only hope of education for a student unable to pay for 

one. It was probably one of the most significant 

educational institutions of that period. Both boys and 

girls were involved in practical apprenticeship programs 

that had a future one could count on. Programs provided 

food, clothing, and shelter; learning to read and write; 

religious instruction; instruction in the occupation; and 

the secrets of the trade (Barlow, 1974). 

with the beginning of the factory system 

apprenticeship was replaced with institutions that taught 

various manual labors (Barlow, 1974). The industrial system 

utilized labor that did not require a great deal of 



education. At this time American markets were closed to 

foreign manufacturers, urbanization was taking place, and 

there was a growing home market. There was not only a 

growing demand for consumer goods, but also a demand for 

skilled workers to produce those goods. During the mid

nineteenth century, farmers also had a need for practical 

education in order to develop the country's vast 

agricultural potential, and industrial developers needed 

engineers to help solve pragmatic problems. 
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The colonial colleges, established in the 1600s to 

provide an aristocracy-oriented education centering on 

religion and the classics, were not designed to deliver 

practical education. Benjamin Franklin and Thomas Jefferson 

were two notable voices that supported a utilitarian 

approach to education, one in which the application of 

science could improve the trades and agriculture (curti, 

1935). Many attempts were made to furnish such education 

throughout the middle nineteenth century but the classics 

and religion were taught well into the twentieth century, 

when talk of democratization of education and impending war 

with Germany drove the colleges to discard the traditional 

classics in favor of an education that would be utilitarian 

and "republican" (Education in the U.S., 1974). 

By 1860 no more than twenty higher education 

institutions had science curricula, and only 3 percent of 
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the 297 American colleges had formal departments of science 

and agriculture (Edward, 1956). President Lincoln in 

signing the Morrill Land-Grant Act in 1862 created the 

federal cornerstone legislation that introduced the idea of 

the college "in the service of the nation." Historians 

believe that senator Justin Morrill, the sponsor, had little 

idea of the educational implications of the bill which was 

passed because Congress wanted to do something for the 

farmers as well as provide some means whereby officers and 

engineers could be trained for the war effort (Eddy, 1956). 

The underpinning for the Morrill Act was developed 

by Jonathan Baldwin Turner who developed a plan for an 

industrial university in the state of Illinois. Turner 

envisioned civilized society divided into two distinct but 

cooperative classes. A small class, called the 

professionals, would teach the principles of religion, law, 

medicine, science, art, and literature. A much larger class 

called the industrial class, would engage in some form of 

labor in agriculture, commerce and the arts. The Illinois 

state Legislature instructed its senators to use their 

influence in congress to establish a system of industrial 

universities for the industrial class. The philosophy 

underlying this act is expressed in the words of an Illinois 

legislator: 

The spirit and progress of this age and country demand 
the culture of the highest order of intellectual 
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attainment in theoretic and industrial science. It is 
impossible that our commerce and prosperity will 
continue to increase without calling together all the 
elements arising from the labors of the farmer, the 
mechanic, and the manufacturer. (Education in the U.S., 
1974, p. 1525.) 

Under the provisions of the act each state and 

territory was given 30,000 acres. This land was to be sold 

and the funds realized used to endow at least one college in 

the state dedicated to promoting the liberal and practical 

education of the industrial classes. The land grant 

movement was the precedent for direct federal financial 

support to higher education in meeting national economic 

needs. The Morrill Act laid the foundation for two separate 

curricula, academic education and vocational education 

(Lombardi, 1978). Even though some colleges became 

universities and shifted vocational education programs to 

the basement, the land grant institutions did validate the 

need for vocational education (Barlow, 1974). 

The land-grant colleges influenced a redirection in 

the American education system, primarily because of 

financial incentives given to offer vocationally-oriented 

curricula. These influences had several consequences for 

vocational education. First, liberal and practical 

education were combined, not to be taught separately. 

Second, the doors of higher education were opened to a wider 

public. Third, an important status was given the mechanical 

arts. Fourth, the colleges had a tremendous impact on 



improving agriculture which gave the new curriculum wide 

recognition and acceptance (Venn, 1964). 
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In the 1880s a form of vocational education 

commenced in the high schools. Up until this time only the 

colleges had been affected, mainly because the land grant 

colleges were more like a present day comprehensive high 

school. Between 1880 and 1920 the land grant college began 

to focus on highly skilled and professional areas which left 

a need for middle-level vocational preparation (Venn, 1964). 

Vocational education, during this time period, was supported 

by management because it was a source of skilled labor, 

other than the union apprenticeship programs. Labor was 

fervently opposed to vocational education because it was 

perceived as a way to break the unions (cremin, 1961). By 

the early 1900s the need for skilled labor was so dire, 

however, that management and labor both supported public 

education's role in vocational education. In 1910 the 

National Education Association labeled vocationalism "the 

central and dominant factor" in the education of youth for 

an industrial age (Venn, 1964). During the same year 

several states organized state-level vocational education 

programs. 

In 1914 a landmark event took place for vocational 

education: a report was delivered to the 63rd Congress by 

the Commission on National Aid to Vocational Education. The 
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report outlined the need for a national program of support 

for vocational education (Venn, 1964). Many of the comments 

in the report are as appropriate today as they were in 1914. 

There is a great and crying need of providing 
vocational education for every part of the United 
states, to conserve and develop our resources; to 
promote a more productive and prosperous 
agriculture; to prevent the waste of human labor; to 
increase the wage-earning power of our productive 
workers; to meet the increased demands for trained 
workmen. The nation will triumph that succeeds in 
putting in the greatest amount of skill and brains 
into what it produces. (Senate Bill No. 703, 1917 
p. 929.) 

This report heavily influenced the passage of the Smith

Lever Act of 1914 and the Smith-Hughes Act of 1917 through 

which congress made federal government support of vocational 

education a national commitment. The Vocational Education 

Act of 1917, referred to as the Smith-Hughes Act, was 

designed to provide vocational education to secondary 

schools to help young persons over fourteen years of age 

receive education and on-the-job training for "useful 

technical employment." In addition, the act was to provide 

funds for the preparation of and salaries of teachers, 

supervisors, and directors of vocational sUbjects. The act 

was very specific and designated the subjects to be taught, 

the level at which they should be taught, and who should be 

taught (Thompson, 1973). Through the successful lobbying of 

the American Vocational Association, the next four decades 

brought more than $40 million to vocational education via 
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various enactments (Venn, 1964). The George-Deen Act of 

1936 and the George-Barden Act of 1946 continued the work of 

the Smith-Hughes Act, but added more disciplines for 

training as well as more money for counselors and research. 

Even though the Smith-Hughes Act and ensuing George

Deen acts were intended to serve high school students, it 

was noted by the 1939 Commission on Junior College Terminal 

Education that a minimum of sixty-two junior colleges in 

fourteen states were receiving federal funds appropriated 

under these acts (Cohen and Brawer, 1982). The federal 

dollars allocated under these acts were designated for 

institutions where the education was "less than college 

grade." The U.S. Office of Education referred to vocational 

programs as "less than college grade" if college entrance 

requirements were not prerequisites for admission, the 

objective was to prepare for employment, the program did not 

lead to a degree, the program was not required to conform to 

conditions governing a regular college course, and the 

instructors qualified under state plans. Many junior 

colleges met this criteria. 

Junior colleges emerged during the first of the 

twentieth century to relieve universities of freshman and 

sophomore studies among other things. Debate and discussion 

regarding junior colleges offering two-year terminal 

vocational programs arose in the early twenties. The 
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American Association of Junior colleges (AAJC), the 

professional association for administrators and faculty of 

junior and community colleges, advanced arguments on behalf 

of vocational education programs throughout the twenties and 

thirties (Cohen and Brawer, 1982). 

In 1939 AAJC created a Commission on Junior College 

Terminal Education to study vocational education. Workshops 

and conferences were held and books published summarizing 

efforts in this area. It appears that a goal of the 

Commission was to promote and encourage junior colleges to 

develop more occupational programs. Cohen and Brawer (1982) 

commented that the Commission had accomplished a great deal, 

but more remained to do. At that time only one-third of 

junior college curricular offerings were in non-academic 

fields. By 1940 vocational education programs were offered 

in 70 percent of the junior colleges, mostly in the business 

and secretarial areas (Eells, 1941). Several factors 

contributed to the lower than anticipated enrollment in 

vocational educational programs during the early days. Most 

students associated college with a baccalaureate degree and 

did not want to limit their career options by enrolling in a 

"terminal" degree. Many of the smaller colleges did not 

have the financial resources to offer vocational programs. 

Prestige was also a factor; citizens and educators wanted to 

go to a "real college" (Cohen and Brawer, 1982). 
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An important stimulus to vocational education in the 

two-year college movement carne from President Harry Truman's 

Commission on Higher Education in 1947. The commission 

examined the objectives, methods, and facilities of higher 

education in the united states in light of its social and 

economic role. The Commission concluded that even though 

there had been an upward trend in average per capita income 

over the last century, the earnings of a large portion of 

the population were still too low to provide more than "a 

bare necessity of physical life." In addition, colleges and 

universities were being pressured, because of rising costs 

and a reduction of public support, to raise tuition. The 

commission recommended that education be available through 

the 14th grade, the same way high school was available; 

financial assistance be provided to needy, competent 

students in the 10th through 14th grade; institutions lower 

tuition and aid deserving students through fellowships; 

colleges and universities expand adult education; public 

education at all levels become equally accessible regardless 

of race, creed, sex or national origin (Education in the 

U.S., 1974). These recommendations became the 

infrastructure for national educational goals for years to 

corne and recognized, for the first time, the two-year 

college's role. Additionally, these goals expressed the 

federal government's policy orientation toward accessible 



and affordable education emphasizing its importance in 

improving the condition of the people and ultimately 

creating a healthier economy. 
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After World War II fifteen million veterans returned 

horne and the war economy could not be converted quickly 

enough to absorb the massive influx. The Servicemen's 

Readjustment Act of 1944, otherwise referred to as the GI 

Bill of Rights, greatly influenced the enrollment in 

vocational education programs at the two year college. Of 

the total number of persons receiving an education under 

this bill, 30 percent received training at an institution 

awarding the baccalaureate, 30 percent received on-the-job 

training from private industry, and the remaining 40 percent 

were trained in educational institutions at less than the 

baccalaureate level (Thompson, 1973). 

The purpose of the bill was twofold, first to 

compensate veterans for their sacrifices and service, and 

second to reintegrate vast numbers of returning servicemen 

into the civilian economy. sidney Burell of Boston 

University (1967) described the G.I. Bill of Rights as the 

most successful experiment in socioeconomic expansion ever 

undertaken by the United states Government. Over 7.8 

million individuals embarked on careers as doctors, lawyers, 

engineers, teachers, accountants, and clergymen (Education 

in the U.S., 1974). These same educational benefits were 
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extended to veterans of the Korean and vietnam war. The 

unprecedented growth and prosperity in the united states 

during the fifties and sixties partially reflects our 

nation's investment in its human resources during this time 

period. Surges in community college enrollment, from just 

over one-half million in 1960 to more than 2 million by 1970 

and four million by 1980, in part are explained by financial 

aid for veterans (Cohen and Brawer, 1982). 

When sputnik was launched in 1957, national concern 

arose over apparent weaknesses in our education system to 

train technical personnel. The National Defense Education 

Act of 1958 brought the first meaningful expansion to 

vocational education since the initial enactments in the 

early twentieth century. The purpose of the act was to 

enhance the economic health of the country by providing 

funds to relieve an urgent need for technically trained 

personnel. This act stimulated technical education at both 

the secondary and postsecondary level (Education in the 

U.S., 1974). 

In the sixties vocational education grew in 

importance and in dollars allocated at both the federal and 

state level. In his message to Congress on American 

education, February 20, 1961, President Kennedy said, "the 

technological changes which have occurred in all occupations 

call for review and re-evaluation of the vocational 
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education acts, with a view toward their modernization" 

(Dolan, 1963, p. 41). Following this message a panel of 

consultants was formed to study vocational education. The 

panel reported that "new workers were needed to adapt to the 

needs of a changing economy" and that vocational and 

technical education were sound investments in people. The 

panel recommended training be offered to non-college 

graduates who would enter the labor market in the 1960s, 

that vocational education programs be expanded consistent 

with employment possibilities and national economic needs, 

and that education be available to all. The panel of 

consultants concluded their work on November 1962 with a 

report entitled, Education for a Changing World of Work. 

The President's Panel was very influential and their 

recommendations were incorporated into the final passage of 

the vocational Education Act of 1963. Under this act funds 

were available for high school youth, postsecondary youth, 

full- and part-time adults, and persons with special needs. 

Subsequent amendments were designed to break down barriers 

between academic, general, and vocational education 

curricula so that no person would be denied an opportunity 

to "prepare for work" (Venn, 1964). Additionally, this act 

permitted instruction in all occupational fields and to 

those preparing to enter the labor market who had completed 

or discontinued their formal education. Vocational 
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educational programs, under this act, were authorized 

through high schools, area schools, junior and community 

colleges, and residential schools (Thompson, 1973). This 

was the first vocational education federal legislation 

authorizing funds to two year colleges. Additionally, for 

every federal dollar allocated, states and local districts 

provided $3 in 1968, $5 in 1972, and $6 in 1974 (Davenport 

and others, 1976). In 1968 this act was amended and 

recognized "new" and "emerging" occupations, included 

vocational guidance and counseling, and curriculum 

appropriate for junior high students if it helped them make 

better career choices (Thompson, 1973). 

During the sixties and seventies junior colleges, 

now more frequently referred to as community colleges, were 

experiencing a noticeable number of students shifting from 

transfer programs to vocational programs. As late as 1960 

only one-fourth of community college students were enrolled 

in vocational education programs, half of them in California 

and New York and another 20 percent in Illinois, Michigan, 

and Pennsylvania (Monroe, 1972). Overall this percentage 

grew to 35 percent in 1975 (U.S. Department of Health, 

Education, and Welfare, 1963-1975). In 1987 a survey 

conducted by AACJC found that 51 percent of the community 

college student body was enrolled in vocational education 

courses (Day and Rajasekhara, 1988). Cohen and Brawer 
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(1982) offer several reasons for the increase. One is the 

additional federal dollars allocated to vocational education 

at the two-year college level through the 1963, 1968, and 

1972 vocational Education Acts and GI Bills. Additionally, 

social and economic considerations encouraged enrollment in 

the "terminal" degree. During the sixties there was a high 

unemployment rate among four-year college graduates and an 

increase of part-time students, women, handicapped, 

disadvantaged, and older students returning for upward 

mobility. Also during this time, doubts were raised a~out 

the long-held assumption that a baccalaureate or higher 

degree was certain to lead to a high-paying job (Trivett, 

1977). The seventies were a time when graduates experienced 

"falling salaries, scarce job opportunities, and dwindling 

career prospects" (Freeman, 1976, p. 31). 

Brint and Karabel (1989) offer a different 

explanation for the increase in vocational education 

enrollment in community colleges, or the transformation of 

junior colleges from primarily transfer institutions to 

vocational institutions. Before the middle of the century 

the overwhelming majority of junior college students 

followed the transfer mode. Through a study of 

Massachusetts community colleges, Brint and Karabel sought 

an explanation for the transition of community colleges from 

primarily transfer-oriented institutions to vocational-
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oriented institutions. They considered "consumer choice" 

and "business domination" models as explanations for the 

increase in vocational programs in community colleges, but 

concluded those models insufficient. "Consumer choice" 

models, grounded in rational decision making, suggest 

student demand for vocational programs gave rise to 

vocationalism. "Business domination" models predict 

businesses encourage and influence community colleges to 

offer more vocational programs, and thus more skilled labor 

for their industries. Neither model, according to Brint and 

Karabel, satisfactorily explains the transition, even though 

faltering labor market trends in the 1970s sent many 

baccalaureate students, especially those in liberal art 

programs, back to junior and community colleges for 

retraining. Brint and Karabel (1989) ultimately utilized an 

"institutional" framework which focused on the community 

colleges' administrators and professionals and their 

motivations and self-interests in pursuing vocationalism. 

The rise in vocational education programs, they 

propose, is a consequence of community college leaders, as 

early as the 1920s and 1930s, pursuing a "semi-professional 

training" niche in the higher education market. This market 

niche was pursued, they continue, because it was not claimed 

by elite four-year institutions and because community 

colleges were closed from more prestigious markets such as 
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medicine, law, and engineering. By creating a "niche" or 

positioning community colleges as para-professional 

trainers, the community college movement gained an iden.tity 

and a steady flow of resources connected to a distinctive 

function. Through testing, guidance, and counseling, 

students were funneled into vocational education programs; 

for many, they contend, this lead to lower economic 

positions and no opportunity to pursue an academic or 

transfer degree. 

During the 1970s, 1980s, and into the 1990s national 

education goals and federal legislation continued to stress 

the importance of training and economic growth in general 

and specifically linkages between higher education and 

business as stimulates to the economy. Equal access to 

education was also important during this legislative era. 

Following are examples of legislation and national forums 

that shaped education during this period. 

In 1973 a national Committee on Economic Development 

identified six education goals for federal policy 

development that underpinned future educational policies for 

years to come. These goals reflect, again, social and 

economic concerns that higher education institutions were 

expected to help "fix." These goals included knowledge and 

the stimulation of learning, an educated citizenry, 

achievement of specific social objectives, supplying trained 
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men and women, equality of opportunity, and economic growth 

and productivity. 

During the same year a report on higher education by 

the carnegie Commission (1973) entitled Who pays? Who 

benefits? Who should pay? utilized the theory of human 

capital to discuss benefits of higher education to society. 

The Carnegie Commission identified the community colleges as 

the chosen vehicle for the delivery of equal access to the 

underprivileged in the 1960s. The commission said that 

attempts by economists to determine rates of return on 

various types and levels of higher education were 

unsatisfactory because all relevant costs and benefits 

cannot be quantified. Ultimately, the commission concluded, 

higher education investment decisions are made through the 

political area. 

In 1985 key sections of the National Higher 

Education and Economic Development Act were written into the 

reauthorized Higher Education Act of 1986 under Title XI 

"Partnerships for Economic Development and Urban Community 

service" (Katsinas and Lacey, 1990). Even though Gramm

Rudman-Hollings Emergency Deficit Reduction Act disallowed 

monies appropriated in 1986, the reauthorized act depicts 

the role federal policy makers perceive for higher education 

institutions, including two-year colleges. Under section 

1101(a) of this act, the Congress finds that (1) there is a 
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need for more systematic and comprehensive efforts to link 

postsecondary education institutions with state and local 

governments, labor, business, industry, and community 

organizations to meet local problems, and to plan, maintain, 

and attract lasting economic development; (2) effective 

economic development is enhanced by the active participation 

of postsecondary education institutions; (3) the economic 

vitality and international competitiveness of the united 

states depends on using all available resources; and 

(4) federal leadership is critical to promoting such 

competitiveness efforts. 

One purpose of the Higher Education Act of 1986 was 

to encourage the involvement of postsecondary education 

institutions with units of government, labor, business, 

industry and community organizations to (1) conduct 

planning, research, and activities that promote economic 

development and the expansion and retention of jobs on the 

local, state and regional level; (2) develop programs for 

job retraining and expanding business and industry 

opportunities in the area; (3) enhance local growth 

initiatives through utilization of their expertise in 

economic and community development; and (4) demonstrate new 

approaches to economic development partnerships and make 

them available to other areas of the nation (Congress of the 

U.S., 1991). At this writing, literature could not be found 
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addressing the effects of this policy statement and whether 

the same provisions are included in the 1992 reauthorized 

Higher Education Act. 

The most recent federal vocational education 

legislation is the Carl D. Perkins vocational Education Act 

of 1984 which was amended and renamed the Carl D. Perkins 

Vocational and Applied Technology Education Act of 1990. 

The 1990 amended act represents the largest amount of money 

ever expended for vocational education, $1.250 billion to be 

spent on state and local vocational education programs that 

teach competencies necessary for a technologically advanced 

society (Wilcox, 1991). The primary goal of the new 

legislation is to provide vocational educational training 

for the disadvantaged, 75 percent will go to the vocational 

education needs of the poor and handicapped and those with 

limited English proficiency. The new legislation also has 

an extensive system for evaluating the effects of the 

education (Wilcox, 1991). 

Effectiveness of Vocational Education Programs 

The premise underlying formal vocational education 

is that it results in an economic return on investment to 

the learner and to society (Lewis, 1990). This proposition 

has been the impetus for the vocational education movement 

since the beginning of the twentieth century. In a report 

to the National Education Association in the early 1900s, 
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David Snedden argued that "vocational education . • • is 

indispensable both to the success and happiness of the 

civilized individual and to the prosperity and development 

of the civilized state" (Burks, 1910, p.713). From an 

individual's perspective vocational education should lead to 

a job, and from a community's perspective it should lead to 

increased productivity by companies. If vocational 

education cannot deliver jobs, productivity, and economic 

development in a cost-effective manner, it becomes an 

unsupportable strategy (Lewis, 1990). 

The majority of studies conducted to investigate 

this assumption are labor market outcome studies structured 

to determine whether vocational education students are 

working in the field for which they have been trained. The 

literature reviewing such research can be questioned because 

of its inconsistent methodology, lack of data on 

unemployment rates and incomes of recent graduates and non 

graduates, agreement or stipulation of criteria of program 

success, and silence on issues of equity since vocational 

programs have traditionally been criticized as the dumping 

ground for students deemed unfit for academic studies 

(Quanty, 1977; Tatham, 1978). Another problem in 

determining program success is identifying the students who 

have not completed a program but who are employed in 

program-related occupations. Further confusion arises when 
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looking at the purpose for which students enroll, to gain 

entry level skills or to pursue advancement within jobs they 

already hold. 

Given those criticisms, it is unsurprising that 

studies reach conflicting results as to the economic 

efficacy of vocational education programs. Cohen and Brawer 

(1982) identify several studies in the seventies that 

support the proposition that vocational education students 

obtain employment in areas closely related to the fields for 

which they have been trained (e.g., Queen and Rusting, 

1978,; Baratta, 1978; Selgas, 1977; Queensborough Community 

College, 1977; Quanty, 1977; and Johnson and others, 1976). 

A study by Noeth and Hanson (1976) illustrates the type of 

research represented in these studies. Noeth and Hanson 

surveyed 4,350 students at 110 community colleges, five 

years after dropping out or completing their programs of 

study. These students had been enrolled in business and 

marketing, accounting, science, social science, arts and 

humanities, electrical engineering technology, auto 

mechanics, and nursing programs. All the registered-nursing 

students were working in nursing, the technology students 

held technology jobs, and the auto mechanics students held 

jobs in the trades. Half of the business and marketing 

graduates and dropouts were working in business related 

fields, but had mixed feelings about the utility of 
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postsecondary vocational training in obtaining their jobs. 

The students enrolled in the arts and humanities were 

working in several different types of jobs. This study and 

others cited support the proposition that the majority of 

vocational education students secure employment in fields 

closely related to their occupational programs. 

Bishop's work (1989) has been the most authoritative 

concerning the economic benefits due to participation in 

high school vocational education programs. He concluded 

that as long as graduates with "occupationally specific 

training" find training-related jobs, their monthly wages 

and labor force participation rates prove to be higher than 

those of their peers from the academic or general 

curriculum. Those who remain for an extended period of time 

in the occupation for which they have been trained appear to 

reap greater benefits. 

Other studies report contradictory results. Lewis 

(1990) identifies several references to high school and 

beyond vocational education studies that find little 

economic advantage for vocational graduates (e.g., Kaufman, 

Schaefer, Lewis, Stevens, and House, 1967; Berryman, 1980; 

Grasso and Shea, 1979; Grubb, 1984). Wilms and Hansell 

(1980) found mixed results when studying graduates and 

dropouts in six vocational programs from both community 

colleges and proprietary schools in San Francisco, Chicago, 
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Boston, and Miami. students from cosmetology, secretarial 

studies, and dental assisting were successful in finding 

jobs for which they were trained, while students from 

accounting, computer programming, and electronics did not 

gain professional level jobs in those fields, but were 

employed in clerical or lower-level jobs. 

One study, Pincus (1980), looked at the 

effectiveness of vocational education programs in comparison 

with high school graduates and college graduates. Pincus 

noted that vocational graduates are less likely to be 

unemployed than high school graduates but may be no more 

employable than college graduates. Kevin Dougherty (1987) 

discussed whether community colleges aided or hindered 

socio-economic attainment. As vocational education programs 

are typically more expensive than academic programs, the 

question is raised whether they are more effective as an 

economic development tool. Some economic development 

studies in developing countries show evidence that the costs 

of vocational education are higher than for general 

education, but the benefits are comparable (Psacharopoulos, 

1987; Benavot, 1983). 

The "vocational Education Programs 
Track students" Argument 

Another controversial issue in the vocational 

education movement is whether vocational education programs, 
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often unbecomingly referred to as terminal, track students 

in lower paid positions and occupations or limit their 

potential and career options. critics of the community 

college movement and in particular vocational education 

contend that the result of vocational education is a 

continuation of society's present social stratification 

(Braverman, 1974). In other words, vocational education 

programs do not offer low socioeconomic students upward 

mobility but entrap them in the lower echelons for life. 

vocational education, from this perceptive, is viewed as an 

agent of capitalism, training workers to keep companies 

productive and profitable for the purpose of filling the 

pockets of the industrial elites. Pincus (1980) posits that 

in this manner corporations receive trained workers, four

year colleges do not waste resources on students who 

potentially will drop out, students get jobs, and the 

political danger of an excess of college graduates is 

avoided. This theory continues that the universities 

attract and educate the children of middle and upper 

socioeconomic strata and socialize them into management and 

ownership positions. 

Clark (1960) labeled this phenomenon "cooling out." 

The process begins with pre-entrance testing followed by 

enrollment in remedial courses; ultimately counselors 

convince students to enroll in more realistic terminal 
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programs. The significance of this process is that students 

are provided alternatives to their original goals and their 

aspirations are reduced in a consoling manner. Twenty years 

later Clark {1980} revisited his thesis and considered 

alternatives to redirecting or directing students. In this 

later study Clark noted that, 

Any system of higher education that has to reconcile 
such conflicting values as equity, competence, and 
individual choice-and the advanced democracies are 
so committed-has to effect compromise procedures 
that allow for some of each. The cooling-out 
process is one of the possible compromises, perhaps 
even a necessary one {po 30}. 

Poulantzas, as discussed in Shapiro {1980}, 

perceives education as part of the ideological apparatus of 

the state that ensures the reproduction of the mental-manual 

division of labor. Schools are an instrument of the state 

or government and do attempt to move individuals from one 

socioeconomic level to another but do not succeed. The 

reason is that they maintain rather than create the 

education structures. Poulantzas believes that community 

colleges, like other social institutions, do not create the 

ideology that creates the structures, they only serve to 

inculcate the ideology. 

A corollary to this argument is presented in several 

interesting studies which show evidence that many students 

enrolled in two-year vocational educational programs do 

transfer to four-year institutions. Hunter and Sheldon 
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(1980) found through a statewide study in California that 25 

percent of students enrolled in career curricula said they 

intended to transfer. Twenty-two percent of the graduates 

of a hotel and restaurant program in a Missouri community 

college continued and completed their baccalaureate degree 

(Johnson and others, 1976). Other studies have indicated 

the same pattern. The most interesting statistic is given 

by Cohen and Brawer (1982), who comment that nationwide, 

since 1975, the transfer rate from career programs has 

exceeded the rate from so-called transfer or college-

parallel programs. It could be that students do not 

perceive vocational education programs as terminal, but 

possibly as a short-term goal that once reached is 

supplanted with other educational goals. Additionally, the 

growth of non-traditional baccalaureate degrees, such as the 

university of Phoenix, accept vocational education programs 

as meeting lower-divisional requirements and further reduce 

the tracking argument. 

vocational Education Criticized 
for Narrowness of Training 

Vocational training versus vocational education has 

been a central issue for vocational educators. "Vocational 

training" implies social utility or narrow, specific job 

skills designed for a predetermined job; vocational 

education communicates more concern for the individual's 
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welfare, for exploring a career field. The word "education" 

suggests that general academic courses be included in the 

curricular. Early debates on the worth of a practical or 

utilitarian education were pitted against the merits of the 

classics. The controversy has continued with some pleas to 

marry vocational and liberal arts studies. The dilemma for 

two-year colleges that wish to include general education 

courses is increasing the number of credit hours or length 

of time it takes for a student to complete the degree. As 

technology has become more advanced and skills and 

information more abundant, the associate degree program has 

expanded. This expansion, coupled with the advocacy of 

increased general education courses, has led to associate 

degree programs in excess of two years. Even though 

employers typically communicate to educators, during 

advisory or professional meetings, that they want employees 

who can read, write, calculate, get along with others, and 

solve problems, personnel requests seek applicants with 

quite specific skills, e.g., operate a personal computer, 

balance a set of books, design an ad layout. Put another 

way, employers desire a person with general traits, but as 

an adjunct to work skills (Barlow, 1974). 

There are several logical reasons why liberal 

education and vocational education should be merged. The 

rapid change in technology continually alters the demand for 
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skills and occupations. Change has taken place at an 

unmatched rate in all of history and continues to 

accelerate. For this reason it is important that students 

have access to open-ended jobs, jobs that can lead to 

enhanced responsibility, salary and advancement. Feldman 

(1967) said, "Merely to offer blind-alley employment and 

obsolescing trades in a dynamic technological society is to 

exchange one kind of subservience and dependence for 

another" (p. 2). Feldman argued for vocational education 

but combined with a liberal education, "The most glaring 

defect in the present piecemeal, ill-coordinated effort to 

develop manpower at the fringes of society's mainstream is 

the separation between educational and occupational skill 

development" (p. 4). Since it is impossible to predict with 

any degree of accuracy what the future holds for jobs, 

creating programs that combine basic skill requirements 

requested by employers with generic job skills, such as 

computer skills would enhance the utility of a degree. 

Harris and Grede (1977) argue along the same lines, that 

liberal arts disciplines are essential for workers in most 

occupations and that most liberal arts graduates need to 

know about the world of work because they need to be 

employed for most their lifetime. 

AACJC's 1964 National Advisory Committee summed it 

up nicely: 



Time must be provided, even in a two-year 
curriculum, for at least basic courses in languages, 
arts, and social science. The technicians of the 
future must be inoculated against the malady of 
overspecialization. . . • They must not be forced to 
concentrate so narrowly on technology that they 
cannot be useful citizens or cannot accommodate 
changes in their own specialties (American 
Association of Junior Colleges, 1964, p. 14). 

partnerships with Business and Industry 

Powers, Powers, Betz, and Aslanian (1988) assert 
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that academia and business are unlikely partners because of 

their differing attitudes toward discovery of knowledge. 

Traditionally, higher education has sought knowledge for its 

intrinsic value, whereas business is interested in the 

application of knowledge for the sake of profit. Grubb 

(1984) explains education/business partnerships as one of 

the "least lovely aspects of American exceptionalism" 

(p. 8). American exceptionalism, according to Grubb, refers 

to extreme American individualism and aversion to state 

intervention which has created businesses' distrust towards 

any kind of government involvement and a hostility between 

the private and public sectors. Grubb contends that the 

consequences of exceptionalism are serious impediments in 

developing good public policy or effective public programs. 

However repugnant the relationship, Brickell (1985) reported 

that market research by the College Board's Community 

Assessment Program (CAP) reveals the demand for educational 
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services by companies far exceeds the colleges' abilities to 

supply them. 

Education and business, regardless of differences, 

have developed relationships over the years that have 

influenced both. Beginning with the industrial revolution, 

business supported secondary vocational education programs 

because of their growing demand for skilled and trained non

union personnel (Thompson, 1973). Education, specifically 

vocational education, was viewed as an efficient way to 

educate the labor force which reduced the time needed for 

training once the worker was on the payroll. At the same 

time, educators supporting vocational education programs 

were seeking champions for their cause outside the schools 

to validate an economic need for such programs. 

Partnerships between education and business have 

been touted by state and federal governments as an efficient 

way for the American economy to successfully accommodate 

changing technology, demographics, and global competition 

and at the same time improve the economic well-being of 

individuals. 

Educational institutions have gained credibility, 

influence, and financial support by responding to the needs 

of the industrial market. The principal reason institutions 

of higher education seek cooperative arrangements with 

business, according to Powers, Powers, Betz, and Aslanian 
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(1988), is to improve their financial situation. Federal 

funds for research have declined in absolute terms, they 

contend, and tuition revenues are dropping as a result of a 

decrease in the traditional college-age population. 

Additionally, the economic outlook has been bleak since the 

early 1980s which has decreased state funding; this pattern 

has continued into the 1990s. Even though business 

contributions to academic science have made gains since the 

early 1970s, university/ business contracts have not 

represented more than 6 percent of costs over the last two 

decades (Slaughter, 1990). Similarly for two-year colleges, 

according to a report prepared by the national council for 

occupational education and AACJC (1990) entitled Productive 

America, business partnerships at community colleges were 

seen as an alternative source of revenue during the early 

1980s when operating costs outstripped availability of 

funds. community college administrators view economic 

development as a political necessity to retain public 

support and acquire incremental resources (Alfred, 1991). 

Some community college faculty, however, see economic 

development as an important role only so long as it does not 

interfere with academic governance or compromise the 

curriculum (Alfred, 1991). 

Powers, Powers, Betz, and Aslanian (1988) identify 

several reasons business has sought the services of public 
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education institutions. First, to capitalize on new 

technology that will help companies become more efficient 

and reduce their costs, or new technology that leads to new 

or improved products or services. Research universities 

have been utilized for this purpose. Second, to seek new, 

talented personnel, especially in competitive areas such as 

engineering and the sciences, primarily through university 

organizations. Third, a more urgent need than ever for 

companies to retrain and upgrade their employees because of 

changing technology and demographics in the work force. The 

universities have been utilized for professional 

development, but the majority of the technical and 

supervisory training has been conducted by community 

colleges. 

university/Business Partnerships 

The intensification of international competition and 

rapidly changing technological environment brought about a 

renewed interest in economic development and the role of 

higher education. Colleges and universities have 

traditionally played a vital role in the economic growth of 

the nation, but have just recently begun to add economic 

development to their mission statement. SRI International 

(cited in Powers, Powers, Betz, and Aslanian, 1988, p. 5) 

offers a definition of economic development as well as how 

the "ideal" college should be involved. 



Economic development means different things to 
different people. To some it means helping a 
failing industry become more competitive. To others 
it may be recruiting a firm to expand local 
employment and strengthen the tax base. It can mean 
developing the capacity of a neighborhood group to 
generate new enterprises. Increasingly, it connotes 
high-technology development, or promoting small 
business and entrepreneurial start-ups, or 
commercializing new technologies. Broadly, economic 
development is a process of innovation that increase 
the capacity of individuals and organizations to 
produce goods and services and thereby create 
wealth. This, in turn, can lead to jobs, income, 
and a tax base for communities, states, and regions. 
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The ideal college and university involvement in 

economic development is the strategic use of knowledge-based 

resources to assist in the development of a local, regional, 

or state economy. Some institutions have resources that can 

enhance the capacity to produce goods and services and 

thereby create wealth, jobs, income and taxes. Appropriate 

roles can be based on teaching, research, or public service-

however an institution can best contribute. 

Research was conducted in 1986 by SRI's Public 

Policy Center to better understand the role and importance 

that public four-year colleges and universities were placing 

on economic development (Chmura, 1986). The results 

indicated several things. First, strong external and 

internal influences contributed to the increased importance 

of economic development within public four-year 

institutions. External forces included government and 

legislators as well as industry and community pressures; 
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internally, financial and improvement of image needs 

prevailed as motivators. 

Second, varying roles emerged depending on the type 

of college or university and geographic area responsibility. 

Roles vary from human resource development to economic 

research and analysis to new business development. A 

regional university, for example San Jose State, will have a 

different mission and thereby a different role than a 

technical university like Georgia Institute of Technology. 

Third, the research identified prerequisites for 

successful institutional involvement in economic 

development: entrepreneurial leadership, a clear mission 

that supports economic development, a well-understood sense 

of what the college can contribute, a college's proximity to 

industry as well as positive relations with the public and 

private sectors, supportive policies, and available 

resources. 

Business/education partnerships at four-year 

institutions are traditionally thought of in terms of 

research and transfer of technology. Lindsey (1985, p. 86) 

made this comment: 

It is important to remember that when universities 
are referred to in relation to R&D, this primarily 
means the 184 Ph.D. granting research universities 
where virtually all university R&D is conducted. In 
addition, it is important to remember that the other 
2,863 institutions of higher education now educate 
about 75 percent of all undergraduate students. 
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Many of the Ph.D. granting research institutions have 

cooperative research programs with business and industry. 

The Wall street Journal (Bulkeley, 1986) shows that R&D 

spending by industry, government and universities over the 

past twenty years has been spread among basic, applied, and 

developmental research, with universities spending the 

largest amount on basic research. 

with government spending on R&D decreasing, 

universities are seeking additional cooperative arrangements 

with private industry. Corporate dollars are not being 

turned down (Lubove, 1986). "Over 50 percent of 

industrially supported research at universities is by way of 

contracted research. Such industrial support in the past 

has generally been for small amounts, $20,000-$50,000, on a 

project-by-project and year-by-year basis" (Peters and 

Fusfeld, 1983, p. 71). Reams (1986, p. 32) discusses a ten

year, $70 million research contract in molecular biology 

between Massachusetts General Hospital, an affiliate of 

Harvard Medical School, and Hoechst, a West German chemical 

corporation. He also describes a twenty-year, $62 million 

contract for the study of brain functioning between 

Georgetown University and an Italian firm, FIOlA 

Pharmaceutical. Unfortunately, the examples given by Reams 

may be symbolic of the attitudes of many U.S. firms 

regarding long-term commitments to R&D. According to a 
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National Science Foundation study (Powers, Powers, Betz, and 

Aslanian, 1988) many smaller companies usually cannot 

support large investments in research and development and 

must, by necessity, participate in cooperative type 

arrangements for an annual fee. 

In addition to basic and applied research, 

technology transfer is considered vital to economic 

development and is traditionally associated with research 

universities and their relationships with specific 

businesses or industries (Slaughter, 1990). Since the 1980s 

when federal legislation permitted universities to patent 

and license inventions, many research universities have 

developed separate structural entities to transfer 

technology to industry and earn profits for the university. 

This has led to debate regarding the ownership and control 

of intellectual property as well as the relationship between 

faculty and the institution (Rhodes and Slaughter, 1991). 

Basic research must be put into marketable form if it is to 

affect the economy, according to Powers, Powers, Betz, and 

Aslanian (1988). In a 1982 survey by the Joint Economic 

committee of Congress 67 percent of high-technology 

companies surveyed relied on student recruiting as the most 

important means of technology transfer, 46 percent regarded 

university publications as valuable, 42 percent identified 

government distribution of basic research results, and 25 
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percent said corporate support of basic research. Powers, 

Powers, Betz, and Aslanian (1988) describe the National 

Science Foundation's concern regarding technology transfer: 

Financing university-based research is not 
sufficient in itself to ensure that technology 
transfer occurs. Because other factors such as 
processes of information dissemination, invention of 
applications, entrepreneurism, and capitalization 
are involved, technology transfer does not 
necessarily follow investment in basic research 
(p. 66). 

Two-year college/Business partnerships 

Two-year colleges, since the 1920s, have 

traditionally proclaimed three missions: to prepare 

students transferring to four-year academic programs, to 

provide technical education, and to inspire community 

service (American Association of community and Junior 

Colleges, 1990). Over the years a fourth mission has been 

adopted, to respond and serve the needs of the communities 

in which they reside. This additional mission was confirmed 

in 1972 when the American Association of Junior Colleges 

emphasized the service role of the two-year college by 

adding the word "community" to its name (Vaughan, 1983). 

Today the majority of two-year colleges are named "community 

college" to reflect their mission to respond to local 

community needs. Many community colleges have added 

economic development as a separate mission statement 

exhibiting their commitment to serving the industrial 



training needs of their communities. Technical and 

community colleges have the willingness and capability of 

offering their communities technically trained manpower. 
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The Joint Economic Committee report (cited in Powers, 

Powers, Betz, and Aslanian, 1988) states that high 

technology firms rank need for technical workers higher than 

need for skilled labor or professional labor. Two-year 

college/business partnerships may be in an advisory capacity 

but the majority are contractual agreements between business 

or a public sector agency and an educational institution. 

community college partnerships with business 

parallel the advent of community college vocational 

education in the 1940s. Cooperation between business and 

vocational education is first evidenced by industry advisory 

committees, liaisons between faculty administering and 

teaching vocational education programs and groups of 

individuals from business, a particular industry, or a trade 

in which the student is being trained and educated. 

vocational education programs are normally required by each 

state or school district to organize advisory committees for 

the purpose of providing current data regarding employment 

trends, technological developments that need to be reflected 

in the curriculum, general training needs, course content, 

and instructor qualifications (Thompson, 1973). Prior to 

altering or developing new vocational programs, advisory 
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committee minutes documenting curriculum needs are mandatory 

in many districts. 

Some two-year colleges cultivated joint training 

ventures with local businesses and industries early in their 

history. These joint ventures were normally administered 

through the continuing education·arm of the college. Some 

were informally structured with verbal agreements between or 

among parties, others were more formal with written 

contracts. The majority were designed to assist a private 

or public organization with their training needs. But not 

until the late 1970s did demographic and economic trends 

dramatically impact community college relationships with 

business. New and different students with diverse training 

needs were populating not only the campuses but also the 

rank and file of businesses and the American economy was 

dramatically changed by high inflation, high interest rates, 

and high unemployment stemming from the vietnam War, 

quadrupling of crude oil prices, and global competition 

(Katsinas and Lacey, 1990). Many manufacturing industries 

were lost to foreign markets because of slowness in adopting 

new technology. Also, through new technology new human 

resource needs arose as society shifted to the Age of 

Information and service industries. It was during this time 

that community colleges immersed themselves in the 

industrial training market. 
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The literature identifies states that capitalize on 

their community college system in responding to economic 

conditions. Nespoli (1991) examines states utilizing 

community colleges to incorporate the concept of human 

capital into their policies. He contends that as people are 

our greatest resource, community colleges are our greatest 

asset for helping people. 

In 1982 the Illinois Legislature looked to its 

community colleges for ways to combat the recession. They 

appropriated $3.5 million to an Economic Development Grant 

Program designed to provide Illinois community colleges 

financial incentives to establish an economic development 

office with an executive director. The Illinois Community 

College Board administers the program but also provides 

seminars, conferences and a newsletter to share experiences 

in order that each college may have a professional staff. 

Grants from less than $50,000 to more than $350,000 support 

various economic development activities including customized 

training, entrepreneurship training, and technical 

assistance to local economic development groups recruiting 

companies to relocate (SRI International, 1987; Powers, 

Powers, Betz, and Aslanian, 1988). The funding has 

continued, and in fiscal year 1986 the state legislature's 

$3.5 million allocation to Illinois community college 

economic development centers provided 1,400 courses to 
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29,000 employees from 852 companies. In addition, 35,000 

potential and existing individuals were provided 

entrepreneurship training (Illinois community College Board, 

1986). 

South Carolina has aggressively developed 

educational systems utilizing the two-year college. In the 

early 1960s the state offered technical/vocational programs 

to build a skilled labor pool and thus be able to attract 

new companies to the state. Special schools offer short, 

intensive, customized training to workers for specific jobs 

in specific companies. Technical Education Center (TEC) 

colleges were designed for longer-term technical education 

and eventually became fully accredited two-year colleges. 

Last, resource centers focusing on particular technologies 

help upgrade both college faculty and industry employees in 

latest technology (Melville and Chmura, 1991). 

North Carolina has a unique system collaborating 

both the private and public sector. The North Carolina 

Board of State community Colleges has an Industrial Services 

Division which directs short-term training and works closely 

with the state Department of Commerce to recruit prospective 

companies considering relocating to the state. 

Additionally, the Industrial Services Division manages North 

Carolina's New and Expanding Industries Program 

cooperatively with private sector industrial developers. 
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Regional managers match community colleges with companies 

desiring customized training (Melville and Chmura, 1991). 

The Florida legislature in 1985 identified their 

community college system as responsible for training and 

retraining employees. The state Board for Community College 

awards matching grants to support training programs for new, 

expanding, or diversifying businesses. As well, 

California, Iowa, Maryland, Massachusetts and other states 

have different variations of state agency/two-year college 

training systems for the purpose of industrial training and 

retraining (Nespoli, 1991). 

The American Association of community 
and Junior college's Role 

During the early 1980s the American Association of 

community and Junior colleges (AACJC) took a lead role in 

placing community colleges at the forefront of national job 

training. Brint and Karabel (1989) suggest the reason AACJC 

pursued its efforts to link curricula to human resource 

needs was to continue its outside sponsorship from 

foundations and businesses. They contend the success and 

growth of the organization was dependent on retaining this 

vocationalism niche and corresponding resources. 

In June, 1980, AACJC's board of directors "charged 

the association to offer leadership on a national basis in 

education for employment and economic development" 
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(Garrison, 1985). A task force, formed by the president of 

AACJC in 1982, presented a concept paper titled putting 

America Back to Work at the March, 1982, AACJC annual 

meeting. The paper underscored the importance of developing 

a national policy on human resource development and a 

commitment to fostering job development and training 

relevant to economic development (American Association of 

Community and Junior Colleges, 1982). 

Putting America Back to Work designates the role of 

education within our nation, asserting that a healthy 

economy requires a national investment in its people through 

job development and training. The task force saw a vital 

role for community colleges and recommended new federal 

policy that would (a) develop incentives to promote greater 

cooperation between private as well as governmental 

employers and existing accredited educational training 

institutions, (b) allow for greater state level 

determination of resource allocation, (c) create incentives 

to encourage citizens to seek career preparation, 

(d) develop a national policy on employment development and 

training, and (e) clarify and unify the fragmented federal 

job training programs. The primary purpose of the paper was 

to provide national leadership in vocational education and 

economic development that recognizes and uses the training 

and retraining resources of the nation's 1,200 community, 
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technical, and junior colleges. A $100,000 grant from the 

W. K. Kellogg Foundation helped finance the building of a 

network of public and private organizations committed to the 

goals of the project (Gollattscheck, 1988). During the same 

year, 1982, AACJC joined forces with the Association of 

Community College Trustees (ACCT) to plan an expanded 

program for two-year colleges. The name of the project was 

changed from "putting America Back to Work" to "Keeping 

America Working" so as to reflect an on-going training 

mission by community colleges. The Sears-Roebuck Foundation 

awarded AACJC $950,000 in grant funds to stimulate 

partnerships between community colleges and business 

(Gollatscheck, 1988) and to encourage permanent community 

college/business partnerships in the high-technology area 

(Isreal and Custer, 1986). Since that time, at each annual 

AACJC meeting, awards are given to exemplary partnership 

arrangements as a way to reinforce the importance placed on 

this role. An example of these awards is given by 

Gollattscheck (1988) who discusses a 1987 award-winning 

partnership between Greenfield Technical College in South 

Carolina and Michelin Corporation recognized for the 

training facility the college and company built for mutual 

use. Michelin utilizes the facility during the day and the 

college during the evening for continuing education courses. 

Also identified as an exemplary program was a contractual 



agreement between Tyler Junior College in Texas and 

Kelly/springfield, a division of Goodyear Tire and Rubber. 

The junior college offered educational assistance to help 

the company convert to new technology. 
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Also in 1982 AACJC reported the results of a survey 

of its member presidents regarding how their college was 

cooperating with local business, industry, and unions to 

help solve employee training needs. The result was a 

"pocket reader" titled Proven Partners describing customized 

training arrangements between local community, technical, or 

junior colleges and local businesses, industry, or unions. 

