ABSTRACT
FOSTER, DANIEL RUSSELL. Roles and Practices of Camity College Presidents in the
Governance of the North Carolina Community Coll&gstem. (Under the direction of John
S. Levin).

This qualitative study examines the collective mtiens and decisions of North
Carolina community college presidents relativetédeswide governance. Collected data
include documents, observation, and interviewsanartg to the North Carolina Association
of Community College Presidents [NCACCP]. In thalgsis of collected data thematic
category labels and descriptions were elicited fbamtih network theories and Mintzberg’s
(1983) description of power. Additional themes weeseloped through content analysis.

The findings indicate that, as a network, the NCAQts a formal statement
identifying collective presidential intentions. A=ll, there are informal intentions expressed
by the individual presidents. Informal individuatentions and actions may circumvent the
formal intentions expressed by the NCACCP, therelgaling potential for inconsistency
between NCACCP intentions and individual presiddritecisions. Presidential intentions
are brought forth for collective discussion andsiloie decision by presidents representing
the standing committees of the NCACCP or by Systdfite personnel via contact with the
State Board of Community Colleges or legislatorthin General Assembly of North
Carolina. The NCACCP decision-making process ingslluilding consensus amongst the
presidents, but presidential consensus in the ideemmaking process does not equate to
commitment by the members. The rationale for paldicNCACCP decisions can be traced
to the needs as expressed collectively by the NCA@d to the demands placed upon the
NCACCP by external community college networks. Tdhé& do not indicate that the

collective intentions of the NCACCP or the extemeatworks regarding state-wide



governance are incongruent or inconsistent withddraocratic mission of the community
college system. Finally, the NCACCP works withirgler networks, such as the System
Office, the State Board of Community Colleges, Hrelstate legislature; and, the power of
the NCACCP is limited by its position within a lamgnetwork of community college actors
also responsible for governance decisions. Givenliestigation, further research is
needed to examine the influence of other networlsdividuals in the governance of
community colleges in North Carolina, and to exaartime influence of networks in the

governance of community college systems in otlegest
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CHAPTER ONE
Nature and Purpose of the Study
Introduction

Deliberative democratic governance has been a fuad&l American ideal since the
creation of the republic (Wood, 1969). A commitmenpersonal liberty and individual
responsibility, a commitment to popular sovereigayg political equality, an emphasis on
human reason, and an emphasis on the regulatiarbidfary power are essential elements of
democracies (March & Olsen, 1995). These elemétdally, are reflected in government
institutions that serve the public good. The pugbod is not to be understood solely in a
consumer’s sense with economically competitive #agrbut in the sense that the public
good is the protection and extension of the esslegiements of democracy (Buchanan &
Musgrave, 1999; Mathews, 2005).

Theoretically, public academic institutions haverereated and operated to serve
the public good (Kezar, Chambers, & Burkhardt, 2Q@sdon, 2002). Kezar, Chambers,
and Burkhardt argue that higher education commitsnenserving the public good “have
helped create a better society and are essenaahéalthy deliberative democracy” (p. xiii).
Along with serving the public good, higher educati@as been identified as a public good in
itself. Quaye (2005) states, “Higher education iklic good when it connects its mission
with the ideals of democracy” (p. 299). Althougltisdly democratic ideals continue to be
expressed in higher education, recent considerafidemocratic governance in academic
institutions has adopted a more critical perspectidemocratic governance and
organizational ideals have been superseded byttierge of self-interests (such as revenue

generation) and the pursuit of individual intenidKezar, Chambers, & Burkhardt; March



& Olsen, 1995). Organizational operation appearsptitive and political rather than
socially democratic. Quaye offers further explamaf how the socially democratic ideals
of public institutions may be replaced with theat$eof self-interest. He states, “Our current
capitalistic society and our ideals of democradgmfun counterintuitively to each other, for
the very notion of capitalism means that some iddials will be ‘losers’ and others
‘winners.” Competition and individualism drive ctgdism, not the public good” (p. 298).
However, according to March and Olsen, the puldicdycan still be achieved through
democratic governance, but complications—such aislsimrces—arise in the pursuit of this
ideological goal.

The determination of the public good is predicatpdn existing social forces (Cohen
& Brawer, 2003; Mathews, 2005). The American comityucollege, one such public
institution, espouses the ideology of social dermogrand social forces have contributed to
its development (Cohen & Brawer; Ratcliff, 1994;uRohe & Roueche, 1993).

The social forces that originally contributed te tiise of the community college
included: the need for vocationally/industriallgitrted workers; the promotion of the ideal of
social equality, which hypothetically results fraocess to higher education opportunity;
and, the need for further development of the grgveidolescent population (Cohen &
Brawer, 2003, Ratcliff, 1994; Roueche & Rouech&3)9Although critics of the community
college have indicated that these socially drivercfions have been conducted to perpetuate
thestatus qudBrint & Karabel, 1989; Zwerling, 1976), the esped institutional mission
has been to broaden the base of higher educatale{B: Morest, 2004; Levin, 2001,
Vaughan, 1983). As a result of this socially driveission, the community college has

assumed multiple roles. Social forces continuehdlenge the community college to



accommodate the various educational needs and dsm&ome authors, such as Brint and
Karabel (1989), Cohen and Brawer (2003), Levin (30Qevin and Dennison (1989), Grubb
(1999), McGrath and Spear (1991), Raisman (1990)eBhe and Baker (1987), and
Summers (2001) have addressed these challengesfranety of perspectives.

Regardless of the theoretical perspective, in fortdb open the door of educational
opportunities to a growing, changing, and undegsg@nted population, community college
decision makers find themselves in an ideologiedtld in which they must continue to add
or alter present roles to their mission, place @deace on a particular role, or attempt to
balance the diverse existing roles (Breneman & &el$980; Roueche & Baker, 1987; Frye,
1994). These challenges raise questions aboublb®f presidents in the pursuit of a
socially democratic mission espoused by the comiyuoilege.

The issue of presidential power in organizatiorns amganizational systems has
shaped, in part, the present condition of the comitygolleges in North Carolina. The
community colleges in North Carolina have a predw@nt focus on vocational/occupation
education; the community colleges compete for kehitesources; and, the colleges are at the
bottom of the prestige hierarchy among higher eglicanstitutions in the staté\(Matter of
Facts: The North Carolina Community College Syskatt Book 2000; Cohen & Brawer,
2003; Frye, 1994; John S. Levin, personal commuioicaMay 29, 2003). If democratic
governance is indeed desirable for those indivelualolved with the community college
system, further examination of governance rolesdsymunity college presidents offers
greater understanding of what groups and whichviddals influence current conditions and

practices.



Statement of the Problem

Current practices by individuals involved with gavance potentially hinder the
expression of socially democratic ideals espougdudher education institutions.
Specifically, power networks interfere with the Inég education objective of serving the
public good (Fridena, 1998; Kezar, Chambers, & Barklt, 2005; Slaughter, 1990). In
North Carolina, community college presidents ategral to the governance operations of
individual institutions, and participate in the gonance operations of the state systam (
Matter of Facts: The North Carolina Community CgleSystem Fact BopRO05; North
Carolina Community College System, State Board Miau2005, October 21). However,
individual presidents and the collective body adgdents are not immune to or
inexperienced in the competitive political pracsi¢dbat occur while executing governance
responsibilities.

Decision-making on the institutional level and begdias been identified as a
governance responsibility; it is also a responigybdssociated with power (DiBiaggio,
1996). As well, other roles and practices—suchdigsyformation and the maintenance of
institutional relationships—involve decision makiagd have been connected with power
(Kotter, 1985; Mintzberg, 1983; Pfeffer, 1992a; $cb995; Zald, 1970). Thus far, the
scholarly attempts to understand how individuafecfion with power or within the structure
of organizational power have often adopted a comthematic approach—examination of
personal characteristics, socioeconomic profilaptd position, attitudes and values, and
control over resources of those involved with agaoization (Nohria, 1992).

Although these are worthwhile studies, the exanmonadf networks is not part of

these, and such a focus would further enhance sitasheling of power. Along with



individuals influencing organizations, networkslirghce individuals who are components of
larger organizations (Mentor, 2004). Network thesrexplain how different organizations or
institutions, such as community colleges, appeasttme (Law, 1999, p. 8; Mentor, 2004).
The study of networks also involves power and ttehange of power along lines that
construct networks (Law, 2001; Lucas, Younts, & &gha, 2001; Willer, 1999a). As the
principal symbolic leader of the community collegehe institutional level (Cohen &
Brawer, 2003; Vaughan & Weisman 1998), presidergsabjects and agents of power
along the lines of networks.

In a discussion of community college presidentsjghan (1994) stated, “The use of
power is complex” (p. 76). Others not only suppbi$ statement, but indicate that
community college presidents are not solitary actath singular roles who operate in a
vacuum. Presidents exist and operate within langervorks of power. Some of these
networks have entry barriers based upon positiodnkaowledge power, which presidents
possess. In the context of community college gameea, the practices by presidential
networks potentially handicap the efforts of theteyn to serve the public good; competitive
political practices are incongruent with the sdgidemocratic mission espoused by the
North Carolina Community College System.

Purpose of the Study

Research is needed to determine how elite presad@etworks operate in an
environment in which practices are competitive patentially incongruent with the mission
of the community college system. And, althoughphesidency continues to be a focal point
of community college research and news reportsetappears to be little understanding of

influence and power held by presidents. Existingligts on community college presidential



influence contribute to the understanding of presil characteristics, institutional culture,
and organizational change occurring within colle@@shen & Brawer, 2003; Fridena, 1998;
Gonzalez Sullivan, 2001; Levin, 1998; Vaughan, )98B®wever, while these studies and
reports address the roles and relationships gbsident at an institutional level, limited
understanding of collective presidential influeracel power on state governance exists in the
body of literature.

From a national perspective, Slaughter (1990) emacha shift in policy formation at
public research universities resulting from a bessagenda held by a collective body of
university presidents. Fridena (1998) examinedctiiective influence of community
college presidents on decision-making in Arizonatédy of the governance roles and
practices of community college presidents in N@#rolina—a state with a highly
centralized community college system—would contettio the body of literature.

This examination of the governance roles and prestof community college
presidents leads to conclusions about whose ingeaes being served in the North Carolina
Community College System, and opens discussiorhtgtiver socially democratic practices
prevail in the system. Thus, it is not the intefnthis research to explain internal institutional
governance at a single college in North Carolira;ig it the aim to measure presidential
influence on governance at a single institutiothim state; and, this is not a case study of the
North Carolina Community College System or the N&@#rolina Association of
Community College Presidents. North Carolina aagystem of community colleges is the
site for investigation into the potential problefrpoesidential networks hindering socially
democratic governance of a public institution. Hfere, the broad purpose of this

interpretive qualitative study is to study powed aretworks of presidents, using North



Carolina as an example. Specifically, the purpede identify and explain the collective role
and practices of community college presidents engbvernance of the North Carolina
system of community colleges.

This study examines group composition and groujsttets made by community
college presidents as a means to influence the geament of the state’s community
colleges. Presidents operate within a larger omgdioin of presidents, legislators, faculty,
and students, and, they work collectively as a ndtwStudies of networks operating as
influencers of policy add dimension to the underdtag of community college presidential
power and influence on state governance.

Research Questions

Grounded in frameworks elicited from managemerdrsm, political science,
sociology, and higher education literature, thiglgtexamines community college presidents
and networks that attempt to influence the govezear the North Carolina Community
College System. In doing so, two questions guitled¢search.

1. What evidence is there that North Carolina comnyuuillege presidents have
organized into a statewide power network?
2. How does the North Carolina Association of Commygibllege Presidents (the
formal organization of community college presidé¢iserate?
Significance of the Study

Congruence of philosophy and practice has beemeeco of educational researchers

and practitioners (Argyris & Schén, 1974). A brdadus of this study of community

colleges involves the examination of organizationasion and governance roles and



practices. Specifically, this study examines comitywollege presidential practices (of an
elite group) as they pertain to the governancé®itbmmunity college system in one state.

Bureaucratic organizations, such as state collgstess, are multilayered entities
that perform multiple tasks such as policy formatmd resource management (Cohen &
Brawer, 2003). Each level of the academic hierarelgyires policies and rules that delegate
responsibility for performing the tasks. State-feddbureaucratic structures, such as
community colleges, require these assigned dutidslee corresponding regulations for
proper and efficient functioning (Kater & Levin, @8). Governance is the label assigned to
this aspect of organizational hierarchy. Althoughitiple authors have defined the term
governance in different ways, the concept nonetised@acompasses a variety of
administrative duties that are individually distig€ohen & Brawer, 2003).

Various individuals and groups perform the indiatly distinct duties. In addition,
these duties and those responsible for enacting thest react and respond to the
environment. The ever-changing environment stineglatew management practices and
ideas. According to Cohen and Brawer (2003), migtgzeas of community college
governance and administration “change continuoaslgew ideas for managing these
institutions become popular” (p. 103). In addititimee community college, rooted in an open
admissions and community-oriented philosophy, iasiggly faces the challenge of meeting
the needs of diverse individuals and constituen(tiesin, 2001; Rhoads & Valadez, 1996).
Governance officials constantly confront the vasidorces affecting their administrative
duties.

Although governance challenges continue to exidtreew ideas emerge, thus far,

political or bureaucratic models have offered thestraccurate interpretation of community



college governance, with few exceptions. Indeee edrly work of Richardson, Blocker, and
Bender (1972) as well as the continuing scholarehipohen and Brawer, from the early
1980s to 2003, categorize the dominant governamzkerat community colleges.
Bureaucrats and bureaucratic groups assigned #ileghe of addressing multiple and
varied governance tasks have been viewed as atatfiemi or autocratic; elite groups
dominate the governance process (Cohen & Braw@3;2Ibhn S. Levin, personal
communication, October 18, 2004; Rhoads & Valad®96). Community colleges have
adhered to the belief that people cannot be eddi¢atdess some institution sanctions that
aspect of their being” (Cohen & Brawer, p. 1). Tfere, until recently, community colleges
have relied on elite governance officials—suchrasipgents—to decide the interests and
courses of action of the institution or system.

In this study, | examine the collective and indiwadlintentions and decisions of
community college presidents in their attempt ftluence state-wide governance. Power
theories and network theories frame the examinafibese theories, discussed in the
subsequent chapter, offer description of the cdardegower, the limitations of individual
and collective power, and the transmission of poweother words, guided by these
theoretical frameworks | describe presidential pcas and analyze collective presidential
power in the governance of the state’s communitieges. Finally, the findings of the study
lead to conclusions about the consistency betwessidential practices and the socially
democratic mission of the community college.

Conclusion
Argumentative in nature, qualitative research istextual. This study does “have

some demonstrable wider resonance” (Mason, 2003, lput this condition does not equate
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to quantitative generalizability. In other wordsete exists a broader reason for this
gualitative study, but the study may not apply taass population. Research is restricted to
one group or network of individuals in one stat®simunity college system instead of all
persons involved with the phenomenon under exarmimat

The study is also contextual regarding time. Pagtarrent practices are the points
of emphasis. Future practices are part of the lmoaasonance but were not a research aim.
The examination of presidential practices in theegpnance of North Carolina community
colleges is a “mechanical puzzle” rather than aganative or predictive puzzle (Mason,
2002, p. 18). Therefore, this study does not compamilarities and differences of
presidential actions; nor does it predict futurgcas by community college presidents or
presidential networks.

Subsequent chapters report the research, begiwnminghapter two where the
literature is reviewed, including the literaturatlexplains the theoretical and analytical
frameworks. Chapter three details the methodologlyraethods that guided this
investigation. Chapter four presents the analylstata and findings of this study. Finally,
chapter five reports the conclusions of this inigedion and offers a discussion of the
implications of these conclusions for both reseanuth practice.

As described in chapter three of this study, tHecton of data was selective and
purposeful. As a North Carolina community collegeulty member, my bias affects the
types of data collected and the manner of dataysesl | collected three types of data—
document, observation, and interview—to which | hadess. Qualitative researchers must
acknowledge “the privatization of this type of aysad” (Anfara, Brown, & Mangione, 2002,

p. 28). Consequently, the selection of data fohyemaindirectly determined which themes
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were selected or identified; and, more directlgnties were developed through content
analysis of the collected data. However, the thexaieframework through which the data
were managed and coded was drawn from the literafinus, a review of the literature

identifies the theoretical foundations from whible study is based.
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CHAPTER TWO
Review of the Related Literature
Introduction

The purpose of this literature review is to idgnghps in the scholarly research on
the community college presidency and power, anddntify the theoretical foundations of
this study. Presidents frequently have been thal fomint of researchers interested in the
community college. In the existing literature adiag presidents, a variety of themes have
been developed and explored: access to the pogiiory, VanDerlLinden, & Brown, 2002;
Birnbaum & Umbach, 2001; Moore, 1998), duties asged with the role (Anderson,
Murray & Olivarez, 2002; Beehler, 1993; Fisher, 4p%nd characteristics of the individuals
who attain the position (Gonzalez Sullivan, 200LRdrlin, 1999; Vaughan, 1986).
Although interesting and beneficial for developagreater understanding of the position,
these and other works do not directly address pawerinfluence held by college presidents.
Therefore, for this literature review of the commwieollege presidency, scholarship
pertaining to organizations, power, networks, aigthér education governance serve as the
topical forums of discussion. Through this revieithe literature, alternative directions are
pursued so that the topic of collective presidémtiguence and power is addressed
appropriately.

In this review, specific questions are asked inpghesuit of a more thorough
comprehension of power and the community collegsigency. What frameworks provide
useful analyses of power? What disciplines illusta explain power? What ways have
presidential influence and power been examined armdividual or collective

perspective? What descriptions of power exist exdbntext of university and community



13

college governance? Although there are additionaktjons concerning the focus of this
study and knowledge gaps will continue to exisg, ititent of this review is to offer analysis
of selected literary works while providing furthemalytical insight on the topic of
community college presidential power.

In the attempt to review the ways in which prestagmpower can be examined, both
individually and collectively, literary works areganized topically. The topics are not
exhaustive, and the selected works address muttiples. To approach the body of
literature in this manner does not represent & tet@ew of all related works. In other words,
not every source, discipline, analytical framewarktheme can be examined; nor can all
sources be categorized neatly by a single rese¢apathh However, this method organizes
selected works for thorough analysis, leads taltheelopment of a conceptual framework,
and illuminates potential research queries (Matgh&ossman, 1995).

