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ABSTRACT

BOARD MEMBER PERCEPTIONS OF BOARD EFFECTIVENESS IN PUBLIC
COMMUNITY COLLEGES:

AN INTERPRETATIVE PHENOMENOLOGICAL ANALYSIS

Many organizations have a governing boarglace to assist in monitoring high level
policy decisions and establishing organizatiahedction and goals. Studies have examined
board members of different types of higher edion institutions; however, the perceptions of
public community college board members reldatedoard effectiveness has not been studied.
The current qualitative study, drawing upon Intetptive Phenomenological Analysis (IPA),
addresses this gap in thestiature by researching the ldvexperiences of seven public
community college board members with twamore years of service related to board
effectiveness in one western state.

The findings resulted in four supedinate themes: pesaal development and
engagement, board engagement, college commitment and engagement, and community
engagement. Board effectiveness is dermmatesd when board members are personally
committed to fostering an environment that promotes and values board member development
through participation in origation program and ongoing board education. Board member
development also promotes an understandingeobttard’s role and works to alleviate unhealthy

personal or political agendas an indiwval may bring with them to the board.



Participants highlighted the importanceboilding relationships with other board
members and the CEO. By working together as a team, the board and CEO can focus on the
college’s mission and establishing the future dioecfor the college. Board effectiveness is also
demonstrated through being involved in collegivaes and events analy ensuring the college
is establishing board policies thatsure consistency in the lod'a operations for planning and
decision making purposes. Commurstileges have more of a local focus as compared to other
organizations where effectivessestudies have been conducted.

The findings of the current study deviated from previous board effectiveness studies
independent, private colleges in the importamicene CEO'’s relationship with the board. The
findings also diverged from the studies on pubhiversity board eéctiveness related to
community connections, with community collegesihg a need for more @ local focus versus
public universities needing to build strongennection with state government. Effective
community college boards embrace their responsiltditepresent the community’s interests in
the college and to strengthening relationships with the public they serve.

A common term throughout the findings oétburrent study is “engagement” with an
emphasis on being actively involved in all aspexftboardsmanship. Effective board members
are engaged in being orientedueated, and developed as a board member, in working together
as a team and with the CEO, in establisland maintaining the college’s mission and future

direction, and in connecting withglcommunities and citizens served.
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CHAPTER ONE: INTRODUCTION

“A community college exists so that the wdan which it operatesan be a better place.”
(Carver & Mayhew, 1994, p. 17)

Community colleges are an integral parpoktsecondary education in the United States.
They provide accessible, affordable higher education opportunities for many who would
otherwise not be able to pursue educatigoals (Cohen & Brawer, 200&jllacky & Valadez,
1995; Mellow & Heelan, 2008; Miller & Degg2012; Vaughan, 2007). In addition, community
colleges enhance the quality of life for the communities they serve by providing students access
to academic transfer coursegieparation for a baccalaureatguee, offering students training
and/or certifications for vocatiortbat benefit industries in the lezge’s service area, or allowing
students to further personal learning intes@std pursue lifelong learning of community
citizenry (Carver & Mayhew, 1994).

According to the American Association @dmmunity Colleges (AACC, 2014), 87% of
the 1,132 community college member institutions are public, funded in part by local and state tax
dollars. With tax support, comes oversight mspbility by way of a governing board of
trustees. The lay person boards of public camity colleges are made up of appointed or
elected officials. These individuals have thepansibility of serving as the liaison between the
owners or citizenry and the iitstion to ensure the ganization’s mission and vision are aligned
with the needs of the community (CoherB&awer, 2008; Chait, Holland, & Taylor, 1993;
Kezar, 2006; Potter & Phelan, 2008; Schuetz, 2008; Smith, 2000; Taylor, Chait, & Holland,

1991).



The effectiveness of an organization’s governing board impacts the overall organizational
performance (Carver & Mayhew, 1994; Chetial., 1993; Holland, 2002; Holland, Chait, &
Taylor, 1989; Holland & Jackson, 1998; Jagk & Holland, 1998; Kezar, 2006; McDonagh,
2006). For example, community college gaweg boards have the opportunity and
responsibility to establish therdction of the college throughe mission, vision, and values of
the organization as well as toseme the college is moving instrategic direction (Alfred, 1998;
Amey, Jessup-Anger, & Jessup-Anger, 2008yv€a& Mayhew, 1994; Davis, 2001). Governing
boards also determine high levelipms that impact the way ¢hboard operates, how the board
interacts with the CEO, and the processes used for connecting witakepolders (Carver &
Mayhew, 1994).

Holland et al. (1989) explordabard effectiveness by identifig dimensions related to
board effectiveness. Additional studies and satiplworks emerged from this empirical work
by examining board effectiveness of indepeanamlleges and other nonprofit organizations
(Chait et al., 1993; Chait, Holland, & Taylor, B9 aylor et al., 1991Kezar (2006) conducted
a study of board performance and effectivenesmibfic liberal arts colleges and universities
using the Holland et al. (1989)sudts along with studies of quorate board effectiveness. The
researcher’s review of thedrature found works related tioe board effectiveness of
independent, private colleges andliliberal arts colleges; however, studies related to board
effectiveness in public community college boandse absent from the literature. The current
study addresses thisgan the literature.

Board Effectiveness

The following definition of board effectiveness serves as a synthesis of definitions
provided in the works of sevéna@searchers and authors focuggsivork on the topic. This

definition served as th@d@indation for the current study:
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Board effectiveness occurs when a highly cohesive board is focused on fulfilling the
mission, vision, and goals of the college and gnguhose attributes are in line with the
needs of the communitiesrsed by the institution (Chait et al., 1993, 1996; Holland et

al., 1989; Holland & Jackson, 1998; Kezar, 2006; Smith, 2000).

Multiple studies and theoretical pieces have addressed and suggested that board
effectiveness is enhanced through board devetopmactivities and clearly defined expectations
of board member roles andsponsibilities (Amey et al., 2008 hait et al., 1993, 1996; Davis,
1997, 2001; Holland et al., 1989; Holland & Jsak, 1998; Ingram, 1997; Smith, 2000; Taylor
et al., 1991). Many of the authors cited here wem of an empirical study conducted on board
effectiveness in private, independent colleigethe late 1980s and ¢ 990s. Kezar (2006)
identified a gap in the literature relatedhe study of board effdgeness in public higher
education.

Community colleges comprise a substargedtor of higheraucation enroliment,
accounting for nearly half of undergraduate enrollment according to an AACC Fact Sheet
(2014), community colleges have a responsibibitgeliver quality educational programming for
students seeking to transferaaniversity or move directly into the workforce through
vocational training. Chait et al. (1993), Caraad Mayhew (1994), and Da&v{1997) agreed that
governing boards have significant influence on the success of their organizations through the
development and implementation of the cadfsgmission, vision, and values. Board members
impact organizational effectiveness by ekshiing a strategic dition and focusing the
college’s resources in support of priorities that further thameational mission. Studies have
focused on board effectiveness and how beéfiettiveness is demonstrated through

competencies (Chait et al993, 1996; Holland et al., 1989).



Board Responsibilities

Most public, lay person board members do not have a background in community college
leadership, administration, or governance, mashy do not have experience leading in other
types of educational environments, such as psbhool districts or univeity systems (Chait et
al., 1993; Davis, 2001; Holland & Jackson, 1998]Ible & Heelan, 2008; Taylor et al., 1991;
Taylor, Chait, & Holland, 1996). As a resultldfle prior experiencavith community college
governance and in the absence of effectiventaition and ongoing development programs,
individual board members are dily to promote personal interesiver the ideas of those who
elected or appointed them (Ghet al., 1993; Davis, 1997). Inaer to achieve success as a
governing board, one of the main responsibiliGesdividual board members is to understand
the culture of the organization and focus ol dhganization’s mission, vision, and goals (Chait
et al., 1993; Chait et al., 1996, Kezar, 2006).

Successful colleges are best served by endaggadl members with an interest in putting
the college and its educational mission f{3hait et al., 1996; Davis, 1997, 2001; Holland &
Jackson, 1998; Ingram, 1997; Kezar, 2006; Taylor et al., 1991). The effectiveness of a governing
board hinges upon each board member’s contributions and willingness to focus on the
organization as a whole (Chaitadt, 1993; Holland et al., 1989; yllar et al., 1991). When board
members focus on special interests, which may baea part of their original motivation in
serving, board effectiveness is diminished (Cebal.1993; Taylor edl., 1991). In order for
board members to understand thepgcof the community college they were elected or appointed
to serve, they need to be oriented to thgsion, vision, values, and cutle of their respective

institution and to the overarety role of community colleges limerican higher education in



general (Carver & Mayhew, 1994; Chait et 4B93, 1996; Cohen & Brawer, 2008; Holland et
al., 1989; Kezar, 2006; Taylor et al., 1991).

Carver and Mayhew (1994) promoteglalosophy of board members having the
responsibility of working collectively and cohesively togetfdmoughout the literature, the
importance of a cohesive, informed grougpoérd members and the connection to board
effectiveness was substantiated across mubipidies (Chait et 411993, 1996; Holland et al.,
1989; Kezar, 2006; Taylor et al., 1991). Omgpdevelopment has been shown to be an
important part of building aahesive team of board members and ensuring the governing board
fulfills its responsibilities. Wan board members are working from a consistent base of
knowledge and share a commonridation about community college issues in general and
specifically, they are better praed to serve their respective college (Carver & Mayhew, 1994;
Chait et al., 1993, 1996; Hollandadt, 1989; Kezar, 2006; Smith, 2000).

Board members are tasked with holding thelipighinterests in mind as they provide
policy development and direction to meet tleeds of local constituencies (Carver & Mayhew,
1994; Cohen & Brawer, 2008; Kezar, 2006). Wheard members assume responsibility for
their respective community college district, threged to be preparéd meet the governance
obligations of these comprehensive organizeti@Cohen & Brawer, 2008; Davis, 2001). Board
development, cohesiveness, and being well indarare but a few of the board effectiveness
attributes that will be expled further in the current study.

Board Competencies

Holland et al. (1989) conducted a grounded thetugy that resulted in the identification

of competencies differentiating effective bds from less effective boards. The level of

effectiveness of the participating boards was based on the perceptiomexdérnal group of



national experts invited to sleathe names of effective ancffective boards without sharing
which category the board was a part. The dataatmn and analysis ntleods of this study are
described in detail in Chapter Two.

From this study, Holland et al. (1989) idiéied competencies described in the six
dimensions of board effectiveness. The compeésnvere further refined in works by Chait et
al. (1993, 1996) and Taylor et al. (1991) andrapgesented in the sixrdensions of effective
board performance summarized as follows:

Contextual dimensiorefers to the board’s understamgliand ability tdake into account
the culture, norms, and valuekthe organization it governs.

Educational dimensiomeans the board takes the necessary steps to ensure that members
are well informed about the organization anel phofessionals workintpere, as well as the
board’s own roles, respohdities, and performance.

Interpersonal dimensiomcludes the board’s efforts tmrture the development of its
members as a group, attend to tharldts collective welfare, and $ter a sense of cohesiveness.
Analytical dimensionvas originally labeled the tellectual dimension but always
referred to the board’s recognition of the complesitand subtleties in th&sues it faces, and its
ability to draw on multiple perspectives to dissect complex problems and synthesize appropriate

responses.

Political dimensiormeans the board accepts as onigsgirimary responsibilities the
need to develop and maintain healtblationships among key constituencies.

Strategic dimensiodenotes the board’s ability to envision and shape the institution’s

direction and ensure a strategic approaches urs preparation for the organization’s future.



The competencies described in the six dinwrssof board effectiveness (Holland et al.,
1989) provided the framework frowhich the current study of boaedfectiveness in the public
community college evolved. The current studynwwv protocol was further influenced by the
works of the many pieces of literature reviewed on the topics of community colleges,
governance, and board effectiess described in Chapter Two.

Purpose of Study and Research Question

Prior research on board effectiveness $ecuprimarily on independent colleges, public
universities, and other nonproéitganizations versus public community colleges. However, the
purpose of the current study is to investigate board effectiveness in a public community college
environment through the lived exjmnces of board members.drder to understand the topic of
board effectiveness from a community collegespective, the research question guiding the
current study is: What are the lived expeces of public communitgollege board members
who have served at ledsto years as they relate to board effectiveness?

Significance of the Study

The leadership the board provides to an wizgtion by establishingolicies, setting the
mission and vision, hiring a president, and cating with the communityputs the college on a
path of success when the board operatestfkly (Carver & Mayhew, 1994; Chait et al., 1993,
1996; Holland et al., 1989; Kezar, 2006; Smith, 2000)that end, the current study examined
the lived experiences of public community coidgpard members who haserved at least two
years related to board effectiveness as eattitned. Prior studies have focused on private,
independent colleges, public universities, atiter nonprofit boards. The current study adds to
the body of research by addressing the gap inetbearch on board effectiveness related to

public community colleges.



Delimitations

Delimitations are factors that the researdies control over and describe what will be
and will not be part of the study (Roberts, 20T current study focused on the population of
public community college board members who baxved at least two years. This delimitation
was made because board members need tireano &nd understand their role. The researcher
perceived that two years of board services @wqubvide a basis from which participants would
have adequate related experienoesded in order to providesight into board member lived
experiences with regatd board effectiveness.

The research study was further delimibgdfocusing participant selection on current
board members of public community colleges in one western state. The primary reason for
focusing the project on this geographic area wagrével and time restricins of the researcher.

Limitations

Limitations exist in most studies and represbose facets that thes@archer has little or
no control (Roberts, 2010). The participants wesminated by their resptive CEO and/or self-
selected based on an interest in participatirntgenstudy. They also met the criteria of having
served at least two years on the governingdo@ limitation existedn that participant
responses were based on each participant’sumgarstanding and definition of what constitutes
board effectiveness.

Researcher’s Perspective

The researcher is a community college amsiiator serving as the vice president for
human resources at a public community coll&jee has worked at three public community
colleges over the past 25 years primarily inaheas of human resources and finance with some
experience in student services and instrucfidmoughout this experience, the researcher has

worked with a variety of boards.



The researcher’s perception is that the boaal/e demonstrated varying levels of board
effectiveness. Boards have been on both ends of a cohesive spectrum. Some boards worked well
together, seeming to enjoy working togetard managing to work through differences of
opinion on complex issues in a respectful manfAethe other end of the spectrum, boards had
members who, regardless of the issue, were in dppoo the rest of the board. One particular
board dynamic had two such board memberssiamed to have a goal of undermining the CEO
and other board members. This was demonstiatet participating iiscussions regarding
topics presented for board action and theimgato on the motion, leaving the board and CEO
wondering why. The lack of transparency and open communication by board members
negatively impacts the cohesiveness ofitbard and has an adverse impact on board
effectiveness.

Summary

Board members play an important rolesetting the mission and direction for a
community college. As they perform their goviemresponsibilities, board members need to
understand their responsibilities and ways inclwlihey can serve their community college
effectively. There is a gap in the literature lowkat board effectivenesf community college
boards. This chapter focused on providing a &@anrk of board effectiveness for the current

study, the research question, e significance of the study.



CHAPTER TWO: REVIEW OF LITERATURE

In order to more fully understand the scopehef current study, thresearcher reviewed
related literature with a focus on community college history and demographics, governance
approaches, and board effectiveness. While titeezon these topics is expansive, a focus has
been on those articles and studies that are ralestant to the research question: What are the
lived experiences of public community college board members who have served at least two
years as they relate to board effectiveness?

Community Colleges

Community colleges were founded upon piosophy of providing accessible and
affordable postsecondary education (Bricke&0ohen & Brawer, 2008; Haffron Bers, 1980;
Mellow & Heelan, 2008; Plinske & Packard, 2010) to the masses. Underlying the initiatives to
create two year collegevas a focus to serve as angné part of economic and cultural
development for the areas served. To achstakeholder expectatis, community colleges
must be governed and managed well (Amey.e2808; Carver & Mayhew, 1994; Chait et al.,
1993, 1996; Davis, 2001; Holland et,d989; Vaughan & Weisman, 1997a).

Community colleges came from the ieased need for accessible postsecondary
education as the country became more industrialized in the early 1900s (Cohen & Brawer, 2008;
Mellow & Heelan, 2008) and from the need to pdevhigh quality services in an efficient,
affordable manner (Bricker, 2008; Vaughan, 200d)etldunior College was the first public
community college (Cohen & Brawer, 2008; Mellow & Heelan, 2008). Founded in 1901, it was
created to allow students to remain closer to home but still gain dodagser education and
fulfill the requirements of the first two yearsa@baccalaureate degree. In some instances,

community colleges were also considered extessof secondary education, to relieve the
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burden on four-year college enrollment increaes to create vocatiohprograms for students
to learn a trade or some other formnadrkforce development (Cohen & Brawer, 2008).

Community colleges grew from one1801 to more than 1,100 in 2014, with a
significant increase occurring in the 1960s wtrennumber of colleges more than doubled
(Vaughan, 2006). There were 412 communiifeges in 1960 and 909 in 1970 (Vaughan,
2006), an increase of 121%. According toA#CC’s 2014 “Fast Facts,” there are now 1,132
community colleges in the United States. Ne&dlf of all undergradates attend community
colleges with more than 12 million students enrolled according to 2012 enroliment figures
(AACC, 2014). The average age of the commuaodlege student is 28 and 57% of enrolled
students are female (AAC014). Community colleges offer an affordable option for
postsecondary education, with tuition avémgdgb3,260 per year forublic, in district
community college as compared to in state tnifiba four year public college, which averages
$8,890 per year (AACC, 2014).

In addition to taking on the role in edticg the nation’s citizesy, community college
programs have evolved over time. Providing higiality transfer edeation and traditional
vocational certificates remains a core respalitsibhowever innovativegprograms have become
more prevalent in these flexible, responsivganizations (Duderstad?p00; Friedel, 2008). In
order to sustain this proactie@proach, colleges must be gowarefficiently and effectively
(Carver & Mayhew, 1994; Chaét al., 1993; Davis, 2001), whideads to a review of
governance in community colleges.

Governance

Governance is defined as “the structure amt@ss of decision making a college uses to
address internal and external issues” (&naeal., 2008, p. 5). Successful governance is

represented by consistency and cohesiveneassiking, following, and enforcing policies and
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processes in support of theganization’s mission (Carver & Maew, 1994; Chait et al., 1993;
1996).

Levin (2008) defined governance as a systémegulations and a pattern of behaviors
that lead the decision making process witliminstitution. Governance extends beyond the
internal processes of an organization to tlieoéntities with which the institution interacts,
such as other colleges, businesses, governagemicies, and the public (Levin, 2008). Research
also suggested that governance shapes andgmaoldrganization, refleng the institution’s
identity and values (Levin, 2008).

Miller and Miles (2008) defing governance as a processletision making within the
college and stated that legal authorityssially granted to the governing board by a
governmental entity. The authors further stateat, itha community college shared governance
among all constituencies, including the governing board, administration, and faculty, is a
valuable approach to successfully leadimg institution. By shared governance, Miller and
Miles (2008) encouraged a process of dathagang from impacted constituencies and a
consensus building approach to decision making.

The primary stakeholders for community colleges are the citizens of the communities
served by the college, and the communitieg@peesented in community college governance
through the selection of boantembers via election or appaiment (Potter & Phelan, 2008).
Community college governance is fashioned bycstme and process intded to control policy,
implement decisions, and allocate resources (Alfred, 2008; Amey et al., 2008; Carver &
Mayhew, 1994; Miller, 2002; Schuetz, 2008). A gaeg board’s primary responsibility is to

serve as a liaison between the college aaccttimmunity through thestablishment of the
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college mission and policies that ultimatelfleet the needs of the community (Carver &
Mayhew, 1994; Cohen & Brawer, 2008; Holland, 2002; Smith, 2000).

The following sections provide more detailtbé responsibilities and development of
governance. In addition, two primary models of governance are discussed. The first model is
based on an approval approach and the second madé&rred to apolicy governance, which
is used by many community colleges.

Responsibilities and Development

Community college governance is influencedrigrnal and external factors. Internal
forces include faculty and administration; exterioates include entities on the local, state,
federal, and global level (Smith, 2000). Additiogalhmey et al. (2008) ientified K-12 student
preparation, articulation agreements with otlieademic institutions, community needs, and
business and industry links as specific exampldsaafl, state, and federal factors that influence
community college governance. There are many fat¢h@t must be considered when serving in
a leadership role in a community college, rasglin the need for a robust orientation and
development program to bring and keep baaeinbers abreast of issues related to their
institutions (Davis, 2001). The need foreffive governance in tteommunity college is
important and requires thoughtful deliberationthie decision making process to influence
positive outcomes (Smith, 2000).