Examples of partnerships in the pocket reader range from 

private companies such as General Motors contracting with 60 

community colleges nationwide to train dealer technicians, 

to a special one-time management training program for fifty

two New York county employees (Parnell and Yarrington, 

1982) . 

In an attempt to measure the results and 

accomplishments of these initiatives as well as collect some 

broad-based information regarding college/business 

partnerships, AACJC conducted surveys in 1984 and 1987. Day 

(1985) reported the results of the first survey conducted in 

1984 which explored partnership activities at 770 two-year 

colleges. The survey revealed two-thirds of the respondents 

had appointed business and industry coordinators, three-
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fourths offered employee training programs for large private 

sector employers, and one-third provided employee training 

programs for local labor unions. Additionally, three

quarters were found to offer training at the business site. 

The second survey, conducted in 1987, selected 72 

colleges based on their records of active college/business 

relations. The 34 colleges answering the industry/college 

partnership portion of the survey conveyed general 

information regarding the number of firms and employees 

served, the profile of the organizations served, and the 

funding sources. The survey did not represent a thorough 

research of two-year college/business partnerships but was 

an indicator of trends (Day and Rajasekhara, 1988). 

customized or contract Training 

Definitions and Characteristics. customized 

training, according to Blanchard (1990), is touted by 

individuals internal and external to postsecondary education 

as a major component in the future human resource 

development policies of the united states. Community 

college economic development literature discusses this 

common theme: Economic development is a process whereby a 

community, an area, or a region expands its productive 

capacity and improves its quality of life (Erekson, 1983). 

The literature offers several definitions for customized 



training. The most definitive definition suggests that 

customized training is, 

Training undertaken by a public institution for a 
particular employer, it can take many different 
forms, but it always involves a close working 
relationship with a specific employer-or, more 
rarely, a group of employers-and therefore 
constitutes a partnership with a specific purpose. 
It differs from conventional vocational education in 
preparing students for a specific employer rather 
than preparing them for the labor market in general, 
though the extent of "customization"-or content 
developed for the particular employer-varies 
considerably; customized training usually differs 
from other vocational programs in the particulars of 
duration, intensity, location, funding, and 
procedures for selecting students (Grubb and stern, 
1989, pp. 9-10). 

This definition focuses on the specificity of 

customized training in lieu of traditional vocational 

education programs which prepares students for an 

occupation. 
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customized training focuses on the human development 

aspect of economic development. The purpose of customized 

training is multifaceted, e.g., to retrain an experienced 

work force in new technology, to train new employees for a 

company, to upgrade employees from one occupational area to 

another, to update supervisors in management techniques, or 

to offer employees basic skills education. Overall, 

employers seek customized training programs for their 

employees to either update, retrain, or advance them in 

various occupations (Bragg and Jacobs, 1991). 



In 1985 Deegan and Drisko surveyed community 

colleges to determine their involvement in contract 
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training. Responses indicated that two-thirds of the 

respondents had established contract training by early 1983 

and three-fourths had developed a centralized organizational 

structure to manage requests. The majority of the 

centralized offices were continuing education or community 

services offices. 

The Illinois community College Board (ICCB, 1988) 

offers a definition more operational but demonstrating the 

breadth of customized training programs. 

customized training programs provide the business 
with exactly the kind of training the firm needs; 
whatever the subject matter, the college can design 
or broker a training program to fit the bill. The 
schedule and duration of the training are totally up 
to the business. Most customized training is 
conducted on site at the company's facilities, but 
training also can be conducted on campus or at any 
off-campus site. The instructors are specially 
chosen depending on the company's needs. Most 
frequently, instructors are expert practitioners 
from the field who can provide the actual 
experience. Such training is provided under 
contract to train new employees and upgrade skills 
of existing employees to maintain or increase 
profitability. In many cases, training is provided 
in order to assist with a plant location or 
expansion in Illinois. community colleges regularly 
assist businesses seeking training through various 
state programs as well as through the Job Training 
Partnership Act (JTPA) where the vast majority of 
the training is paid for by the company itself 
(p. 3). 



This definition spells out the logistics of the 

training as well as the contractual arrangement between 

college and customer. 
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Even though there are many commonalities among 

definitions and customized training programs, there are 

dissimilarities among colleges delivering these services. 

Young and Company (1986) concluded that business/education 

contractual arrangements in California community colleges 

varied from college to college and that unlike other states, 

many of the partnerships were with non-manufacturing-type 

businesses. Also, many of the courses offered companies 

were existing college courses, some modified and some not. 

The Office of Adult Learning Services of the College 

Board conducted a nationwide survey of contract training in 

1982 to better understand the process. certain patterns 

emerged, but arrangements varied between the educational 

institution providing the services and the recipients. The 

findings revealed that: 

1. Two-year colleges to research universities have been 

involved in contract training with major private 

corporations such as Monsanto Textiles Company to 

non-profit agencies such as the Girl Scouts, 

2. Basic skill subjects to high technology have been 

taught, 



3. Individual courses are more common than complete 

degree programs, 

4. Duration of classes vary from one day to three 

years, 
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5. Varied methods of instruction are utilized but real

life problems and how to solve them are predominant, 

6. Both college faculty and adjunct faculty instruct 

the classes, 

7. Class location is either at the college or at the 

place of business, 

8. Services ranging from tutoring to academic 

counseling and career-development seminars are 

offered, 

9. organizations have contributed services ranging from 

providing classrooms, time off from work and payment 

of tuition, 

10. Charges vary but normal tuition usually forms the 

basis with readjustments to reflect additional 

costs, 

11. certification has been granted through academic 

credit, degrees, occupational certification, 

continuing education units, or documentation of 

satisfactory performance, 
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12. Evaluation of courses has ranged from non-evaluation 

to numerous, varied methods by college, by 

organization, by student or all three. 

Advantages of customized Training. Grubb and stern 

(1989) discuss the advantages of customized training to 

vocational programs and institutions. Vocational education, 

particularly at the high school level, has been criticized 

because it is insulated from the labor market. customized 

training programs facilitate the liaison needed between 

educator and employer to ascertain changes in employment and 

changes in skills required on the job. A second advantage 

proposed by Grubb and stern is access to equipment to keep 

vocational education programs state of the art since a 

reduced amount of funds is available through federal and 

state sources. Third, customized training is an 

opportunity, if taken advantage of, to integrate specialized 

training with general education, another criticism of 

vocational education. While the student is receiving firm

specific training, general education courses can be taken on 

site or on campus. As Grubb and stern observe, it appears 

the training is normally too short and too focused on the 

firm's needs but the opportunity is present. Fourth, 

customized training may be "socially efficient" if there are 

economies of scale in training and small and medium size 

companies cannot afford to provide their own training except 
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at enormous per worker cost. The obvious benefit derived by 

firms is low cost training that enhances work force 

productivity. But it is unclear, according to Grubb and 

stern, whether customized training always creates economic 

benefits for a region and society. If the firm is funding 

the entire cost, then the advantage to the firm comes from 

the training economies of scale. But if the customized 

training is funded or partially funded by the public sector, 

then the firm benefits from having its training subsidized. 

If states subsidize company training but require matching 

funds, the state funds are leveraged and economic benefits 

accrue to the states (Bailey, 1990). 

Disadvantages of customized Training. Disadvantages 

derived from customized training occur if lower training 

costs entice companies from one region to another. Grubb 

and stern (1989) refer to this phenomenon as "smokestack

chasing" and discuss at length the futility of this economic 

development strategy from a national perspective. 

Smokestack chasing is a zero-sum game whereby one region 

expends energies and finances to lure companies from another 

region to relocate, thereby affording that region additional 

employment opportunities and, in general, greater wealth. 

Another disadvantage is cited in California community 

colleges where there is indication that customized training 

programs are drawing employment away from central cities to 



99 

suburban areas and aggravating minority employment (Grubb 

and stern, 1989). Affirmative action is also cited as a 

disadvantage of customized training (Grubb and stern, 1989) 

if a firm ignores the composition of the trainees when 

recruiting. customized training, by its nature, is normally 

occupation specific and narrow in scope. This "narrow 

vocationalism" has been criticized as not being in the long

run interests of employees and employers and also having a 

short-lived and illusory effect on economic development. 

For example, some critics suggest community college 

customized training programs may only be SUbstitutions for 

training that the firms would provide otherwise. Fadale and 

winter (1988) examined New York community college customized 

training programs and discovered that thirty-four of the 

firms would have provided the training themselves in the 

absence of utilizing the colleges, 45 percent would have 

purchased the training elsewhere, and 20 percent would not 

have provided the training. 

A further disadvantage is the problems and 

frustrations educators have encountered when conducting 

customized training (Powers, Powers, Betz, and Aslanian, 

1988). Administrators have concerns regarding who and how 

to manage the paperwork, who should instruct the course and 

standards for evaluation. Also, academia is concerned 
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regarding the narrowness of course offerings and the 

organization's emphasis on practicality in lieu of theory. 

Examples of Community College customized Training 

Programs. The community college customized training 

literature is predominantly descriptive in nature 

identifying programs throughout the country. But some 

states, and the community college customized training 

programs within those states, appear more frequently in the 

literature than others. Economic factors may be one reason, 

but it also seems certain states have been more progressive 

or aggressive in utilizing their community college systems 

to assist the state economy. For example, the economy in 

the Midwest has heavily relied on "smokestack" industries, 

automobile and steel among others, which suffered great 

setbacks in the 1980s from global competition and slowness 

to adapt to new technology. Many of these states saw two

year colleges as a way to retrain laid-off workers and 

attract new plants. Two-year colleges in these states were 

also experiencing shrinking resources and were receptive to 

the industrial training opportunities (Bragg and Jacobs, 

1991). In 1980-1981 approximately 2500 employers paid for 

30,000 employees to take job improvement classes in Michigan 

community colleges (Packwood, 1982). From 1984-1987 the 

number of students enrolled in traditional vocational 

education programs in Michigan community colleges decreased 
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by 8 percent while a survey indicated that customized 

training enrollment had increased by 56 percent (Jacobs and 

Koehler, 1987). According to Delta College (1984), much of 

this training has focused on retraining workers in 

microcomputers, word processing, telecommunications and 

statistical process control. 

Another Midwestern state that has employed its 

community colleges to deliver customized training to 

business and industry is Ohio. Ohio's North Central 

Technical College provides computer literacy courses to 

local businesses and college personnel (Groff, 1982). Groff 

purports that community and technical colleges need to take 

a leading role in the transition to new technology. He 

further discusses the role of strategic planning and a human 

resource model, by North Central Technical College and the 

Ohio Technology Transfer Organization, to provide small 

businesses with training. 

A Theoretical study of the Role of customized 

Training in Economic Development. In the plethora of 

literature describing partnerships with private and public 

organizations, networks with states, and the prescriptive 

"how to" literature, the work of Grubb and stern (1989) 

stands out as one of the few theoretical studies of the role 

vocational education and customized training play in 

economic development. 
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Using a macroeconomics model, Grubb and stern 

examine the effects of vocational education and customized 

training on economic development and suggest sectors of 

industry and types of training that most effectively lead to 

economic growth. conventional macroeconomic theory purports 

that demand decreases as price increases and supply 

increases as price increases. When supply and demand 

intersect, the price level and economic activity are in 

equilibrium. Economic growth is measured by increases in 

GNP and economic development strategies are those that 

encourage GNP growth. GNP will increase when either the 

supply or demand curve shift outward. Different policies 

can instill a shift in either the demand or ~upply line 

which will increase GNP which, again, is a measure of 

economic growth. 

Demand-side economists anticipate increases in GNP 

from policies that increase government spending or reduce 

taxes, increase exports and decrease imports or, lower 

interest rates to spur investment and spending. Of these 

policies increasing exports and decreasing imports will 

increase employment in the region and reduce the amount of 

money and purchasing power sent abroad without raising 

taxes. This model predicts, according to Grubb and stern, 

that economic development goals are served when educational 

policies help reduce the costs of producing goods that are 
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exported or goods that are sUbstitutions for imported goods. 

Accordingly, if the goals of vocational education and 

customized training are to enhance economic development, 

then companies should be targeted that are producing for 

export or producing sUbstitutions for imports. other 

sectors, retail and wholesale, that are producing for local 

consumption do not increase aggregate demand and should not 

be targeted. Grubb and stern admit that this would not only 

be politically difficult to implement but practically 

challenging as well given the difficulty in identifying 

those sectors to serve. Since many vocational education 

programs prepare students for occupations that apply across 

many industries, such as business administration, it would 

also be difficult to educationally focus only on reducing 

production costs on exported products. Even with these 

constraints the model is valuable in that it points out that 

all vocational education and customized training programs 

developed in the name of economic development do not serve 

that purpose. The model also suggests that specific 

criteria should be identified when resources are allocated 

to customized training in the name of economic development. 

The model also suggests supply-side policies that 

can shift the supply curve outward have the same effect of 

increasing GNP. Most educational policies are supply-side 

economics. These policies are based on a human capital 
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theory that education and training create a more productive 

work force that produces more goods at a reduced cost. The 

model suggests that the GNP will increase but with lower 

prices, thus the beauty of supply-side economics, growth 

without inflation. 

The macroeconomic model suggests that vocational 

education and customized training can strengthen economic 

development when it (1) increases exports and decreases 

imports, and (2) trains a more productive work force. The 

model also encourages coordination between education and 

training programs and efforts to increase exports to 

effectuate a simultaneous move in the supply and demand 

curve, counter balancing the negative effects of increased 

demand (inflation) and supply (unemployment). 

Grubb and stern utilize the macroeconomic model to 

answer the question, "When will education in general, and 

vocational education and customized training in particular, 

increase the supply of goods and services that can be 

produced with a given labor force?" The model predicts that 

education will create employment for those previously 

unemployable, increase the earnings of educated individuals, 

increase the productivity and earnings of other workers, and 

increase the profits of firms. These results will come from 

a demand for those occupations with good economic returns; 

if the market becomes saturated then the prices or salaries 
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will fall and fewer students will enter those careers and 

the excess supply will be eliminated. Training that does 

not lead to higher productivity will not earn high returns 

and those programs will be eliminated because students will 

"vote with their feet." 

Grubb and stern (1989) also discuss flaws in this 

model. First, students may be poorly informed about the 

labor market and vocational education programs may be 

available for declining occupations. They state, "It is 

important to assure that what is taught in school is 

consistent with the labor market demand" (po 20). The model 

states that vocational education should increase the supply 

and employment of skilled labor who will make more money and 

produce more goods. But what about the previously trained 

workers that may receive a decrease in wages because of the 

newly skilled, or newly trained that do not find employment, 

or newly trained workers that displace others with less 

training? A larger flaw, according to Grubb and stern, is 

that the macroeconomic model says nothing about the demand 

for an educated labor force. The biggest "if" is whether 

employers are "insensitive to wages paid," meaning that 

employers are unwilling to hire when more skilled labor is 

in supply, which benefits employers but not economic 

development. If the opposite occurs, employers are 
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"sensitive to wages," then employers hire more when there is 

an increase in supply, which enhances economic development. 

Grubb and stern (1989) propose from this discussion 

that "vocational education and customized training is most 

effective in increasing the wages of students and increasing 

employment in a specific occupation when employers are 

willing to increase their employment without decreasing 

wages" (p. 21). They believe that retraining may be a 

better strategy for economic development because workers 

already are versed in work ethics and habits and if 

displaced workers are retrained in areas in which there is 

some transfer of skills, then the costs of training are 

reduced and there are some real economies of training. 

From an macroeconomic analysis it appears that the 

effects of customized training on the employment and wages 

of trainees is dependent upon on whether demand is sensitive 

to wages or not. Grubb and stern (1989) suggest that if 

training is firm-specific, the demand will be less sensitive 

to wages because the trainee has few skills that transfer to 

other positions. The corollary is that demand is more 

sensitive to wages when training is less specific and has 

more transfer value which allows trainees to be utilized in 

more than one narrowly-defined position. customized 

training is normally in the form of narrow, firm-specific 

training and is, according to this model, the least 



effective way of increasing employment or which increases 

employment only by substantially reducing wages. 
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Funding for customized training. Funding for 

customized training is derived from several sources, e.g., 

regular funds generated from enrollment, federal funds 

including the Carl Perkins Act and the Job Training 

Partnership Act (JTPA), and specific state job training 

programs funded by state monies. All are forms of public 

subsidization of private firms. Colorado is an example of a 

state that forbids state educational funds to be used for 

customized training. Some customized training operates with 

sUbstantial subsidies from firms or donations of equipment, 

materials, instructors, and rooms from firms (Grubb and 

stern, 1989). 

Funding of customized training programs is a public 

policy problem since the firm derives many of the benefits. 

It is suggested that if the training is firm-specific the 

firm should pay the costs since they derive the majority of 

the benefits (Grubb and Stern, 1989) and that individuals 

and government should pay only for general training. 

However as Grubb and stern (1989) comment, "Because there 

have been strong political constituencies for economic 

development, and because of the growing notion that firms 

should be the primary 'clients' of vocational education, 

there may be strong pressures for public subsidy of firm-



specific training even when this may not be in the public 

interest" (p. 37). 
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The remainder of the review of literature will touch 

on the various roles and important national issues in which 

community colleges have been involved under the rubric 

"economic development. 1I 

cooperative Education 

Cooperative education is another form of education/ 

business partnership that commenced in the 1940s in 

conjunction with vocational education programs. Cooperative 

education is designed to combine classroom learning with 

practical, paid, on-the-job work experience in a student's 

field of study (Rheams and Saint, 1991). Community colleges 

provide 44 percent of all cooperative education programs 

(Wilson, 1988), twice as many as existed in the early 1970s. 

As an alternative method of education, cooperative 

education provides students practical ways to process 

information and function in life, organizations, and society 

(Rheams and Saint, 1991). With an increasingly 

heterogeneous work force wherein 85 percent of all new jobs 

are predicted to be held by women, minorities, and 

immigrants by the year 2000 (Johnston, 1987), employers and 

colleges alike need new strategies for recruiting and 

training skilled technicians. Cooperative education 

programs offer students an opportunity to be trained on the 
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latest technology as well as gain valuable job experience, 

and companies an opportunity to invest in long-term human 

resource development as an hedge against future work force 

shortages. By bringing together potentially skilled 

employees for companies and potential job opportunities for 

students, cooperative education programs enhance economic 

development. 

Small Business Development centers 

Small businesses have been described as the backbone 

of America's capitalistic system, and entrepreneurship the 

American dream. Eight studies between 1969 and 1980 were 

compared by Walton (1983) and revealed that the "share of 

net new jobs created by small business (defined as having 

fewer than 100 employees) appeared to be around 80 percent." 

The united states Small Business Administration (1988) said 

there were 522,247 new incorporations between January and 

September 1988. It is argued that colleges should not 

ignore the economic impact of small businesses (Powers, 

Powers, Betz, and Aslanian, 1988). Yet, many communities 

are concentrating on strategies that emphasis "smokestack" 

chasing or enticing large companies to move from one state 

to another (Grubb and Stern, 1989). 

One method to address this sector is through Small 

Business Development centers (SBDCs) which were originated 

by Congress under P.L. 86-302 in 1980, as amended by P.L. 
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98-395 in 1984 (Carmichael, 1991). These SBDC's, whose 

purpose it is to assist both those already in business and 

those desiring to start a small business, are funded through 

a combination of federal government and public and private 

organizations and agencies at the state level. Consulting, 

seminars, and referral services are available through SBDC's 

in over 114 community colleges (Carmichael, 1991). 

Lane Community College in Eugene, Oregon, was a 

pilot SBDC program that led to Oregon community colleges 

being given the responsibility of delivering educational 

services statewide to small businesses. Lane coordinates 

the SBDCs and offers technical assistance across the state. 

Their center, in one year, helped create 218 new businesses, 

an additional 150 firms expanded their sales, and 300 

companies developed marketing plans and promotional 

strategies for the first time (Melville and Chmura, 1991). 

Diversity of the Work Force or changing Demographics 

The increase in special populations has been of 

great concern over the last decade, especially in relation 

to supplying our nation with a skilled, competent work force 

to successfully compete in a global market. Work force 

2000, published by the Hudson Institute, repeatedly warned 

that only 40 million new workers will enter the work force 

between now and the year 2000 and that the majority of these 
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new entrants will be women, minorities, and immigrants, many 

without the skills demanded by the jobs (AACJC, 1990). 

Community colleges have the primary responsibility 

in assimilating these special populations into society. The 

National Council for occupational Education (NCOE) developed 

a national human resource task force in 1987 to "explore and 

propose creative ideas for better utilizing the resources of 

two-year colleges to address the challenge of human resource 

productivity" (AACJC, 1990, p. iii). The results of the 

task force are reported in two reports: the first describes 

ways two-year colleges can improve human resource 

productivity; the second report recommends public policy 

supporting the role of two-year colleges. Both reports 

emphasize training and recruiting minorities and immigrants 

as an important human resource strategy in the future. 

Federal and state funds, in the form of incentives, 

have been awarded colleges and universities to develop 

educational programs targeting these special populations. 

Such programs have been described in the literature as 

economic development strategies or ways to increase the 

productivity of companies and potential earning power of 

individuals that otherwise may be unemployable and a welfare 

burden to society. 
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community College Programs to Enhance Exporting 

Increasing exports and decreasing imports has been 

the theme of federal and state departments of commerce for 

years. These groups have sponsored workshops and seminars 

on the "how to's" of exporting as· well as sponsored numerous 

international industrial trade shows, many in conjunction 

with local community colleges. The ability of firms to 

compete internationally in order to grow, increase sales and 

profits, and ultimately create more jobs is vital to our 

economy. 

since 1981 "over two and one-half million jobs have 

been lost to foreign competition. One out of eight u.s. 

jobs in manufacturing is tied to exports and one-third of 

u.s. corporate profits are derived from international 

business activities" (Kline, 1984, p. 82). In 1987 the 

National Governors' Association proclaimed that the "key to 

prosperity is the global view" and published a report that 

"emphasized steps necessary to improve America's competitive 

economic position" (Gleazer, 1989, p. 139). 

The Higher Education Act of 1965, Title VI, 

encourages higher education institutions to introduce 

international business concepts and courses into its 

curriculum, to educate faculty, administrators, and students 

on the merits and importance of exporting, and to help small 

and medium size businesses learn and become involved in 
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exporting. Grubb and stern (1989), discussed earlier, 

encourage community colleges interested in developing 

vocational education and firm-specific customized training 

programs, in the name of economic development, to target 

companies exporting or producing products that are 

sUbstitutions for imports because only those companies, 

according to a macroeconomic model, increase the overall 

wealth of the nation. Gell and Crupi (1991) discuss various 

roles for community colleges in this effort. One is to 

serve as a catalyst to form a network of executives involved 

and interested in international business who wish to share 

information with each other and others. Some community 

colleges have formed monthly roundtable discussions for this 

purpose. Another role performed by community colleges is to 

provide practical training about day-to-day export 

operations. Some of these may be in conjunction with 

federal or state departments of commerce. As an example, 

Maryland has an extensive international program. In 1986 it 

appropriated $1.4 million for international activities and 

hired 18 full time people to implement the programs. 

Kentucky, Washington, and Oregon are other states making 

commitments to international marketing and utilizing their 

community colleges in the process. 
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Business Incubators and Transfer Technology centers 

Business incubators and transfer technology centers 

are included in the literature examining economic 

development and community colleges. Business incubators are 

facilities where shared services and business and management 

assistance are provided for tenant companies, usually in 

exchange for rent, a percentage of sales or royalties, or 

equity in the company. The incubators are normally owned 

and operated by a joint publicI private organization 

(Weinberg and Burnier, 1991). 

Technology transfer is normally associated with 

research universities but community colleges, primarily in 

the Midwest which relies heavily on manufacturing, have 

developed centers that focus on training faculty, students 

and employees on new technology. An example is Ohio's eight 

Edison Technology centers located at community colleges 

throughout the state. The centers had high technology 

equipment such as robotics, computer-integrated 

manufacturing, and microelectronics donated by 

manufacturers, in exchange for "indirect" marketing. The 

centers train faculty who train traditional students and 

company employees on the latest technology (Melville and 

Chmura, 1991). Technology transfer centers and business 

incubators are not as prevalent in the literature and may 



merely be gloried versions of occupational and industrial 

training and small business centers. 

Summary 
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The literature review extensively covers the 

historical path of vocational education and the brief 

history of business partnerships. Vocational education was 

founded on the premise that education should be "in the 

service of the country and its economy" and should be 

utilitarian in nature. This philosophy was a dramatic 

change from the traditional classics taught in the 

nineteenth century. Education and training developed for 

the purpose of supporting economic development stem from 

that commitment and ideology. An understanding of the 

vocational cultural heritage helps analyze the role of 

community colleges in economic development. 
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CHAPTER 3 

METHODS 

The review of the literature revealed descriptions 

of two-year college economic development activities and 

exemplary programs, but no examinations of different 

interpretations of the term "economic development" nor of 

the types of college programs that are interpreted as 

embodying economic development concepts. In addition, 

little has been researched about the development and design 

of economic development programs within institutions and 

factors contributing to that process. This study was 

designed to render an enriched version of how economic 

development was perceived by two-year college faculty and 

administrators and by members of other groups in contact 

with, but external to, the college. Additionally, the aim 

of the study was to develop a better understanding of how 

the political and structural properties of the college's 

organization can have a positive or negative influence to 

the development of economic development programs. 

The research questions for this study are: 

1. What varied meanings have community college faculty 

and administrators constructed for the term 

"economic development?" 



2. What types of community college programs are 

perceived as embodying economic development 

concepts? 

3. How is economic development organized within the 

community college district? 
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4. Are community college economic development programs 

influenced by groups external to the college? 

5. Who are the economic development decision-makers and 

what is the decision making process? 

6. What is the role of full-time faculty in economic 

development programs? 

These questions required the analysis of economic 

development programs at both the district and college level. 

For this reason a multiple case study of a large, 

metropolitan community college district was selected in 

order to exam different colleges with different environments 

but within one centralized district. Documents were 

collected from and interviews conducted at each of nine 

community colleges and the district office; the skill center 

and a community college center were excluded in the data 

collection. 

The nature of the questions suggested that 

qualitative research would better unveil situations and 

motivations that could suggest answers and conclusions. In

depth interviews gathered individual perceptions regarding 
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economic development as well as interpretations of the 

internal and external influences that affected the 

development of economic development programs. In-depth 

interviews also allowed the interviewer to probe for reasons 

behind surface explanations. It permitted the interviewee 

to expand upon a answer, to pause and think through an 

answer, and to verbally conceptualize his or her 

interpretation of the event or situation. The in-depth 

interview also allowed a better understanding of the 

attitudes and motivations underpinning behavior. The 

interview procedures are described later in this chapter. 

A community college district in the state of Arizona 

was selected for this study. Arizona community colleges 

have a commitment to work with business and government in 

attracting new companies to the state, and to help existing 

businesses become more productive. Arizona legislation has 

mandated that community colleges participate in economic 

development (Boyd-Beauman & Piland, 1983). The Arizona 

state community College Board has also stated that community 

colleges should and do emphasize economic development. 

In 1983 Arizona was selected as part of a study that 

determined the magnitude of economic development programs at 

two-year colleges. The study ranked Arizona the seventh 

most popular state for companies to relocate, in part 

because of the response of community colleges to training 
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requests (Boyd-Beauman and Piland, 1983). The community 

college district selected for the study has been nationally 

acknowledged for its involvement with business and industry, 

recognizes economic development in its district mission 

statement, and conducts a large number of economic 

development activities. 

The Arizona community college system is comprised of 

15 colleges and 27 campuses that register 43 percent of 

Arizona's full-time postsecondary students. Over 250 

occupational programs have been developed in response to 

local employment and training needs. Each of these 

occupational programs is required to have an occupational 

advisory committee to insure that course and program content 

include state-of-the-art skills and technology. 

companies interested in relocating to Arizona can be 

assisted by community colleges, which will recruit and 

screen personnel, as well as develop and deliver customized 

training. The state Department of Education, at one time, 

offered 50/50 matching grants (maximum $20,000) to 

businesses and community colleges to cover training costs 

associated with and as an incentive for relocation. In 

addition, advanced technical training is offered through 

Arizona community colleges to individuals who need 

retraining. One example is the Automotive Technician 

Seminars for master mechanics offered in cooperation with 
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General Motors, Ford Motor Company, Independent Automotive 

Service Association, the Service station Dealers of Arizona, 

and the Automotive Service Council. 

The site of the study is a large, multi-college 

district located in a metropolitan area. For purposes of 

anonymity, the college district will be referred to as 

Southwest community College District. Southwest Community 

College District is one of the largest multi-college 

community college districts in the country with nine 

community colleges, one community college center, a skill 

center and a district office. District enrollment has 

currently peaked at 94,000 credit students and approximately 

25,000 non-credit students each semester (1991-92). 

Southwest community College District was selected 

for its nationally publicized economic development programs 

and for its reputation for responding to the training needs 

of local and regional businesses. The district has 

developed customized training for more than 150,000 

employees for 700 business and government employers over the 

last five years. 

The district has one of the largest community 

college enrollments in the country, and its student 

demographics are similar to other community colleges in the 

united states. The district student profile demonstrates 

that 80 percent of the students are employed, 50 percent 
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hold full-time jobs. The average student age is 30, with 

6,000 students over the age of 50. Fifty-five percent of 

the students are women and one-third of all graduating high 

school students go on to a district college. The district 

offers occupational and academic, credit and non-credit, 

courses and programs. This range of course offering is also 

similar to other community colleges around the country. 

Southwest District offered a unique opportunity to 

observe how nine individually self-governed community 

colleges have interpreted their role in the districtwide 

obligation to develop economic development. Further, this 

was an opportunity to observe how a large, multi-college 

district responds, organizes, and coordinates industrial 

training requests across a multi-college institution. 

To commence, a visit was made to the district office 

to discuss and request permission to conduct the study with 

the Director of Economic Development and Occupational 

Education. The director was cordial but apprehensive 

regarding the request. The day prior to the visit the state 

Legislature denied a request for training and recruitment 

funds for economic development. The denial was after a year 

long lobbying effort by numerous educators and business 

representatives. The director was concerned about the types 

of questions that would be asked and about who would be 

interviewed. After explaining the nature of the study the 
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director was comfortable that no animosity would be created 

that would jeopardize future requests to the Legislature. 

The director was helpful in creating a preliminary 

interviewee list and offered the following documents: the 

occupational Education Master Plan from 1981-1986, a 

district organizational chart, promotional material, 

newsletters, state statutes tying community colleges to 

economic development, a district mission statement, and an 

example of a training contract. 

Data Gathering 

Initial analysis of these documents focused on how 

the district's role and organization in economic 

development, as well as the colleges' involvement, were 

described. District level offices that emerged from this 

analysis, as apparently important in economic development, 

were Corporate services, the Office of Occupational 

Education and Economic Development, and the Small Business 

Development Center. Promotional material, contracts and 

other information describing the role of these offices were 

then collected and analyzed. 

The next stage entailed visiting and collecting 

documents from each of the nine colleges. These documents 

included a catalog, organizational chart, college mission 

statement, enrollment figures for credit and non-credit 

courses, promotional material, student newspapers, fliers, 



other campus publications, and information regarding the 

part of the college responsible for responding to the 

training needs of local businesses. An analysis of this 

information helped produce a format for the interview 

questions (see Appendix) and identify the formal 

organization and mission of each college. 
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The influence of institutions and organizations 

external to the college district was important in 

understanding the process by which economic development 

programs developed within the district. The Arizona 

Community College Board provided statewide economic 

development studies and summaries of local and regional 

reports. The Arizona Department of Commerce provided 

promotional material and information on the Arizona Business 

Connection, a referral resource to help businesses succeed. 

Annual reports, newsletters and promotional information were 

also collected and analyzed from the Metro Chamber of 

Commerce, Greater Southwest Economic Development Council, 

Valley Forward Association, Arizona Association for 

Industrial Development, and Arizona Small Business 

Development Centers. Industrial Training Service grant 

agreements plus other pertinent information from the Arizona 

Department of Education were collected and analyzed. 
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Interviews 

After the preliminary visit with the district 

Director of Economic Development and Occupational Education, 

a tentative interviewee list was compiled of both district 

and college personnel. District personnel clearly involved 

with economic development were interviewed first to obtain 

their interpretation of the district's role and the 

colleges' role in economic development endeavors. 

The district has nine community colleges and no two 

are identical. Even though some of the colleges have 

similar missions, each evolved in a different physical and 

demographic environment and each has its own unique 

characteristics and mission and serve a separate clientele. 

In order to discern a range of differences and protect the 

credibility of the study, individuals occupying similar 

positions at different colleges were interviewed. Both 

faculty and administrators were interviewed. Some potential 

college interviewees were suggested by district personnel 

and others were selected because of their position or 

discipline within a college. Fifteen faculty, from both 

occupational and academic disciplines were interviewed; one 

or two faculty were interviewed from each of the nine 

colleges. The occupational faculty included computer 

science, automotive technology, electronics/engineering, and 

business and marketing; the academic areas included writing, 
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philosophy, math, reading, and history. Such programs and 

disciplines are common at most metropolitan community 

colleges, but some of the occupational programs were 

selected in this study because of their national reputation. 

Also, these programs and disciplines represent a broad 

cross-section of faculty in the district, to control for 

different values and attitudes and cultural differences that 

might exist among disciplines. 

In addition to faculty, twenty-four administrators 

were interviewed, e.g., district economic development 

personnel, college deans of occupational education and deans 

of instruction, college presidents, and directors of non

credit business institutes were interviewed. As with the 

faculty, some of the administrators were recommended and 

some were added to the interviewee list as it became 

apparent they could offer valuable information. The 

administrators were also selected from different colleges in 

order to have a range of responses. 

Five individuals from organizations external to the 

college were interviewed to investigate external influence 

in district and college economic development program 

decisions. Representatives were chosen from customers, 

community groups, and state agencies that utilize the 

college district as a personal resource or community 

resource. A list of appropriate persons to interview at 
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these organizations (identified above) was developed during 

the document analysis and from interviewing district and 

college personnel. 

The last individuals interviewed were district level 

personnel not immediately involved with economic 

development, but certainly important from a leadership 

perspective. These persons included the chancellor, vice 

chancellor, and a member of the board of governors. 

All forty-four interviews took place at the 

interviewee's place of work and were approximately one to 

one and half hours in duration. The interviews were 

formally structured to ensure that all questions were 

similarly worded and asked. Interviews were tape recorded, 

with permission of the interviewee, and transcribed 

verbatim. Even though the confidentiality of interviewee 

was guaranteed, in some of the interviews the tape recorder 

was stopped at the interviewee request and notes made of the 

comments. 

The interview questions were derived from the 

framework and research questions. Two interview protocols 

were designed, one for district and college personnel and 

the other for individuals external to the college district. 

The protocols were designed (see Appendix) to elicit a free 

flow of information from the interviewees. The district and 

college interviews opened with a "grand-tour" question that 
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established the interviewee's background, their relationship 

currently or previously to economic development programs, 

and their current role with the district and past positions. 

The middle of the interview focused on the interviewee's 

perception regarding the term "economic development" and 

what the district's and colleges' roles were and should be. 

Also probed were processes involved in initiating, 

developing, and implementing economic development programs, 

and external organizations and agencies that have influenced 

decisions regarding economic development programs. 

Interviews with individuals external to the college also 

opened with a "grand-tour" question that requested 

information about their backgrounds, about the organization 

and their position with the organization. The remainder of 

the questions focused on the interviewee's definition of 

economic development and the role the district and colleges 

have played in the economic development of the community. 

Analysis of Data 

The documents and interviews were analyzed by 

seeking themes consistent with the frameworks. Words, 

phrases, and concepts that reflected key concepts, and that 

were at the "heart" of the utterances, were identified. 

Those utterances were highlighted and separated into various 

parts of the frameworks they illustrate. The remainder of 

the utterances were scrutinized for themes that were not 
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explained by the frameworks but appeared meaningful to 

individuals interviewed. As an example, the following 

phrases are from a Dean of instruction's definition of 

economic development: "looking at the community," "training 

employees for business," " providing resources to assist in 

recruiting people to the state." These utterances were 

sorted according to the categories described in AASCU's 

national survey of economic development roles at public 

universities. The phrase "training employees for business" 

was cataloged as human resource development. The phrase 

"provide resources to assist in recruiting people to the 

state" fit in the category of new business development. The 

phrase "looking at the community" does not have a category 

according to the framework, but is a repetitive theme that 

will be categorized with other novel themes. 

Each interview was analyzed by searching and coding 

the language that epitomized the themes reflected in the 

frameworks. Described here are the words, phrases, 

concepts, and inferences that were used to identify the 

themes. 

"Human resource development" themes were depicted by 

words and expressions that referred to educational programs 

that trained and educated individuals. Words and phrases 

such as training, educating, retraining, job improvement for 

unemployed and underemployed were marked as representing 
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human resource development themes. Language that discussed 

student/trainees gaining skills to be more productive, 

increased productivity through technical or occupational 

programs, short-term training, and transfer programs 

indicated human resource development themes. Any comment 

implying individuals were bettering their knowledge or 

skills, whether remedial or job specific, credit or non

credit, were noted. 

Small business centers and incubators, outreach 

programs to businesses to help them improve their technical 

or management skills, faculty consulting public and private 

organizations, and seminars and workshops designed to 

improve the productivity of small and large organizations 

were coded as "technical assistance." Courses, programs, or 

separate organizational entities within a college or the 

district that had the goal of improving the management or 

technical capability of an organization were also classified 

as "technical assistance." These seminars, workshops, 

courses, or programs could be offered for credit or non

credit. 

Themes indicating support for the "development of 

new businesses" employed such words and phrases as 

attraction and recruitment, getting new businesses and 

industries to relocate, committees and district employees 

traveling to other states to sell Arizona and Southwest 
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city. Language discussing Southwest community College 

district and education as a resource when enticing new 

companies and employers into the state were categorized as 

"new business development." 

The first part of Baldridge's political framework 

examines the social context of the organization, e.g., 

existing bureaucracy, internal competition, professional 

authority versus bureaucratic authority, pluralistic goals, 

and external influences. 

Themes depicting "bureaucracy" were identified by 

such utterances and phrases as committee, task force, 

organizational chart, centralized and decentralized, policy, 

and rules. Formal processes for curriculum development or 

the design of a new program, and reference to paperwork, 

were marked as bureaucratic. Reference to coordination, 

monitoring, managing, and a need for a hierarchy were also 

labeled as bureaucratic. 

Internal competition among colleges, divisions, 

departments, or the district and the college, were coded 

when language such as conflict, unfairness, competition, and 

anger was utilized. Comments like "we don't get our fair 

share" or "the faculty were very angry" were indication of 

internal competition. Any discord regarding goals or 

resources for occupational education versus academic 

programs or the district's role versus the colleges' role in 



conducting training was also classified as internal 

competition. 
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Themes illustrating professional authority as 

running parallel to bureaucratic authority, addressed the 

role of full-time faculty and the types of decisions faculty 

made. Specifically, language conveying faculty's 

involvement or lack of involvement in teaching or developing 

special courses or customized training programs indicated 

the degree of professional interest in economic development 

type programs. Reference to faculty's responsibility for 

developing curriculum and programs was identified as 

professional authority. Faculty involvement and interest in 

decisions other than curriculum were also noted. Themes 

describing bureaucratic authority were coded as bureaucratic 

themes, e.g., chairperson's responsibility, the dean's job, 

chancellor initiated idea. 

"External influences" were indicated by references 

to national reports, federal grants, and state legislation 

that influenced or compelled the district or its colleges to 

create an economic development-type course or program. Any 

mention of individuals in businesses or industries, on a 

committee or in an organized group, requesting or inducing a 

college or the district to establish economic development 

programs was coded as external influence. District and 
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college positions responsible for contacting and cultivating 

individuals outside the district were noted when evidenced. 

The second part of Baldridge's political framework 

discusses how individuals and groups within the organization 

articulate and persuade the formal decision makers of their 

special interests and goals, and how the formal organization 

responds. Bureaucratic decision makers were evident at both 

the district and college level. Titles such as chancellor, 

vice-chancellor, president, dean of instruction, dean of 

occupational education, director all indicated bureaucratic 

authority. Language such as faculty association, a dean of 

instruction or dean of occupational education council, and a 

faculty curriculum council were coded as suggesting group 

decision making activity. Reference to decisions made by 

these groups or other less formal groups was cited as 

partisan groups. 

Words such as accept, trust, and confidence used in 

reference to the administration implied that faculty or 

others within the college probably had no reason to oppose 

decisions made by the authorities and possibly found those 

decisions acceptable. Phrases like "we went to the media," 

or "we went to the legislature" suggested coercive force by 

a group. Reference to full-time faculty as responsible for 

determining course and program content indicated reliance on 

expertise or professional authority. 
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The third part of Baldridge's political framework 

examines the decision making process. Subjects that 

suggested any decision making activity at either the 

district or college level were identified. Phrases like 

"the chancellor or the deans make those decisions" indicated 

the locus of decision making authority. Instances were 

noted when certain topics suggested linkage to certain 

positions. A rationalized decision making process was 

characterized with language such as formal or structured or 

when reference was made to the district curriculum 

committee, discipline committee, or themes with content 

similar to "the process is carefully spelled out in 

manuals." A less formal or even political decision making 

process was suggested when terms or phrases such as 

compromise, negotiation, think tanks, or faculty input were 

utilized. 
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CHAPTER 4 

ANALYSIS OF DATA 

Southwest Community college District is a multi

college district that emerged in the spring of 1920 when its 

first college, Pueblo community College, opened with 15 

students. Typical of community colleges in these early 

days, Pueblo Community College was called a junior college 

and was governed by the local high school district for more 

than forty years. Pueblo Community College was located in 

the central part of town and offered thousands of 

individuals an "alternative" to other forms of postsecondary 

education. 

After World War II, returning servicemen created an 

increased demand for a college education. The Veteran's 

Bill provided the financial means and community colleges the 

physical means for thousands of veterans to assimilate back 

into society. Pueblo Community College added classrooms and 

expanded its curriculum to include occupational programs in 

addition to liberal arts and transfer courses. 

The increased demand for two-year colleges prompted 

the Arizona Legislature to pass legislation in 1960 that 

established county-wide community college districts. On 

July 1, 1963, the governance of Pueblo Community College was 
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transferred from the local high school district to an 

independent and separate Southwest Community College 

District governing board. The district has grown 

significantly since that time. By 1991-92 Southwest 

Community College District had expanded to nine colleges and 

one center enrolling 94,257 students; 80 percent were part

time, 55 percent were female, and 57 percent were between 

the ages of 20 and 39. 

Southwest community College District serves 

residents in a county which spans 9,226 square miles. The 

formidable task of serving such a large area has been 

compounded by a county population explosion which virtually 

tripled the number of residents from 663,000 to two million 

during the last two decades. As the population of the 

county changed, so did the economic base, moving from 

agriculture and mining to high technology, tourism, and 

service industries. 

In the 1960s Southwest's governing board created 

three new colleges to serve the community's rapidly 

expanding and sprawling population: Mountain Community 

College in the southeast, Gila Community College on the 

northwest, and willow community College in the south central 

part of the city. In 1970 Sahuara community College was 

opened to provide training and education to the burgeoning 

community in the east. Cholla Community College also 
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commenced in 1970 to primarily serve the business community 

and other "unserved and underserved" community members. 

Desert Community College commenced in 1978 t~ provide higher 

education opportunities to minority and low-income 

population in the southern part of the county, and Verde 

community College followed in 1987 to serve the growing 

north side. The ninth college, Cactus community college, 

located on the far south side, was accredited in 1990-91. 

Each new college served a designated geographic area and was 

designed to fit its service area's unique environment. 

Pueblo community college History and Description 

Pueblo community College, the first college in the 

district and the oldest community college in the state, 

opened with 15 students in 1920 and has since grown to 

15,000 students. The college was built in 1939 and is 

located on 52 acres in the heart of the city. As the first 

college in the district, Pueblo Community College is 

described as the "grand old lady" or the "flagship college." 

Pueblo community College is primarily a liberal arts 

college but has a prestigious reputation for its "clean 

hands" occupational programs. The occupational programs 

include health related and business programs, such as 

paradental technician and court reporting, which are 

offered only at Pueblo Community College. The college 

mission statement reflects the traditional character of 
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Pueblo Community College, emphasizing developmental, 

academic, occupational, and personal enrichment goals. The 

mission statement includes serving community needs but does 

not single out business or industrial training. According 

to Pueblo Community college's faculty and administrators, 

the college is well recognized throughout the city because 

its history is rich with graduates in the forefront of 

county and city politics. 

The demographics of Pueblo Community College's six

mile radius service area have changed dramatically over the 

last few years. As suburban communities have emerged and 

the population has migrated outward, the inner city has 

become the only affordable housing for many immigrants. The 

college has developed many outreach programs to serve 

different populations. As an example, Pueblo Community 

College has a strong focus on ESL programs in Spanish, 

Russian, and Eastern European languages. 

Mountain community college History and Description 

Mountain Community College is the largest college in 

the district with over 400 full-time faculty and 20,000 

students enrolled for credit courses during the spring 1992 

school year. Mountain Community College began in 1963, as 

an extension of Pueblo community College, with 330 students 

and 11 instructors. In 1965 the governing board officially 

created Mountain Community College to serve the growing east 
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side. A 160-acre parcel was purchased, and classes began at 

the new site in 1966 with a total of 253 students. 

Mountain Community College's mission and purpose 

statement reflects the all-encompassing nature of the 

college. The college is described by faculty as 

conservative and innovative, with over 40 percent of the 

students transferring to four-year institutions. Alongside 

the academic programs are numerous occupational programs 

ranging from agriculture to business to electromechanical 

automation technology. One faculty member described the 

college as "a large family" with many staff completing 

associate degrees over the years. An administrator 

commented that almost everyone in the community has taken at 

least one course at Mountain community college and that when 

he attends community meetings the college is highly regarded 

and thought of in terms of "excellent teaching." 

The college recently established a center to work 

with the college's growing Native American Indian population 

as well as a reentry center for adults who are returning to 

college. Mountain Community College has taken a leadership 

role in a community education think tank, a consortium of 16 

educational institutions spanning different levels of 

education. The think tank has, among other accomplishments, 

formed a tech prep consortium which ties high school 



vocational and academic courses with college occupational 

programs. 
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The Mountain community College Business and Industry 

Institute, a "stand alone" entity, houses Motorola 

University and offers industrial training to local 

companies. Motorola University is a partnership between 

Mountain community College and Motorola offering primarily 

non-credit courses to approximately 8,000 local Motorola 

employees. 

Gila community College History and Description 

Gila Community College, the second largest college 

in the district, serves over 19,500 students each semester 

and is located on the northwest side of the central city. 

This college has provided educational services to its 

community high school graduates, business employees, and 

residents since 1965. Gila Community College offers over 31 

occupational programs, ranging from agribusiness to 

electronics technology and human services, and 19 

occupational certificates. Two hundred full-time faculty 

and approximately 470 part-time faculty provide educational 

courses and programs. Student demographics for Gila 

community College are similar to the district student 

profile. 

The Gila Community College mission statement 

identifies, among other educational services, "business 
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industry educational agency linkages." To fulfill this 

mission, Gila community College developed the Institute for 

Business, Industry and Technology in 1984 as an outreach to 

business and government entities. Through the institute 

Gila community College provides non-credit and some credit 

offerings to regional employers and supports, as well, 

dynamic business partnerships with General Motors, John 

Deere, Digital Equipment Corporation, and Ford. 

Gila community College is the home of high-

technology facilities, a fitness center, and an automotive 

program that are internationally recognized. As one faculty 

member said, 

People come from other parts of the world to see our 
high tech centers because they are rather innovative, 
to see the fitness center and to see us [automotive 
partnership with GM]. Conventional classrooms are the 
same allover the world, a chalkboard, an instructor 
and a few training aides, but what we do is somewhat 
unique. 