Individual and Collective Power

Discussion of the literature first demands desiaipof individual and collective
power. Individual power concerns how presidentillience can be examined singularly, as
opposed to the examination of a union of presidéfitamination of individual power
involves the description of the roles and practimies specific president or bureaucrat.
However, the study of individual influence of commity college presidents does not
necessarily equate with the examination of a paergresident existing in a vacuum (Watts,
2003). An individual president makes administratiegisions, but does so in an
environment of other individuals and groups (Andear& Davies, 2000; Kuss, 2000;
Weisman & Vaughan, 2002). The examination of pedi@l influence from an individual

perspective includes discussion of sources thateaddhe influence of a president within a
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greater system or organization—a larger networkotdrs, structures, and forces. For
example, in the examination of influence of indivadi presidents in higher education
institutions, researchers such as Robert Birnb&stella Bensimon, and Anna Neumann
(Bensimon & Neumann, 1993; Birnbaum, 1992) consildernstitutional constituents, such
as faculty, and executive teams.

As the literature (Amey & Twombly, 1992; Levin, 189 Roueche, Baker, & Rose,
1987) concerning individual power of community egk presidents illustrates, college
presidents are units within an organization. Howetles review also concerns the power
and influence of presidents working within presit#rorganizations. In other words, the
examination of collective presidential power inv@d\vthe review of works that study
presidents working or acting as a presidential grou
Organizations and Power

In the body of literature pertaining to organizasand institutions, there is no doubt
that power is considered a significant dynamic {&ot1985; Mintzberg, 1983; Pfeffer,
1992a; Scott, 1995; Zald, 1970). But, how have wigions and the dynamic of power been
defined or described? The answer to this quesepelds upon the perspective. For this
review, management, political, network, and higkgucation perspectives are addressed in
the discussion of community college organizatiaoms$ @ower. These different perspectives
of organization and power can be compared, coetlast linked. Thus, along with defining
terms, literary works and the corresponding lermsdsameworks provide a structure for
pragmatic analysis of power. (Creswell, 2002; HE908). In addition, frameworks assist in
linking individual studies to a larger context. Feotample, in their study of five American

community colleges Rhoads and Valadez (1996) retyd number of theoretical constructs
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derived from organizational theory” to connect #lite-specific findings to the broader
community college context. The researchers preséaimework that incorporates “theories
of culture and identity deriving from critical midtlturalism” (p. 52). According to Rhoads
and Valadez, their study “offers solutions to théharitarian emphasis of the community
college,” and represents “an effort to move the mwamity college as an institution toward
the creation of multicultural colleges” (p. 45;51.).

Organization Theory

Scholars have used organization theory to linkiegutb a broader context, or to
additional theories. The study of organization tigeand subsequent adaptation and
application, draws from multiple disciplines, siamanagement science, political science,
and sociology (Shafritz & Ott, 1987; Zald, 1970ha8itz and Ott (1987) have even
emphasized the central role of organizational th@oexplaining power: “it is hardly an
exaggeration to say that the world is ruled byuhderlying premises of organization theory”
(p. 1). Moreover, due to the diverse applicatiohgrganization theory, there are different
frameworks within the study of organization the@organ, 1997).

Regardless of the framework or discipline, reseataties on organizations and
organization theory have traditionally relied upoataphors to illustrate organizational
structure and functioning. Smircich (1983) has Bgnrized various studies using metaphors
in the research of organizations; two common metegpare machine and organism, but
other social metaphors, such as theater and @bldgrena, have been used (Bolman & Deal,
1997; Smircich, 1983). In her study of organizagioculture, Smircich attempted to link
organization theory and culture theory. Other satsohave approached the study of

organizations and organization theory differen8pdfritz & Ott, 1987), but have
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nevertheless relied upon metaphors to some degescribing the structure and
functioning of organizations. In her examinatioroofanizations from a chaos theory
perspective, Wheatley (1999) suggested nature glsaule as a proper model for examining
organizations. Others (Morgan, 1983; Pinder & Bewoig, 1982) have expressed concern in
misusing metaphors. However, as Smircich (1983)edgregardless of the metaphors used
or misused by various scholars, research thatrafpen organization theory works from the
premise that what is studied is “the experienceotiective coordination and orderliness” (p.
341). For example, in his discussion of organizatieeory relative to higher education
Peterson (1985) indicated that the challenges ltidges and universities are to accomplish
“mutual educational and academic purposes and ke mach college or university more
effective” (p. 5). Furthermore, Peterson did ndtedentiate organization theory and
organizational behavior (Baker & Paulson, 1991).
Management Perspective of Power

Rather than providing a metaphor for organizatidtistzberg (1983) has offered an
analogy for structures of organizations (a bangamed) an analogy for power (Mintzberg,
1979). It is his analogy of power (a play) thamsst critical to this research (Mintzberg,
1983). Not the first to analyze organizations @ ¢bncept of power, Mintzberg worked from
the premise that too many scholars struggle witmubg the concept of power rather than
concentrating on the more important issues invglire concept and its relationship with
and to organizations. In reference to other schotasearch, he stated, “An expert has been
defined as someone with no elementary knowledgeePseems to require a good deal of
elementary knowledge. That is perhaps why everylsegyns to know what it is except the

experts” (p. 1). He did, however, provide a deifamt Mintzberg defines power as “the
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capacity to effect (or affect) organizational out@s” (p. 4). Along with acknowledging the
link between power and politics, Mintzberg suggéiséd power and influence are
synonymous. In the higher education literature sucbnnection of power and influence is
implicit rather than explicit (Birnbaum, 1992; Layil998c; Neumann, 1995).
Unquestionably, Mintzberg addressed political aneldogical themes associated
with power, but he primarily examined power anduahce from both an organizational and
managerial perspective. His theory of power comfijans attempts to assist in the
understanding of power in and around organizatibhistzberg labeled six arrangements
within which organizations could be categorizedclEeonfiguration possesses different
characteristics. Acting as predictors of organaal behavior, the six power configurations
for Mintzberg’s theory include: Instrument, Closggstem, Autocracy, Missionary,
Meritocracy, and Political Arena. These configuras help to explain the influence behind
organizational functioning, structure, and charayel, indirectly attempt to explain the
actions of the leaders of those organizations (L& Dennison, 1989; Mintzberg, 1983).
With his theory of power configurations Mintzbed83) has described
organizational power and offered an applicable &awrk for analysis. Individual power can
be explained through the different configuratioBsnilarly, the theory explains collective
power of an organization. Mintzberg'’s configurasaesult from four hypotheses. Three of
these hypotheses are considered to be “the natmrgbinations of the two coalitions
[Internal and External],” which indicate harmonigasher than conflicting combinations of
the coalitions (296). Harmonious combinations ddlitmns exist “when there is one central
focus of power” (303). Conflict arises in the absenf a focus of power or in the presence

of multiple foci of power. The fourth hypothesisdaelsses the combinations that “are more
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likely to generate conflict” (305). Conflict may Ip@ore natural than harmony in a practical
setting, such as a community college or commuratiege system. Mintzberg acknowledged
that “no real power situation will exactly matchyaof these types [configurations]” (p. 319).
Therefore, there is good reason to supplement Mantgs configurations with additional
frameworks as these will offer further explanatadrpower and influence associated with
organizations and organizational leaders.

Similar to Mintzberg, Handy (2000), in his manageta@lated discussion of
organizational power, argued that “power is nobadyword” (p. 90). Although he too cited
words such as influence and authority as maskth&concept of power, Handy classified
three types of power. The categories are ResowwaeR? Position Power, and Expert
Power. Handy worked from the premise that the three sigketypes of power—similarly
phrased to Mintzberg’s—must be possessed by amiaageaon, and an individual to a lesser
extent, in order “to make something happen.” Frbia framework, control or manipulation
is directly connected with power.

Although valuable for the review of additional tiéey works, Handy’'s perspective is
incomplete when collective power is associated witianizations.

Most of us have to make do with what resourcesparsitions we have to get things

done that we want done. It makes sense, thenv®friands in the right places

(increasing position power), to build allianceshwither departments (more

resources), to collect as much information as yau(:nformation is a resource), and

to trim proposals to what is likely to be acceptaf@d compromise attracts less

negative power). (Handy, 2000, p. 95)

" Mintzberg (1983) also identified “prime bases ofyer.” In Mintzberg’s discussion he described thoéthe
bases of power as “control over (1) a resourcea (@chnical skill, or (3) a body of knowledge” gat).
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Other scholars who examine modern organizations identified the possession of
information, or information technologies, as thegassion of a resource as well (Kotter,
1985; Middleton, 2002), but Handy offered no suéint explanation as to why the
possession of information is not also considerepgelExPower. Munduate and Gravenhorst
(2003) acknowledged a need for this distinctiop@iver. In addition, the measures Handy
suggested for organizations and organizationaklesaalign with the perspective that a
hypercompetitive, political atmosphere is the dulyctioning state of existence for an
organization. The perspective does not offer areggion of power in an alternative
organizational environment. In other words, orgatians are viewed to work within a closed
system (Scott, 1987). There is no consideraticdh@idea that each organization works
within a broader context, the broader organizatibsociety, which is linked to organization
theory (Mintzberg, 1983). A collective body, suchaa association of community college
presidents, would work with the broader contexta efate educational or community college
system, and a state governing board, as well &mbteendsConsequently, Handy’s
research offers useful insight for a narrow anedjtperspective, but does not provide a
comprehensive method or structure for understanglager, particularly in the examination
of collective power.
Political Perspective of Power

In contrast to Handy’s classification of power tgpBfeffer (1992a) examined power
in conjunction with politics. Metaphorically, patil theorists and management theorists
frequently tread common ground. Jay (1987) eveleaahe two theoretical perspectives
“very similar branches to the same subject” (p.)34%e political perspective theoretically

resembles a management perspective in that botbages address power relative to
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outcomes. However, analysis of power from a pdalitperspective is no less complicated
than analysis from a management perspective. Pigf#87) noted the problematic nature of
power “in much of the social science literaturg.” 810) but focused primarily on how
power relates to governance and decision makimgganizations. Pfeffer (1992b) defined
power as a concept that involves the manipulatfdrebavior; and, politics are the means by
which power is realized and used further.

[Power is] the potential ability to influence behayto change the course of events,

to overcome resistance, and to get people to dggtthat they would not otherwise

do. Politics and influence are the processes,¢tierss, the behaviors through which
this potential power is utilized and realized. (Mgament Process section,  6)
The competitive themes of the political perspectalso described by Bolman and Deal
(1997), suggest that there are contests invohhegltstribution and use of power. Therefore,
contests with winners and losers exist in the disicun of power associated with
organizations.

Discussion of power in the social sciences hagaticeferences to the famous
Renaissance politician Machiavelli. Citing the Elatine statesman, Jay (1987) argued that
modern organizations resemble modern states so thatbrganizations “can only be
understood in terms of political and constitutiohistory” (Shafritz & Ott, 1987, p. 349). In
a Machiavellian monologue Julius, Baldridge, aneffef (1999) offered leadership and
governance advice to individuals who seek to becéffe leaders of higher education
institutions. Build a team, know when to engageanflict, and use strategic planning are
three of the politically oriented labels the authmlentify as necessary for effective leaders

(pp-113-129).
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Pfeffer (1992a; 1987) and others (Bolman & DeaB7;Qay, 1987; Julius, Baldridge,
& Pfeffer, 1999) have added to the discussion efgro but this perspective also works from
the premise that organizations veer towards thetamtoof a political character. Once the
political, competitive character is adopted by aganization, there is minimal chance the
organization will assume a different character fiefe1987). In other words, the political
perspective will come to dominate the understandingower associated with organizations.
Power can be studied without suggesting—directlyndirectly—that a political contest
exists. In addition, explanation of collective pawselimited. Subgroups that work within a
larger system—such as an association of commuallgge presidents—possess competitive
qualities and capabilities, but these may not diesthe power of the group fully. Certainly,
an examination of power must include discussior=oaipetition, but the lack of
consideration of other frameworks limits additioaahlysis of power.

Networks

Along with the examination of management and pzditthemes in a literature
review, the analysis of the social connectionsrobagyanization contributes to the analysis of
power. Specifically, an explanation of the disttibn of power from a network perspective
contributes to the interpretation of community egk presidential power. However, the
scholarly attempts to describe how individuals tiorcwith power or within the structure of
organizational power have often adopted a commem#htic approach—examination of
personal characteristics, socioeconomic profilaptd position, attitudes and values, and
control over resources of those involved with agaoization (Nohria, 1992). Although no
doubt worthwhile, these studies leave room for @it explanation of power from a

theoretical perspective.
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Actor-Network Theory

Similar to power, the concept of networks is dynaamd difficult to define
(Fountain, 1999; Watts, 2003). Watts (2003) hasddfa network “as an integral part of a
continuously evolving and self-constituting systefm”29). Others have defined or described
the concept according to their theoretical premiséer description of Actor-Network
Theory (ANT), Fountain (1999) described a netwaslaaveb that does not require
sequential movement from its collective membergaints.

A network is a series of connected points. As suha web, not hierarchical

structure. A networkhangeditalics in original]; it is fluid, not static. # non-linear

form invitesvarious points of entryone can enter a network anywhere. In a network,

anything can be a point. (p. 348)
These points, from an analytical stance, includé people and objects, such as machines
(Law, 2001). Consequently, the study of networks Used various ideas from diverse
disciplines to understand the distribution of powerong an organization’s social structures.
Fountain (2003) added that ANT “adopts a politicather Machiavellian model” (Important
Points about Actor-Network Theory section, { 3)—gasicant quality in the analysis of
presidential power. In his explanation of ANT, L&001) emphasized that this theory “is
concerned with the mechanics of power” (p.1). Femrtore, this method of research is
linked with organization theory. As Nohria (1993sIstated, “Questions about what
accounts for the distribution of power in organiaas have long occupied a central place in
organizational theory” (p. 9).

ANT is a useful framework for examining social netiks, such as community

colleges and community college affiliations. THisary helps to explain how organizational



23

networks influence individuals and the institutmmnsystem in which the individuals act
(Mentor, 2004). As Law (1999) has described, tle®iti helps to explain how different
organizations or institutions, such as communitieges, appear the same (Mentor, 2004).
Even though ANT may resemble social reproducti@oith in this effect, the theory really is
“all about power—power as a (concealed or misregmesl) effect, rather than power as a set
of causes” (Law, 2001, p. 6). ANT has been crigdizor “the inadequacy of the analysis
which it offers in respect of the actor” (Callor®9B, p.181). Latour (1999) argued otherwise.
If ANT emphasizes the network component of the th@&eore than the actor, then a more
complete explanation of individual power requirdgliional theoretical lenses.
Network Exchange Theory

As with power, the theme of competition is usethia study of networks. Exchange
and competition for exchange occur between intereoted relationships (Burt, 1992; Lucas,
Younts, & Lovaglia, 2001; Walker, Thye, Simpsonyhglia, Willer, & Markovsky, 2000).
Another recent theoretical perspective relatedotogy, labeled Network Exchange Theory
(NET), explains social connections that incorpothtetheme of competition. Discussing
NET, Willer (1999a) did not define network expligitbut treated a network as a connection
of multiple social structures. According to WillEgr999a) and Walker, Thye, Simpson,
Lovaglia, Willer, and Markovsky (2000), NET has asgins in Elementary Theory, which
“describes the mechanics of exchange, conflicta®icive relations, and hybrid
combinations of the three” (p. 324). This struclistperspective—NET—has been defined
as “a structurally determined potential for obtagrelatively favorable resource levels”
(Lucas, Younts, Lovaglia, & Markovsky, 2001, p. 18dow is this theory connected with

the discussion of power? The exchange networksiegis organizations, such as
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educational institutions and systems, “are compo$déides of power advancing outward
from each network position” (p. 186). Lines connibet different positions and the lines are
formed by exchange relationships; power transnhatisgathe lines (Willer, 1999a). Willer
(1999hb), who considers NET a “tested theory” (p) xattempted to distinguish it from a
social exchange perspective, which he (1999a) eldifdenies the efficacy of structure
...[which] leads directly to self-contradictory idddse power based on least interest” (p.
21). An explanatory and predictive framework (Thlyeyaglia, & Markovsky, 1997), NET
offers further description and explanation of povieert has limitations because the theory
does not consider history or tradition in the trarssion of power.

Proponents of NET asserted that, in the analysssgdnizations, this theory is “not
limited to the laboratory.” Investigations using ttheory can be conducted outside of the
laboratory environment. Models outside of the lalr&spond to historical and social
structures of organizations (Willer, 1999b). Howihiss theory applied to newly created
organizations such as an association of communoltgge presidents? Recently established
groups lack historical precedence; social strustunay fluctuate with changing personnel
(presidents). However, NET offers one approachxtmene state presidential groups.

Higher Education Governance

Although they did not discuss networks directlynBienon, Neumann, and Birnbaum
(1989) have examined the general theory of sogighange in their study of higher
education and leadership. For a comprehensive exedion, the authors indirectly suggested
using network perspectives along with power antli@rfce theories. In their discussion of a
social exchange framework, the authors stated,r{Eweugh exchange theories are more

relevant to the understanding of leadership in ecad organizations, works that consider
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leadership from the perspective of power and imftigetheories tend to emphasize one-way,
leader-initiated and leader-directed approaches2?g). Bensimon (1989) addressed the
need for organizational leaders (university presisispecifically) to adopt a leadership
perspective that uses multiple frames. The “tunbiudmvironment” of higher education
governance is better suited for an analytical fraor& incorporating multiple analytical
frames (p. 121). Bensimon’s work is beneficial, blaé does not consider community
colleges and their unique context.

In the study of the university or community collegevernance is a research topic
directly related to the concepts of power and nétadn addition, educational governance is
a broad concept on multiple levels—national, statenstitutional. Governance involves
administrative roles and managerial actions. “Hrens governance and administration or
management are not discrete. They overlap andftae wused interchangeably, not clearly
depicting either institutional functions or precesivities” (Cohen & Brawer, 2003, p. 103).
Others have added to the description of governdrmeell and Trouth (2002) offered a
definition of state governance for community coledy stating, “Governance is the
decision-making authority for an organization, whis typically controlled by boards” (p.
91). Policy formation, decision-making, and ingdtnal relationships are the subtopics
related to governance included in this discussigure@sidential power.

Policy Formation

Governance, specifically the formation of poliapgpacts and is impacted by multiple
participants of an educational organization oreys(Blackwell & Cistone, 1999; Cohen &
Brawer, 2003; Eddy, 2003; Levin, 1998a; Levin, 1998laughter, 1990). Although

Slaughter (1990) examined national higher educai@ity formation (for research
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universities), her work offers valuable discussibpresidential power, especially with
regards to collective power. By using multiple atiabl lenses—pluralism, neo-Marxism,
and corporatism (p. 4)—Slaughter determined thaiafit theory “sees individuals as able
to influence the policy process.” Influence coufdamate from an individual or a cohesive
interest group (p. 138). A neo-Marxist interpregatiaccording to Slaughter, would also
support the notion that presidents influence pdlcpugh partnerships “because they
[presidents] lack the power to realize their oweradp and are resource dependent” (p.139).
Thus, presidents assume power through a groupnefmom actors. Slaughter acknowledged
the limitations of her selected theoretical persiges, including corporatist theory, but
identified and analyzed the collective power assed with presidential groups in shaping
policy. It follows from Slaughter (1990) that resgais needed to explain how presidents
operate within a single state collectively to agki@a common agenda, and thus influence
state policy.