Amey et al. (2008) stated a team based @gogr to institutional governance increases the
quality and creativity of problem solving addcision making for community colleges. This
approach lends itself to consensus buildingiamdlvement from various stakeholders in the
decision making process, which is a hallmafkhared governance present on many college

campuses. There must be a partnership amongrgogeboards, administration, and the faculty
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to ensure the success of colleges and studeatss, 2001). Partnerships between colleges and
other service area entities atsuntribute to meeting the neeafsbusiness, industry, and local
government agencies (Amey et al., 2008).
Approval Model

Historically, boards have operated underadel similar to the K-12 system, which is
described as an approval modghis practice lent itself to bodumembers spending most of their
meeting time involved in considering many operadl and day-to-day administrative decisions
for approval, particularly th@sdealing with financial matte(€arver & Mayhew, 1994; Miller,
2002; Potter & Phelan, 2008).

Many two year colleges started departments within pubkchool districts resulting in
a governing practice similar the public schools districtsahoversaw them. After these
colleges transitioned from extensions of seconddrycation to community colleges, legislative
acts recognized them as sepagtsties, allowing communitgolleges to have their own
governing boards. Elected and appointed afficserving communitgolleges brought the
school district’s philosophy of governance witlem, which resulted in community colleges
continuing to mimic the public school approbalsed model of governance (Carver & Mayhew,
1994; Cohen & Brawer, 2008; Potter & Phelan, 2008; Schuetz, 2008). Community colleges have
moved away from the approval model of gover®aim favor of the policy governance model or
some combination of the two (Mellow & Heelan, 2008).
Policy Governance Model

The Association of Community Collegeustees (ACCT), a national trustee’s
organization, worked with theorists and researslin the 1980s and 1990s to develop a theory

of community college governance (Mellow &kElan, 2008). From the works of Potter (1979)
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and further developed by Carver and Mayl{@994), the model of policy governance was
introduced and promoted by ACCT. AccordiimgACCT (2005), community college boards
have implemented “some, if not all, elementshaf model into their governance culture” (p. 2).

The policy governance model challenged bsdcodintroduce more effective governance
principles that focused on addi meaningful leadership by way thie establishment of a clear
mission, creation of a vision, andtsgg strategic directions fahe college (Potter & Phelan,
2008). Policy governance involves the boamu®ing on the mission, vision, and outcomes or
ends of the organization and the means of achighmgnds, or goals of the college, are left to
the president, faculty, and stafftbie college (Carver & Mayhew, 1994).

Policy governance was built on the principle€@ating institutional goals and focusing
on the future as set bin mission, vision, and values thfe organization. Carver and Mayhew
(1994) postulated that the govergiboard is taskedith setting the direction for the college by
making decisions related to where the collegeb®, where anticipated funding resources will
come from, and what the demographics of theegallwill look like in the future. Administration
and staff are responsible for maaeg outcomes, and the boardésponsible for monitoring the
organization’s effectiveness in reachinggtals (Carver & Mayhewl994; Potter & Phelan,
2008).

Policy governance principles also require thtaldshment of policie that repesent the
priorities of the board and determine limitatiarsthe president’s actions (Alfred, 2008; Carver
& Mayhew, 1994). An example of items the board may reserve for itself are the buying and
selling of real estate andrimg of the presideniCarver & Mayhew, 1994). Governing authority

resides with the board as &ele, not with an individual bod member (Smith, 2000). Once a
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decision has been reached on an issue, tire @oard should commib support the decision
(Carver & Mayhew, 1994; Smith, 2000).

When operating under a policy governance rdtle only employee reporting to the
board is the president. Caneard Mayhew (1994) stated thatefifective board works issues and
initiatives through the sident and does not circumvent hesident by delegating tasks to
other college employees. Finalthe board’s highest priorityhsuld be on student learning and
student success; however, most boards find tHeesécusing at least half of their time on
issues involving finances (CarverMayhew, 1994; Potter & Phelan, 2008).

Board members should spend time focusing oriutuge of the college and helping it to
build the tools necessary for a successfulreu{@mith, 2000). Providing strong and strategic
policy based leadership will fiher the college’s mission, visi, and goals and ensure success
for the community and the students ser{#&ifred, 2008; Carver & Mayhew, 1994; Smith,
2000). The governing board retains the ultimatpaasibility in establishing the direction for
the community college, its ultimate respoiigin through policy development (Alfred, 2008;
Carver & Mayhew, 1994; Miller & Miles, 2008).

The synthesis of the literature relatedytivernance explored the connection between
community colleges’ mission and organipathl success and how governance influences
institutional effectiveness.@erning boards of public community colleges have significant
responsibilities related toelcollege fulfilling the needs of the communities served. The
governance approaches used have evolved ovey traving from an internal, management
based approval model to a more externalbug®d policy governance model that strives to
ensure the long term successh# college. The importance of gomance is further affected by

governing board effectiveness, which will be eéxpt in the next section of this chapter.
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Board Effectiveness

There are several studies tethto governance, board effectiveness, and organizational
success (Chait et al., 1993, 1996; Holland etl8B9; Kezar, 2006; Taylor et al., 1991). The
studies demonstrate that as governing boewdse together as a cohesive team, board
performance improves (Holland et al., 1989; Hot & Jackson, 1998; Kez&006; Taylor et
al., 1991).

Board Effectiveness in hdependent, Private Colleges

In their study conducted on board effeeness, Holland et al. (1989) identified
competencies to strive for as described witiindimensions of boarefffectiveness. Using both
a deductive approach to examine board effects®hterature and an indiive analysis of the
experiences of board members of independenatercolleges, the researchers used a grounded
theory study to guide them in establisipiparameters of board effectiveness.

The study involved a thorough review of literatarel a series of interviews with board
chairs, board members, and pdests from 10 independent, paike colleges (Holland et al.,
1989). The research team asked a group of nheaparts to select colleges with a perceived
reputation of effectiveness oreffiectiveness related to boardfoemance. The research team
received the names of the colleges but they weténformed as to whether the boards fit into
the effective or ineffective categy by the national experts.

The research team employed a critical incidechnique to guidthe interview process
with multiple participants from each college. dagh a series of interviews, the results of the
mini case studies served to describe the six dsnoas of board effectiveness (Holland et al.,
1989). Researchers reviewed sanpts of interviews independty and then exchanged them,
adding credibility to the research through dtvinvestigator review method. Using a grounded

theory approach in the initiphase of the study on board etfeeness in independent, private
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colleges, Holland et al. (1989), inductively arzad interview data, coding for themes and
categories demonstrating effectiveness competenthe team then assimilated results between
raters and compared findings. They also reviexgéated literature throunga deductive process,
ultimately resulting in the establishment of the six dimensions of board effectiveness shown in
Table 1.

Table 1
Dimensions of Board Effectiveness

Six Dimensions of Board Effectiveness

Contextual Educational
Interpersonal Analytical
Political Strategic

These findings were validateding quantitative methods pghase two of the study and
then compared to the initial group of national exgédidt of effective vesus ineffective boards.
The researchers went on to compare the outcomes with the core performance indicators,
including financial reserves, net student revenuestitutional wealth, and academic emphasis
(Holland et al., 1989). The data from this stuglre further reviewed and used in studies
conducted by Chait et al. (1991%996) and Taylor et al. (1991).

Board Effectiveness in Public Higher Education

An additional study on board effectivenegss conducted by Kezar (2006), focusing on
public higher education boards and their perforceaais compared to other types of boards. In
preparation for her study, Kezar based the fie@ecksearch into public higher education boards
on the gap identified in the existing literaturtated to board effecteness and prior studies

focused on private colleges, nonprofits, and catmboards. Public ¢fher education boards
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offer a different dynamic that must be consatewhen evaluating effectiveness based on the
political nature of elections or appointments.

Kezar (2006) framed her study with twoeasch questions focused on the elements of
high performance/effectiveness among pubigher education boards and compared the
performance of governing boards in public highdwaation with the effétzeness of boards in
private colleges, nonprofit organizations, andpooations. The study was informed by a review
of the work Holland et al. (1989) and Caragrd Mayhew (1994). Adtional literature and
resources from the corporatedanonprofit domain were alsoviewed by Kezar (2006) because
of the limitations found related to the topic of baffectiveness in higdr education. As Kezar
(2006) began her research, sheniified three factors thatfatt board performance. These
included “(a) effectiveness careful execution of certain processes according to a set of
principles; (b) effectiveness is meeting@ecific outcome; and, (c) effectiveness is a
combination of following a set of process prples and achieving specific outcomes” (p. 971).

Using a phenomenological approach, Kezar §20@@volved a researdeam of three to
conduct elite interviews with 13dentified experts. The parti@pts were individuals who had
served on multiple higher education boards, bearssultants, and national higher education
board association leaders. An elite interviewrapch was selected because “these interviews
tend to be more open-ended ...tkat the interviewee can strabkgir definition of, structure,
and relevant data related to a situatign”978). The interviews were focused on assessing
perspectives of experts wiém in-depth knowledge of boapgrformance and ideas on how to
improve board performance.

Based on the size of Kezar’'s (2006) sargnd the geographic distribution of

participants, phone interviews were conducted. Thialifindings from the elite interviews were
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reviewed by focus groups made up of presiddéadard members, and statfficials that were

not part of the initial group inteiewed “to see if the results @sated with their experience as a
member check on the results” (p. 980). A theeneoding process using both deductive and
inductive methods was conducted by the resear@imilar to the Holland et al. (1989)
approach, deductive coding came frameview of related litetare on the topics of board
performance and effectiveneasid inductive coding techniques neaised to review interview
transcripts and focus group results. The codes therecompared to identify emergent themes
as well as any additional themes atready found irthe literature.

Kezar (2006) specified six elements ajlinperforming boards, including leadership,
culture, education, externgdlations, relationships, and struet. They are described as being
“related and interactivegreating a holistic, process modieiscribed as critical within the
literature on board performance” (p. 983). The six elements are described as follows:

Leadershipnvolves focusing on a common vision and purpose, a multiyear agenda,
asking tough questions, and the tebahair and CEO leadership.

Cultureincludes nurturing desireglialities and building a pfessional, nonpartisan
culture.

Educationrefers to board orientation, onggieducation, edutianal opportunities
outside of board meetings, strong data suppon fooard staff, and education evolving out of
the evaluation processes.

External relationsncludes coordinating ith legislature and goveor’s strategic plans,
joint goal setting, sophisticated communicatiohigkes across layersf governance, access to

the governor or important state officials, and stgyn the agenda even as governor’s turn over.
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Relationshipsefer to the CEO and board cha@ommunication from the CEO to each
board member, board members engage univasitgtituents, and board meetings include a
social aspect.

Structureinvolves clarifying the role of the board, developing ad hoc committees, board
chair rotation, ongoing evaluation, and leading as a collective.

Kezar's (2006) six elementsdresome similarities to those identified in the Holland et al.
(1989) six dimensions of board effectivend&sth focus on the importance of board education
in acquainting board members witbt only the organization’s culte and mission but also with
board policies and processes. The significandeafd members buildinglationships with one
another and working together as a team arerafs@sented in the findings of both studies. The
findings from both the Holland al. (1989) and Kezar (2006) studies on board effectiveness and
improving board performance provide valuable information, and informed the current study on
board effectiveness in the public community college.

Summary

A literature review of community collegegovernance, and board effectiveness disclosed
a gap related to research specit board effectiveness in public community colleges. The issues
of governance in the community college are inguairto the success of community colleges in
fulfilling their mission, vision, and goals (Can& Mayhew, 1994). Governing boards influence
the direction of the institution and provide a comdor the community to participate in shaping
the organization intended to fulfill the needstsfcitizens (Carver & Mayhew, 1994; Chait et
al., 1993, 1996; Holland et al., 1989; Smith, 20@0ey et al. (2008), Carver and Mayhew
(1994), and Smith (2000) postulated that thecesponsibility of a governing board is
supporting an organizational migsithat reflects the needs of the community served by the

community college.
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Additional literature synthesed in this study related the approval governance model
and the policy governance model. Many collelggge moved to policy governance as is
supported by ACCT and AACC (Mellow & He@la2008). With this approach to community
college governance, board members focus onregspolicies support the mission and vision of
the organization (Carver & Mayhe 1994) versus an approvabdel that promotes board
members to get more involved in day-to-day operations.

Finally, a review of literature related to boaffiectiveness in higher education resulted
in a focus on two important studies. The Hollaa@l. (1989) study described six dimensions of
board effectiveness and focused on independamnt-year colleges. The Kezar (2006) study

described six elements of high performing boards focused on public, four-year universities.
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CHAPTER THREEMETHODOLOGY

This chapter describes the methodology useskplore the lived experiences of
community college board members as they retatward effectiveness and answer the research
guestion that guided this study: What arelithed experiences of public community college
board members who have served at least two wsdtsey relate to board effectiveness? The
interview protocol was designed using the smelnsions of board effectiveness created through
the studies of Chait et al. (1993, 1996), Hollabdl. (1989), Jackson and Holland (1998), and
Taylor et al. (1991).

The chapter begins with information aboig tesearch design ratiale and participants
followed by a detailed description of the datdemiion and analysis processes employed in the
study. The final section of the chapter dsses the strategies used to demonstrate
trustworthiness ttoughout the study.

Research Design and Rationale

A research method provide®asis of inquiry to resportd a research question. The
research question informs the selection of the research method by differentiating between the
design, analysis, and instruments needed tgleeln the researchemé@answer the research
guestion (Roberts, 2010).

A qualitative paradigm was used for tetsidy because qualitative research is
characterized by an interest in finding megnn the complex personal experiences of
individuals who have a similar framework framhich to express those experiences (Merriam,
2009). Further, qualitative reseatislconducted in a setting comfdsta for the participant, with
the researcher serving #e primary research instrumentéSwell, 2013). Mce specifically,

the qualitative research approamtinterpretative Phenomermgjical Analysis (IPA) was used
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for this study because the purpose of the prejestto gain a deep understanding of the lived
experiences of community college board memifeessonal interviews iih study participants
served as a sound basis from which to conduct the interpretative anabaisated with the
phenomena (Creswell, 2013).

Interpretative Phenomenological Analysis

As a research methodology, InterpretativerRimenological Analysis (IPA) is aimed at
understanding how an individual makes seokexperiences (Smith & Osborn, 2008).
Phenomenological studies are based on a “deteXanchination of the participant’s life world”
(Smith & Osborn, 2008, p. 53) and is a core component of IPA; however IPA also incorporates
the researcher as an active pgoaat in the study. As partiapts reflect and interpret their
experiences and share those experiences,sbargher is interpreting the participant’s
interpretation of their experiences.

IPA was the research design method used for this study based on the desire to understand
the lived experiences of public community coidgpard members who had served at least two
years related to board effectiveness. IP&haracterized by “understding how experiential
phenomena have been understood from the phatipeople” (Smith, Flowers, & Larkin, 2009,
p. 29) and by examining the lived experien€each participant (Creswell, 2013; Merriam,
2009; Roberts, 2010). IPA was appropriatetiiis study because this approach focused on
making sense of the lived experiences ofrdaaembers and their perceptions of board
effectiveness.

Participants
According to Smith et al. (2009), Smiind Osborn (2008), and Creswell (2013), the

selection of individuals foa phenomenological study is bestved by focusing on a group of
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participants who have shared experiences.éfbes, a purposive sampling approach was used
for this study. This type of sampling contributedhe researcher’s ability to focus participant
selection on populations thatre knowledgeable about community college’s board
effectiveness (Creswell, 2013). As suggeste&imyth et al. (2009), it was important for the
participants to share detailedsdeptions of their lived expernces of the phenomenon in order
to collect a rich set of data for IPA.

The targeted population for participationsygublic community college governing board
members from a western statdtifl invitations were sent via electronic mail to board members
via the chief executive officers (CEO) of each pubbonmunity college district in the state. The
invitation (Appendix A) descrilmethe study and invited board members to participate in the
study. Follow up invitations were sent to seledtedrd members who had served at least two
years.

A total of eight board members responded or were recommended by each respective
district's CEO to participate ithe study. From the eight boarcembers identified as potential
participants, only seven were daaie for in-person interviewsuring the dataollection period.
Three male and four female participants magéhe final participarpopulation sample. The
participants represented fidi#ferent community college distts with no more than two
participants from any one district.

Once the study sample was identifiadditional electronic mail messages and phone
calls were used to schedule the interviewsraadage logistics. Interview times and locations
were established at the comience of the participant.

Participants were assigned pseudonynmamtain anonymity. Table 2 illustrates the

participant demographics, including pseudonynmdge, years of board service, institution
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location, prior community college work experoen and whether or not the participant had
attended a community college.

Table 2
Participant Demographics

Years of Prior Community Attended
Board Institution College Work Community College
Pseudonym Gender Service Location Experience as a Student
Lisa F 2 Urban Yes — Full-time Yes
Stan M 4 Urban Yes — Part-time No
Paul M 10 Rural No Yes
Cora F 32 Rural No No
Sara F 17 Rural No No
Seth M 16 Urban Yes — Part-time Yes
Mary F 10 Rural Yes — Full-time No

Data Collection

Smith et al. (2009) describélge qualitative reseel interview as “a conversation with a
purpose” (p. 57) that requires the researché&ake a flexible approach during the interview
(Smith & Osborn, 2008). Phenomenology and Ehtourage a semi structured interview
approach that allows the researcher to estathisigeneral structure tuide the dialogue with
the participant (Creswell, 2013; Merriam, 20@nith et al., 2009; Smith & Osborn, 2008).
Interview Process

The semi structured interview proto¢dppendix B) began with a couple of general
grounding questions intended to contribute to a, saimfortable environment. The participants
were asked to “recount a fairly descriptiveseple or experience” (Smith et al., 2009, p. 59)
related a memorable time as a board membeer8ypuraging participants reflect and respond

in a thoughtful, expansive way abdbeir personal experiencestl¢ beginning of the interview,
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they were more likely to be comfortable in shgrricher details throughm the interview (Smith
et al., 2009). The remainder oktlquestions in the protocol sedras prompts related to the
attributes of board effectivenestentified from the literature.

The face-to-face interviews were scheduedr a three-week period at times and
locations convenient for the participants. Thetwiew protocol (Appendix B) and consent form
(Appendix C) were sent approximately a weekdvance of each interview. The researcher also
reached out to each participant a day befagartterview via electrogimail to confirm the
interview details.

Interviews were scheduled for 90 minutes wita interviews lasting an average of 60
minutes. They were digitally recorded with pession of the participanin preparation of each
interview, the researcher rewed information about eachrpeipant at their respective
college’s web site and trustee association memlgevatb sites in an effort to have a framework
from which to build a rapport. This foundari information providethe researcher an
opportunity to connect with the gizipant on issues relevant tileem early in the interview
process and contributed to dapeed, comfortable environment.

The interview began with a brief introductitmensure each pasipant was provided
with the same information. The introduction pees included completion of the consent form by
each participant and confirmation regarding thetdigecording of the interview. The researcher
also advised that this was a corsation and that the gacipant would be erauraged to lead the
dialogue, with the researcheiimparily listening. The researchdid ask probing questions such
as “tell me more about that?” or “what do yoean by ...?” to delve deeper into a topic or
follow up on comments made by the participaat tiequired claritjor understanding or

additional exploration.

27



While the intent was for thaterview protocol to guidéhe participant through topics
related to answering the reseaqtlestion, it was the participésmown lived experiences that
determined the interview flow and ultimate outes (Smith et al., 2009 .articipants directed
the dialogue with their own responses and anssverultiple questions without the researcher
interjecting the actual questionnmany instances. Open ended dioes served as the structure
of the interview. By using open ended quassi, participants werencouraged to share
meaningful insight into theiived experiences (Smith et 22009) associated with board
effectiveness in the community college.

Although the researcher sedras the primary instrumein this IPA study, the
participants led the conversations and the reseamas an active, engaged listener (Smith et al.,
2009). Smith and Osborn (2008) posited semi stradtunterviews offer the IPA researcher an
opportunity to “produce richer d&t(p. 59), allowing the researcherbecome suspended in the
participant’s world and their lad experiences (Smith et #009). The researcher also took
notes and managed the time for the interviewsto not over buraethe study participant
beyond the agreed timeline for the interview {Bret al., 2009). A hand written thank you note
was sent to each participantappreciation of their participian in the interview process.

IPA requires interviews to be transcribeerbatim (Smith et al., 2009). This was
achieved using a professional tramystton service. Once the transcribed interviews were deemed
clean and the researcher was confident mpeting the coding and memoing consistently
across transcripts, data analyseggan. The digital interview fiéeand original consent forms are
on file with the principal investigator and will bbetained for three years before being destroyed.