The high-tech complex contains High Tech I opened in 

1987 and High Tech II opened in January 1991. High Tech I 

occupies 31,250 square feet with a 9,000 square foot "pit" 

in the center which houses 336 networked microcomputers. 

The perimeter of the facility provides specialized 

classrooms for foreign languages, computer-aided drafting, a 

television studio, an office automation lab, and a 

teleconference room that allows both video and audio 

conferencing. Approximately 44 open entry/open exit courses 
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are offered in this facility. Over 125 student aides assist 

students taking classes in 23 disciplines. According to the 

director, High Tech I is open 101 hours a week for use by 

over 2,000 students daily. 

High Tech II opened initially to serve the English 

and mathematics departments but is becoming increasingly 

multidisciplinary. It has a semi-circular shape and 

occupies 26,400 square feet. This complex contains ten 

classrooms, ten faculty offices, a conference room, support 

centers, and a 4,380 square foot open lab that accommodates 

144 microcomputers. In the center of High Tech II is an 

experimental multimedia electronic classroom, financially 

sponsored by IBM through an agreement for a technology 

transfer center. IBM provides funds to eleven community 

colleges nationally to provide training for college faculty, 

staff and other educators in the use of computer 

applications in the classroom. Gila Community College's 

grant specializes in multimedia and provides training not 

only to faculty on this campus but to faculty in other 

community colleges locally, statewide, and nationally. IBM 

provides the hardware technology and the software 

programming to train Gila Community College faculty and 

other faculty so they in turn will use the technology in 

their classrooms. 
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willow community College History and Description 

In September 1968 willow community College was 

established in the downtown area as the technical community 

college for the district. The college was accredited in the 

summer of 1971. In 1982 willow Community College relocated 

to a new site 20 acres east of its former downtown site. 

willow Community College does not have a specific 

community to serve, which has its advantages and 

disadvantages. An advantage is that willow community 

College is not restricted to a service area that is defined 

by a particular radius and thus attracts students from 

throughout the county. A disadvantage is there is not a 

well-defined, local community from which to draw students. 

As the dean of instruction said, 

About five or six years ago the district was about 
ready to eliminate us and just farm us all out if we 
didn't grow. You can imagine how valuable this 
property is located so close to the airport. So I 
really went out and hustled the first couple of years 
and now we've grown so much I've been able to hire 
people. 

spring 1992 headcount for willow Community College 

was 6,471, but that figure does not include open entry/open 

exit courses. The spring 1991 semester had a record high 

8,000 headcount including open entry/open exit enrollment. 

The college has maintained a "technical" image even 

though in 1987 the college changed its name to reflect a 

comprehensive character. Today technical courses represent 
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about 60 percent of the curriculum, but there is a continual 

emphasis on the expansion of the college's liberal arts and 

science programs. The college is recognized for its 

automotive partnerships with Nissan and Toyota, its 

recreational vehicle automotive technician program, as well 

as its nursing and machinist programs. Two new technical 

programs commence fall 1992 in water resource technology and 

nuclear medicine. 

willow community College has a strong commitment to 

economic development and educational partnerships with 

business. The college has targeted and cultivated such 

partnerships, partly as a means of survival but also because 

of a commitment and interest by the president and deans. 

Willow Community College's mission statement and goal 

statement exhibit that commitment: 

Develop and expand economic and educational 
partnerships. willow Community College will continue 
to be actively involved in the economic development of 
the County. willow community College is committed to 
assist in sustaining a skilled labor pool and to 
actively participate in recruiting new enterprises to 
the Valley. The College is prepared to establish new 
occupational programs and to provide continuing 
academic, technological, and leadership education. 

Sahuara community College History and Description 

On the far east side of the city Sahuara Community 

college opened in 1970 on 160 acres leased from the Salt 

River pima-Maricopa Indian community. Sahuara Community 

College's programs reflect its proximity to the Indian 



144 

community and the fact it also serves one of the wealthiest 

communities in the state. As an example, Sahuara community 

College houses the only tribal management program in the 

state. This program is designed to meet the public 

administration and management needs of Native American 

communities. Also, Sahuara Community College's culinary 

arts program is ranked among the top six nationwide by Food 

and Wine magazine and serves the large hospitality industry. 

This program not only trains hot food, pastry and cold food 

chefs for the hospitality industry but offers the public 

reasonably priced five-course meals at the college three 

times a week. An equine science program responds to local 

horse owners or individuals who wish to work in the 

industry. This program trains riders, trainers, farriers, 

and other professionals needed in the equine industry. 

During spring 1992 semester Sahuara Community 

College enrolled over 10,000 students in college credit 

courses with 30 percent between the ages of 20 and 24, 55 

percent female, and 78 percent part-time students. Eighty

eight percent of the students are white and only 3 percent 

Native American. 

Cholla community College History and Description 

In July 1978 Cholla Community College opened and was 

immediately acclaimed the innovative "college without 

walls." Full accreditation was awarded in 1981. Considered 
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the educational change agent for the district, Cho11a 

community College offers innovative programs in various 

design and delivery modes. The mission of the college is to 

address the "unserved and underserved." Cho11a community 

College is the third largest college in the district with 

over 12,800 credit students in attendance during the spring 

1992 semester. Some of these students selected a non

traditional instructional delivery system such as audio 

cassette, television, radio, correspondence, audio 

teleconferencing, and computer conferencing. Others 

attended "off curb" offerings at over 250 Cho11a Community 

College locations throughout the community. The business, 

industry, and government division offers on-site employee 

training, some customized, to local employers. 

Some of Cho11a Community College's special programs 

include an activated learning program that enhances a 

student's comprehension of information; free adult basic 

education courses in English, math, and GED preparation; a 

leaders' institute for community college women; and an 

institute for culture and language learning. In addition, 

Cho11a Community College has an award-winning public radio 

station, KJZZ, that offers National Public Radio broadcasts 

and jazz programming, and a radio reading service for the 

blind called Sun Sounds. 
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Individuals internal and external to Cholla 

community college perceive the college as an "unorthodox" or 

non-traditional institution that has considerable 

flexibility and can quickly respond to industrial training 

requests. New ideas are encouraged and rewarded. A Cholla 

community College full-time faculty member described the 

college as the "R&D arm" of the district, the college that 

tries new things and gets them into the curriculum course 

bank so they are fair game for everyone else. 

The opening of Cholla Community College created a 

great deal of controversy within the district because the 

college confiscated all of the other five colleges' off

campus, credit offerings, which decreased the full time 

student equivalency (FTSE) of the other colleges. Also, 

Cholla Community college was seen as "different," since it 

shunned educational traditions. One full-time faculty said 

in the past the overall sentiment by full-time faculty 

across the district was that Cholla Community College was 

the "college of outlaws" because of the large number of 

adjunct faculty and the potential for poor quality control. 

A Cholla Community college full-time faculty interviewee 

commented that it is not uncommon for him to be heckled by 

full-time faculty from another campus with remarks such as, 

"Tell me how it is to teach a class when you don't have a 

building to teach it in?" 
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In order to coordinate the large number of adjunct 

faculty, Cholla Community College utilizes ten discipline 

specialists in each of the major academic areas. In some 

large enrollment areas, such as business and management, 

discipline mentors assist the discipline specialists. 

Discipline specialists are similar to department 

chairpersons but their main concern is quality of teaching 

by adjunct or part-time faculty. Some of their duties 

include observing in the classroom, reviewing course 

syllabus for content, and helping find resources for the 

classroom. The majority of faculty interviewed remember its 

controversial origins but have accepted its differentness. 

Desert community College History and Description 

Desert community College opened in 1978 to serve the 

minority and low-income residents of the county's south 

side. Classes were held first in area schools and churches 

until construction was completed in 1980 on a 98-acre site. 

Desert Community College offers classes in 18 academic and 

occupational disciplines but its primary mission is to 

prepare students to successfully complete the first two 

years of a bachelor degree program and proceed to a 

university. 

Spring 1992 semester enrollment for college credit 

courses was 3,100 with 16 percent Black students, 32 percent 

Hispanic, and 40 percent White. 



148 

Verde community college History and Description 

Verde community College opened on the north side in 

August, 1987, with more than 4,000 students. Enrollment for 

spring 1992 semester credit courses was approximately 5,600 

students with 62 percent female; part-time students 

represent a high 84 percent of enrollment. 

This small, comprehensive community college states 

its mission as "providing well-articulated transfer 

programs, developmental education programs, state-of-the-art 

occupational programs, and life-long learning programs." 

The mission also includes these comments: "These programs 

shall meet the needs of individuals, business, and industry, 

and complement programs at other educational institutions." 

The Verde Community College dean of instruction sees 

the college "predominantly a liberal arts transfer-oriented 

institution. We have few vocational programs and we tend to 

serve a clientele that is well educated and university 

oriented with role models that are first-generation college 

students." 

occupational Programs 

Southwest community College District's colleges 

offer 3,994 occupational courses, compared to 1,964 academic 

courses, and 440 occupational programs. Each of the nine 

community colleges has its own catalog and offers an array 

of courses and programs, some similar to other colleges 
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within the district and some unique to their college. Each 

college's catalog discusses, in identical language, the 

definition and requirements for an associate of applied 

science degree (AAS): 

The Associate of Applied Science (AAS) degree is 
recommended for students who wish to gain a depth of 
technical expertise by completing an occupational 
program presented in the college catalog. 

The AAS degree requires 64 or more credits. These degrees 

contain credits in General Education including 13 credits 

from writing, oral communication, critical reading, 

mathematical reasoning, and computer usage and 14-15 credits 

from writing with research, physical well-being, humanities, 

natural science, and social and behavioral sciences. 

All of the 440 occupational programs are displayed 

in each of the college catalogs alongside a matrix that 

identifies at which college(s) the program is offered. The 

categories of occupational programs consist of agriculture, 

business, commercial art, education, health services, home 

economics, service occupations, and technology. Each 

grouping has an extensive list of related occupational 

programs. As an example, under technology are aircraft 

maintenance, apprentice related, automotive technology, 

automotive engine performance, building safety and 

construction technology, construction drafting, diesel and 

heavy equipment, drafting, electromechanical drafting, 

electronics, engineering, heating and ventilating, machine 
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shop, quality control, trade and industrial technology, 

water and wastewater plant operation, and welding. 

Additional programs are listed under each of those headings. 

A few of the programs are offered at all or a 

majority of colleges. Examples are nursing, general 

business, computer information systems, banking, and 

finance. However, the majority of programs resides at one 

or two colleges. Many of the colleges have developed 

special occupational programs, partnerships, or expertise 

for which they are recognized. Individual students and 

companies interested in pursuing special courses or offering 

those courses and programs to employees are referred to the 

appropriate college. As an example, Pueblo community 

College has the only court reporting program in the district 

and Sahuara Community College has the only equine management 

program in the district. students can take courses for 

their programs at any college within the district offering 

the course. While the district colleges represent 

competition to each other, they live in relative harmony by 

serving the individual and corporate needs of their 

immediate communities. 

WHAT VARIED MEANINGS HAVE COMMUNITY COLLEGE FACULTY AND 

ADMINISTRATORS CONSTRUCTED FOR THE TERM ECONOMIC 

DEVELOPMENT? 
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As there are a myriad of formal definitions for the 

term "economic development," so too are there myriad 

personal perceptions of the concept. Three economic 

development definitions were given in the introduction, each 

with a different focus but all with a common theme. 

Chmura's broadbased definition (1986) which contains key 

themes present in most definitions of economic development, 

defines economic development as, "A process of innovation 

that increases the capacity of individuals and organizations 

to produce goods and services and thereby create wealth" 

(p. x). This definition can be construed to mean any 

college activity or program that enhances the local, 

regional, or state economy is a form of economic 

development. 

Faculty Perceptions 

Occupational and academic faculty, with few 

exceptions, define economic development in terms of their 

personal perception of the community college's role, and 

their role as faculty, in economic development. Their 

perceptions focus on "increasing the capacity of individuals 

and organizations" aspect of the study's definition. As 

faculty answered additional questions they pondered and 

vacillated over the term. Some expanded or narrowed their 

definition or expressed concern over the "accuracy" of their 
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definition. However, only a few faculty envision economic 

development as a process. 

Overall, faculty definitions of economic development 

can be classified into three perspectives: first, one-

fourth perceive economic development in a broad perspective 

encompassing the community and state economy; second, less 

than one-fourth confine their definitions of economic 

development to industrial training for local business and 

government employers; and third, the majority view economic 

development in terms of individuals improving themselves, 

their job opportunities, and their quality of life. 

Broad Definition 

Approximately one-fourth of the faculty define 

economic development in terms of expansion and growth of the 

local and state economy. Although some faculty did not use 

the words expansion and growth, they discuss the district's 

role in recruiting new businesses and industry into the 

region. This was expressed well by a philosophy faculty 

member who stated, 

Economic development is the expansion of the economy 
which means encouraging the growth of existing 
businesses and attraction of new businesses to the 
state. Growth crudely means more wealth which means 
more businesses that have the ability to generate 
jobs, products and services. 

A business faculty member responded with a similar view: 

Economic development is all the ways an economy can be 
stimulated. It deals with the infrastructure or 



everything it takes to attract and keep businesses 
including the transportation system, education system, 
political environment, and overall quality of life. 
One dimension is training a quality work force. 

This broader view is closest to the study's 
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definition and perceives economic development as based more 

on the community and state and as encompassing the entire 

infrastructure supporting the economy. This perspective 

represents the thinking of traditional economic development 

theories which contain numerous variables within a community 

and state that contribute to the recruitment of new business 

and industry, expansion of existing businesses, and birth of 

new businesses. Increasing business leads to additional 

employment opportunities and earning power for individuals, 

which ultimately expands the local and state tax base and 

improves the quality of life for community members. 

Industrial Training Definition 

A few faculty define economic development more 

narrowly, in terms of industrial training for business and 

government. This viewpoint focuses only on the "increasing 

the capacity of organizations to produce goods and services 

and thereby create wealth" portion of the study's 

definition. 

Examples of definitions that meet this criteria 

include, "Economic development is the idea that the 

community college should be a partner in terms of providing 
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training programs to existing businesses," "Economic 

development is to know what the customer wants and offer 

employers the right classes," "Economic development is 

businesses looking for qualified people," and "Economic 

development is specific training for companies like America 

West or Motorola. II 

Faculty, in these instances, view economic 

development as helping business and industry train and 

develop their human resources. Normally company names such 

as Motorola, General Motors, America west, AT&T and others 

were given as examples of college/business partnerships. 

Initial review of the data suggested the majority of 

faculty responding defined economic development in this 

manner, or economic development is industrial training and 

partnerships with business. But careful analysis of how 

faculty were phrasing their comments revealed virtually all 

faculty focused on the training needs of the individual 

employee rather than the company. The faculty, almost 

without exception, used the words "helping people" in their 

utterances. Faculty definitions predominantly centered on 

the employee or the individual and his or her need for 

education and training. These responses are discussed in 

the following category. 
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Individual Improvement Definition 

Thus, the majority of faculty define economic 

development using phrases and expressions that focus on 

improving and bettering the individual student, whether 

employed or unemployed, who attends classes on campus or at 

the student's place of work. These faculty see economic 

development in terms of the students in their classes and 

their students' aspirations and expectations. In defining 

economic development, they focus on the individuals in their 

classroom, i.e., on the organization's human resources 

rather than the organization. Faculty frequently use 

expressions such as "improving and bettering the 

individual," "training and retraining employees," and 

"increasing the productivity of employees." This concept of 

economic development is directed at increasing the earning 

power and employability of individuals. 

Faculty commented that economic development involves 

individuals learning new skills, including developmental 

skills, which enhance their employability, position in life, 

and standard of living. Mary, a reading specialist, 

commented, "Economic development is people taking subjects 

to improve their skills and get jobs." Jerry, a business 

instructor at Cholla Community College said, "Economic 

development has an implied association with making people 

employable, giving them skills initially to find work or 
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enhance their mental, human, and manual capabilities." And 

Mike, an automotive faculty member said, "Economic 

development is giving people skills to work, earn money and 

pay taxes and purchase goods and services from business." 

Even though a single definition for economic 

development is not evidenced by faculty, availability and 

access to quality jobs is almost unanimously identified by 

faculty as an important variable. And a universal goal is 

improving an individual's standard of living and quality of 

life. For example, several faculty illustrate this 

perspective by relating a recurrent story: They ask their 

students why they are taking classes and a huge majority 

respond that, "I am here to better myself so I can have a 

better job and put more money in my pocket." This response 

captures for faculty the proper rationale for economic 

development. 

The majority of faculty responded with answers that 

concur with two of the above three categories. For example, 

one faculty member said, "Economic development is supplying 

industry with employees as well as giving individuals skills 

to work, earn money and pay taxes." This response 

corresponds with the second and third category. 

More variation was expected between occupational and 

academic responses because of philosophical and experiential 

differences between these two groups. Academic faculty 
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embrace more theoretical, general education curricular 

designs whereas occupational faculty, in comparison, favor 

practical skill building competencies coupled with minimal 

general education requirements. Moreover, occupational 

faculty were more knowledgeable of the breadth and depth of 

occupational programs and business partnerships, while 

academic faculty's comments were confined to skill 

development in their respective discipline or to highly 

visible business partnerships such as Motorola University. 

But both occupational and academic faculty were represented 

in each of the response categories. Additionally, no 

variation was evident by college; each definition category 

was derived from academic and occupational faculty responses 

from each college. Full-time faculty, not surprisingly, 

first discuss the business partnerships at their respective 

colleges, but highly visible partnerships such as Motorola 

University or Mayo Clinic were identified by the majority of 

faculty interviewed. 

Administrators' Perceptions 

The administrators interviewed for this study 

include college presidents, deans of instruction, deans of 

occupational education, directors of business institutes and 

small business centers, and district administration, 

primarily from occupational education and economic 

development. While the categories utilized by these 
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administrators to define economic development are similar to 

those used by faculty, their order of frequency is reversed. 

The faculty predominantly view economic development serving 

the individual student, whether employed or not, but the 

administrators predominantly define economic development as 

serving and supporting the needs of business. service and 

support of business includes not only the training needs of 

existing businesses, but also the recruitment, hiring, and 

training of employees for new businesses. 

Broad Definition 

While one-fourth of the faculty define economic 

development in broader or more traditional terms, almost 

one-third of the administrators used the words "creating 

more wealth," "creation of an infrastructure," and 

"developing an economic structure for a community." A small 

business development center director at willow Community 

College expressed this view well when he said, 

Economic development is creating new wealth, creating 
new resources, as opposed to the age old issue of 
retention and expansion versus relocation. I strongly 
believe in retention and expansion of business opposed 
to relocation. Relocation is more glamorous but it 
helps Arizona to the detriment of California. "Grow 
our own" because that is what creates wealth; when you 
are creating production you are creating jobs and 
profits, creating wealth that can be used and funneled 
into the whole system. 

A college president said, 

I look at economic development as being a broad based 
effort to increase the financial capabilities of all 



the entities within a state or community. To develop 
that base we must draw in more business through such 
things as international trade. Economic development 
has to be a collective effort of all businesses and 
the community. 

All the administrators expressing the more 

traditional viewpoint included other categories in their 

definitions. For example, over half the administrators 

interviewed, and one hundred percent of the district 
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administrators, discussed marketing and recruitment of new 

businesses as an important aspect of economic development. 

Phrases such as, "bringing in new jobs to the community or 

creating new jobs," "bringing into the community businesses, 

new businesses," "bringing jobs in or bringing a company 

in," and "new business and industry relocating to the state" 

all exemplify this perspective. 

Whereas few faculty include recruitment as part of 

their definition of economic development, administrators 

working in close proximity to the district office, or at the 

district office, perceive the recruitment of new businesses, 

hiring, and training a work force for those businesses as 

the main function of the district Economic Development 

office. This is understandable given that few faculty are 

knowledgeable about the district Economic Development office 

and fewer aware of its work with other community economic 

development organizations in recruiting companies to the 

community. 
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Industrial Training Definition 

Close to one hundred percent of the administrators 

define economic development as serving and supporting 

businesses, predominantly through employee training. While 

many commented that economic development includes both the 

private and public sector, administrators primarily link 

economic development with private business and industry. 

Comments such as the following were made: 

Lynn, an occupational dean, responded, "Economic 
development is improving business, training the 
business work force." 

Verde community College's dean of instruction 
said, "Economic development means to help facilitate 
and support the agendas of the private sector within 
our service areas; help with their expansion, 
efficiency or markets." 

Ron, a district administrator commented, 
"Economic development is anything that we can do to 
assist in improving the economy by working with small 
businesses, big businesses, new comers; retraining 
business and assisting them in educating a work force, 
whether its entry level or upgrading or specific in
house types of programs." 

The dean of instruction at Willow Community 
college made this comment: "Economic development is 
anything that can help the public and private sector 
to be more productive which will produce potentially 
more jobs, more dollars for the community, by keeping 
people employed." 

The president of Pueblo community College said, 
"Economic development means support of the businesses 
of the state so our economy is healthy, our workers 
well trained so we can have a healthy, productive 
economy. So we need to help companies that need to 
retrain to have their workers keep up with 
technology." 
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Close to all the administrators included comments 

such as these in their definition of economic development. 

This is in contrast to the majority of faculty who 

emphasized individual students or employees being trained. 

Individual Improvement Definition 

Less than one-fifth of the administrators, however, 

defined economic development in terms of helping people or 

individuals. Sheila, a continuing education director, 

expressed the view that "economic development is offering 

programs to the community to help people help themselves." 

The business institute director at Willow Community 

College followed this theme when she included this comment 

in her definition of economic development: "Economic 

development is training people so they can get jobs or 

training for employees for upgrading." 

The majority of administrators gave multiple 

definitions which included some or all of the categories 

described. The district vice-chancellor of Educational 

Services defined economic development as, 

An attempt by our colleges to prepare people to meet 
the needs of the employers. More formally it is an 
attempt to be one of the incentives used by economic 
development forces in the community to attract new 
business to come, or help current businesses enlarge 
or grow. Our job is to provide services to each new 
corporation that comes to our community. 

Janna, president of Sahuara Community college offered that, 



Economic development is threefold: one, enhancing, 
building, maintaining business and industry already 
here; two, identifying new businesses that should be 
here; three, developing a marketing plan to attract 
those businesses and industries. 

162 

The president of Cholla Community College, as well 

as a handful of other administrators, made a distinction 

between training for newly recruited or expanding businesses 

and training for existing business. He said, "I distinguish 

between more traditional contract training, job training for 

business, and economic development which relates to growth." 

In other words, economic development programs are 

only those that assist a newly relocated company or local 

expanding company with their hiring and training needs. The 

district has apparently made a similar distinction in 

defining the role of the district Economic Development 

office. 

To summarize, the term economic development is 

defined in the introduction and framework of the study as "a 

process of innovation that increases the capacity of 

individuals and organizations to produce goods and services 

and thereby create wealth" (Chmura, 1986, pg. x). An 

overwhelming majority of the definitions offered by faculty 

and administrators focus on "increasing the capacity of 

individuals [the students] and organizations [primarily 

business] to produce goods and services." One-fourth of the 

faculty and one-third of the administrators define economic 
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development using the phrases "creating or creation of 

wealth" which incorporates the concept of a "process of 

innovation." Neither the faculty nor administrators use the 

word "process" or "innovation" and only a few discuss new 

technology; when they do it is in terms of training 

employees in new technology, not development of new 

technology. Both faculty and administrators' perceptions of 

economic development are bound by their own paradigms or 

realities. For faculty that reality is the stuqent in their 

classroom, whether it be a class taught on campus or off 

campus. For administrators it is the representatives of 

businesses or public agencies requesting educational 

services for their employees. For faculty the customer is 

the individual; for administrators the customer is the 

business. 

WHAT TYPES OF COMMUNITY COLLEGE PROGRAMS ARE PERCEIVED AS 

EMBODYING ECONOMIC DEVELOPMENT CONCEPTS? 

An AASCU survey (1986) identified assorted economic 

development roles assumed by universities. From a review of 

community college literature (Waddel, 1991; Long, Gordon, 

Spence, and Mohr, 1984; Day and Rajasekhara, 1988) three 

probable economic development roles emerge for community 

colleges: human resource development, technical assistance, 

and new business development. Human resource development 



164 

envisions "client specific" employee training for private or 

public employers. Technical assistance predicts technical 

and managerial seminars, workshops, and consulting for 

primarily small businesses. New business development 

anticipates the district assisting new businesses in 

relocation and existing businesses in expansion. The three 

categories all have a common denominator, education or 

training which targets employers. 

Faculty and administrators interviewed were asked to 

name programs within the district that "focus on the 

economic development of the state." Responses by faculty 

and administrators designate one or more of the following 

categories of pro9rams: industrial training or business 

partnership programs with private and public employers, 

occupational programs, all programs, small business 

programs, academic programs, personal development courses or 

programs targeting special populations, recruitment and 

training programs by the district Economic Development 

office. 

The projected roles derived from the literature 

appear to partially correspond to the program categories 

identified by faculty and administrators. For example, the 

"human resource development" role coincides most closely to 

the industrial training category, but occupational, 

academic, and special population programs can also be 



considered under this rubric if the programs are designed 

specifically for clients. Respondents identifying 

traditional occupational courses and programs taught to 
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traditional students, in lieu of company employees, do not 

concur with the "human resource development" category 

because those courses and programs are not client specific. 

The small business programs are very similar to the 

"technical assistance" role described, and the recruitment 

and training programs initiated by the district Economic 

Development office conform closely to the "new business 

development" role. 

Industrial Training for Private and Public Employers 

All faculty and administrators, with the exception 

of three individuals, identify industrial training or 

business partnership programs with private and public 

employers as focusing on the economic development of the 

state. However, the administrators' responses were much 

more focused on these type of programs. The president of 

Sahuara community College commented, 

We are a public-supported institution helping private 
sector companies become more productive, that is very 
much a part of economic development. Therefore, 
anything we have as a partnership with the private 
sector or for that matter with other public sectors is 
economic development. 

The majority of faculty and administrators identify 

highly visible and well-known partnerships with major 
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corporations such as Motorola, Mayo Clinic, and America 

West. Such programs involve training new employees for 

companies relocating to Arizona and retraining and upgrading 

employees of existing private and public employers. 

Industrial training may be customized to meet specific 

client needs or pre-existing courses may be taught. The 

courses may be taught for credit or non-credit and offered 

either at the work site or on a college campus. The 

industrial training may be initiated by the district 

Economic Development office, by an individual at a college, 

or a combined effort by both a college and the district 

office. 

Security Pacific is an example of an industrial 

training program initiated by the district Economic 

Development office in collaboration with a single college. 

The district Economic Development office and willow 

Community College recruited and trained approximately 700 

new employees for the relocation and consolidation of 

Security Pacific's credit card operations. state and local 

economic development efforts, as well as district Economic 

Development office efforts, attracted Security Pacific to 

the state. The district economic development director and 

willow Community College business and industry coordinator 

met with Security Pacific representatives to determine the 

human resource and training needs for Security Pacific's new 
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work force. The district Economic Development office hired 

curriculum specialists to develop customized curriculum as 

well as to place classified advertisements in the local 

newspapers to recruit new employees. The willow Community 

College business and industry coordinator processed the new 

curriculum through college and district curriculum 

committees because the district office cannot develop or 

offer curriculum for credit. The training was conducted at 

the district offices because security Pacific did not have 

facilities. More than 700 individuals were hired from 

newspaper advertisements and trained. The Willow Community 

College business and industry coordinator met and registered 

students for the credit class each Monday morning for 

approximately one and a half years. In addition to training 

newly hired employees, the district retrained security 

Pacific's relocated employees in the new, standardized 

operating procedures developed for the consolidated credit 

card operations office. 

willow Community College, district students, and the 

community have benefitted from the business partnership. 

Since the initial hiring and training of employees, an 

associate degree program in credit card operations has been 

developed as a separate occupational program to serve the 

credit card industry. This associate degree program is 

described as an incentive for other companies wishing to 
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relocate and consolidate their credit card operations as 

well as a popular occupational program for students wishing 

to pursue a program that guarantees immediate job 

opportunities. Graduates of the program find numerous 

employment opportunities with companies with credit card 

departments. willow community College benefits from 

additional students paying tuition and fees, and adding to 

the full-time student equivalency (FTSE) figure used to 

determine the amount of state funds received by the college. 

Individual community colleges within the district 

offer community employers a valuable training resource. As 

an example, many of the district colleges offer computer 

courses, through a computer Institute or similar college 

structure, to business and government employees. The 

colleges market existing or customized computer classes for 

credit and non-credit. In many instance these courses are 

accelerated, modularized classes offered in campus computer 

laboratories, and paid for by employers. 

Another example of a college-initiated business 

partnership is Gila Community College's contract with 

General Motors to train automotive technicians. In 1984 

Gila Community college became a training satellite to update 

GM dealer and fleet technicians throughout Arizona, New 

Mexico, and parts of Colorado, Nevada, and Southern 

California. General Motors maintains 28 training centers in 
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the United states, but only three are located on college 

campuses and managed by college personnel-the remainder are 

located in industrial parks and managed by GM personnel. 

Each year GM contracts with Gila community College to train 

approximately 1,100 technicians on new car technology. This 

technology is reserved for GM dealer and fleet technicians 

up to the time the initial warranty period has expired. In 

other words, the after-market corner garage will not get the 

manuals or the new-car technology until the warranty period 

is concluded. 

General Motors and Gila community college hammer out 

an annual contract that allows Gila Community College to 

fully recover all costs of operating the training program, 

including the mortgage payment for a facility that is used 

for other, non-automotive classes. The contract includes 

the salary and benefits of four full-time community college 

automotive instructors, two working at the Gila community 

College satellite training center and two working at GM's 

training center in Burbank, California. At Gila Community 

College there is an additional automotive instructor, with 

special expertise, who is paid for by GM but did not wish to 

continue to reside in Los Angeles. The contract also 

includes the cost of support staff at both sites plus 

utilities, security, janitorial services, materials and 

supplies needed to operate the Gila Community College 
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training center. Additionally, a percentage is added for 

administrative overhead. At present Gila Community College 

and GM are negotiating for an additional training contract 

that would be operated at the GM San Francisco training 

center but also be managed by Gila Community College's 

business institute with the instructors also being hired and 

paid for by Southwest community College District. 

The Gila Community College satellite training center 

is responsible for developing quarterly schedules of dates 

and topics of workshops. In some instances special 

instructors are flown in to conduct a workshop on a 

specialized topic. The workshops last approximately two 

days, but some run as long as four days. The automotive 

instructors will teach as many workshops as they can fit 

into their schedule which normally represents 28 contact 

hours per week. The content continually changes and the 

instructors constantly learn new material. Experience has 

shown that classes need to be limited to 12 students for 

maximum learning. 

Training costs are shared by GM dealers, but GM also 

pays for training to solve a special problem such as a 

national callback of Cadillac for their fuel injection 

system. Technicians are not paid to attend workshops and 

lose income since they are compensated on a commission 

basis. The dealer does not have the services of the 
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technician while they are attending workshops so they also 

lose gross revenue. 

The linkage between the college and GM is so 

sUbstantial as to occasionally blur the distinctions. The 

director of the institute suggests that, 

This is not the community college and those people in 
business. Our relationship with General Motors is so 
integrated, based on mutual respect, that I won't make 
a single move on these operations unless I have talked 
to their managers. 

Throughout the district, regardless of the college, 

both faculty and administrators identify similar 

partnerships with private industry as examples of programs 

that focus on the economic development of the community. 

The evidence suggests that faculty, predominately 

occupational faculty, and administrators perceive benefits 

accruing to the district and colleges because of these 

partnerships. Additional FTSE does not appear to be the 

primary motivation of the majority of colleges, since only 

16 percent of the district's general revenue is contributed 

by the state, and the district has not received an increase 

in state funds in the last four years. willow community 

College's dean of instruction, however, told how willow 

Community College was about to be closed five or six years 

ago because the property was becoming increasingly valuable 

and the enrollment was dwindling because of a decrease in 

population in the inner city and newer colleges opening in 



the suburbs. He went out and "hustled," especially 

industrial training opportunities, to build up the 
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enrollment and justify the continuance of the college. This 

dean very aggressively pursued business partnerships with 

companies such as Toyota and Nissan for the survival of the 

college. In this example willow community College's dean of 

instruction utilized economic development programs as a 

survival mechanism as well as FTSE generator. 

Examining the evidence, administrators believe such 

partnerships increase the credibility and reputation of the 

colleges and the district with the community, especially the 

business community. According to the director of Mountain 

Community College's Business and Industry Institute: 

The district reaps tremendous credibility and support 
from the business community. We have built a 
foundation as a result of that support. Through 
corporate donations, over the last five years, our 
foundation has gone from 0 dollars to close to 8.5 
million dollars. A lot of that money goes toward 
scholarships, programs for minorities and other people 
who would not necessarily have access. I believe 50 
percent of the money comes from employees directly but 
the other 50 percent from the business community. 

Bill, the dean of instruction at Mountain Community College, 

concurs with this perception. He said, 

I can't quote the statistics, but there was recently a 
survey done in this county on education. The 
universities were very low, the elementary and high 
schools obviously were in the pits, but the community 
colleges were well respected. 

Julie, the arts and science dean at Sahuara Community 

college commented, 



I think we have good relationships with the people we 
work with in the community and they support us. I 
don't think we have support from our governor, nor our 
legislature, but if they support anything we're doing 
its occupational education and economic development 
programs, it's not transfer. So what are the rewards? 
I think we have a good reputation. 

comments from occupational faculty and directors of 

institutes convey the message that the colleges learn the 
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latest technology through these partnerships and stay on the 

"cutting edge" of occupational areas. In addition, the 

colleges benefit when business and industry support yields 

equipment and other resources. This was especially 

noticeable in the automotive area. Gila Community College's 

contract to train GM journeymen technicians is "across the 

hall" from Gila Community College's two-year automotive 

associate degree program for students wishing to work for 

dealerships, private auto-repair businesses, or themselves 

as mechanics. The GM journeymen technician program has a 

full-time teacher who is continually updated in the latest 

technology for newer models, as well as national trained 

instructors that fly in to teach a one- or two-day seminar 

on some specialty. As one of the automotive teachers said, 

"We can take our associate degree students right across the 

hall and see the latest automobile technology." Another 

automotive faculty described the resources donated by Ford 

and General Motors. 

They donate a lot of vehicles, Ford and GM both. 
Small training aides, pieces and parts are a little 



limited but we do get some from dealers. But they 
give us a tremendous number of cars, GM probably gives 
us 15-18 cars a year, new cars. 
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Industrial training for private and public employers 

exemplifies the "human resource development" category better 

than any other type of program identified. Industrial 

training programs, sometimes referred to as customized 

training, are developed specifically for an industrial 

customer seeking training for company employees. These 

programs represent the most common and prolific type of 

economic development activity conducted at Southwest 

District. 

occupational Programs 

The majority of faculty include occupational 

programs in their response; the name of a company or an 

industry was, in some instances, mentioned in conjunction 

with the program. Following are some of the faculty 

responses to this question. An automotive faculty member 

from willow Community College said, "Our automotive program 

focuses on economic development because we have a large 

proving ground nearby." A math teacher at Sahuara community 

College said, "The nursing and culinary arts programs would 

fall into that category; we just started a new nursing 

program in cooperation with Southwest Memorial Hospital and 

the Mayo Clinic and programs like culinary arts train people 

for the local resort industry." And a history teacher at 
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Desert Community College discussed an aircraft maintenance 

technology program that was developed to meet some of the 

needs of America west Airlines. An English instructor from 

Mountain Community College made a distinction between 

company training programs and occupational programs: "The 

first group is already out there doing it and the college is 

just helping them improve or upgrade, and the second group 

are the people that want to be out there doing it." 

Occupational programs, which are sometimes referred 

to as terminal degrees, playa large role in economic 

development because they are "preparing individuals for a 

career," "giving people skills to work and earn money," 

"providing people with training to better their job 

opportunities," and "helping people get better jobs for 

better economy for self and family." Faculty emphasize the 

importance of the job training component of occupational 

programs because they believe it provides students salable 

skills in the market place. A small number of faculty 

differentiate training from education and state that 

economic development programs accentuate the training: 

"Training is learning specific job skills whereas education 

might indirectly be learning a job skill, but the individual 

is also learning a philosophy behind it." 

Only a couple of administrators referred to 

occupational programs in response to this question, and they 
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did so in terms of occupational programs attracting certain 

industries or matching the needs of their service area. As 

an example, a president said, "Our credit card operations 

program is really interesting because it is worker training 

but it is also an incentive to many firms to decide to 

relocate here." 

Carol, the dean of instruction at Verde community 

College responded by saying, 

As a new college our community did a real intensive 
needs study that gave us the blueprint of what they 
[the community] wanted. The first phase was liberal 
arts transfer programs. We are just beginning to work 
on our vocational programming. We're working on 
developing an engineering program and have made 
contacts with our area electronics manufacturing 
companies. We are also looking at a hazardous 
materials or environmental technology program. 

Occupational programs are traditionally designed to 

prepare students for a particular industry and to respond to 

an industry's human resource needs. The "human resource 

development" category refers to occupational courses and 

programs conceived or customized to meet a specific client's 

need. Even though the study indicates numerous instances of 

customized occupational courses and academic courses, the 

majority of faculty responses refer to conventional 

occupational courses and programs. A few administrator 

responses are closer aligned with the client specific 

classification. 
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All Programs 

A few academic faculty indicated that all college 

programs, both occupational and transfer, focus on the 

economic development of the state. A philosophy faculty at 

Gila Community College said, 

Our function is to supply terminal degrees, mainly in 
the technical area and in some instances have 
arrangements with businesses for this type of 
training. Our other function is the first two years 
in the transfer degree and, of course, people with 
bachelors and masters and doctorates further the 
economic development of the state. 

A reading faculty at Pueblo Community College stated, 

I think every program focuses on economic development. 
It depends on how you look at it but I can't see how a 
student can become a good paradental hygienist and 
read the manuals without having the reading skills. I 
can't see how the immigrants coming in from Eastern 
Europe or the Far East or Mexico can function without 
taking ESL classes and eventually presenting these 
skills in other classes and other programs. They are 
all tied to each other. 

This perspective views all forms and types of 

education as improving an individual's opportunities to 

better his/her quality of life. This viewpoint can even 

include faculty and staff development as part of the 

economic development infrastructure. Joan, a business 

faculty at Mountain Community College said, 

I look at economic development as more than just 
making people employable, if it makes me a better 
person, faculty enhancement, things like that. If I 
grow professionally I should in turn improve the 
economics of others by passing along this new learned 
knowledge. 



Even fitness programs, as a reading faculty said, 
contribute to economic development because if 
individuals stay healthy, that reduces the health care 
costs and insurance premiums and gives companies more 
money to reinvest or pass along to consumers. Also, 
healthier people are more productive, miss less work 
and live and work longer. 

A few administrators, in addition to identifying 
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industrial training programs with major companies, commented 

that all education contributes to the economic development 

of the state. Marge, a district economic development staff 

member, commented, "Any program that helps people help 

themselves, enhance their skills, knowledge, have them more 

able to cope with their environment, with their jobs and 

families, that's economic development." Bill, a small 

business development center director said, "Any program that 

is intended to educate people on how to better themselves, 

or to teach them how to fish, rather than to fish for them, 

focuses on economic development." The same director 

discussed Tech Prep programs as an example of a program that 

contributes to economic development. Tech Prep is a program 

whereby high schools offer the first two years of a 

technological skill followed by two years of the same 

technology at a community college. Another example given 

was business incubators. 

There's another program that hasn't necessarily been 
successful everywhere and that is an incubator 
program. I've seen it in Colorado where you have a 
facility, in many cases in older towns where places 
have gone bankrupt, industry has gone, buildings are 
just sitting there. They can get this building fairly 



inexpensively and you have a business that takes on as 
its business to start up new businesses. 

The incubator program identified by the business 
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director meets the "new business" category criteria because 

it is a program to assist small businesses getting started. 

The other programs target individual students, not 

companies~ and do not meet the criteria of any of the 

categories delineated. 

special Population Programs 

Fewer than half the faculty and only two 

administrators identify programs targeting special 

populations as focusing on economic development. Many of 

these programs are short-term, specially funded, accelerated 

training programs intended to help women or minorities. One 

example given is re-entry programs targeting women that 

provide computer and clerical training over a short period 

of time. Some of these programs assist in job placement at 

the conclusion of the program. A program titled RADAR, 

Return and Discover and Retrain, is designed for single 

mothers desiring to return to the work force. Another 

program targets sixth-, seventh-, and eighth-grade students 

who have an interest in science and engineering. 

Another program targeting a special population and 

identified as focusing on economic development is a 

cooperative effort among the public schools, community 
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colleges, and university to assist public school teacher 

aides to work toward a bachelor's degree in ESL. 

Anticipating the statewide growth of Spanish speaking 

students and projecting the number of ESL teachers that will 

be needed, this program was designed to encourage Spanish

speaking teacher aides to complete lower division courses at 

the community college and upper division courses through the 

university. The community college sponsors the students the 

first two years, the university the second two years, and 

the public schools give the student aides release time to 

attend classes. 

The programs described here are designed for 

individuals, not large or small employers, and therefore do 

not correspond with the human resource development, 

technical assistance, or new business development category 

definitions. Again, it appears faculty perceive economic 

development as serving individuals, administrators as 

serving employers. 

Recruitment of New companies 

One-fifth of the faculty, all of whom were 

occupational faculty, and virtually all of the 

administrators, identify recruitment of new business or 

companies as programs that focus on the economic development 

of the state. Recruitment programs correspond to the "new 

business development" role because they support the 
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development of new or expanding businesses. Many faculty 

are familiar with the training conducted by the district 

Economic Development office, but not familiar with its role 

in recruiting companies or hiring new employees. This is 

contrasted by almost one hundred percent of the 

administrators interviewed who refer to recruitment of new 

business or programs from "Hal's office" (the director of 

the district Economic Development office) as economic 

development programs. In response to this question, many 

administrators simply stated, "Those are programs that come 

out of Hal's office; that's what Hal's office does." 

The district Economic Development director 

accompanies individuals from the governor's office and local 

economic development organizations to visit companies in 

other states considering relocating to Arizona. The 

district Economic Development director presents the 

district's hiring, screening, and training capabilities to 

companies considering relocating. 

Even though the district Economic Development 

director has primary responsibility for assisting in 

recruitment of new businesses, college presidents and deans 

of instruction are involved with their community's 

recruitment efforts. As an example, Janna, the president of 

Sahuara community College said, 

Our role at the college is to go on trips with the 
chamber of commerce to solicit business, to be part of 



the economic development program of the chamber and 
the city. As a matter of fact, I've just completed 
presidency of the Scarsdale partnership, that's the 
economic development division of the chamber and the 
city that works together in a partnership. I was 
president of the board and I'm still on that board. 
Each year we raise about $600,000 for enhancement of 
businesses already here but also to attract other 
businesses. We serve personally in a variety of ways, 
but as an institution we serve as the educational arm 
to provide specific training for employees who may 
come in or simply as an incentive that there is a 
community college in the community and people can take 
advantage of that. 

John, the dean of instruction at Gila community college 

commented, 

I'm presently on the economic development team for 
Hanover. On that team we have representatives from 
the American Graduate School, University West, CEO 
from our local hospital, a representative from the 
chamber of commerce, and two economic development 
specialists. When a new business is looking at 
Hanover as a possible new location, we as a team 
tailor a presentation to them .•• what we can do to 
train new employees and what we have already done to 
train our existing work force. 
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District and college-level recruiting programs are 

present within the college district. Only a few of the 

larger colleges are involved in recruitment; the key actor 

is the district Economic Development office and the 

director. The administrators predominately identify the 

district Economic Development office and recruitment 

programs in response to this question-the faculty to a much 

lesser degree. The recruitment programs meet the criteria 

and conform to the "new business development" category of 

economic development roles. 
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Small Business Development centers and Programs 

Over one-third of the administrators, but only one 

faculty member, identified the small business development 

centers (SBDC) as programs focusing on economic development. 

It appears few faculty are even aware of the small business 

development centers located at Cholla community College and 

willow Community College. Eleven small business development 

centers throughout Arizona and a statewide director's office 

make up the Arizona Small Business Development Center 

Network. These centers represent a partnership between the 

U.S. Small Business Administration and Arizona's community 

colleges to offer small businesses credit and non-credit 

courses and seminars, free counseling services, and library

research facilities. Examples of small business subjects 

covered in credit and non-credit courses and seminars are: 

operations, profit planning, bookkeeping, financing, 

marketing, producing and evaluating advertising, insurance, 

law, tax planning, personnel, management, customer 

relations, and international trade. 

Each Small Business Development Center offers 

similar services but different programs and expertise. As 

an example, the willow Community College Small Business 

Development Center offers a nine-month small business 

management program designed primarily for business owners 

that have been in business a minimum of one year. The 
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participants receive a wellness check or assessment of 

strengths and weaknesses by a team of three consultants at 

the beginning of the program, meet weekly for seminars, and 

receive a minimum of 12 hours of counseling which focus on 

each business owner's needs. In contrast, the Small 

Business Development center at Cholla Community College 

offers primarily one-hour credit seminars and suggests, in a 

brochure, various "paths" or levels of completion for a 

certificate Level I, certificate Level II, or an Associate 

degree in small business management. 

The centers offer free counseling to their 

participants and each have their own expertise. Cholla 

community College has 24 specialists in a variety of areas. 

As the director said, "We've got people who are 

export/import specialties, that is our center specialty. 

Each center has a specialty they focus on." The willow 

Community College center counseled over 700 clients in one 

year, Cholla Community college over 640. 

Small business development centers are frequently 

mentioned in community college economic development 

literature and definitely correspond to the "technical 

assistance" category of economic development roles. These 

centers offer seminars, workshops, and consulting to 

entrepreneurs considering starting a business or existing 

small businesses. 
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In summary, responses by faculty and administrators 

to the question, "What types of community college programs 

are perceived as embodying economic development concepts" 

can be classified in one or more of the following program 

groupings: industrial training for employers, occupational 

programs, all programs, special population programs, 

recruitment of new companies, and small business development 

programs. Industrial training or customized training for a 

specific company is the most frequent response by both 

administrators and faculty. The highly visible business 

partnerships with major corporations such as Motorola 

university, Mayo Clinic, America West, Honeywell and others 

are most often cited as examples. Industrial training 

programs represent the majority of economic development 

activity within the district colleges and come closest to 

meeting the intent and meaning of the "human resource 

development" category because the customer is an employer 

and the training is "client specific." 

The district's role in recruiting new companies is 

identified by all the administrators as focusing on economic 

development and is the more traditional role for economic 

developers. Only one-fifth of the faculty, all of whom were 

occupational faculty, were aware of the district's 

involvement in recruiting companies. This grouping 

corresponds to the "new business development" category which 
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includes various roles two-year colleges can assume in the 

support of attracting new companies or helping existing 

companies expand their work forces. 

The small business development centers offer 

seminars, workshops and consulting to potential and existing 

small business owners. Only one-third of the administrators 

are either aware of the small business development centers 

or associate them with economic development. None of the 

faculty, with the exception of one individual, identify 

small business development centers as programs that focus on 

the economic development of the state. Faculty do identify 

programs that help individuals improve their technical 

skills via computer institutes, occupational programs, and 

reentry programs. Some of these individuals may be gaining 

technical assistance for the purpose of developing their own 

businesses. The small business development centers comply 

with the criteria for the "technical assistance" category of 

the AASCU typology. 