Rather than national policy formation, BlackweltbaBistone (1999), in a quantitative
investigation, examined individuals and groups \Wktm power in state-level higher
education policy formation. Constructing “a hietayof power and influence among
principal policy actors” (p.112), the researchgnsmary focus concerned patterns of
governance beyond the institutional level. Howeegclusive attention to presidential power
on state governance was not an aim. Nevertheléssk\gell and Cistone concluded that
their study “raises questions about the less thfimential role that is played by
[institutional] administrators ... in shaping higheztucation policy in Florida.” They also
note that administrators—not distinguishing induak or groups of presidents from all

administrators—"“are perceived as Sometime Playarie policy arena (pp. 121-122).
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Although few details concerning presidential inflae were addressed, their case study aids
in understanding a system in which presidentsyiddally and collectively, work.

In her personal reflection of presidential leadgrsaniversity president Martha W.
Gilliland (2005) offered firsthand commentary oe tjovernance process from a state level
as well. In her deposition, Gilliland emphasizee tble of serving the public good from a
university president’s perspective. She even exdénldde commentary to solicitation.

A rekindling of higher education’s distinctive ahdnorable call is needed—a call

that summons leaders to deliver a bold responss. résponse centers in a

movement of transformation for public universitesswe serve the public good in our

communities, our states, this nation, and the w@pd308)
Gilliland presumed that university presidents halével of power capable of transforming
universities, communities, states, the nation,eareh the world; she excluded community
college presidents in the discussion. Althoughemiitrely without merit, her argument fails
to discuss the necessity of collective power is fhursuit adequately. She commented on her
personal successes, but did not mention any etiomsrk with other presidents in a
comparable pursuit elsewhere, such as the statennar world.

Longanecker (2005) examined public policy in highducation at the state level as
well, but did so in a broader, non-site-specificumer than Blackwell and Cistone or
Gilliland. In his study of state governance, Longeker primarily discussed the balancing
act currently performed by state policy and goveoesofficials. These officials attempt to
maintain a balance between the higher educatidlitiva of serving the public good and the
current practice of institutional leaders pursuiniyate interests. Longanecker’s discussion

of state governance and policymakers adds to tderatanding of collective power held by
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presidents in creating policy. His commentary fartexposes the types of ideological
conflicts presidents encounter when they createdabdte state policy. He also named state
policymakers as the key players in preserving higldeication’s emphasis on serving the
public good. According to Longanecker, without regleducation policymakers preserving
this service of public good, “the very fabric oframivilization will erode” (p. 69).
Longanecker’s discussion is normative and basgubtential. In other words, he projects a
standard by which he believes policymakers willdal to uphold the higher education
tradition of serving the public good.
Though this danger [losing sight of serving thelmudpood] exists, | believe the
longer term holds a different and more optimistitcome. Most state policymakers
do, in fact, know the difference between the pugbod and private gain, and they
appreciate the difference. When it becomes obwieaischasing the private gain has
jeopardized our ability to support the public gopdblic policy will come alive again
to protect the public good. Access to higher edanatill be protected. Quality will
be assured. Research in public interest will beastipd....I trust that the states and
their policymakers will protect the true public gbdp. 69)
Longanecker’s trust and analysis are based upts @téicymakers possessing and wisely
using collective power.
Trust in policymakers is the premise from which izs/e (Buchanan & Musgrave,
1999) worked in his discussions of public finan&khough an economist and not strictly
concerned with higher education, Musgrave’s wornktgbutes to the understanding of
collective power and policy formation at the natifrstate, and local bureaucratic levels

because the concept of power is integral to theudson of public finance and public good.
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James Buchanan, with whom Musgrave published wstand thoughts from a 1998
conference, described Musgrave’s position towasssatratic policymakers as optimistic.
According to Buchanan, Musgrave entrusted in thiodiwiduals who implement public
finance policy the responsibility of providing theablic good—in a consumer’s sense—and
not creating policy to benefit their economic satkerests (Buchanan & Musgrave).
Decision-Making

Closely associated in policy formation is decisioaking, which occurs on all levels
of governance, and has been studied from variotspeetives. Multiple researchers (Amey
& Twombly, 1992; Birnbaum, 1992; Vaughan, 1994) éiaxamined the roles and
responsibilities of the university or college poesicy. However, there have been few
comprehensive studies of presidential decision-ntaki a community college context at the
state-level. Fridena (1998) examined decision-ngakimd community college presidential
influence on state-level governance in Arizona. \Msk “is a case study of one state’s
community college presidents as an organized poewvork” (p. 13). Fridena attempted to
illustrate that the designated state’s communitiege presidents comprise a distinct class
based upon its interests and ideology. Using soe@mbduction theory as a theoretical basis,
Fridena argued that the presidents (including tdse are minorities and women) lose
distinctiveness when they join elite groups (p.. 22hetwork theory also helps to explain the
homogeneous nature of community college organiastisuch as the NCACCP. He
concluded that presidents, organized into elitegravetworks, are powerful in shaping
“Institutional decisions across individual commuyrgblleges” (p. 14). Fridena did offer an
explanation of collective community college presiti@ power in decision-making, but he

did not use network theories for his explanatiocaifective presidential power. In addition,
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Fridena’s work illustrates the complexity of colig#e decision making in community college
governance.

Decision-making is complex, in part, due to theamigational characteristics of
higher education institutions. Within colleges amiversities, goals may be vague and
contested; and, the clients of colleges may seedvement in the process of making
decisions (Baldridge, Curtis, Ecker, & Riley, 199Ih) their study of higher education
governance Baldridge, Curtis, Ecker, and Riley sddhat “organized anarchy” rather than
bureaucracy most accurately describes the orgamzhtsystem within higher education (p.
33). The premise of their argument is that bureaaycfsuggests a cohesive organization
with clear goals” and that “academic organizatiarescharacteristically fragmented with
ambiguous and contested goals” (p. 33). In thig yfporganizational setting institutional
leaders behave as negotiators and lack strong icadiah in the process of decision-making.
Decisions are unplanned, and leaders make theialexiidividually. These scholars did
acknowledge potential criticism of their arguméBiome may regard ‘organized anarchy’ as
an exaggerated term, suggesting more confusior@mniftict than really exist in academic
organizations. This is probably a legitimate cigig” (p. 34). Others (Richardson &
Wolverton, 1994; Vaughan, 1989) indicate that comityucolleges differ from other types
of higher education. Community colleges have highlyeaucratic traditions (Richardson &
Wolverton, 1994; Birnbaum, 1988). Along with thimited distinction between community
college and university governance, Baldridge, GuEicker, and Riley failed to consider
fully the nuances of collective presidential demisimaking in the pursuit of a socially
democratic mission. Claiming decisions are indiaidacts and “often by-products of

unintended and unplanned activity” (p. 34), coilsztteam decision-making is improbable.
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Although descriptive of organizational charactéesstn higher education institutions, the
work of Baldridge, Curtis, Ecker, and Riley rellesavily upon a political frame for
analyzing presidential decision-making. As Bensint®89) suggested, multiple frames or
cognitive lenses offer greater breadth of analy@alective, team decision-making was
examined by Bensimon and Neumann (1993), but theus was limited to internal
institutional team decision-making of single ingtibns rather than collective action external
to the college or university.

The governance role of decision-making is also demgue to the multiple actors
involved with or seeking involvement in the decisimaking process. Institutional presidents
normally consider more than their own agendas whaking decisions; they also consider
multiple people and factions, internally and exédignto their respective institutions. In his
study of presidential stress Selman (1990) claithati“every community/junior college
president is not only a personal decision-makerjdalso a social decision-maker. The
alternatives that administrators face exist noy amrelationship to themselves, but also in
relationship to others” (p. 23). However, Selmath bt examine collective decision-making.
In his study of academic leadership, Birnbaum (}@9@phasized the presidential advantage
of collective influence in decision-making. He pospd that collective influence in decision-
making may yield the perception of strong leadgrs$br institutional presidents.

Our culture has led people to ascribe leadershiggtsons in formally designated

leadership roles, such as presidents. But it enate case that the ideas, decisions,

and behaviors of many campus participants comehegéo influence others and

help shape a college’s common perception of reglgynbaum, 1992, p. 105)
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Birnbaum’s position and remarks, however, addnegsnal institutional actions; and, the
community college is not considered exclusively.
Institutional Relationships

Collective processes involve relationships, whighdiscussed in the context of
governance and presidential power as well. In @algr, campus relationships have drawn
the attention of higher education researchers. ‘i$@e of participation is important in an
era when empowerment and involvement of all cangpuastituencies has become a guiding
principle of administration” (Cohen & Brawer, 2048111). The study of these various
constituencies, or networks, that a president raaistoffers insight on presidential power.
Practitioner and current president of the Ameridasociation of Community College
George Boggs noted that, “Relationship buildingnamportant part of a leader’s
responsibilities. To advance the mission of théega, it is essential to have the active
support of all college constituencies” (2003, p).. The argument is that presidents need
positive relationships and groups of supportersetoe as potential administrative
influencers. Julius, Baldridge, and Pfeffer (199@Qgested that the creation and maintenance
of relationships are crucial acts for presiden®odd politicians know that much of their job
is not influencing decisions as much as it is bodda political base for influencing
decisions” (p. 118).

Social relationships demand participation from mpildtactors, and in the governance
literature several scholars (Birnbaum, 1988; K&téevin, 2005) have examined the
significance, or at least perceived significanddaoulty involvement with governance. In
examining shared governance in 301 community cefleaxross 22 states, Kater and Levin

(2005) found “faculty are expected to take a pgoditory role in decision-making in a
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number of defined areas within the institution” 2. It is in this setting (one of collective
bargaining and internal governance) that the pesgidstablishes and maintains an open
relationship so that these decisions are acknowtbdaccepted, and negotiated. What does
this mean with respect to community college prasidépower? At least in the findings of
Kater and Levin, not all community colleges—froneittstudy—were so bureaucratic or
autocratic that the president had total power iRingadecisions. Thus, their study suggests
further analysis of presidential power.

Not all community college presidents have totaltodrover the entire administrative
process, but the establishment of relationshipgrbgidents within governance structures
does involve political maneuvering. Presidents naadical skills to govern, and these skills
adhere to descriptions of power. In his personairoentary on university governance,
DiBiaggio (1996) offered political advice to higheducation and community college
practitioners: “Good governance involves listeniogonstituents, incorporating their work
in the final decision, persuading them throughpgbeer of the office and through experience
and trust, and then coming up with a new high-dualecision that is well accepted” (p. 24).
DiBiaggio’s persuasive advice matches PfefferOg9 description of power—“get people
to do things that they would not otherwise do” (Mgement Process section, | 6).
DiBiaggio’s advice could also be interpreted fromeswork perspective, with the president
at the center of a social web transmitting power.

As a result of insufficient finances in communitjleges over the last decade
(Sundberg, 2002, p. 13), community college lea(laesidents) establish or attempt to
establish relationships with businesses and estisgond institutional or state funding

(Spangler, 2002, p. 77). Presidents positionedinvdmetwork of community programs and
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businesses possess potential bargaining and respower. Select writers and community
college practitioners have attested to the incnggsignificance of acquiring external
resource support (Jackson & Keener, 2002; PierBedersen, 1997; Sink & Jackson, 2002;
Boggs, 2003). According to Julius, Baldridge, ameffier (1999), “the potential power of
external constituencies must never be neglectedl®). These pursuits, viewed from a
university perspective, suggest changes even sidawetial vocabulary, as Slaughter (2001)
has noted. She illustrates the recent trend ofgeets identifying themselves as chief
executive officers instead pfimus inter pares‘a faculty peer first and a leader second” (p.
23). For those individuals, similar to college pdests, who seek to increase institutional
resources, power, or at least the perception of &,central concept in this pursuit.
Conclusion

Analysis of community college presidential poweowd continue for good reason.
These individuals or groups of individuals—presigdenare agents and subjects of power
within the community college system. “The presidenh the position of being the nexus
between the forces within and outside the collégeehler, 1993, p. 18).

A review of literature allows for further interpagton of presidential power within
and outside of the community college; it enhan@@sprehension of the concept of power
and exposes potential research topics associatadivei community college presidency. In
addition, a review limits the likelihood of a resgzer from falling into a “conceptual prison”
(Townsend & Twombly, 1998, p. 78). In other words,original conceptual framework
potentially can be developed from the perusaltefditure.

Ideas elicited from management science, politiceree, sociology, and university

and community college education compose a conckfptuaework useful in the analysis of
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community college presidential power and influer®eholars from a management or
administrative perspective provide a more thorougtherstanding of the structure within
which power and presidents exist and operate. Sqabty, Mintzberg’s (1983) power
configurations offer structure in the examinatidmpower expressed by institutional leaders.
Political perspectives assist in understanding-timpetition involved with and surrounding
the concept of power. A theoretical examinatiometivorks offers the opportunity to
interpret the distribution of power. Also in thentext of the community college presidency,
aspects of governance—policy formation, decisiokingg and institutional relationships—
are research topics that adhere to scholarly eaptars of power. Finally, the presidency is a
topic frequently examined by community college egskers, but limited explanation of
collective presidential power exists within theremt body of literature.

The recognition and subsequent analysis of powearese the discussion of
presidential roles in statewide community collegeernance. While some analytical
discussions may address both individual and colleqgower, alternative and inclusive
approaches are needed to offer a comprehensivaratjgn. Social network theories offer
promise in this pursuit, but concepts from manageraed political approaches can be
included as well. In the context of the communitylege presidency, social network theories
in conjunction with management and political sceenoncepts present research
opportunities to describe and analyze the existandestatus of state presidential networks,
the operations of presidential networks, and tfleemce of presidential associations on

governance of a state’s community college system.
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CHAPTER THREE
Methodology
Introduction

The community college was created with a sociadiyndcratic mission. Serving the
public good continues as a motive of the commurotiege (Cohen & Brawer, 2003; Kezar,
Chambers, & Burkhardt, 2005), but some researdiers indicated that ulterior motives
may supersede socially democratic motives of usbibal decision makers (March & Olsen,
1995). Rather than conducting a case study or matgiudy of the community college, |
selected one state community college system to iveatine collective governance practices
of community college presidents and to discusgttential incongruence between practices
and the community college mission.

North Carolina was selected as the site becalsesii large community college
system and serves a proportionally large numbstuafents. As well, North Carolina’s
system is highly centralized and bureaucraidatter of Facts: The North Carolina
Community College System Fact BopB00). Additionally, North Carolina was selected
the site for investigation because it is the statghich | work as a community college
instructor. This situation gives me knowledge & dommunity colleges of the state and has
led to my knowledge of the presidents’ associasisnvell as its leaders. Of significance is
the level of access that | have to sources andfdataNorth Carolina.

Questions about power, networks, and the commuoitgge presidency in North
Carolina were identified following a review of lisgure. These then are the investigation’s

two research questions. What evidence is therdNbah Carolina community college
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presidents have organized into a statewide powerank? How does the North Carolina
Association of Community College Presidents opérate
Research Design and Rationale

This research study is constructed around a “mechigouzzle” (Mason, 2002, p.

18). | describe and explain how community collegesments collectively function in the
governance of the North Carolina community colledéwrefore, the strategic design of this
study incorporates research methods that examénepération of presidential organizations
or networks connected with North Carolina communiifeges. Field study—a qualitative
research strategy—describes and explains structugbefs, and practices occurring in or
with the phenomenon examined (Marshall & Rossmaas1p. 41).

A qualitative research design with a field studypduasis is beneficial for two
reasons. First, examination of collective presid¢mbles and practices in the governance of
community colleges in North Carolina is contextddie study is restricted to the
examination of one state’s community colleges an the presidents operate collectively in
the system that governs those colleges. Qualita¢isearch affords the opportunity to
examine variables in the actual setting of openafidarshall & Rossman, 1995). Qualitative
research leads to existing documents and artifeexgsiiring the researcher to visit, observe,
and study the phenomenon in the natural settingr{dfe, 1998). In this setting, document
analysis involves inductive logic rather than detheclogic. Second, this research study
examines the complexities of practices and exanfieas, as opposed to [only] stated,
organizational goals” (Marshall & Rossman, p. 43)e lived experiences of individuals
experiencing the phenomenon are of primary impedaa the study (Gall, Borg, & Gall,

1996; Marshall & Rossman; Patton, 2002). In otherds, an emic perspective enables the
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phenomenon to be examined from an insider’s vigherahan an outsider’s view (Gall,
Borg, & Gall; Merriam; Patton). Naturalistic inquiallows a researcher to acquire an
internal experience of the phenomenon (Creswell220

Sample Selection

The primary sample population in this investigatiociudes community college
presidents and power networks within the commuerotiege system of North Carolina.
Although presidents and presidential groups aredthe of the sample population, they exist
and operate in the context of other elements, asdbgislators, governance officials, and
environmental actors.

The North Carolina Community College System [NCC@$8Judes 58 state-funded
colleges, which serve over 750,000 people each(}ath Carolina Community College
System, n.d.). The community colleges of North Gasaoare governed by the State Board of
Community Colleges [SBCC], which was establishedh®y1979 General Assembly and
assumed governance of the 58 community college®aadechnology center on January 1,
1981. This governance body, consisting of 21 menm)lagtopts all the policies necessary to
operate the System and the Department of CommQ@uailigges. Using a committee
structure, the SBCC has five committees (North @adCommunity College System).

This study does not focus exclusively on the NC@Cte SBCC, but on the
collective and individual intentions and actionofmunity college presidents in the
context of those organizations. The North Carofsaociation of Community College
Presidents [NCACCP] includes “all present, fornaar retired community college
presidents and Industrial Education Center dirs¢t¢Bink, 1999, p. i). As an exclusive

body—including former and current presidents amdaiors—the NCACCP is most critical
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for this study. In the examination of presidengiavernance roles and practices of the state’s
community colleges, the NCACCP is a group that af@=srand has operated in the context of
the NCCCS and the SBCC. Therefore, the composaimhoperation of this organization in
the context of state organizational system is tloai$ of this study.

The participants of the study were selected pufptige@among active members of the
NCACCP. Gender, age, and racial distinctions weresiclered in the selection of the
participants so that consistent patterns couldibstified from this diverse and exclusive
group.