Data Analysis Process

Data analysis is a core component agleing successful qualitative research outcomes

and involves a process of taking a rich dataoséved experiences and reducing it inductively
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by condensing the data thematically (Boyatz@98; Miles & Huberman, 1994; Smith et al.,
2009). Smith and Osborn (2008) promoted an idipgic data analysigpproach of reviewing
one transcript in detail before moving on te tkext in an inductive process to understand the
meaning of each participanexperience (Simon, 2011). As one transcript is completed, the
interpretations from one transcript may influence the interpretatianather, requiring
additional reviews across all cag€reswell, 2013; Smith et.aR009), resulting in transcripts
being read and re-read. The researcher wasngeeimmonalities amongarticipants, but not
losing sight of individual expeences that may diverge from others (Simon & Goes, 2011).
Establishing Subthemes, Emergent Themes, and Superordinate Themes

With this framework in mind, the reseaectbegan exploring ¢ghparticipants’ lived
experiences represented in interview transeripor purposes of thigudy, the researcher
applied an iterative, inductivaethod of analysis, to reviewatrscripts. The process involved
reading and re-reading 204 pagésranscribed interviews to become immersed in the lived
experiences of each participant and to iderdifnificant words and phrases. The transcripts
were also reviewed while listarg to 419 minutes of recordedenviews to further immerse the
researcher in the data. Initial noting of impaktiontent within the transcripts was completed by
highlighting significant words and pdses of each transcript andkimey notations related to the
researcher’s interpretations.

The transcripts were then uploaded iIRAXQDA 11, an electronic data analysis
program. The transcripts were examined ingiéware independent of the manually reviewed
documents. The use of a software tool alléevgdata to be organized and analyzed in a
convenient and efficient manner (Lu & Shulman, 2008). While performing the transcript analysis

with the software, the researcher establishedding structure related to the meaningful
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segments of text identified in the iterativegess. A total of 28 subthemes were developed
during this stage of analysisigure 1 shows the supmedinate themes, emergent themes, and

subthemes, along with a cross case revieth@participants that addressed a particular

subtheme.

Cross Case Analysis
Super Ordinate Th Emergent Tl Subth 508 2| 8|5(5(8
Super e Theme mergent Theme Subtheme S8 88|23 |2
Board Development XX | X|X[X|X|X
: Board dynamics X | X | X X X

Board Education : :

Personal Development and Board Member Orientation XXX X|X|X|X
Engagement Understanding the Boards Role X | X XX | XX
Motivation for Serving Tl B XX XX XX
" Prior experience with college X X| X X X%
Board Member Relationships X X|X|X[X[X

Daversity of Experience X|X
Board as a Team Ethics and Integrity X X|IX|X|X

Board Engagement :
Working as a team X X | X | X| X X
Time Commitment b5 X|X
CEO/Board Team CEOQ Board Relationship XXX X[X[X[|X
Data based decision making or | % % [
evidence based
Board Function Planning X|X|X|X[X|X|X
Resources and Funding Challenges X[ X[ XX
: Processes and Procedures X| X X|X[X|X
Board Policy : :
) ; 3 Policy Govemance X XX | X[ X|X[X
College Commitment and -
‘IE bt Access X XX
A1 7 : .
£ag College Directionand Masston | X | X [ X | X | X[ X[ X
Common Goal X X X|X[X
Collese Mission Do What 15 Besi; for the Students X < x|x|x|x
= and College

Mamtain Big Picture Perspective | X | X | X (X | X | X[ X
Move the college forward X X|X|X[X|X

Student Success and Completion | X | X [ X | X[ X ([ X

Community s
i Community Linkages X X X|X|X|X[X
Connections : =

Community Engagement Elections X XX | X X
Politics Lobbying X X | X\ X[X[X|X
Political Pressures X | X X[X|X([X

Figure 1Themes and Cross Case Review
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The researcher then compared the papascript highlightingand notations to the
online coding for each participant. Consigte was found between the highlighted paper
transcripts and the online coded text segments. The transcripts were reviewed multiple times.
Transcript review included resud), memoing, and assigning segments to coded subthemes. The
subthemes were clustered into@ibroad categories or emengéhemes (Boyatzis, 1998; Smith
et al., 2009). The resulting emengéhemes that captured the ewseof the data (Smith et al.,
2009) were: board education, motivation for sggyboard as a team, CEO/board team, board
function, board policy, college missiccgmmunity connections, and politics.

The emergent themes were then categorizedaur “larger units ohbstraction to make
sense of the data” (Creswell, 2013, p. 18@ating four superdinate themes. The
superordinate themes of personal develofraed engagement, board engagement, college
commitment and engagement, and community engagement, were identified by looking at
patterns among the emergent themes across\ah interviews (Smith et al., 2009).

Trustworthiness

Trustworthiness is criticah a qualitative study as reseh findings are intended to
inform practice or improve processes (Mami, 2009). Qualitative research has strength in
internal validity according tMerriam (2009), based on the useéhafman beings as the primary
instrument of data collection and analysis andésearcher’s interpretafis of reality are based
on the participant’'s own experiences. Severateggias contribute to éhtrustworthiness of a
study and demonstrate rigor (Mieam, 2009), including the use afresearch methodology that is
recognized in qualitative inquignd by using successful datllection and analysis methods
that have been employedsmnilar studies (Shenton, 2004).

The trustworthiness of thgualitative study required obteng a good set of data through

the use of strong interview skills. As a higheueation human resources professional with more
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than 25 years of experience, the researghelread her proficiency in conducting employment
interviews and employee relations investigation interviews to the participant interview process.
By incorporating these skills with the guidance of Merriam (2009), Smith et al. (2009), and
Creswell (2013) on successful intewing technigues, the researchexs able to obtain detailed
accounts of the participants’ lideexperiences as public community college board members.

In preparation for the interviews, thesearcher gained an understanding of the
professional backgrounds of each particighrugh the review of materials found on the
respective college web sites. This foundation provided the researéfamework from which to
communicate with the participants during eadkmview and to also wterstand some of the
contexts from which the participants we@ming. Throughout the interview process, the
researcher used a flexible style of addregsopics that requireshore thorough vetting,
contributing to the credibility of the data collect process. Other strgfies used to interpose
trustworthiness were triangulation and member checks.

During the current study, it was important foe tiesearcher not toflnence responses of
participants with anecdotal comments relatedegonown experiences with board members. In
addition, the researcher strivedft@us on the lived experiences of the study participants and the
perceptions of board efttiveness as seen through the participants’ lens.

Triangulation

Lincoln and Guba (1986) eograged researchers to coltaate with professionals
familiar with qualitative inquiry throughout the datallection and analysis process to alleviate
the potential of becoming too focused on flawssluanptions or failing to take time to conduct a

deeper exploration into relevant data. Tis #nd, the researcher met regularly with her
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committee advisor throughout the data collectionamalysis processes to ensure the approaches
being used were consistemith IPA strategies.

Triangulation was also achieved by wiok with two peer researchers who had
conducted IPA studies of their own. The researdhared one transcript with the peer
researchers, along with the grof proposal outline. The colleagues were asked to review the
transcript marking significant words and phraséhin their own time constraints. One of the
colleagues approached this review from a Seiithl. (2009) descriptivand linguistic analysis
process, highlighting desctipe comments and language usageng with adding comments
and notations about the highlighted segmerite. second colleague completed the review by
connecting her own highlighted segments ®riélated dimensions of board effectiveness
(Holland et al. 1989). Once the researcherdiad reviewed, highligled significant phrasing,
and completed memoing of the transcript being used for triangulatidhresl transcripts were
displayed side by side to compdor consistency. This procegvealed very similar outcomes,
with the majority of segments highlighted acraighree transcripts. This process provided the
researcher with confidence that her revieacpss was identifying significant segments in the
transcripts relevant to the study.

Member Checks

Credibility of a qualitative study is alsordenstrated through member checks (Merriam,
2009). For this study, member checks included agkamticipants to reviewnterview transcripts
for completeness and accuracy prior to data aisalgd the seven participants, four responded to
the initial transcript review with only minor chges, primarily related tthe spelling of names.

In addition, the participants wenavited to reviewa narrative descriptioof their respective

interviews and a table of theitial subthemes (Lincoln &uba, 1986; Merriam, 2009; Miles &
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Huberman, 1994; Shenton, 2004). Three of therseesponded to the second invitation for
review. The responses were very positive in nature, suggesting that the researcher could have
some level of confidence with the data aniglgsocess. One participant responded, “Wendy —
one word: WOW!!! This is super-duper work. This is important work for all trustees at all levels
of experience. | have no other comments —kasp going!!” Another pdicipant responded, “I
thought you captured it well.” The member chectstributed to the study’s trustworthiness
(Merriam, 2009; Shenton, 2004) by verifying datasistency and completeness with the
transcript review and support fire initial subthemes identified.

Summary

This chapter described the researchnoés employed for this qualitative, IPA study
related to the lived experiences of public comityucollege board members as they relate to
board effectiveness. The studolved interviews of seven giipants from five different
community colleges in one western state. Inemtranscripts were reviewed multiple times
both in hard copy and in aneekronic data analysis prognaSignificant segments of the
transcripts were coded into subthemes and treuBthemes were clustered into nine emergent
themes and the further synthesized into four supgeate themes through an inductive process.

The study employed various strategies to engusgworthiness, including using IPA, an
accepted approach of qualitative research thegppsopriate to the rearch design and question.
In addition, the researchased triangulation and membereck methods to promote credibility
and ensure a sound study from which the praci@a@mmunity college governing board can be

advanced.
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CHAPTER FOUR: FINDINGS

This chapter provides a description of thedgtparticipants and the findings that address
the research question: What are the livgaegiences of public community college board
members who have served at least two yeatisegsrelate to board effectiveness? This is
followed by an explanation of the superordinatel emergent themes that evolved during the
data analysis process useddspond to the search question.

Participants

There were seven participants in this stddyr women and three men. The participants
represented five different celjes from both urban and rurahmmunity college districts in a
western state. Four of the participants werginally elected to the board with the remaining
three having been appointed to complete a vadated Participants hagkrved their respective
boards for between 2 and 32 years. Four had exiperience with the college as either a full-
time or part-time employee and é¢erof the participants had takelasses from the college. Two
participants had received degrees from the gelfer which they were a board member. A brief
description of each participant follows iretbrder in which interviews were conducted.

Lisa

Lisa had prior experience as a studentasdn employee in adidin to serving as a
board member, all for the same community caleghe received an associate’s degree that
catapulted her on to achieve advanced degreka anccessful career in higher education. Lisa
was motivated to seek election to the govertiogrd because of her passion for ensuring the
educational opportunitiesettollege provided for her continue to exist for her children and her

children’s children.
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Stan

Stan did not have prior expence with the college as aident or employee but viewed
serving as a board member as important to the communities served by the college. He saw the
community college as creating affordable, asitéds higher education f@a large number of
students. Stan was also motivated to seek elewitre board as a way to give back and to bring
about more focus on career and techrechication, for which he has a passion.
Paul

Prior experience as a studamd a long history of familgonnections to the college
influenced Paul to seek appointment to the governing board when a vacant position came open.
He is passionate about the mission of the coleegkthe impact it has on rural communities
within his district. He had rece?d a degree from the college before continuing his education at a
university.
Cora

Cora was familiar with the college as a membf the community and knew the value of
education to the citizens whehe ran for election to the lrdamore than 30 years ago.
Consistent with other participts views of the value of the college in the community, Cora felt
that the college was really important to the rpeats of the districthe college served in
providing access to higher education.
Sara

Sara was first appointed to the boardy&@rs ago when a vacancy occurred mid-term
and intended to only finish out the remaining two years of that term but she became “hooked.”
She has continued to seek re-election becstlseecognizes the value the college has in the

community by providing educational opportunities.
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Seth

Seth was interested in seeking electiotheboard 16 years ago because of his long time
interest in education, his desieemake a contribution to ttemmunity, and his view of the
value-added impact that education has orett@omy. Seth had limited prior experience with
the college, having taken a few classes attiiege while working omis undergraduate degree
at a nearby university.
Mary

Mary had prior experience as an employee of the college before becoming a board
member 10 years ago. She was appointed afiether board membegsigned mid-term and
was interested in serving d¢ime governing board to makeddference in how the college
operated. Mary originally came on the board thinlshg would be able tix all those things”
she had found challenging as an employee.

Superordinate and Emergent Themes

Four superordinate themes and nine emdrtpeemes were identified during the data
analysis processes that address the reseaestigu What are the lived experiences of public
community college board members who have seatdeiast two years as it relates to board
effectiveness?

The four superordinate themes arespeal development and engagement, board
engagement, college commitment and engagement, and community engagement. Each
superordinate theme was developed from emergent themes, including board education,
motivation for serving, board as a team, CEO/board team, board function, board policy, college
mission, community connections, and politics. Amgrical representatiaf the superordinate

and emergent themes is show in Figure 2.
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Figure 2. Superordinate and emergent themes

Personal Development and Engagement

The first superordinate theme to be ddsaxtiis personal development and engagement
The emergent themes included under thjgesordinate theme ab®ard education and
motivation for serving.
The study participants did not claim toseeknown everything there was to know about
being a board member when they were appoiotedlected or even after serving for several
years in some cases. Each participant talkedtdbewneed to learn what being a board member

is all about and to continubis development process throughout their time on the board. Many
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also discussed the necessity of taking the tiuBao seek out development opportunities and not
expect to just show up at meetings. The rfeethoard education throught their experience as
board members was a prevalent theme fdo@drd members and most talked about the
importance of moving beyond any personal agendeasihy have initially motivated them to
serve as being important in hgieffective as a board member.

Board Education

For the participants, board education gedl around the subthemes of board member
orientation, ongoing board member professionakttieoment, and managing the motivations for
serving as a board member. Each of thesasanad commonalities among participants and a
few diverging thoughts and experiences as wMdliparticipants had periences with ACCT
trainings and additional development throughrdaretreats and study or work sessions.
Participants had different expences with orientation to thelecof being a board member, and
most indicated that the bahorientation process had evetl over time and had become
somewhat more intentional and formal in recent years.

Lisa indicated she did not receive any orieiorabr training when she became a board
member two years ago. She initiated her oduncation by seeking out bal policies and bylaws
from another board member, only to find outdadecuments that had not been reviewed or
revised in over 10 years.

[When] | came on as a board member, was | trained? Absolutely zero. | had asked

[another board member] for the bylaws book and any manuals, and he gave me

something from 1999. The bylaws have ne¢ changed or looked at. Many of the

college policies have not been looked at] they had not been trained. The only thing
that [the former CEO] wodldo is to take [the boarth AACC when it was lobbying
time to go see the legislators. He nelvad a board training, he never had any

professional development about what it’s likebe an effective board member, because
he didn’t want to have a boatidat was an effective board.
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Lisa’s college was experiencing challenging times with changes in leadership,
community complaints about the college’s dir@at and concerns frothe accreditor related to
governance. The college was being led by an mt&€@EO when Lisa starte so she participated
in the search process to replace the CEOreswaboard member. Lisa had come from higher
education administration and knéfat training and professiondévelopment activities were
important. She began working with other board members to update policies and implement a
more formal orientation process for futurawigoard members. Lisa also attended ACCT
trainings, including the governance board instiautd leadership institute for board chairs.

Lisa’s board attended a governance institutstadent success (GISS) recently and she found it
to be “a pinnacle turning point for [her] boarékaving her feeling optimistic for the future.

The hardest thing for me is to learn to beséfective board member because | had been a

college administrator. | know what thalilse. | know that boundary. But learning the
boundary of an effective board membérRat’'s a whole different ball of wax.

The college’s board orientation has bec@msore formal activity and includes meetings
with the CEO and each board member, as wellittsasllege leadershipnal tours of facilities.
Lisa said that the newest board member wasaeoected with a mentor from the board as part
of the orientation process. The entire procekes several months depending on the new board
member’s schedule, but Lisa feél helps the new board memberearn about the college, the
initiatives, and the culture olie different college locations.

He has a mentor and he had campus oriemstnd center orientans, since we have

six campuses and several learning centers whefgave adult basic ed. And he went to,
to my knowledge, | think he just completidand it was several months of meetings.

Stan came to the board five years ago Witthe understanding gbolicy governance but
has become a “disciple because it works.” Sthoard does not have formal orientation but they
rely on the CEO and other board members saxhaew board members on how the board works

and the board’s role.
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You know [orientation is] extremely importaniVe rely on our CEO to get the job done.
And it really requires a laif communications between lrdanembers and the CEO to
keep things above board so there's notcqumestion about where each of the members and
CEO are. Do we have everything we needat$hup to each individual board member to
know what their requirements are for theirgmnal needs to make sure that we're
monitoring appropriately and effectively. @mew board members don't know what they
don't know. And that's something that we wotk as board leaders.he present board
chair right now is a new member, too. \Be're trying to make sure that everybody
understands what is availableus and the role that we playthat monitoring process.

From Stan’s perspective, boarémbers are elected officialad need to take initiative
to learn about being an effective board memBecause they are elected, Stan does not feel
there can be required education. He saids ‘Uip to the board member, of course. They're
elected. We have very little control@wvhat they would do and don’t do.”

Board members are provided with bookspoticy governance and they have committees
that review board policies. Stamd other board members frons kebllege have participated in
ACCT education sessions, including nationad aegional conferences and workshops. He also
said he strives to make every meeting educational and ensuring everyone is informed and
engaged. He said, “I think we do a pretty godalgb making sure thahey’re aware of the
issues and what they should be involved in.”

Paul has been on the board for 10 years andeaygties the board education he receives
through board meetings, work sessions, and boarhtstrHe said they did not have much of an
orientation when he became a board membefdals the college idoing better by providing
some orientation to higher education acronyimermation about the college’s organizational
structure, mission, andrategic initiatives.

Well, that’'s one of the things that we probabhould have done dtle better because we

didn’t have much orientation when | firshme on. It was kind of OJT, on the job

[training]. But I think youknow, after you're there longheugh, eventually, you pick it

up. And | think we’ve talked about that, and’'s@egoing to try to givea little better job

of orientation because, likeshid, they come up with aif these acronyms. And | don’t
even know what they’re talking aboutC&ET’s and ADGB'’s. | had no clue what they
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were. So | think we need to work on thahihk [board member] did little better, and |
think we’ll do better, you know, if we get the new board member.

The board also moves board meetings ardbedlistrict, providing all of the board
members with more of an understanding about the communities served by the college. The
ACCT leadership institute and GISS were some efatiditional activities Paul participated in as
a board member. He indicated he felt good aludngre the college was relation to other
colleges attending the sessions. $haly sessions and executivesiens also provide the board
with information needed to sex\effectively. He said, “We alwa do [a study session] for the
budget. And then if we have to come up watmething like that, you know, any legal problems
or anything, we do [an executive session].”

WhenCora started as a board member 32 yegs the CEO met with her and gave her
a few books of policies mostly describitige things she was not supposed to do.

Whenever | got on the board, my orientation was — the CEO came to [city] where | was
working that particular day and took meldach and told me what a board member was
supposed to do. And he had a book that hadl his secretary — a booklet, typed up, of
mostly what board members could not ddat was my training and the CEO of the
college, and I think he was fairly typical gimably across the United States, at least at
that time, that the CEO ran the college, hedold the board what to do when it came
time to vote for the board president, he tafd who would be president of the board.

Cora’s college has become much morentitmal about board member orientation. She
describes a more formal procéisat new board members go through.

Now we have — sometimes a two-day, sometimes a one-day session, depending on what
the new board member would prefer. Eachrth@aember has a session with that board
member to explain what they feel boardsstap is all about and each division in the

college has a meeting with thagrson to tell them aboutetiinances and the budget. |

mean, it's really pretty heavy stuff and we anto policy governancsp we really stress

the policy governance part of it.

| think it was an hour and alligession, that each onews had with [the new board
member] to get a little bit acquainted gust let them know how we felt and you know,
everybody has their own pitch on exactly thenedhing. And that’s probably a good
idea, because | can think I’'m so right ar@hh be just the oppits of you and you think
you're just right and hey maylwee’re both right, or both wrong.

42



Cora’s board also participates in ACCdnéerences and trainings as part of her own
board education. She feels the most importatitigcshe participates the ACCT National
Legislative Summit because steels things really get done.

| have been attending most of the ACCThgs since I've been ahe board. First one |
went to was in San Antonio, | don’t knoprobably 31, 30 years ago or something, and
the meeting that | think is the most importanthe National Legislative Summit, because
actually something gets done. And usedé&went and the board presented to our
legislators, now from [the college], we tastidents and they spend the entire year
getting ready and they apply that and they go and some of them are phenomenal.
They're living what they’re asking for.

Cora’s board also has periodic study sesstomsini board retreat® learn about topics
in more detail, and they travel around therdisfor meetings resulting in board members

learning about the communities served and the different facilities the college has and programs

offered.