Traditional occupational programs are designed to be 

"industry specific" in lieu of "client specific" but are 

fashioned after the needs of clients within industries. 

Academic and occupational courses can be considered "client 

specific" when they are altered to meet the specific needs 

of a company. An example of a "client specific" academic 

program is the collaborative efforts among the public school 
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system, the community college district, and the university 

to have Spanish-speaking student aides receive a bachelor's 

degree in ESL. Occupational, academic, and special 

population courses and programs, identified predominantly by 

faculty in response to the question, target individuals and 

not companies and therefore do not meet the narrow criteria 

of the categories given for economic development programs. 

HOW IS ECONOMIC DEVELOPMENT ORGANIZED WITHIN THE COLLEGE 

DISTRICT? 

"The shape of the political dynamics is greatly 

influenced by the shape of the formal bureaucracy" 

(Baldridge, 1971, p. 108). The bureaucracy is the formal 

organization displayed by the mission and goals statement, 

organizational chart and lines of authority, strategic plans 

and committees, and other visible forms of structure and 

organization. It was anticipated that economic development 

activities would be centrally organized at the district 

level and organized in a more decentralized fashion within 

various colleges, divisions, and departments at the college 

level. The model suggested that the district's centrally

organized bureaucracy would attempt to coordinate and 

monitor all economic development activities. 

The bureaucracy creates educational units which 

compete with each other for resources and autonomy. 
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According to the framework, this competition may create 

conflict among units such as colleges, divisions, and 

departments within colleges. It was envisioned that 

economic development and occupational programs would compete 

with academic programs and any conflict between them would 

be funneled through formal chains of command for resolution. 

Mission and Goal statements 

Economic development is included in the district's 

mission and goals statement: 

Economic Development Services • . • providing 
business, industry and governmental agencies with 
training programs tailored to meet the educational 
needs of their employees and the work place. 

The goal supporting this mission states, 

Economic development is the increase of wealth in a 
geographical area. Job creation is key to the process of 
generating economic prosperity. Several organizations in 
the state and county are concerned with promoting the 
local economic development representing a wide variety of 
interests. It is important to interface with these 
community interests to achieve the goals, but is also 
essential for Southwest community Colleges to stay very 
focused on the needs of new and existing business for the 
types of training support that will generate new jobs. 

Each community college within the district has an 

individual mission or philosophy statement mirroring its 

goals and objectives. All the colleges, except three, 

identify business and industry needs, linkages, or 

partnerships in their mission statement. Colleges more 

intensely involved in business linkages have mission 
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statements that reflect that commitment. As an example, one 

of the objectives of Cholla community College is, 

Foster educational partnerships with business, 
industry, government, and other institutions which 
maximize the use of existing resources to help 
students achieve their educational goals and to 
contribute to economic development within the county. 

Colleges less intensely involved in business 

linkages have more traditional occupational and general 

outreach goal statements. As an example, two of Sahuara 

community College's goals illustrate this philosophy: 

To offer specific occupational training and to develop 
educational programs appropriate to new and emerging 
career fields. To maintain opportunities in 
continuing education for adults to learn new job 
skills or update prior ones. 

organization for Economic Development Programs 

District Level organization (Centralized) 

As predicted by the study's framework, economic 

development programs and industrial training programs are 

centralized at the district level in the office of 

occupational Education and Economic Development and the 

office of Corporate Services respectively. As the dean of 

instruction at Mountain Community College said, "We have two 

wings downtown, Economic Development which Hal does, and 

Corporate Services which Les does." 

The organizational structure of economic development 

depends on one's definition of economic development. All 
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the district administrators and essentially all of the 

college presidents, deans, and business institute directors 

interviewed perceive economic development programs similarly 

to the district's goal statement, or in terms of creating 

new wealth for a community through "recruitment" of new 

businesses and through "expansion" of existing businesses. 

While "expansion" refers to a local corporation hiring and 

training additional human resources, "recruitment" refers to 

the attracting or luring, and subsequent relocation, of 

large, corporate organizations from other parts of the 

country or world. The district Economic Development 

Department concentrates on recruitment more than expansion 

(especially of smaller businesses), leaving the latter 

component of development to college level activities. In 

addition to recruiting new, large businesses, district 

officials hire and train workforces for these organizations 

and thus function as an "independent employment agency." 

For the district's administrators, then, the majority of 

economic development activities are connected to recruitment 

and centralized at the district level with only a few 

colleges involved. The majority of faculty, in contrast, 

are not cognizant of the district's role in recruiting 

companies and work forces for new companies, although some 

are aware of the district Corporate service office. The 

district occupational Education and Economic Development 
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director reports to the vice-chancellor of Educational 

Services, who reports to the chancellor. He splits his time 

between occupational education and economic development but 

does not have any line authority over college programs or 

administrators. His office has one other staff person 

assigned to occupational education and two staff persons who 

function as economic development specialists. One to two 

interns typically help out in the office. The dean of 

instruction at willow community College commented on the 

role of this office, 

Here it is more centralized. We have Hal's office 
that goes out and does all the ground work. For 
example, security Pacific comes into town. I wouldn't 
have the charge like I did in a rural area to go out 
and woo them to come into the area. That's being done 
by heavy weights and Hal is our representative from 
the district. Hal is at a full dean level, in both 
salary and grade and considered well-respected and I 
think very powerful. But he does not have line 
authority over me. He's just a staff person, but 
sometimes he can support you and sometimes he doesn't, 
and that is to his benefit. 

The origins of the Economic Development portion of 

the office date back to early 1980 when Hal became the 

district director of occupational education. As one of the 

district economic development specialists recalled, 

At the outset he spent three years positioning this 
district with the business community and the economic 
development community so they would call his office if 
they had any kind of needs for assisting newly 
locating businesses or business expansions or any 
other part of the dealings that the communities had in 
terms of what they called economic development. He 
basically positioned himself to be their point of 
contact. Along the way McDonnell Douglas Helicopter 



decided to locate here and that was our first major 
project. 
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The purpose of the district's occupational Education 

and Economic Development office is to help recruit new 

businesses and then help those new businesses recruit and 

train a work force. In this capacity the district Economic 

Development office serves as a central point of contact for 

new companies considering relocation, for existing companies 

expanding their work force, and for professional economic 

development organizations desiring district representation 

when recruiting companies from other parts of the country. 

comments from presidents and deans communicate these roles. 

The dean of instruction at Willow Community College said, 

"Hal is really the guru of economic development around 

here." The president of Pueblo Community College made this 

comment, 

Hal's office is a lot of things but his major 
interest, and in many ways the focus of that office, 
is economic development. It's working with the 
business and industry community, it's being a resource 
to them, it's helping the community in terms of 
creating jobs, helping a company become more 
successful to help the tax base. Hal is involved in 
the initial decision of the company to come to this 
area and his office will determine the training needs 
of the company. 

The dean of instruction at Verde Community College added 

this comment, 

All the individual colleges work with firms; we work 
with Garrett, Litton and Allied signal and we're kind 
of in this day-to-day frenzy of meeting training 
needs. Hal is a little further out there. He's not 



working with current clients, necessarily as much as 
working with future clients; he's several miles ahead 
of us. 
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Another president said, "He works with companies coming in, 

works with the chambers and recruiting. He and I have gone 

together on recruiting trips with the governor to speak in 

terms of what education has to offer." 

The district Economic Development office recruits, 

screens, tests, and trains new employees for companies 

relocating to the area. A promotional handbill titled, 

"start-up Work Force Acquisition Services of Southwest 

community College District" is distributed to companies 

considering relocating to the area. The handbill identifies 

various services for newly relocating firms, such as, 

"design and list position announcements with appropriate 

newspapers and organizations, field the resumes and forward 

them to your designated representative, schedule candidates 

for interviews at the times and locations you prefer, notify 

candidates as to their status after job interviews." 

In addition to the recruitment function, the 

district Economic Development office also offers "Start-up 

Work Force Training Services" which will "custom design the 

training to meet your specific needs and timelines, conduct 

training for entry level positions that may not require any 

previous job related experience, and train the trainers for 

company personnel." These promotional handbills promise 
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that the district will attempt to seek financial resources 

to defer the cost and that "low cost tuition" makes this an 

attractive opportunity to offer the training for college 

credit. 

Mary, a district administrator described the 

process: 

If you drew a flow chart of the typical case it would 
look a little like this. Prospect does mUltistate 
search, identifies three states, usually three metro 
areas. Prospect contacts the regional economic 
development group, sets up an appointment to talk to a 
rep, maybe over the phone initially, eventually there 
is a site visit. The rep would organize people that 
he or she thought were useful in presenting the 
community in the best light and answering the client's 
questions. Frequently that would include us and other 
folks such as utilities and real estate people. The 
prospect sees what a wonderful place this is and 
chooses to come here. Here it gets a little hazy 
because what would have traditionally happened in the 
past is we would request Carl Perkins funds from the 
state to defer some of the training costs. We design 
a program, in terms of recruiting and training, th~t 
is responsive to them. Every start-up is unique, even 
within a company. We would hope that out of that time 
that we spend together in the start-up we would start 
a long term relationship and that we would tie them 
into some contract training with one or more of our 
colleges. 

In May 1992, a favorable article about Southwest 

Community College District was published in a local 

magazine. The article, "The New Kids on Campus," discussed 

the district's colleges and their mission and role within 

the community. The chancellor was quoted as saying, 

Fifty percent of the district programs are focused on 
traditional educational pursuits, the other fifty 
percent consist of community involvement programs, or 
what I call the "social agenda." That's not only 



reaching kids who, perhaps, haven't completed high 
school and need training in specific occupational 
programs, or workers who need re-careering, or 
supplying programs for local industries, but also 
economic development and tailoring programs to 
individual companies that are upgrading worker skills 
(Bergsman, 1992, p. 63). 
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This quote was followed with an interview with Diana 

Fouts, human resource manager for Security Pacific Bank, 

whose company decided to move their credit card operations 

to the area in late 1989. Diana had to hire and train a new 

staff of about 700 immediately upon relocation. She is 

quoted in the article as saying, "We were making contacts 

with vendors and local people when I was introduced to Hal 

of Southwest Community College District and was told "these 

people can help you" (p. 64). The district office placed 

the advertisements, using their own P.O. box, used their own 

computer system to inventory applications, and screened 

about 1,000 applicants for Security Pacific. Security 

Pacific hired approximately 700 people locally. 

The district Corporate Services office originated in 

1985 as an arm of the district Occupational Education 

office. The creation of Corporate Services was requested by 

Hal to respond to the many business requests his 

occupational Education office was receiving. The director, 

Les, recalls the genesis of corporate Services: 

He was instrumental in convincing the chancellor to 
create this other arm called Corporate Services 
because from the things he was doing, and monitoring 
all the occupational programs in the district, he 



couldn't handle the requests, he didn't know what to 
do with them and he didn't have the time to deal with 
them. 

Corporate Services was established as a central 

contact for existing local businesses seeking industrial 

196 

training or employee training. chris, the vice-chancellor 

of Educational Services, explains the reason for the genesis 

of Corporate Services: 

Let me go back a decade ago when we were not involved 
in economic development to the degree we are now, as 
part of the incentives that are used to attract 
industry here, but we were working with business and 
industry to improve the work force. We created an 
office called corporate Services whose purpose was to 
go into the corporate community, business, industry 
and governmental agencies, and find out what their 
training needs are and then come back and design a 
package, a course or workshops specific to them and 
then work with our colleges who would be our delivery 
arm. 

Based on the study's framework, it was expected the 

district office would attempt to coordinate and monitor 

economic development activities. It appears, from comments 

made by the vice-chancellor, Corporate Services was created 

to coordinate the colleges' contacts with large 

corporations: 

We created Corporate Services for a number of reasons. 
One was that our occupational deans and faculty were 
tripping over each other, going to Motorola, Intel, 
Garrett, American Express, etc., the big corporations, 
it was easy to make a killing, they were bothering the 
personnel directors or the training directors because 
two or three of our guys would show up a month. The 
other part of it was that once the companies knew that 
we were interested in doing business with them they 
were playing us off against the other. They'd say 
"Well, she will give me that for 19 cents, will you 



give it to me for 17 cents?" The other was that we 
were not dealing with the smaller businesses and we 
were not dealing with medium sized corporations, the 
ones we were chartered to do business with. So we 
created an office of Corporate Services and it made 
contacts and then the director would broker the 
services to the colleges. 
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The justification for corporate Services was a desire among 

central administrators for a central contact for business 

that would ensure prospective clients would receive 

consistent and accurate information regarding the training 

and educational services available throughout the district. 

As a district administrator said, 

Corporate Services came about for coordination 
purposes, there was a complaint because several 
colleges contacted the same company, America West. We 
do not feel it is appropriate to have all our colleges 
bumping into each other talking to a client when they 
come into town, so we have to represent all of our 
colleges. We don't say all the training has to come 
out of this office, it doesn't, a lot of the training 
that goes on with companies on a day to day basis is 
at the college level without any involvement from our 
district office at all. 

Under current procedures, the director of Corporate 

services, Les, meets with the business, determines the 

client needs, and then brokers the training to one of the 

colleges. Comments by presidents and deans illustrate this 

role, 

Les serves more as a broker who identifies which 
colleges might best serve the specific business. Many 
times it's a matter of geography. 

Les at the district Corporate services office does a 
lot of work making contact with local industries, 
trying to identifying needs, and then becomes a broker 
so that we don't step on each others' toes. 



The district corporate Services office function has 
been brokering. Sales people are out on the street 
finding companies that need training. After that Les 
brokers the training to one of the colleges. 

The difference between Corporate Services and the 

Economic Development office, according to Les, is 

Hal goes after the new businesses and expanding 
businesses. The existing businesses are the ones that 
I deal with, but there is a point where he turns the 
new businesses over, when they become existing 
businesses. 
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Les brokers everything to a college and the college 

conducts the training and offers credit if desired by the 

employer. An example of this arrangement is Garrett 

Industries, who wanted 300 engineers to receive eight hours 

of computer training in DOS and D-Base. Corporate Services 

introduced the company representative to a college 

representative who developed and implemented the customized 

training. corporate Services, after delegating the training 

to a college, is still responsible to district 

administration and the board for a successful partnership 

between the company and the college. The director of 

corporate Services made this comment: 

We give everything to a college and at that point my 
role switches, and I become an agent for the client 
because now the reputation of my office and the 
district in on the line. And I have to make sure the 
college delivers what I said they could. 

Corporate Services is more frequently mentioned by 

faculty than is the district Occupational Education and 

Economic Development office. As discussed previously, very 



few faculty are even aware of the district Economic 

Development office and fewer are aware of its recruitment 

and training functions. More faculty are familiar with 

Les's office and the work it does with business and 
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industry. Corporate services has apparently been more 

visible to the colleges because the deans and faculty are 

contacted by Corporate Services to develop and implement the 

training. The dean of instruction of Mountain Community 

College discussed how the baton is passed. 

We all got around the table with TRW after Les got 
them to us, and we took it from there. He (Les) spent 
one afternoon with this big group and from that point 
on we took it and then Les walks to the next project. 
Now he keeps monitoring, I think he bird dogs it, and 
we don't move as fast as he would probably like but 
instruction doesn't move very fast and it took us 
awhile to hammer it out. Les did a nice job of not 
trying to shove anything down anyone's throat because 
you can't shove it down the college's throat. 

corporate Services was designed as "one stop shopping" for 

companies seeking training; once Corporate Services makes 

the contact, it gives the job of developing the curriculum 

and conducting the training to a college. 

Since the study commenced, Les has decided to retire 

and the district, it appears, has decided to dissolve the 

office rather than replace him. Chris, vice-chancellor of 

Educational Services, explains that Corporate Services 

worked well for about seven years until some of the colleges 

began developing their own business institutes. Each year 

corporate Services submits an annual report to the vice-
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chancellor identifying its visits to businesses and the 

amount of training the office has conducted. According to 

Chris, 

It turns out that 90 percent of the stuff that was 
being generated by Corporate Services was being 
provided by Cholla Community college and willow 
Community College and a few of the other colleges. So 
each of the colleges, among themselves, pretty well 
defined the territory. On their own they had defined 
it and that's when I decided there was no need for 
resources to be spent at the district to coordinate 
something that didn't need coordination. So the 
original reason for developing the office was not 
present any more, so I did away with the office. 

Administrators at both the district and college 

level have commented that the colleges are presently given a 

great deal of autonomy by the chancellor. It was repeated 

that the chancellor refers to the colleges as, "Ten 

institutions out of control or not managed." This autonomy 

is visible in many domains, such as college organization, 

mission and goal statements, course and program offerings. 

The vice-chancellor of Educational Services appears to share 

the same management philosophy. In our conversation he 

related a story to me about a case he studied at the Harvard 

Institute for Educational Management that led him to this 

management philosophy: "You don't make decisions that 

somebody else needs to make. Don't do somebody else's work, 

let them do their work. I only get involved if there is 

conflict." 
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It appears the district, in its attempt to 

coordinate the business contacts made by the colleges 

through Corporate Services, conveyed a feeling of control 

instead of autonomy to the colleges. The justification for 

putting "control for coordination purposes" in district 

corporate Services was to protect the professionalism and 

credibility of the district. The possibility of 

recentralizing control remains if the district were to see 

the need in the future. As the vice-chancellor of 

Educational Services said after he explained why Corporate 

Services had been terminated, 

My sense is that five years from now if the turf is 
not as well divided as it is now and people begin 
crossing each other, we'll probably organize another 
corporate services office. But we will always manage 
the economic development part that works to get new 
corporations to come in, that will be done centrally. 
How it is managed below that is up to Hal and the 
occupational deans. 

The study moderately concurs with the framework 

concepts. The economic development bureaucracy is 

demonstrated by the district mission and goal statements and 

the centralized structure conceived to initiate economic 

development programs and coordinate and monitor college 

economic development activities. The study reveals two 

district offices, Occupational Education/Economic 

Development office and Corporate Services office, each 

interface with the business community. The director of 

occupational Education and Economic Development's role is to 
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primarily help recruit and train employees for new 

companies. Corporate services has been dissolved and its 

function assumed by the colleges. No conflict appears to 

have been present in this transition; the formal 

bureaucratic chain of command was utilized, as anticipated 

by the framework. 

College Level Organization (Decentralized) 

Some colleges more than others have developed strong 

linkages with local businesses and industry. These linkages 

have been by design, by evolution, or through personal 

entrepreneurship, but all from a strong conviction in being 

involved with the private sector. Most of the presidents 

are very active in their respective business communities, 

working with their chambers and local businesses. However, 

while some college presidents and deans have an ardent 

interest in pursuing business linkages, others take a more 

passive role. All college presidents and deans interviewed 

comment strongly on "responding to their communities' 

needs," but the ways and means chosen differ among colleges. 

Some colleges such as Desert Community college and Verde 

community College have responded to community needs by 

developing strong transfer programs, while others have 

pursued business and industrial training linkages. 

Even though the chancellor, the vice-chancellor of 

Educational Services, and the district mission and goal 
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statement emphasize the importance of corporate ties, it 

seems each college has autonomy in setting its own mission 

and goals and in responding to the district's desire for 

corporate ties. Marge, a district economic development 

administrator said, 

Some years ago the colleges opted to be decentralized 
and with decentralization goes empowerment. So, there 
is no tight leash on any of the colleges in terms of 
who interfaces with what companies. We do have an 
overlap, we do get embarrassed from time to time when 
we're talking to different departments in the same 
institution and going in different directions and it 
may appear to the company that the institution really 
doesn't have their act together. 

The relationship between the colleges and the 

district Economic Development office is not one of line 

authority, only staff authority. An economic development 

specialist in the district Economic Development office, made 

this comment: 

Basically we have a loose alliance of colleges that 
tend to cut their own deals. In other words, we do 
not have a top-down management structure, we tend to 
have a decentralized approach to deliver our programs 
and each college tends to do their own thing within 
the confines of the mission of the organization. There 
are direct ties to employers in everyone of our 
colleges and how they go about doing that is a little 
different from college to college. We have focused on 
this office (district economic development) as being 
the only contact with the economic development 
entities in terms of sharing with prospective locating 
companies the services that can be provided to them. 

Jane, the Gila Community College dean of instruction 

offered this description of her relationship with the 

district Economic Development office: 



I usually make them (district Economic Development 
office) aware of what we are doing, but I can't give 
them details and I don't need their approval because 
we are doing that autonomously for our specific area 
of town. So it's not required to tell them what we're 
doing but as a courtesy I like to let them know in 
general terms what we're doing. 
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The organizational structure of each college is as 

different as the means each college has organized to respond 

to business and industry requests. There does not appear, 

from the study, to be any reward or punishment for colleges 

actively or inactively involved in business partnerships 

even though the district office encourages such endeavors. 

Some colleges are more proactive in generating business 

training contracts and have a separate arm of the college 

designated to carry out that function. other colleges work 

through their president and their deans responsible for 

occupational training who in turn work with appropriate 

department chairs and faculty. Full-time faculty have an 

important role to play, according to the majority of 

presidents interviewed, and different colleges have devised 

different ways to involve faculty. 

There are similar organizations and titles across 

the colleges; the presidents report to the chancellor and 

the deans of instruction and other deans and directors 

report to the president. Each college, however, has a 

different configuration of deans and directors that report 

to the president, and this creates dissimilar organizational 
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structures at each college. As an example, the largest 

college has a dean of administrative services, dean of 

instruction, and dean of student services, as well as an 

executive director of the Business and Industry Institute< 

all of whom report to the president. Another college has 

the dean of instruction, director of Southwest Studies, 

director of buildings and grounds, and dean of student 

personnel services who report to the president. All of the 

colleges have a dean of instruction and a majority have 

associate deans, some of whom have occupational or 

technology titles. In others, administrators operate 

without that title, but are responsible for occupational 

programs. Some similarities, such as span of control for 

college presidents and deans, can be correlated with size of 

institution but title and nature of positions are 

dissimilar. 

The extent of contract training and business 

partnerships varies by college as does the organizational 

structure to facilitate those relationships. There are 

similarities in the way these programs are administered, but 

no two colleges use exactly the same approach. As Jean, the 

business and industry director at willow Community College 

said, "I work directly under the dean of instruction who 

works under the president. I know there are many colleges 



where their business and industry institutes work 

independently, but we do not." 
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Most colleges have a director or an individual 

designated as the contact person for local businesses and 

liaison with the district Economic Development office. 

will, the dean of instruction at willow community College, 

described this position: 

I have a coordinator and business administrator of 
industrial training programs that are responsible for 
doing the day-to-day activities; register the 
students, faculty evaluations, grade rosters, 
establish what the curriculum needs are. 

The presidents and deans appear to set the stage and 

determine the degree of interest and emphasis the college 

places on outreach programs to business, industry, and 

government. Julie, the arts and science dean at Sahuara 

Community College, said this about her president: "Art is a 

team player too. He spends maybe 60 percent of his time out 

in the community making contacts, I think the other 

presidents spend maybe 5 percent, if that much." 

In a similar vein, this comment was made by Will, 

the Willow Community College dean of instruction: 

We had an automotive program at that time that was 
very unsuccessful, so I flew over to L.A. and just 
camped myself there until Toyota would listen. I 
actually just wore them out and they took a chance. 
Now we have the best Toyota after-market technician 
training program in the country. The district office 
had no involvement but was supportive. 
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Willow Community College is located in the south central 

section of town which is comprised of manufacturers and 

businesses and does not have, according to the dean of 

instruction, a neighborhood or community to thrive on. As a 

means of survival the dean of instruction and president went 

after the business market. 

There are some grass roots efforts by faculty but as 

a computer science faculty member said, "You need to really 

do your homework and document everything." It appears there 

is a lot of work involved in setting up a computer institute 

or training program for a company. A business instructor at 

Mountain community College commented, "Some people stick 

their head in the sand, some go after monies; it's not 

forced, it's encouraged, some people are constantly drumming 

up programs, others opt not to because of the work." One 

senses that opportunities are available for faculty to 

become involved in collaborations with external 

organizations and businesses, but many of the faculty are 

not interested, some have had their hands slapped for 

contacting companies already contacted by district or Cholla 

community College, and a few pursue such ventures with the 

encouragement and blessing of their college administrators. 

The various structural arrangements established by colleges 

to respond to employer requests does not appear to 

positively or negatively influence faculty involvement. The 



deans' and presidents' attitude toward such partnerships 

seems to be a larger factor than the structure of the 

bureaucracy. 
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The colleges most actively participating in business 

and industry training develop and administer those programs 

through a separate department or arm of the college, 

normally titled a business and industry institute or 

business center. six of the nine community colleges have or 

had such structures (Mountain Community College, Gila 

community College, willow community College, Pueblo 

Community college, Sahuara Community College, and Cholla 

community College). 

Mountain community College business structure. The 

largest college in the district, Mountain Community College, 

has a separate facility, physically located off the main 

campus, named the Business and Industry Institute. The 

director of the institute reports directly to the college 

president and is parallel to the dean of instruction 

organizationally. The institute's origins date back to the 

middle 1980s when Mountain Community College conducted 

training for Motorola on its main college campus. The 

partnership with Motorola has grown into what is fondly 

referred to as "Motorola University," Motorola Training and 

Education's sole partnership with a college or university. 

The Motorola Training center in Austin, Texas, is presently 
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attempting to develop a similar partnership, but, according 

to Ken Henrickson, director of Motorola West, they are five 

years away. Motorola University is the cornerstone of the 

Mountain Community College Business and Industry Institute; 

the institute has additional training agreements with other 

companies and organizations, but not on such a large scale. 

Motorola made a commitment to education and training 

in 1979 when the CEO, Robert Glavin, requested a five-year 

training plan. His goal was to build a "best-in-class work 

force" and achieve a tenfold increase in quality by 1986 

(Carnevale, 1990). To back his commitment Motorola in 1987 

was investing close to 2.4 percent of its payroll in 

training, while few companies invest 1 percent. To 

operationalize the training plan, training centers were 

established around and outside the country. The training 

centers include Motorola University headquarters at the 

Galvin Center for Continuing Education in Schaumburg, 

Illinois, the Motorola University Southwest located in 

Austin, Texas, the Motorola university Design Center in 

singapore, and the Motorola University West located in 

Arizona in partnership with Mountain Community College. 

Motorola University is part of Motorola Training and 

Education, whose corporate mission is to meet the training 

needs of the corporation by focusing on strategies for 

enhancing individual competencies, improving organizational 
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performance, and achieving competitive advantage (Motorola 

University Profile). 

Motorola Training centers focus on technical and 

managerial programs but also offer several language courses 

since they are an international company. In addition, all 

courses with accompanying material are offered in several 

languages. The course material is either developed by 

Motorola instructional designers or purchased from a vendor. 

Additionally, Motorola was one of the first companies to 

assess employees for basic skills. Motorola made this 

statement regarding the assessment: "We concluded that 

about half of our 25,000 manufacturing and support people in 

the U.s. failed to meet the seventh-grade yardstick in 

English and math" (Harvard Business Review, July 1990, 

Carnevate, pg 30). 

English and math are only two of the basic skills 

according to Motorola; others include beginning algebra, 

reading for greater comprehension, orientation to computers, 

appropriate software programming, understanding six 

sigma/Kaizen, team building, total customer satisfaction, 

problem solving, statistical process control, English as a 

second language, basic writing, and keyboard skills. 

Mountain community College's relationship with 

Motorola started in the middle 1980s when Motorola came to 

Mountain Community College and asked if they could develop 
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an intensive 18 month electronic/electromechanical training 

program for minority females who were production workers. 

This program was an accelerated two and a half year 

associate degree program. The majority of women were 

oriental with poor English language skills but good 

technical skills. Two groups with approximately 33 women in 

each group completed the associate degree program in 18 

months with an average GPA of 3.25. The courses were taken 

on the main campus, and many of the women went on to become 

engineers and others were upgraded at Motorola. At that 

time Motorola had a corporate mandate that every employee 

receive 25 hours a year of training; that mandate today is 

40 hours a year and includes managers and presidents as 

well. Another college within the district, willow community 

College, during the same time period, conducted a similar 

program for 20 minority women. 

After the success of the initial program, Motorola 

executives discussed, with the chancellor and director of 

occupational education, the possibility of Motorola 

contracting with the college to provide training for 

Motorola employees. Each Motorola manufacturing plant 

offers in-house training, but additional courses with 

appropriate content were needed to fulfill the Motorola 

university mission statement and offer employees alternative 

means of receiving their 25 hours of training a year (now 40 
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hours). The district, it appears, contacted Mountain 

Community College because of its location and electronics 

expertise. The training commenced, first on the main campus 

and then quickly expanded to leased classrooms off the main 

campus. However, some classes remained on the main campus. 

Some faculty and administrators did not believe Mountain 

Community College should rent so many classrooms to a 

corporation and the corporation retorted, "We are taxpayers 

too." This discussion was not going to go anywhere, in the 

words of the institute's director, so in 1988 Motorola 

agreed to lease a facility in a nearby location for five 

years and have it totally modified as a training center. 

The training center, a beautiful, modern facility with 

multimedia capabilities, opened the summer of 1990. 

Motorola pays the building lease, but Mountain community 

College leases back classrooms from Motorola to offer 

courses to other businesses and the general public. 

By the end of 1992 the Motorola University, operated 

by Mountain community College, will have enrolled 40,000 

Motorola employees in non-credit courses, the majority of 

which are one to one and a half days in length. The 

institute is solely responsible for the scheduling and 

delivery of Motorola courses as well as payment to 

instructors. This includes the selection, hiring, and 

payment of instructors as well as scheduling and evaluation 
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of courses. The institute bills Motorola, based on 

predetermined prices which are periodically reevaluated, for 

educational services rendered. Motorola, in turn, charges 

back individual manufacturing plants for training services. 

Motorola has rigid instructor certification 

requirements. All Motorola instructors must attend a five

day training session, which could be called "train the 

trainer." Three days of the training is devoted to "how to 

use" material and media with presentations of material as 

part of the training. During the last two days the 

instructors co-teach the course and the last day the 

instructor delivers the course by him or herself and is 

evaluated. Most of the instructors are not full-time 

college faculty because of the conflict in daytime 

schedules, nor are they Motorola employees because Motorola 

will not allow them to "double-dip." The majority of 

instructors are consultants or individuals outside both 

organizations. The college contracts with them on a class 

to class basis. All the courses offered thus far are non

credit. Motorola has placed the responsibility on the 

instructor, who is rigorously evaluated, and on the 

institute to meet the corporation's six Sigma standard. The 

standard means that for every million opportunities to make 

an error, only 3.4 are tolerated. The students do not get 
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evaluated, only the instructors. An example is given by the 

institute director: 

They have in every manual a list of competencies and 
it is up to the instructor to get the competencies 
across. They're instructor-led competencies, they are 
not student based competencies. The burden is on the 
instructor. The students are asked to score the 
instructor, the classroom environment, the comfort 
level. On one occasion we got dinged because there 
was no coffee available in the class. If a student 
can't find a classroom, it's our fault because we 
didn't send them a map that was clear enough. 

The director said they were running about 5.5 on all their 

classes. 

The Motorola partnership with Mountain Community 

College is referred to by its director and Motorola's 

director as a mutually beneficial arrangement. Motorola has 

a cost-effective way to offer training and education to 

thousands of its employees annually, and Mountain Community 

College creates additional revenue which is undesignated and 

can be used to enhance other educational services. 

Additionally, as was discussed previously, the 

administrators in particular feel the institute creates good 

public relations and credibility with the business 

community. The institute has no taxpayer money involved and 

must breakeven to exist. This is true of similar institutes 

at other colleges within the district. As the director of 

the institute said, "Not one dollar of tax money, so far, 

has come into this operation. All of our salaries, all of 
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our equipment, all of our revenues are all generated from 

the activity that we do." 

Since opening in 1990 the institute has leased 

adjacent office space and converted that space to classrooms 

for partnerships with other companies. As an example, 

Mountain community College Institute is the first college 

identified as a national MicroSoft training center and first 

training center outside MicroSoft's normal group of stores. 

The institute is also the authorized trainer for several 

software companies that sell aided machining packages and 

computer aided design software. After the company has sold 

a software package it recommends the company go to the 

institute for training. 

Ron Meyers, director of Motorola University West, 

said that Motorola had never had such an affiliation with a 

college but that the chancellor and director of Occupational 

Education and Economic Development were instrumental in its 

decision to do so. Ron, the director, tells the story of 

how it all started about four or five years ago: 

It goes back four or five years now, we were starting 
to pick up steam in terms of the amount of training 
that we had to deliver and one day the guy I worked 
for at that time and I were driving around and he 
said, "There's got to be a lot of educational 
resources in a town this size. Why should we 
reinvent the wheel?" So we went off and started 
looking and talking to the University of Southwest and 
other universities and ended up talking to Hal at the 
district. It turned out that the district was very 
interested in this so we said "let's give this thing a 
try". The district is pretty unique and the 



chancellor and Hal made this thing happen. We 
envisioned tapping into all 8,000 instructors at the 
college and quite frankly the dollar rate that we pay 
is very high. We talked to Les and he said "you pay 
$30 an hour, I can get all the instructors you want 
for $30 an hour. Ii We tried it, our first major course 
that we delivered to everybody was called 
Understanding six sigma, we delivered that to all 
20,000 employees. 
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The Mountain Community College Business and Industry 

Institute appears to be close to a "standalone" entity even 

though the director, Bob, reports to the college president 

and interacts with other college deans and district 

occupational deans. Financially, physically, and 

managerially the institute is ancillary to the main campus 

with only a couple of Motorola instructors teaching both at 

Motorola University and the main campus. The structure was 

created as result of Motorola requesting the district train 

their employees, and the district's chancellor and director 

of Occupational Education being receptive to the request. 

since all the course and program offerings are non-credit, 

the curriculum process is bypassed and faculty input not 

required. A comment by a Mountain Community college English 

chairperson conveyed the sentiment that some faculty at 

Mountain Community College are a little hostile because the 

president is enamored with the Motorola University. He 

said, "Our president is very much preoccupied by economic 

development. I have to confess there is some modified 

hostility right now between our president and our faculty 
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because he loves the Motorola orientation." other faculty 

interviewed, specifically academic faculty, did not 

demonstrate any hostility toward Motorola University or any 

other within the district. 

Gila community college business structure. The 

second largest college in the district, Gila community 

College, has four deans who report to the president. Those 

positions include the deans of arts and sciences, 

educational services, administrative services, and business 

and technology. The last supervises the director of the 

Institute for Business, Industry and Technology. According 

to the institute's 1991-92 annual report, the institute 

commenced in 1984 as an outreach to business and government 

entities and as a reflection of similar moves across the 

united states. The institute was designed to "work with 

business and government in an organized, focal-point 

fashion." 

The institute offers primarily non-credit customized 

offerings, some of which are unique, ongoing business 

training programs with major corporations such as Deere and 

Company, General Motors Training Center, Ford Motor Company 

Training Center, Honeywell and others. The after-market 

automotive technician training program with General Motors 

is described on pages 159-162. 
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As an example of an ongoing relationship, the 

institute has contracted with Deere and Company, 

headquartered in Moline, Illinois, for the past ten years, 

to house Deere's annual, week-long training seminar for 

their marketing executives. These executives are preparing 

to work with their dealers in all fifty states and foreign 

countries in introducing new equipment. The executives come 

in groups of fifty over a five- to six-week period and stay 

at a local resort; they are chauffeured to the college each 

morning and returned to the resort in the evening. 

According to the institute director, Deere transports over 

two million dollars of Clbrand new, never used" equipment 

from factories to the college for the training. The annual 

report states the college has installed two significant 

capital items in support of the program: a commercial, 

heavy vehicle, load-off concrete ramp, and a four-classroom, 

two-office building. The classroom building was financed by 

the college with an understanding that Deere would pay for 

the annual rent. As the director, Barry, said, "John Deere 

only uses it two to three months out of the year and the 

rest of the time we use it for instruction and support of 

our agriculture program. It's worked out real well." 

The executives are "worked intensely" during the 

training according to the director; there is lecture, lab, 

and range all taught by Deere personnel. Range refers to 
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when executives take the equipment out and actually plow and 

mow grass on Gila Community college's grounds and some 

grounds north of the college. The institute negotiates a 

contract with Deere each year for the ground services and 

other services rendered. Deere brings its own resources, 

including most faculty, print materials, and equipment. 

In addition to large, non-credit business 

partnerships, the institute also administers a for-credit, 

short-term, accelerated clerical training program for 

individuals interested in gaining marketable computer and 

keyboarding skills in a short period of time. Mostly women 

returning to the work force and minorities enroll in this 

program which is conducted in Gila Community college's High 

Technology building. The clerical program fits the category 

of "special targeted population" programs described in the 

previous question. The program is administered by the 

institute, it appears, because the business and office 

education faculty are not interested in offering the 

program. 

Gila community College's institute is similar in 

design to Mountain Community College's institute except it 

is smaller and is located on the main campus. The majority 

of the institute's offerings are for no credit but some 

credit courses are offered through the academic side of the 

institution. It appears the non-credit nature of both the 
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Mountain community College and Gila Community College 

institutes contributes to them "standing alone" and not 

needing to interface continually with the normal for-credit 

processes. 

willow community College business structure. Over 

40 percent of willow community College's enrollment is third 

party, or industrial training for companies. Willow 

Community College has a business and industry coordinator 

whose job is "to work with business and industry and to set 

up any training they might have." The coordinator reports 

to the dean of instruction and is responsible primarily for 

coordinating and implementing industrial training for 

companies that contact the college directly. In addition, 

the coordinator is the liaison between willow Community 

college and the district Economic Development office. This 

organizational structure is different than either of those 

previously discussed primarily because the majority of 

courses and programs offered through Willow Community 

College are for-credit. This means new courses or changes 

to existing courses must have faculty input and approval. 

The director works closely with department chairpersons when 

developing curriculum for a company or arranging for an 

instructor. Faculty involvement is discussed in the next 

question. 
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In addition to the business and industry 

coordinator, Willow community College has a computer 

institute that conducts corporate and consumer training, an 

individual who works with union training needs, and one of 

the two small business development centers housed in the 

district. Each of the colleges that has business centers or 

institutes has created its own expertise or niche with 

business and industry. willow Community College's business 

coordinator, in conjunction with the district Economic 

Development office, conducted the initial training for the 

consolidation of Security Pacific's credit card operations. 

willow Community College considers their niche to be credit 

card operations and quality management training. 

Cholla community College business structure. At 

Cholla Community College, the district's college without 

walls, this function is performed by a physically separate 

arm of the college called the Business Center. The Business 

Center has three divisions, 17 staff members, and an 

associate dean who reports to Cholla Community College's 

dean of instruction. The three divisions include the 

marketing department responsible for advertising and public 

relations, the sales department responsible for the "quality 

academy" as well as corporate and government sales, and the 

Small Business Development Center responsible for 

consultancy services and educational seminars to small 
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business owners. Over 60 percent of the training is for 

credit with the remaining non-credit referred to as contract 

training. The Business center has no full-time faculty and 

utilizes all adjunct faculty. 

The Business center develops and conducts industrial 

training for 17 of the 20 largest employers in Southwest 

City, and some of the businesses request educational 

services outside the united states. These businesses 

include American Express, America west Airlines, Intel, 

Allied Signal, and the Bureau of Land Management. 

According to Helen, the associate dean of the 

Business Center, the center is managed with a "business and 

marketing philosophy." All the staff have some experience 

in a private business environment and are trained in 

customer service. 

Pueblo community College business structure. Pueblo 

Community College developed a separate branch of the college 

called PACE to conduct customized training programs for 

business and industry. The PACE Center, like business 

institutes at other colleges, had to be financially self

sufficient and generate operating funds from sources other 

than taxpayer money. During summer, 1992, PACE was 

dissolved for lack of operating funds. Since PACE was 
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terminated it appears some industrial training programs are 

being conducted by the management and marketing faculty as 

well as computer science faculty. The study indicates that 

Pueblo community College does not have either a separate 

department nor a designated person to respond to business 

requests, but such requests are dispersed to appropriate 

faculty through the dean and associate dean of instruction. 

Sahuara community college business structure. 

Sahuara Community College does not have a separate structure 

to interface with business but does have a computer 

institute that caters to the computer industrial training 

needs of business and government in the community. The 

institute offers non-credit, accelerated computer classes to 

corporate clients and private citizens desiring short-term 

computer training. The computer institute was developed by 

a full-time computer science faculty member who had many 

years in the corporate world and saw a need and market for 

computer industrial training. 

The president of Sahuara Community College takes a 

proactive role with the business community and has just 

completed the presidency of his local community's economic 

development division of the chamber of commerce. He 

perceives his role is 

To go on trips with the chamber of commerce to solicit 
business, to be part of the economic development 
program of the chamber and the city. As an 



institution we serve as the education arm to provide 
specific training for employees who may come in a 
given industry. A lot of times we serve simply as an 
incentive so the people can take advantage of the 
community college. 
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As community business and government leaders contact 

the president in regards to training, he refers them to his 

dean of instruction or associate dean of occupational 

education or associate dean of arts and science. The 

president made this comment, 

On campus John (occupational dean) or the dean of 
instruction and I get together and get the faculty 
involved. We don't have a special economic 
development institute as such. We do have a Computer 
Services Institute which in a way serves one niche of 
economic development. We try to keep it as simple as 
possible. 

Sahuara Community college is similar to willow 

Community College's structure in that the majority of 

industrial training courses are offered for credit and the 

deans, department chairs, and faculty are involved in the 

process. The presidents of both these colleges commented 

that faculty involvement was integral to all their course 

and program offerings. It appears from the small sampling 

of faculty interviewed at these colleges that this is true. 

other colleges. From reviews of the organizational 

charts and personal interviews, organizational structures 

designed to respond to business and industry requests are 

not evident at the three remaining colleges (Verde Community 

College, Desert community College, Cactus Community 
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College). The organization charts at the three colleges 

display no occupational dean or technical dean position, or 

discernible "institute" type entity responsible for 

contacting business and industry. One of the three, Cactus 

Community College, just received its accreditation during 

the study; Verde Community College, according to its dean of 

instruction, is just commencing to develop some transfer

oriented occupational programs; and Desert Community College 

is predominately transfer oriented. It appears the 

communities in which these colleges reside have steered them 

in more academic, transfer-oriented directions, at least for 

the time being. 

Across the district the colleges have learned to 

work together and have developed their own business niches 

within their own regional areas. The director of Mountain 

community College Business and Industry Institute commented, 

Every college has the opportunity to take their 
courses to any local industry or plant. It was 
interesting at the last occupational dean's meeting we 
talked about programs that we all have in each other's 
territory. We supposedly have a six mile radius that 
each campus operates in but I can tell you that some 
of the colleges go outside that radius by a pretty far 
shot. 

When asked if that creates conflict he said yes, but 

usually a dean or the president is called and they work 

something out. In some instances one college may have some 

expertise that another college cannot or does not want to 

deliver. As an example, Mountain Community College has a 
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Maxwell Hospital nursing program on the other side of town. 

Maxwell called all the other colleges, and nobody wanted to 

deliver the program except Mountain Community College. 

Faculty Perceptions of Economic Development organization 

Faculty perceive the organization of economic 

development activities in various ways, based partially on 

differing interpretations of economic development and 

organization. A little over half the faculty interviewed, 

mostly occupational faculty, are cognizant of the existence 

and role of the district's Occupational Education and 

Economic Development and Corporate Services offices, as well 

as the organization at the college level. These faculty 

identify both the director of Occupational Education and 

Economic Development and the director of Corporate Services 

and give their perceptions of their activities. These 

faculty speak of "organization" in terms of their respective 

colleges, their business institutes, the role of their 

occupational dean and dean of instruction, as well as 

activities within their divisions and departments. Many of 

these faculty spoke of their own program areas and discussed 

its organization, which in many instances is different from 

a similar program at another college. A Gila community 

college engineering faculty offers this interpretation of 

the term "organization": 



I think of two different avenues. One is addressing 
economic development through our institute where the 
bureaucracy there is a self-standing organization that 
offers tailor-made courses, mostly non-credit, to 
industry. It reports to our dean of industry, 
technology, and business. Then our organization here 
at the High Tech center is to work with the deans, 
department chairpersons, users of the High Tech center 
to deliver support for instruction. There are two 
other directors here, the Director of the center for 
Innovation and the Director of the Network. We have a 
full-time staff of 12 and 125 student aides trained in 
customer service. I report to the Dean of 
Administrative Services. 

The remaining faculty, fewer than half, perceive the 
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organization of economic development in terms of curriculum 

development and program management. 

Variation in economic development and industrial 

training organizational structures affect faculty 

participation and involvement in these programs. Institutes 

and departments that offer economic development and 

industrial training courses for credit usually report to a 

dean who involve a department chair in decisions regarding 

company requests. At colleges such as Sahuara community 

College, willow Community College, and Pueblo community 

College, the faculty are asked to assist with the 

development of new curriculum, to teach the courses or 

recommend a teacher (in many instances a company employee 

with special expertise will instruct the course), and in 

some cases coordinate the entire program. The opposite is 

true with non-credit offerings; few if any full-time faculty 

are involved in curriculum development, teaching, or 
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coordination. Independent curriculum designers and teachers 

are contracted to design and instruct the courses and 

programs. 

In summary, Baldridge's political framework 

predicted that a formal bureaucratic structure would emerge 

to attempt to coordinate and monitor activities across an 

organization, especially a diffused organization such as 

Southwest District. According to Baldridge (1970, p. 108), 

"The dynamics of the political process are shaped by this 

bureaucratic structure." 

Southwest District's bureaucratic structure appears, 

from the organizational chart, a traditional hierarchy, but 

the district's management style allows each college to 

function autonomously with divergent internal procedures and 

processes. This operational autonomy influences the 

political processes in that college presidents and deans are 

allowed, and to a certain extent encouraged, to pursue their 

individual goals, policies, and operational methods with 

minimal district guidelines. For example, six of the nine 

colleges have created their own business and industry 

organizational structures and market their educational 

services in an entrepreneurial fashion. These structures 

are present on college organizational charts as well as the 

district organizational chart. Mission statements also 
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indicate the presence of economic development and industrial 

training goals at both the district and college level. 

It is apparent that district administration and some 

college administrators perceive coordination and monitoring 

of college industrial training programs as one of the 

district's roles. However, this role has been diminished 

with the elimination of district Corporate Services but may 

be reestablished if the "turf is not as well divided as it 

is now" according to the vice-chancellor of Educational 

Services. Another indication of college autonomy is college 

presidents and deans negotiating and compromising curriculum 

and territorial issues among themselves with the vice

chancellor of Educational Services interfering only when a 

decision cannot be reached. 

The district corporate Services office was created 

to complement the district Economic Development office, not 

to duplicate functions. Corporate Services was designed to 

serve the industrial training needs of "existing" 

businesses, to centrally market the district's educational 

services to the metropolitan community, to receive inquiries 

from companies, and finally to "broker" the training 

requests to individual colleges for implementation. It 

appears the centralized "brokering" system failed, 

apparently because the colleges did not want to be 

restrained in the direction and amount of industrial 
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training they individually pursued. This, coupled with the 

fact that Corporate Services was not producing sufficient 

industrial training business on their own, convinced the 

vice-chancellor to move the function to the college level. 

The district Economic Development office functions 

will always remain centralized, according to the vice

chancellor, because the district Economic Development 

director represents the district and its training capability 

when meeting with professional economic development 

organizations and prospective clients or companies 

considering relocating. When those companies relocate, the 

district Economic Development office recruits and trains a 

new work force to meet the needs of the company. This 

office, when training for "non credit", functions ancillary 

to the colleges and could be called an independent 

employment agency that also trains its recruits. The 

district administration wants the recruitment function to 

remain centralized because they do not want all the colleges 

involved in recruiting new businesses. The evidence 

indicates two colleges, through their occupational deans or 

institutes, have been involved in similar activities in 

their immediate communities but without any assistance from 

the district Economic Development office. These colleges, 

Sahuara community College and Gila Community College, 
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process economic development program requests through normal 

dean and department chair chain of command mechanisms. 