Role of the Researcher

As the instrument in a qualitative study, the reslear must attend to technical and
interpersonal research issues. The technical issuelve the researcher’s access and
efficiency; the interpersonal issues involve ethaomcerns and personal dilemmas (Marshall
& Rossman, 1995). | am a community college facoigmber, and | received permission to
study the minutes and records of the NCACCP. Mglle¥ participation is as a student of
history who examines legal documents, observesagtonal protocol, and elicits
description from interviewees. Reliance upon inatardocuments minimizes trust concerns.
Furthermore, the identification of research intemd rationale for questioning enhances trust
between the presidential participants, such asvielwees, and me, the researcher (Marshall
& Rossman).

Assumptions

Establishing trust in qualitative research alsmlags exposing known biases and

assumptions in the research process (Mason, 2DB&ljeve qualitative research offers

valuable evidence to support or refute variousriecal orientations. My experience as a
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community college instructor has provoked my irgerne diverse research topics pertaining
to the community college, especially in North Caral | believe that the community college
was created and operates for the public goodnittfans to protect and extend essential
elements of democracy such as personal libertypahtical equality (Kezar, Chambers, &
Burkhardt, 2005; March & Olsen, 1995). The comnnollege also functions to assist
individuals in economic pursuits, but this is na public good for which the community
college solely works. However, like other publi@arivate organizations, community
colleges may operate in a competitive, politicalimnment (Bolman & Deal, 1997), and
seek economic advancement without fully servingpihiglic good. | began my examination
of power and the community college presidency imtlN€arolina with these assumptions
and biases.

Data Collection and Preliminary Data Processing 3#ans

Data collection was conducted from March, 2005/ubgicember, 2005, and data
were collected from three different sources—docusjebservations, and interviews—for
contemporary and subsequent analysis. Although ehetagled discussion of data analysis
and findings follows in chapter four, decisions atihe types of data collected offer
preliminary descriptions of data management (Pa662).

Document datal first collected and arranged document data. ddikection of
documents includes minutes, handouts, memos, ar@lanements pertaining to the North
Carolina Association of Community College PresiddhMCACCP]. The documents were
collected and are held by a North Carolina comnyurotlege president. This president
offered and agreed to let me borrow the documeritstive understanding that | was

attempting to complete a research project. His ogdyiests concerning the handling of the
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documents were that | not photocopy these documandtsthat | not allow them to leave my
possession. The president lent the collection otideents to me for a period of
approximately one year. The documents under exdimmspan a four-year period—2001-
2005. A four-year period extends far enough inghst to identify patterns of behavior and
change yet is short enough in duration for me tom@re a concentrated period of time.
Furthermore, this period of time ensures correspooe between my theoretical framework
and the data (Gall, Borg, & Gall, 1996; Hodder, 49%ut constricts the data to a
manageable size without jeopardizing the coherehtee study.

The NCACCP website was consulted as well, whickrefi limited description of
goals, purpose, or mission of the organizationd Indbt have access to the password-
protected link that serves as an information pfmntNCACCP members. According to the
site this link offers the following information:@ace to post announcements, a calendar of
events, a repository for Association meeting miauéerepository for Association Executive
Committee meeting minutes, a roster of the cumagrmbers with photos and contact
information, a "discussion forum" for the exchamdédeas, a "voting forum" to allow for
the polling of members on issues of importance,lerkd to other agencies of interest to the
NCACCP (North Carolina Association of Community fegke Presidents, n.d.). | requested
access to this link from five community college gpdents. Four of the presidents did not
know or could not locate a username or passwoudstated that they had never used the
link for posting ideas or for seeking assistande fifth president did not divulge the needed
access information.

Document data were decided upon because recordsiantes provide information

about previous collective presidential decisiora ttould not be observed or thoroughly
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described via interview. These data are signifitarthis study not because written records
are more important than visual observations oralantierances, but the social world is more
traceable through written documents (Mason, 208Bp, the analysis of documents has
been considered to be a “more objectivist approlaah other qualitative methods” (Marshall
& Rossman, 1995, p. 85). These documents offeetana-the-scenes look at program
processes” and their origin without intrusion of timtural setting by me as the researcher
(Gall, Borg, & Gall, 1996; Marshall & Rossman, 19%atton, 2002, p. 294). Furthermore,
these document data make it possible to examinasistent structure (the NCACCP) and a
consistent protocol of behavior (by the presidemiff)in a setting of changing actors and
issues under discussion. In other words, docunmalysis enables categorization to occur in
an environment of change (Gall, Borg, & Gall; Hodde€©94). Finally, these documents act
“as stimulus for [subsequent] paths of inquiry tbah be pursued only through direct
observation and interviewing” (Patton, p. 294).

Observation dataThrough examination of the NCACCP documents ¢aliered the
location and dates of the NCACCP meetings. | atdrahd recorded observations from the
year-end meeting of 2005, which was identifiedh@ locuments. This meeting was hosted
by one of the North Carolina community colleges a@d held from July 20 to July 22,
2005. | decided to attend this conference becaeiaegnd conferences provide the chance to
observe the protocol of presidents discussing teeigus year’'s operational objectives and
the upcoming year’s goals; the year-end conferafsmeallows for observation of the exiting
members of the association. In addition, the yeareonferences typically have greater

attendance numbers for presidents (David Sinkgo@tscommunication, July 13, 2005).
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In order to collect and analyze observation dathiatNCACCP conference, | first
needed permission to attend; a description of tbegss for requesting permission explains
how the data were processed initially. One weesra the conference, the president who
extended the invitation met with me to discussldigestics of the conference and my
attendance. The year-end conference is normallydagdonger than the other three
meetings held during the course of one year; tlis @plained that more business items are
discussed at this meeting, and it allows for mnegipresidents to be recognized. This
president suggested that there was no need taldtterfirst day because the first day would
consist of registration, an accreditation meetary recreational activities—golfing, fly-
fishing, or touring the local area. Therefore, adowg to this president, this first day would
be unnecessary to attend for observing businedgemaiertaining to the NCACCP. |
accepted his suggestion and decided to attencetiond two days of the conference; the
president provided a tentative agenda.

Along with permission for attendance, this preliampmeeting offered insight into
how the observational data would be organized.cltfin there are no prescriptive methods
in qualitative research (Patton, 2002), the caiegdor this study developed from my access
to data, my analytical perspective, and the litemateview. | entered the field of observation
with a defined yet flexible method of organizing wlyservations; | constructed an
observation record based upon the premise thatwdgsand recorded behaviors are
“purposive and expressive of deeper values anéfséljMarshall & Rossman, 1995, p. 79).
Furthermore, | had minimal impact over what tookge! or what was stated by participants
of the conference, reducing the factors influen@nglysis. | was introduced to the group of

study participants, and they were informed of mgeegch intentions as well. Thus, | made
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decisions concerning the collection of observatiolaga and the manner in which they were
to be collected prior to categorizing the data, llheid minimal control over the persons and
events | observed. Finally, observation in fieldrkvis a significant component of data
triangulation for this study (Patton).

Interview data The third and final method of collecting data wa®ugh semi-
structured interviews. After reading the NCACCP woents and observing the July, 2005
NCACCP conference, interviews were conducted vighittention of enhancing or
supplementing previously retrieved data. Clasdificeof this type of data presents unique
descriptions of collective power and networks witthe community college presidency of
North Carolina. Although document data and obseyaatotes were examined prior to and
subsequent to the interviews, by conducting therurtws later in the data collection
process, | could address the conceptual categdiriesly. In other words, transcripts of
interviewed presidents provide additional desanipif the conceptual categories that
emerged throughout the research project.

Interviews occurred during August, September, aotbler 2005. Presidents were
recruited for participation via electronic mail asubsequent telephone calls. | established a
list of presidential/institutional criteria prioo tecruitment. In other words, | targeted certain
presidents for interviews: presidents from rural arban/suburban communities; presidents
with varying lengths of service in the NCCCS; pdesits of different races and gender;
presidents who have served on the executive coesiiftthe presidents' association; and,
former, retired presidents. | targeted these pesedggdwith these identifiable differences so

that patterns involving power would emerge.
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The interviews were one-on-one, semi-structured®&enh myself—the interviewer—
and NCACCP members. Marshall and Rossman (199%) idawtified this as elite
interviewing. “Elite individuals are considerediie the influential, the prominent, and the
well-informed people in an organization or commuuihd are selected for interviews on the
basis of their expertise in areas relevant to ¢isearch” (p. 83). | was responsible for
composing interview questions and conducting therurews. In the semi-structured
interviews | asked different types of questiondudmg hypothetical, devil's advocate, ideal
position and interpretive (Merriam, 1998). Eaclemtew session lasted no more than one
hour. Finally, as the sole researcher of this studgnscribed the tape-recorded sessions,
verbatim. Interviews were selected as a part d ttatngulation, but, more specifically,
interviews add depth to description and offer adddl analytical perspective on identified
themes concerning collective power and networleatixed to the community college
presidents of North Carolina.

Conclusion

Credibility, transferability, dependability, andrfomability are research concerns of
qualitative studies. For this study, the methodsavhbating these potential errors include
triangulation (multiple sources of data), an essileld chain of evidence, reflexivity,
purposive sampling, prolonged engagement in the, faend thick description (Anfara,
Brown, & Mangione, 2002; Gall, Borg, & Gall, 1996).

In the presentation of findings, | employ thesétegues in order to describe the
actors involved with state-wide governance, thecstire of the NCACCP, the collective
presidential intentions, and the decision-makingepss in which presidents are involved.

Cross-sectional coding and content analysis guideddentification of themes inherent to
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the three data sources. These methods of anadgglsd my conclusions in chapter five
regarding the collective role and power of commyndllege presidents in the governance of

the North Carolina Community College System.
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CHAPTER FOUR
DATA AND FINDINGS
Introduction

Interpretation of the collective role and practioépresidents in the governance of
the community college system in North Carolina reggisystematic management of the
potentially massive collection of retrievable d&eeliminary decisions concerning
collection techniques limit both data types and amtpat least initially. However, strategic
and internally consistent organization of data nmesur during and after the process of data
compilation (Mason, 2002; Ritchie, Spencer, & O'Gon 2003).

It is the purpose of this chapter to explain how ¢bllected data pertaining to
presidential networks and power in the North CaalCommunity College System were
recognized, read, sorted, strategically classitied] interpreted. The three data sources—
historical documents, direct observation, and ame@ioe interviews—offered different yet
complimentary evidence relative to the two primaggearch questions.

The conceptual tools used to manage and categbaze multiple sources of data
were drawn from the literature and from my accegbé¢ data. The review of literature
suggests that the concepts of power and networdnegpass multiple research disciplines and
topics, including those pertaining to communitylegé governance. Selective studies have
illustrated that community college presidents psssad display power at an institutional
level (Blackwell & Cistone, 1999; Levin, 1998c; Rardson & Wolverton, 1994) and that
networks exist at the institutional level (Breneng&aNelson, 1980; Fridena, 1998; Sink &
Jackson, 2002). However, few studies with a seatetlperspective have been done on the

collective power of community college presidents] she current literature does not contain
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multiple studies on the operation of president&tinorks within state community college
systems. | gathered and organized data using dbawations or categories drawn from the
disciplines of management science, political saesociology, and higher education in
order to address the research questions and thie@mings of the literature in this area of
community college research. As a North Carolinamomity college instructor | selected
this state as the site due to my familiarity whistparticular system and my proximity to the
system. | also selected the North Carolina Assimriaif Community College Presidents
[NCACCP] to examine both its centrality to the goance process in the community
college system and because of my access to docsimetailing that organization’s
proceedings. Ultimately, the analytical framewodkstructed and the data collected were
linked in the analysis of data (Mason, 2002; Patk@®2).
Order of Data Analysis

The application of structure to a body of qualtatdata involves decisions (Patton,
2002). This analysis chapter was structured sottigabrganized collected data and the
findings corresponded with the original researcesgjons:

1. What evidence is there that North Carolina comnyurutlege presidents have

organized into a statewide power network?

2. How does the North Carolina Association of Commygibllege Presidents operate?
The structuring (sequential presentation) of datdysis based upon the research questions
ensured a systematic presentation of data, andifiddrthe relevant data for each question.
Further ordering of data by literary concepts eadunternal consistency. In other words,
ordering the data by conceptual categories asasdily research question ensured that the

processed data would offer depth to the descriftfggower and networks relating to the



49

community college presidency in North Carolina amlyell, would address the individual
research questions thoroughly.

The methods by which the data were collected atstributed to the order and
presentation of findings. | first collected andasuged document data, which included
minutes, handouts, memos, and announcements pegtainthe NCACCP during a four-
year period—2001-2005. | attended and recordedreaens from the 2005 NCACCP
year-end meeting as well. Finally, | conducted ssimictured interviews with the intent of
enhancing or supplementing previously retrieve@.dardering the data by collection
technique ensured consistent treatment of all tat@ sources.

Data Analysis

These data (from three different sources) wererozgd, examined, and presented in
the designated order to describe the presiderasabective unit and to describe presidential
decision making. The gathered and processed davadpd descriptive accounts about the
components and structure of the body of presidemiesented in the collection of
documents, the observation notes, and the interiremgcripts. Along with a representation
of collective presidential structure, descriptidromanizational operation of the NCACCP
resulted from coding the collected data. Theserg#s®@ accounts were necessary in order
to address the research questions.

The coded data generated explanatory accountslbasagescription. Key to the
accounts were patterns that emerged from the datéhe language used by participants—
the “substantive content of people’s accountseims of both descriptive coverage and
assigned meaning” (Spencer, Ritchie & O’Connor,2@0 214). Therefore, the readings of

the data were both literal and interpretive. Altgbuiteral readings of the data were done to
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discover both events and action, qualitative resetils to accept objective views of the
world. Thus, interpretive readings of the data wemeducted as well (Mason, 2002). These
readings involved construction of data meaninglesdd by me, the researcher, and
influenced by the literature.

The data were labeled according to the identifeshtes, and, most significant to
analysis—and the research questions—was the oajamzf data into conceptual
categories. Cross-sectional coding of data withtipleltypes of categories occurred (Mason,
2002). The categories generated to use cross-saltyiovere done so for each research
guestion. In other words, the cross-sectional @pdias unique for each research question.
These categories were labeled according to chaistate of networks as described by
network theories and Mintzberg’s characteristicp@iver. ldeally, multiple coders would
have been employed to enhance reliability, butg the@ sole coder. Thus, there may have
been some limits on reliability, but the NCACCP doent data appeared in a consistent
format with consistent terminology throughout theation of data under study; the
NCACCP established this consistent organizatiooahét.

Prior to the cross-sectional coding of the data,NICACCP documents—the primary
source of data—were arranged chronologically by, y@aday, and by order of daily events.
Exceptions to this pattern were documents discuasB(CACCP conferences or Executive
Committee meetings but written and compiled priothte gatherings; these documents were
ordered according to the NCACCP conferences or likecCommittee meetings at which
the documents were discussed. For citation purpgbeedCACCP documents were
designated as PAD (Presidents’ Association Docus)eAs the sole method of data

classification this sequential arrangement offéiaded description of the unique individual
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members of the association or the collective stinecof the group; this processing method
did not produce coded evidence of collective powenwever, the chronological
arrangement assisted in the literal indexing awodyced a systematic way to elicit chunks of
data for analysis. Finally, the cross-sectionalimgaffered “a systematic overview of the
scope of data” (Spencer, Ritchie, & Lewis, 2002Q8).
Evidence of a Presidential Power Network

The first section of data analysis corresponds thighresearch question: what
evidence is there that North Carolina communityegm presidents have organized into a
statewide power network? For this question the dat@ organized to describe the collective
body of North Carolina community college presidettie individuals or groups involved
with NCACCP, and the bureaucracy of the NCACCP. 3¢lection of the NCACCP as the
focal point for data analysis was done becaus®@&CCP is the only state organization
created by and for community college presidentdarth Carolina. Thus, in this section the
document, observation, and interview data were @¢@desuch: NCACCP Actors and
NCACCP Structure. Data were indexed for each NCAC@&t#egory, and the category and
index labels have “origins in social science thetng research literature, or evaluation
issues identified at the beginning of the studydt{én, 2002, p. 456).

NCACCP Actors

For the first conceptual category, the collecteid aeere organized to elicit
description of the actors involved with the NCAC@Pdescription of the actors first
required a brief examination of the history andlesiwity of the organization. According to
theNorth Carolina Association of Community College $tdents Directory, 199€5ink,

1999), Dr. Ben Fountain and Dr. Raymond Stone—twvmér North Carolina community
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college presidents—founded the NCACCP in 1966 %7, . 1). TheDirectory indicated
that all current, former, and retired communitylegé presidents and Industrial Center
directors of North Carolina are members of thisasgion and eligible to attend association
conferences (p. i). Th@onstitution of the North Carolina Association afr@munity College
Presidentg1996) indicated that eligible members must betetkby an institutional Board
of Trustees and approved by the State Board of QamitgnColleges. The NCACCP
Constitutionfurther indicated that “membership in the orgat@ashall be voluntary.”
However, document, observation, and interview dayaaled that other actors—community
college representatives and guests—were involvéutive NCACCP as well. Therefore,
based upon community college position or affiliatibclassified all of the actors as Internal
Influencers or External Influencers.
Internal Influencers

According to Mintzberg (1983), Internal Influencefsan organization are “full-time
employees who use voice, those people chargedmaking the decision and taking the
action on a permanent, regular basis; it is theg détermine the outcomes, which express
the goals pursued by the organization” (p. 26).sThioe index labels for Internal Influencers
included persons who served as presidents of corntymoileges in North Carolina and
those individuals serving as substitutes, or reptaents, for full-time presidents.

PresidentsWho were the community college presidents of N@arolina from
2001-2005? The total number of community collegssiglents was 58. Among those 58 in
August of 2005 there was one interim president (PAIso of the 58 community college
presidents in August of 2005, white males numbd&dhere were eight female presidents

and two male African American presidents (NCCCS3s@eal communication, David Sink,
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July 13, 2005). Observation data collected at tiy, 2005 NCACCP conference confirmed
the predominance of white males currently servmgrasidents and members of the
NCACCP.

The NCACCP document data did not reveal an exautoeun of retired presidents
involved with or participating in the NCACCP frond@1-2005 (PAD); the observation and
interview data also failed to identify participatiby former community college presidents.
Document evidence indicated that the lack of ingalent by retired presidents does not end
or prohibit those persons from membership intoatsociation (Sink, 1999).