Saradid not receive any traing or orientation when she came on to the board through
the appointment process 17 years ago. She t@oiitiative toseek training through ACCT by
attending conferences, workshops, online webjreard the leadershipstitute. While talking
about orientation, Sara was adamant that adgrimtentional processhould exist for board

members.

This is a great topic, you know, orientationust like such a mess. There’s not even a
standardization if that would be a goal, in [state]. Uh, this is one of the many reasons —
I’'m going to divert from it, but I'll come &ck. | got involved with ACCT, this national
bunch of gorilla trustees, because | wasiggtothing, nothing, zero in [state].

Actually, | was getting so littlen [state] | became quite reattyjump in an airplane and

fly to D.C. in February, which in itself isa@zy, just so | could get a better orientation.
Now, and this is not being judgmental on théege or any of the leaderships at the time
or even the other trustees.just wasn’t in the checklist.

| believe that orientation of newusstees is critical, and it neetdsbe part of a process. It
needs to be on the checklist. It needs to barig deal. It needs tme just this is what
we do. And when that new trustee comeither appointed cglected, that process
should involve the whole board.
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[A new board member] should be givesrmaall book that centers on policy governance,
but it should be realistic to the way we’re miiit, not this academic, they just took it
from John Carver’s work®p and put it in a book.

She also discussed the importance ofamby new board members having a development
process but the entire board should be invollredddition to ACCT activities, Sara talked
about attending a workshop on policy governdacéditated by John Carver, a renowned author
on the topic.

When | came on the board, | was handed a llo@kwas about two inches thick, and it

was called — it was the same book we have, mutit was like four times bigger and it

was based on policy governance and you hadybical ends and means and internal
policy and external policies and the limitatiomish the CEO. Yowknow all that. It was

just in the book. The reality though that wevgaday out, at least ding that presidential
hiring process, is we didnftave a clue what policy governance was because if we did we
wouldn’t have behaved that way for one thiagd | think that wha process would have
been a little bit different. So this board libee has been to me the most effective if you
look at it that way. Policy governance, | am a big fan of. | have gone to many — actually,
| went to a three-day seminar. | wenstamething with Dr. John Carver — personally.

This is obviously before he passed awagdA loved the conceptl. loved the philosophy

of it, but like any other philagphy, the devil is in the detalil.

Sara also found value in pedic board retreats and stuskyssions to educate the board
on issues that are importanttt@ college from not only a district level but from a national
perspective. She is involved in the leadersifipCCT and works vih board members across
the country. She feels that tlmwolvement has helped herdoderstand the issues the college
faces from more diverse perspectives and hagtdipr to grow her network so when her board
faces an issue that may be new to themgcahaeach out to board members from around the
country to gain insights and anoth@&ewpoint on topics of interest.

| get all of the emails and Facebooks frdivaaross the nation becauskave these little
buddies, the ladies — in lllinoithe buddies in Florida. | l&kit because it keeps you then
grounded on this. It's puts all of this in cert. That's why student success is important.
That's why everything speaks is importantl. the different colleges and trustees talk
about different ways. Herea example. Geez, and I've got 50 emails after this whole
GED topic, and thank goodness [board membas]just got the sharpest brain to bring
that forward and make us really drill downdalook at it and then move it to the state.
Anyway, | have a little friend that’s a trest in Wisconsin. | sent a text to [board
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members] because [board member] has predenteur board retreats what they’re doing

on the GED changes. So, | asked [board member], “What are you guys doing?” You

know, it's just — it's just conusation, no big deal. He senaie back a list of all these
people in Wisconsin that have — thag amoving, that are solving this GED thing.

Seths orientation as a new board member 16 years ago involved meetings with other
board members to learn abakié college, board protocobsnd processes and to discuss
motivations for serving on the board. He aiset with the CEO and other administrative team
members to learn about collelgistory and tour campus fa¢iés. He received a number of
books as well, but Seth says the most impomaentation he did was spend a lot of time
listening and a lot of time reading. When akKehis orientation provided the information
needed to be an effective board mentiesaid no but responded as follows.

If the question were re-phrased, did | gebegh to be comparably effective to the other

board members, | would say yes. | thinkarned enough about the college and enough

de quorum, enough board protocol, uh, thatuld make some intéfjent decisions about
the material coming to us and ask some good questions.

Similar to other participants, Seth atis ACCT development activities. He also
mentioned HLC training and looking at learnioggportunities outside of higher education. When
talking about the need for adidnal training beyond that of giner education resources, Seth
offered:

| mean, we all understand that through perfance shortcomings in education, uh, but |

don’t think we necessarily address what thetds to happen at the board level and at the

administrative level, because educators ywe, know, much squishier than engineers,

industrialists, cattle ranchergu know. | mean, the fenceleer gets built or it doesn’t.

Like many others, Seth indicated thagittorientation of new board members had
become much more formal, wighlist of activities for the new board member to complete and
the assignment of a mentor.

Our orientation has evolved over the yearsaateially did have a formal list of activities

that we wanted to have the new board mengleeér | was assigned as his mentor and |

think that went pretty well because he laastrong introduction tthe finances of the

college, a strong introduction the academic scope of the college — all of the campuses —
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and a number of the issues that we've bieglr the years. Every time we turn around
we’re getting more rigorous imdductions to the open meeting.

He feels that the processshaeen successful in ensuring the new board member becomes
familiar with the college’s finances, academic progafacilities, and the hkiory of the college.
Seth also discussed the importance ofva Ibeard member understanding the open meeting
regulations as an elected pulmiticial. Their board has annutahinings on the topic and he
feels it has become more complex over ti®eth’s board gains additional board education
through board study sessions each month and periodic board retreats.

Mary had prior experience with the college as an employee prior to becoming a board
member 10 years ago. She recalled one of her most memorable experiences being her first board
meeting and the realization of the scopeesiponsibility she had as a board member.

| think probably the most memorable wastjthe first board meeting, my very first

meeting because | didn't really know what lsvggetting into and it wsa really sort of

surreal kind of just trying to figure out \@hwas going on and it stays fresh in my mind |
think because | think most board members dealize what their ponsibilities are,

what they're really signing on for until thegtually do it and when you realize what you

signed up for, it's a little eye-opening. | mama lot of responsibility. It's a lot of big

picture.

When she came on the board, the collegkamainterim CEO who met with her to
discuss board protocols and pmian introduction to the softweathe board used for managing
the board’s business. She was also provided arvi@w of the college’s finances and budget.

[Orientation] wasn't much because there aasnterim president and he did meet with

me. That's a typical process. What thay for me was an orientation on how do you use

the software that we use, OurBoardroongaahe board business and orientation on kind

of what regular meetings are all about, kived of things that hgpen at the meetings, a

little bit about the college. Hy went over the budget inmgeral, although that doesn't

necessarily always fit policy goueance, it's required by sta&uin [state] so a little of
that budget review and it was pretty minimal.
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Over time, Mary took the initiative to seek out additidmaard education by attending
ACCT conferences and leadership instituteg &bko participated in International Policy
Governance Association (IPG#&pninings and meetings.

We do a little more than that now. More because we have a solid CEO in place and a
little bit of a process so wao a lot more orientation on pojigovernance itself. What |
did was went to a couple of the, #RGA meetings to and actually ACCT, the
Community College Trustee Association offe- on a national level they do trustee
training and the year that | joined, thagtually had a half day workshop on policy
governance which they don't always ddfsat was good so | went to that.

We've tried to send our members to the pofjovernance association meeting or ACCT
nationally. They don't always want to go.nSgimes they'll go one year and maybe not
the next. So we do that. We do a lopoficy governance training. We had a workshop
for the new trustees this year and went dkierends statements and the board policies in
detail and talked about revisitigem if we needed to as ivas training them in what

they were.

Mary indicated that ideally, all of tHeard members and the CEO would attend the
conferences, workshops, or meetings together as a team, but that rarely happens.
It's great if you could take the whole boarttl your president. The timing never works

so sometimes, usually if somebody goes, tlesigent goes and so it would be like one or
two board members and the president.

Mary’s board has a very involved calendarprocess that includéwo board retreats
each year, open meeting law training, budget workshops, internal presentations on enrollment,
student demographics, and atlellege activities. They sb invite speakers from the
community to present information at boardetings, like economic development groups, and
city and county officials. The intent behind thggesentations is to share information that may
impact the college in the future or help the baardstablishing the goals for the college. Mary
says they build board edation into every meeting.

We try to build [board edutian] into every meeting andeh during the year there are

different specific things way to hit and then in Octobeve look and see if there's

anything that we haven't done lately thegtd like to learn more about. We had
economic development people come in [to talk about upcoming plans in our service

area]. And so at that time, [tliepartment of transportatiocdme on and showed us
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where the road was going to be, what theyewsojecting all the growth to be and we

had a nice session, and then of course notieabfs going to happen now because a few

years later the recession hit and that's not ewethe list. That's not even the 10-year list
anymore but we'll do things like that wheséems like it's impacting what the college is
going to do.

Motivation for Serving

The second emergent theme within thpesordinate theme personal development and
engagement is motivation for serving. The pgats described not only their own motivations
for joining the board but alsodlr perceptions of why others veemotivated for serving on the
board. Experiences were descdbieom a stand point of mostwly elected or appointed board
members coming on the board with a personah@ger a goal in mind for what they thought
being a board member was all about. In the mafdke participants, the process of learning
about the college, understanding tiole of the board, and hdate board operates under policy
governance transformed those with persagandas or specific areas of focus.

Lisa’s primary reason for seekingeetion to the board was hadling that she wanted to
help move the college forward and to ensurettim@ieducation she hadceved that transformed
her life would continue to be “there for rkids’ kids and grandkidand everybody’s grandkids.”
She had gone on after obtaining a degree fronsdhege to get advanced degrees and ultimately
work in higher education leadership roles. Twas done after having dropped out of college the
first year when she attended a universityifggthat she was not college material. Lisa
passionately said, “I know the lua from deep in my gut what a community college can mean
for this community, for me personally.”

Before running for electiorgtan attended board meetings #few years to learn about
the college and the board. He decided to run tsecha felt that he could make an impact on

promoting career and technicalueation (CTE) as compared to the incumbent running from his

sub-district. As he learned maaeout the role of the boarddpolicy governance, he embraced
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the higher level work of the board. He continteekave a passion for CTE but has accepted his
role on the board to work from a policy levalddeave the details the CEO and his staff.
Paul is one of the participanthat had no real agenda otarests in serving on the board
beyond wanting to be part of a greallege that he had attended.
Well, | thought I could contriltie something. And my famillgas always been associated
with the college. I'm a graduate of colleg&nd if | could help, | — you know, I think the
institution is a great institution. And it's fun be a part of it. | jat thought | could help,

yeah. | mean, | didn’t go on with any agendgst wanted to serve this college the best
way | could.

He also talked about how important it is Bard members to “ndet personal agendas
get involved and not try to micromanageé ttollege. The boardas operated under policy
governance for as long as Paul can remembeharieels that having a focus on the “overall
picture” and doing what is best for the collegd @a students is the best reason for becoming a
board member.

| think the board has to work together witHyoane main goal in mind. And that is to do

what's best for the college and the stude¥itsu could break ilown from there, but

that’s the main thing. Not to let persal agendas get involved and not try to

micromanage. But to look at the overalttpire and provide direction. And help where
your expertise will help out.

Cora was asked by a group of faculty membersun for election to the board 32 years
ago. She did not have any prior experience wighcthllege. She said, “No, | didn’t go in with an
agenda. | just went in hoping | could do sogoed.” Cora talked about other board members
over the years that did have agendas, eitheiopally or politically motivated. As the board
members learned about their rale a board member and matmut the college, the focus on
any personal agendas were redirected, howeees there still some that did not support the
policy governance approach.

We've had some real show boats who wariig¢gublished in the newspaper and we try
to get across to people thatless you're on the board, yoeran individual and the
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president of the board spedks the board, but then only whthe board wants him or
her to say.

Sarawas appointed to board after being enaged to do it from friends and neighbors.
She had no agenda when she started on the limdardaving been on the board for 17 years, she
has had experiences with board members that did have agendas. Sara reflected on one board
member that really wanted to micromanage the college.

Early on in the mixture of these board perdibies, there was a gentleman on this board
that was absolutely determined to run the college. Great guy, came in with a — he was an
educator, a lot of background in educatiorrkvoom a very small town but he was
determined to be more like what | would haadled a school superintendent. And this is
why policy governance was just on the shelfhe book. So his question centered around
well, why did we choose this kind of bki@and did we check with Johnny Smith in
[community] before we bought that tile why did we paint the classrooms green?

To the point, this was the story, | will nevferget. This particdr individual demanded
that we go to the campus and look at the roghefgym. Well, | just threw a fit. | just
threw a fit. | called th chair. | said, “You knowam not going to do that. If he wants to
get on a ladder and climb all over that roofche do that. | am ndbdoking at a roof.”

| think the most dangerous ttas in the world is the onesathare not knowledgeable and
come in with an agenda, either a personal agenda or an agenda other people have handed
to them with the promise of we’ll ggbu elected if you close this campus, totally
horrible.
Over the years, Sara has found that ekiesd that do come on wigarticular interests
adjust their way of thinking aftehey learn about the role tife board and how it operates from
a policy governance perspective. Board education helps to focus board members toward a
common goal of moving the bege forward and keeps the board from getting “bogged down in

these agendas.”

You know that is again the reason I think thaard is much bettéhan, as a general
sense, other boards because we’re differenthigut we are cohesive in the work of the
college. And as long as we’re moving thélege forward and we don’t get bogged down
in these agendas or in climbing on the roof of a gym, we’re fine.
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Sethtalked about having a lifelong interestaducation and the jportance of education
to the economy. He was very passionate atifmieconomy and the way in which a college
education impacts the economy.

I've always been interested in educatidnmentioned a second ago that I'd been

concerned about some educational dynamics since | was in junior high, where you watch,
you listen to instructors maybe comment abdmw this year’s crop of students is less
prepared than last year’s and the yeafereethings like thathbut you notice there’s a
tendency to try and teach to the loweshomon denominator, which actually lowers the
lowest common denominattor the subsequent year.

So it means academic achievement throughausylstem, for all classes of students,
even your top performing studlis, declines, you know. And an era when we need
higher throughput of value-added educatioghkr throughput of graduates with skills
that really prepare them to woirkthis economy — that is a problem.

For instance, [county] is a fairly poor courstygd [community] is poor. There aren’t as
many opportunities for people, so the spien in my mind becomes, you know, do you
focus your resources on the programs thlitgrow the economy so that people have
more opportunities later on, or do yoeis your resources on [developmental
education], where they will graduate without the skills neecggsaget a job in this or
any other economy?

| agree. You've got to do some, but youtyet to take care of your economy. Without
an economy — you know, what's the most valuablgal program there is? It's a job.
Nothing short of a job — | mean therenisthing that matches what a job does for
somebody. | mean education is a big deal andrithelp a lot, but if there isn’t a job
waiting at the end it doedrtielp that much.

Do you know much of your founding father’s loist? | recentlyead a biography of Ben
Franklin and he and John Adams excharayéatter — and | don’t know which one wrote
it — but one said | have to study politics amar so that my sons can study science and
engineering so that theioss will have the opportunity t&tudy art and literature, you
know?

And we are very far behind in this countrdydon’t think peopleealize how far behind

we are. Our national debt is $18 trilliobh, by the time we blink three times it will

have doubled. Well, not that fast, but | renfier when Ross Perot ran for president, you
know? Wouldn’t you kill to have that problem today — a $3 trillion debt and $500
million budget deficit? | meanyouldn’t that be wonderful?

We are very, very far behind. We are falling behind the nations that we compete with.
We’'re falling behind the nations we partwgth. You can’t bea good partner if you

have to be carried and we’re in debt. Wérelebt to peoples whesnterest is not our
own, you know. And being in debt to your enesis never a good idea. Being in debt
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to the mob is better than being in debttte enemies because with the mob it's just about
the money.

Seth described his experiences of boarthbers coming on the board with “particular,
narrow agenda” and it taking time to alterggeectives but once b@hmembers really
understand all that theollege is doing, theipersonal agendas are not as relevant.

| think over time even if you come in withnarrow agenda you see how much actually

does get done, the value tlaatually is being producedyou see the weaknesses, you

see the waste, and you try to figure out waylx those but mostly you go wow, we are
doing a heck of a lot and wed\got to keep going. And I think all board members uh;

have that sense to reallyrdmate their thinking on how thegpproach issues, at least
after the first year or two.

Seth feels that being part of the colledaiard is “my opportunity to make an impact on
the direction education goes and the prioritisgis.” While he is ideologically on the other end
of the spectrum as some of his other board negroblleagues, he does not feel “there’s anybody
trying to do a bad job.”

Mary applied for an appointment to the board after having been an employee and
watching the CEO and board members make chtihagshe felt were not good for the college.
She felt she could “fix all ohibse things” if she got on the bddut in between the time she
was appointed and her first board meeting GE® left and one of the board members that
seemed challenging decided not to run agaished‘had an agenda that kind of poofed.”

Over the 10 years Mary has been on thedahe has had experiences with new board
members coming on with agendas. Mary says that most learn about policy governance and
respect the process of governing from a hidgéeel but not everyone lets go of personal
agendas.

It's not so much dissenting opinion as it is new board members coming on again with an

agenda but the agenda is not a nice unmg,itss looking for problems and trying to bring

problems to light and it, it upsets the bodgthamics because we spend a lot of time

stressing about what's going to happen. #litsewhat happens with the board meetings
is that it all usually works out because tisrright now, a majority of people who agree
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that policy governance the way to go and the resituggle is really about policy
governance because when people come in the board with an agenda, they want to dig
down into whatever it was that was the probtarnthat they think is the problem and, and
fix it and they don't have the authority to do that but they fight about that.

Personal development and engagemengeigitst superordinate theme identified and
includes the emergent themes of board etiluc@nd motivation for serving. Within board
education, the subthemes of board origoa board professiohdevelopment, and
understanding the role of a board member wesgglent. The emergent theme of motivation for
serving was also reviewed in both the perspectiwélse participants themselves and also the
impact that other board member’s motivat@rpersonal agendasdan the participant’s

experiences related to board effectiveness.

Board Engagement

The second superordinate theme is beaighgement and encompasses the emergent
themes of the board as a team and the CE@ilieam. As board members move through their
own personal development by learning about the gelend board processes, they are also faced
with the need to work effectively with ttither members of theiespective board. Throughout
the interviews, participants talked about expreces with other board members and the CEO as
contributing to their definion of board effectiveness.

Board as a Team

It is the board as a whole that hashauity for the community college district, not
individual board members soigtimperative to have the bakaworking together towards a
common goal. Most participants shared thatding relationshipgmong board members

contributed to the group workinggether as a team. The particiatalked about not having to
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agree all of the time, but understanding and respecting that once a decision was made by the
majority, the board would movierward with that decision.

Lisa contributes her board coming togetheadasam to the CEQO’s leadership and
through ongoing board education that takes plastudy sessions and ACCT events that the
board attends as a group. Whekeakif she thought her board svevorking together cohesively,
Lisa responded affirmatively. She said, “Yes we. &/e’re really workingas a team. And | feel
really because of the CEQO’s leadership, we'radgg in the direction Ht | think the college
needs to.”

Her board is working together to ensure they move beyond the accreditation problems
they have had by working on policies and proces#isat create a culture of transparency and
strive for inclusiveness. Lidaels that board members buildatonships through the time spent
working together in board retreats, study sessimg,regular meetings. They also have included
time in the orientation process for new boardnbers to become acquainted with each board
member and the CEO, and have added a mentor as part of the acclimation procedure. Lisa feels
the times the board works together focusedssnes and working towards common goals has
also contributed to an effective team. Fouthaf five board members had recently attended a
state governance institute on student success. Shalbal the experience as transformation for
her board.

The GISS was, | think, a pinnacle turning pdottour board, because we agreed on what

we’re going to do for student success. Thatsexciting, because we’re going to have a

two day retreat in July, and we’re bringiagonsultant in who was a former board
member herself and does a lot of consultwagk. We’re going to be transformational.

Stan mentioned that the time the board e together during regular meetings,

committee meetings, and other cgkeactivities further his boaiteamwork. He said, “Time
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on task is number one. We meet at least two or three times a month throughout the course of the

year.”

With a majority of new members, Standsthe orientation process is important and

getting everyone on the same page and wgrikdward common goals in an ongoing activity.

| try to make it a learning experience foe thew board members. If the questions that

really need to be asked haven't come upy, idibring those up. Tre are only two of us

that have been on the board for five yearmore. So | think we do a pretty good job of
making sure that the new board members are aware of the issues and what they should be
involved in.