Variation in business institute structural 

arrangements and degree of "separateness" from traditional 

college functions is evident across the colleges and 

illustrates the autonomy given each college by the 

chancellor. These structural differences appear to be 

derived from multiple variables, one being whether the 

industrial training or economic development program is 

offered for credit or non-credit. The structures that offer 

non-credit programs are the most separated from "normal" 

college curriculum and full-time faculty processes. 

Examples are the Motorola University and Gila Community 

College Business Institute. The courses and programs these 

entities offer do not require faculty input or approval, nor 

do they follow the for-credit curriculum path through myriad 

committees. The only programs the district Economic 

Development office offers, independent of any college, is 

non-credit programs. An example is the recruitment and 

training for Chase Manhattan. Economic development programs 

are not just isolated to non-credit activities and do 

influence credit courses and programs. If a company 

requests college credit be awarded the employees, the 

district Economic Development office works through and with 



a college. An example of this arrangement is Security 

Pacific, discussed on pages 157 and 158. 
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Another variable or influence on structure appears 

to be entrepreneurial efforts on the part of district 

administrators, college presidents and deans, and in a few 

cases, faculty. Hal, the district Economic Development 

director, positioned himself in the business community as 

the contact for industrial training and encourages companies 

to utilize the colleges and district for training. The 

willow community college president and dean of instruction 

actively pursue partnerships with numerous local businesses, 

partly because of their personal interest and partly because 

willow Community College does not have an immediate 

community to serve and they seek business linkages as a 

matter of survival. The dean of instruction said, 

We were ready to be closed down. They were ready to 
sell this property. If you can imagine how valuable 
this property is being close to the airport. That's 
about five or six years ago, they were considering it, 
that if we didn't grow, to just eliminate willow 
Community College and just farm us all out. I really 
went out and hustled the first couple of years and 
today we get over 40 percent of our enrollment from 
industrial training. 

Willow Community College's current president was the 

creator of the Gila Community College Business and 

Technology Institute. Along the same theme, Sahuara 

community college's president spends a great deal of time 

with the chamber of commerce and other outside community 
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entities as does the president of Mountain community 

College; both are committed to responding to business and 

industry needs and have created positions or departments to 

respond to such requests. Cholla Community college is the 

only college designed primarily to serve business community 

needs and licensed to offer classes "off-curb" (not at a 

college site). 

strategic Plans and Committees 

The study found additional evidence of a 

bureaucratic structure through the examination of 

occupational and strategic plans. The planning process and 

strategic plans are thought to shape the priorities and 

allocation of resources within a bureaucracy. When the 

chancellor first came to Southwest Community College 

District, he wrote a paper which became known as the 

"Blueprint for Long-Range Planning." From this document 

emerged the creation of JCEP (Joint Council on Education 

Planning) which developed two reports for the governing 

board. The reports recommended that occupational education 

be a top priority. During this same time period, according 

to the vice-chancellor of Educational Services, public 

hearings were held and it was made clear by leadership in 

the community that the district should be a tool for 

economic development. The vice-chancellor said, "Since 

economic development was said to be a high priority, it 
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became one of the eight strategic directions that were 

approved by the governing board." 

An occupational task force was formed to write the 

"occupational Education Master Plan for 1981-1986," which is 

still operative today. The vice-chancellor made this 

comment, 

The 1981-1986 Occupational Master Plan is the 
precursor of what we are doing now. In fact, I am 
gearing up right now to announce that we are going to 
go back and review the issues about growth, about 
technology, about demography, about the economy, and 
all the other things one needs to look at when doing 
strategic planning. 

The final draft of the Occupational Master Plan was 

predicated on several "assumptions" and "issues," many of 

which focused on business, industry, and government training 

needs. One assumption, the Future College Role, stated, 

There will be pressure for the role of the community 
colleges in the county to move in the direction of 
occupational education and job training. It will be 
necessary for the community colleges to look at job 
markets more specifically and to work more closely 
with specific business and industry advisory 
committees. Business and industry will exert 
pressures on community colleges to train students to 
performance levels such that employers will not have 
to expend lengthy time and increased resources to make 
an employee productive. 

Some of the strategic planning issues discussed the 

importance of external environments and pressures for change 

created by governmental bodies, other educational entities, 

and business and industry. Other issues looked at the 

internal conflicts and competition between colleges and 



between departments within colleges. The last issue, 

Meeting Needs for Economic Development, stated, 

The economic growth of the county depends on the rapid 
availability of trained personnel to perform the tasks 
of new and expanding business/industry. Liaisons with 
business/industry, planning groups and government 
agencies can direct us to the areas of need. Special 
programs for economic development training, job 
upgrade training, and faculty retraining are 
highlighted. Possibilities for business/industry/ 
educational collaboration on new approaches to 
funding, faculty job sharing, and retraining, 
equipment loans and program development may exist. 
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The mission statement for the occupational plan continued 

the theme of "promoting the economic development of the 

county" by identifying current and future needs of business 

and industry, developing new programs in response to needs, 

and customizing courses and programs. 

Occupational deans refer to the 1981-86 Occupational 

Master Plan as "instrumental" or "the turning point," after 

which occupational education and industrial training 

programs began to receive a larger share of district 

resources. The director of Motorola University recalls the 

Occupational Education Master Plan as the result of a 

collective effort by the district occupational director and 

college occupational deans: 

Who decided to put a real thrust toward helping 
business and industry improve the capability of their 
employees in general. We targeted money and we 
targeted resources; we had an excellent development 
process that we got calls from round the world to send 
them our occupational development plans. Not only did 
we do it from a district point of view but each 
college had to have their own occupational plan which 



would guide them for the next decade. We mapped out 
where we thought we ought to be and what we could do. 
I kind of liken it to the movie 2001 Space Odyssey, 
where the monolith came up, well that monolith for us 
came up in the early 1980s and all these things seemed 
to come together and took us to a whole new generation 
of delivery and response. 
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An associate dean of arts and science also recalls 

the effect of the 1981--1986 Occupational Education task 

force and subsequent Master Plan: 

Hal, probably nine or more years ago, headed up the 
occupational task force. They worked like troopers 
and they set those goals and they determined how they 
were going to get there. Once they did that and were 
able to present that to the board more and more 
resources were being, and I don't want to say the word 
siphoned, but actually that's it, they were being 
allocated to occupational education and that's where 
they started getting more money for computers, all 
kinds of things like that and it's because of that 
occupational task force. We used that model for the 
Arts and Sciences task force, took so much longer, 
never really did get to where occupational was. 

It appears the occupational Education Master Plan 

gave the district Occupational Director (Hal) and the 

college occupational deans the leverage they needed to 

pursue resources to develop economic development and 

industrial training programs. The Master Plan was their 

license to build organizational structures, hire individuals 

to respond to business requests, and allocate resources to 

support those programs. Some deans and presidents commented 

that the district Economic Development office was a result 

of the occupational plan: "The Economic Development office 
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emerged from the occupational task force. Economic 

development was an outgrowth of the occupational plan." 

Based on the comments, it appears the 1981-1986 Occupational 

Education Master Plan was effectual in influencing the 

creation of industrial training and economic development 

mission and goal statements at both the district and college 

level as well as directing resources to those programs. 

competition and Conflict 

Baldridge's political model identifies considerable 

competition and resulting conflict among educational units; 

the study found competition but minimal conflict over 

allocation of financial resources, among academic and 

occupational disciplines, and between the district offices 

and colleges. As one administrator said, "competition in a 

healthy way." Conflict was evident in some instances and 

attempts were made to manage it through normal chains of 

command. 

competition for Financial Resources 

Arizona community colleges receive operating revenue 

from state appropriations, local property taxes, student 

tuition and fees, and "other" which includes gifts and 

training contracts with business, industry, and government 

organizations among other things. In 1965-66 the budget for 

the district was $6.4 million with 56 percent of the budget 
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derived from state appropriations, 36 percent from property 

taxes, 5.3 percent from tuition and fees, and 3 percent from 

"other." During this same time period, unduplicated 

headcount was approximately 12,500 or $512 per student. The 

1991-92 budget is $172.8 million with state appropriations 

representing only 17.3 percent, property taxes 58.5 percent, 

tuition and fees 16.2 percent, and miscellaneous growing to 

8 percent. In 1991-92 the unduplicated headcount for credit 

courses is 177,000 students, or $976.20 per student. 

Increases in the costs per student can be attributed 

to inflation, but also to an increase in physical facilities 

and human resources to service the additional students. In 

addition, during this span of time state and federal 

regulations have required special services to various 

targeted groups which has meant additional staff. 

The district has been fortunate in having the 

financial resources to be many things for many people. That 

trend may be changing, as it is nationally; a $340 million 

bond failed during the summer of 1992, and the state has 

steadily reduced the amount of funds to higher education. 

At the time of this study there was a freeze on the 

district's budget, but respondents commented there still has 

been little conflict within the district because everyone 

has received adequate financial resources. But if that 
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changes and hard decisions have to be made over priorities, 

then competition and conflict are likely. 

An example of this trend appeared in the local 

newspaper when Pueblo community college students 

demonstrated over a reduction of summer course offerings 

they needed for graduation. Pueblo Community College had an 

"unexpected budget shortfall" which resulted from an 

increase in enrollment during spring semester 1992. Many 

summer classes were canceled and enrollment will possibly be 

limited during the fall semester (Schultze, 1992). Students 

protested because they could not take classes they needed, 

which for some delayed graduation. A flier, circulated by 

students, had the headline, "Don't be fooled by 

administration, this is only the symptom of a larger problem 

at the district level." 

Faculty and administrators agree that competition 

for limited resources is always present but it is not 

malicious. Carol, a dean of instruction from one of the 

three more transfer-oriented colleges, made this comment: 

Sure, everything competes for resources. I mean the 
budget is limited but I don't think there is any 
conflict because I think it's just trying to sort out 
how we best use our resources to serve our clientele. 
Because of the comprehensive mission of the college, 
vocational is as important as transfer. So I don't 
think there is any competition in a vindictive sense, 
there purely is competition in terms of limited 
resources and more demands, but I don't think that 
ever translates into adversarial kinds of positions 
between economic development and transfer issues and 
community services issues. 
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A math instructor from Desert community College said, "Even 

with unlimited dollars I still think there would be conflict 

over how to spend the money." 

The majority of administrators do not admit to any 

conflict at present over the competition of resources, but 

speculate that if dollars continue to dwindle hard decisions 

will have to be made regarding priorities. Janna, the 

president of Sahuara Community College made this comment: 

There is not conflict at this point for two reasons. 
One, we've not outlined the competitive nature, they 
do in fact compete because there's limited resources 
from the state and local property tax and tuition, so 
they do compete. But we're not at the point yet where 
there is competition. But, if we get there the one 
that would not be supported would be the economic 
development, the traditional would go on. Also, if we 
get to that point we would have to rely more on the 
businesses to pay more of the costs. 

Henry, the president of willow community College made this 

comment regarding competition over resources and conflict: 

We compete, but it's not an unhealthy competition. 
Yeah, we're going to compete with Cholla community 
college for training contracts. Hal tries to make 
sure we aren't undercutting each other. We should 
continue to have an active role in business training 
but it will become more difficult unless the revenue 
stays because from the public's standpoint there is a 
misunderstanding and perhaps criticism and it always 
comes up. If we have a meeting and we tell about our 
Toyota program, someone in the audience says "what are 
you doing with the damned Japanese, what are you doing 
that for?" I'll say, "Well, you know this is Toyota 
USA. It's an American corporation." What happens is 
that sometimes people think that our mission should be 
just teaching transfer courses to the university. 
When it gets down to your training somebody for 
somebody's company, then they're saying "well, 
shouldn't they be paying more, why am I paying for 



their training?" and then it becomes real fuzzy 
logic. 

Henry made this closing comment during his 

interview: 

I think the interesting thing to watch will be what 
will be the college's position or posture on economic 
development as budget gets tighter. will they forsake 
doing what they have always said was so good for the 
community, which is almost like being untrue to 
yourself, or will they keep it alive at any cost 
because they really believe. We'll find out whether 
they were the leader in economic development as a 
pure, good, sound, moral commitment to the community 
or was there another agenda, the truth will be known 
because priority will be established. 
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The president of Pueblo Community College, Joe, is 

an ardent supporter of the college's role in economic 

development and has worked actively with Halon recruiting 

trips as well as developing an economic development course 

for the Arizona Association of Industrial Development 

(AAID). This course is offered by the Arizona Department of 

Commerce throughout all the small communities in Arizona. 

Joe made this comment: 

I always use the little old lady on the south side 
as an example. Should she have to pay for Motorola to 
train their employees? Now there's an economic good 
to Motorola being successful. Economic good for the 
community" in terms of social, in terms of financial, 
in every way there's a good, but what is Motorola's 
responsibility for educating its own employees? And 
we don't really deal with that question very often. 
I've kind of made my own definition, which is if the 
training we give the employee is transferable to 
another business, then it seems to me it matches the 
rest of what we do in occupational education, and we 
just made a economically competent citizen. 



The vice-chancellor for Educational Services made 

this comment regarding competition and resources for 

economic development: 

Yes, there always is competition. Every time we have 
scarce resources you have to evaluate how you spend 
your resources. But again the resources that we spend 
in the district office for economic development are 
used to invest in our community. The monies that we 
invest in economic development are very small compared 
to our total budget, because we try in almost every 
instance to get at least training money for the 
program. If and when the legislation goes through we 
will be a significant player with those monies. I 
don't think it will every reach the level where we 
will cut economic development unless something very 
drastic happens in this state. 
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The study indicates administrators, as well as the 

public, are posing questions regarding the district's role 

in industrial training and the priority it should receive, 

especially in light of diminishing financial resources. At 

present the competition for resources is considered healthy 

and normal but with reduced revenues, harmony may give way 

to unhealthy competition. 

competition Between occupational and Academic Programs 

Traditionally, philosophical differences among 

faculty and administrators have driven educational 

priorities and subsequent allocation of resources. What 

proportion of the budget should be spent on developmental 

courses, computers, development of new programs versus the 

support of old programs, occupational education versus 

academic programs, industrial training? 
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Competition between academic programs and 

occupational programs in the district is moderately evident. 

The Occupational Education Master Plan (discussed under 

strategic Planning) established the institutional thrust to 

help business and industry. Bob, director of Mountain 

Community College Business and Industry Institute, said, 

"One outcome of the task force was occupational deans were 

given a larger role in terms of making decisions as opposed 

to deans of instruction." The master plan called for 

separate funds for occupational education, and for the 

purchase of classroom computers. 

Some of the academic faculty expressed the feeling 

that the emphasis on occupational education has been too 

great. Sam, a philosophy teacher at Gila Community College, 

said, "Some people think we're pushing technology too much 

at the expense of academic programs. I agree; this is 

happening because of the chancellor, the board, 

administration, and faculty who have bought into it." 

An illustration of "the push" is the use of bond 

funds created in 1982 for Gila community College. The bond 

money was earmarked to build classrooms and offices for 

teachers, according to some faculty, but the college 

administration and board approved the High Tech II building 

without "anyone knowing what happened until it was too 

late." According to the present director of High Tech I and 



II, there was a great deal of animosity created because 

there was no involvement in the decision for faculty from 

different disciplines. As the director said, 

The departments were upset because they saw that the 
monies they were seeking for their labs and offices 
went here instead. The animosity has disappeared now 
and we have users now that were really against this 
type of a facility. Now they have become our 
strongest supporters because we've provided them with 
good service. 
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This comment was made by Sam, the philosophy faculty 

member, regarding the use of the 1982 bond monies: 

The 1982 bond required that classrooms and offices be 
built for teachers and students. The decision was 
made by the local administration and approved by the 
board, ultimately, and it was done in such a way that 
hardly anybody knew that it was happening until it was 
over, so it was done in a rather sneaky fashion I 
thought in retrospect, but the decision was made to 
build High Tech II, with that money. After it was 
discovered by the faculty, there was a lot of anger 
but there wasn't much to do about it. You get into 
the situation where you could go to the public but 
then what good would that do? The argument the 
administration used was that they created six or seven 
faculty offices and they claim that High Tech II was a 
giant classroom, which in a way it is, it's more like 
a lab. The offices were eventually removed because 
the teachers didn't like it; I guess they couldn't 
hear anything. 

Some academic faculty teaching in colleges that have 

a strong emphasis on business partnerships conveyed concerns 

that too much money and importance was being placed on 

industrial training. A history teacher said, "Some say why 

are we out there with business and industry when we can't 

take care of these marginal students?" 
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Fran, an English teacher at Mountain community 

College, reported another colleague's comment: "Community 

colleges exist today to accommodate business, and that is 

why we are. That may not necessarily be bad, and the truth, 

but is it the tail wagging the dog?" 

A little competition over resources for computers 

was evident. A few faculty discussed how they fought for 

computers for instructional use versus computers for 

administrative use. other faculty discussed disagreements 

over whether a computer institute should receive funds in 

lieu of an open computer lab for all students. According to 

one faculty, these conflicts were negotiated by faculty and 

administrators, and as George, a math teacher at Desert 

community College said, "Once everyone understands the needs 

of the other departments there is cooperation and next year 

will be our turn." 

Since both the academic and occupational programs 

have received the majority of the financial and physical 

resources they have asked for, no animosity, per se, is 

evident among the occupational and academic faculty and 

administration. It appears, however, since the district 

made a commitment to be on the cutting edge of new 

technology (through the Occupational Educational Plan) that 

some academic faculty, more than administrators, feel the 



push for technology is displacing the importance of the 

academic side of the house. 

Conflict Over opening of Cho11a Community College 
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Competition is evident among colleges seeking the 

business market. College presidents and deans interviewed 

have a commitment to serving their respective communities 

which, for all of them, includes the training needs of 

businesses and government agencies. certain colleges are 

more active with their business community and have developed 

separate structures or positions within their colleges to 

meet those needs (structures discussed on pp. 192-215). 

Some colleges view industrial training opportunities as a 

way of increasing enrollment and generating additional, 

unrestricted revenue, especially if the college does not 

have an immediate residential community to serve. 

The district has discouraged colleges from conducting 

"off-curb" training, training that takes place off campus, 

and has designated Cholla Community College as the college 

to serve those off-campus sites. Cholla Community College 

developed a separate Business Center to conduct all 

industrial training. According to Jim, president of Cholla 

community college, "At times as much as half of our 

enrollment has been business and industry." 

Cholla community College, the chancellor's 

brainchild, commenced offering classes in 1978 after a furor 
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of open hostility throughout the district that led the 

chancellor to offer to resign at the height of the conflict. 

The clash arose over two issues. First, Cholla Community 

College was to be created out of the "off-curb" offerings of 

the existing four colleges. The evening classes offered by 

Pueblo Community College in local high schools and 

businesses were transferred to Cholla Community College as 

were those offered by the other three colleges. Sally, a 

math teacher at Sahuara Community College said, 

They (Cholla Community college) first started by 
taking the classes and programs we were teaching off 
campus, with businesses like Motorola, and all were 
put under Cholla Community College, and we were very 
upset. It seems the whole thing was just pushed down 
our throats. 

Second, the entire Cholla community College faculty 

was part-time. The district's full-time faculty have an 

agreement with the administration to keep a 90/10 ratio; 90 

percent of daytime classes will be staffed with full-time 

faculty. In addition, the faculty believed that part-time, 

or visiting faculty would hurt the credibility of their 

programs and courses. An example of this attitude is 

exhibited by a full-time math teacher: 

The fact that they're using all visiting staff and I 
had occasion to sometimes compare the material that a 
student would be getting in a course that I would be 
teaching and I would not agree that it was being done 
right, so I'm not sure how much control they have over 
the visiting staff members. 
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However, this same faculty followed up with this comment: 

"But then I found out we don't have, sometimes, control over 

our own visiting staff, so I'm not sure it is a real 

problem." 

All the faculty and administrators interviewed 

remembered the strife and conflict. An engineering faculty 

member at Gila Community College made this comment: 

Cholla Community College was the college of outlaws, 
there was hatred over Cholla Community College, people 
are still fighting this idea of a college without 
walls, there still is resentment about Cholla 
Community College being in our backyards offering 
classes. 

Julie, Sahuara's arts and science dean, made this comment: 

I think things were, disarray is too strong a word, 
but it was each college had its own idea where it was 
going and Cholla community College was formed and took 
a lot of that industry away from colleges, so there 
was a time of turmoil. They didn't trust their 
chancellor on this issue, they knew he was crazy. 

Prior to the opening of Cholla community College, the 

faculty association presiderit and over fifty percent of the 

faculty demonstrated at the district office. The faculty 

association took the issue to the legislature as well as to 

the media. 

The vice-chancellor of Educational Services recalls 

the tumultuous birth of Cholla Community College. According 

to him the strife was because of the process or the means. 

The decision to create Cholla Community College was made 

with little consultation and people were surprised as well 
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as upset. Additionally, everything a college was teaching 

"off-the-curb" went to Cholla Community College. Even at 

the district level administrators were upset because they 

gave up positions to create Cholla Community College. The 

faculty, according to the vice-chancellor, fought it because 

they lost long-term business contacts as well as lucrative 

part-time jobs supervising the teachers that taught the 

"off-curb" courses at their respective colleges. 

Baldridge (1971) suggests that conflict of this 

nature will be channeled through normal chains of command 

with the hope of reaching some resolution. It appears the 

vice-chancellor felt normal channels would not 

satisfactorily quell the situation and formed what he called 

the Cholla community College Commission, which was comprised 

of faculty and administrators. The dean of arts and science 

at Sahuara community College commented on how she perceived 

the administration's response: 

Taking away the colleges' ability to respond to its 
immediate environment when some of those things are 
done by Cholla community College and some by the 
district was real upsetting to the colleges. So the 
occupational education task force needed to be formed 
so all of these players could form a district wide 
plan. The plan brought the resources. You know, so 
people were bought off, and that sounds negative, but 
I don't think it was, because they didn't lose, they 
gained something else. The chancellor would say, "Oh 
no, this was brought forth by our faculty, it was the 
task force who had us do this," see that's the process 
person in Chris, you do empower the faculty to make 
those decisions but you give them the framework in 
which those decisions are made. 
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In her perception the occupational Task Force that developed 

the Occupational Education Plan was partially formed in 

response to the conflict over Cholla Community College. 

Today, everyone still remembers the strife, but 

Cholla community College has survived and appears to have 

gained credibility throughout the district. Cholla 

Community College's credibility has been promoted by a new, 

well-respected president whom everyone in the district 

speaks highly of, as well as a well-defined mission to serve 

the "unserved and underserved." An associate dean of 

instruction at Pueblo community College said, 

They CCholla Community College) have proven themselves 
and that they're no different than any of the other 
institutions. We all have the same roles, we know 
that we have to work with each other and what we can 
do to complement each other. I can truly say at this 
time, I don't think you can go to any institution and 
find them saying that there is a lot of dissention, 
like you would have five or six years ago. 

Even though Cholla Community College is the only 

college with formal authorization to offer courses at an 

off-campus site, many other colleges have crept back into 

that business through business and industry institutes and 

other community outreach type programs. Bill, Mountain 

community College's dean of instruction said, 

Bob, director of Mountain community College's Business 
and Industry Institute, has got a little bit of 
license to go off curb with the non-credit in the 
business and industry institute. He will go out and 
contact anything in the East valley. Cholla Community 
College and he try to tolerate each other and not 
interfere. This arrangement has evolved. 
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Further, most faculty no longer see Cholla Community 

College as a threat but merely as a college that does things 

in a different way. As one person said, "As the old timers 

leave and new blood comes into the district, the issue will 

be forgotten." That appears to be what is happening, but 

this wound has taken a long time to heal. 

competition Between District and Colleges 

The purpose of Corporate Services was to "broker" 

industrial training opportunities to the colleges. As was 

previously discussed, Corporate Services has been 

discontinued because most of the colleges assumed and 

defined their own business and industrial training roles 

through occupational deans or separate business and industry 

institutes or business centers. The district Economic 

Development office was created to perform a different role, 

to help recruit new businesses into the area and to hire and 

train a work force for those companies. The training of new 

company work forces is still conducted by the district 

office or in conjunction with a college, if the company 

wants the individuals to earn college credit. An example of 

this arrangement, Security Pacific and willow Community 

college, was given on pages 157 and 158. Some of the deans, 

and a few of the occupational faculty, spoke of "unfairness" 

in the way training opportunities received by the district 

offices are distributed to the colleges. The directors of 
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the district offices select the college they want to 

implement the training and some college administrators feel 

they do not get their "fair share" of these opportunities. 

A comment by Bob, business faculty at Verde Community 

College, reflects this sentiment: 

There's a sense that certain campuses are selected to 
be providers because they have special expertise, 
special equipment, special programs, but my sense is 
that some campuses feel that the district office just 
works with a few select campuses and the thought is 
"If they are going to do that we'll just do our own 
thing." 

Les, the director of Corporate services, made this 

comment regarding the distribution of training: 

Every now and then I get a question about why I gave 
it to one college instead of another, and I always 
have my answer ready. I tell them that it's politics, 
and as long as they don't have the people who can 
support the program they won't get the business. I 
had a lot of questions when I decided that Motorola 
should go to Mountain Community College. 

Administrators of two of the larger colleges stated 

that they never get calls from the district office. These 

colleges and others interested in pursuing industrial 

training opportunities have developed their own business and 

industry institutes or business centers to respond to 

requests. 

In addition to fostering competition among the 

colleges for industrial training opportunities, the district 

Economic Development office conducts its own industrial 

training for the new work forces it hires for newly 



253 

recruited companies. In these instances the district hires 

its own instructors, curriculum designers, and conducts the 

training at the district offices. Will, the dean of 

instruction at willow community College observed, "There 

are conflicts, our biggest competition is with the district 

office." An administrator at Cholla community College 

Business center said, "The district office does this too so 

there are a lot of people out there serving the business 

community, almost in competition with each other. Each 

college seems to focus on certain areas." 

However, as was discussed previously, the district 

Corporate services office has been eliminated, which 

diminishes the district's industrial training role. As the 

district's vice-chancellor of Educational Services stated, 

this was done because more of the colleges were creating 

business institute structures to market and implement 

industrial training. since Les, the director of Corporate 

Services retired, and his office was eliminated, it appears 

the system is moving in a more decentralized direction, 

especially the industrial training for existing, local 

businesses. Additionally it appears the role of the 

district Economic Development office, to help recruit and 

hire work forces for new companies, will continue to be 

centralized with little participation by the colleges. 
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In summary, the framework predicted the organization 

would create educational units that compete with each other 

for resources and autonomy. Competition, and at times 

conflict, does exist among colleges, between occupational 

and academic disciplines, and between the district office 

and colleges, but not to the extent envisioned by 

Baldridge's political model. Faculty and administrators 

admit that competition over resources is always present but 

describe it currently as healthy and not vindictive. This 

may change, according to some of the interviewees, if 

financial resources continue to become scarce and priorities 

have to be made. 

WHAT IS THE ROLE OF FULL-TIME FACULTY IN ECONOMIC 

DEVELOPMENT PROGRAMS? 

Professional authority will run parallel to 

bureaucratic authority according to Baldridge's political 

framework. Following such a perspective we would expect 

faculty to exercise some involvement and authority regarding 

economic development courses and programs. The research 

results show evidence that full-time faculty have a central 

role in the design and development of both traditional, on

campus, credit courses and programs, as well as many "for 

credit," industrial training courses and programs developed 
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and implemented at the college level. Full-time faculty are 

minimally, if at all, involved in the design, development, 

and implementation of non-credit economic development and 

industrial training curriculum at both the district and 

college level. The majority of training designed and 

implemented by the district Economic Development office is 

non-credit. When a newly recruited company requests 

training for college credit, the district Economic 

Development office will work with and through one of the 

colleges. The majority of full-time faculty, especially 

academic faculty, have little or no knowledge of or 

involvement in the district's economic development 

recruitment and training activities. 

The district's 950 full-time faculty are some of the 

highest paid community college teachers in the country. The 

majority of the faculty interviewed have been with the 

district for more than ten years, and one-third have work 

experience in business or government prior to teaching. 

Full-time occupational and academic faculty are responsible 

for developing new "credit" courses and programs in their 

discipline and must approve changes to existing "credit" 

courses when developed or customized specifically for 

industrial training. 

Some full-time faculty refer to the faculty as very 

influential within the district, a couple of respondents 
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used the word "powerful." As one faculty person said, "The 

administration rarely does anything without some member of 

the faculty along." It appears the "power" of faculty wanes 

at the district level when non-credit economic development 

programs are developed and implemented by independent 

educational contractors, only a few of whom are full-time 

faculty. 

The faculty, overall, speak highly of the district 

and their relationship with administration. A majority of 

the faculty expressed some version of these sentiments: 

I don't think there's another district in the united 
states that has more concern from the top and the 
bottom than Southwest Community College District. 
It's the best district, I think, in the United 
States and it's an envy of many districts. You can 
talk to faculty anywhere you go and you say you're 
from Southwest and they say "how do I get in?" 

Faculty Association 

The district has an active district faculty 

association with chapters at each college. The district 

faculty association is the umbrella group with a district 

president that represents all the college chapters. Each 

college chapter has its own president and officers and 

different roles depending on the chapter. A philosophy 

teacher who has been president of his college's chapter 

twice and the district president, described an adversarial 

relationship between faculty and administrators that was not 

evident with other faculty interviewed. 



out here the faculty president has a lot to say 
about what transpires. The local administration, 
only with the greatest reluctance and on rare 
occasions, would go against the faculty, it's very 
dangerous to do that because they could lose their 
job, and similarly with the district. The governing 
board and I know each other quite well, and they 
seem very cooperative and the reason is, not because 
they love us, but because in the last ten to fifteen 
years the faculty has produced a lot of very bad 
publicity for the district. So it is kind of an 
unfriendly marriage which could end in divorce but 
right now, because of our wages, it's a period of 
calm. 

When asked about some of the issues that have raised 

friction over the years, he discussed salary schedule, 

staffing ratios, and visiting or part-time faculty. 
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All of the faculty interviewed spoke highly of their 

faculty associations, many were officers in their college 

chapters. Issues negotiated and discussed through the 

faculty association are problems or concerns common to all 

faculty, such as salary, benefits, staffing, facilities, 

etc. Economic development or industrial training program 

issues are not raised, according to the faculty interviewed, 

at faculty association meetings. 

Faculty Perceptions 

The majority of faculty interviewed, both academic 

and occupational, describe the role of full-time faculty in 

economic development programs in terms of curriculum 

development and program management of credit offerings. The 

most plausible reason is because faculty relate their role 
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in economic development to their traditional roles of 

teacher, "keeper" of the curriculum, and program managers. 

Program management includes designing and developing new 

courses and programs that respond to new and changing needs, 

recruiting students from the high schools, insuring that 

general education is included in occupational programs, 

managing the part-time faculty. Examples of these roles are 

illustrated by faculty comments. John, a reading faculty 

member said, 

I think that faculty are the key to economic 
development because of their input into developing 
skills. They must be aware of the needs out there. 
If there is a change in 'what a dental hygienist 
needs to learn,' then the faculty in that program 
needs to be aware of those changes so they can 
upgrade their equipment and curriculum. 

A computer science teacher discussed her role as a teacher: 

The faculty's role is to do a good job in the 
classroom, provide the best education for the 
student we can, satisfy the customer, be creative. 
Faculty should provide the leadership and 
administration should support the faculty. 

Michael, an automotive faculty member, discussed program 

management: "I think it is critical to have a full-timer 

that is familiar with the program, that can manage it, that 

can be a liaison between business and industry and 

education, and can manage the part-timers." A history 

teacher made this comment regarding general education: 

Faculty should be involved with general education 
kinds of tie-ins so they can produce people broadly 
educated. Faculty should have a vested interest to 
maintain the integrity of the institution from an 



academic point-of-view. occupational faculty have a 
more strategic role because I don't believe these 
economic development programs can get off the ground 
without the strong support of the occupational 
faculty. 

Harry, an engineering faculty member commented, "When I 
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think of economic development faculty I think of technology 

faculty and vocational faculty that go out to high schools 

and recruit new students." 

Administrators' perceptions 

The majority of college presidents and deans 

interviewed characterize the role of full-time faculty in 

economic development programs as very important. These 

administrators refer to faculty's leadership role whether as 

a teacher in an occupational class or helping develop a 

program for a business. This role perspective is similar to 

that of faculty. Henry, the president of willow Community 

College, one of the colleges more actively involved in 

industrial training, commented, 

Well, in my college they playa very important role 
because they're the ones who are actually training 
the workers. Some of the roles are a little more 
obvious than others, one faculty is teaching a class 
for an industry and another a chemistry class for 
transfer. As far as I'm concerned, educated 
citizens are all part of economic development. 

The president of Sahuara Community College, Janna, 

which does not have a separate organizational structure for 

contacts with business, made this comment, 



It is critical that early up front in the process 
the respective faculty department is involved, that 
is where it has to happen. Faculty play a vital 
role-packaging, developing, and instructing, 
carrying out the instructional aspects of the 
program. 

The president continued by giving an example of Mayo 

Clinic's need for specialized courses and how the faculty 

were the experts in course development and delivery. 

Carol, the dean of instruction of Verde Community 
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College, differentiated the role of faculty and the role of 

the district Economic Development office, 

By and large I think faculty play a critical role in 
economic development. I think many of our 
vocational faculty are pretty well connected in 
their work with the private sector, they understand 
the agendas and issues in the private sector of the 
work place, and they come back to the campuses 
willing to take a leadership role. So I think 
faculty are the day to day catalyst for economic 
development. Now Hal's office gets a lot of higher 
level probes, CEO's think they may move to our city. 

Joe, president of Pueblo Community College, said, 

Some of the faculty are wonderful players and we 
work with them. I was talking with a department 
chair yesterday, and she was so happy because it 
looked like the program was going to go, the firm 
was coming in and they had this program up and ready 
to go. 

And, Bill, the dean of instruction at the largest 

college said, 

If you don't have the faculty willing to take their 
personal time and go on-site and oversee it, it will 
never succeed. There has to be a little bit of 
flexibility in their [faculty] life. So this summer 
Bill Benson supervised a class at TRW, and I paid 
him a little stipend. He would go out and monitor 



what they're [TRW] doing in their classroom to be 
sure it meets our standards. 
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Bill relates a story that demonstrates some of the 

difficulty in working with full-time faculty. 

I had the chair of technology, the machine tool and 
dye coordinator, and electronics coordinator in a 
meeting with TRW. We included cross-curriculum 
technology because it dealt with safety issues as 
well as electromechanical technology. So, there was 
probably five from technology and me, and five from 
TRW, their personnel guy and he brought three or 
four actual line foremen or superintendents. The 
personnel guy and our guys got in trouble right at 
the start. They were telling us what they wanted 
and our guys were telling them what they ought to 
have. I think they were hammering for a couple of 
hours and finally one of the three foremen said, 
"You know I see where he's coming from," and then 
they started talking and the next thing you know it 
became a compromise. 

The majority of administrators interviewed made 

similar comments but, in many instances, qualified their 

responses the way Joe did, by saying "many" or "some" of the 

faculty, leaving the impression that not all the faculty are 

"players" or enthusiastically involved. The evidence 

indicates some undertones of faculty being unwilling or 

disinterested in participating in business partnerships, but 

it is not clear whether faculty have been coopted or induced 

in some manner to participate. 

District level administration and Economic 

Development staff view full-time faculty in more traditional 

teaching roles and not in terms of developing and teaching 

economic development programs. The district Economic 
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Development office, it appears, refers some industrial 

training opportunities to the colleges, especially when the 

company or industry prefers college credit, but also develop 

curriculum and administer training at the district center 

for newly relocating companies. When asked about the role 

of full-time faculty, a district staff person responsible 

for many of the activities of that office said, 

curriculum is done by a cadre of instructional 
designers. Now these are contract people, they're 
not full-time faculty. We just hire them for 
contract to develop what we call a cookbook trainers 
manual. Very prescriptive because the people that 
use these are primarily people employed by the 
company as a lead person or first level supervisor 
and we train those people on how to use the 
material. We very seldom ever use a professional 
educator to go into those specific environments. By 
and large faculty loads are full, and they don't 
feel hungry enough to go much beyond that, and 
besides it would be in conflict in time. Most of 
the training takes place during the daytime and it's 
rather concentrated, they train all day long and a 
regular faculty member cannot do that. 

Similar comments regarding the role of full-time faculty in 

economic development programs were made by a few college-

level administrators. 

The vice-chancellor of educational services, Chris, 

made this comment: 

Well, a few full-time faculty either have the time 
or the inclination, or I don't know what the word 
is, but it's different providing training or 
instruction for the people that we deal with in 
economic development, very different than being in 
the classroom. 



District level administrators perceive full-time 

faculty in a traditional role at the college level and 

perceive economic development activities somewhat self-

contained at the district level with little input or 

responsibility from full-time faculty. Based on their 

definition of economic development, district level 

administrators do not see full-time faculty integrally 

involved in economic development programs. 
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Even though the majority of administrators on the 

college level view full-time faculty integral to economic 

development programs, or their interpretation of economic 

development programs, the evidence indicates that full-time 

faculty instruct only a small percentage of the industrial 

training courses offered to businesses and government at the 

college level. The director of the Business and Industry 

Institute in partnership with the Motorola University said, 

Very rarely do we use full-time faculty. Not that 
we don't want to, it's just that the way our classes 
are taught, they run in 1, 2, 3, and 4 day packages 
and those days are 8-hour days. Yeah, it's Readers 
Digest accelerated education and it's very hard, 
obviously for a regular person who has a normal 
faculty load to break away, you'd have to get a 
substitute. We do have a couple of instructors from 
the main campus who work in the same department and 
have managed to do a course they can team teach. It 
works out well and they do an excellent job. 

Will, the dean of instruction at willow Community 

College, said only 15 to 20 percent of his full-time faculty 

participate in industrial training, which is a higher 
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percentage than at other colleges. The reason is revealed 

in his comment, 

Mostly the faculty we hired since I've been here 
teach the off-campus courses. The ones that were 
here before do not. Many of them I would not send 
out because they are not up-to-date, or they 
wouldn't feel very comfortable in that environment. 
But now we've had to be selective in the people we 
are hiring because, if you can imagine, out of 8,500 
students we have 40 percent of the instruction is 
less than 3 credits [meaning 40 percent is off
campus industrial training modules]. 

Les, the director of Corporate Services estimates 

that only 3 to 4 percent of full-time faculty do some of the 

industrial training, the rest is done by part-timers and 

specialists. Full-time faculty are more likely to teach 

industrial training courses that are offered on campus. An 

example would be computer laboratories that accommodate not 

only traditional, day and evening students, but a group of 

employees from one particular company that has paid for the 

class. 

The evidence indicates the majority of industrial 

training and economic development courses and programs are 

taught by employees of the companies sponsoring the training 

or part-time consultants or specialists in the field. The 

dean of instruction at willow community College said, 

We'll get a company that will move in the valley and 
they'll say they want a training program. They have 
their own folks that will teach it. Can we run it 
for college credit because we want them to get 
credit? We get a lot of that. We don't do it in a 
casual manner. We go and make sure that the 
curriculum is collegiate level, we visit the 



classes, we evaluate the teachers. If they don't 
teach the competencies, we pullout. 

Janna, the president of Sahuara Community College said, 

That's a hard question to answer, whether the full
time faculty teach the majority of economic 
development programs. If it's a big effort, the 
lead person has to be a full-timer, and then maybe 
some other part-timers. I can't, off the top of my 
head, think of an area where we use solely full-time 
faculty. 
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Faculty and administrators both commented that the 

majority of full-time faculty do not see a direct connection 

between their roles as faculty and economic development. 

Additionally, some faculty resent the emphasis on training. 

A philosophy teacher said, 

Teachers don't worry about whether they are 
enhancing economic development, teachers think their 
job is to teach and how that connects to economic 
development, other than as a theoretical point, 
would not be something most teachers worry about. 

Bob, a business faculty member put it this way: 

If you ask faculty about the actual role and 
responsibility of an economic development unit, one 
of the campus based units, they would be very hard 
pressed to explain what that is, why it is, and what 
it does .•.•. That's something else that's out there 
we don't know about, we're not told about it a lot, 
we don't hear much about it, fine. They 
[administration] can do their thing as long as it 
doesn't interfere and as long as I'm not losing 
budget. 

Bill, a dean of instruction said, along the same lines, 

Many faculty don't like economic development, I 
think many faculty especially if you get into the 
academic side, think of themselves as educators and 
don't think much about economic development. They 
don't like the word training. That's what you 
generally hear with economic development, training, 



not education, because you don't take general 
education, you come in and teach them how to weld. 
Even the technology faculty hasn't liked it and the 
business and some of those types because it's more 
work. It adds to your work load and I think a lot 
of faculty, until it comes down to crunch time, when 
we're about to phase out a program unless you can do 
something, then they work to build enrollment and 
work with industry, then I think you'll see a 
turnaround, but it's awful hard work. 
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The administration describe some faculty as being very 

interested in industrial training and partnerships with 

business or industry, but the majority of faculty as not 

interested or not wishing to put in the extra work required. 

Along these same lines, some faculty and 

administrators discuss faculty mistrust, skepticism, or lack 

of communication regarding economic development type 

programs. Jean, coordinator of willow community College's 

Business Institute, explained the importance of interfacing 

with full-time faculty: "Faculty have said to me, 'When you 

are out there doing that [meeting with business] and you are 

isolated and we do not know what you are doing, we get 

suspicious.'" Because of this comment Jean commenced 

attending all the division chair meetings to report on what 

is happening in the Business Institute. 

A business faculty at another college made a similar 

comment: "There's apprehension from the faculty and they 

say things like, 'What are they doing over there?' you know, 

'They're training people, they're getting resources that we 

need over here.'" These comments and others illustrate the 
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skepticism among some faculty regarding the college's role 

in industrial training and economic development. 

In order to insure that faculty are involved the 

Business Institute director of Willow community college 

coordinates credit industrial training offerings with 

various faculty. If a credit course is developed for an 

employer, it must pass through the curriculum process which 

is controlled by full-time faculty. When the Business 

Institute receives a request from Company A for a basic 

English class or skill class, she first calls the division 

chair of that area to discuss the particulars of the 

request. The division chair recommends individuals to teach 

the course. A course taught at company A could be part of a 

faculty's load or could be in addition to a faculty's load, 

and compensated as overload, if the course is offered at 

night. The course could also be referred to adjunct faculty 

if a full-time faculty is not available. The Institute 

director meets with the recommended instructor about the 

company and their goals, the time frame for the course, the 

number of people in the class, the number of times the 

course needs to be offered, the skill level of the students, 

and all other details. The instructor and Institute 

director develop the course or adapt an existing course and 

submit it to the college and district curriculum process. 

Problems or complications are negotiated and compromises 



made by college or district representatives on the 

curriculum committees. 

Summary 
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In summary, the framework anticipated full-time 

faculty would display some participation and influence in 

the development of economic development courses and 

programs. The results of the study indicate some faculty 

are involved in the creation of economic development courses 

and programs offered for credit at the college level but the 

large majority of full-time faculty are not influential in 

the courses and programs offered at the district Economic 

Development office level. The district Economic Development 

office recruits and trains work forces for new companies 

relocating to the area. The majority of the training is not 

for credit. For this training the district office may, upon 

occasion, utilize the expertise of a full-time faculty, but 

predominantly utilizes outside instructional designers and 

independent consultants with special expertise in the 

training area. In many instances employees of the company 

conduct the training. The district Economic Development 

staff developing these programs largely bypass full-time 

faculty and the curricula process existing at the college 

level. The majority of faculty are aware of the highly 

touted, visible programs such as Motorola University, but 

not the day-to-day functions performed by the district 



office. The district Economic Development office is 

ancillary to the functions of the colleges, from both an 

operational and perceptual perspective. 
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Full-time faculty, predominantly at colleges more 

actively involved in industrial training, participate in 

business partnership programs but represent a very small 

percentage of total full-time faculty. How faculty are 

involved in the curriculum process is discussed later. At 

the college level the directors and coordinators of business 

institutes, and presidents and deans, include faculty from 

disciplines appropriate to the type of industrial training, 

at the beginning of any discussion with a company for 

employee training. Some faculty participate in the 

development of the curriculum, coordination and management 

of off-site offerings, and selection and evaluation of 

adjunct instructors. However, according to administrators, 

few faculty actually teach in industrial training programs 

offered by the colleges primarily because of time conflicts 

and lack of interest. Even though some academic faculty 

become involved in industrial training through basic skill 

development courses in writing, math and reading, 

occupational faculty are more likely to teach a technical or 

occupational course for a company. 

ARE COMMUNITY COLLEGE ECONOMIC DEVELOPMENT PROGRAMS 

INFLUENCED BY GROUPS EXTERNAL TO THE COLLEGE? 
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The framework predicted that external interest 

groups would intervene in the organization's operations in 

different directions and that economic development programs 

would be influenced by local government and business 

coalitions as well as state coordinating boards and national 

professional associations. A community college, by its very 

nature, is committed to responding to community needs. The 

chancellor of the district made this remark in a magazine 

article about Southwest District: 

We are flexible, agile in responding to the 
community's needs. It's easy to look at society as 
relatively healthy and wonderful, but there's a lot 
of things happening and we get involved in that. We 
are a juncture point for a lot of people. 
Institutions come to us and say can you do this. We 
do economic development because people ask us to 
(Bergsman, 1992, p. 63). 

The vice-chancellor of educational services made these 

comments regarding the district's role in economic 

development: 

When we did our strategic planning it was clear from 
the hearings that were held that economic 
development was very important for the community, 
and it was very important for the leadership in the 
community that the community college be a tool for 
economic development. So it became one of the 
priorities that was subsequently approved by the 
board of governors. 

The director of the State community College Board offered 

this observation: 

I don't think the impetus for economic development 
has really come from the community colleges pushing 
it, but I think it's been an external force that's 



demanded us to respond to that in most cases, and 
again with limited resources. 
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The study indicates there are several external environments 

that influence the district's ability to offer economic 

development programs as well as the type and content of the 

programs. These external environments can be identified at 

the national, state, and local levels. 

National Level 

On the national level, community college 

professional organizations, federal legislation, and 

national certification requirements have offered incentives 

to community colleges for developing economic development 

programs and have concomitantly sought to influence the 

content of those programs. 

community College Professional organization 

AACJC is the national, professional organization for 

community colleges and has assumed a leadership role in the 

direction and mission of its member community colleges since 

its inception in 1920. During the late 1970s and early 

1980s while the country was experiencing a deep recession, 

AACJC developed a new mission statement and objectives which 

included "leadership on a national basis in education for 

employment and economic development" (Gollattscheck, 1988, 

p. 16). 
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In 1981 AACJC initiated a task force comprised of 

community college leaders and business and labor leaders, to 

develop recommendations for communicating to the business 

community the desire and ability of community colleges to 

train and help upgrade their employees. In 1982 the 

Association of Community College Trustees (ACCT) joined 

forces with AACJC to expand the mission. The project 

"Putting America Back to Work" was renamed "Keeping America 

Working" to "reflect the much larger training mission of 

two-year colleges" (Gollattscheck, 1988, p. 17). A prior 

discussion of AACJC is given in the review of literature. 

Many college districts, including Southwest, began 

establishing partnerships with businesses during this same 

time period. AACJC's expanded mission, or emphasis on 

business partnerships, reinforced Southwest District's move 

in that direction. However, although one faculty member 

mentioned national reports, in general, as an external 

influence, none of the administrators or faculty 

specifically mentioned AACJC's emphasis on business 

partnerships as an impetus for the district's interest in 

economic development or industrial training. In fact, an 

administrator responsible for much of the district's 

economic development activities made this comment regarding 

the districts's impetus in economic development: "Hal 

provided the initiative for all this, the impetus came from 
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him and it wasn't any kind of national movement or anything 

like that; we preceded the national movement." 