Interview data from a select group of presidentsrefl further description of
individual presidents and the collective body addgdents. A total of eight presidents, both
men and women, were interviewed. The institutiasafhich the presidential interviewees
served were diverse in geographic location, comigwatting, and student populations. For
each interview | indexed data according to lendtpresidential service (in the North
Carolina Community College System), path to thesiglency, and professional
memberships. The length of community college pessidl service in North Carolina ranged
from six months to 19 years among the interviewdesaverage length of service was
slightly more than eight years. The path to thesiplency was distinctive for each of the
interviewees. Prior to achieving their respectiv@tN Carolina community college
presidencies, the interview participants had semedwide-range of positions including:
administrative assistant, personnel director, ntargealirector, business manager, student
affairs/services director, registrar, faculty, amac dean, continuing education dean, vice
president of instruction/academics, vice presidém@dministrative services, and college

president. Two of the interviewees had served@sranunity college president in other
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states. The common theme among the distinct patthetpresidency was that each
individual had served multiple positions, primanWthin the community college, prior to
achieving the position of president. Aside from RM@ACCP, the most common community
college organization interviewees participated aswhe American Association for
Community Colleges. Two of the presidents alsaddikeeir membership in the Community
Colleges for International Development. Other exlmspf professional affiliations cited by
the interviewed presidents included: Women Admiatsirs of North Carolina, the
Presidents’ Academy, Southern Accreditation Coneajtand civic organizations.

The interviews also offered personal descriptidnie collective body of presidents.
The interviewed presidents, or Internal Influencersre asked to describe the NCACCP.
The NCACCP was treated as the collective body atiNGarolina community college
presidents; and, the presidents’ responses weteddidr grammatical clarity. The presidents
were numbered to conceal identity, and | numbeaeth @resident according to the order in
which the interviews occurred—I interviewed Preside first and President 8 last. President
5 described the NCACCP as “a group of presiderasléad the North Carolina system of
community colleges and meet on a regular basisstiugs issues that are common to the
various colleges.” Regardless of how the interviesvgenerically described the NCACCP,
respondents ultimately gave positive descriptiditfi® group, using words such as “pride,”
“valuable,” “beneficial,” and “great purpose.” Evére one participant who indicated
reservations about responding to the query statbddyve never had that question, describe
the association...l may not be the right one. 'mthat actively involved any more. | think
this is a group of individuals who are committediie community college mission”

(President 8). A second common theme in all ofésponses to the question was that the
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interviewees acknowledged the institutional divtgraiithin the organization. The presidents
identified institutional distinctiveness and indluality among the 58 presidents. President 2
described the group collectively and hinted atdiversity of the community colleges
represented in the NCACCP:

It is basically an organization of presidents wiatly discuss, deliberate,
sometimes take positions, and sometimes take actioariety of things that face all
the campuses of the system. And, sometimes thatt’'ameasy task because with the
58 institutions one size does not fit all.

Another respondent alluded to the unique persoesidf the individual members of the
NCACCP: “You are going to have personalities tlaahe forward and are more aggressive
than others. You are going to have some that cortfgetmeetings and be perfectly content
to collect data and go back home.” (President 7ipal theme was evident from the
descriptions of the NCACCP: the organization woshth actors (individuals and groups)
not identified as NCACCP members.

SubstitutesOther actors eligible to participate in the NCAZCand classified as
Internal Influencers—were an Industrial Center Bioe and individuals who served as
substitutes for absentee presidents at the NCA@@ORIEnces. Data indicated the existence
of one Industrial Center in North Carolina, whichsanot identified as a community college
but was directed by the same governing body—the &aard of Community Colleges. The
director of this Industrial Center was a membethefNCACCP and eligible to attend
NCACCP meetings (Sink, 1999, p. i). Data reveale@ttendance or participation by this
director (PAD). The conference substitutes werétirtgnal vice presidents, or comparable

positions such as deans—not all North Carolina camiy colleges have the title vice
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president within the respective bureaucracies (NSC&ccording to the NCACCP
Constitution(1996), only present members vote, thereby exctuthe substitutes from
official votes held by the NCACCP. However, suhgés were classified as Internal
Influencers because their attendance was countéd@ortunity for participation was open
to them (PAD; personal communications, Earl Medlikdwin Bell, November 23, 2005).
Furthermore, interview data indicated that som#efcurrent presidents and members of the
NCACCP had served as substitutes at the confergmimedo achieving the position of
president and membership into the presidents’ sessmc.
External Influencers

While Internal Influencers constituted the numdrioajority of the actors involved
with the NCACCP, other actors not designated as Imeesnor conference substitutes were
involved with the association (PAD). These actoesenclassified as External Influencers.
Mintzberg (1983) defined External Influencers asrfemployees who use their bases of
influence to try to affect behavior of the emploge@p. 26). Examination of the NCACCP
conferences yielded description of the Externdubricers. The NCACCP conferences were
selected for analysis because these meetings ineevéents where North Carolina
community college presidents and others gatherddeated collectively. To elicit further
description of the External Influencers, the dataenindexed according to the labels System
Office Personnel and Guests; these labels wereecrdased upon NCACCP conference
attendance.

System Office Personndlhe most obvious External Influencers in attergaat the
NCACCP conferences were individuals who serve esop@el for the North Carolina

Community College System—identified and known ast&y Office Personnel. System



57

Office Personnel were indexed further by positi®ystem President, Executive Vice
President and Chief Operating Officer, Vice Presiadg Academic and Student Services,
Vice President of Administration, Vice PresidenBafsiness and Finance, and Vice
President of Workforce and Economic Development@PNCCCS). Document data
indicated that these individuals were counted iPASCP attendance, and attendance by the
president and vice presidents was consistent. &t eanference, the System Office
Personnel presented reports in their respectil@sfigf specialization. Associate vice
presidents of the System Office attended quartedgtings as well. Their recorded
attendance may have been to serve as substituteef8ystem Office vice presidents, but
the associate vice presidents also served as iafammresources for the community college
presidents at the NCACCP conferences (PAD). Howedkiersystem president, vice
presidents, and associate vice presidents didaidtvoting privileges in the NCACCP
(Constitution 1996).

Although document data did not reveal that attendamas mandatory for System
Office personnel, observation data and presidemtiaiviews indicated that System Office
attendance and participation was anticipated apdeapated. The interviewed presidents
stated that the System Office Personnel identifisdes that the presidents should discuss or
address (Presidents 3 & 4). In addition, specifist&m Office Personnel were noted by
interviewees as important actors in the NCACCP.édx@ample, in describing the NCACCP
conference in July 2005 President 7 stated, “Tteevamo we were all there for was the Vice
President of Business and Finance.” Other pressdafifidred additional comments
concerning the relationship between the NCACCPthadsystem Office. President 2 stated,

“I think that we work fairly closely. | would sahat we have a collaborative effort with the
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System Office Personnel; [and,] | think it is prbhyamore collaborative than adversarial.”
President 4 attributed a strengthening relationbbipreen the NCACCP and the System
Office “to the leadership of the association.”

Guests Unlike the System Office Personnel, one groupxdernal Influencers at the
NCACCP conferences had no direct affiliation wile NCACCP. These individuals and
groups, labeled Guests, attended to solicit busiopportunities amongst the community
college presidents, or to offer management ad¥oeexample, at the July 2005 conference
there were presentations by entrepreneurs markatingding model, a telecommunications
company marketing its supplies and services, aaditector for the State Energy Office
offering suggestions on how to manage energy expead more effectively (PAD). These
actors were not part of the NCACCP, and had th&t leaolvement at the conferences.

NCACCP Structure

For the second conceptual category addressing reevadence the data were
processed to describe the configuration of theigg@ss’ association. The document,
observation, and interview data pertaining to NCAC&tructure were indexed and
subsequently coded. Indexing was literal in thahsewere identified directly from
NCACCP data. The conceptual category labels wenigetkfrom Ibarra’s (1992) description
of organizational networks. The two conceptual gatees are labeled Prescribed Networks
and Emergent Networks.

Prescribed Networks

According to Ibarra (1992), “In organizations, pmeéised networks are composed of a

set of formally specified relationships betweenesigrs and subordinates and among the

functionally differentiated groups that must intgreo accomplish an organizationally
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defined task” (p. 166). These formally sanctionedifpons and relationships within the
NCACCP were indexed according to the literal lab&ficers, Standing Committees, and
Executive Committee.

NCACCP Officers The NCACCRConstitutionidentified the organization’s officers
as president, vice president, secretary, and treasthe NCACCP elected officers to serve
one-year terms, and the terms corresponded witadhdemic calendar year. The officers
were elected in July, and the Vice-President wesgeized as the President-Elect for the
following year Constitution 1996).

Document data identified the officers, but furtdescription of the NCACCP
Officers resulted from presidential interviews dntiewees indicated that these yearly
positions are demanding with respect to resporsilaihd time.

| don’t know that | would be one of the ones tdubeer to be one of the officers in
the presidents’ association because it is quitenaiertaking. It is a lot of extra
responsibility and being a new president | haveughdo do here locally than to take

on at the state level. (President 6)

President 7 expressed comparable sentiments ragaldi Officer positions:

There are four jobs that | would never want—thesjalent of that association is one

of them. | appreciate the folks who are tryingua it. They are doing an incredible

job and it is a lot of work. You have some yeaet feople are not satisfied with the
job done or some years when people are not saksfith the amount of work
accomplished.

Along with an increased workload, a second thentherinterview data concerned the

attainment of an Officer position. Intervieweesigaded that NCACCP Officers were
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obligated to work their way up the bureaucratiaddof the NCACCP in order to achieve an
Officer position. Although interviewees acknowleddgbe upward movement of persons
who attained the top bureaucratic position, twemviewees hinted at the uncertainty of this
process. In describing the attainment of the pmsitif NCACCP President, community
college President 4 stated, “You start out at aetevels and you move your way through.
You may move from Secretary to Treasurer to Viaeskient. I'm not sure exactly what it is.
You start at the bottom of the list.” Presidentffeied complimentary remarks concerning
the Officers but added, “Sometimes | wonder howdtffieers are elected...I think
occasionally some people could say this personeleased because they are friends with so
and so.”Although upward movement towards becoming an Officaes an evident pattern in
the interview data, presidents also noted that sointige experienced presidents may yield to
the newer presidents of the association. For exanfjpesident 6 stated, “Those [presidents]
that have done their duty are not quite as invoe®dome of the newer ones. That role has
been passed on down.”

NCACCP Standing Committeesccording to the NCACCEonstitutionone of the
duties of the NCACCP President is to recommendtaading Committees within 60 days
of his/her election. The Standing Committees weeatified in the document, observation,
and interview data. These data were indexed acuptdithe name of the individual
NCACCP committees: Finance, Legislative, PersorfPrfessional Development, Program,
and Technology. Each committee had a Chair andvie® Chairs who served one-year
terms (PAD), and had at least seven memlf@ostitution 1996). The purpose of the
committees was to discuss and respond to topicsgpiate inquiries and suggestions from

individual NCACCP members or the System Office Bengl. Data revealed that the
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Finance and Legislative Committees were the magtested sources of information or
points of inquiry.
You know finance has a huge impact and everyboalyays interested in finance.
Legislation has a huge impact. So there are aladgsof folks involved in both
those committees. Those committees meet togetltaube the delineation becomes
quite blurry between a finance issue and a legvglassue; and, because this is where
we get our money. (President 2)
Interview data further described NCACCP member agpeent in the Standing
Committees. President 7 offered positive remarganging the assignment process:
That’s the good part about the association, thaitaigou become a president they
assign you to a committee. And then after you'verthere that first year, the
following year, when they are planning committgeesidents email to identify their
choices for committees. They [the individual presits of the association] try to put
you on the committee you want to be on.
President 2 described the dispersal of presidentsg the different committees. This
interviewee referenced the dispersal of presideased upon longevity of presidential
service, but added, “You are likely to find a brarav president assigned to the Finance
Committee; you're likely to find a very senior pigent assigned to Personnel Committee or
to the Professional Development Committee.” Althoogher respondents (Presidents 1 & 7)
disagreed on the absence of a hierarchy in theippent of committee members, the
President of the NCACCP held the responsibilitgelkcting the Chair and two Vice-Chairs

of each committee. And, the interviewees indicaked the placement of these individuals
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was based upon perceived strengths as well agstteiPresident 7 described the Committee
Member and Committee Chair appointments as such:
When you become the leader of an organizationjitsslike a beaver dam. Some of
the beavers gnaw the trees down; some of the betaler the twigs back; some the
beavers know how to pack the mud; and some knowtbhdwild the dam with all
these bits and pieces. You have to sit and watebhadnes are good at what task
because if you take a person who wants to do ahaskhey aren’t quite as good at
doing then it becomes dysfunctional. It is the sénmeg with the presidents’
association. There are some people who could ratpgym front of a group of
legislators and talk with them; it is just not thgirength. It is very important in a
leadership role to remember that. | think that #ssociation is very good at looking
at people’s strengths and putting them where thiéyest serve the association.
Consequently, there has been some recycling obpeet within the committees; in other
words, some individuals served on the same comemtigitiple years (PAD).
Because of my background as a finance officemkttine first year | immediately
became the Chair of the Finance Committee andeé kawed as the Chair or Vice-
Chair of the Finance Committee almost every yedhefl6 years | have been in the
NCACCP, except for the years that | served as YPiasident or President of the
association. (President 3)
Through the discussion of committee assignmeng dfpcommittee involvement, and Chair
appointments interviewees enhanced the descripfitle NCACCP Structure.
NCACCP Executive Committe&long with the six Standing Committees, the data

described an Executive Committee, which was thal favel of bureaucratic structure. This
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body serves as a subgroup of the NCACCP, and acted NCACCP when the association
is not in session. During the time period undemaxation, the data revealed that the
Executive Committee had its own separate OfficersesiBent, Vice-President, Secretary,
Treasurer, and an Immediate Past President—and tadl of 17 member£pnstitution
1996). Along with the five Officers, there was alected representative and one appointed
representative from each of the six geographiaabres. Each region represents between
eight and twelve schools (PAD). Even though theARCP Constitution(1996) stated that
this committee “shall be called at the discretibthe President or at the request of at least
four (4) members of the Executive Committee,” doeatrand interview data revealed that
this committee met monthly in Raleigh (PresidentA$0 according to document and
interview data, the System Office Personnel havepam invitation to attend the Executive
Committee meetings.
Emergent Networks

Ibarra (1992) described an Emergent Network ashate‘involves informal,
discretionary patterns of interaction where theteonof the relationship may be work
related, social, or a combination of both” (p. 186)an Emergent Network self-interests
serve as the impetus for interaction between acémic the patterns or relationships that
develop among the actors are dependent on abditidshose self-interests. To elicit
description of Emergent Networks in the NCACCP de¢ae indexed according to the labels
Work-Related Contacts and Social Contacts; thddabere literal in that select presidents
used the terms “work-related” and “social” in dissing their contact with other presidents.
Furthermore, even though Emergent Networks resuth fourposive action (p. 167), they

can be coupled with a Prescribed Network or otlreeigent Networks in a hierarchical
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system (p. 173). Therefore, the index labels foeEyant Networks in the NCACCP did not
have explicit distinctions at all times.

Work-Related Contact3 he informal nature of Emergent Networks limitad
amount of retrievable data from NCACCP documenis description of these networks was
evident in interview data. Interviewees identifiadtitutional or leadership queries as
reasons for contacting fellow North Carolina comityuoollege presidents. Regarding his
contact with other presidents, President 4 stated:

Normally when | contact another president it ipitck his/her brain about an issue

that may be at my institution and | want a différparspective on it. So very seldom

when | talk to a president outside of a meeting &tk about the work directly
related to the association.
Other presidents also identified the value of WR&ated Contacts in the NCACCP.
President 6 described the opportunity affordedigesss through the informal connections
of the NCACCP:

| would say that I've been extremely impressed pledsantly surprised at the

willingness of the whole group collectively and ividually being willing to help you

on any situation. The people who've been at thesg time and who have had a

great deal of success and have done a great diahg$ are so willing to share their

experiences, successes, and failures in ordedpatese of us that are new to avoid
some of the pitfalls. At one of the quarterly megs we had a share session, which
was when people shared difficult situations oruinstances that had occurred on

their campuses and how they dealt with it. Theledal lessons learned. It was/is a



65

valuable learning opportunity...There are so mangigents that | wouldn’t think
twice about calling if | needed help.”
Social ContactsThe nature of Emergent Networks also handicapipedescription
of social relationships in the NCACCP. In other dgrno description of the Social Contacts
resulted from the document data. However, pressdéiatindicate through interviews that
informal connections between certain individualsex the NCACCP; and, these
connections were based upon personalities and conmterests rather than longevity,
institutional similarities, or professional experie. Finally, at least one president’s
comments revealed the duality of Emergent Networkbe NCACCP. President 3 described
how the informal social connections and informatkuag relationships mesh in the
NCACCP:
| think some of us have formed a friendship ovethese years number one, so we
can talk. | played golf with another community egjé president this weekend, and
what did we do while playing golf? We talked abmsues at our colleges. We talk
and email each other constantly. There are othkosase close friends. We’'ll pick up
the phone and talk to each other. There are p¢fspta whom] we receive emails; |
had an email this morning from a president askiog do you do certain things. And
so, if you need an answer about how to do things tfou send out an email and
people respond. You get a sense of how other peoplleings. Then there’s the
regional kind of thing—we talk to each other beeai's an area kind of thing. So we
see each other once or twice a month; we are alta#§iag about issues at our
colleges; and, other people call and email. Iteig/rare to go through a week without

having contact with a half a dozen or so presidents
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Whether Work-Related Contacts, Social Contactgs, @mbination of the two types of
contacts, the data supported the existence of EBEneNetworks amongst the presidents of
the NCACCP.
NCACCP Operation

The second section of data analysis correspondistiagtsecond research question:
how does the North Carolina Association of Commu@ibllege Presidents operate? The
organizational structure and the multiple goalgntions, values, needs, and expectations of
various actors contribute to how an organizatioerafes. Furthermore, the description of
organizational operation involves the transmis$iom goals and intentions to actual
decisions (Mintzberg, 1983). Therefore, in ordeelioit description of the NCACCP
operation the data were organized to identify gmesed organizational purpose, the
perceived goals, the prescribed method of operadind collective presidential decision
making. The data were coded as NCACCP Goals and@®fFADecision Making. These
conceptual category labels were constructed fraitérature while the index labels were
identified from the collected data.