When asked about the activities tRaiul’s board does that contribute to team building

and building a cohesive team, he talked alboaird retreats, study sessions, and the monthly

board meetings. These provide opportunities for the board members to build relationships.

Our retreats are good. We can sit around andisksthings informally. Those have been
good. We’'re lucky that all ahe board members get along. There are no personal
conflicts or any agenda builtfy or any of that stuff going on with our board. So we’re
really lucky there. Mostly just keep in na that what you're there for is the good of the
school and the students.

Paul talked about board members being w#ryaged in community and college events

and activities and he feelsase help to build relationgis and connectedness among board

members. He said, “We have all kinds of atigg like the founders’ dinmeand all those events

we do at the end of the year -aduation and the president’s dinner.”

Cora has been on the board for over 30 yeadstaas had experiences of boards working

as a team and those that hae¢. She talked about personkidists she experienced when the

entire board was attending anderence and the group went éart dinner but did not include

her.

Well, with during the time that this genttan (CEO), I'm using the work nicely, I still
see him at functions and we embrace. Amglhay, when we would go to things at the
ACCT, he would take all the other boardmi®ers to dinner, not me. He would take
them to special things, like osere point, because it's aapk I've always wanted to see
is the Space Needle in Séat Anyhow the board and CEO all went there, they had
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dinner at a nice restaurant there. | wasnited. | mean he delibately left me out of
everything, he had Christmas parties, | viaswited. And | mean he was horrible.

Cora felt that the time the board speratgether for board meetings, which generally
includes a meal contributes to them buildinigtienships and working together as a team.

We always have a meal, it depends on what time, whether it's lunch or dinner, usually
lunch anymore since we have our meetingh@afternoon. And that gives us a chance
just to talk and be ourselves and not beitgllboard stuff, andthink that's a good thing
and whenever we have the work sessiornsthe meetings, we don't really have a whole
lot of interaction otherwise. After a nueabof years, you're close enough that you do
some things, like [board member] and | pbaidge together occasionally. And when our
kids marry or what have you, we usuaily to the weddings, receptions, you know it
depends on your age group and everything.

Sarafelt that the board retreats were most valuable in fostering teambuilding
opportunities for the board. She aladicated she trie® connect with the other board members
occasionally over coffee or by reaching out to them on the phone to talk about things important
to them, like family or events in the community.

See, team building would go back to these tifferent types o$essions, the board and
staff work session and then the board retréatd this one is actually even more
convoluted than that. | think we do teambimtglwhen we meet for coffee. | think we do
teambuilding when [board member and I] gehbarrch together literally. | think we do
teambuilding when I'm texting [board meef or calling [board member and spouse]
and congratulating them on their daughtev&dding. | think our camaraderie is built
through these personal relationshi There’s a fundamental caraderie to this business
that also depending on these personalities can quickly become toxic.

Sara talked about her cuntéboard having diverse backgmnds that bring different
strengths to the board. She felt theywe good chemistry and get along well.

| think we do [work togetheais a team] and | also think,daeise | put a little question on

it, and also I think, and this is good, sometimesdo not. | think it's good that all five

of us come in with, you know, this goes backhat yes man thing.think all of us think

and ask questions independently in our aiferent ways, like [board member], oh, my
gosh, he is like the best business man, money guy, I've ever seen. | mean he just nails it,
and he asks those hard questions. llmat it, and [board member] is focusing on

instruction and outcomes and @lbse educator things. Sdhink we all work together

but in our own different ways.
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When Sara first came on the board, thers m@ a team atmosphere. The board was in
the midst of hiring a new CEO and was split oa fihal two candidates. She described her first
work session and the unprofessiondidngor of her fellow board members.

The board was totally at a stalemate. My Vst work session, | walked in, just got the
appointment like the week before, and itswigerally a hostile environment with
physically two on one side of the table, tarothe other and the persthat was the chair
did as good as a job as she could in this vetstile situation because they were just like
entrenched two to two. So, | walked iclame instantly kind of like the little Ping-Pong
to all of this. Well, in that discussion.ghwere trying to go rand con with the two
candidates they had narrowed it down to. Twtheftrustees on either side of the table
literally stood up and were going to start swingatgach other. Now, | have been in the
classroom before as a teacher in the eléangisystem so | have broken up playground
fights, but | wasn’t going to break up thise, so | just kicked back and watched these
two grown adult professionaten act like little children.

Sara does not want to take the currentdaognamics for granted as she knows they are
only one election or appointment away fromrmgiag those dynamics. Because of the volatility
of board dynamics when members change, Sarary committed to the board engaging in
education through retreats, conference atterejara other meetings to help build strong
relationships.

This particular combination of board peeglre going well. And that will probably not

change until trustees change. As an exanien [board member] is replaced or when

I’'m replaced. That's the reason why we nézdhaintain where we are. We've got to

keep doing [board education and team buildilgé can’t just stop because we're all just

patting ourselves on the baakd we’re all so wonderfulght now. Well one election and
that could just go right down the tubes.

Sara thought that the board members atidodifferent perspectives to the board that
strengthens their work. She also talked aboaitilierse life and workxperiences of the board
influencing the success of the board.

We found them to be coming on with their pilef life experience, w& experience and |

think it makes the college better when get a mixture of folks with a mixture of

backgrounds as long as we start with the slmg of ‘we all agee on this’ | think it
makes a great board.
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Like most other participantSethtalked about team buildiractivities that contributed
to board effectiveness. He felt that the coafees, workshops, study sessions, and meetings the
board participates in as a grocgntributes to the board workinggether. Seth talked about the
success of a specific workshop that fouthef board members recently attended.

That goes back to board effectiveness anwikshop like that rdly gets people on the

same page with clarity abowhat you can do and the choices that you're going to have

to make can really help build the team. | thialar of us went to tat session and we all
came away very jazzed about doing everythiogifthe perspective of student success.

Seth felt like the board spends a lot ofditngether building reteonships, learning about
one another’s prioritiegind communication styles.

We had an ACCT workshop right after we got on probation. We had one of our new

board members do it. It was supposed to team building exercise and it worked okay.

It was a typical ACCT thing and it was oklayt there are times when | think you really

need more, like a boot camp or an episode ofi%or or something like that, that people

vote to get you off the island or off the fashirunway. But again there are limits to what
you can do with a volunteer board. We haveimber of meetings and spend a lot of
time together. We do get to know eacheastand our prioritie and our uh, our
communication style.

Seth felt that the time spent together dbated to the board &eloping a culture of
respect of one another.

Even the board member that | am on oppasdes of the most fundamental issues, |

have a lot of respect for her and what khews about the institution and her insight into

how things ought to work.

Seth talked about the need to be patmtit new board members as they come on the
board, remarking, “What it takes is everybody hawangillingness to listen and be patient with
each other” and spending time workitogether to build a cohesive team.

Mary’'s current board dynamics are challenging ¢he feels that a majority of the board
works as a team with one board member cairionto carry on with @ersonal agenda that
create tension and anxiety. Serving as the bolaad also adds another layer of difficulty and

anxiety for Mary. The next two excerptsesy to the challenges Mary experiences.
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So there’s always that worry of is anatle@e going to go crazy and then one board
member who's been on for a little bit, he's untatdle. That's really hard to deal with.
When you talk to him one on one, he's rititgre with you and thelme goes talk to
somebody else, he's right there with them and you never know. So, | think | probably
worry about that stuff more than | need twldhen it's all okay at the board meeting but |
also have to make sure that we don't hmb®ard member missing when there's a big
decision. | don't want to manipulate things baltso really don't wat to let the college

go down a path it shouldn’t’ go and that’s hdrdis is the advantagef being the chair,

is to make sure those things happen but tisaest of them kind of show up at the
meeting and see what happens. | have toyabout it for two weeks. You know, this

is why | don't like being chair.

Sometimes it's just a feeling ampull in there. There can besdension. It can be fine but
there's not a secure feeling that all bloard members are here for the same overall
purpose.

Although Mary has experienced challengds felt that the board members get their
work done and she will continue to work on Igiimg the team together through board education
and reinforcement of the poligovernance model of board work.

You know, it's funny because we, in the end, the end results have been so far just fine.
After some of these sort ofally awkward meetings where things came out that shouldn't
have come out, you know, or it just very#iof accusatory sort of things happened
towards the staff or the CEO or whatevied dhen some of them come out and say hey,
good meeting. | was like okay. So I think it @pends on your perspective. So far, the
work gets done. It's just a lot more, themore feeling of we're in this together and

we're accomplishing things when everyonesagron the process. When even if you

don't agree on the decision, when we agree ®@pribcess and we have a little discussion
and then we'd make a decision and move onwibédts better. What we're finding is that
when someone doesn’t agree on the protken,we keep coming back and having to
redo these decisions.

The emergent theme of the board as a twasrepresented in the experiences of the
participants from both positive and negative perspectives. When the board members come
together as a team, the participants feal they are doing good work and they find their
participation as a community college board mentbdre rewarding. Those times when there are

challenging personalities on the board resutame difficult experiences for the participants.
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CEO/Board Team

The second emergent theme of CEO/bdeatn was mentioned as being important by
the participants. The governibgard employs one individualthke CEO, however the CEO is
also responsible for the success of the volurideard by providing guidance on issues related to
community college leadership and providing supfmrboard education. Most participants also
talked about relying on the CEO to manage comidand problems thegceive as the issues
that arise typically have to doith operations versus board polgi€ne participant went so far
as to state that having affective leader contributes to board effectiveness.

Lisa identified issues with a former CEO and the trust the board had in that CEO as
creating a problem for her college witletHligher Learning Commission and the school’'s
accreditation status. For example, the boarddoaadke to rely strictly on the information
presented by the CEO to the board and did not ask for additional facts or evidence prior to
making significant decisions related to access. $htees that arose from this decision coupled
with other unethical problems with the CE€>ulted in the college being placed on probation
with the HLC.

What happened is that [CEO] had, in myhdhiconvinced the board with the same data

that he was trying to convince the communitgt no student whstarted at the lower

level developmental education in six years to@dirclasses or any college level classes.

Well, there are two issues. First of all, tdata was false, and the board never asked for

evidence. They only looked at the evidenhat he provided them to make their
rationale.

As Lisa came on the board, the CEO leftdhganization abruptly, so she and the board
began the process of hiring a new CEO. They were also working on improving board policies
and process to ensure the college was beingW@hdrom an ethical and integrity foundation.
Because some of the legacy board membersinechin the mix, the board’s CEO recruitment

process was challenged by some community groups.
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When all of the CEO candidates came inggaamunity interest group] gave each
candidate a letter saying that they shouitheraw, because they weren’t going to have
support in the community, because this badrauld not be hiring them. Because the
group thought that they would be able éoall [some of the legadyoard members].

Unfortunately, the college was under@i timeline to make significant changes
because of their probation status. Lisa #nredboard moved forward in finding a new CEO by
conducting a visit to theampus of a finalist.

But here we are, on probation, we had lilgra8 months to come up with a full self-
study, and so | was one of the team that wefddlbege] to see [candidate] as the finalist.
And when | talked to the people there, Isig impressed. Because | went early, and |
wasn’t even on anybody’s agenda and | just wanted to talk to people. And without a
doubt, every single person | talked to saidyrftetimes we didn’t agree with [candidate],
but we always knew that he had the bestrasiof the college,” because [college] was
ready to close seven years prior to that winerirst became CEO, because they had been
losing enrollment. And he was able to turattbollege around. So | felt if he was able to
turn that college around, evemtgh it was a single college. Hened that place around.
And | believe that he had whpttur] college needed, and so | voted for him, and it was a
unanimous vote.

Lisa also cited issues with the formr@EO not supporting board education and only
encouraging them to attend events when thesition as an electeaafficial could support
lobbying efforts for the college.

Many of the college policies have not beeoked at, and they [board members] had not
been trained. The only thing that [former@Evould do is to take them to AACC when

it was lobbying time to go see the legislatorke never had boardaining, he never had

any professional developmeriicut what it’s like to be an effective board member,

because he didn't want to have a board that was an effective board. He wanted the board
to do what he wanted them to do, and it'aak what he manipulated them to do, and

they bought it.

As the college moved off probation undeg teadership of a new CEO, Lisa felt
optimistic about the direction of the college, teemwork of the board, and the relationship that
exists between the board and the CEO.

We're really working as a team, and | beliewe're working as a teamAnd | feel really,

again, because of the CEO'’s leadership, wadading in the direction that I think the
college needs to.
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One of the processes that had beekitey under the former CEO was the board’s
assessment of them as a board and an evaludtibe CEO. Under the leadership of the new
CEO and with guidance offered by the HItBe board has started doing annual board
evaluations and also goes through an involwedess of setting goals for the CEO and
performing an annual evaluation of him as well.

Stan has worked with the same CEO duringdmsire tenure on the bah He feels that
the CEO is an integral part of the goverceand leadership team, working with new board
members to orient them to the college andniégny programs, servicemnd facilities. The CEO
also takes time to meet with each board memnonthly in addition to the regular board
meetings to answer questions and discuss iskaeare relevant to that board member. Stan
holds the CEO accountable for keeping the boaahted on the status towards meeting their
goals.

We rely on our CEO to get the job donendAt really requires bt of communications
between board members and the CEO to kieiegs above board so there's not any
guestion about where each of the memberds@EO are. We meet with the CEO one on
one once a month. | have no way of knowinthét happens every month [for all board
members], but | kind of feel it does. The @k open. One of the ways that [the CEO]
is held responsible is keeping us infeshof how we're making progress towards our

ends and the fact that he's working witttie limitations that we've established for the
district and we monitor that.

The board works with the CEO to do@amual evaluation and ensure the board is
performing effectively as a team.

Well, we do a formal one annually by lawim, but part of the policy governance — uh, a
big part of it is the monitoring of, not onlydtthancellor and the district as a whole, but

each of the board members, uh, should be monitoring the board's effectiveness as well.

And we have various data — dal@at we can draw in for thabut quite frankly, most of it
is more subijective.

Stan’s board has delegatedignificant amount of administige responsibilities to the

CEO and they “hold our [CEO] and his staffcountable” for those responsibilities. They
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monitor actions by the CEO through regular reports and committee meetings on topics important
to board.

Paul felt that the board’s effectiveness wesl to the board working together and by
having a good CEO. The leadersthe CEO provides to not onlyeltollege but to the volunteer
board contributes to the team’s cohesivenesshadability to work together towards common
goals like doing what is best for the college and its students.

The boards I've been on always seem to work pretty good together. But I've seen

[another board] get crossways, and it's just a mess. So if you can keep your board

working together and a good exewetofficer plays a big pam that. Boards need the

leadership. The CEO expldia recommendation] to the board and why they know it's
the best for the college.

Cora indicated their current college CEGaistrong and effectideader, providing the
board with support and the collegéh the leadership necessdoybe successful. She has had
experiences over her 30 years oa lloard with challenging CEOscluding those that tried to
work as a dictator, telling the board what to ldow to vote, and who to select as board chair.

That particular gentleman became that dictatat we lost a numbeif really good staff,

because — he was really bad. But he bought off the other four members of the board by

partying them, taking them to lunch andmier and what have you. | say that under
knowing full well I'm being quoted, but it wdact, and | would say it to his face.

As a board member, Cora struggled vatiother CEO as well when she did not agree
with the way he was leading the cokegnd interacting ith board members.

And he tried to get a restraining order agiime so | could not be anywhere where he

was, and they laughed at him. | mean, | itaggming to do anything to him, but that way

| could not go to board meetings, so sincevas the presidentwould have to be the
one to resign. And I told him, “I wilbe there when you're gone,” and here | am.

Saradescribed her experiences with the bouledahat exist between the CEO and
board members. The board hires the CEO byt #iso rely on the CEO to support them by
making sure they are aware of board educaipgortunities, keeping §dm up to date on state

legislative issues, and establishing the strategiatives that help the college to work towards
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the goals set by the board. She described th@ &tard relationship metaphorically as a “hand
and glove.”

I've always heard lots and lotd talk among trustees abduw certain CEOs control the
trustees, this is the game and how ceitv@ards control the CEO. My observation is
either way is not good. This should et whose [in charge] we’re not on the
playground. This should be hand and gloveer€&tshould be a fitting for this. Who's in
charge? | really dontare. | just don’t gahto that game, but unfortunately, some CEOs
do and some trustees do.

Sethtalked about working with variety of different intém and regular CEOs as a
board member. The board chair works closetyhthe CEO to relay information about board
activities and also making coections with the community.

The board chair is the primary conduitihe CEO for individual board member input,
although each board member feels comfaegoing to the CE@irectly but that
information has got to get shared in some fashion.

Seth also talked about the CEO being invdlireresolving complaints or issues brought

forward to board members.

We do have a standard protocol dependinthemature of the complaint — it's spelled

out in our bylaws where it may get forwardedhe board chair and¢hCEO. It may get
forwarded directly to the board attorneyforwarded to the ethidsotline or complaint

office. In most cases the CEO and the board chair are simultaneously informed, but
depending on the nature of the compl#ictn bypass them completely. Ifit's a

complaint about them it goes somewhere else. We are very big now on making sure that
no matter what the complaint is, it gets in.

Seth also sees himself as a member of the community responsible for connecting the
CEO with community members that may have id&asoncerns about opional aspects of the
college.

Sometimes we meet with the CEO to ialuce him to a commityg member who may
have an opportunity [for the college] or a cemt Sometimes it’s to discuss, say my role
as [the college’s] representatito the [state board assomal or as a member of some
other community group. And I'll make sure thila¢ right people are talking to each other.
Sometimes that will involve me sitting imaeeting with the CEO and them or me just
making sure that they’re connected.
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As the board chaiMary works closely with the CEO iestablishing the monthly board

meeting agendas. The board may meet more oftem Wiere are special issues that need to be

addressed. As the sole employee of the boaedCHO is ultimately held accountable for the
means by which the college achieves the gestigblished by the bahrMary described an

experience where a new CEO was hired thédindit understand policy gernance but once he

did, the CEO produced a strategic plan that was very relevant to the college’s mission, vision,

and ends statements the board had establish@dsItluring this time that the board did work on

their ends statements, adding economic agreéent as a major goal of the college.

And so suddenly they've had changed theirgge@nd we had a really good president at
the time who we had to goad him into buyintp policy governance because he had just
come from [another organization in anotheuntry] with a diffeent power structure
altogether and — but he wadeao see it and suddenlydin strategic plan was linked
everything to one of those end statetaeand, and now we have it big economic
development center, the small busingsgelopment center is much stronger.

Mary also talked about the need to condbetCEQ’s evaluation from the perspective of

the monitoring reports provided during monthlgetings in relation to the ends statements

created by the board and to ensure the @G&perating within the executive limitation

guidelines established by the board.

We get to the president’s evaluation whiclmigune and but we're monitoring her all
year so there's no surprise. | know one pevsould like it to be moref a surprise but
there shouldn't be a surprise. If you'reinatompliance, it'll show in the monitoring.
And so there are times when things areina@ompliance and that's okay so long as
someone's doing something about it and Weite not like leadingurselves wide open
for a lawsuit or something. You know, so it's atways all, all pedct but if we do it
that way, we're monitoring then we get to bealuation and then it's just accomplished
in the monitoring reports and there's no persbeslinvolved. Thesare all of the things
that make policy governance so good.

Mary describes one of the board’s main pties is hiring an effective leader for the

college.

So that combination of having an effectieadler, making sure that we set the right goals
and that we're monitoring how we're doiggu know, the effectiveness means that we're

65



actually moving in that direan and then do the ownerstbe college agree with us, you
know, are we taking theinput into consideration.

The superordinate theme of Board Engagensetéscribed in terms of the emergent
themes of board as a team and CEO/board.tPanticipants experiees related to board
effectiveness included having the board membenk together with one another and the CEO.
This cohesive team approach is built by the board members building relationships and coming to
understand one another intere3tse CEO/board relationship is interesting because the CEO is
the employed by the board buethoard relies heavilgn the CEQO’s expertise and leadership,
not only in the operation of the college bupromoting board education and collaboration.

College Commitment and Engagement

College commitment and engagement develapgaf the analysis process as the third
superordinate theme. This superordinate theme included the emergent themes of board function,
board policy, and college mission. All seventggsants related board effectiveness to the
board’s ability to successfully embrace the apfs mission and provide leadership in defining
the direction of the collegerbugh board policies. The partieipts were committed to working
from a policy level perspective with a facan moving the colleg®rward and ensuring
opportunities for student success and completion.

Board Function

Board function encompasses decisioaking, planning, and high level resource
management that falls to the board from a padieygl statutory requirement level. As the board
considers the mission and board policy, the other emergent themes within this superordinate
theme, they rely on the abilities émgage in planning activities.