Federal Legislation 

Federal legislation targeting occupational and 

vocational programs has influenced the type of new programs 

developed at community colleges. As a Mountain community 

College business faculty member said, "In the minds of 

people education drives the budget, but in reality the 

budget drives education." Several pieces of federal 

legislation have focused on vocational education. This 

legislation is identified and described in the review of 

literature (see pages 46-64). The Carl D. Perkins Acts, 

referred to as Carl Perkins 1 and Carl Perkins 2, are the 

primary federal legislation in the 1980s and 1990s 

supporting vocational education at both the secondary and 

postsecondary level. 

Each state receives vocational education funds from 

the Carl D. Perkins Act. Arizona community colleges 

received approximately 15 percent of the total funds 

allotted which, for fiscal year 1991-92 amounted to 

approximately $2.1 million. These monies are divided into 

three categories: basic grant, single parents or displaced 

homemakers, and technical preparation. Basic grant funds 

are distributed, in Arizona, utilizing a formula that 

incorporates the percent of occupational students at a 
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community college and the percent of county residents below 

the poverty income level. The single parent/displaced 

homemaker and technical preparation grants are competitively 

sought based on pre-specified criteria developed by the 

state Department of Education. Several of the "special 

population programs," previously discussed under the 

question regarding types of programs embodying economic 

development concepts (see pages 169 and 170), are funded 

under the single parent/displaced homemaker section of the 

Carl D. Perkins legislation. A few faculty and 

administrators discussed the "Two plus two tech prep 

programs," two years of specific technical training at the 

high school level plus another two years at the community 

college level, as an example of an economic development 

program. These, and similar programs, have been funded by 

the "technical preparation" grants portion of the Carl D. 

Perkins legislation. Bill, the dean of instruction at the 

largest college in the district said, 

Through our think tank, which is made up of all the 
educational types in this part of the valley, the 
president of the university, the presidents of 
Mountain Community College, Cactus Community 
College, Desert Community College, and Cholla 
community College plus the superintendents of the 
public schools, we developed Tech Prep 2. We 
received the largest grant in the state, $100,000 
last year and $160,000 this year, to develop Tech 
Prep 2. Eventually it'll be two plus two plus two 
because the president of the university is tuned in. 
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Through fiscal year 1991 the Carl D. Perkins Act 

included a line item, under adult training, for economic 

development activities. These funds were utilized to fund 

ITS (industrial training services) grants, administered 

through the State Department of Education, to help 

businesses train an expanding work force or retrain an 

existing work force. The availability of these funds ceased 

during 1991 when economic development activities were no 

longer allowed under the adult training portion of the bill. 

This program, and its influence on the development of 

community college economic development programs, is 

discussed subsequently under state level influences. 

A few faculty, and the majority of administrators, 

discussed funding in general as a very important external 

influence on economic development as well as other community 

college programs. However, their reference, in almost all 

instances, was to funding authorized by the state 

legislature. A few faculty discussed programs that had 

commenced through federal funds. Programs ranging from 

agriculture to remedial math and science training for 

minority students were pursued because of federal dollars. 

A math teacher said the ideal situation is for a program to 

start from a need in the community, a problem that the 

community wants to solve. What actually may happen, 

however, is the federal government determines what the 
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people need and writes criteria that must be met to qualify 

for the seed money. The college will pursue the seed money 

which acts as an impetus for the new program. These 

programs may be things the college did not intend to do but 

will do because of the available funding. 

National and state certification 

National and state certification requirements 

influence the content and structure of many occupational 

programs. Health-related occupations as well as other 

programs must follow state and federal certification 

guidelines. Two automotive faculty discussed certification 

requirements in response to this question; none of the 

administrators mentioned certification as an external 

influence. The automotive faculty discussed NATEF, which 

one automotive instructor thought stood for the National 

Institute for Automotive Service Excellence, and ASE, an 

association that certifies automotive technicians. Both are 

national certification associations sponsored by the 

automotive industry. NATEF sends a team of supervisors to 

visit each school with an authorized automotive program. 

The team reviews what they are doing, their plans and 

curriculum and, in general, tries to keep the program in 

line with industry. Michael, automotive faculty said, 

In fact, we've got a certificate team coming out to 
certify us this month, that we're prepared for. 
That's similar to what the school does for North 



Central, which we just went through recently and so 
this is for our area. The electronics area has 
EBET, which is the same kind of national 
organization, but it's just for that subject matter. 

Another automotive faculty made this comment regarding 

certification: 

Toyota has criteria they want us to follow as a 
facility to be certified. There's an association 
called NATEF that certifies facilities, they want 
all their training programs to meet that standard. 
They also have a branch called ASE that certifies 
technicians, and they would like all of the 
instructors to be ASE certified for any area that 
they happen to be teaching in. 
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The standards set by NATEF, ASE and other state and 

national accrediting associations influence the vocational 

curriculum as well as the facilities needed to conduct the 

programs, but as Gary, the Ford and GM automotive program 

chair said, 

They (NATEF) want the college to do the training. 
They want to give us information to keep us abreast 
of what is going on in the industry. It's the input 
they want, they do not dictate the program. It's an 
associate degree which we've done successfully for a 
number of years before they ever came here. They're 
happy with what we are doing. But we sure look to 
them for upgrading our subject matter skills. 

Thus, national and state certification requirements 

influence, some to a greater extent than others, the 

curriculum content (competencies), teacher criteria, and 

facilities for many occupational programs, but faculty and 

administration determine how best to accomplish those goals. 

In summary, on the national level, federal legislation 

and national certification are seen by only a few faculty 
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and administrators as influencing economic development 

programs. If the faculty and administrators were asked 

directly whether federal legislation and certification 

affects their programs, they might agree that federal policy 

had an influence. However, that influence was not so 

immediate or strong as to come to mind when they responded 

to a general question on external influences. Also, the 

national AACJC agenda is not perceived as particularly 

influential. 

state Level 

At the state level the state legislature, governor's 

office, state Department of Commerce, state Department of 

Education, state Community College Board, and state and 

regional professional economic development organizations 

(GSEC and AEC) , have influenced, some to a greater extent 

than others, the strength and direction of the district's 

commitment to economic development and industrial training 

programs. 

state Legislature and Governor's Office 

Approximately one-third of the faculty interviewed 

and almost all of the administrators interviewed identified 

the state legislature and the governor's office as 

influencing the district's economic development programs. 

The state role was often described in terms of the need for 
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more fiscal commitment. The need for additional state funds 

or dwindling resources was often the first thing mentioned. 

The faculty talked generally about the importance of the 

legislature, but the administrators invariably discussed the 

training bill that was defeated during the past two 

legislative sessions. The state legislature is perceived, 

by some faculty, as "officially" influencing the district, 

in contrast to business leaders and others within the 

community who "unofficially" influence the district. 

In 1982 the state legislature directed community 

colleges to have a "major responsibility in providing 

vocational and technical education which focuses on the 

economic development of the state" (A.R.S. 15-790). For the 

past number of years an additional .4 percent per vocational 

FTSE (full-time student equivalent) had been given community 

colleges for vocational education students, but commencing 

fiscal year 1992-93 the state funding formula no longer 

differentiated between vocational and non-vocational 

students. There are no specially labelled state funds given 

Arizona community colleges to perform the economic 

development functions identified in A.R.S. 15-790. 

Additionally, Arizona community colleges have 

received a decreasing proportion of their total operating 

revenues from the state each year. In 1965-66 Southwest 

District received 56 percent of its operating revenues from 



the state, but by 1991--92 only 17.3 percent was received 

from the state. As the state's contribution has grown 

proportionally smaller, the actual dollars are also 

decreasing, albeit not as dramatically. In 1965-66, 56 
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percent represented $3.584 million, and in 1991-92, 17.3 

percent represented $2.989 million. The dollars that flow 

from the state, even though decreasing, remain important to 

Southwest and other community colleges within the state and 

influence existing programs as well as the development of 

new programs. 

The director of the State Board of Community 

Colleges commented on how the decrease in state funding may 

affect Southwest District's economic development 

activities, 

For the first time we saw Southwest District really 
doing some budget cutting, reducing because of the 
lessened appropriation to them. They actually had 
about 100 people going back to AACJC and they 
canceled all those trips. For the first time they 
were having serious budget problems and that 
filtered down to the faculty and other kinds of 
people. The chancellor started identifying 
priorities and to the dismay of Hal (director of 
Economic Development), one of the things they 
identified that would go first was a lot of the 
economic development kinds of things. Southwest 
puts a considerable amount of money into staffing 
for economic development and that is something above 
and beyond serving the basic foundation needs of 
their communities. 

Many college administrators made comments regarding 

resources similar to those that follow: 



The only thing I would say is we're limited somewhat 
by resources. The legislature didn't appropriate 
funds to do some things that we do. with the loss 
of Carl Perkins money, that has been somewhat of a 
limitation. 

I think that economic development is an area 
that I'm not sure the legislature understands the 
role of the community college and how valuable we 
are in serving the community. I think they still 
think of us in a junior college role, the first two 
years of a transfer program since many of them have 
not participated actively in a community college. 

I think the interesting thing to watch will be 
what will be the college's position or posture on 
economic development as budget gets tighter. will 
they forsake doing what they have always said was so 
good for the community, which is almost like being 
untrue to yourself, or will they keep it alive at 
any cost. 

As administrators it's hard to sometimes see the 
direct advantage. We have to operate out of the 
same dollars, we didn't get one dollar from the 
district to do the TRW stuff, so if we go out there 
and offer classes, we have to pay for it. 

Right now we would like to see more money placed 
at the college level so if the district had to take 
out existing dollars to do economic development, the 
colleges would say 'don't' do it'. 

A philosophy faculty member observed: 

Legislators officially have a lot of clout because 
of funding; if they expect something of us we'll do 
it because we have to. • • . The chancellor has 
organized the state and each president is assigned 
certain legislators. A very conscious, controlled 
statewide lobbying effort probably explains why 
community colleges have not been hit half as hard as 
K-12. 

Arizona is similar to a majority of states having 

fiscal shortfalls, and the governor and state legislators 
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are painfully scrutinizing all programs. The governor and 

legislature are working toward a balanced budget, which 

means fewer dollars in the future. Southwest District is 
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eliminating some programs and shifting a major portion of 

the financial burden to the student. A few suggested that 

the financial burden for economic development programs might 

be shifted to the employers. The director of the state 

community College Board said, 

If they [businesses] want us to serve them, they're 
going to have to come up with some matching dollars 
because it's above and beyond what we normally would 
do and it's normally a separate curriculum to 
address their specific needs. 

Chase Manhattan, in concert with the state's 

Department of Commerce, the district Economic Development 

director, and possibly GSEC, the regional professional 

economic development association, asked the state 

Legislation for close to a half million dollars for job 

training. The state Community College Board director 

conveyed his version of the story: 

Chase Manhattan, they actually went to the 
legislature and were able to get a commitment of 
$450,000 over a three year period, I think it is a 
carrot to Chase to come in. They're going to be 
training their people that work in the credit card 
unit. since the economic development bill [job 
training bill] did not go through and there were no 
dollars for that, they had commitments from the 
leadership of the House and the Senate. They put in 
$150,000 as a line item into the total state 
community college budget with the rest to come. 

The Chase Manhattan project includes the recruitment and 

training of a work force for their new credit card 

operation. The entire program is being administered and 

implemented by the district Economic Development office. 
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For the past two legislative sessions the community 

colleges, in conjunction with other educational 

institutions, have lobbied for state job training funds for 

economic development purposes. Such funds would be used as 

a training incentive for businesses considering relocating. 

The community colleges want the training funds to be 

administered through the State Community College Board with 

the community colleges delivering the training. Southwest 

District, specifically the director of Occupational 

Education and Economic Development, has been actively and 

aggressively involved in the lobbying efforts. A position 

paper composed by representatives from Arizona community 

colleges for the state legislators states, 

Arizona is one of only five states in the united 
states that does not provide state funding in 
support of training and employee recruitment efforts 
to encourage the creation of new jobs. Forty-five 
other states provide state funding for new job 
creation as an essential tool in attracting new 
industries and encouraging expansion of existing 
businesses. 

Lobbying efforts by the community colleges, and 

other state agencies, to secure state training funds has 

failed on two occasions. There is almost unanimous 

agreement among, primarily, administrator interviewees on 

the reason: "politics." As an administrator said, "People 

that are the supporters of unsuccessful legislation always 

say that the reason it didn't get passed is politics, but, 
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and I guess in the broadest sense that is always true 

whether it passes or not." 

The common story holds that the Democrats have 

controlled the Senate for the last two sessions and one of 

the most senior senators has crusaded ongoing, for at least 

a decade, for workman's compensation reform. The senior 

senator, who chairs the commerce committee which had 

responsibility over the proposed training bill legislation, 

feels, according to the individuals interviewed, 

"passionate" about reforms for workman's compensation. 

However, the Republican party had previously controlled the 

Senate for many years and had stonewalled or stymied him 

without any serious concessions. The interviewees claim 

that virtually everybody, the governor, the entire 

Republican party in both the House and the Senate and most 

of the Democrats, believe the training bill to be a good 

idea; it has had overwhelming support. Marge, a district 

administrator describes what happened, 

The training bill has served as an almost 
irresistible hostage. The first time it happened 
the senator kept his intentions and tactics fairly 
close to his vest, but by the end of the session it 
became clear that he was holding it hostage. The 
second year we went through the procedure he saw no 
reason to do that and he declared in December "If 
you guys bring forward a training bill and if I 
don't see any workman's compensation reform pass, I 
can guarantee you that your bill will not see the 
light of day." End of story. 



The bill finally did see the "light of day" in 

January 1993. A January, 21, 1993, newspaper article 

described the bill's history and tentative passage by the 

House: 

A long-awaited statewide jobs training program was 
tentatively expected to pass the House this 
afternoon. The $5 million program sailed through 
three House committees Tuesday and yesterday as GOP 
leaders placed it on a fast-track schedule. The 
bill has been around so long that no one expects any 
major problems. The House has passed versions of 
the bill for the past two years only to have the 
then Democrat-controlled Senate block its passage 
because they wanted to increase worker's 
compensation benefits. But with Republicans in 
control of the Senate the measure should pass 
quickly through the upper chamber (Swenson, 1993, 
p. 11C). 

285 

The passage of the bill is bittersweet for Arizona 

community colleges who lobbied, not only for passage of the 

bill, but for control of the funds. However, the State 

Department of Commerce has been awarded the administration 

of the $5 million training program. A 12-member advisory 

committee will be appointed to decide which firms receive 

the funds and a community college representative will be on 

the board. Up to 25 percent of the cost of training, either 

cash or equipment, must be paid by firms receiving funds, 

and the Department of Commerce will contract with community 

colleges and private vocational schools to conduct the 

majority of the training. The State Community College Board 

director commented that the new director of the Department 

of Commerce had gained respectability and credibility with 
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the legislature, which the Department of Commerce did not 

have before. The Department of Commerce, in the past, has 

had a great deal of turnover. Carol, dean of instruction 

said, "The Department of Commerce has had a tough time 

because they keep changing people, they can't get it 

organized." Some sources believe the community colleges 

lost credibility because they could not create a united 

coalition among other educational entities and were arguing 

over administration of the program. 

Lack of state training funds was the stumbling block 

most often mentioned in the development and implementation 

of economic development programs at Southwest District. The 

only other funds have come from the federal Carl Perkins 

dollars administered through the State Department of 

Education, called ITS grants (Industrial Training Services), 

but those are no longer available. The state training funds 

are probably the most influential external influence on 

future economic development programs conducted by the 

district and other Arizona community colleges. College 

economic development activities may depend on whether the 

community colleges receive the major share of the newly 

legislated job training funds. The director of the state 

community college Board said the Department of Commerce may 

have the authority to circumvent the advisory committee and 
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distribute the training funds directly to selected 

companies. 

The Office of Economic Planning and Development 

(OEPAD) was the governor's agency for economic development 

prior to July 1, 1985, when the Arizona Department of 

Commerce was established. During the early 1980s McDonnell 

Douglas and Hughes Helicopter were searching for a 

relocation site and contacted the governor's office. OEPAD 

asked Southwest District to assist these companies with 

their human resource requirements, which included recruiting 

and training a work force for the two companies. A history 

faculty member who had previously been a dean of instruction 

said, "McDonnell Douglas, to a large extent came out of the 

governor's office, which was when Mofford was in office. 

There were close ties between the agency from the state and 

the college." 

Carol, dean of instruction at Verde community 

College, was working as an instructional designer at the 

district office in the early 1980s and represented the 

district on the governor's Economic Development Task Force. 

She said, 

Southwest District has always had a presence in the 
governor's economic development endeavors and as a 
result I have gone on a couple of trips, Hal has 
gone on many. I helped develop the training 
sequence that we did for McDonnell Douglas when they 
first made some early probes, through the governor's 
office, about coming to this city with the Apache 
helicopter. We did some wire harness training at 



the skill center. That training went so well that I 
really think McDonnell Douglas is here in part 
because of Southwest District. 
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A district economic development administrator recalled when 

Governor Babbitt was in office during the 1980s: 

Under Governor Bruce Babbitt the state got into the 
recruiting of businesses and what they learned very 
quickly was that the first question the new business 
asks is "what kind of training is available or what 
kind of manpower is available." So the state 
invited members from Southwest District to get 
involved and a number of administrators, mostly Hal, 
took trips with that group. 

Department of Commerce 

The Department of Commerce succeeded OEPAD as the 

governor's economic development agency on July 1, 1985. 

Governor Fife symington, shortly after coming to office in 

1991, reorganized the Department of Commerce and named a 30-

member commission on economic development to outline 

legislative priorities. 

Governor Symington commented, "As governor of 

Arizona, I put great emphasis on the Department of Commerce. 

This agency will play a leading role in the economic future 

of our state" (Department of Commerce Annual Report, 1991). 

In a sense, the governor made good on this promise when he, 

and the state legislature, placed the new $5 million 

training bill in the hands of the State Department of 

Commerce, instead of the State community College Board. 
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The 1991 Department of Commerce annual report states 

its commitment to "developing and operating dynamic, 

innovative and effective programs that promote a diversified 

and prosperous economy for Arizona." The annual report 

identifies as the Department's goals "to pursue strategies 

and programs that encourage the creation, expansion and 

retention of businesses in Arizona, to assist rural and 

metropolitan communities in strengthening their local 

economies and preserving their unique character, to offer 

financial resources and housing programs that help 

businesses and communities develop, to formulate and 

implement energy efficient programs and promote alternative 

energy sources" (Department of Commerce Mission and Goal 

statement, Annual Report, 1991). 

A few administrators mentioned the state Department 

of Commerce as influencing economic development programs 

within the district, but did not offer specific examples. 

The administrators were interviewed during the summer prior 

to the passage of the training bill; their comments may have 

changed if interviewed now. The Department of Commerce's 

director of strategic Planning and Economic Development 

described the Department's relationship with Southwest 

District (also prior to the passage of the training bill). 

We work with Southwest all the time; in fact, lowe 
Hal a phone call right now. Like, for instance, we 
have a company that would come in and they meet with 
Hal or John to draw up how much money it is going to 



take to train these kind of people. Then they come 
back to us with a curriculum designed to meet the 
company's needs plus the amount it will cost, plus 
some extra money in there, and then we'll do a 
commitment. 

Mary, the DOC director continued, 

NOw, what they will do is they don't charge any 
overhead for their services, in terms of, becoming 
an employment agency, so the overhead for Hal and 
for John and his staff, I think that the community 
college pays for that, that's not written into the 
contract. 
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During the same interview, the director speculated 

that if and when the training funds were approved by the 

legislature, the community colleges would get the bulk of 

the training, even if they did not administer the training 

funds. It will have to be seen whether this prediction 

comes true. 

Arizona Economic council (AEC) 

The Arizona Economic Council (AEC) is a privately

funded professional economic development organization that 

works, on the state level, in conjunction with the state 

Department of Commerce. The goal of the organization, 

according to its chairman, is "to create an environment 

within the state conducive to increasing economic activity, 

whether that be in terms of recruiting new businesses into 

the state or assisting the expansion of existing entities, 

in order to create new jobs and help the economic base." 

AEC has approximately 125 members from the private sector, 
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mostly CEO's and presidents of corporations, and four full

time staff members in Southwest City. AEC and the State 

Department of Commerce are concerned with "state level" 

economic development; AEC is a sounding board for the 

private sector and the Department of Commerce for the public 

sector. According to the AEC chairman, "We've found many 

companies don't trust government agencies with 

confidentiality and they are much more comfortable dealing 

with the private sector entity. There's been pretty good 

cooperation between both." 

In 1989 the Arizona legislature enacted the Omnibus 

Economic Development Act which directed the Department of 

Commerce to evaluate the Arizona business environment and to 

develop a strategic plan for enhancing economic development 

within the state. The Arizona Economic Council (AEC) joined 

forces with Enterprise Network, a non-profit organization 

designed to strengthen the entrepreneurial community, as 

well as the Greater Southwest Economic Council (GSEC) and 

Greater Tucson Economic Council, to raise private funds to 

match state funds to develop a statewide, public-private 

strategic planning venture called ASPED (Arizona Strategic 

Planning for Economic Development). The planning process 

had three phases: Phase I is strategic assessment, Phase II 

is strategic planning, and Phase III is implementation. 

Phase I and Phase II are completed, and at the time of 
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writing, Phase III, implementation, is in process. The 

results of ASPED will guide all state agencies, educational 

and other, in future economic development efforts. 

Mark, the chairman for the Arizona Economic council 

made this comment regarding the implementation of ASPED: 

Well, the implementation process is just starting, 
the person who is charged with the responsibilities 
for doing it is housed in the Arizona Economic 
Council (AEC) office in Southwest City, he's an 
economist who works for Valley Bank and he's being 
loaned by the bank. His job is to take the studies, 
the report, and implement it. Implementation is a 
combination of the state and AEC, it's really a 
statewide program and there are participants from 
around the state. 

When asked what role the community colleges play in human 

resource development, Mark said, 

I don't think there's any question that the 
community colleges are very important, and they're 
certainly important if you're going to have a 
successful economic development program and attract 
companies from elsewhere. The major role they play 
is training. I suspect that a number of companies 
probably would not have come here if they didn't 
have an effective training program in a number of 
different areas. 

ASPED's report describes Arizona's human resources 

as a growing weakness. Arizona's high school graduation 

rate ranks well below the national average and has been 

declining. Minority groups and rural areas seriously lag in 

educational achievement (ASPED Draft, page 1-12). The 

assessment phase of ASPED further discusses the availability 

of skilled, human resources: 



Large information-industry employers report that for 
every position held by a college graduate, there are 
three to six highly paid openings for skilled, non
degree personnel. Examples include computer 
technicians, computer programmers, and clerical 
personal skilled in the use of word processing, 
database, and spreadsheet software. Many employers 
voiced that shortages of these types of personnel 
are their top concern about operating in Arizona. 
Although many community college and private 
technical schools have excellent educational 
programs, too few young Arizonans pursue the 
postsecondary training needed to take advantage of 
growing job opportunities in information fields 
(page VI-17) • 

The document also refers to an eroding technology 

R&D advantage. 

While Arizona has a relatively strong university 
basic research base compared to that of other 
states, the strength of its applied R&D base has 
been slipping. Defense restructuring has weakened 
the state's industry R&D investment since the mid-
1980s. Arizona's climate for technology 
commercialization is not as well developed as other 
R&D rich states. 

None of the faculty or administrators mentioned 

ASPED as having any influence on district economic 
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development programs. It is conceivable that Hal and John, 

in the district Economic Development office, are aware of 

the document. The director of the state Board of Community 

colleges said he was the state Board's representative on the 

task force that wrote the document. At this writing it is 

not known what effect, if any, ASPED will have on community 

college economic development programs within the state. 

Potentially, however, it could be an additional pressure for 
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community colleges within the state to conduct such 

programs. 

Department of Education 

Early in 1982 the state superintendent of schools 

became interested in "establishing a presence in economic 

development for the Department of Education." An office, 

called Industrial Training Services (ITS), was developed to 

administer $20,0000 ITS grants given to assist new or 

expanding companies in the training or retraining of their 

work force. The grants were from Carl Perkins monies, 

administered through the state. A few faculty and college 

level administrators, but all the district Economic 

Development staff are cognizant of the ITS grants and the 

strong influence they had on the district's initial economic 

development programs. 

In 1981 the first ITS director was hired and charged 

with developing the policies and guidelines for distributing 

the Industrial Training Services' monies. According to Rob, 

the first director, 

We hired five regional representatives from 
different geographic regions of the state to try to 
create collaborative efforts with chambers of 
commerce and new businesses considering relocating 
to that vicinity. They would go in and represent 
the availability of specialized training programs. 
They were brokers who would decide on the training 
needs of the company and then find someone to 
deliver the training. community colleges were the 
most responsive to conducting the training, 



universities were not interested, and secondary 
schools were not equipped to handle the training. 
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The maximum $20,000 state grant had to be matched by the 

company receiving the training. The director commented that 

from the beginning there were heated discussions regarding 

who should administer the ITS grants, the Department of 

Economic Planning and Development (now called the Department 

of Commerce) or the Department of Education. After the 

first director was hired, lengthy discussions were held 

between the Departments of Education and Economic Planning 

and Development regarding whether the director should be 

moved. According to Rob, the director, there was continual 

friction between the superintendent of education and 

director of economic planning and development over control 

of the training funds. 

During the middle to late 1980s Industrial Training 

Services (ITS) changed its director and the method of 

distributing ITS grants. The five regional representatives 

were replaced with a cadre of state community college 

occupational and vocational deans. The deans were asked to 

submit proposals outlining training needs that would allow 

small or large expanding or existing companies to become 

more productive. According to the last director, prior to 

the discontinuation of the line item for economic 

development, the rural community colleges utilized the funds 

more effectively than the urban community colleges because 
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the rural occupational deans became more involved with their 

Private Industrial Councils (PIC) and chambers of commerce 

to promote the availability of the training funds. During 

the late 1980s and early 1990s, ITS annually received funds 

in the $600,000 range under the adult training section of 

the Carl D. Perkins vocational Act, but the ITS grants were 

discontinued FY 1992-93. The recently approved state 

legislation appropriating $5 million for job training 

(previously discussed) has been sought aggressively by the 

community colleges to replace the loss of the Carl D. 

Perkins federal funds. 

state community College Board 

The Arizona State Community College Board is 

separate from the Board of Regents and represents more of a 

leadership and advocacy role for community colleges within 

the state than an authority role. The State Community 

college Board works with representatives from the community 

college districts in lobbying efforts for increased state 

funds and other legislation relating to community colleges. 

As the State Community College Board director said, 

Our state board has not substantially influenced the 
economic development programs at the colleges except 
to help get funding and encourage the districts to 
develop such programs. Most of the efforts come 
from the districts, and Southwest District has been 
very active. The greatest influence has been the 
regional economic development groups like GSEC 
[Greater Southwest Economic Council] and GTEC 
[Greater Tucson Economic Council]. 
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The state Community College Board has lost authority 

with the community colleges during the 1992-93 fiscal year 

because of a change in the funding formula. As previously 

discussed, the colleges no longer receive additional funds 

(.4 more) for students enrolled in occupational courses. 

This change in funding has left the state Community College 

Board little authority over the development of new 

occupational courses and programs which, in prior years, had 

to be approved by the state Board before being offered by a 

college. The Board director said, "We lost the leadership 

and control of occupational programs." 

The Board took a leadership role in lobbying for the 

newly-enacted legislation providing $5 million for job 

training. Along with other state agencies, the Board 

lobbied for the bill for the past two legislative sessions 

and were led to believe that it would administer the funds. 

As was previously discussed, administration of the training 

funds has been awarded the Department of Commerce, with the 

community colleges specified as primary deliverers. 

state and Regional Professional Economic 
Development organizations 

In 1985, Southwest City created an organization 

named Southwest Economic Growth corporation (SEGe) whose 

purpose was economic development recruitment and business 

retention. The organization grew from a staff of two and 
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one half to nine in 1988. During the late 1980s, each of 

the numerous towns that make up Southwest City had developed 

independent economic development branches through their 

chambers of commerce. These economic development entities 

competed with each other for new businesses seeking 

relocation. The marketing director for the professional 

economic development association called Greater Southwest 

Economic Council said, 

All the communities were out there kind of 
scrambling around doing economic development, doing 
their own thing, and the impression that a lot of 
people had, and I think an accurate one, was number 
one we're sending a lot of mixed messages to the 
outer world and two, we're not being very efficient 
or effective. We need a way to better harness our 
resources and that harness has got to include an 
ability to mesh public sector and private sector. 

During this same time, the business magazine Baron's 

published a front page story about Southwest city with a 

headline that read, "Has the boom gone bust in the desert?" 

The story was about the savings and loan crisis and 

particularly Mr. Keating. Local business and government 

leaders were disturbed by the article and felt, as one 

interviewee said, "they took a very small brush and painted 

a very large picture." This, and other negative events, led 

the governor in 1989 to call a meeting of private and public 

sector leaders to discuss the problem and how the city 

should respond. After a series of meetings, in August 1989, 

about 150 organizations, from both the public and private 
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sector, formed Greater Southwest Economic Council (GSEC). 

Its mission was very clear, "Exclusive national and 

international economic development marketing and business 

recruitment agent for the greater Southwest region." As the 

marketing director for GSEC said, 

Our job is to promote the valley to the outside 
world, nationally and internationally, we are to do 
image development, and act as the initial point of 
contact for new business recruitment for the valley. 
We're not involved in retention expansion. 

GSEC has approximately 240 business members and 15 

full-time staff. Funds are both public and private. with 

the inception of GSEC, the individual communities and their 

respective economic development branches are still intact 

but their activities have changed. 

made this comment: 

A GSEC representative 

Basically the way it works is our organization 
[GSEC] is responsible for casting a broad net, if 
you will, bringing in desirable targeted companies. 
Our job is to sell the greater Southwest market as a 
whole, we don't sell individual communities. That 
is left to the communities. The communities really 
have the responsibility to kind of close the deal. 
So we work with them on projects in tandem. The 
difference is that when they became part of GSEC, 
they agreed that they would do no outward marketing, 
all the marketing was done by us. 

The Department of Commerce has agreed with GSEC that 

when it receives a lead from a company where a metropolitan 

location would be a consideration, it work that lead through 

GSEC. In turn, if GSEC receives a lead that does not work 

in the metropolitan area, GSEC will refer it to the 
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Department of Commerce. It appears there is some overlap of 

efforts, especially in California where GSEC has an office 

and the Department of Commerce also has two people working. 

The district's Economic Development director 

participates on many of GSEC committees and the chancellor 

is a board member. He is asked to talk to visiting company 

representatives concerned about training a new work force 

and travels with GSEC staff on prospecting trips. The GSEC 

marketing director said, 

For a while the community college district was the 
best incentive, frankly, that we had because 
training was and is a high priority for many 
companies and they do a very good job on customized 
training. The challenge now is there is no money 
out there to use for it. As you're aware we don't 
fund our job training program in Arizona [this quote 
was made prior to the passage of the training bill 
legislation in January, 1993]. 

Only one faculty member mentioned GSEC as an 

external influence but many administrators, particularly 

college presidents and the district's economic development 

staff, were familiar with its existence and role in economic 

development. The president of Sahuara Community College 

made this comment about GSEC: 

Economic development in this valley has only come 
together in the last two or three years. Prior to 
that each town, or their chamber of commerce, did 
their own thing. So probably three or four years 
ago when I was president of the Chamber here, all of 
us started a partnership and it has really has come 
of age. We get lots of leads, the staff do things 
quite well and quite professional and people are 
buying into that because there's representation from 
all the different cities. It's financed by the 



county, private money and then the individual 
cities. Now our community works more intelligently 
because we work, not in competition, but in 
cooperation and when a company comes in they'll 
(GSEC) give you the specifications, in terms of 
square footage needed, etc. 
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Les, the district director for Corporate Services recalled 

the beginning of GSEC: 

Then the Greater Southwest Economic Council [GSEC], 
made up of members and representatives from the 
chambers of commerce of all our towns in the county, 
formed this group. They learned the same things the 
State did, that the first thing companies ask is who 
can recruit and train a work force for us. So they 
invited our district to be a member and Hal was the 
one we decided should on that committee. 

To describe how GSEC influences Southwest District's 

economic development programs, a GSEC representative said, 

GSEC only indirectly influences programs. We 
influence it to the extent that we give them [the 
district] feedback from the types of companies we're 
seeing coming and ultimately locating here and 
they've responded with curriculum to help companies 
in the market place, say like in credit cards. 
They've put together some ongoing programs for the 
credit card industry and other industries. I mean 
they have the resources and they've very creative 
and that's very helpful. 

Henry, the president of Willow Community College, made this 

comment regarding GSEC's influence: 

As Hal says, one of the problems is a lot of the so 
called economic development agencies for the city 
and county (GSEC) are out there selling our 
services, our ability to provide, and not even 
talking to us. A customer may say, "what schools do 
you have," and GSEC will say, "We've got Southwest 
and they can do anything you want." And that's fine 
as long as we continue to have the revenue coming in 
to support the program. We just lost a bond that 
would enable us to build our classes, but we're 
adding students to this district each year. 
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In summary, the state legislature, Department of 

Commerce, Department of Education, Community College Board, 

and professional economic development organizations all 

influence the creation and implementation of district 

economic development programs and college industrial 

training programs. The most important and often discussed 

state influence is the legislature, because of their control 

over the purse strings and the recently passed job training 

legislation. Most college level administrators perceive 

industrial training and economic development activities part 

of their mission but argue that if budget restraints 

continue, financial problems will be exacerbated and they 

will have to look harder at their priorities. It appears 

that more traditional, on-campus occupational and transfer 

courses and programs have first priority. The newly-enacted 

job training bill may ease the financial burden for the 

district's economic development programs and the colleges' 

industrial training programs. The Department of Commerce 

will distribute the $5 million from the job training bill, 

and the state community colleges and proprietary schools are 

expected to be primary deliverers. It will have to be seen 

whether the majority of these funds are disbursed to the 

community colleges to supplant the costs the community 

colleges have been absorbing. The state job training funds 

are earmarked for company training and will not compensate 



district personnel designated for economic development or 

college level personnel designated to work with business 

clients. 
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The state Department of Education directly 

influenced the district's economic development programs 

until the Carl Perkins monies funding the ITS grants dried 

up in fiscal year 1992-1993. At this time it does not 

appear the Department of Education has any positive or 

negative influence over such programs. 

The State Community College Board offers Arizona 

community colleges leadership and representation at the 

state level, but has little authority, it appeaLs, over 

course and program offerings. The Board's director 

encourages community colleges to develop economic 

development programs but has no incentives or authority. 

state and regional professional economic development 

organizations, such as Greater Southwest Economic Council 

(GSEC) and Arizona Economic Council (AEC), are important 

actors in economic development and rely on Southwest 

District's training capability in their recruiting efforts. 

The district has been responsive to their requests, and 

those from others (the Department of Commerce), by creating, 

organizationally, a district level structure with full-time 

positions assigned to respond, coordinate, and implement 

economic development programs. 
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Local Level 

On the local level the district governing board and 

foundation, advisory committees, chambers of commerce and 

service organizations, and business and industry were all 

mentioned in response to this question. 

Governing Board and Foundation 

Two faculty and an administrator identified the 

governing board and foundation members as influencing 

economic development programs. Ron, a district 

representative said, 

Our board has been very supportive all along of 
economic development. Even though its a lay-board, 
it's a very sophisticated board, and they understand 
the need for economic development. They attend a 
lot of conferences, they attend a lot of what we do 
in the district, so they have a very good 
understanding of our county's needs. 

The district governing board is responsible for establishing 

the annual budget and creating policies that are responsive 

to the needs of the college and community. As one faculty 

commented, "The board of governors has to become lobbyists 

to prove to the politicians that we're in need of things." 

The five-member board is elected by community 

members from their voting districts on a rotating basis and 

serve for a six-year term. Intergovernmental contracts or 

contracts with a company for training have to be ratified by 

the board. In addition, the board members, as part of the 

community, come in contact with many influential community 
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members and bring "clients" to the district. John, a math 

faculty member said, "The board of governors has the 

greatest influence on programs because of the people they 

associate with, their friends, their political friends and 

the groups they represent." 

The Southwest Community College Foundation was 

established in 1977 as a non-profit, charitable corporation 

designed to raise private funds from corporations, 

individuals, and foundations for educational purposes. The 

foundation's board of directors is comprised of business and 

civic leaders in the community. A history faculty member 

said this of the foundation: 

The foundation is legally independent of the college 
system. Prestigious as well as wealthy people like 
former Governor Rose Mofford are members. Their 
influence on the community is considerable. They 
have created a lot of money for scholarships and 
haven't asked for much in return. 

others who spoke of the foundation felt they gave a great 

deal, financially and otherwise, and asked for little in 

return. Their influence in economic development might come 

through a member suggesting to an acquaintance that they 

should talk to a person or department within the district 

for industrial training. 

Advisory committees 

Approximately half the faculty interviewed, 

primarily occupational faculty, but only a few of the 
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administrators interviewed identified occupational program 

advisory committees as influential for new occupational 

courses and programs. All occupational programs are 

required by the district to develop an advisory committee 

comprised of persons working in the industry or field the 

program represents. The primary purpose of advisory 

committees, according to Michael, an automotive faculty 

member, is 

to provide vocational educators with current data 
regarding employment trends, business and industrial 
changes, and technological development that are 
important to the training of students for current as 
well as future careers. 

A minimum of one meeting per semester is required 

and the minutes of meetings are required documentation prior 

to the development of new curriculum. A number of 

occupational faculty made comments similar to this comment: 

The advisory committee recommends what is a good 
idea or a bad idea. Whatever is in those minutes is 
what we get to project. 

An engineering faculty member said, 

Advisory committee representatives from large and 
small businesses tell us what skills are needed, 
they keep us in tune with what is going on in the 
industry. We incorporate their feedback into our 
curriculum. When we go for funding or changes we 
have to document the need with the minutes. 

Dana, an associate dean said, 

Advisory committees have influence on programs, 
because I contend none of the programs are ours, 
every program that's built on this campus is built 
based on the input of people from those areas ~ike 



retail management. Additional, they teach those 
courses. 
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Lay persons invited to serve on occupational 

advisory committees are occupational programs' link with the 

"real world" in which their students will be seeking 

employment. Even though advisory committee input is 

"advisory" in nature, it is seriously considered prior to 

curriculum changes. 

Chambers of Commerce and Service organizations 

Each college, with the exception of one, resides in 

an independently incorporated community that has its own 

chamber of commerce and community organizations such as the 

Rotary or Kiwanis, designed to assist the community socially 

and economically. Approximately one-third of the 

administrators interviewed and a few of the faculty 

interviewed spoke of these organizations as external 

influences. Joe, president of Pueblo community College made 

this comment: 

I call it the creamed chicken circuit, all the 
chambers of commerce, the Rotary Club, the Kiwanis, 
all of these I think are players. They impact the 
companies you come in contact with. I've belonged 
to some of those groups mainly because I was 
interested in the education and in being connected 
with the business community in some useful way. It 
is our way of being in contact with the businesses 
and what the businesses need. I may go to a 
breakfast for Hispanic mothers and the man sitting 
next to me is the president of some corporation in 
town, and we start talking and one thing leads to 
another. 
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The president of Sahuara community college is very active in 

his community and said, 

By my being on the Chamber's board, the mayor or 
city councilman, or city manager will just call and 
ask me to come to a meeting, how can you help with 
this company, that company or the other. Without a 
doubt there is a tremendous amount of work that goes 
on to help a company expand or to attract a company. 

A dean of instruction discussed her involvement and that of 

the faculty with such organizations: "All the deans and 

many faculty are members of Rotary; we get very involved 

with people that are small business owners. A lot of them 

serve on our advisory committees." 

The independent communities commingled together form 

a large metropolitan community that has organizations 

representing the interests of the entire city and county. 

Some of the metropolitan organizations identified by faculty 

as being influential are the Southwest Forty, Valley 

Forward, and Future's Forum. Randy, a philosophy faculty 

member at Gila Community College stated, 

The Southwest Forty has had a checkered past but is 
comprised of the most prestigious business leaders 
of the community. The chancellor is the only 
educator that is invited. The chancellor expects 
his top line administrators to be involved in 
chamber meetings etc. It is not a diabolical plot 
although it certainly helps increase the odds of 
community support and that a bond will pass. A lot 
of the people would do it even if the chancellor 
didn't expect it, so I don't want to attack their 
motivation. 
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A computer science teacher expressed it well when she said, 

The president is very active with the Chamber and 
Rotary and that provides an exposure for us and an 
opportunity for business and the city to generate 
ideas and suggestions for us. We are responsive to 
their needs. 

Business and Industry 

As previously discussed, the district mission 

statement as well as the majority of college mission 

statements identify the business community as a part of 

their mission. The majority of administrators and faculty, 

specifically occupational faculty, also perceive the 

business community part of the mission of the community 

college. The president of Willow Community College 

expressed it this way: 

I fall back and look at our mission, we were set up 
here to do this and when someone, a businessman 
comes in and says, "Can you do this? "-hey you don't 
have to apologize, you're asking for us to do our 
job, it's no different than me going down to get a 
license for my car, you shouldn't have to apologize. 

Businesses, large and small, and industries have 

unquestionably influenced the creation of economic 

development and industrial training courses and programs 

offered by the district. Their influence has primarily been 

in the area of curriculum development or requests for 

customized courses and programs. In many instances the 

director of Economic Development or college level presidents 

and deans of instruction have actively pursued the 
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industrial training market because they saw it as part of 

their mission and as an opportunity for increased 

enrollment. In other instances, companies have sought out 

the district as a training resource. A few comments by 

faculty convey the belief that "business gets what business 

asks for." When a company or government agency requests a 

course or program, the college will accommodate their 

requests. cindy, a math teacher said, "When Motorola asked 

us to set up a certain type of program and do the training, 

we did, so the training is initiated by the industry." An 

occupational dean said, "One reason the district got 

involved in economic development was we were being hammered 

on by the business community." 

Motorola University's director recalls the 

circumstances preceding their contacting the district. 

Gosh it goes back 4 or 5 years now, we were starting 
to pick up steam in terms of just simply the amount 
of training that we had to deliver and the guy I 
worked for at the time, named Tom stuff, and I were 
riding around one day, just looking around, and he 
said "There's got to be a lot of educational 
resources in a town this size. Why should we 
reinvent the wheel?" So we went off and started 
looking and talking to various universities and 
ended up talking to Hal at the district. It turned 
out that the district was very interested in this so 
we said, "Hey, let's give this thing a try, we don't 
know if it will work or not." 

The dean of instruction at Verde Community College explains 

how companies, through his president's council, request help 

from the college: 



A member on our president's advisory council who 
works for Honeywell came in and said, "Gee John we 
really need for you to do some training on 
engineering graphics because we're having trouble at 
our place, could you guys do it?" Individuals in 
the community can bring a program into being. Now 
and again somebody brings the president or I an idea 
and we do a program inquiry. 
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Even though some companies may request an existing 

course be taught, the majority of courses are customized to 

meet an organization's specific needs. Joe, president of 

Pueblo Community College discussed, as one example, training 

they were doing for the Girl Scouts: "We're doing some 

customized training for the Girl Scouts, actually allover 

the county. They really want us to go allover the state 

and then do the U.S. We sort of said, 'Let's take it 

easy. ,,, 

An extreme example is Motorola who contracts with 

Mountain Community College to operate their University. All 

the courses and instructor criteria are specified by 

Motorola. As the Motorola director for the University said, 

In Chicago we have our infrastructure, support 
people, most of our instructional design people are 
there. We have all our material printed in chicago 
and then sent to us here. We used over 40,000 books 
and manuals here in Southwest city this year. Bob, 
the Business and Industry director hires the 
instructors, we use about 40 Motorolans who teach 
because we need them but the rest are hired by Bob. 

Motorola not only develops the majority of their own 

curriculum, they also print it, and deliver it to Motorola 

university. Additionally, Motorola has stringent instructor 
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requirements. Bob, the director of the Mountain Community 

College Business and Industry Institute where Motorola 

University resides, said this about teacher certification: 

Generally, for the first time, there is a five day 
requirement. The first three days are on how to use 
course material, media, overhead projector, how to 
present a lesson, how to use a map. The last two 
days they do a team-teach on the content followed by 
a solo on the content. An instructor has to do the 
last two days for every new course they teach. 

All of the courses taught at Motorola University 

have been non-credit. At present, Motorola and Mountain 

Community College (the Business and Industry Institute), are 

commencing work on an associate of science degree in 

manufacturing technology which will be comprised of a 

combination of Motorola courses and existing Mountain 

Community College credit courses. Bob said that the 

majority of the courses in the program would be existing 

Mountain Community College credit courses. 

A more common scenario is a company asking one of 

the colleges or the district Economic Development office to 

develop a new course or change an existing course to meet 

their specific needs. Lynn, the dean of instruction at Gila 

Community College made this comment: 

Recently we had a laboratory down on I-10 that 
needed to do some specialized training to meet FDA 
requirements in dealing with people that worked for 
them in the warehouse with chemicals because they 
manufacture liquid injectable. So we found a 
retired pharmacists to do the teaching and he helped 
us develop a course to fit their needs. 



313 

The study revealed many similar examples of the 

district and colleges developing customized curriculum for 

an industrial customer. In fact, whole programs have been 

developed for or in conjunction with companies or 

industries. Jean, the director of Willow Community 

College's Business Institute talked about developing a 

program for the credit card industry: 

We have developed, in support of the credit card 
industry, an actual credit card curriculum so that 
they have a pool of employees that are constantly 
being trained. If you take a look at the credit 
card industry it is very large, it includes American 
Express, Security Pacific, all the department stores 
have credit cards, banks, and more. 

She described individual companies for which the Business 

Institute was developing customized curriculum, 

We are currently working with Intel to develop a 
curriculum for their technicians so they can have an 
Associate of Science degree in electromechanics. We 
are working with Intel specifically so that their 
people will have the technical knowledge. 

In automotive programs sponsored by GM and Ford, the 

GM and Ford representatives requested new courses be added 

to the curriculum to keep abreast with industry. If the new 

courses were added to existing courses the associate degree 

program would be extended six months to a two and a half 

year program. The automotive faculty decided to combine 

some traditional, general education requirements, in the 

math and science area, with automotive courses to limit the 



program to a two year graduation period. Gerald, the 

faculty member said, 

Heaven knows the students needed those math and 
science classes so we combined those subjects with 
automotive courses. other campuses were unhappy, 
but we did get it passed through the district 
curriculum process. The district had to decide 
whether we wanted to meet factory requirements or 
follow college policy. 

with the exception of Motorola, it appears the 

automotive industry has some of the closest partnerships 
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with the district colleges. Three of the colleges have such 

alliances but with different companies. Two colleges work 

with Ford and General Motors, as previously discussed, and 

one has partnerships with Toyota and Nissan. The Toyota and 

Nissan partnership have been very successful, according to 

both the Willow community college president and dean of 

instruction. In addition to influencing the curriculum, it 

appears attempts are made, by the automotive companies, to 

influence the ambience of the classroom and, in a subtle 

way, the entire program. The automotive faculty member 

responsible for managing the program and interfacing with 

the company representatives commented on district policy 

regarding such requests: 

The college is supported with public funds and the 
district contends it is a conflict of interest to 
have any specific corporate ties, district 
regulations stipulate that. We cannot paint 
Precision Machine Institute on a wall, or print 
Nissan on a wall, we can hang banners or pictures or 
signs but we can't permanently affix anything that 
has any corporate ties. 
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The corporations use carrots, as one faculty member said, as 

incentives. As an example, scholarships for students in an 

automotive program were contingent upon the facility be 

painted in corporate colors and the instructors being 

certified. The corporation paid for the paint and the 

painting of the facility. 