NCACCP Goals

For the first conceptual category addressing NCA©@é&ration, the collected data
were organized to elicit description of the expeglssollective intentions of the community
college presidents in North Carolina. The prelimynstep in coding the data concerning
goals of the NCACCP was to identify accurate teotagy. | first distinguished the concepts
operational goals and organizational mission. Miatg (1983) defined a goal as “the
intention behind a decision or action”, and conefiithat “in contrast to goal, mission

describes the organization’s basic function inetyciin terms of the products and services it
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produces for its clients” (p. 6). The mission nesynay not be an organizational goal.
Mintzberg also clarified the terms goals and oliyest He stated, “An objective is a goal
expressed in a form by which its attainment cambasured. And, an operational goal is one
that lends itself to such expression.” Furthermtagonoperationaboal does not lend itself
to measurement, that is [it] cannot be easily ‘apenalized,” as in ‘the aim of this university
is to seek truth™(p. 6). Thus, for the conceptaalegory NCACCP Goals, | indexed the
collected data as NCACCP Purpose Statement andiPetddPresidential Goals.
NCACCP Purpose Statement
The NCACCPConstitution(1996), NCACCP conference records, and the NCACCP
website did not designate explicitly any standgrdrational goals, measurable objectives, or
an organizational mission statement. Thereforeglated the purpose statement in the
NCACCPConstitutionto elicit the formally designated collective intiems of the
NCACCP. Although the writers of tHeonstitutionused different terminology than
Mintzberg (1983), the content of the constitutiopatpose statement most closely identified
the non-measurable intentions of the NCACCP. Indbdzer 2005 the NCACCP purpose
statement read as follows:
The purpose of the Association shall be to foster @omote the growth, progress
and general welfare of North Carolina’s Communittl€ges through the unified
efforts of the Presidents. Assisting institutionghwepecial problems shall be a major
priority of the Association. The Association shaibvide a mechanism and process
for involving the Presidents and Institutions inkimg system-wide decisions.
Professional integrity, as well as personal groavii development, shall be

encouraged and promoted by the AssociatiGonétitution 1996)
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It also should be noted that the document, observatnd interview data failed to indicate
the definite origins of the NCACCP purpose statemienother words, although the
NCACCPConstitutionwas revised in October 1996 data did not offecdeson of who
participated in the development or possible revisibthat statement; neither did the data
reveal how the statement was authenticated. Firthkyinterviewed presidents never
referenced the constitutional purpose statemenhwaisked about the goals, objectives,
purpose, or mission of the presidents’ associaton.example, President 7 did not confirm
their location or existence when asked about a&bsat of objectives or mission statement
of the NCACCP (personal communication, Presidetofember 14, 2005).
Perceived Presidential Goals

Goals, or intentions, of an organization may beresged officially in the form of a
purpose statement, but these official proclamatroag be for public consumption only
(Mintzberg, 1983). Furthermore, whether the collecor individual goals are formally
recognized or not, all goals are “pursued with wrag\consistency” (p. 247). Thus, in order to
elicit further description of the NCACCP goals,antiewed presidents were asked to identify
association goals. The interview data offered deson of the goals that were perceived to
be most important and consistent by the respondents

All interviewed presidents offered unique lists axgblanations of the association
goals, but one goal of the NCACCP consistently rthbmethe interviewees was to serve as
an information source for the institutional presitde President 1 summarized the primary
goal of the NCACCP as “sharing information, shatisiegas, sharing techniques [and] it's
based on the assumption that we all have somethilegrn from each other.” As indicated

by the interview data, learning from one anothsoaheant gaining knowledge about the
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current and impending intentions and decisionsctéraal actors, such as the community
college System Office and the North Carolina Genksaembly. As President 7 stated the
primary goal is to “keep ourselves educated ashatws happening in Raleigh.” President 5
added that, in the process of becoming educated@ACCP intends to develop solutions
for situations that might need outcomes.

The interviewed presidents consistently describedpursuit of outcomes as goals of
the NCACCP. For example, multiple interviewees avkiedged the pursuit of legislative
and budgetary initiatives in their explanation &@ACCP goals. President 4 stated, “I think
the primary goal of the association is to pursuepand legislative actions that will
strengthen the capacity of the system.” Anothearinewee illustrated an NCACCP intention
that involves the pursuit of a specific policy autee:

We [the NCACCP] believe that we are, as far asssiomn or goal of the system, the

primary player in workforce development in the stat North Carolina. In order to

better prepare our workforce so that they have &thual levels appropriate to attract
new industry into our state and stimulate econaiexelopment, we are going to
have to raise our educational levels and skillle&Ve are going to have to do this]
because, as you know, with outsourcing and jobsggoverseas, the kind of jobs
remaining here are higher level skill jobs; theg aot just menial production jobs

that don’t require a lot of skill. (President 6)

Although President 6 did not offer a plan for pumgLthis policy measure, the NCACCP
goal would be predicated upon the intended outcevoeforce development. President 7

offered more blunt remarks regarding the pursuethbtary outcomes of the NCACCP:
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Our goal is to make sure that we get the best Hudgean every year. It's a

collective thing. We work all year long arming tBgstem Vice President of Business

and Finance and the System President with thenrdbon that they need to go to the

General Assembly and say these are the needs &edthmunity colleges] have. We

are fighting to keep a good piece of the pie ouhefstate budget.
According to these descriptions, intended outcogeserated the NCACCP goals.

Although several presidents identified the primgogl of the NCACCP as the pursuit
of outcomes, two interviewed presidents spoke rbosadly in their descriptions of the
collective presidential intentions. President 8 mid name outcome-driven intentions and did
not state explicitly any goals of the NCACCP, biat allude to the collective development of
a plan of action taken each year by the NCACCRsiBent 2 described the goals of the
NCACCP from an institutional or individual perspget

| think the goals are to do in a group that whiahall strive to do independently,

which is to be the best [and] to advance the conitygnllege system. The focus is a

little bit different there. Here, at home, we'refising on what's best for this

institution. When you go to that group [the NCACGIR4 deal is, how can | help
advance the system in a way that is advantagedhsstmstitution. You are a smaller
part of a greater whole there. Whereas, here yatha&r only focus and | don'’t care
what you do at your community college.
Regardless of the different presidential descrjayoals of the NCACCP as perceived by
the interviewed presidents were not stated ex|ylicit
In a final attempt to elicit description of perceivpresidential goals of the NCACCP

| requested access to the password-protected fitledNCACCP website. According to the
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NCACCP homepage, the restricted area containsuanféor NCACCP members to vote on
issues deemed to be important. These issues wedesignated as goals on the homepage,
but a discussion forum of important issues may havealed perceived intentions of the
NCACCP. However, four presidents stated that thdyhdt use the information link, and
therefore, could not locate a username or passteo@tcessing the link. A fifth president
failed to respond to my request for access toftniam.
NCACCP Decision Making

Every organization has multiple collective and wdual goals that may or may not
be stated explicitly (Mintzberg, 1983). Data pertiag to the NCACCP revealed both
collective and individual presidential intentioiwever, citing the purpose statement and
guoting presidential perceptions do not descriltlg NICACCP operation. Goals only serve
as a point of origin in the description of operafithe actual decisions convey the action of
organizational operation. Furthermore, organizatjdike the NCACCP, “can have trouble
operationalizing their [potentially] lofty goalsp(6). In other words, incongruence or
inconsistency between goals and actions may rastlie transmission from intentions to
decisions. Thus, the operationalizing of goals thasfocus of this section of data analysis.

| organized the document, observation, and interndata to display presidential
involvement, both individually and collectively, MCACCP decision making. Specifically, |
arranged data so that they would describe thengettiwhich the collective body of
presidents made decisions pertaining to the contyaalleges of North Carolina. As well,
the data were organized to describe and explain, Wwba, and why decisions were made by
the presidents’ association. | indexed the datd@&CCP Conferences and NCACCP

Agenda.
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Description of the conferences and agendas wasrtaidor several reasons. First,
the conferences and agendas identified the coralegtudelines imposed upon the
presidential decision makers, both individually @atlectively. Second, the setting, the
decisions, and the decision-making process idedtite internal and external influencers
involved in presidential decision making. Furtherejadentification of the issues that
warranted decisions revealed the actual collecte@sions (as opposed to the stated
intentions) of the NCACCP, or at least revealeddéeisions perceived to be most
significant, consistent, or urgent by the influenscef the NCACCP (Mintzberg). Finally, the
conferences and agendas offered a clear formatrd@anizing the data pertaining to
community college presidential decision making.

NCACCP Conferences

Collective decision making by the community collggesidents of North Carolina
occurred at the NCACCP conferences. During the-y@ar period of document data under
study the NCACCR onstitution(1996) mandated the frequency, duration, and imcatf
these association meetings:

There shall be an annual business meeting of tsedtation held in July at a time

and place designated by the President. In additidhe annual meeting held each

July, there shall be one (1) regular meeting helthe fourth Thursday and Friday of

the first month of each subsequent calendar qudarter President is authorized to

modify the meeting schedule as circumstances nyine
In other words, the presidents’ association met fimes during the course of an academic
year with the final year-end meeting occurringum@ or July. The summer conferences took

place over three days as opposed to two, and tiypware hosted by community colleges
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located in the coastal or mountain regions (PADs@eal communication, David Sink, July,
13, 2005).

The conference minutes revealed a consistent fdionatach conference throughout
the four-year period under study, and observatata decorded July 21-22, 2005 detailed
this format. Following the registration of presitiahand community college attendees, the
NCACCP president introduced the order of reports @esentations for each conference.
The System Office personnel presented reportstéirgte collective body of presidents
followed by the invited guests, such as potentahmunity college business partners. Next,
the collective body of participants separated oteoifor standing committees to meet.
Presidents met with their assigned committees lam&ystem Office personnel met with the
committees that matched their discipline of sp&adibn; the System Office president met
with the legislative committee at the July, 2005fevence. At the committee meetings
presidents and System Office personnel discussedtail issues pertinent to the individual
committees. Serving as specialized informationisassthe committee meetings were also
the locations at which System Office personneliadd/idual presidents proposed options
for which the whole body of presidents would subsedly make the collective decisions. In
other words, at the small group meetings the stendbmmittees agreed on the proposals to
be presented to the collective body of presidébtsference attendees reconvened for
reports and proposals, at which point presidentsldvparticipate in the official collective
decision making process—voting on the proposaladitbforth by the committee chairs.
Not all committee chairs had proposals for evenyfegence or session, but chairs did report
on progress or results from previous decisions (RPABe final day of the conference

involved System Office reports from all Vice Presits or their representatives followed by
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Standing Committee reports from Chairs or Vice @hddiscussion between presidents and
System Office personnel was open during these tedarother words, questions were asked
and proposals were made by both presidents andrpet The actual decisions concerning
System Office reports and committee proposalsliasrated and explained in the
subsequent section—NCACCP Agenda.

Although the association conferences served asdttimg for collective presidential
decision making, document and interview data reacetilat additional meetings and
correspondence occurring outside of the confereyieéded discussion about possible
NCACCP decisions. According to the NCACC®nstitution(1996), the Executive
Committee met monthly. The purpose of these megtvas to discuss issues comparable to
those discussed at the NCACCP conferences. Thasugxe committee meetings served as
an opportunity for participating presidents (theg® served on the executive committee)
and System Office personnel to update and revisedhective presidential proposals
(PAD). Furthermore, interview data revealed thataleduled presidential correspondence,
such as emails, telephone calls, and social gatjgrallowed for presidents to refine
existing ideas or propose new ones over an extepeleod of time. Finally, although
presidential attendance at the quarterly meetiragswot required and presidential discussion
extraneous to the official gatherings occurredyriher to vote on proposals (the formal
decision-making measure) presidential attendanBECACCP conferences was mandatory
(Constitution 1996).

NCACCP Agenda
The data indexed as NCACCP Agenda identified tpegyof issues discussed by the

association members, described how those topice doo discussion and decision, and
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offered explanation as to why particular decisioiese made by the presidents. The
NCACCP conference minutes were the primary datecedior eliciting description of actual
presidential decisions, but other documents andrebhion and interview data detailed the
presidential agenda as well.

NCACCP topics for discussion and decisibhe minutes of the NCACCP
conferences best revealed the types of issuestimhweollective presidential decisions were
made. The minutes of the conferences for the y&204% to 2005 had an established,
consistent structure. For every conference there vaports by the System Office personnel
and the NCACCP Standing Committees. The Systenc®féports detailed community
college issues relative to the specialized depantsneithin the System Office. For example,
the System Office Vice President of Business amdrte detailed financial and budgetary
topics that may require presidential decisionsthar,System Office president updated the
presidents on legislative topics that requiredliective presidential decision. The chairs or
vice chairs of the NCACCP Standing Committees @eéd reports on community college
issues within their respective areas of concewinafl hus, the discrete thematic categories
created by the NCACCP and the System Office idiedtithe issues for presidential
discussion and possible decision. The officialthef System Office had different titles than
the NCACCP Standing Committee labels, but the ®pitroduced and reported on by the
System Office officials were conceptually simil&urthermore, the System Office
representatives corresponded with the appropri&@t@@GCP Standing Committees, and the
standing committees consulted with or reportedhéorelevant System Office personnel.
Table 1 displays examples of the issues collegtimddressed by the presidents and recorded

in the minutes of NCACCP conferences or Executisen@ittee meetings. Although
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different categories may have resulted from fregyemounts or from employing multiple

coders, as the sole researcher of a qualitatily dtrelied upon content analysis for the

identification of NCACCP topics.

Table 1

Examples of Presidential Discussions and Decisions

Standing Committee Label

Example Issue Description Date

Finance

Legislative

Personnel

Professional Development

Recommendation of the Finance 7/23/04
Committee to ask the State Board to
increase the Presidential Salary Schedule

by 2%.

Committee Chair asked that each preside 3/14/02
meet with the local legislative delegation to
discuss the 2002-2003 budget request and to
explain the impact of the 10 percent cut.
Presidents should stress the urgent need for
a timely budget so colleges can plan due to
the anticipated cuts and that decisions on
any tuition increase should be made early.

The Personal Committee spokesperson 02/25/
presented briefly information regarding
alternative health insurance available from
Blue Advantage and Jefferson Pilot. She/he
indicated a representative from these
companies would be happy to address
employees at individual colleges at the
college’s request.

The Professional Developi@Gemmittee 7/25/02
made the following recommendations to
the NCACCP: 1. Explore options for
development of a Presidential Leadership
Program in cooperation with NCSU.
2. Suggest that the President of the
NCACCP appoint a president in the NC
System to serve as a mentor for new
presidents.
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Table 1 continued
Examples of Presidential Discussions and Decisions

Standing Committee Label Example Issue Description Date

Program The committee recommends the NCACCP 7/123/04
adopt a resolution of support for the Five
Strategies of the Fire Services Task Force.

Technology Association member briefly discussed thel0/26/01
Wireless plans and Information Highway.
Concern that some campuses are not using
it, while others are. With grant monies
available, a NCCCS representative will
develop a plan to consider full utilization
of time on the Information Highway and
grant utilization.

How NCACCP topics were introducelong with the identification of the types of
issues brought forth for decisions, the data diesdrhow issues emerged for decision
making. According to collected data the introductod potential decisions emerged in two
ways. First, suggestions or legislative initiatieasne from the System Office personnel. The
System Office presented the suggestions or diregiivreports at the NCACCP conferences,
at standing committee meetings at the conferermresat NCACCP Executive Committee
meetings. The minutes from the NCACCP Executive @ditee meeting held in July 2002
illustrated how suggestions for presidents emefged the System Office:

The System Office President advised the Presideatsome members of the

General Assembly seem to feel that the communitege system has “lost our way

in targeting directions for workforce developmerig stressed that there is pressure

to be more strategic in our new programs and tipamsion of existing programs. He

advised that he has appointed a task force todbakcentives for “trade[s] training.”
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A second way an issue could be brought forth farsien making by the NCACCP
was through the standing committees and indiviguasidents. Within the small group
meetings or through the committee chairs presidetrisduced ideas for potential decision
making and legislative pursuit by the associatimexample of an “Action ltem” presented
to the System Office by the NCACCP Finance CommitteJuly 2004 was for the System
Office “to ask the State Board [of Community Colsfjto increase the Presidential Salary
Scale by 2%.” The motion was approved unanimouALY). According to observation data
recorded in July 2005, the rationale for this psglavas to improve the salaries of presidents
with the lowest salaries in the community collegstem.

The points of origin of issues necessitating deasiwere identified in the conference
minutes, but for further description of how isseeserged for decisions | asked interviewees
if certain actors held greater clout or dominamcthe process of bringing forth issues for
decisions. Multiple interviewees indicated thataier internal and external actors of the
association do initiate discussion and decisiod, #rereby, may be perceived as dominant
actors. In reference to dominant internal actargresidents, President 5 stated:

| think that [the presence of dominant actors]wgags true in any organization.

Longevity gives people the ability to have moreengnce to say some things and to

reflect on. | think knowledge of the system is imtpat, needless-to-say. If someone

who has been around a long time, then they aregdoihave an opportunity to have
an opinion or an influence. | think that happens.
Even if issues arose through a “grassroots” efferésident 5) or from a dominant
presidential actor, the interviewed presidents askaedged a reliance on the System Office

personnel—external actors—for further action. Assittent 2 stated, “They [the System
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Office representatives] are sometimes the condiwéen the legislature and us, as you
would expect them to be at the System Office.” Bnaterviewees recognized the presence
of key influencers, but emphasized that NCACCPsilenimaking was an inclusive act in
that all presidents had the opportunity to partéitép For example, President 8 said, “There
are dominant players and they just rotate amonggbkéses all the time. They set the goal,
direction, and tone. Now, do they ask me for myi?p Oh yes, but, are there dominant
players? The answer is yes.”

How NCACCP decisions were madé&e document, observation, and interview data
revealed the actual act of presidential decisiokinggas well. There were no listed by-laws
of the association detailing the guidelines foraxdl decisions made by the presidents’
association in thBICACCP Directory, 1999n the conference minutes, or on the NCACCP
website (PAD; Sink, 1999; North Carolina Associatad Community College Presidents,
n.d.). Therefore, | elicited description of the idean-making process from the NCACCP
Constitution(1996) and observation and interview data.