When asked about the board’s involvemardtrategic planning and mission design,

Lisa’s primary focus was on the process by wahice board approached planning and mission
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development. For years, her college had nooperd any external environmental scans at the
board level, having a mission statement anategic plan created by the former CEO.
The HLC dinged us for this one, under grevious administration it was really an
internal college plan. There wasn’t readlyer a strategic plan where the community is

involved.

When Lisa started on the board and@&€O left, the interim CEO at the time
coordinated a large event witbhaut 200 participants that invad community members, college
employees, and board members to work on identifying future opportunities for the college. This
was followed a year later with another evenbining 100 participants focusing on the college’s
mission statement. Both of these events wereqgbdhe college’s processes for addressing issues
found during an HLC visit.
[Former interim CEO], brought in a consultaand we had our very first what we called
“futures conference.” The board all partaied, and it was a half day process where we
actually came up with some brogdals, strategies. From there we actually came up with
a strategic plan. There were 200 people patthalf futures conferee. But interestingly
enough, we kind of put the cart before the hopeeause what wasn’t done, and we got
dinged on it with the probation, is thegsion. The mission hadn’'t been done, looked at,
vision, in over a decade. e just had our second futures conference two weeks ago,
and every board member was presenter@twere over 100 individuals attending and
there was a lot of good work that came out of that.
In responding to an inquiyf how the board establishegtmission and participates in
strategic planningStan addressed the importance of planrimigthe future to ensure the college
is moving forward.
Well, under policy governance, we simply dditsh the destinationAnd the chancellor
is responsible for putting a strategic plagdther. We don't get actively involved in the
strategic planning process. There's oneéndilstrict but we haven't changed our policies
as far as our destinations or @mds statements in the 20 years.
In a policy governance model, the bohadds the CEO accountable for the strategic

plan, operating the college, and managing the Quadgein the resourcellacations and revenue

streams approved by the board.
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It's our job to monitor the fact thatdabe [activities] are taking place through the
[monitoring] reports that the CEO and othprevide. We have to hold our CEO and his
staff accountable to [operate withiretpolicies established by the board].

Paul also described challenging experiencegmvfaced with state funding cuts and the
processes required byetisollege to shift resources dlugh planning processes to ensure
programs and services continue.

Our biggest issue was the state funding gjmitcut. And that’s an ongoing, working
problem. But | think the colleghas done well with what weere dealt. | don’t think it's
a bad thing for that to happen every onca while. You know, it gets the fat out of the
system and makes it a lean, mean machiagmao just as longs it doesn’t go on too
long it’s good.

Paul also talked about the importanceéhef board doing high level planning versus
detailed strategic planning.

Well, we do planning with the retreat normally. It's where we start saying what we want
to do. But I've always told them in there thaton’t like to get tied down to a strategic
plan because it eliminates a lot of optidisomething comes up | think strategic plans
should just be kind of general areas oveRlit | don't like to getwery specific with

those.

Cora struggled philosophically to increase tax® tuition, however in the face of state
funding cuts, she knew that she must support increases.

I’'m sort of anti-tax and so since | have beenthe board, I've treéreally hard to not
raise taxes and many times we have lowéagds and we’ve never, ever even gotten
close to reaching our tax levy gtlamount that the legislatusaid that we could have.
And we are the only college the state who has not readrmur levy. The state had it on
for a vote to take our funding away this yesr,| know they will next year. So, it's now
or never and we can’t operate withtlué money because we have the two new
campuses, the bond issue passed, but it onlyfpayise buildings and you have got to
have furniture and people.

As with many of the colleges involvedtime study, Cora’s college has many facilities
that are in need of being remodeled or etbsShe found it challenging to make decisions
regarding closing facilities thainly a few use and balancing thatowing that those that do use

the facility have no other option.
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We have a current problem. We have the @llympic sized pool in [my] county. Itis
horrible, it's 40 plus years old and it's crumbling. | mean, it will cost just to refurbish it
and not do anything to the underneath, a amlldollars. We don’t have a million dollars
to spend on a pool. One of the high schools itsdss used a lot but by a very few
people. So, we're going to ckd. It breaks my heart beciit is the only pool of its
kind, but we don’t have the money to do dmiyg) about it and we’re getting phone calls
and emails on that.

The board function issues fBararevolved around assessitig needs and any barriers
that may be in place. She felt that the boarsgpoasibility was to ensutbat the policies that
were in place created an environment wheretilege could achieve ¢éhgoals set by the board.

| think the board needs to figure out what tharriers are to mawy the college forward

externally, and gendig that involves eitler straight up politics or just community

presence. And — and in the policies we stiald, | think, should address those barriers if

the barriers are, you know, like too low propeey then we need to change that barrier
so we could bring in enough rewge to move the college forward.

When talking about planning, Sara said, “Wé=d to look more intentionally at our own
internal board processes.” She wanted to renthe board’s planningnd decisions surrounding
funding and resources would ensure the collegeorging forward. She said, “We can’t sit still.
If we're sitting still, we're actually going backwards.” She &0 emphatic that the college
needs to keep progressing even when faced with challenges.

So, | am a big fan of — of progression euweiad times. We’ve got to keep moving

forward. And I think an effective board shddde doing that and then, um, getting out of
the way.

Sethunderstood his role as an elected dffieis carrying fiduary responsibility,
ensuring the public funds are used wisely. He wary focused on helping the college meet the
economic needs of the community and on margagesources and making decisions about the
direction of the college withithe confines of diminishing revenues. He described the challenges
of balancing access with meeting the nesfdsl students that attend the college.

There were a number of people who wieeologically opposetb [a capability

standard], that believed that we shotake anyone who comes, no matter what their

level of preparation and get them to whemytlvant to go. | donhave an issue with
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that other than the factdhit takes resources and havany resources do you — how
many opportunities for education do you démy student who has come engaged and
prepared for the sake of the studemit® have come unengaged and unprepared.

But | wouldn’t do what everybody wanted rteedo, which was — it's okay. Pay no
attention to the supply chaproblems. We’'ll just do thbest we can and spread our
resources as thin as we can. At the entthaif day when that problem grows, it pushes
out everything else, you know? You've gotset limits on what you can do and you've
got to set expectations for the supplaichbelow you. And the supply chain above you
would also appreciate some standards, bedéose graduates come to them, say after
allegedly taking second-year material and thaye to repeat their first and second years
when they get to the university after havgane to community college, that's not good
either.

Seth’s experience with having the collegepoobation resulted in some anxiety for him
as a board member and wondering if he is regdlying all of the information he needs to make
the decisions he is asked to make.

| just try to make sure that process was followed, you knowft falls in this threshold
category, did we do this, did we do that, you knolivthe board reporsays we did that,
you know, occasionally I'll check, but mosttbe time, hey, | cannot examine everything
in detail and I'm not going to. And you’ll mer get a board that does that, but we do
have a finance and audit committee now, thasdoeto look at thosthings in a little

more detail. But even they damook at things at the levef detail that one might.

So, | always worry, what's the next problénat’'s going to send us — what's the next
problem that’s going to bring us to our kneeghat's why I'm working so hard on that
reporting calendar, because | never, ever wasitdhhappen to us am. It's just cost

way too much money to do what is fundamentally the most reasonable thing that — and
most important thing — that | think we’veawvdone, short of opating, short of having

the community college.

Mary’'s board operates under a strict pplgovernance model, with the board
establishing the direction and eratsd the CEO determining strategjifor achieving those ends.

The strategic plan is the president's purviéhe boards defines ends statements, that's
our strategic plan in a way but some boaembers want to approve all those [specific
strategic plan] activities and, ekp trying to explain that ffou approve the strategic plan
then our goals of president can come riggatk and say well, you approved the plan.

You know, | mean if we want to really letthd@o it and hold her responsible then we have
to let her do it.
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Her experiences have been in haviregv board members come on without an
understanding of the policy governance model anatiwg to get involvedn the administrative
details of running a college.

In the earlier years, it was really eas\yg&d into administrative stuff and so we had to

kind of keep yanking ourselves out. We'vétgo better with that sib doesn't happen as

much uh, where we might have somethingleagenda and theealize in a board

meeting oh, this isn't our purview. So that stuff doesn't happen as much. um, it's more

the, the um, the discussion from the board members and where they might want to delve

into something and actually our board attorhag been great because she keeps us on

track on open meeting law but she also will Helgeep us on track a little bit related to
the policy governance stuff.

Mary felt that the boardhould have a good understandoidhe resources and funding
challenges that the college has and work suemthe community or owners understand what
their needs are, particularly when thex@ need to increase taxes or tuition.

We've done presentations. We've gone adtthere was a year when we had to do $3.2

million budget cut and we went out and did préagons to Rotarians, Shriners and all of

that and then it asked if they had questiovie knew we were going to ask for a tax

increase and so we were trying to prepareryone by saying here's what's happening
money-wise.

The emergent theme of board function inchhdedescription of géicipant experiences
related to the topics of decision making,npiang, and resource atlation activities. The
resource allocation function was one of the niogiortant within this emrgent theme. A focus
of several participants wasetfboard’s involvement in estaditing the local tax levy that
supports their respective collegand setting the tuition rater students as well. Some
participants were reluctant wte for increased taxes ortion, but for the most part all
supported these types of recommendationschaséeheir knowledge of diminished state
financial support for theicolleges resulting in a greater need for resources to support academic

programs and services thatprove student success.
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Board Policy

The community college board operatesier the guidance of board policies and
procedures. All seven participartalked about the need for board members to understand the
board’s policies and processes in order to veff&ctively as a board. Policy governance was the
specific model of governance used by all of¢bleges involved in the study, however there
was not a consistent interpretation of wpalicy governance meant by the participants.

Lisa came on the board with very little oriatibn and took the itiative to seek out
policies and procedures, only to find them vemydated and in need of updating. She referenced
issues with the prior CEO not being forthrig¥ith information to support items the board was
being asked to make decisions on.

What happened is that [the former CEOjha my mind, convincethe board with the

same data that he was trying to convincecthramunity that no student who started at the

lower level developmental edugat in six years took creddiasses or any college level
classes. Well, there’s two issues. Firstlgfthat data was false, and the board never
asked for evidence. They only looked at thelence that he provided them to make their
rationale.

The interim CEO that was in place wHesa became a board member was continuing
similar practices to her predecessor. The begnibcesses were land not following open
meeting law requirements in her opinion. Infotima and board business were managed in a so-
called executive session with other admiirdtors attending and the door open.

This is my very first board meeting in January. [Interim CEO] was the acting CEO,

because she didn't get the official job. And so the first meeting, and she’s running the

board executive sessions like [the former CE&D] them, all the vice CEOs are sitting
around with the board. How do ytaik private stuff? | mean, well it's beyond me. To
be quite honest, if you need to hawa@e CEO of HR, you bring them in, “Thank you,
goodbye.” — not that they all sit around and hearbusiness of the board. That's how it
was run. There were no study sessions, soaf lhings, from my opinion, got discussed
in executive session when they shoutdrdve. That's my own opinion.

Over time, Lisa was happy to say that board now had regulansty sessions to learn

about issues they would bekad to take action on at atfue meeting, like a new online
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education program or changes to the corspgon practices for the college. These study
sessions involve the appropriate staff so the boandask questions and find out the information
they need before the regular board meeting.
So one of the things out of the HLC wagiece on board transparency, so | was on that
committee and said, “Okay, we’re going torbdhe study sessions down in the public
room, we’re going to bring tables in, theard will be there, we’re going to have
microphones so people in the audience canimedyut this is a board study session. We
talk, but people can be there. We can ealthe audience if weeed some clarification
or discussion. So the topic this weelaisevamping of our distance education, because

the CEO has a vision on how he wants to take distance education. And so we’re going to
get to hear that information.

Lisa’s board also startéwlding executive sessions bdsm the reasons allowed in
statute and under the guidance of open meetimg. I8he said, “Sometimes we have more than
one executive session, because now we’re tablidoogit goals, the CEQO’s goals.” Many of these
changes came about as the college had a clatgpedership and also as they moved through
some serious accreditation issues Whate related to governance and policies.

As Lisa’s board reviewed board policiesdaupdated them, one area of focus was on the
way in which board members manage complaimey receive. Until recently, there was not
clear guidance or procedures board members to follow. Now board members move
complaints on to the CEO or if it is relatedthe CEO, it moves to the board attorney to be
handled and the board is kept apprieéthe issue and how it is managed.

In addition, what has to be strengthenethimbylaws is that when a board member

receives a complaint, because sometimes thditet happened previously that got us into

some trouble, that we make a photocopy, thagiwe that to the CEO'’s office, and when
we have executive sessigmu know, if it is something that can be discussed in
executive session, we take caratah executive sessn. If it's not something that can be

taken care of very easily, we just give theopies and just say, “Téis the letter that...”
or, “This is how it's being handled.50 we do have that piece.

As a relatively new board member and ngvbeen a college administrator, Lisa was

struggling to balance her rades a board member under pglgovernance and getting involved
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in the day-to-day operations of the college. Steediso lived most of her life in the community
so was connected with a lot of community groapd knew a lot of people so it is common for
her to hear about issues fromm@ayees or community members.

The challenges for me personally are how eow when I'm in my role as a board
member and don’t step over the boundsatTé me is the hardest part because
especially my role as an internal [former@ayee], for the most part, now that I've been
there on the board two and a hgdfars, 1 think folks are st#mg to realize my role. But
it's still a challenge. And | wish thekgas an easy answer. | mean, I've attended
trainings, and you know, it's easy to say, €lMour governance policy, you're not day
to day.” Well, okay, | understand that.

Stan's college operates from a strong policy gmance perspective, delegating much of
the responsibilities tthe CEO. He talked about not omdglicy governance being a challenge for
new board members to comprehend, but governance in general. So many new board members
come on the board with a narrow focus of wihaty think the experience will be and it takes
time to educate them on the college, the bogrdligies, and the real authority of the board.

The new board members don't know what they don't know. And we just have to make
sure that new board members, now anthenfuture, understand our role under policy
governance. And for the most part, they dbiere's some thatiktike to hold on to

some of the issues and discussions in the liudge that's something that we work out
as board leaders. The present board nght is a made up of many new members. So
we're trying to make sure that everybody undedgavhat is available to us and the role
that we play in that monitoring process.

When Stan became a board member, theytsiped dealing with operational issues and
not working a policy level. Aiough he “hadn’t a clue” what pojigovernance was, as he has
learned more about governing from a policy pecsipe, he has “become a disciple because it
works.”

When | first got on the board, we'd speyall know, two hours deciding what color to
paint the gym. Well that's not in anybodytdicy. That is for somebody else to deal

with. And it's hard, though, to step awagrr the operational aspects as a board member
and into the higher level thinking that poliggvernance requires. It took me a while to
get my hands around them. Still learning bytifi've not worked at that level it's a
change in your mental attitude.olY have to really think high-level.
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Stan is chair of the board’s subcommittee teatews policies to ensure they are in line
with best practices and meet the requiremehtee HLC and state and federal regulations.
These subcommittee meetings ame bloard’s opportunity to disss issues with staff and bring
forward recommendation to the full board foriast They are posted meetings, so all board
members can attend and he said it is helpiudll board members to be present. While
understanding policy governance isuable, Stan said that what is most important is for the
board to understand its authoritynoes from the board as a whole.

| don't ever think a board should alwaysus@nimous. | think there's room in every

board situation whether it's a seven-mentimard or five-member board for different

opinions. The key is once the decision iglmahe majority opinion is what we live by.

Cora reinforced the philosophy that the boaraighority is as a hwle and talked about
different board members over her 32 years hlatnot wanted to embrace that philosophy. They
would want to represent the boatddifferent events and spetileir own views versus what the
board had decided.

We try to get across to peotheat you're an individual anthe board chair speaks for the

board, but then only what the hdavants him or her to sajeven to this day we have a

couple that really hate it thH#tey can’t represent the boatlevery sinkp function and

speak for the board. | think its very, very important thaeople remember that they're
only part of the board.
When the board transitioned to policy governancea®@as the lone vote against the change. At
the time of the transition, the CEO was running lboard and she fearedhttwithout significant
executive limitations, the CEO walihave too much authority.

Anyway, [the CEQ] and this other board mmger went to the pizy governance session

and decided that was wonderful. So, he chauk, it was voted on four to one, | was the

dissenting vote, because, and | still say whitein favor of it now and with the CEO we

have, it gives the CEO a great deal of powterd if you have a CEO who is inclined to
be so, they can become a dictator.

However she accepted the decision to moymtizy governance, and because of her writing
abilities, she was tasked witbriting most of the policies to make the transition.
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But | had to be the one to write the pol&fer policy governance because | was the only
board member who’d ever done any policytivg. So, they assigned me that and | do
respect the fact that you're on the board, majdréty ruled that this the way it's to be,

so | worked under policy governance, did the besuld with him,and now as | said, |
believe in it and as [CEOhd | were saying the other day when | went to a meeting out
there, I'm the only board meber of even some ofdélones who voted for [policy
governance]| who believes in policy governarmxause the others will call a CEO or a
vice CEO or faculty member and ask them to do something.

Cora had experiences where a neardanember was overstepping her role by
contacting employees and tellingeth things she wanted done. They involved the board attorney
in reminding the entire board that thiegving only one employee — the CEO.

We had one board member who was partitylaad about contacting staff and telling
them what to do and she was new and so wedft in the attorney twy to explain, You
know, to everybody, so it wasn’t you're dgithis and therefore you can’t... And
sometimes when one of us needs a liitteof comeuppance instead of getting a
comeuppance, as we would have way bagkfthe other president. He would have
called you and said you don’t do this anym@ar current CEO doesn’t do that kind of
thing.

Sarawas committed to maintaining a high lef@cus. She “is a big fan” of policy
governance. She also believes that board mesxdmenot have to agree all of the time but do
need to keep “the whole@ncept of moving forward asémumber one primary goal.”

| believe an effective board is one thaives the college forward and however that’s
been defined by plans or goals or objectied the board should leffective among the
five of them to truly move the college foand. Now, whatever that means; that might
mean, uh, building a new building, that mightan stopping a program if that moves the
college forward if you have a program thats doing well. It might be initiating
programs. It might be hiring specific peofiat are needed in specific areas. But all
that is based upon some sort of strategic éaork, whatever that is. Most importantly, |
think an effective board needs to do that wamkl then get out of the way. That get out
of the way part is | have observed one @f ffardest parts for boards to do. | think we
trip our own selves up by believing we have business past the CEO.

When discussing board policies and procesSasy talked a lot about the challenges of
not having a formal, intentional board orientatpyocess not only for heollege but within the
state and even nationally. As a member ofndwggonal ACCT board, onef her primary focuses
is on board education and promoting some typgermnal process for orientation. She said it
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does not have to be the same for every collegeshe would like to see some standardized

processes that are followed.

Orientation has got to become some sortaifonal if not state goal. And | think
eventually as the state organization getteb@nd more knowing wh#hat job needs to
be that they will come to thatNot to say that all these trustees need to have the exact
same book and not even necessarily sayihgstto be policy goveamce. But certainly |
believe orientation should be individual witiat new trustee whethe or she sits down
with the president, sits down with the ahai the board and then goes have coffee with
each of the other board members.

When talking about her own board, she saldke need to look moratentionally at our
own internal board processes.” Her board broughtboard consultafitom ACCT a few years
ago to facilitate a board policy review procassl she found it quite helpful. She would like to
see that done more regularly, especially whew board members come on the board and there

is a shift in the board’s dynamics.

Now, if we ever want to have a boardreat and talk about the board, you know, we've
done that basically really once with [consultaAtpd then we did it again just as a follow
up. So there is a balance there between the board getting taedrawing their own
internal work and then the board getting together and the CEO and the staff coming in
and we’re doing more strategic talks. Becahse¢ would be what | would have called a
staff and board retreat as opposed to a bardat like we did with [consultant]. But
that’s just me and both are valuable. Gdaly, actually, | would see a need to do both at
least twice a year. Well, maybe each typeeoa year. And establish that in a process,
you know just get it in the calendar so the etatons are there aiiics just what we do.

Sethtalked a lot about board policies andgesses. His board dhaecently reviewed
board policies and made revisions but he fealg thill continue to evolve. His board had not
reviewed their policies for sontene and from his perspective ghwere working; however the
HLC found problems with many of them. Thisompted the board to take action.

| would say our policies areilsevolving. For a long time wlad stable policies which
we believed were working. Uh, but one o tinings that the HLC dinged us on was we
hadn’t updated our policies in quite a while @adwve’ve taken a look at several of them.
| have made major changes in some of thémfortunately with the timeline we had, we
haven't taken the 20,000 foot levigkt. So again, it’s a littldit of a patchwork. It's a
little more coherent than it uséalbe. It's better than it esl to be, but I still think it
needs to have that 20,000 foot look.
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Seth also talked about formalizingetbomplaint process by which board members
manage a complaint they may receive. This issue also came about based on and HLC finding.