A couple of faculty remarked that their college had 

turned down or denied a company a partnership agreement. 

Goodyear and Chrysler were cited as examples of corporations 

that requested a partnership agreement with the college for 

an automotive technician program, but were rejected because 

the corporations wanted to be able to make all the 

decisions, many of which were not consistent with college 

policy. It appears that the district and colleges are 

sensitive to the needs of business and are responsive in 

developing courses, programs, and partnerships. Even though 

examples of attempts to protect the credibility and public 

nature of the institution are given, the study does not 

delineate the number and extent of compromises. The degree 

of concessions made is dependent on the orientation of the 

college representative. 

In addition to curriculum, it appears the business 

community has influenced the organizational structure of the 

district and colleges. As previously discussed, the 

district created two offices to respond to requests by the 
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business and professional economic development community, 

the Economic Development office (which is combined with the 

district Occupational Education office) and corporate 

Services. The district Economic Development office was 

established to work with such entities as the Department of 

Commerce, the Greater Southwest Economic Council, and the 

governor's office; Corporate Services was created as "one-

stop shopping" for existing businesses that desire training. 

Cholla Community College was created for the specific 

purpose of consolidating all the "off-the-curb" training 

conducted primarily for businesses. Additionally, on the 

college level, separate business institutes or business 

centers have been established to respond to industrial 

training requests. Several administrators made comments 

regarding these structures. Marge, a staff person in the 

district Economic Development office made a general comment 

regarding structure: "How they do their business has an 

impact on how we have to structure our business, but I don't 

think they have in any way shaped or provided an impetus for 

us to move in a given direction." 

Chris, the vice-chancellor of Educational Services, 

commented on the reason Corporate Services was created: 

We started Corporate Services because the 
occupational education people at the colleges were 
tripping over each other going to Motorola, Intel, 
Garrett, American Express, Greyhound, etc., the big 
corporations. It was easy to make a killing, they 



were bothering the personnel directors or the 
training directors. 
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The director of Corporate Services, who was the founding 

dean of Cholla community College in 1978, made this comment 

regarding the reason Cholla Community College was created: 

Cholla community College was created because the 
Southwest county was not being served very 
consistently, very effectively. There weren't clear 
lines drawn which college had which section of the 
Valley, so it was very confusing to the business 
community. I use to get calls from Motorola and 
Digital saying, "Don't you guys work at the same 
place?" And I'd say yea but ••• So, when Cholla 
Community College was created it's job was to 
provide all the education and work training for 
everything that was off-site or off-campus. 

A college president commented that he had learned from his 

doctoral research that it was important for businesses to 

have one person to contact at the college. Based on this 

research the president structured his college with a 

Business Institute director responsible for receiving all 

the requests and coordinating all the training. 

In summary, on the local level, the district 

governing board and foundation, occupational advisory 

committees, local chambers of commerce and service 

organizations, and business and industry have influenced 

economic development programs. By far the most important 

external environment has been the business and industry 

community. occupational advisory committees and local 

chambers and service organizations are comprised of business 

owners and leaders. District administrators have both 
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responded to the business community's needs as well as 

sought its patronage. In a sense, the district and business 

or the private sector have formulated a symbiotic 

relationship, even though at times it is burdensome from a 

financial perspective for the district. Business has 

requested customized courses and in some instances entire 

programs to meet company needs. The colleges have also 

taken the initiative and developed entire programs to meet 

industry needs. This is not unlike traditional occupational 

programs being created in response to local or regional 

industry or labor demands. The economic development and 

industrial training educational services requested by 

specific companies have been funded through normal community 

college finances (derived from the state, county, and 

student tuition) with additional funds, occasionally, being 

charged the business for curriculum development and other 

developmental costs. For the most part the colleges attempt 

to offer these programs on a cost basis but do not factor in 

personnel costs. 

Boundary positions 

In order to interface or connect with the external 

environments associated with economic development, Southwest 

District has developed positions within the college 

responsible for monitoring and responding to business 

community needs. These positions are referred to in 



Baldridge's framework as "boundary positions." Several 

"boundary positions" are evident at both the district and 

college level. 

The person mentioned predominantly in response to 

this question was the district director of Occupational 

Education and Economic Development. He is the district's 
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representative who serves as liaison with the Department of 

Commerce, the state and regional professional economic 

development organizations (GSEC and AEC), and CEO-level 

representatives from business and industry. Numerous 

comments were made about the director traveling on governor

sponsored recruiting trips and representing the district to 

major corporations. The following comments convey the 

substance of numerous remarks regarding his role within the 

district, 

Hal is the first name out there. 

Hal and his staff go out and do all the groundwork. 
For example, Security Pacific comes into town, I 
wouldn't have the charge like I did in a rural area 
to go out and woo them, that's being done by heavy 
weights. Hal is our representative from the 
district. 

Hal is the economic developer, we implement the 
programs. 

Many administrators also mentioned the chancellor in 

response to this question, not as the district's business 

representative but in a leadership or visionary role. The 

chancellor is extremely active on the state and local level 
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as well as a national level. comments from both 

administrators and faculty portray him as a visionary, but a 

private person, more than a public person. Carol, dean of 

instruction at Verde Community college commented, 

It's my observation, and I don't know him that well, 
that he is a shy person. I think he works very hard 
at trying to be outgoing but I don't think he feels 
real comfortable in the business and industry 
climate. And that is why he has Hal, who is very 
successful. He's got a very strong vice-chancellor 
who admires Hal. 

On the college level the presidents are expected, by 

the chancellor, to be actively involved with their immediate 

communities. Some presidents appear to be more active in 

the business community than others. The majority of college 

presidents have councils comprised of community leaders, 

primarily business leaders, that assist the college 

president in an advisory capacity. A dean of instruction 

said, "The chancellor very much appreciates that Terry [one 

of the college presidents] is in the community and tells her 

that she should be in the community as much as she wants, he 

fully supports her." 

within the colleges, occupational deans and some 

deans of instruction work with private and public 

organizations to develop training partnerships. As an 

example, the dean of instruction at willow Community College 

personally made the contact with the national Toyota office 

and sold them on sponsoring Toyota's after-market technician 
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training program at this college. Another dean worked 

extensively with Motorola to develop the training 

partnership between Motorola and Mountain Community College. 

The directors of business institutes and small business 

development centers daily interact with members of the 

community who are seeking consultancies for their small 

business or training for their employees. 

Summary 

The framework anticipated that external environments 

would pull and tug the district in different directions. 

The study fou'nd that economic development and industrial 

training courses and programs are affected by external 

influences but some to a greater extent than others. It 

appears the external influences having the greatest impact 

are the state legislature and individual businesses that 

have formed partnerships with the district office or 

individual colleges. The state legislature controls 

approximately one-third of Arizona community colleges' 

operating funds as well as additional funds allocated for 

economic development and industrial training programs. It 

appears the most important and most discussed external 

influence is the $5 million job training bill that was 

enacted January 1993. These funds are earmarked for 

economic development training programs to help companies 

train new employees or retrain existing employees. Arizona 
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community colleges are identified as one of the primary 

deliverers. The job training bill will, however, be 

administered by the Department of Commerce and not the state 

Community College Board. The full impact of this bill on 

the district's economic development programs and colleges 

industrial training programs is yet to be seen. 

Companies and industries that request customized 

training by the district office and individual colleges 

influence the content of those courses and entire programs 

because the courses and programs are developed to meet the 

specific needs of that company or industry. Companies also 

influence instructor requirements for customized courses and 

programs. Additionally, the district and colleges have 

developed separate organizational structures and created 

special positions to respond to and coordinate business 

requests. 

WHO ARE THE ECONOMIC DEVELOPMENT DECISION MAKERS AND WHAT IS 

THE DECISION MAKING PROCESS? 

The third part of Baldridge's political model 

examines who makes decisions and the decision making 

process. 
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Decision Makers 

According to Baldridge's political framework, 

"officials" with vested authority will make the majority of 

the decisions. It was anticipated "officials" at the 

district level would include the director of Occupational 

Education and Economic Development and the chancellor and 

vice-chancellor of Educational Services. College 

presidents, occupational deans, and small business directors 

were expected to be "officials" at the college level. The 

framework suggests that a minority of the faculty called 

"activists" will be involved in economic development 

decisions and the majority of the faculty will be "somewhat 

interested" or "apathetic." A large number of occupational 

faculty were expected to be interested (i.e. "activists") in 

departmental economic development decisions and fewer in 

districtwide economic development decisions. Academic 

faculty were not envisioned as being as interested as 

occupational faculty. Additionally, the framework 

identifies different resources available to individuals or 

groups within the organization to influence decisions. 

These resources include bureaucratic authority, professional 

authority, and coercive power. The framework predicted that 

bureaucratic authority, or the legitimate authority vested 

in an "official," would be utilized by the district director 

of Economic Development, as well as college level presidents 
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and deans. Professional authority refers to the authority 

faculty have in various areas of governance, especially the 

curriculum process. Coercive power refers to extreme 

methods of pressure such as a strike, demonstrations, or 

utilizing the media and public sentiment to influence 

decisions. coercive power was not expected to be a method 

for influencing economic development decisions. Additional 

to internal decision makers, external groups discussed in 

the previous question, also influenced and swayed economic 

development decisions. 

The majority of faculty identify economic 

development "officials" at both the district and college 

level, but faculty tend to emphasize college level 

"officials" and decision making processes. This is not 

surprising since full-time faculty and administrators define 

economic development differently; it follows that each group 

would perceive dissimilar economic development decision 

makers and decision making processes. Faculty emphasize 

curriculum committees, task forces, and department chairs as 

"official" decision makers. Administrators predominantly 

identify district level "officials" followed by "officials" 

on the college level. Almost all the administrators 

interviewed perceive economic development programs in the 

narrowest sense and as administered primarily by the 

district Economic Development office; therefore the decision 
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makers are primarily at the district level. Additionally, 

these administrators perceive the colleges as implementing 

industrial training programs, while the district Economic 

Development office houses the "economic developers." 

District Level "Officials" 

A dean of instruction commented, "At the district 

level they have the authority and responsibility to 

respond." Betty, the dean of instruction at Desert 

Community College said, "The district office sees things 

from a more global perspective, while the colleges respond 

to the local environment ... 

Although some faculty do not differentiate among 

district level administrators, some single out the 

chancellor, the vice-chancellor of Educational Services, the 

director of occupational Education and Economic Development, 

or the director of Corporate Services as key district level 

decision makers. The faculty's responses were not 

sufficient in number to determine a percentage in each 

category. 

The administrators at both levels, almost without 

exception, first mention the name "Hal," the director of 

Occupational Education and Economic Development, in response 

to this question. In contrast, only two occupational 

faculty and one academic faculty, who previously was a dean 

of instruction, referred to "Hal" as an economic development 
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decision maker. The majority of administrators also 

identify the director of Corporate Services, in addition to 

or in conjunction with Hal's name. It became apparent that 

Hal has a great deal of power and authority, in terms of 

economic development programs, at the district level as well 

as having influence at the college level. The role of the 

district occupational Education and Economic Development 

office is to assist the recruitment of new businesses to the 

community or expansion of existing businesses and to provide 

those businesses with a trained work force. Hal plays a 

principal role by participating in recruiting trips to other 

cities and states, by serving on local and state economic 

development councils and meetings, and by representing the 

district in meetings with business and industry 

representatives. Comments regarding him and his role in 

economic development were generally framed by respect and 

admiration. The evidence suggests that Hal enjoys 

bureaucratic power or authority because of his position as 

well as professional and personal power based on belief 

about his knowledge and expertise regarding the business 

community. 

The role of the district Corporate Services office, 

prior to its elimination, was to market the industrial 

training capabilities of the colleges to existing businesses 

and governmental agencies. When training requests flowed 
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into corporate Services, the director, Les, would distribute 

them to colleges for implementation. The following comments 

demonstrate the roles of the district offices. 

Hal is involved in the initial decision of the 
company to come to this area. He will determine the 
training needs of the company, go out with the 
company representative and introduce them to the 
community college providers of the training. 

Cholla community College does a lot of industrial 
training but it mainly comes out of Hal and Les's 
offices and then they farm it out to us and we stay 
away from the industry (marketing to the industry). 

Hal is the first name out there, but he's had his 
champions with the vice-chancellor and the 
chancellor. He has the authority and the 
responsibility to respond which was given him and 
his staff by the chancellor, the vice-chancellor, 
and the board. 

The same theme was evident, Hal is the primary economic 

development decision maker. 

The decisions are made principally by Hal, he's the 
one that has the most contact with the economic 
development groups in the valley. 

Basically Hal makes the decisions. 

Hal is a very powerful person in Southwest County 
and well respected. 

Hal and Les are the decision makers but Les is 
getting ready to retire so I see Hal now, in my 
book, as being the key person. 

The few faculty and administrators who identify the 

chancellor as a decision maker do so in terms of his being 

ultimately responsible for the district. As the vice-

chancellor of Educational Services said, "Hal is the main 
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decision maker in economic development. The chancellor is, 

I guess, ultimately the person responsible." 

Conversely, the chancellor is perceived, at least 

among administrators, as playing an important leadership 

role in economic development although not involved in day

to-day operations. Several administrators used the same 

word to describe the chancellor, a "visionary," who 

recognized that if Southwest District was to expand and grow 

with the community it had to become involved with the 

business community. An administrator made this comment 

regarding the birth of Cholla community College: 

Had it not been for the chancellor's vision, it 
[Cholla community College] would never have 
happened. He understood very keenly when he first 
arrived because he spent time visiting with the 
business community and they explained their problem 
to him. So it was his foresight that created the 
college [Cholla Community College] that would take 
care of that need. 

Rob, a business faculty at Verde Community College said, 

Every time I've heard him speak about economic 
development I come away believing that he believes 
in it, that he really does think that his role in 
the community college is to be a primary player in 
the delivery of the training component. 

The chancellor does not make the day-to-day economic 

development or industrial training decisions for the 

district or the colleges, but he does set the stage by his 

personal commitment and management style. He has offered 

public commitments to economic development and has allocated 

funds to the district Economic Development Office. Several 
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administrators commented on his management style which 

allows and encourages each of the colleges to run their own 

ship and pursue goals and objectives appropriate to the 

needs of their immediate communities. Following are some 

comments regarding the chancellor's management style. 

The chancellor allows managers to be as creative as 
possible, as long as there is quality involved, as 
long as you don't break the law. Hal and I have a 
little saying, the district is not managed. It is 
not mismanaged. It is not managed. We think that's 
good and we see lots of signs of that. 

The chancellor developed a system here where he 
just lets his colleges pretty much do there own 
thing. He's always saying, "I've got ten 
institutions completely out of control," or 
something like that. And that's funny, but it's 
true. 

Presidents [of colleges] are relatively 
autonomous. The chancellor is a great man to work 
for, wonderful, he does not get into your business. 
If you're sticking to your knitting you'll never 
hear from him. 

If you're structured and you have comptrollers 
in charge, in leadership positions, you won't have 
the entrepreneurial spirit that we have demonstrated 
in this district for years. The way I like to think 
of it is, it's not Hal alone, there's a lot of Hals 
out there potentially, but our chancellor, with the 
support of our board, allows us to be what we are 
and without that we would be nothing more than a 
very traditional, very myopic, very narrow focused 
junior college or something like that. So it all 
boils down to how you look at the world, the kind of 
leaders you have. 

The chancellor and vice-chancellor of Educational 

Services encourage colleges to become involved with the 

business community. This support is evident in the district 

mission statement as well as comments made by the chancellor 

to the media. 
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A few faculty and administrators identify the vice 

chancellor of Educational Services as an "official" economic 

development decision maker. The vice-chancellor of 

Educational Services reports to the chancellor and 

supervises Hal, the director of Economic Development. 

Chris, the vice-chancellor, said this about his role in 

economic development: 

Hal is the decision maker for economic development. 
I don't mess around with Hal, only when there's 
conflict. I believe in decentralizing and 
delegation. Only when there is a larger issue, like 
strategic planning, do I get involved. Hal works 
very closely with the deans of occupational 
education. I don't manage that unless there's a 
conflict, but we haven't had any conflicts. 

The vice-chancellor, Chris, did make the decision to 

close the corporate Services office. He comments on that 

decision, saying, "I made the decision to terminate 

Corporate Services because that's my job, but there was no 

hue and cry from the deans, it just probably was part of the 

normal evolution of that office." The vice-chancellor 

visits each of the colleges once a semester and asks the 

same series of questions at each college. During his last 

visit he said he asked each college, "Are you playing in the 

corporate services game?" He described the colleges that 

were playing and their activities, and those that were not 

gave reasons for not participating. serving the corporate 

sector is perceived as important by the vice-chancellor of 

Educational Services. 
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In summary of decision making on the district level, 

Hal, the director of occupational Education and Economic 

Development, is undoubtedly the most influential economic 

development decision maker. He and his staff make all the 

decisions regarding the recruitment and training of a new 

work force for a company relocating or expanding. The 

director of Corporate Services was mentioned numerous times 

as influential. Prior to Corporate services being closed, 

its director brokered and coordinated industrial training 

packages to individual colleges. Administrators perceive 

the chancellor and vice-chancellor of educational services 

in a leadership role but not as making day-to-day economic 

development program decisions. Those faculty who mention 

the chancellor and/or vice-chancellor did not specify any 

role they see them playing in economic development. 

college Level "Officials" and "Activists" 

At the college level the "officials" identified as 

economic development decision makers by the majority of 

faculty include deans, department chairs, and curriculum 

committees, specifically the instructional councils 

comprised of faculty districtwide from the same discipline. 

Some faculty, particularly occupational faculty, could be 

considered "activists" because they are more assertive and 

aggressive in starting industrial training type programs. 

The majority of administrators identify college presidents, 
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deans of instruction and, most frequently referenced, 

occupational deans as college-level economic development 

"officials." 

Some colleges are noticeably more interested in 

pursuing and developing systems to market and administer 

economic development and industrial training type programs. 

It appears the reason for this difference is the interest, 

attitude, or commitment of the presidents or deans for 

working with the business community. Will, dean of 

instruction at willow community College commented, 

Some campuses get more involved in economic 
development programs because of an individual, an 
individual who understands economic development, is 
willing to work through the heaps of red tape and 
customized curriculum. While economic development 
has a priority within the district, it seems like 
some people have an apprehension of having to 
develop a separate system to do something that's 
totally different from the normal instructional 
programs. 

The names of those presidents who are interested and 

committed to economic development and industrial training 

kept "popping up" in interviews and their college's 

organizational structures reflect either a separate 

department or a position dedicated to responding to 

industrial training requests. These college presidents, and 

normally their deans, participate in local chamber of 

commerce meetings and other community-oriented associations 

that allow them to network with large and small business 

sectors. 
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These presidents, normally, do not become involved 

in the implementation of programs but actively pursue 

industrial training and economic development opportunities 

as well as "setting the stage" or creating the environment, 

leadership, and structure for such programs to flourish. As 

an example, Lynn, the dean of instruction for Sahuara 

community College states that her president spends close to 

60 percent of his time in the community. She made this 

comment: 

Mayo Clinic is here as a result of the efforts of 
our president. Before Mayo Clinic arrived the 
president made the contact and had his occupational 
dean and faculty recruit, screen, hire, and train 
the types of office workers Mayo Clinic required. 

Bob, the director of Mountain Community College Business 

Institute made a similar comment about the president of 

Sahuara Community College: 

Well, the Mayo Clinic is here as a result of the 
efforts of Sahuara Community College, especially the 
president, Ray. They provided pre-employment 
training. Before Mayo Clinic arrived they had 
trained and developed the types of office workers 
that they wanted to hire. 

The president of Mountain community College has a background 

in marketing and management; the Mountain Community College 

dean of instruction, and other presidents and deans 

interviewed, commented on his commitment to working with the 

business community. The president of willow community 

College, Henry, started the partnership with General Motors 

at Gila community College and fully supports and encourages 



such programs at his college. The presidents of these 

colleges play a role analogous to the role of the 

chancellor, but on the college level. college presidents 

work closely with their deans of instruction and 

occupational deans who work closely with their divisions, 

chairs, and faculty when making economic development or 

industrial training course and program decisions. Janna, 

the president of Sahuara Community College made this 

comment: 

At the college level the decision makers would be 
myself and John [occupational dean] and the 
respective department, division, or faculty, because 
we won't go and make a commitment to any company 
without involving the department chair. I mean, 
that's the team that's going to put it together. 
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The president of willow Community College made this comment: 

On my campus the dialogue is between the deans, my 
executive committee, and myself. The executive 
committee includes representation of the faculty. 
The faculty president attends all my executive 
sessions. Some decisions are kind of operational, 
Will [dean of instruction], will usually tell me 
we're going to do this, this, and that. About the 
only time it gets to be an issue is if it involves 
reallocation of funds. 

A couple of occupational deans talked about the 

occupational task force that developed the Occupational Plan 

in 1983. One of the outcomes was "the occupational deans 

were given a larger role in terms of making the decisions as 

opposed to the deans of instruction who always balanced 

funds between the academic and the occupational." A dean of 

instruction commented, 



Come to the campus level and a lot of those 
decisions are resting in Lynn's office [occupational 
dean]. She works closely with her division faculty 
and chairs. She's very good and they've a long 
history of working well together. Lynn will do a 
lot of that decision making and include us with 
information, let's know what is going on but usually 
our president says "yeah, sounds like a good idea, 
go for it." 

Evidence suggests that a few college deans act 

independently or in an "entrepreneurial" fashion. As an 
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example, the dean of instruction at willow community College 

talks about how he goes after training opportunities: 

Anytime we work with business and industry it gets 
us into the free enterprise system and I love it. I 
am very competitive, and since we're in a very tough 
part of town with the prostitutes working out here, 
nobody comes here because they want to get an 
associates degree. They come here because there is 
something special we offer. 

willow Community College had an unsuccessful 

automotive program in the mid-1980s. The dean of 

instruction flew to Los Angeles without an invitation or 

appointment and stayed at the Toyota headquarters until he 

convinced Toyota to give his college a chance at the Toyota 

after-market mechanics training program. Toyota gave the 

college that chance and today willow Community college has, 

in the dean's words, the "best program in the country." An 

automotive 'faculty responsible for the program made this 

comment: 

Our dean of instruction is very aggressive, in a 
good way. He wants the things that lead directly to 
jobs. They almost closed this automotive department 
down in 1986. The enrollment had been dropping 



rapidly for the last several years due to a couple 
of factors: one the GI bill started fizzling out, 
second the technology being taught was so old people 
were coming in and becoming very discouraged. So 
his decision was either to close it out or to bring 
in a new, current program which he did. 
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In addition to the Toyota program Willow Community 

College also has a similar partnership with Nissan. Because 

of these programs' reputation, the college has been 

nominated, with eleven other colleges throughout the 

country, to conduct the Mazda after-market training program. 

It appears this type of entrepreneurial behavior is 

acceptable unless it conflicts with district guidelines 

regarding who has the authority to contact certain 

businesses. Bill, the dean of instruction at Mountain 

community College, the largest of the district's colleges, 

commented that a business faculty read in the paper that a 

large company was going to layoff a large number of people 

who were going to be given $2400 each for retraining. The 

faculty member went to the company with the department 

chair, on their own, to market Mountain Community College's 

educational services. Either the district Economic 

Development Office or Cholla community College had already 

contacted the company; the company attempted to negotiate a 

better deal with Mountain Community College. The dean of 

instruction said, 

See, if Cholla Community College has already 
contacted them, we've got to not compete because 
then you've got people competing and playing one off 



against the other. It has to be coordinated through 
the district first. We stay away from the industry, 
that's the way the message has been delivered to us. 
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Deans' of instruction are singled out by a few 

faculty and administrators as economic development program 

decision makers or "officials." Some colleges do not have 

an occupational or technology dean, but have a dean of 

instruction and associate dean who share responsibility or 

have divided responsibilities for the occupational programs. 

It appears that colleges with either occupational or 

technology deans or business institute directors, or with 

both, place a greater emphasis on responding to business 

community needs. 

The majority of companies seeking training, request 

occupational courses and programs, but some deans of 

instruction discussed how academic courses and programs can 

be customized to meet a company's training needs. One 

example given is a local airport that recruits student 

pilots from Belgium, Italy, and Sweden. These students, in 

many instances, need to take English as a second language to 

improve their ability to communicate with the airport 

towers. The dean of instruction at this college worked with 

the department chairperson and developed an English as a 

second language program designed for student pilots. Two 

deans of instruction described requests from companies to 

assess reading, math, and writing skills of their employees 
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and to offer courses, at the company site, to help the 

employees improve these skills. Another dean of instruction 

was contacted by city government to provide Spanish classes 

for city employees. Even though occupational and technology 

deans are more often involved with industrial training 

requests, it appears the deans of instruction and academic 

divisions are becoming more involved as companies are 

concerned with the basic skill level of all 'employees, not 

just supervisor and mid-level managers, and their impact on 

productivity. 

As the framework predicted, few faculty appear 

interested in influencing economic development or industrial 

training decisions. Interested faculty or "activists" are 

either occupational faculty already involved in business

partnership programs, department chairs who have the 

responsibility and authority of curriculum and program 

development in their discipline, or faculty association 

officers who are active on many college and district faculty 

committees. An example of a faculty "activist" is Jane a 

computer science faculty member at Sahuara Community College 

who developed the Computer Institute which offers non-credit 

computer courses to individuals and companies requiring 

short-term training. 

The framework suggested that the majority of faculty 

would be apathetic or only "somewhat interested." Julie, an 
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arts and science dean commented, "Faculty are not actively 

in opposition to economic development, it's just 

condemnation by non-involvement." While a majority of 

faculty interviewed did not overtly demonstrate apathy or 

noninterest, a few comments from both faculty and 

administrators suggest an uneasiness on the part of faculty 

regarding economic development and industrial training 

programs. The framework speculated that some faculty would 

be vocal if they felt resources were being unfairly diverted 

to economic development programs. This comment was made by 

an individual who has been both an administrator and a 

faculty member: "There is apprehension from the faculty, 

you know, 'what are they doing over here?, they're training 

people, they're getting resources that we need over here.'" 

The following comment by a philosophy faculty member, not 

made with malice, summarizes the attitude of the majority of 

the faculty interviewed: 

Economic development is something out there that is 
not known about or cared about. The attitude is we 
don't hear much about it, they can do their thing as 
long as it doesn't interfere and as long as I'm not 
losing budget or getting faculty positions in my 
division cut. 

Those faculty interviewed did not reveal an entirely 

apathetic attitude, but were not cognizant, outside of the 

well-publicized economic development or industrial training 

programs, of many economic development programs. An 

English department chair said, 



The average faculty was not aware of the amount of 
offerings we did just for Motorola. I'm not sure it 
was even mentioned in a faculty meeting but in a 
department chair meeting the statistics were 
overpowering. Everyone said you mean that many of 
our students are Motorola employees? How could we 
be surrounded without knowing it? No one was 
unhappy about the decision to move Motorola off 
campus, but it did seem to be almost a conspiracy 
with a lot of secrecy. The result of the 
administrative decision was not bad, but there was 
definitely a feeling of having been left out. 
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The governing board was not directly identified by 

faculty or administrators as economic development decision 

makers. A couple of faculty discussed the role of the board 

as ratifying decisions. The governing board reviews and 

approves intergovernmental and industrial training contracts 

as well as new curriculum. 

To summarize the college-level "officials," the 

predictions made by the framework were fairly accurate; the 

presidents, occupational deans and to a lesser extent, 

academic deans are the key decision makers at the college 

level. The evidence indicates that some presidents feel 

more committed to respond to businesses needs, are 

consequently more interested in pursuing the business 

market. Thus, they spend more time in their respective 

communities attending chamber of commerce meetings and other 

business and service meetings. Through these contacts they 

meet business and industry executives who contact them 

personally with training requests; these requests are 

normally passed along to appropriate deans and divisions. 
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These presidents create an environment and structures within 

their colleges that encourage their deans and department 

chairs to pursue and implement industrial training requests. 

The occupational/technology deans, at both the 

actively and less actively-involved colleges, make the 

majority of day-to-day decisions important to the 

implementation of industrial training programs. The deans 

of instruction, however, are becoming increasingly involved 

as companies request courses and programs from the academic 

side of the house. The evidence also suggests, as predicted 

by the framework, that department chairs and some 

occupational faculty have an interest in industrial training 

decision making, but the majority of faculty have limited 

interest or are apathetic. The faculty that do have an 

interest pursue their ideas through their divisions and 

deans and are primarily occupational faculty. However, both 

faculty and college administrators suggested faculty concern 

might increase if scarce resources resulted in faculty 

interests being impacted by economic development programs. 

Decisions Influenced by "Partisan" Groups 

The framework suggests that decisions made by 

"officials" or "authorities" will affect others within the 

organization called "partisans," who may attempt to 

influence decisions. Conflict may ensue when partisan 

groups try to influence decisions. Three of the four types 
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of partisan groups identified by Baldridge are illustrated 

in the study: "anomic" or groups that spontaneously form and 

react to a situation; "partisan-dominated" groups or 

individuals with common structural positions or common 

ideological values or both; and "associations" or formally 

organized groups that attempt to sway decisions made by 

authorities. If partisans accept and "trust" the decisions 

made by the authorities, partisans will not attempt to 

change those decisions. The framework suggested that 

occupational deans and occupational faculty might constitute 

"partisan-dominated" groups and the faculty senate and 

external groups could represent "association" groups that 

attempt to influence economic development decisions. The 

formation of an "anomic" group or attempt to use force or 

violence was not envisioned with respect to economic 

development decisions. 

College level authorities are partisans in the sense 

they are affected by the decisions made by district 

authorities. Each college has an occupational dean or 

associate dean or dean of instruction that is formally 

responsible for occupational programs. They meet regularly 

and collectively make and influence districtwide decisions 

regarding occupational education. These occupational 

educational deans represent a "partisan-dominated" group 

that utilizes bureaucratic power and authority. The study 



indicates that these deans, when acting collectively, 

influence district and college level decisions. 
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The majority of faculty and administrators identify 

the occupational deans as influential economic development 

decision makers. A heightened role for the occupational 

deans emerged in the early 1980s when the economy was waning 

and new technology, especially the significance of micro 

computers as a tool, was spiraling. An occupational task 

force, comprised of district staff and college faculty and 

administrators from predominantly occupational areas, 

developed the 1981-86 Occupational Education Master Plan 

previously discussed at pages 223-226. The purpose of this 

plan was to help the district adapt to a rapidly changing 

and technologically dependent society by developing goals, 

objectives, and priorities in support of new technology and 

occupational program areas, and allocating or reallocating 

resources to finance those priorities. Bob, the director of 

Mountain Community College Business Institute said, 

We developed an occupational task force made up of 
deans and department chairs who decided to put a 
real thrust toward helping business and industry 
improve the capability of their employees. It was 
not that the academic and transfer courses and 
programs took a back seat, it was just that business 
and industry training needs were seen as equally 
important. 

As a result, the occupational deans expanded their 

role of occupational education within the colleges by 

encouraging the growth of new industrial training and 
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occupational courses and programs. Deans indicate the 

occupational Education Master Plan had a major effect by 

increasing the amount of district resources as well as 

increasing the importance of occupational education in the 

eyes of the governing board and district. A comment from an 

occupational dean states it succinctly: "We had a bunch of 

deans and department chairs ready and waiting if you give us 

the resources to really do something good and so we did that 

collectively and that brought us to a whole new level." 

It appears the Occupational task force gave occupational 

deans an expanded decision making role in comparison to the 

deans of instruction who had historically balanced funds 

between the academic and occupational programs. The 

occupational deans, as well as other deans, now meet on a 

regular basis to discuss districtwide curriculum and program 

issues. Carol, dean of instruction at Verde Community 

College explained these meetings: 

All the deans have dean's councils which meet 
monthly. Those dean's councils are usually catch 
points for issues that the president's council deal 
with. Our council of presidents may be talking 
about something and say 'whoa, we've got this hot 
potato of economic development regarding the 
downsizing of Motorola and it deals with some 
programs and here's some issues, let's send that to 
the occupational deans for some dialogue. 

In summary, the deans, specifically the occupati~nal deans, 

constitute a "partisan-dominated" group that influences the 



development of occupational programs and economic 

development programs offered for credit. 
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If faculty collectively take a common position on 

an issue and attempt to influence a decision made by an 

authority or official, they become a "partisan-dominated" 

group. The study reveals examples of this occurring. At 

Mountain community College the faculty, collectively, 

protested to the deans about the number of classrooms 

allocated to Motorola for employee training. The faculty 

member said, "The taxpayers did not pay to have us rent 

space to corporations," and the company responded, "We are 

taxpayers too." Bob, the occupational dean of the college 

concluded it was easier to move off-campus and find new 

facilities. That was the beginning of the Motorola 

University. The decision to "move off campus" could be 

perceived as the authorities acquiescing to the faculty or 

minimally circumventing the faculty, one of the responses 

discussed in Baldridge's political model. 

The faculty, collectively, make districtwide 

curriculum decisions for their particular disciplines or 

programs through "instructional councils," also referred to 

as Ocotillo Committees. Each discipline or program has a 

separate instructional council with two representatives from 

each college, usually department or divisional chairs. 

Instructional councils approve or disapprove new curricula, 
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discuss the need for new courses and programs, and discuss 

course content and articulation concerns. The Ocotillo 

committees or instructional councils meet or communicate 

regularly to insure communication at the department or 

division level across the colleges. Bill, an engineering 

faculty said, 

The purpose of Ocotillo is to address common issues 
from the colleges and be able to pass those on to 
the district. It's a way for the colleges to 
communicate with one another. 

A math faculty at Sahuara community College made this 

comment: 

The instructional councils are successful whether 
promoting ideas from the bottom up or reacting to 
requests. For instance, if the district office 
thought something should be happening in the 
computer area their first source of information 
would be from the instructional council. So the 
district would ask advice like "What do you think of 
this program, can we do something like this, would 
it be successful, how would we go about doing this?" 
I don't think of what we do in the instructional 
councils as economic development but if there were a 
program, for instance, someone came in and said we 
need to set up a remedial program in mathematics for 
a local industry, the instructional councils would 
be one of the first groups to hear of something like 
that. 

Chris, the vice-chancellor of Educational Services talked 

about the role of instructional councils in the curriculum 

decision process: 

They [instructional councils] have to approve, well 
they have to review every course modification, every 
course deletion, every program modification, every 
new course, every new program. This morning I sent 
an electronic mail message to our foreign language 



instructional council on an issue, I've got a 
response from three of them. 

The Ocotillo Committees play a crucial role in the 

curricular process and represent a faculty "partisan-

347 

dominated" group that utilizes "professional" resources or 

knowledge of their discipline to influence and normally make 

decisions regarding "for-credit" curriculum. The 

instructional councils have influenced economic development 

courses and programs offered "for credit" in that they must 

approve any revisions of courses or new, customized courses 

or programs, even those designed for a specific company. 

Partisan groups, according to the framework, can use 

coercive measures to influence decisions. coercive measures 

can be in the form of a strike, appeal to the public, or 

demonstration. The faculty, through their faculty senate, 

constitute an "association" group and used coercive measures 

in protesting the opening of Cholla Community College 

previously discussed on pages 236-240. Cholla Community 

college was the chancellor's brainchild: an opportunity and 

a means to respond to requests from the business community. 

The faculty, as well as college-level administrators, were 

extremely upset because they lost the "official" right to 

offer off-campus courses to businesses. The faculty not 

only lost lucrative part-time coordinating positions, but 

they also felt the credibility and quality of their courses 

and programs were being threatened since Cholla Community 
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College utilized only part-time faculty. The faculty did 

not strike, but went to the legislature and the media as 

well as demonstrating at the district office. The board of 

governors was split, and the chancellor, at the height of 

the conflict, agreed to resign. The faculty, acting through 

their faculty senate, attempted to be a coercive partisan 

group. It appears the district administration's response 

comes closest to Baldridge's reference to "appeasement"; 

this was done through the formation of the "Cholla Community 

College Commission," which was created to resolve the issues 

that were raised as a result of the conflict. The vice-

chancellor of Educational Services made this comment: 

Our faculty chairs got a certain amount of money for 
every x number of part-time faculty that they 
supervise and most of that off-the-curb stuff was 
being taught by part-time faculty. When you take 
money away from people they're going to fight you. 
When we resolved that question, it was the key and 
once dealt with, it was resolved. The Cholla 
Community college Commission defined a certain set 
of rules that intended to deal with the conflict and 
it worked. Back then it was highly political, I 
still have the scars. 

According to Baldridge's model, when partisans do 

not challenge authorities' decision making they are 

exhibiting "trust" in those decisions and do not feel a need 

to try and influence decisions. This "trust" was identified 

by Sahuara community College's arts and science dean: "We 

have an informal process because they [faculty] trust us. 
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John's trusted and Hal's trusted by both the people who work 

for them, around them, and who supervise them." 

This dean additionally made the comment that as long as 

there were adequate resources to go around, resources 

utilized for those purposes would not be challenged, but if 

financial resources are reduced, the funding of industrial 

training and economic development programs could become a 

political issue. other administrators and faculty did not 

use the word "trust" but described an acceptance by the 

majority of faculty as long as the traditional, on-campus 

courses and programs were given the highest priority. The 

study also indicates full-time faculty are knowledgeable of 

the highly visible college sponsored economic development 

programs but minimally cognizant of district and less 

noticeable college-level industrial training programs. The 

faculty, from this perspective, may not "accept" or "trust" 

economic development program decisions but may not be aware 

of the breadth of such programs. 

In summary, "partisan-dominated" and "association" 

partisan groups are evidenced in the study as is the use of 

bureaucratic, professional, and coercive power to influence 

economic development type decisions. occupational deans, 

acting collectively through the occupational task force or 

through their regular districtwide meetings influence 

occupational and economic development decisions at the 
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district and college levels, and constitute a "partisan

dominated" group. Occupational deans exercise the 

bureaucratic authority granted them by allocating resources 

to these programs. Faculty, acting collectively through 

districtwide curriculum committees, exercise their 

professional power, and make districtwide curriculum 

decisions. Faculty form an "association" partisan group 

when attempting to influence districtwide or college 

decisions through the faculty senate. The study indicates 

the districtwide faculty senate attempted to indirectly 

influence economic development programs through the use of 

coercion to obstruct the creation of Cholla Community 

College, which was designed primarily to serve the needs of 

the business community. Additionally, the study suggests 

instances of faculty trust or acceptance of economic 

development program decisions made by college and district 

"officials", but this may be an illusion since the many 

faculty, it appears, are not cognizant of district and 

college-level economic development programs. 

Decision Making Process 

The Baldridge model proposes a political decision 

making model in lieu of a rational or traditional model. 

The traditional decision making process portrays a linear 

sequence of steps that progress from recognition of a 

problem to choice of action from alternatives. The 
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political model predicts that decisions are made through a 

series of meetings and networks, and that negotiation and 

compromise are present when disagreement arises. When 

bipartisan views emerge and allocation of resource issues 

arise, the process is expected to become more complex. It 

was anticipated that economic development decisions would be 

processed through various groups and meetings, such as the 

occupational deans' districtwide meeting. Rational decision 

making processes could be expected for routine economic 

development decisions. 

The majority of faculty and some of the 

administrators, in response to this question, discussed the 

decision making process involved in program and course 

development. However, the majority of administrators and a 

few faculty discuss the decision making process that 

transpires when district disseminates industrial training or 

new occupational program opportunities to an individual 

college. 

curriculum Decision Makino Process 

The faculty, when discussing the curriculum decision 

making process, use phrases such as formal and informal, top 

down and bottom up, and talk about various committees 

involved in the curriculum process. This comment was made 

by a computer science faculty responsible for the Sahuara 

community College Computer Institute: 



When we got started it was an idea that generated on 
this end of the campus through the department and 
division and was presented to the administration at 
the other end of the campus. It started off 
informally but ended up formal when I had to write a 
business plan. 

A philosophy faculty at Gila community College said, 

The idea for a new program should originate from the 
college but it could come from a board member. The 
ratification process is spelled out in a large 
number of manuals, and where it can be changed at 
any point. 

Ron, a reading faculty member commented, 

I hope we have the perception that it can be top 
down or bottom up but I don't see that. It's still 
the people at the top always making the final say. 
I can go in with the best justification for a 
program but if a certain person at the top says no, 
it doesn't go. 

352 

Jane, a computer science faculty member, saw the process as 

a combination of both: "The business institute was a joint 

effort between the deans and the faculty. It was grass 

roots plus support from the administration for funds and 

facilities." George, a math faculty member said, 

The process starts out informal by talking, 
discussing, looking at existing courses, but ends up 
having to be formal, how much does it cost, what are 
the returns, drafting the curriculum, going through 
the curriculum committees. 

A history teacher mentioned some of the committees as well 

as the formal and informal aspects in the curriculum-

decision making process: 

Most programs originate in an occupational task 
force or advisory committee. Occupational deans 
meet weekly and make decisions. At times the 
process is formal in terms of a report or formal 



agreement that goes to the board, reviewed by an 
attorney, to the more casual type of thing like 
"Yes, we will provide training." 

A few administrators discussed this question in 
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terms of curriculum development and use the terms "formal" 

and "informal." Approximately one-fourth of the 

administrators mention committees, compromises, and 

negotiation in the decision process. Bob, a business 

director at willow Community College said this about the 

process: 

The decision making process is both formal and 
informal. When dealing with the district office it 
is formal in the sense it's been very professional, 
informal in the sense they won't hesitate to call 
and say how is the project going? 

An associate dean of instruction at Pueblo Community college 

commented on compromises: 

We have what we call the Instructional Councils 
which is composed of one representative from each of 
the colleges in that discipline area. When you 
start looking at expenses they come to some 
commonality and say, "I don't think all the colleges 
can afford to run it, so since you're doing it some 
of the other colleges will choose not to do it." We 
don't want to flood the market so if one college has 
a program we'll do something different. It's sort 
of a gentleman's agreement among the members of the 
instructional councils. 

Carol, the dean of instruction at Verde community College, 

commented about a new hazardous material program he 

presented to the occupational deans meeting for information 

and feedback: 

When we were starting to do some early thinking 
about our hazardous material program, I took it to 



the occupational deans and said, "Just for your 
information I will be working on this, it hasn't yet 
gone to Hal, does anybody else plan to do it?" I 
wanted to know if I needed to work real fast or if 
somebody was way ahead of me. But no, and I kind of 
had an informal ok from them, didn't need it, but an 
informal ok to proceed. I knew that the program was 
going to deal with some issues that willow Community 
College does, they have a waste water management 
program, so I wanted to explain that what we were 
doing wouldn't conflict. 

354 

Another dean of instruction, in response to this question, 

said, 

I think the process is a mix of political, informal 
and formal. There's some informal stuff that 
happens between deans and faculty members talking 
about whether this is good, is it wise, do we have 
the space, do we have the bucks, do you want to do 
it? Then there's probably some political stuff, 
"Science and math, you guys have never had a program 
and it's going to be tough to get you an 
occupational program, here's one that seems to fit." 
And then formally the president has to buy in, we 
really have to get some formal commitments from the 
district, occupational inquiry stuff and that all 
has to be down on paper so we own the program. 

Four or five of the deans and presidents discussed a 

controversial new training program proposed by Cholla 

community College for the Southwest Police Academy. This 

program exemplifies the negotiation and compromise presen"1: 

in the curriculum decision making process. Cholla Community 

College was approached by Southwest Police Academy to 

develop a program for their police officers. The proposed 

program would repackage some of the Academy's training in 

order to earn college credit and wrap around some general 

education requirements. The result would be an associate of 
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applied science degree. One dean of instruction explained 

the dilemma: 

We have three established administration of justice 
programs at three of our colleges within the 
district who were a little offended, to say the 
least. What Cholla Community College did, since the 
program was requested by the police department, was 
position themselves so that the program was 
supported by the chiefs of police of all the 
communities and the county sheriff. So, they built 
their base that said, "It's a different program." 
So when it went to our district curriculum committee 
there was opposition from the occupational deans, 
but they knew they had lost and they had lost for 
political reasons. 

The dean of instruction at Mountain Community College made 

this comment regarding the Police Academy program: 

Cholla community College is doing the Police Academy 
program now, boy was that a war. But Joe, the dean 
of instruction for Cholla Community College, met 
with each one of the deans and the faculty that sit 
on the district Curriculum committee. Boy did he 
wine and dine us, he took us to lunch and said 
here's what we are trying to do. It was a political 
issue. When we got down to the district Curriculum 
meeting to vote, 80 percent of us ended up voting 
for it, which said to me they did a good job, but I 
mean they're doing their politics. 

The curriculum development process described by 

faculty and administrators appears to begin with a course 

outline written by faculty or staff, usually assisted by a 

curriculum specialist who is cognizant of the curriculum 

process. The course outline is submitted to the 

discipline's instructional councilor the Ocotillo 

committees, for approval, disapproval or recommendations. 

After the instructional council is satisfied with the course 
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or program content, the paper work is returned to the 

college originating the curriculum and is signed by the 

department chairperson. The new curriculum documentation is 

then sent to the college curriculum committee and, if 

approved, returned to the district curriculum committee, 

comprised of two representatives from each college, usually 

a dean of instruction and a faculty member. The district 

Curriculum Committee meets monthly to review new course and 

program requests and appears to play a final clearing house 

role. The board of governors, as a final step, ratifies all 

new curriculum. 

The curriculum decision making process is congruent 

with Baldridge's political decision making process in that 

it involves a network of committees, at both the district 

and college level, composed of representatives from various 

factions internal and external to the district. Internal 

factions are the faculty and appropriate deans; external 

factions are advisory committees from different occupational 

fields and business organizations requesting training. 

These committees discuss, negotiate, and finally approve all 

curriculum changes, deletions, and new courses or programs. 

There is strong evidence that compromise and negotiation are 

present in the curriculum decision making process, 

especially among the occupational deans and deans of 

instruction who attempt to work out potential problems. The 
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presidents and vice-chancellor of educational services only 

get involved, it appears, when something cannot be resolved 

at the dean level. Henry, the president of Sahuara 

community College said, 

If our deans can't come to some agreement then I get 
involved, but I make them aware of it. If there's a 
problem I'll get together with the other president 
because if we're doing something that will hurt his 
program I don't want to do it. 

In addition to the curriculum committees, the study 

identified four district-level executive councils that at 

times become involved in economic development program 

decisions. They are Information Technology Executive 

council (ITEC), Capital Development Executive Council 

(CDEC), Budget Development Executive Council (BDEC), and 

Human Resource Executive Council (HREC). According to the 

vice-chancellor of Educational Services, these executive 

councils were formed to assure coordination at the vice-

chancellor level. Chris, the vice-chancellor for 

Educational Services said, 

I wanted to make sure that we did not spend the same 
dollars twice for two different things and that 
information technology folks were involved in 
planning the facilities. Their job is to 
coordinate, to communicate among the vice
chancellors and normally there's a president or two 
who serves on those councils. Their job is to 
communicate back to the presidents what decisions 
are made at the executive councils. 

A couple of faculty, in addition to the vice-chancellor of 

educational services, commented on these committees. A 



philosophy faculty, who has been the president of the 

faculty senate for two years, made this comment about the 

executive councils: 

These committees are not visible but they have a lot 
of power because they control the purse. For 
example, say you have capital money and you want to 
have your track surfaced. Well what you have to do 
is go to one of the executive councils and you would 
make the request and if it doesn't get through 
there, it's dead. 
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Even though these executive committees are important in many 

financial domains, it does not appear they are normally 

involved in economic development decisions. 