The NCACCPConstitutionidentified the formal method of decision makingeT
NCACCPConstitutionstates, “All issues, except for the amendmenhefG@onstitution,
shall be decided by a majority vote of the memipeesent [at conferences], providing there
is a quorum.” In 2005 there were 58 community g#leresidents and one Industrial Center
director (NCCCS website), but a minimum numberssoeiation members was not
designated as a quorum at NCACCP conferences. @Gitger data revealed that
determination of a majority was conducted orallg anllectively for issues that required a

vote.
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Interview data further detailed the attainment afigority in the presidential
decision-making process. Multiple interviewees iderd that a majority was achieved
through presidential consensus; and, consensuthegseferred and accepted manner for
NCACCP decision making. President 2 prefaced msarks on presidential consensus by
defining the term consensus:

The definition of consensus that | keep on my des& group decision that may not

be the best decision, but it's one that we cahvalwith. We arrive at that decision

with all members that have been adequately heat@thare satisfied with the
process, and dissenters commit to not undermirnireggdecision].
However, this president and others expressed cosedrout consensus building amongst the
association members. According to interview datesigential consensus in NCACCP
decision making did not equate to 100% satisfadioori00% of the participating members.
President 8 distinguished the concepts of consearsdisommitment, which were relevant to
his understanding of how decisions were made dollgg in the NCACCP. He stated:

Remember consensus does not mean commitment. Yght get a consensus on an

issue but that doesn’t mean that 100% of themgthsidents] are committed to the

goal or to the idea just because there is a conseN®u can have minority reports
that are not in agreement with the decision. Do thark that person who is not in

100% agreement with the decision is going to bé&d806mmitted? There’s a

difference between consensus and commitment, dmather have the commitment

of people than a consensus. That might be moreynanvant to know about
consensus, but that is the belief that | have. Wseasus is simply a majority of those

in attendance at a meeting who seem to agreehtisastthe right thing to do.
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Furthermore, interviewees acknowledged that pressdenowingly disregard presidential
consensus when consensus would prevent possiledinal or institutional gain. The
remarks from President 3 illustrated individualgpdential behavior that undermines
collective presidential consensus:
There’s a statement out there that there is ndegaah’s agreement among the
presidents even though we may say there is. Wagedle to not go for special
legislation and concentrate on what's best forsystem as a whole—that is more or
less a gentleman’s agreement. Yet, a Fayettewhatser comes along and says in my
position as senator in the General Assembly | edriFgyetteville a million dollars.
So, is he [the community college president who waateive the funds] going to
turn it down? The gentleman’s agreement is sodubthe window. This year there
was some pork—pork meaning special legislation-etodr so community colleges
because they had the inside track with house @teenembers. Did | say anything?
No, because next year I've got a project that I'orking on that | will probably try
and get my house members and senators to get Slegestation for. It's the way it
works.
President 2 attributed the flaws associated witiARCP consensus to “the system size, the
diversity [of the institutions within the systenajpd the scope of the entire organization.”
Finally, while the presidents recognized consefsus favorable method for obtaining a
majority, all interviewees acknowledged it as infpet.
Why presidents made decisioB&scription of the greater network, or external
context, within which the NCACCP operates offerethe explanation as to why the

NCACCP made particular decisions concerning comtyuallege governance, and why
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those types of decisions were on the NCACCP agdrumsultedA Matter of Facts: The
North Carolina Community College System Fact B&OK5(2005) and the North Carolina
Community College System [NCCCS] website for dggyn of the external context. The
NCACCP operates within the framework of the NCC@Bich “serves as a resource agency
and an administrative arm” of the State Board an@wnity CollegesA Matter of Facts:
The North Carolina Community College System FackB2005, p. 7). According to the
Fact Book, 2005"The System Office, headed by the System Pretigeovides state-level
administration and leadership of the Community €l System under the direction of the
State Board of Community Colleges [SBCC]” (p. 7EACCP members have had
representation within the bureaucracy of the SB&®E jnfluence based upon presidential
numbers has been minimal. For example, the SBCiGreeskthree community college
presidents to the four Standing Committees of BEG for the year 2005-2006 (NCCCS
website). Thus, System Office directives and tlggslative parameters established by the
state-level bureaucracy influenced certain presidiedecisions.

Content analysis of the collected data yield sdwbemes concerning presidential
decision making. According document and interviatagissues introduced and discussed in
the presidential decision-making process indicareémphasis on industrial or vocational
programs; concerns over financial or budgetaryassand an adherence to the established
bureaucracy. As well, the collected data offeregheples of external influence for each of
the themes that were developed from content asalysi

Although a primary intention of the NCCCS sinceatgyinal creation has been to
provide vocational training that will serve thetsta workforce (Herring, 1992), the data

indicated, at least partially, that presidentsvidiially and collectively decide to pursue such
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programs due to external influencers, such astttte-kevel bureaucracy. The minutes of the
NCACCP Executive Committee meeting held in July20istrated this external influence
regarding vocational/industrial education at tle#ess community colleges:

He [the System Office President] advised the Pezgglthat some members of the

General Assembly seem to feel that the communitgge system has ‘lost our way

in targeting directions for workforce developmemté stressed that there is pressure

to be more strategic in our new programs and irelpansion of existing programs.

He advised that he has appointed a task forceotodbincentives for “trade][s]

training.”

Document, observation, and interview data revefashcial struggles community
college presidents face in the attempt to influestaée-wide policy. Interview and
observation data indicated that presidents collelstiand individually petition for financial
support from state legislators, but interviewedshawledged that the financial parameters
are established by the state-level hierarchy. hemotvords, the NCACCP encounters
bureaucratic resistance in the transmission frolecto/e presidential decisions to state-
wide policy. Directives issued by the state ledigia or SBCC obligate the NCACCP to
make certain policy decisions concerning finan@vefal of the legislative orders that
appear in the document data are Full Time Equiv4lERE) values, the number of annual
leave days granted to presidents, faculty salaaies$annual institutional budgets. As well,
interviewees cited, indirectly and directly, fungdias the foremost obstacle in the conversion
of decisions to policy. For example, when askeduapossible changes in the presidents’

agenda, President 4 responded:
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| don’t think there has been a lot of change. Tiwaig has been pretty much focused
on budgetary items for the last five years, antl¢bald be due to the state of the
economy of North Carolina. As a group, we basichdye had no choice but to be
focused on the budget.
A NCCCS press release dated October 21, 2005 fuingtrates the budgetary boundaries
within which presidents make financial decisions:

The State Board authorized a reversion of one pef&é&s) of college budgets by the

end of October. The action is needed becauselobifall of more than $3.6 million

between budgeted and collected receipts for theramty College System. The
colleges had been directed to hold back one anchalig@ercent (1.5%) of their
budgets for this possibility. The System Office &#éresident for Budget and Finance
told the Board that if collections do not improtige remaining one-half percent

(0.5%) will be requested early next year.

In other words, the SBCC mandated the amount mtmbg reserved for each institution for
possible return to the state budget.

Data also revealed that presidents have adoptechative financial means in
response to the state-wide budgetary shortcominggssupplement the local and
institutional needs. Interviewees (Presidents 3 &@ned pork-barrel funds acquired
through legislators’ efforts as a primary methodwbplementing institutional funding. As
well, practitioners and researchers have identitedpresidential practice of establishing
business partnerships with private enterprisesgamisof legislative measures, as a means to
fund institutional or program development (Sink &Mlson, 2002). Thus, according to the

data the NCACCP has had limited presidential infieein this state-wide governance



85

decisions relating to the community college syskemiget, and some presidents have
resorted to alternative funding measures.

As evidenced by the previous examples elicited ftoendata, presidents were
deferential to external authority or networks. Té$erence was obvious in pursuing the
association agenda as well. When asked about pgrsue agenda President 2 responded:

| think that we work through whoever the approgiparty is at the system office. If

it is a finance issue then we go to the Systemc®ffiice President of Business and

Finance. If it is legal I'd go to the legal. Ifig general issue and we don’t know quite

where to go we’d go to the Executive Vice Presiddrihe system and say here’s the

situation.
However, interview data revealed that presidenteweferential to the internal network as
well. NCACCP members referenced the perpetuati@ssbciation practices as a result an
informal hierarchy. Several interviewees indicatest a “pecking order” exists within the
presidents’ association (Presidents 1 & 7). Fomgda, President 1 stated, “I think that the
old-boy network continues to work. Those persogktionships should not be
underestimated and there is a certain pecking ofthat’s something | haven’t discovered
entirely, but | think operates.”

Although interviewees (Presidents 2 & 5) identifesttlitional reasons, such as the
system size and institutional diversity, for presitial decisions, the data revealed that
collective presidential influence in state-wide gmance decisions has been limited by
external authority. Several presidents indicated some NCACCP decisions have come to
fruition (Presidents 2, 3, & 8), but intervieweasddd to identify specific decisions that came

to fruition (became policy), and were initiatededglby the NCACCP. As well, data
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indicated that the System Office President andSystem Office Vice Presidents act as
liaisons for the NCACCP in that group’s attempirtituence policy. However, the primary
purpose of the System Office, and its personned serve as the “administrative arm” of the
State Board of Community Colleges Matter of Facts: The North Carolina Community
College System Fact Bodk005, p. 7). In other words, System Office demotio the
intentions of the SBCC takes precedence over SyStice service to the NCACCP. Thus,
the data revealed that financial survival and aglheg to authority were determinants of
presidential decisions regardless of the stateshiitns; and, the data failed to identify
examples of presidential decisions (that originatetthe NCACCP) that resulted in the
formation of state-wide policy for the communitylleges of North Carolina.
Summary of Analysis

The classification of data was not always a liq@acess; collection of data
continued while | analyzed previously gathered iinfation, particularly in regards to the
interview data. This process demanded extensivstigméng of the data. Reading and
rereading of collected data enabled me “to becaneliar with those data in intimate ways”
(Marshall & Rossman, 1995, p. 113). Although theme no prescriptive methods in
qualitative research, | created a framework folyamag the data in order to follow a
consistent method of analysis. Categories wereldped from the literature and my access
to data. The system of coding and categorizingtested for completeness to ensure that it
led to deeper analysis of the emergent themesofP&002). Since the data were text-based,
| employed content analysis and cross-sectionahgodlso known as categorical indexing,
cross-sectional coding was used so that “the relseaapplies a uniform set of indexing

categories systematically and consistently to ttiaia” (Mason, 2002, pp. 150-151).
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Adherence to the research questions was the priatgegtive during the data analysis and
presentation of the findings; this approach wa®sgary to maintain a consistent qualitative
methodology (Mason).

In order to elicit description systematically | dayed an analytical framework using
power and network concepts, especially those egpdey Mintzberg and concepts outlined
in network theories. In other words, | coded th@adeacording to labels drawn from the work
of Mintzberg (1983) and the works detailing netwsorkindexed the data according to
themes that emerged from the document, observati@hinterview data sources. Thus, the
category labels appeared in the literature andhithex labels appeared in the raw data.

| organized the collected data to describe the conity college presidents of North
Carolina as a collective body, as well as to desdfe operation of this collective body—the
NCACCP. Descriptions of the composition (the ing¢rand external actors) and the structure
of the NCACCP were presented to identify networdrelsteristics exhibited by the
presidents’ association and explained in the liteea Description of NCACCP operation
was presented to detail possible influence by tBAGCP in the state-wide governance of
community colleges in North Carolina. Furthermatescription of presidential operation
was elicited to identify potential inconsistencyirmecongruence between presidential goals

and decision making and the community college rorssi
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CHAPTER FIVE
Summary, Conclusions, and Implications
Overview of the Study
This chapter first reviews the study, including greblem from which the study
originated, the purpose of the study, the acquoisitind arrangement of data, and the research
guestions that led to the collection of data. Reifg a review of the study, | identify the
major findings and discuss those findings as tleégte to the understanding of networks and
power associated with community college presidanidorth Carolina. Furthermore, |
discuss potential inconsistency between presidegdis and presidential decisions; and, |
draw conclusions about the actual power held byegwance officials operating on behalf of
the community colleges in North Carolina. Finallgiscuss the implications for research
and practice for scholars and presidents of thenwonity college system in North Carolina
and nationally.
Statement of the Problem
In Higher Education for the Public God@005), Adrianna Kezar, Tony Chambers,
and John Burkhardt profess that “higher educatiost&to serve the public good” (p. xiii).
According to these researchers, service towardpubkc good involves “training leaders for
public service, educating citizens to serve theaw®acy, increasing economic development,
and critiquing public policy” (p. xiii). Althoughhiese “commitments” to serve the public
good continue to evolve as societal needs changjeeteducation institutions “have helped
create a better society and are essential to ghigedgliberative democracy” (p. xiii). The
American community college, one such institutiorhigfher education, espouses socially

democratic ideals, and operates from the premesetile community college is democracy’s
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college (Cohen & Brawer, 2003; Frye, 1994; Glea2600; Ratcliff, 1994; Roueche &
Roueche, 1993).

Service towards the public good by academic insdtig, such as the community
college, depends, at least in part, upon the gewem structures and personnel responsible
for the development of policy (Longanecker, 200&thMews, 2005; Richardson, Bracco
Richardson, Callan, & Finney, 1998). Some highercation researchers (Fridena, 1998;
Kezar, Chambers, & Burkhardt, 2005; Slaughter, 19@@e adopted a critical perspective of
academic governance structures and governancetsfiand have indicated that groups and
individuals interfere with the ideal of serving theblic good. In other words, democratic
governance and organizational ideals have beensaqged by the exchange of self-interests
(such as revenue generation) and the pursuit ofithdal intentions. Therefore,
organizational operation appears competitive anitigad rather than socially democratic
(Kezar, Chambers, & Burkhardt; March & Olsen, 1995)

Within the community college governance structuesach state multiple
individuals and groups hold responsibility for édishing and enacting institutional and
state-wide policy (Cohen & Brawer, 2003; LonganecR@05; Richardson, Bracco
Richardson, Callan, & Finney, 1998). In regardmgtitutional governance or management,
the community college presidency has been a freadaeuns of study for researchers (Amey
& Twombly, 1992; Birnbaum, 1988; Levin, 1998c; Véag, 1994). While these
investigations are significant and interesting obations, what are the governance roles and
practices of community college presidents in theetipment of state-wide policy? An
answer to this question involves the investigabbpower and networks, concepts studied

by multiple scholars (Mentor, 2004; Mintzberg, 19B®hria, 1992; Pfeffer, 1992a). Thus,
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the dilemma at the core of this study is whethesplents individually or collectively
influence state-wide governance decisions thainmansistent with the ideals of the
community college system of one state—North Cagolin

Research Purpose

Although the broad purpose of this research igudyspresidential networks and
power in the governance of the community collegddarsth Carolina, there are multiple
facets to this purpose, such as: to determingitaidential network exists and functions in
the governance of the NCCCS; to determine if peettid| intentions and decisions are
congruent, and consistent with the socially dentexmaission of the community college;
and, to draw conclusions about collective presidépbwer in the governance of the state’s
colleges. A final purpose of this study is to addHhe existing body of literature pertaining to
state community college governance and communitgg® presidential power.

Sample, Data Sources, and Data Management

The sample population for this qualitative studsiules community college
presidents of the community college system of NQanolina, who aréefactomembers of
the North Carolina Association of Community Colldgyesidents [NCACCP]. This
organization is most critical for this study, ahe study’s participants were selected
purposefully.

In order to examine the community college presisl@ftNorth Carolina, and the
NCACCP patrticularly, I collected data from threeiss@s: from documents, from
observation, and from interviews. Data collecticesvweonducted from March 2005 until
December 2005. | first collected document datactvimclude minutes, handouts, memos,

and announcements generated by or relative to ¢t KCarolina Association of Community
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College Presidents [NCACCP]; the NCACCP website eassulted as well. The bulk of
document data under investigation was lent to ma Ngrth Carolina community college
president. These documents detail presidentialbdsons and decisions during a four-year
period—2001-2005. Through the examination of theARCP documents | discovered the
location and dates of the NCACCP meetings. | aédrahd recorded observations from the
July 2005 conference. These data identify actessias, and the order of business conducted
at that specific NCACCP conference. Semi-structuneztviews were conducted during
August, September, and October 2005. Presidents igeruited for participation via
electronic mail and subsequent telephone callsrii@ws were transcribed immediately and
coded to supplement description of NCACCP strucaumne: operation.

Because the data were text-based | employed ceati®isal indexing. Thematic
category labels and descriptions were elicited fbath network theories and Mintzberg’'s
(1983) description of power. Additional themes weeseloped from the data through
content analysis.

Theoretical Framework and Research Questions

Data collection and management were not done subs#y to a review of the
literature. In other words, the collection and ngeraent of data were a continuous and
iterative process (Ritchie, Spencer, & O’ConnoQ30 Through a review of literature,
especially in the disciplines of management scigpcktical science, sociology, and higher
education, | discovered limited research pertaimmngollective presidential power in the
state-wide governance of community colleges. Funtloee, themes of power and networks
were identified in the literature for the purpo$eonstructing a theoretical framework. For

example, Mintzberg’s (198F)ower In and Around Organizationgs critical to this study
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because his power configurations serve as modenfdysis. As well, the literary pieces
detailing social network theories were importantdwese they offered explanation of network
composition and operation. Specifically, Actor-Netkw Theory involves the mechanics of
power, and Network Exchange Theory emphasizesdheectivity of subjects in the
transmission of power. Through my multiple readinfthe collected data and the literature,
| developed two research questions relative tag¢kearch problem concerning the
governance of North Carolina’s community colleges:

1. What evidence is there that North Carolina comnyuruillege presidents have

organized into a statewide power network?

2. How does the North Carolina Association of Commygibllege Presidents operate?

These questions serve as the foundation of thgtasalframework.
Summary of the Findings
The findings of this examination of community cgkepresidents in North Carolina

correspond with the two research questions. Tkersearch question involves the
identification of the network characteristics extad by the NCACCP. According to the
data, a presidential network does exist in the INGdrolina Community College System
[NCCCS], and this network, the NCACCP, is exclusiveorder to become a member of the
NCACCP one has to hold, or has to have held, tséipo of community college president.
Outsiders attend NCACCP meetings and are offerpdrtymity to participate, but collective
decisions are made by members only. The netwar&rngposed of 58 current presidents, of
which nine are women and three are African Amerit@m—the ninth woman and third
African American man were approved by the Stater@o&d Community Colleges (SBCC) in

November 2005 (NCCCS, 2005, November 18). The métivas an internal structure
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consisting of four officers, six standing committesth at least seven members each, and an
executive committee of 17 membe@ofistitution 1996). The officers and committee chairs
and vice chairs serve one-year terms. Documenird@c/iew data indicate that specific
presidents occupy committee chair positions fortiplel terms. Interview data further
indicate that presidents perceive particular asgioci members as having dominant status;
as identified by the interviewees, this statucuired through longevity of service or
experience in a particular role pertinent to comityurollege intentions. Finally, the
NCACCP works within larger networks, such as thet&y Office, the State Board of
Community Colleges [SBCC], and the state legis&atur

The second research question examines how the N®ASRp@rates, which includes
the investigation of the espoused intentions aadtitual decisions. Data indicate that there
is a formal statement identifying collective presitlal intentions, and there are informal
intentions expressed by the individual presideft®re is a decision-making process for
pursuing particular intentions. The intentions lar@ught forth for discussion and possible
decision by presidents representing the standingatiees or by System Office personnel
via contact with the SBCC or legislators in the &ahAssembly of North Carolina. The
NCACCP decision-making process involves buildingsgnsus amongst the presidents. The
rationale for particular NCACCP decisions can laedd to the needs as expressed
collectively by the NCACCP and to the demands mlagaon the NCACCP by external
community college networks.