We do have a standard protocol now, depamndn the nature of ghcomplaint — it's

spelled out in our bylaws where it may get farded to the [board] chair and the [CEQO].

It may get forwarded directly to the boartbabey or forwarded to the uh, uh, uh, ethics
hotline or uh, uh, complaint office. In most cases the [CEO] and the [board] chair are
simultaneously informed, but dependingtba nature of the complaint it can bypass
them completely. If it's a complaint aboutth it goes somewhere else. We are very big
now on making sure that no matteratvithe complaint is, it gets in.

One of Seth’s focuses is on ensuring thege never ends up in the situation it found
itself a few years ago, facing accreditation ptmira To that end, he has worked on a board
reporting process that encompasses the responsibilitibe bbard related to accreditation and

compliance.

We're off probation. Yippee! But we're on i, which is what? Well, it's probation

with a longer timeline. You know, we haveear to fix a number of problems in the

college that we've identified, that we thimle have written policies to address and we

have embarked on a path to improve our academic continuous measure of improvement,
the student learning teomes, which evidently has been a big deal with the HLC, uh,

since well before | came on the board. Sod'fiittle bit worried about how did I, a fairly
studious and intelligent board member, notleatc to that? And I'nmeminded of Enron,

you know? What's the first lesson of EnroB®n’t count on accounting. That is, do not
count on what people tell you even if they are outside folks? So one of our approaches to
get to the point where we can actually hagefidence that things are running as well as
advertised is this board reporting caleniti@t two administrators and | have been

working to develop and that we're goingrtdl out hopefully next month. | hope we’ll be

able to afford to do it because it's goingctaver lots of areas artbere will be lots of,
hopefully, third party evaluation of our claimsndependent, thirgarty evaluation of

our claims.

As issues are brought forward for board egwor action, he alsooks to make sure
policies and processes have bédlowed. His board also established a finance and audit
committee that looks at related issues in motaidés a volunteer, eleddeofficial, he does not
have time to review everything nor does hiakhe should but he deghink he should be

confident that the college is followimmplicies, procedures, and regulations.
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| just try to make sure that process was followed, you knowft falls in this threshold
category, did we do this, did we do that, you knolivthe board reporsays we did that,
occasionally I'll check, but most of the timegy, | cannot examine everything in detail
and I’'m not going to. And you’ll never gebaard that does that, but we do have a
finance and audit committee now, that doeddripok at those things in a little more
detail. But even they don’t look at tigs at the level of detail that one might.

Mary is “100 percent committed” to policy governance and recalled her board
transitioning to the governance model. Wil started on the board, they were policy
governance on paper but not in practice. She saithdk years to get to a point where we could
actually say we were practicing it.” She pevesi board effectiveness under policy governance
to mean “is the college doing what it's suppoedo.” She said the board does not make things
happen, but through monitoring reports presentededyoard, they “araupposed to ensure that
it happens.” To accomplish this, their board hataae on the regular meegj agenda to look at
the board ends or goals amehluate if they are gog in the right direction.

As new board members come on the botuely are challenged to understand what
operating as a policy governance board meansy’Mboard has experienced some difficult
times recently with a new board member having a personal agenda and not embracing the policy
governance model. This particular board memtmnts to not only get involved in day-to-day
operations but seems to seek out ways to undermine the efforts of the board and CEO.

| think her agenda has to do with things that she didn't like when she was an employee

here and then doing some scrounging uprtd fiut what other people didn't like so that

she can bring it forward and so she's lookingsfeecific things to point out that someone

did something wrong. That's her whole focus. So she keeps coming in. So one board

member guy had to miss our budget [study se$sieeting last month because he had a

personal issue and so we scheduled a sepan@eting for him to go with the budget and

she found out about it and so she had to calmeg, too. So | mean it was just that every

opportunity. This is the one who's my former employee and she was fun to work with
then so it's not getting any better.

Fortunately, there is a majority favor of working at a policy level.

In reality what happens with the board megsi is that it all usually works out because
there's right now, a majorityf people who agree that paligovernance is the way to go
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and the real struggle is tgaabout policy governance because when people come on the
board with an agenda, they want to dig danto whatever it was that was the problem

or that they think is the problem and, dinxdit and they don't have the authority to do

that but they fight about that.

Mary took advantage of several workshapsl conferences to come to understand policy
governance and not all board members want tesinu@e into learning about the process. Her
board also brought in facilitators trained inipglgovernance to mentor the new board members
through their first five board meetings.

We had a facilitator come in who hadipg governance experience and this time,

because one of those new difficult boardwbers used to be an employee of mine,

which doesn't add to the, the positive dynasnwe actually hirethe facilitator to

mentor those meetings, those new members through their first five meetings. So she met
with them before the retreat in January didla little mini orientation. She may have

met with them more than once. We did thientation and then before each meeting, she
met with them to try and coach themahgh preparing for the eeting and helping to

guide them toward the right the way tlaaduld fit policy governance, whatever their
concerns could be and how to make what thegded to do work in the kind of meeting

that we have.

The consultant also facilitated a team wbiks for the entire board as well. Mary felt the
services of the consultant were helpful for at least one of the two new members and for the team

as a whole.

One of them wanted to be able to resptmthe open call as things come — it doesn't
work in open meeting law bittalso creates this baeid forth dynamic that isn't

healthy. | mean it's, it's really hard fbthere in open call anlisten to people tell you

they don't like what you're doing and you bite your tongue and you say thank you and
you move on. But as soon as you open the door to respond and your meeting is taken
over but we still have one member wheeally like to be able to do that.

As the board chair, Mary worries about whatyrhappen to the college if the balance shifts
away from being a policy board to a boardtttvants to micromanage the CEO and college.

The worry would be if a third board memlskdn't want policy governance and right now
that's not the case byou'd never know. | mean somearild decide they have to
resign because of some pmral reason. The electiongutd come up and you could get
someone else so when we trust the process and people agrpelisitlyovernance then
pretty much whatever. | medthey if we did a tax iorease request and board didn't
approve it, the college would survive. They would have to make some additional cuts.
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They wouldn’t be able to do some of thessv programs but if someone wants to jump
in and make decisions about what's goingnside the college and doesn't agree with
policy governance, that's where we have a problem.

This emergent theme of board policy desatitie experiences of gecipants regarding
board policies and processes as well as thxperences with policy governance. Governing at a
policy level can prove to be clehging and it requires attentiéor new board members as well
as occasional reminders for those who have been on the board for some time. There is a fine line
for board members to manage betweeau$ing on high level policy decisions and
understanding college’s operations sufficienhdawe confidence that the CEO and staff are
functioning within those policies established by the board.
College Mission

All of the participants takkd about the emergent theme of the college mission and the
importance of effective board members understandot only the college’s mission but also the
college’s goals and future direction. This emetgbheme is captured most prevalently in the
subthemes of college direction and mission, doingtwshbest for the college and its students,
maintaining a big picture perspective, movthg college forward, and student success and
completion, and to some extent the subthemes of access and focus on a common goal. The board
itself plays an important role in each of taessibthemes by understanding and being committed
to the college mission, vision, and goals.

WhenLisa defined board effectiveness she sditks all linked together: board
effectiveness, college effisaceness, and student succedhtoughout her two years on the
board, Lisa feels her board has made a lot@fm@ss in getting on treame page with goals,
specifically student succe€decause of the challenges leetlege has had related to

accreditation, they have been doing a lot térinal and external environmental scanning,
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reviewing of the college’s mission statemetd planning that included the board, the

community, and college staff.

The mission hadn’t been done, looked at, visiomyver a decade. So we just had our
second futures conference two weeks ago, and every board member was present. And
there were over 100 individuals [in attendance and] there was a lot of good work that
came out of that. We're having a strategianning meeting | thk next week, and

results of that will be pubrward and minutes are goingle coming out to all that
participated in the futures conference. tl®board is involved with it, but the board

itself, what the board hasn’t done that wejmeng to be doing this summer is our own
board goals. So there’s the strategic plamctincellor has his annual goals, and | think
the board needs to have annual goals, budavét — we [currentlyhave priorities.

Stan's board strives to focus on the big piet and holds the CEO accountable for the
details of ensuring the mission, vision, and geatsmet through the college’s strategic plan and

monitoring reports presented to the board.

When 1 first got on the board, we'd spend two baleciding what color to paint the gym.
Well that's not in anybody's policy. That is for somebody else to deal with. And it's
hard, though, to step away from the operatiaspects as a boandember and into the
higher level thinking that poljcgovernance requires. It took me a while to get my hands
around them — still learning. But if you've notnked at that leveit's a change in your
mental attitude. You haue really think high-level.

Under policy governance, we simply edisiibthe destination. And the CEO is
responsible for putting a strategic plan tinge; having said that, we don't get actively
involved in strategic planningThere's one in the distribut, like | said, we haven't
changed our policies as far as our destinatiwrsur ends in the 2@ears. We've kind of
tweaked them a little bit but our next pglimeeting; next week actually, is going to
delve into workforce development to makae that what we're asking the CEO to
accomplish is still relevant.

Paul described board effectiveness as béaagised on high level functions and doing

what is best for the dlege and its students.

Well, I think the board has to work togethéth only one main goal in mind. And that is
to do what's best for the college and thedsints. You could break it down from there,
but that’s the main. Not to let personal adas get involved and not try to micromanage.
But to look at the overall picture and providieection. Keep in mind that what you're
there for is the good of éhschool and the students.
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He feels his board is committed to stodsuccess and felt that, after attending a

governance workshop on the topic; the college adesisg most of the initiatives discussed. He

said, “I think we were doing most of it anyywaWhile Paul has beeon the board, he feels

fortunate to have been part of so many charayel has “really enjoyedatching [the college]

grow.”

Cora has a strong commitment to the collegel its mission, vision, and value to the

community. When describing board effectiven€ss;a talked about heonservative philosophy

and how it has been challenged at times; howstverunderstands the ndedsupport the college

with increased taxes at times to fulthle mission and move the college forward.

years.

She also talked about occasionally paratipg in mission reviewwommittees over the

[The mission] wasn’t anything | learned abduit they did ask that a board member sit
on their board committee, to write the mission statements, so | was the board member
that they asked to sit on that. And so | dedp with the some of the mission statements
we had. And sometimes it seems theyadmgost too all-encompassing and too long,
they’re almost a story rather than a statemémtd | disagree with that. But so be it, you
know if the majority think that’s the wayshould be and the loudest speaker thinks
that’s the way it should be, thatlse way it's ging to be.

Saratalked a lot about her commitment to student success and completion and the

importance of governing from a high level.

My positive memorable experiences have gisviééeed up with a student event, whatever
the student event, either GED graduatior,dbtual big commencements, the ceremonies
at the Department of Correction prisocdtions, when we opened the automotive tech
facility, all of the honor society stuff, dainly the nurses ceremonies, the aviation —
anything that involves studepbpulations, families, those are always terrific, always
memorable and always very positive.

When asked about board effectiveness, &dkad about the need to operate under a

code of ethics and focus on establishing policasriove the college forward. She feels the hard
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part of the board is providing direction and tlyatting out of the way so the CEO and college
staff can work on initiatives to accomplish the established goals.

| believe other than the obvious HLC remuments for board effectiveness, which
generally centers on integrity@ ethics, | believe an effective board is one that moves
the college forward and however that’s bdefined by plans or gtsor objectives, but
the board should be effective among the @¥¢hem to truly move the college forward.

Now, whatever that means; that might#an building a new building, that might mean
stopping a program if that moves the collégsvard if you have a program that's not
doing well. It might be initiating programst might be hiring specific people that are
needed in specific areas. But all thabvased upon some sort of strategic framework,
whatever that is.

Most importantly, | think anféective board needs to do thabrk and then get out of the
way. That get out of the way qpas | have observed one of the hardest parts for boards to
do. | think we trip our own selves up bglieving we have business past the CEO.

Sara went on to reiterate the importantengaging themselves in the community to
support the college’s initiativedways with a focus on moving the college forward even in
challenging economic times.

| think the board needs to figure out what tharriers are to mawy the college forward
externally, and gendig that involves eitlr straight up politics or just community
presence. And in the policies we should do, | think, should adihess barriers if the
barriers are, you know, like toovioproperty tax then we ne¢al change that barrier so
we could bring in enough reventemove the college forward.

| had said it different way$ut [the CEO] uses thatrte hunker down. 1 love that
because it's a great visual. ledkto say, “We can't sit stilllf we're sitting still, we're
actually going backwards.” So, | am a big tdrprogression even in bad times. We've
got to keep moving forward. And | think affective board should be doing that and
then getting out of the way.

| believe [the current board] has been the bebeing effective dcause | think [that we
are] wildly different and crazy individualbut] we each fundamentally have that same
goal. Now, we all verbalize it differentlyThe way | talk about it certainly is way

different but I think somehow each of us realize that we do the policy work | believe on
these barriers and then we get out ofvttag. Now, each of us gives personal insight
because | don't think you get on this bo&rgust be a bunch of go-along kind of

Charlie’s you know. | hate that whole yes nmairwoman concept, buiis board | think

has been effective because we’ve done that. We’'ve made the policy, talked about the
barriers and kept the whole concept of moving forveerthe No.1 primary goal.
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Sethchallenged the college’s core mission of access in preferestgdent success and
completion. He says the public community colleégs competing priorities in meeting the needs
of whoever comes through the door (open acaasd)oeing committed to student success and
completion.

The large number of students who caimels not only unprepared but severely

unprepared and the fact thabse numbers are increasing amctease every year and we

try to set a standamf demonstrated'7grade capability beforgou could register into a
college-level class and get financial aid #mat did not go over wiein this community.

And there were a number of people who wesmidgically opposed to it — that believed

that we should take anyone who comes, ntienavhat their level opreparation and get

them to where they want to go. [Aspiringlyon’t have an issuith that other than

the fact that it takes resa@s and how many resourcesyda — how many opportunities

for education do you deny the student who has come engaged and prepared for the sake
of the students who have come unengaged and unprepared.

Now, | believe you've got to try and engagegsh people and try to help them get there,
but how [many] resources do you apply the®® | think among sue of the opposition,
the more ideological opposition, there’s jasiisconnect on resources and | think you'll
find that a lot in society.

When asked about board effectiveness, 8ginessed the importanoéstaying true to
his beliefs related to his origahreason form becoming a board member — not to just go along
with the masses, but to make the choices necessary to move the college forward. He was also
sensitive to the integrity of treducation students receive at ttodlege and how valuable it is
when the student transfers to a university.

But | wouldn’t do what everybody wanted rnteedo, which was — its okay. Pay no
attention to the supply chaproblems. We’'ll just do thbest we can and spread our
resources as thin as we can. At the entthaif day when that problem grows, it pushes
out everything else, you know? You've gotset limits on what you can do and you've
got to set expectations for the supplaichbelow you. And the supply chain above you
would also appreciate some standards, bedéose graduates come to them, say after
allegedly taking second-year material and thaye to repeat their first and second years
when they get to the university after havgane to community college, that's not good
either.
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Seth talked about parti@gng in some mission and dgic planning workshops when
he first started on the board 16 years ago andabaim recently at large, facilitated community

meetings.

When | first arrived, we had a mission wshiop with various community groups and we
came up with a mission that was so long nobody could remember it. But it was probably
more measurable. When [former CEO] camneboard, he proposed a different measure,
different mission statement which the boapgproved, which was college develops its
community through learning — much harder tcaswe, easier to remember, kind of says
there’s got to be some rdahrning and some development, as in economic development
or intellectual development or educationaelepment. | would argue it’s kind of all

three, but hovdo you measure it?

| still think that mission, maybe with som&nor modifications, would be a very good

mission. But we’re in the process of reviewthat now. We recently had a set of

workshops on mission fulfilment indicators, \wh aren’t really addressing what the

mission is. It kind of seems backwards, but it's kind of getting a broad sense of what the

community expects to see out of the college then there was another workshop where

we actually worked on getting communityput on what the mission should be. And

then we have some staff trying to distill alattand | expect that work to be done in the

next couple of months.

Seth is optimistic about a recent training event on student success his board attended,
stating “we came away veryzzed about doing everything from the perspective of student
success.” Seth was not blind to the challenge®bard will face regardg choices about how to

achieve student success.
The problem is going to come in with whaak our definitions, because I’'m going to be
more interested in the value-added throughmeasured a couple péars down the line
than | am in okay, we got people another saokwnaking degree. So, we’ll have fights

around that, but we will not have fight©and what kind of services we provide our
students to make sure that they can succeed?

Seth’s college has struggled in recent gesith accreditation problems. He shared that
he is attentive to deta and found out aboutlat of weaknesses inétcollege’s policies and
practices during an HLC visit. light of those experiences, has indicated he never wants to

be in the position again of not knowing whatisisupposed to know as a board member. To that
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end, he has worked with staff toeate a board reparg calendar with itemselevant to the HLC
requirements and to the collegenission, vision, and goals.

Well, | don’t think we’ve actuallyaced an issue that big prito that and we are still
reeling from it now. | mean, we’re off probai. Yippee! But we’re on notice, which is
what? Well, it's probation with a longer titimee. You know, we have a year to fix a
number of problems in the college that weidentified, that we think we have written
policies to address and we have embarked path to improve our academic continuous
measure of improvement, you know, the studearning outcomes, which evidently has
been a big deal with the HLC, smwell before | came on the board.

So I'm a little bit worried about, how did | — you know, a fairly studious and intelligent
board member — not catch on to thatRdA'm reminded of Enron, you know? What's
the first lesson of Enron? Don’t cowrt accounting. That is, do not count on what
people tell you even if thegre outside folks?

So one of our approaches to get to the poimre we can actually have confidence that
things are running as well as advertigethis board reporting calendar that two
administrators and | have been workingl&velop and that we're going to roll out
hopefully next month. I hope we’ll be ableatford to do it because it's going to cover
lots of areas and there will b&s of — hopefully third paytevaluation — of our claims,
independent, third-party evadtion of our claims.

Seth wanted to make sure processes wevein place to ensure the college’s mission
could be fulfilled without the challengéisat come from accreditation problems.

But on the other hand, | never wadhe institution to be vulnebée again. When we have
to make a priority call, we have to makpr#ority call and I’'m willing to live and die on
my priority calls. I’'m willing to live and d& on the choices that | really make, but I am
not willing to live and die on people’siththolding information, you know? So, we've
got mechanisms for the information to come forward.

If it doesn’t come forward, you know — so the reporting mechanism, the reporting
calendar is part of it is goirg be, you know complaints anaiys Part of it's going to be
student learning outcomes. Pafit is going to be legal thgs and contractual things
that we've maybe not done as well: all Heademic data or the academic data that's
meaningful at the board leveRAnd there’s still some tweakq of the definitions of what
is going to go into the report.

One of the real challengd&ary has experienced is gettingetentire board to agree on
the board goals and mission. Her current boasdsbane difficult dynamics created by one new

member in particular that has an agenda. Althahg board had a formal orientation process for

87



the most recent new members, this new boanthioee, who is also a former employee, is not
letting go of that agenda.

One of our other new board members told medié to her, "l just told her when are you
going to realize thahese are good people who are ddmgright thing and they know
what they're doing,” but it's a constamtd she's a former employee.

And | can get that, you know. So sometintasjust feeling a pull and there can be
dissension. It can be fine but there's ns¢eure feeling thatlahe board members are
here for the same overall purpose and samesithat's where people start and then the
niche smooth out a little bit and it's likeathmaybe it's they're drinking the Kool-Aid, |
don't know but because we don't have to agresverything but we have to agree on our
role and our mission and that's where theggile can be. It seems like that's the hard
part right now.

Mary also shared her experiences from witenboard went througdn exercise to look
at its ends statements or board goals fercivllege. She felt it was another memorable
experience for her while on the board becausetit@mes of this enlightening process really
changed the direction arfidcus of the college.

Maybe it's another most memorable experiesroghatever on the board but there was a
point after I'd been on the board for maytweee years or four years where we had a
facilitator come in, reallgood policy governance person. We were revisiting our ends
and we did this longer facilitated processvits probably one of olnetter discussions as

a board because it wasn't just about amdgétem but we finally kind of came around to

the what are we here for? Like what are we trying to do? And that's when the economic
development piece came in.

It was landmark for us. All of a sudden, went well yeah because providing graduates
career training, continuing eduimat, retraining, even all dhe cultural and, and social
things that we do, recreatiorl| pof] that contributes to quay of life or bringing in new
business or assisting businesaad startup or supportingeth in retraining and if you
look at our end statements, tedike right at théop which is shocking. It was shocking.