Decision Making Process When District Refers 
Economic Development Programs to Colleges 

The majority of administrators, in response to this 

question, discuss the decision making process that occurs 

between the district offices (Economic Development and 

corporate Services) and the individual colleges when the 

district receives industrial training or economic 

development program requests and disburses them to 

individual colleges for development and implementation. 

When a company wants its employees to receive college credit 

for training, the director of Economic Development, or one 

of his staff, will contact one or more of the colleges to 

determine if they have an interest in implementing the 

training. Likewise, when the district Corporate Services 

office was operative, the director would receive industrial 
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training requests from companies and, similar to the 

director of Economic Development, contact one or more of the 

colleges to determine their interest. The majority of 

administrators focused on the process by which these two 

directors selected the colleges they wanted to deliver the 

training. The majority of faculty identify individuals at 

the district Economic Development Corporate Services offices 

among the economic development decision makers, but only a 

few faculty are aware and discuss the decision making 

process that transpires between the district and the 

individual colleges. 

This process should not be confused with the 

scenario whereby the district Economic Development office 

contracts with independent curriculum designers and 

instructors to develop and implement non-credit training 

programs. During the course of the study Chase Manhattan 

had a contract with the district to hire and train a work 

force for its newly relocated credit card operation. While 

visiting the district office, signs were seen outside the 

front door directing individuals applying for positions with 

Chase Manhattan. Most administrators are familiar with the 

training conducted from the district office. Bill, the dean 

of instruction at Mountain Community College said, "I do 

know that Hal though, and Marge have done programs where 
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they didn't use a college at all and used independent 

contractors to do the training." 

When the directors have received industrial training 

requests for credit courses or programs, they' exercise the 

bureaucratic authority given them by the chancellor and 

vice-chancellor, and unilaterally select colleges to conduct 

the for-credit training. The Corporate Services director 

originally held formal meetings normally attended by the 

college occupational deans. At these meetings each of the 

deans were asked if they were interested in pursuing any of 

the programs presented. Although the formal meetings ceased 

occurring several years ago, a majority of the deans 

interviewed made comments about these meetings. The 

Mountain Community College dean of instruction said, 

We used to meet once a month for Corporate Services. 
We haven't met like that for over two years. It 
fell apart some how, but I'm not sure why. It kept 
us out of each other's territory. When Hal and Les 
got those things they would farm it out to us any 
way because we're the primary deliverers. That was 
not bad having that districtwide meeting and every 
college sent representatives to talk about what they 
were doing. It kept us all informed and whenever 
you wanted to do something you would put it on the 
agenda. 

Lynn, the occupational dean at Sahuara Community College 

made this comment: 

I think it's more centralized now than a few years 
ago when we had more of a committee approach. We 
had representatives that met on a regular basis, and 
we reviewed things and assisted in the decision 
process. For some reason they've moved away from 
that and I'm sure they had good reason but I don't 



know exactly what it was. So now it's pretty much 
you're contacted and asked if you would like to 
participate. 

Les, the Corporate Services director, explained why the 

meetings were discontinued: 

There were a lot of questions involving Corporate 
Services so I made it an open process. But they 
didn't like to meet because I used to call the 
meetings at 7:00 am in the morning. I had a lot of 
things to get done. And so, then, I got away from 
that. But every now and then I do that again if I 
don't really know who to give it to. 
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The study suggests that the district directors began 

to contact one or more colleges and discuss with a dean or 

designated contact person the particulars of the training. 

The college representative is asked whether they are 

interested in the program. If two or three colleges are 

contacted, a formal meeting mayor may not occur. 

Ultimately, the decision of which college will be given the 

opportunity is made by a district director. The following 

comments represent the views of the majority of 

administrators interviewed: 

Hal goes out and visits with the company, brings 
them in and sees what their needs are, he will take 
his team if necessary. Then based on what the 
particular technology is, or the need, will call one 
of the college deans and ask if they are interested 
in this training. If that campus is not interested, 
he will go to another campus. 

Les explained the process since the formal meetings ceased: 

So, the process now is your company needs x kind of 
training, and I figure out what ~ind exactly. And 
say I want to give it to Willow Community College or 
I'm not sure. I'll call Willow Community College 



and Cholla Community College and say, "I have a 
client that wants x y z, what can you do?" If one 
of the colleges says "Gee, I'm real busy right now" 
then I'll go to the other college. If they can do 
more, I'll say, "Okay, I'm gonna bring you a client, 
500 employees, and you've got to make sure they're 
taken care of." 

It does not appear that the occupational deans, 
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collectively, make decisions regarding which college will be 

allowed or awarded training opportunities that flow into the 

district office. It appears that decisions regarding the 

distribution of industrial training and, at times, economic 

development programs, are made at the discretion of Hal, the 

director of occupational Education and Economic Development, 

and in the past, Les, the director of Corporate Services. 

District criteria for selecting colleges is fairly 

well agreed upon from administrators' comments. 

Administrators suggest colleges are selected based on 

various criteria that include program specialization, 

logistics of the college in relation to the training, and 

recent participation by a college or "have they got one 

recently?" Will, the dean of instruction at Willow 

Community College, said, "He arbitrarily picks the college 

based on their resources, their location, and sometimes he 

feels obligated to give a college an opportunity because 

they haven't had one for a while." 

Another dean of instruction made this comment, 

I think he [Hal] called those that he thinks might 
be able to teach it, that might have the whereabouts 



to do it. He wouldn't call cactus community College 
or Desert Community College because they don't have 
any technology people, Gila Community College is too 
far away, Cholla Community College could do it, so I 
think in that meeting he called us, Cholla Community 
College and willow Community College. 

The willow Community College president commented: 

He [Hal] selects colleges based on their track 
record, ability to provide those services. You can 
look at some of the larger colleges that already 
have a nice contract with Motorola or that are 
struggling to accommodate all the students they have 
in their regular academic programs, they aren't that 
interested. There are other colleges that have the 
ability and it doesn't become such a hotly contested 
issue as far as whether it is their mission or not. 

Will, a dean of instruction, commented, "He would never 

363 

refer anything to us in electronics and I never get mad. I 

would be too embarrassed to try because we don't have the 

expertise." 

The Mountain community CO.llege Business and Industry 

Institute director made this comment about the process: 

A company will generally start with the district 
office. Hal goes out and visits with the company, 
brings them in and sees what their needs are, takes 
his team if necessary. And then based on what the 
particular technology is or the need or maybe even 
the locality call one of the deans and say, "I've 
got this company, they're really interested in this 
training, are you guys interested?" If that 
particular campus says, "I don't want to do it" then 
they go to another campus that may want to. 

Jean, the institute director at willow community College 

comments, 

The district uses the criteria of who can do the 
best job and what is their specialty. Willow 
community college is quality management. We also 



have a unique automotive recreational vehicle 
program. Every college has some specialty. 
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Examples of how colleges are selected can be found 

in the automotive programs within the district. Two 

colleges within the district have two-year associate degree 

programs in automotive technology and also automotive after

market training programs. The instructors in these programs 

are upgraded regularly and nationally certified in the 

electronics and mechanics of new automobiles. The after-

market training program is designed to train presently 

employed mechanics that work at the dealerships; the 

associate degree program trains new mechanics for the 

industry. These programs have established partnerships with 

Nissan, Toyota, General Motors, and Ford and attract 

additional training opportunities in the automotive area 

because of their faculty expertise, facilities and 

equipment, reputation, and association with companies in the 

industry. If the district Economic Development office is 

contacted regarding automotive training, one or both of 

these two colleges mostly likely will be contacted. 

An automotive faculty member related a story. The 

district was contacted by a mass transit company that wanted 

to start a bus repair program. According to the faculty 

member, he and his dean were asked to meet with the district 

Economic Development Department and company representatives. 

The automotive faculty member said, 



We did not take the project on because another 
campus had more of the heavy diesel equipment 
already in place so it got referred over there with 
our blessing. We could of had it but it would've 
cost a great deal of money and that puts us in 
competition with a sister campus. 
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The majority of comments convey no anger or 

animosity over this decision process even though Hal has and 

exercises unilateral authority and power. It appears he is 

well respected and the majority of the administrators feel 

the process is fair, or at least verbalize that sentiment. 

It also appears the colleges, through their deans and 

presidents, have learned to coordinate and negotiate 

problems or potential problems in an informal manner. The 

district chancellor and vice-chancellor encourage the 

presidents and deans to work things out among themselves and 

become involved only if conflict arises. Additionally, all 

the colleges appear to be extremely busy and not in need of 

more students. A couple of comments by deans convey this 

perception. 

We respect whoever Hal sends the customer to, we 
respect that because we feel that he has a good 
sense in terms of what we can deliver on, and we 
know that he will send people based on our 
strengths. 

The other colleges do not resent it when we get 
something from district because they've all had a 
turn. Mountain Community College got a referral, 
somehow they got hooked up with Motorola, Gila 
community College has got a lot of stuff with Ford 
and GM, willow Community College has stuff with 
Toyota and Nissan. So there's a lot of those 
referrals that go around and it's trying to look for 
the best fit. It's not just who's turn is it, but 



who has the best facility. The pie's big enough and 
over time everybody gets their share. 
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Janna, the president of Sahuara Community College, comments 

on the informality and unstructured nature of the process 

and compares it to a few years back: 

The process is pretty informal. It's a matter of 
our being involved with people, knowledgeable people 
such as Hal, in the community knowing what the needs' 
are and then working through the Occupational Deans 
Council to attempt to meet those needs. It's not a 
formal, highly centralized bureaucratic maze that 
people go through. Early on it was much more 
formal, who should do it, who should get it, how 
should it be done. But people realized that it had 
to be customer driven and not college driven, and 
we're much more sensitive now to what the customer 
needs are. At one point there were kind of lines or 
streets designating your territory but it's a 
cooperative working relationship now. 

Even though virtually all the administrators did not 

verbalize feelings of unfairness or inequity about the 

disbursement of industrial training requests, a couple of 

comments, one from a business faculty chair and one from an 

associate dean, did indicate that some colleges or 

individuals feel exclusion from the process. Sue, an 

associate dean at Pueblo Community College made this 

comment, 

There are some schools saying, "Well, we would like 
to have more of the action" and the other schools 
saying "We get a whole lot." Those schools just 
said "We would like to be included in the loop" and 
then the conversation turned to "How can we best do 
that?" No one was against that, it was just a 
matter of let's talk about it. 



A business faculty member made the comment, 

I'm sure there are legitimate reasons why certain 
campuses are selected to be providers, like special 
expertise, special equipment, special programs that 
are already established, but my sense is that some 
of the other campuses feel that they are excluded 
from being considered or bidding for that business 
so there seems to me to be an issue that could be 
resolved quickly by developing criteria that will be 
used. It does not seem to be a systematic kind of 
approach. I can just share with you that while 
we've got the PACE Center this semester the director 
is regularly lamenting that we are excluded from 
consideration and that people down at the central 
office just give the requests to certain 
institutions. 

Evidence indicates the PACE Center was discontinued at 

Pueblo Community College last year, primarily because it 

could not operate self-sufficiently; it also appears the 
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faculty were not supportive and some departments, such as 

business, wanted to offer industrial training programs for 

credit. Ben, the last director of PACE, said, "The 

institution decided that they were not going to shift any 

dollars to our account, nor were they going to shift any of 

my salary to hard money. So we got out of it." 

In summary, the decision making process that occurs 

when the district Economic Development and Corporate Service 

offices receive and disburse economic development program 

requests to individual colleges for development and 

implementation has political elements since the direcor does 

not appear constrained by any explicit policy. The district 

corporate Services office originally met with college 
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occupational deans to discuss which college had a desire and 

the capability to deliver respective industrial training 

requests, but those meetings were discontinued at the 

discretion of the director. The study suggests the decision 

making process is more aligned with a rational, bureaucratic 

model whereby the director weighs the training criteria with 

alternative colleges and selects the best fit. The director 

exercise his bureaucratic authority by unilaterally 

selecting colleges having the training expertise needed. 

The colleges have the prerogative to reject a request, but 

if more than one college is interested, the district 

Economic director makes the selection decision. 

An alternative argument explaining why college 

administrators have accepted this unilateral decision making 

process is their lack of information and knowledge 

concerning the extent of opportunities available. This 

appears analogous to the majority of full-time faculty 

accepting or "trusting" the economic development decisions 

made by district administrators. College-level 

administrators may not be "accepting" but ignorant of the 

magnitude of programs and financial resources allocated to 

those programs. 

Summary 

The study illustrates elements of Baldridge's 

political decision making model. Economic development 
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decision makers are evident at both the district and college 

levels with the district Occupational Education and Economic 

Development director the key actor. College occupational 

deans, presidents, and business institute directors serve 

important industrial training development and implementation 

roles. The study also suggests decisions influenced by 

"partisan groups," primarily the occupational deans who 

collectively make and influence districtwide economic 

development decisions, and external groups discussed in the 

prior question. The majority of faculty are not active 

participants in economic development decisions, but there is 

indication this may change as limited resources continue to 

diminish. 

The decision making process can be summarized in two 

parts. First, the curriculum decision making process, as 

discussed by the majority of faculty, involves a network of 

district and college-level committees comprised of faculty 

and deans that discuss, negotiate, and ultimately approve 

new or changed "for credit" curriculum. This process 

illustrates traditional bureaucratic decision making 

processes with internal negotiations structured by the 

formal processes built into the system. Second, the 

decision making process that occurs when the district 

Economic Development and Corporate Services offices select a 

college to implement an economic development program was 
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discussed by the majority of administrators. In these 

instances the district director of economic development is 

allowed to unilaterally make the selection decision with no 

apparent dissension by college officials. This highly 

discretionary process has strong political elements as no 

evident policy constrains or structures his decision making. 
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CHAPTER 5 

CONCLUSIONS 

This multicase study of economic development 

programs operating across a large, metropolitan community 

college district reveals internal, self-directed initiatives 

by individuals and groups and external environmental forces 

influencing organizational structures and processes. 

Additionally, the case illustrates that the terms "economic 

development" and "economic development programs" are 

sufficiently vague that college constituents tend to hold 

varying interpretations generally keyed by their 

institutional roles and purposes. 

During the last decade community colleges have 

intentionally sought (Brint and Karabel, 1989) to play an 

increasingly significant role in local and regional economic 

development endeavors, in part due to mandates by state 

directives and business influences (Anderson, 1988; Melville 

and Chmura, 1991; Nespoli, 1991; White, 1991). A 

SUbstantial literature exists describing community college 

industrial training and economic development programs, but 

minimal primary research that attempts to explain how 

specific programs have emerged through analyzing the actors, 

processes, organizational structures, role of faculty, and 
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external forces. This study demonstrates the need to 

utilize primary research and analytical tools to fully 

comprehend the complexity and vitality of community college 

organizational life. 

White (1991) identifies analysis of community 

college governance via a variety of theoretical models, but 

in his study argues for the efficacy of political and 

anarchy models. This study follows a similar perspective. 

The study was launched using Baldridge's traditional 

political framework, but the data were susceptible to 

alternative interpretation by exploring the implications of 

loose coupling (Weick, 1976) as well as institutional models 

(Meyer and Rowan, 1977; Brint and Karabel, 1989). 

Baldridge's political model anticipates conflict 

among internal groups with different goals and agendas, 

concomitant with external influences that exacerbate the 

internal power struggles. A political/pluralistic framework 

was selected as an analytical model to capture the dynamics 

of this complex, hierarchically-structured system. In the 

study, a centralized district office attempted to organize 

curriculum offerings and processes, standardize tuition and 

fees, catalog format, and college calendar, and to 

coordinate relationships with businesses and other 

constituencies external to the district. However, the nine 

colleges operate with moderate autonomy using different 
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organizational structures, different curriculum focuses, and 

different ·clientele. The study does include evidence of 

competition, but does not demonstrate an inordinate amount 

of conflict among internal groups nor struggles among groups 

to control ideology or resources. Negligible dissension 

among academic and vocational faculty and deans is apparent, 

although some academic faculty express mild opposition to 

the district's emphasis on technology and business 

partnerships. The interviewees' comments do not exemplify 

the volatile context surrounding Baldridge's New York 

University study (1971) that underpins his political model, 

but conditions may be changing as resources appear to be 

decreasing and instances of conflict increasing. This study 

illustrates some of the characteristics of Baldridge's 

political model, but has outcomes for which other models can 

provide alternative explanations. 

The district's Economic Development Department and 

some college level business and industry institutes have 

circumvented the curriculum processes for establishing "for 

credit" courses and have limited full-time faculty 

involvement. These economic development programs are "stand 

alone" entities, largely administratively run, operating 

parallel to but separate from the traditional, main 

educational functions of the colleges. Those full-time 

faculty who are aware of these "stand alone" entities have 
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not opposed this circumvention in any visible manner, and 

have, it appears, accepted these structures as ancillary to 

their traditional domain, describing the activities as "an 

administrative thing." The exception to this pattern of 

acceptance, which Baldridge might call "trust", was the 

faculty's overt and vehement opposition to the opening of 

Cholla community college in the late 1970s. 

Cholla community College was designed as an 

innovative "college" without walls to serve primarily the 

business community. opposition developed due to Cholla 

Community college utilizing exclusively part-time faculty 

who, as viewed from the full-time faculty's perspective, 

were not supervised properly and might not have been 

teaching proper course content. The full-time faculty 

argued that courses would be watered down and academic 

credibility lost, which ultimately would reflect poorly on 

full-time faculty. The administration interviewed during 

this study believe faculty opposed Cholla Community College 

due to their loss of control over curriculum offerings, and, 

more importantly, the loss of revenue from supervising the 

"off-curb" classes offered to local businesses. The result 

of faculty opposition was that district administration may 

have, as a political strategy and as a reaction to the 

earlier Cholla community College debacle, developed economic 

development structures separate from the faculty's domain to 



375 

avoid confrontation and conflict. Indeed, a couple of 

faculty spoke of the almost secret or clandestine nature of 

the Motorola university operation, and the majority of both 

academic and occupational faculty were only minimally 

cognizant of the district Economic Development office or 

college-level industrial training programs. 

The study, in this respect, suggests a hybrid or 

unconventional application of Weick's (1976) loose-coupling 

theory. Loose-coupling perceives organizations as 

composites of separate structural entities, each entity 

"tightly coupled" with its immediate external environment 

but "loosely coupled" to each other. Loose-coupling occurs 

because few participants are constantly involved or care 

about every dimension of the organization's operation 

(Pfeffer, 1978). In this manner subunits, such as economic 

development or business institute departments with a high 

degree of autonomy, are capable of pursuing functions and 

goals decoupled or divergent from traditional functions. 

However, the loose-coupling observed at the district 

Economic Development Department and college business and 

industry institutes appears administrative engineered to 

isolate economic development activities from faculty 

intervention and traditional, time consuming curriculum 

processes in order to expedite economic development 

curriculum and program delivery. Instead of an 
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administrative dilemma, this use of loose coupling appears a 

selected strategy to avoid the effect of tight coupling 

(i.e., adherence to standard procedures). However, the 

district Economic Development Department and college units 

are tightly coupled with the external business and 

professional economic development community. This theory is 

particularly helpful in understanding the disconnected role 

of faculty in the majority of economic development programs. 

Faculty can participate in economic development programs but 

it is not required. Some colleges discourage faculty 

participation, and others encourage it, although the 

majority of faculty are not interested. The faculty that do 

develop curriculum and teach courses for companies are, for 

the most part, from colleges actively involved in business 

partnerships and that operate such programs through 

traditional departments chaired by faculty. 

The majority of economic development programs appear 

to be parallel structures, ostensibly self-supporting and, 

perhaps critically, operating in the non-credit arena. At 

the time of the study the district's resources were 

beginning to diminish and numerous administrators 

conjectured a bleak future for economic development programs 

if resources continued to decrease. One manner in which the 

"parallel operation" for economic development had apparently 

been maintained was the overall impression among all groups 
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that it did not dissipate resources available for 

traditional, academic programs. Through the time this study 

was conducted there seemed to be adequate resources for 

anything in the district, by and large. Thus, the overt 

conflicts arising from resource competition, described in 

Baldridge's study, had been avoided. Given the prospect of 

diminishing resources and the necessity of choosing among 

district operations, a variety of stakeholders, but 

especially college administration, foresee likely internal 

battles. 

Meyer and Rowan's (1977) institutional model is 

helpful if one looks at the district Economic Development 

Department and college business institutes as structures 

that have been created as administrative responses to 

environmental pressures from business and government to 

assist new businesses and to conduct employee training. 

According to their model, organizations formulate such 

structures to optimize their legitimacy and increase their 

resources and survival capacity. The study supports this 

theory in that student demographics were changing in the 

early 1980s and community colleges, along with universities, 

were searching for new markets and new resources to replace 

the traditional high school graduate. concurrently, the 

legislature and agencies within local government sought to 

use the district in their effort to attract, support and 
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develop new businesses and jobs. Thus, some new resources 

were made available to the district and district personnel 

became part of sales pitches directed at corporations, 

extolling the virtues of relocating to Southwest City. A 

variant of this model is evident in Brint and Karabel 

(1989), who explain the vocationalism role assumed by 

community college leadership as an effort to secure a 

lucrative, stable educational niche not occupied by 

universities. The creation of economic development and 

business institute structures increase a community college's 

legitimacy to the private and public sector, specifically 

the business community and legislators, and increases the 

probability of receiving resources from both. 

WHAT VARIED MEANINGS HAVE COMMUNITY COLLEGE FACULTY AND 

ADMINISTRATORS CONSTRUCTED FOR THE TERM ECONOMIC 

DEVELOPMENT? 

The term economic development has been extensively 

used in the higher education literature. National education 

legislation such as the Morrill Act, the Higher Education 

Act of 1965, the Carl D. Perkins Act, as well as state and 

local educational directives have always viewed higher 

education institutions as mechanisms for serving the 

economic needs of individuals and positively influencing the 

economic health of the country. During the last decade, 
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community colleges have increased their business 

partnerships, answering requests by corporate America. This 

intensification of an economic development role has filled 

the higher education, specifically community college, 

literature with the term "economic development", but no 

single or dominant definition has emerged. Typical 

definitions for economic development have come from the 

study of economics and are abstract and unhelpful in 

understanding how individuals comprehend the term. 

For purposes of the study, economic development is 

defined as "a process of innovation that increases the 

capacity of individuals and organizations to produce goods 

and services and thereby create wealth" (Chmura, 1986, 

p. x). The study illustrates that various actors employ all 

the various themes within this definition. Many faculty and 

administrators pondered and sometimes vacillated in 

formulating their definition, searching for words and 

phrases and, in some instances, looking for approval. Many 

respondents had much difficulty in adopting words to 

describe this intangible, elusive term. 

The majority of the faculty and administrators 

define economic development predominantly in terms of 

"increasing the capacity of individuals and organizations to 

produce goods and services." Faculty focus on "increasing 

the capacity of individuals" and administrators focus on 
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"increasing the capacity of organizations", primarily 

private industry. Almost without exception administrators 

perceive economic development as serving the needs of 

businesses through industrial training or hiring and 

training a new work force. An overwhelming majority of 

faculty, both occupational and academic, interpret economic 

development in terms of employable skills and job training 

for the students in their classes. Academic faculty tend to 

identify employable skills in rather broad terms so as to 

include general education courses; occupational faculty 

characterize employable skills in narrower terms of 

technology and specific job training skills. Faculty and 

administrative interpretations of economic development are 

thus shaped by role-bound interests or realities. For 

faculty, economic development is helping the student in the 

classroom, for administrators it is helping the business in 

the community. While faculty operate in an immediate, 

internal world, administrators must mediate the institution 

to its environment, producing an unsurprising difference in 

perspective. 

One fourth of the faculty and one-third of the 

administrators describe economic development broadly in 

economic terms of "creating or increasing the wealth" of the 

community. The study demonstrates that even though economic 

development is used generically in the literature, faculty 
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and administrators have different functional definitions. 

These differences in interpretation should affect the 

development and implementation of economic development goals 

and programs sought by various college constituency', 

especially if scarce resources compel a specific choice or 

commitment among these diverse understandings. 

WHAT TYPES OF COMMUNITY COLLEGE PROGRAMS ARE PERCEIVED AS 

EMBODYING ECONOMIC DEVELOPMENT CONCEPTS? 

The preponderance of literature discussing community 

colleges and economic development describes relationships 

between a college and a business or a state system of 

centers working with businesses in one capacity or another 

(Nespoli, 1991; Melville and Chmura, 1991; Weinberg and 

Burnier, 1991). This literature describes training for 

private and public employers, small business centers, and, 

to a lesser extent, technology transfer centers under the 

rubric economic development. In seeking the types of 

operations in the district described as economic 

development, the study used a typology from AASCU (1986) 

describing economic development roles (e.g. human resource 

development, technical assistance, and new business 

development). The study illustrates that district employees 

identify activities fitting these categories of economic 

development roles. All the faculty and administrators, with 
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the exception of three individuals, discuss industrial 

training or customized employee training as illustrative of 

an economic development program. Typically large, visible 

programs with corporations such as Motorola, America West, 

and Mayo Clinic are offered as examples. These programs 

represent a major portion of the business' partnerships 

provided by the district and colleges, and correspond to the 

"human resource development" criteria. 

"New business development" refers to assisting new 

businesses in relocation and existing businesses in 

expansion. All the administrators identify the district 

economic development programs that assist in the recruitment 

of new companies and hiring and training of new workforces 

for those companies. only one-fifth of the faculty, all 

occupational faculty, are aware of the district's 

involvement in recruiting, hiring, and training for newly 

relocated companies. 

"Technical assistance" refers to technical and 

managerial seminars, workshops, and consulting for primarily 

small businesses. The study demonstrates that few community 

college administrators or faculty are either aware of the 

small business centers or associate them with economic 

development. This seems particularly relevant in light of 

the more local focus of this definition. As will be 

discussed subsequently, the district's activities seemed 
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skewed, especially centrally, towards recruitment of large 

corporations. 

The study suggests that faculty include occupational 

programs in their perception of economic development 

programs. A majority of both academic and occupational 

faculty mention traditional occupation programs in response 

to this question. 

The study also shows that although full-time faculty 

and administrators define economic development differently, 

they all recognize it in the most visible forms in the 

district. However, less noticeable activities are invisible 

to many full-time faculty with their interpretation of 

economic development largely as an administrative activity. 

HOW IS ECONOMIC DEVELOPMENT ORGANIZED WITHIN THE COLLEGE 

DISTRICT? 

structuralists correlate different variables such as 

productivity, morale, and effectiveness with different 

organizational structures (Bolman and Deal, 1986). This 

study supports the concept that educational organizations 

have some characteristics of the bureaucratic model 

(stroups, 1966), as well as characteristics of the loose

coupling and institutional models which together shape the 

political dynamics of the institution. 



384 

Examples of bureaucratic characteristics include the 

district and college mission statements, the majority of 

which incorporate economic development and business and 

industrial training goals, and an occupational strategic 

plan which appears to have set occupational education and 

technology as a high priority. Also, the district has a 

hierarchical structure with two centralized offices 

responding to primarily business requests, e.g., a 

centralized Economic Development Department working with 

local and state-level professional economic developers, and 

a Corporate Services office marketing and responding to 

local industrial training requests. 

The centralized Economic Development Department's 

purpose is specialized: to help recruit new businesses and 

to hire and train a work force for relocating or expanding 

companies. More specifically, the district interprets 

economic development in terms of luring or attracting large, 

out-of-state, national corporations to the community and 

recruiting and training a workforce to meet their needs. 

They function, in this capacity, as an "independent 

employment agency" that trains its clients. The centralized 

corporate Services office's purpose was to market industrial 

training packages to local businesses and broker the 

training to one of the colleges. This office was dissolved, 

however, during the study. 
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The colleges specialize in training and, with the 

exception of two colleges, are not involved in recruitment 

of new businesses. One of the purposes of the district 

offices is to control and coordinate the industrial training 

activities among the colleges. But the majority of the 

colleges have usurped this control, by design and by 

evolution, by developing separate organizational structures 

with staffed positions to respond to requests from the 

business community within their service area. 

The district Economic Development Department and 

majority of college economic development structural entities 

are not incorporated into the traditional academic 

infrastructure and have evolved as non-credit outreach 

programs. It appears some of these structures are by design 

separate and isolated from mainstream functions; possibly to 

circumvent faculty "for credit" curricular processes. All 

of the college business and industry institute directors 

report to college administrators but at different levels. 

The business and industry director that houses the Motorola 

University reports to the Mountain community College 

president, whereas other directors report to deans. 

Competition among educational units for resources was called 

healthy and normal by respondents. But signs of conflict 

were evidenced as resources increasingly become scarce. 
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The study of Southwest District nominally supports 

the anticipated role of full-time faculty as curriculum and 

teaching experts. Full-time faculty, according to Baldridge 

and other research, normally expect involvement and 

participation in the development and implementation of 

academic curriculum. A few faculty participate in economic 

development courses and programs at the college level, 

especially colleges that do not have a separate, "stand 

alone" business institute. These courses and programs are 

normally "for credit" and follow the prescribed curriculum 

processes. However, the large majority of economic 

development programs are developed and implemented at the 

district level, and utilize independent contractors as 

curriculum designers and teachers. In many instances 

company employees are hired to teach the courses. These 

courses are typically "non-credit" and do not need to be 

approved by faculty prior to offering. This "non-credit" 

process could be construed as a means to avoid confrontation 

and conflict with full-time faculty. certainly this process 

contributes to the unfamilarity among many faculty with 

district-level activities. Of course, faculty may view such 

activities as non-academic or non-curricular, explaining 

their general passivity regarding the decision making in 
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this domain. For example, the district Economic Development 

Department and especially the Motorola University, housed in 

the Mountain Community College Business and Industry 

Institute, operate ostensibly as "separate" entities from 

traditional college functions and separate from full-time 

faculty domain. 

Full-time faculty who participate in economic 

development or industrial training programs primarily do so 

at the college level, working through normal channels. The 

president, dean of instruction, or business institute 

director, after being contacted by an employer, will talk to 

the department chair of the discipline requested. The 

department chair or another faculty member may help develop 

the curriculum and program, follow it through the college 

and district curriculum processes, oversee the 

implementation of the course, and in very few instances 

teach the course. In other words, college-level 

administrators do not enjoy the same discretion to overlook 

faculty roles as their district-level colleagues. 

ARE COMMUNITY COLLEGE ECONOMIC DEVELOPMENT PROGRAMS 

INFLUENCED BY GROUPS EXTERNAL TO THE COLLEGE? 

The study of Southwest District demonstrates the 

presence of national, regional, and local external entities 

shaping the institution's economic development structures, 
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curriculum, and programs. On the national and state level, 

professional organizations (such as AACJC) , certifying 

agencies, federal legislation, as well as the state 

Community College Board and Department of Education 

indirectly impact the development of economic development 

through leadership initiatives and seed monies. The 

dominant external forces affecting economic development 

programs are state funding for job training, businesses and 

industry representatives, and professional economic 

development organizations. 

A state job training bill, designed to allocate 

funds to train new work forces for companies relocating or 

expanding, was lobbied for by community colleges statewide 

as well as the Department of Commerce and other educational 

institutions hoping to receive some of the funding. Absent 

these training funds community colleges had to rely on 

traditional state and local funds to serve the business 

community. The job training bill was passed, but the 

administration of funds and awarding of training contracts 

was assigned to the Department of Commerce instead of the 

Community College Board. Nonetheless, community colleges 

are expected to receive the major share of training 

contracts through an advisory committee that determines 

recipients. Efforts at the district level to collaborate 

with other governmental agencies, as well as private sector 
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groups, to "serve the business community" may now pay 

dividends. without these funds the district's budget 

restraints may soon generate strife between faculty and 

administration over the role and the amount of general funds 

expended for economic development programs. A number of 

college presidents raised the issue of funding and the 

possibility of charging companies a higher tuition fee to 

recover more of the costs. 

Business and industry leaders request courses and 

programs to serve specific industries, as an example the 

credit card industry, as well as customized courses for 

individual companies seeking employee training. A variety 

of organizational structures have been devised across the 

district to respond to such requests. Industrial training 

opportunities are pursued by many administrators through 

participation in local chamber of commerce and service 

organization meetings. These administrators perceive the 

business community as a meaningful part of their college's 

mission and as important to the economic growth of their 

communities and future employment base for their students. 

District Economic Development staff and college 

business directors, presidents and deans all seem to perform 

what Baldridge refers to as "boundary roles in which the 

principal job is to link the university and the outside 

world" (p. 124). These administrators, many acting 
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entrepreneurially, monitor external demands to determine 

environmental expectations and opportunities. The study 

indicates there is, however, some allocation of "boundary 

role" functions between the district center and individual 

colleges. The director of Economic Development is the 

district's liaison to the governor's office, state 

Department of Commerce, regional professional economic 

development associations, and any businesses relocated and 

in need of training. College presidents, deans, and 

business directors, for the most part, function within the 

confines of their immediate communities and have developed 

industrial training niches, and political legitimacy, for 

their respective institutions. Thus the organization has 

multiple sensors of environmental demands in order to 

respond and adapt as necessary. 

WHO ARE THE ECONOMIC DEVELOPMENT DECISION MAKERS AND WHAT IS 

THE DECISION MAKING PROCESS? 

The study illustrates a hybrid of political and 

bureaucratic decision making processes operating within a 

fluid organizational environment with variance tolerated and 

coordination negotiated. A powerful, charismatic district 

chancellor lends considerable authority to district level 

officials and simultaneously allows autonomy at individual 

colleges. The key economic development decision maker is 
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the district director of occupational Education and Economic 

Development; he is well connected with the professional 

economic development and business community as well as 

widely accepted by college-level administration. The 

Economic Development director and his staff oftentimes 

function autonomously, with limited or no contact with 

colleges and faculty, when developing and implementing 

economic development programs out of the district office. 

This autonomy and ability to function outside the 

traditional college environment illustrates the principle of 

loose-coupling that separate departments or entities within 

an organization often function independently to perform 

divergent or ancillary functions. 

When the district Economic Development office 

receives requests for industrial training for credit, which 

cannot be implemented by the district because it cannot 

award credit, a college is selected to develop the 

curriculum and implement the program. In these instance the 

director utilizes his "official" authority and unilaterally 

selects a college he believes interested and capable of 

competently delivering the training. This process has 

obvious political elements in as much as no explicit process 

or guidelines formally constrain her decision making. The 

director normally contacts and meets with more than one 

college to discuss the proposal, but ultimately the director 
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is allowed by district leaders to make and implement the 

final decision. The director's power to make decisions has 

created no publicly stated aggravation from college 

officials. He is perceived as fair and reasonable. 

customized "for credit" courses and programs created 

for economic development still follow the district's formal 

curriculum process, while "non credit" courses and programs 

developed solely for economic development programs do not. 

The "for credit" curriculum process also illustrates more 

traditional bureaucratic decision making in that numerous 

faculty and administration committees discuss and recommend 

curriculum changes. Faculty and administration alike appear 

to adhere to the committee process, but in some instances, 

much pre-negotiation and compromise are involved. The 

formal process, marked by participation by multiple 

stakeholder groups, is likely to be free in internal 

political currents. However, economic development has not 

thus far precipitated conflict-dominated political processes 

as suggested in Baldridge. 

In fact, the study does not uncover any powerful 

internal partisan groups consistently attempting to exert 

pressure on the administration or board of governors in 

regards to economic development. occupational deans from 

each college meet monthly to discuss districtwide 

occupational concerns. Faculty groups, through the faculty 
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senate, re9ularly meet and discuss disciplinary and 

districtwide issues, but economic development is normally 

not on the agenda. It appears these groups largely utilize 

bureaucratic chains of command to make occupational 

education and economic development program decisions, with 

expected negotiation and compromise occurring. While 

internal politics is to some degree constant within 

organizations, overt conflict may not be, especially in 

financially secure times when strongly positioned leaders 

with intelligent subordinates buffer conflict through "fair" 

allocations and through avoiding excessive 

bureaucratization. Also, an organizational function as 

vague as "economic development" has the virtue of being many 

things, as nondescriptive as possible, and given no 

exclusionary specifications. However, this equilibrium may 

deteriorate and the internal environment become more 

politicized, in Baldridge's sense, when fewer resources are 

available to support both the traditional functions of the 

college and the diverse economic development programs. 

In summary, Baldridge's political framework was 

selected to study internal and external groups and processes 

that influence the development and implementation of 

community college economic development programs. While 

Baldridge's model is beneficial in understanding parts of 

the study, other models such as loose coupling (Weick, 1976) 
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and institutional models (Meyer and Rowan, 1977; Brint and 

Karabel, 1989) supplement Baldridge and offer richer, multi

layered explanations. This study supports the need to 

employ what Bolman and Deal refer to as a "multi-

perspective" in understanding the whole organization instead 

of parts of the whole. A "multi-perspective" suggests that 

"there are many valid perspectives, each interesting and 

significant but each gets at only part of the truth" (Bolman 

and Deal, 1984, p. 232). This study illustrates the need to 

apply a variety of lens to adequately and accurately 

comprehend the complexity of human organizations. 

Implications for Further Research 
and Policy Considerations 

During the last decade community colleges have 

played an increasingly significant role in economic 

development but with little accompanying analytical 

research. While Meyer (1988) and Brint and Karabel (1989) 

give reasonable explanations for community colleges' 

increased participation in vocationalism and business 

partnerships, little or no empirical research has studied 

how internal organizational environments affect economic 

development programs. This study contributes substantially 

to the limited theoretical literature regarding the role of 

community colleges in economic development. Baldridge's 

political framework is useful in identifying the internal 
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and external interest groups that influence and shape 

economic development structures and political processes. 

However, the application of a modified loose-coupling theory 

lends not only an interesting and enlightening picture of 

economic development entities not visible through other 

theoretical lens, but also demonstrates an innovative 

application of the loose-coupling theory. Loose coupling in 

organizations is often interpreted as an administrative 

anathema--a slackness they should but cannot purge. There 

is evidence to suggest here that it was used 

administratively to solve the "problem" of potential faculty 

involvement in economic development. 

Subsequent research is needed to better understand 

the role of full-time faculty and their relationship in the 

marketing, development, and implementation of economic 

development courses and programs. In this district full

time faculty have largely relinquished their traditional 

faculty role in curricular governance or have been 

circumvented because economic development became an 

"administrative thing. 1I Research would be useful on the 

reasons undergirding faculty detachment from economic 

development, as well as conditions that encourage greater 

faculty involvement. 

continued research is necessary to validate and 

extend the results of this and other studies and to better 
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understand community college economic development structural 

arrangements, political processes, and, most critically, 

funding alternatives. Further research of economic 

development organizational structures, in comparison to the 

"loosely coupled" structure found in this study, would be 

valuable considering how community colleges develop 

departments and staffing positions in response to business, 

industry, and legislative requests. Additional studies of 

multi-college systems as well as multi-campus and single 

unit systems would be helpful to better understand the 

effects and implications of various structural arrangements. 

In light of diminishing state and local resources 

and additional demands placed on community colleges by 

constituents, community college policymakers must reevaluate 

their role in economic development and existing methods of 

funding such programs. community colleges, as the name 

implies, were conceived to serve the needs of local or 

immediate community constituents. Economic development, by 

definition and principle, tends to denote serving state and 

national interests. The study, then, raises the question of 

whether community college economic development programs are 

driven by state or local interests. The district's emphasis 

on recruiting and serving primarily large, corporate 

companies in lieu of small, local companies suggests that 

regional and state interests are the beneficiaries. Grubb 
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and stern (1989) refer to this phenomenon as "smokestack 

chasing" and criticize it as an economic development goal. 

community colleges, as well as professional economic 

developers, need to place more resources and emphasis on 

helping the local, small to middle-size companies prosper 

and grow instead of expending large sums of money to attract 

large corporations that are striving to become increasingly 

productive with fewer people. 

Grubb and stern's work (1989) represents the only 

analytical research that investigates whether vocational 

education and customized training support economic 

development goals. Grubb and stern suggest that training to 

support economic development goals should be less specific 

and have more transfer value and target companies that 

export their goods. Further research needs to be conducted 

to extend Grubb and stern's work and develop criteria or 

models of industrial training and economic development 

programs that support economic development goals. 

Additionally, community college policymakers need to 

consider criteria for alternative compensation schedules for 

industrial training and economic development programs, such 

as size and financial capability of the company, that more 

fairly distribute and recapture costs. The availability of 

state job training funds to finance community college 

industrial training and economic development programs will 
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become increasingly political and critical with impending 

financial shortfalls within all state agencies. Research 

across states analyzing the types of funding available for 

community college economic development programs would be 

helpful in developing funding models or formulas. 

As a policy matter, although some administrators are 

well-connected to the community, few full-time faculty were 

either interested or feel invited to participate in courses 

and programs offered to industry. Occupational faculty as 

well as academic faculty could keep abreast in their 

teaching fields, whether it be managing a theater or 

managing a business, by networking and participating in such 

partnerships. It is recommended that administrators, 

through the faculty senate or other means, attempt to inform 

and include more full-time faculty in economic development 

decisions. studies within and across states comparing and 

contrasting full-time academic and occupational faculty's 

perceptions and involvement would be interesting and 

valuable in determining future implications of economic 

development programs on full-time community college faculty. 

Last, there is little doubt legislators and state 

and community organizations will continue their increasing 

reliance upon community colleges for industrial training and 

economic development programs. This study supports the 

necessity for continued research to determine the 
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ramifications of external environment influences. 

Descriptive literature has described community college 

industrial training and consulting networks, but research 

across states to determine community college linkages and 

roles with state departments of commerce and professional 

economic development associations would be valuable in 

assessing the relationship of community colleges and state 

agencies. In this study the district maintained productive, 

collaborative relationships with multiple levels of 

government, large corporate and small business sectors, and 

did so with an interesting mix of coordination and 

entrepreneur ism. Studies of other colleges might 

demonstrate the unusualness of this successful mix of 

control and freedom internally. 
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APPENDIX 

SURVEY INSTRUMENTS 

INTERVIEWS INTERNAL TO THE COLLEGE 

I. Introduction 

A. Discuss your present and past positions with this 
community college district. How long have you 
been with this community college district? 

B. What other positions have you held prior to being 
with this CC district? 

C. What is your educational background? 

D. (Only ask of college-level individuals) What is 
your college known for or how is it positioned? 

II. Economic Development Definitions 

In 1982 the Arizona legislature designated the 
community colleges to have a "major responsibility for 
providing vocational and technical education which 
focuses on the economic development of the state 
(A. R. S. 15-790). 

A. HOll would you define ED? How did you arrive at 
that definition? 

B. How do you believe the district administration 
defines ED? What has led you to this definition? 

C. How would you interpret how this legislature has 
been implemented at the district and college 
level? Give some examples of the types of 
programs that "focus on the ED of the state." 

III. Social context Questions 

A. Bureaucracy Shapes the Political Process 
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1. (a) Describe how ED types of programs are 
managed or organized at the district and 
college level. 

(b) Describe any divisions of labor, 
procedures, forms that are used to 
manage these programs. 

(c) Does the district need to exist? (Only 
ask college level) 

2. (a) Do ED type programs compete for 
resources with other types of programs? 

(b) Is conflict ever created? Describe an 
incident involving disagreement with the 
district or college over ED type 
programs. 

(c) How was this incident resolved? (These 
questions apply to authority/partisans 
and their response) 

3. What role do full-time faculty play in ED 
type programs? Part-time faculty? Is there 
a faculty association? Is it active? Does 
it take stands on issues? 

B. Pluralistic Goals 

1. (a) What role do you believe the district 
and your college play in the ED of the 
community? What role should you play? 

(b) How should or are these roles being 
acted out? 

(c) Do other people have a different opinion 
of this role? Explain. 

2. (a) What political officials like 
legislators, commissioners, municipal 
types influence the district's ED 
programs? 

(b) What other external groups influence the 
college's role in ED? 
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2. (a) Do ED type programs compete for 
resources with other types of programs? 

(b) Is conflict ever created? Describe an 
incident involving disagreement with the 
district or college over ED type 
programs. 

(c) How was this incident resolved? (These 
questions apply to authority/partisans 
and their response) 

3. What role do full-time faculty play in ED' 
type programs? Part-time faculty? Is there 
a faculty association? Is it active? Does 
it take stands on issues? 

B. Pluralistic Goals 

1. (a) What role do you believe the district 
and your college play in the ED of the 
community? What role should you play? 

(b) How should or are these roles being 
acted out? 

(c) Do other people have a different opinion 
of this role? Explain. 

2. (a) What political officials like 
legislators, commissioners, municipal 
types influence the district's ED 
programs? 

(b) What other external groups influence the 
college's role in ED? 

(c) What individuals or positions have the 
responsibility to the contact companies 
or organizations outside the college to 
develop ED programs? 

IV. Interest Articulation Questions 

A. Who would you identify as the people that make ED 
programs decisions at the district level? At the 
college level? 

Who is affected by the decisions made by these 
individuals? 
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B. Do the presidents, deans, faculty, or business 
directors make decisions together as a group? 
Examples. Have these or any other groups of 
individuals ever attempted to change or influence 
ED decisions made at the district or college 
level? 

C. Do faculty accept (trust) the procedures and 
policies established for ED types of programs? Do 
the deans, presidents, business directors? 

D. In what ways do different groups or individuals 
show their support or opposition to ED type 
programs? (What sources of power do individuals 
or groups have to try to influence ED decisions?) 

E. When opened, what was the sentiment toward 
the college? How did individuals or groups react? 
Did anything happen as a result of their action? 
Can you name any other instances of "reactions" by 
faculty, deans, or presidents? 

v. Decision Making 

A. Give an example of the types of ED decisions that 
would be made at board level, the chancellor's 
level, the dean level, the faculty level. 

B. Describe the decision-making process for ED 
programs. Is it formal? Would you want it more 
systematic? 

C. How are colleges selected to deliver ED programs? 
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INTERVIEWS EXTERNAL TO THE COLLEGE 

I. Introduction 

A. Discuss your present and past positions with this 
organization. Is this a full-time or part-time 
position? 

B. What has your work history been prior to this 
organization? 

II. College/Organization Connection 

A. Describe the relationship this organization has 
had with Southwest District and/or its individual 
colleges. 

B. What is your general opinion of Southwest District 
and its colleges? 

III. Economic Development Definitions 

In 1982 the Arizona Legislature designated the 
community colleges to have a "major responsibility for 
providing vocational and technical education which 
focuses on the economic development of the state" 
(A.R.S. 15-790). 

A. How do you define the term "ED"? How did you 
arrive at that definition? 

B. How do you believe Southwest District and its 
community colleges implement this legislature? 

IV. Social Context Questions 

A. Bureaucracy shapes the Political Process 

1. Describe how ED type programs are organized 
within the district and within the colleges. 

Are there procedures, divisions of labor, or 
forms evident? 

2. Do you perceive any conflict between ED type 
programs and other college programs? 
Describe an incident. Was it resolved to 
your knowledge? 
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3. To your knowledge, what role do full-time 
faculty play in ED type programs? Part-time 
faculty? 

B. Pluralistic Goals 

1. What role do you believe the community 
college district and its colleges play in the 
ED of this community? What role do you 
believe they should play? 

2. What district or college personnel contact 
and communicate with this organization? Did 
your organization contact the college first, 
or vice versa? 

3. Can you think of any instances where this 
organization has influenced any decisions the 
colleges or district have made? 

IV. Interest Articulation and Decision Making 

A. Who would you identify as the people that make ED 
program decisions at the district level? At the 
college level? 

B. Describe the decision making process for ED type 
programs. How do you perceive colleges are 
selected to deliver training? How are faculty 
selected to teach ED programs? 