Members of the NCACCP acknowledge a collective go@ursue action “that will
strengthen the capacity of the system,” (Presideand perceive themselves as a “group of

individuals [who] are committed to the communitylege mission” (President 8). However,
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interview data indicate that informal individuatentions and actions, such as the acquisition
of pork barrel funds, may circumvent the formakmtions expressed in the NCACCP
Constitution(1996), thereby revealing potential for inconsistebetween NCACCP
intentions and individual presidential decisionseTollected data indicate that presidential
consensus in the decision-making process doegnateeto commitment by the members.
Finally, the data do not indicate that the colleetintentions of the NCACCP or the external
networks regarding state-wide governance are inc@mg or inconsistent with the socially
democratic mission of the community college system.
Conclusions

While the findings of this study are not generdieato the investigation of all
community college networks or to national presiggdmrganizations, the findings are
consistent with the study’s theoretical framewankl ghe scholarly literature. Moreover, the
findings lead to conclusions about the NCACCP astwork, about power in the
establishment of state-wide policy for communityleges in North Carolina, and about
consistency between policy decisions and the dgadamocratic mission of the community
college system. Thus, there is transferabilitydime of the conclusions of this investigation
to other community college systems in the Uniteate3t

The findings indicate that the NCACCP is an exslesietwork and works within a
greater system of networks, such as the NCCCSen8BCC. The individual members of
the NCACCP network represent and serve 58 uniggtéutions. Even though at least one
interviewee denied the existence of a “pecking Or{leresident 2), there is a hierarchy
within the NCACCP network. The presidents, or astare points of power along the

network lines, and presidents with longevity in deenmunity college system and the
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NCACCP have (internal) influence along those lifiéshria, 1992; Walker, 1985). For
instance, when a topic is brought forth for discussind possible decision, the chair or vice
chair acts as the transmission point and holdslthe in that particular presidential
expression. In other words, centrality in a netwegkiates to the possession of power
(Guetzkow & Simon, 1955; Nohria, 1992), and induats have influence due to the central
points that they occupy. In addition, presiden&s“aurposeful agents who are constantly
trying to wrest control for themselves or blockoifpers from taking control,” which results
in the establishment of new networks (Nohria, p.\&hite, 1992).

The dominant actors, who occupy the central posstaf the NCACCP, express the
collective intentions, and homogeneous collectntentions result. The NCACCP adopts the
character of the dominant actors for two reasongptedominance of external bureaucracy
and the similarity of roles assumed by NCACCP masbehe NCACCP works through the
NCCCS, which acts under the direction of the SBatard of Community Colleges whose
members are appointed by the Governor and Genssdmbly. Institutional boards of
trustees have the power to select each collegalpresbut the SBCC—an external force—
has ultimate power in the approval of the selectiboollege president#\(Matter of Facts:
North Carolina Community College System Fact B&@K0). According to Mintzberg’s
power configurations (1983), the college boardastees, an internal group of
administrators, and the SBCC, an external grouye kantrol based on bureaucratic
standards. The President of the NCCCS has the gowecommend presidential
appointments, and has acknowledged that more meigaeeded to achieve diversity
within the ranks of the presidency (NCCCS, 199%00er 29), but the bureaucracy limits

the power of the System Office President as wallleCtively or individually community
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college presidents have no power in the appointrmewbmen and minority presidents.
Although limited racial and gender diversity amanfe individual presidents of the
association contributes to the homogeneous charaatkintentions of the organization, the
members of the NCACCP have similar roles as prassdend make collective decisions as
an association (Mentor, 2004). In other words,ptesidents of the NCACCP, regardless of
race or gender, play similar roles “with regardstioers in the organization,” which results
in “a shared opinion” (Nohria, 1992, p. 6; Bur®8D). Thus, the NCACCP, a network that
attempts to influence state-wide policy, expressdigctive intentions as a homogenous
organization rather than a collection of uniqueitngonal leaders.

Although, as a network, the NCACCP assumes a honsmges character, the
findings do not indicate that the collective presitial decisions are incongruent with the
socially democratic mission of the community colexystem. For instance, content analysis
of the data indicates that vocational or induspialgrams are an emphasis of the presidents
when making decisions regarding community collegeegnance in North Carolina.
Although some researchers (Brint & Karabel, 1988ugherty, 1994; Raisman, 1990;
Zwerling, 1976) with a national focus have questnbthe value of vocational education in
the pursuit of the community college mission andlgopresidents who pursue the vocational
education element of the mission have not failedawe not made decisions that are
inconsistent with the community college missioncéwaing to Herring (1992), a founder of
the North Carolina Community College System, vawal education is here (in North
Carolina) to stay and, therefore, the institutionsst maintain high quality programs and be
responsive to the community’s changing educatioealds. Even though local, state, and

federal governments hold funding power, individpidsidents and the network of college
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presidents in North Carolina are directly involweith the changing educational needs of
their respective institutions and the entire ssgtem. Therefore, presidents do hold
individual and collective power over the curriculacus of the community colleges, and
hold power in sustaining the quality of vocatioedlcation. Furthermore, the presidents,
who maintain and promote this type of educatiothencommunity colleges, act in
accordance with the state’s community college misbiecause this vocational focus has
been a fundamental and central element of the Noatiolina Community College System
since its inceptionA Matter of Facts: North Carolina Community Colle§gstem Fact
Book 2000; Herring, 1992).

Collective intentions of the NCACCP may be exprddsgthe dominant actors and
may be consistent with the community college missbut that does not mean that
individual presidential intentions or actions aomsistent with the collective intentions of the
NCACCP. As transmission points in the network argsjaent in the association may
attempt to influence or be subjected to influengéolsal legislators. For example, presidents
identified the pursuit of pork barrel funds as atian that undermines the NCACCP; this
action is also a demonstration of individual presiial power. In addition, presidents who
receive these types of funds via the actions df/iddal legislators potentially decrease the
total amount of funding allocated for the colleetivody of community colleges. In other
words, these instances of individual presidentlisions, or behaviors, can result in actions
that are incongruent with the collective intentiaishe NCACCP and the community
college system.

The presidents’ association is also a point of pdveesmission in the greater

network (Law, 2001; Willer, 1999a), but the NCAC@®&es not occupy the central point of
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the greater network in the formation of policy. &xtal influencers in North Carolina—the
General Assembly, the State Board of Community€g@$, and the System Office,
particularly the President—are more central andgrwthan the identified internal
influencer (the NCACCP) in the formation of statelee«community college policy. The
NCACCP, as a network, tries to influence the fororaof state-wide policy, but the
decisions made and measures pursued collectivelyebgresidents convert to policy only
with the approval of the external networks. Frometwork perspective the NCACCP—an
internal network—is unable to transmit power to étxéernal network due to bureaucratic
constraints (Brass & Burkhardt, 1992). Furthermoodlective presidential behavior and
power are not “unchallenged” (Fridena, 1998, p. E2bther words, the external networks
foster the policy decisions that come to fruitidnys the external influencers have more
power in the determination of policy. Mintzberg 8B would label this as an Instrument
configuration due to the dominance of externalueficers. However, there are also some
elements of the Closed System configuration, gtherbureaucracy run by the SBCC, which
functions as a governing board rather than as edswiing board (McGuiness, 2002;
Tollefson, 2000). What then is the presidents’ gfblihe NCACCP is a support network of
peers that has limited collective influence inestaide policy (as a formal body), but its
individual presidents or informal groups of presitdeemay have influence through local
legislators to pursue individual or institutionatentions. Thus, a formal and bureaucratic
system of power exists in the governance of thensonity colleges of North Carolina.
Implications for Research and Practice
My academic interests in the community collegeblofth Carolina and the concept

of power determined the nature of this study, bi# investigation has implications for
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community college research and practice as welbk 3tudy concludes with suggestions for
researchers and practitioners concerned with state-community college governance in
North Carolina and other states.

Multiple scholars (Birnbaum, 1988; Kerr & Gade, 9Richardson & Wolverton,
1994; Vaughan, 1986) have examined leadershipginenieducation, but qualitative
researchers need to continually frame and appnesgarch questions differently than
previous scholarship (Townsend & Twombly, 1998;ibelQ98c; Patton, 2002). A network
perspective offers further description of colleetpower in the state-wide governance of
community colleges in North Carolina and elsewhEs@amination of community college
governance from a network approach helps to desthid context of power, identify the
limitations of individual and collective power, apgplain the transmission of power in the
development of policy.

| examine the NCACCP, a presidential network, kbepocommunity college
networks express intentions and attempt to infleestate-wide policy as well. For example,
according to the North Carolina Community Collegety Association “the ultimate goal
[of a faculty association member] is to influenke tecision of the policy maker.” Along
with the NCACCP, an interest for the state facakgociation—and the North Carolina
Association of Community College Trustees—has libenncrease of faculty salaries
(North Carolina Association of Community Collegau$iees, n.d.; North Carolina
Community College Faculty Association, n.d.). Thather networks exist, and are perhaps
more powerful than the presidents in particulaioast Examination of these other networks
relative to the NCACCP would enhance descriptioth eéxplanation of governance roles and

practices in the North Carolina system of commuaodieges.
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Comprehensive analysis of individual actors hasbéentified as a limitation of a
network approach (Callon, 1999; Cook & Whitmey&92). Therefore, examination of
individual actors, especially those external toghesidents’ association, would supplement
description of the influencers involved with thevdispment of state-wide community
college policy. In other words, the examinatiorpofver held by specific individuals offers
research opportunities relative to the state-wmegrance of community colleges in North
Carolina. In particular, how do individuals extdrttathe NCACCP and community colleges
influence state-wide policy? What is the role a& tommunity college system office
president in the formation of state-wide policyAHao individual legislators learn about
community colleges and patrticipate in the formaobpolicy?

Although | examine community college presidentsrfra single state, the findings of
this study do suggest broader implications forasdethat extend to the national picture of
community colleges. For example, the findings iatecthat the North Carolina system of
community colleges has a vocational orientation,dmes a vocationally oriented community
college fulfill its mission as a democratic institin? Some scholars (Bailey & Morest, 2004,
Cohen & Brawer, 2003; Vaughan, 1985) suggest thiaipcehensiveness—multiplicity of
mission—and open-access should be the goals of cotyrcolleges in the effort to serve
the potential student population. Levin (2001) eowls that the comprehensiveness of the
community college will continue and expand withreesed compression of time and space
resulting from new technologies. Other scholarsniBs Karabel, 1989; Eaton, 1994;
Zwerling, 1976) with a national focus have exprdssencern that comprehensiveness and
open admissions negatively impact the quality dfetgveness of the community college,

and encourage anarchy in organizational behawangshermore, high enroliments result
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from open admissions. The current literature ressaaloverall consensus among scholars as
to how community college officials should handle thission in light of expanding
institutional responsibilities and ever-increasamgoliments, but enrollment is connected to
the community college’s dedication to its inclusmession. High enrollments indicate that
community colleges are staying true to the missibtlemocratizing society through
educational opportunity (Cohen & Brawer, 2003; Ine&i Dennison, 1989; Rhoads &
Valadez, 1996).

Scholars (Bailey & Morest, 2004; Bowen, Bracco,|l&al Finney, Richardson, &
Trombley, 1997; Brint & Karabel, 1989; Cohen & Braw2003; Dougherty, 1994) have
examined the community college mission, but practérs hold responsibility for making
decisions and taking actions that are congruentandistent with the community college
mission. Therefore, practitioners, notably commyndllege presidents, should work
collectively to illustrate the need to keep theaapen in an age of expanding institutional
responsibilities and ever-increasing enrolimenkse filure by community college
presidents “to articulate and interpret the comnyucollege’s role to legislators, parents,
students, and the public...will guarantee that tleenimunity college] mission is
misunderstood and will result in the loss of puBlipport, including funding” (Vaughan
1985, p. 24). In addition, the external networlat #ilocate community college resources
need to act in accordance with the community cellegssion. Without political and
financial consideration by the external networkgsplents, individually and collectively,
will face challenges in their efforts to stay ttoehe collective intentions of the NCACCP

and to the community college mission.
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Finally, the character, history, and bureaucra#ditions of the community college
are unique within each state, and have influencstate-wide governance structures. As
Bowen, Bracco, Callan, Finney, Richardson, and Tilesn(1997) stated, “The character and
history of state governments clearly affect theichof state governance structures and the
ways that they function” (p. 39). Nationally, eathte has at least one board that provides
governance or coordination for community colleg&ésie Structures for Postsecondary
Governance and Coordinatipa997; Tollefson, 2000). In North Carolina thet8tBoard of
Community Colleges functions as a governing boauxekning the SBCC holds responsibility
and authority for establishing and implementing@es for the institutions within its
jurisdiction (Miller, 1996;State Structures for Postsecondary Governance amtdihation
1997; Saundra Wall Williams, personal communicatiéyoril 13, 2006). However, this is
not the case with all state community college gnaace systems, as indicated by Fridena’s
(1998) study of the Arizona community college systés well, a state’s governance
structure influences the existing networks wittia state system. Due to the jurisdictional
differences of each state system further examinasimeeded in order to describe and
explain network influence in full in state-levelmmunity college governance. Therefore, it
is unlikely and certainly problematic that scholeas talk about community college
governance nationally. Given this investigatidme €xamination of state-wide governance
roles should be conducted on a state by state; lzagls different approaches should be
adopted to examine actions such as decision magaligy formation, and institutional
outcomes in the description of state-wide goveraantes. Ultimately, and regardless of

location, state governance officials, individualyd collectively, need to express intentions
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and make decisions based upon the premise thabthmunity college is democracy’s

college (Cohen & Brawer, 2003; Frye, 1994; Glea2600; Roueche & Roueche, 1993).
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North Carolina State University
INFORMED CONSENT FORM for RESEARCH

Roles and Practices of Community College Presidarttsee Governance of the North Carolina Community
College System

Daniel R. Foster John S. Levin, Ed.D.

| am asking you to participate in a research study.The purpose of this study igo identify and explain the
collective role and practices of community collggesidents in the governance of the community gelle
system in North Carolina.

INFORMATION

If you agree to participate in this study, you willbe asked toparticipate in a one-on-one interview lasting for
approximately 60 minutes and occurring at the aftgour choosing. A follow-up session via electomail,
telephone, or on-site scheduled appointment lastimgnore than one hour in length may be requedted i
considered necessary by you or the researcherinféeiew transcript will be made available to yopon
request at any time after the interview sessiorprapleted draft of the study will be available upenquest in
December 2005.

RISKS
| do not foresee any risks beyond anxiety that smmieiduals may experience when participatingn a
interview.

BENEFITS

The information you share will contribute to thedgf literature concerning community college gaaeice,
the community college presidency, and power nete/atkhe North Carolina system of community college
Through the examination of governance roles andtipes of presidents, researchers and practitiomidirs
acquire a better understanding of whose interestb@ing served in the North Carolina Communityl €y
System, and of whether autocratic or socially damatdzinfluencers prevail in the system.

CONFIDENTIALITY

The information in the study records will be kept grictly confidential. Data will be stored securelyin the
researcher's home office. Here the documents wlviewed by the researcher only. Interview datd kel
coded, and names will be recorded on a mastendist separately from interview notééo reference will be
made in oral or written reports which could link you to the study.

CONTACT

If you have questions at any time about the studyrahe procedures, you may contact the researcher,
Daniel R. Fosterat russf@blueridge.edwr 828-694-1854 If you feel you have not been treated according
to the descriptions in this form, or your rights asa participant in research have been violated durig the
course of this project, you may contact Dr. MatthewZingraff, Chair of the NCSU IRB for the Use of
Human Subjects in Research Committee, Box 7514, NOSCampus (919/513-1834) or Mr. Matthew
Ronning, Assistant Vice Chancellor, Research Admistration, Box 7514, NCSU Campus (919/513-2148)

PARTICIPATION

Your participation in this study is voluntary; you may decline to participate without penalty. If you
decide to participate, you may withdraw from the stidy at any time without penalty and without loss of
benefits to which you are otherwise entitled. If gu withdraw from the study before data collection $
completed your data will be returned to you or desbyed at your request.

CONSENT
“I have read and understand the above information. | have received a copy of this form. | agree to
participate in this study with the understanding that | may withdraw at any time.”

Subject's signature Date
Investigator's signature Date
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This interview is to learn more about the operabofunctioning of presidential networks
within the North Carolina Community College Systétis. NOT an evaluation of you or
your institution; and, your name or institution Mibt be identified in the dissertation. My
main focus is how you have worked with communitifezge presidents (or system
administrators) in making decisions related to goagace of the state system of community
colleges in North Carolina. | want to understarelgtory since your entry into the position
of . I have a set of questionsulaviike to ask.

1. Background
* Name (which will be withheld from the study)
» Job title (institutional name and location will ivéhheld)
*  Thumbnail sketch of your job
* How long have you been in this position?
* To which presidential groups do you belong in N&#rolina?

* How long have you been a part of the North Carofisaociation or Community
College Presidents?

2. I'm interested in the operation of presidentietworks or associations in the NCCCS?
* Can you give me three or four descriptive phrakaswould describe the NCACCP?
* Can you think back to when you first got involvedhathis association?

*  When was that?

* What were your expectations of the NCACCP?

* How did you get involved with this group?

* What were the various expressions of the NCACCP?
* Could you give me a description of how the NCACQlRerates?

* What are the goals?

* What factors, policies, or persons determine tredsyo

* Who sets the goals or agenda?

* How would you describe the protocol for implemegtaplan to

pursue goals?
* How are they pursued as an association?

3. Since your entry into the association could gescribe your involvement in pursuing
these goals?

* What contact do you have (or have you had) witleistlitonnected with this group?
(PROBE for communication, cooperation, persuasion)
* Could you describe your contact with fellow memBers
* What governance-related issues are discussed byensth
* Are these issues discussed at the yearly meetmasobher times?
* Are there indications that your contact with NCAC@Bmbers contribute to shifts in
community college governance policy?

» Could you give specific examples in which the agg@mn’s governance-related
discussions were followed by a change in governaotiey?
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* Could you give examples in which the associatiggggernance-related discussions
were unsuccessful at bringing about a change te-stale governance?

* What other results have occurred as related toi@®®CCP’s interest in governance?

* What recommendations do you have for improvingetfiectiveness of the NCACCP
in influencing the North Carolina Community Colle§gstem’s governance?
c. What recommendations do you have for improviregdffectiveness of the
NCACCP in influencing the North Carolina Commun@gllege System’s
governance?

4. Would you like to add anything else?