It was a big deal and that aetly changed the course. It was one of those few times
when we actually made a decision in line watlr process that changed the way the rest
of the college did their business because tiwy had to say how does it fit with this
overarching economic development kind of gmaéxpectation and that was when the
college really started to see that the bahddnot break separate from the college which
is what was happening before. They weffedoing their own business and the board
was creating ends that fit with the uesss that was like a backwards system.
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And so suddenly they've had changed theirgge@nd we had a really good president at

the time. He was able to see it and sudiglthere was a strategic plan that linked

everything to one of those end statetaeand, and now we have a big economic
development center and the small business development center is much stronger. | mean
you can, you go back and pull all these thingd #ither had been in existence in a

minimal way or one you can hear that nowreedere and | can tell you people in those
programs will say, “We contribute to econondevelopment because —.” We would

never have said that before. So thiusstrategic planning part of the board.

Mary realized that since the new boardmbers had not had that kind of experience,
they may not feel the impacteth do have by establishing theeatition of the college through the
board ends statements. She mentioned the eolleg looking at its online education and one
board member was particularly inésted in this topic. Margees it as an opportunity to go
through a similar process that she went througbn economic development was added to the
ends statements and could see discussiorigiong around the topic of access, which online
offerings would expand.

Online education broadens access for thelevcounty. So if we talk about access

without having to define exactly how it's doh&ope we don't see a statement that says

all programs will be offered online because you can't, | mean how would you do a

culinary program online or nursing? But wevéa lot of programs offered online but if

we make access in a variety of ways | thirdt twould be an opportunity for the board to
feel like they're impacting what the colledees and that's what those board members
need. [When you are] on the board, you don't see it on a day to day basis. You see it
long range but those new board members weaguart of the board when we had that
discussion. So they're not seeing what werithat one meeting has played out through

the whole college. They weren't a part of thadl | think that kinaf experience is what
it's going to take. | mean then may'll feel like you're making a difference.

Mission was an emergent theme focusing snlzstantial array of subthemes, including
college direction and mission, doing what is desthe college, maintaining a big picture
perspective, moving the college forward, andlent success and completion. As participants
shared their experiences, tleisiergent theme was prevalent throughout the interviews.

The participants experiences relateththird superordinate theme of college

commitment and engagement focused on the ganéthemes of how ¢hboard functions, the
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board policies, and the college’s mission. These gemtithemes were described in terms of the
many subthemes including planning, policies pratesses, policy governance, direction and
mission, maintaining a big picture perspectaed moving the college forward with an
overarching subtheme of studesuccess and completion.

The patrticipating collegesll reportedly operate undarpolicy governance model,
however the participant’s perceptions of the level the board should be involved in decisions
varied. Some participants believe the bodmoldd delegate everything to the CEO and hold him
or her accountable for outcomes, while others w@be more involved in making decisions that
impact the college.

Community Engagement

The last superordinate theme identifiegls community engagement and included the
emergent themes of community connectionsaoldics. All seven pdicipants understood their
roles as elected officials andethresponsibility to neresent the owners or taxpayers of their
respective districts.

Community Connections

Public community colleges are political swadions of county government in the state in
which the participants were board members. Each of the community college districts are
authorized by a vote of the citizens, who altenately the owners of the public institution.
Although some of the participants came to be on the board through an appointment process, all
had experienced an election cycle and had an uadeiag that the tax paggeor citizens of the
district were significant stakehd®rs of the college. The community connections emergent theme
speaks to the linkages the board maintains with the community.

As a board member and a former employee of the colléggereceived calls from the

community and employees related to issuesoanplaints. She has worked with the board to
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strengthen the board policiesdnsure these issues are procgssmsistently because prior to
her becoming a board member, there were contpléiat were not déavith properly by board
members. The challenges identified in the unmadagmplaints were related to issues that
resulted in some of the college’sceeditation problems her college has had.
Our constituents are obviouslytime political realm. We hawdistricts, ad the districts
are the same as the county board of supervigwdive districts. But from my point of
view, if somebody calls or emails meifin the community, | don’t go, “Well, which
district do you live in?” | tke care of that isgu And in our bylaws, it needs to be
strengthened that the chair responds foibtteed, because sometimes they’ll do an email
and do a blast to all of us. So what I've bdeing as the chair ishen | respond to that
person, we don’t copy the [whole] board besmof open meeting laws, so | copy the
assistant that helps the boarddd’ll say, “Please send this duso that then the board is

communicated with. And when we have an exee session, if it something that can be
discussed in executivesson, we take care of it.

Lisa also talked about having some typeaihmunity forums in each district based on a
suggestion from the CEO. The forums would pdevboard members an opportunity to get better
acquainted with their respective constituents. &he, “What we can do is combine it with a
college forum to listen to that community.”

Lisa said that based on suggestions froenHhC visit, they haveot started recording
and streaming board meetings in the spiritafisparency. Because of the equipment required to
do this, board meetings are no longer moved artlumdistrict but they have talked about
having study sessions different locations.

Because of transparency issues, one of tingshthat came out of the HLC is that we

videotape and we live stream the board nggsti So because the equipment is all set up

in the board room, it is only now at the distroffice. Previously, some of the CEOs

used to move them around, but what we’\ketd about and we haven't done is having
the study sessions that are ngieta at the different campuses.

The study sessions do have an agenda, howlseido not have a call to the public item
on the agenda so she is not sure that wouldthelpoard to connect with the community in a

meaningful way. Lisa said makingathconnection is “a hard thing.”
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Lisa also talked about her personaldnge of knowing the boundaries as a board
member. Balancing the role of a board menvberking from a policy standpoint and connecting
with the community on issues that argortant to them is a struggle for her.

The challenges for me personally are how Boow when I'm in my role as a board
member and don’t step over the bounds? Tdhate is the hardest part because for the
most part, now that I've been there on therddevo and a half years, | think folks are
starting to realize my role. But it's still aalenge. | wish there was an easy answer. |
mean, I've attended trainings, and it's etsgay, “Well your governance policy, you're
not day to day.” Well, okay, | understand that. But then when do | say to a college
employee, who is also a constituent, “I'Btien to you?” And what | do is, for the most
part — I'll give you an example. A facultgember called me very upset about her boss,
and | said, “Okay, | cannot deal. I'm sorry luimy role, | cannot deal with that, but |
can help you get to the right person, theQC&ho can listen to you,” and | said, “So
what do you want to occur with all this?”

And told [the CEQ] about itrad | said, “I think we shoulddien to them,” but when do |
say, “No, I'm not going to meet with you?”eBause | said to [the CEO], “Here’s the
thing. | want to listen,” and what | did isummarized all of the notes, and | copied [the
CEO], and | said, “Okay, all thegeople, here’s what | heartllere are the issues. And |
said them. “I'm going to do this, I'm going to copy [the CEO], so he knows what the
issues are.” And that worked, but then hdevi know when | should say, “I'm sorry, I'm
not going to meet with you at all?” Because terydency is to want to listen, and then in
a way | feel like that's my job, is toslien. So how do you know when you shouldn’t?

Lisa was very challenged with this issbecause she was dealing with a lot of
interactions from the community based oe tollege’s challenges with the HLC. Other
participants were much more focused on mténg with constituents related to community
needs and challenges with incriegstaxes or riging tuition.

Stan's interactions with the community invad interacting with constituents during
college and community events to see what theads and expectations are related to the college.
He perceives the college to have two primarstemers — the students and the owners or county
residents. For him, personally, Stan conneatis the community through his other community
service activities, including politicglarty affiliations and communitgvents. Stan said that he

hopes his board can be more intentiat@ut interacting with constituencies.
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We have a customer which is the student in my mind, and then we have the owners which
are the residents of the country. Um, theffieeones that put us in this position and we
represent them atithtable and others.

I'm active in the party so,ténd to listen to that group, but because we represent
everybody, I'm out there as much as | camd Arobably, one of thgoals, | think that

we haven't formally established, but as a boartdy ibe more proactive in getting in front
of organizations from service clubs to politipalrties to make sure that what we bring to
the table for discussion is what our constituencies are expecting us to bring.

Stan’s board has a placeholder oseting agendas for student government
representatives to talk to the board. He alseslito connect with studes by interacting with
them on campuses.

Student government at each campus presgmeery board meeting. And | spend a lot

of time with students because Idikloing it. My favorite time ito walk in to one of our
student unions, and ask to sit witbunch of them, and have a conversation.

Paul also sees the primary stakeholderbddhe students andetlvoters. He really
focuses on the student as the primary constituent.
We're there for the students and their ediocatwhich is for the good of the county. To

me, the voters are secondary. | mean, if dha@y't like the job I’'m doing, they can vote
in somebody else. But I'm éhne to help the college.

Paul’s primary interactionsith students and communitgembers are through college
and community events. He is also a busines®persthe county, so het&racts with a lot of
people through that role. His boaatso has student presentatiabsnost monthly meetings and
Paul thinks, “those are good. | likeose. That's the funnest paiftthe whole board meeting.”

His board also moves the monthly meetingsiad the county, providing the board members to
see different facilities and givjj the community members in different areas of the county the
opportunity to speak to the board during the twathe public on the agenda. His board does not
get many members of the community wantingpeak to them during board meetings and he

feels that is because the cglieis doing the right things.
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Well, | think that’s part of why we haveeastings in different locations. But we really
don’t get a lot of public, you knovattending. So it’s if you'reloing everything right and
everybody is happy, they’re not going to come to your meetings. So it's when you get
into trouble or mess up that they come to the meetings.

Cora feels the board’s primary constitueate the students and the county citizens.
Students can speak to the board during facultggatations and there are interactions with
students during college events. Community merslzan present during the call to the public
item on the monthly meeting agenda. Cora is eennected to the community, having lived in it
for several decades. When asked how she niasntantact with the community she described
different events she likes to attend that are open to the community.

Well we have quite a number of presentati@asicerts and what have you that are well
attended. And they have an art show regularly and I'm not even sure how many they
have a year, but they're quite well attended local artists have to agree to donate a
painting — | think that was the agreemerattivas made, they donate a painting or a
sculpture or whatever it is, timdorm of art, and they shotheir artwork for a while and

it's fairly well attended. And they have a reception where the culinary people serve their
goodies and so they get to show off their skills. And last night was our nurses pinning and
that’s one of my very favorites that | like.

Cora’s board does rotate meetings to diffetecations in the couptas well, “we have a
couple of [board meetings] at each different camangsthen most of them are at the big main
campus.”

Sarais very active in the comuamity and talked about theiprary constituents being the
taxpayers and the students. She understandslbexsran elected official and the need to
represent the community but seenot sure that other truste necessarily understand this
component of being a board member.

[The board maintaining a healthy relationship with constituents] is a challenge. This is
one of those [that] goes back to trustéecation. | don’t know if most trustees
understand that we do represent the externallptipo. We were elected, in my case, by
a specific spot on the ground in [the] countsttis the most rural and the most poor and
the most disenfranchised. When | literally wiike dirt roads of [community], which is

the most amazing experience, I'll knock on people’s doors, do my little 30-second
elevator speech, some of them don’t even know that there’s a college.
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Sara does not feel the process of gngawith the community is standardized.
But in terms of connectingitih the community getting embded in our culture in board
processes, no, this is a hugjeortfall. We need to figure out some way to do it more

intentionally. I’'m not saying we'raot doing it, all five of ushut it's not intentional and
therefore we don’t have aqaress and therefore it's nogrtainly standardized.

She does see that the board connectssiiidhents through their @sentations at board
meetings and the board hears from community members that take the opportunity to talk to the
board during the call to the public item on theratge She talked aboutmgrally only hearing
from the community when there were agenda itefated to increasing tage Sara also sees
that community engagement occurs at differmhmunity and college events, stating that it
“happens at different eaomic forums, but it's not strategic that we’re not working any kind
of questions that we could then take thosaesguestions to a different community and then
compare results.”

Sara talked about a board membemaitlaer college that was unseated through the
election process and thought that it may Haeen because he was not connected with the
citizens that were voting.

And it was [board member] that got taken bytone of those agenda people. He called

me the day after elections, and | was just stunned. | had no idea he even had competition.

| had no idea that there was that kindlision going up — on up there between [those

communities], no idea. And see, the bad news, [the board member] didn’t either. So,

politically, that was not welplayed. Yeah, so that's oé the reasons you have to
remain in touch with those constituencies, absolutely.

Seth's college interacts with the commungyite a bit through # call to the public
agenda item on the monthly meeting agendayTave experienced issues resulting in
accreditation problems and the community becaerg engaged with opposition groups and
media attention resulting in enrollment issuhat further exacerbated the problems.

All of the problems the college had wesied of funneled and coordinated by the

opposition groups and then amplified by the media and then funneled up to the HLC and
they’re coming down and doing an investigatifamling that there were, in fact, a lot of
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weaknesses that the board was not award@ oy got us on probation. Of course, once

you’re on probation certain other dynamiasto go into play. Our enrollment was

already dropping for demogyhic reasons; the numbergriaduates coming out of the
local high schools was declining. Anywagyst because of how the population was
aging, but then the bad PR certainly ddelselp and, you know, these things tend to
amplify on each other.

Seth sees the “taxpayers who pay foritistitution and the citiens who authorize the
existence” as the primary constituents of the bo&te thinks he is not like most board members
that prefer to meet with groups to gaugeatis going on in the community and what the
community thinks about hothe college is doing.

| like to meet with individuals and | lik do it random, so whenever I'm out and about
and | strike up a casual comgation with somebody, inevitably college and how well
we're serving or not comes up. Questions coamabout whatever, but | prefer to interact
with people on an individual basis because tjins me a better sense, | believe, how the
community thinks than if | meet witliroups, because organized groups are good at
getting a lot of people tshow up at a meeting.

Seth shared examples of how his baard the college has done some intentional
environmental scanning through college/commueitgnts related to the college’s mission. He
also talked about other commungyoups he is involved with artdat is a source for him to find

out the needs of the community.

The only other community groups that I'm amiger of are the party, the [state] Optics
Industry Association, and the [state] Tech Counktih associated witlall three of those.
Sometimes the groups will be concerned alm@ining for technicians or engineers or
something like that. And I'll make sure thhe right people are ltang to each other.
Sometimes that will involve me sitting imaeeting with the CEO and them or me just,
you know, making sure that they’re connected.

Seth indicated that the board members tendta lot of communitgnd college events,
like chamber meetings and economic developrgemips, as a way of understanding what is
going on in the community. He also sees studantsonstituents, indicating that there were non-
voting student representatives on the goverbimayd, in addition to most employee groups.

| think there is student input on the govemne council, but we have mechanisms for
people to deliver a lot of input. I'm not reaklyre how effective those mechanisms are.
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That's always been one of my concermrirday one walking in the college. When
people have complaints, when people hagees, when people have ideas, when people
have issues with how things are run, hovdo things better, how effective are the
mechanisms for propagating tleasleas and then action hapien And I think it’s just

the nature of large organizations that thosehanisms are never going to be as fast as
anyone likes. And if someday we do get a naei$m that’s fast, there will be a lot of
people who don't like that.

Seth’s board holds boardeetings in a central locatidout has discussed moving study
sessions to other sites as a waheatp facilitate connections withifferent areas of the district.

Mary’'s board has a strong sense of conoecivith the owners of the college and
maintains community connections as a prioritytfee board. When describing the primary roles
of the board, she said there were threeptiolg meeting the goals, hiring the CEO, and

connecting with the owners.

There's a piece of meeting the goals of tHege which we call ends, those larger goals,
hiring and supervising and evatung the president in her aityl, and then the other piece
of it is are we linking with our owners to Resure that we're going the direction that
they want us to go in. That's the hardest part of the whole thing. And it's the most
confusing for everyone because we nevettyetight input. So that combination of
having an effective leader, making sure thatset the right goals and that we're
monitoring how we're doing, you know, theazffiveness means that we're actually
moving in that direction antthen do the owners of thell@me agree with us, are we
taking their input ito consideration.

Mary talked about having specific timestheir calendar to evaltatheir connections
with the community. The have twdifferent retreats each year are at the first one, the board
sets goals and at the second,dhey monitor how the board dwing related to their goals.

In September or October, we look at our owsh@ linkage plan, which is our interaction
with the public at that time and then typicalythe, in January February timeframe, we'll
do a second retreat and it's varied. Sometiweg do something like we did this year,
we look at all the board pol&s or all the executive litations which are what the
president can't do and, and review whethenaie changes. Sometimes it's been really
focused. Last year it was focused veryctmon ownership linkage. That's where we
came out with an annual report, with an [community] advisory committee, and an
updated web site. So we set goals and then work on those during the year.
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One of the challenges Mary talked abouswatting the communityp think like owners

and providing high level feedback versus fongson specific needs. Her board seeks feedback

through focus groups on different topicglahrough surveys focused on the board ends

statements. The also partner with staff to a@glpresentations to community groups. Mary said

the goals of her board’s community connectionaitities were to get p@le to see the bigger

picture versus focusing on specific classes or activities.

At the college level, it's really hard to deé owners to think like owners because they're
used to thinking like customers where your stockholders don't think of the company like
they're coming in to buy a widget. Thissis much broader and people don't really, |

think necessarily get that theyeaan investor. So the ideadsget that level of feedback,
are you going in the right direch® And so the focus we've tried really hard to stay at
that 30,000-foot level, knowinidpat it's going to come in saying we need more knitting
classes. So what we've tried to do in regeatrs is to focus in on the board ends or at
least the right ones. So last year we @isurvey and we asked some very specific
guestions like these are the goals, are ttteseght goals and hodo you feel about how
we're doing in your particular geographical area?

A few questions about, about how satisfieglytlare with the direction the college is

going and got very positive results for the muestt and a pretty higturnout but we have
to focus the questions very specifically. Weetlone things like focus groups and some of
the feedback is good like we got feedback [altbe} wineries stantig to build up in the
[area] so maybe we need more agricultstgdport. Because it's general enough it's not
saying specific class or specific activity loabre, here's where the direction we want you
to go. But it almost always then engs being you know, why did you cut the softball
team or cross country teamwhy don't we have this or thago [ownership linkage] is
difficult. We've done presentations. We@ane out and there was a year when we had
to do $3.2 million budget cut and we went antl did presentations on that. We knew we
were going to ask for a tax increase aneveovere trying to prepare everyone by saying
here’s what's happening money-wise.

Politics

As elected officials, public community calje board members are subject to political

pressures from the community, pautarly related to fundingssues like changes to tax amounts

or tuition. They are also volunteers and are &b serve a lobbying role for the college by

working with state and federal legislators esues that are relevant to their respective

community college.
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Lisa talked about the pressurgse felt in the election process from unions associated
with the college and from otheommunity organizations with sgatinterests. Lisa tries to
understand issues from a variety of perspectwektalked about how she felt isolated at times
because of the way she voted on topics. Whemtakbout the selection of the new CEO, there
were groups that did not supptre current board as a whole and did not think they should be
selecting the nextollege leader.

And | believe that he had what the collegded, and so | votéor him, and it was a

unanimous vote. Well needless to say, theviddals with that [union] group were very

angry with me, because how dare | go agawttt they say. Well, you know what | said

to this group, and I've said it to other groupdp, from my perspdive, | look at all of
the facts and | do what | think is best fdid} college, whether your group agrees or not.

Lisa went on to say that being a board mems hard because of the decisions you have
to make. Sometimes those on the outside®ttilege do not understaad the details and
thought processes involved in making decisions.

So, you know, | may lose a lot of friends, antétaon challenges, wiétalk about that.

Because that’s the tough part, becauselitd&ato be popular and make people happy.

But in this role, I think I'm making more emies than | am friends, because change is

hard for people. Change is very hard.

Stanis from one of the more populated comntyigollege districts in the state that
includes the state capitol and finttkait politics are just part ¢fie board’s rgsonsibility. Some
of the political influences Staxperiences come from one of his colleagues having served in the
state legislature. Stan is also involved in onthefmain political parties so those are the circles
through which he moves in the community. He wasmitted to his board working together in
the best interests of histrict and the students.

As elected officials, we ardfaially able to be lobbyistshowever, we know that it's not

in our best interest as astfict for seven board membeaosgo down with seven different
attitudes on things. Eft's like herding cats.
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Cora was originally elected to the boaadd went through the campaigning process,
which she really disliked and it has not gottenexasven after over 30 ges. She has faced well
gualified opponents, including a foemmayor and a former college professor. Cora has faced
political pressures from the community when ¢b#éege is faced with increasing taxes to the
point of feeling threatened. Shkaid that as the board chair, she has worked with the CEO to
have security at the doors when therepatentially contentious issues on the agenda.

We currently have people who are very, very unhappy because they know we’re planning
to raise taxes and the last time that théiywe were going to raise taxes, they wrote
threatening letters, obscene letters, emadidle phone calls, threatening phone calls to

the board members and to the presidemd,they’re not as votéhis time, but the

meeting isn’t quite as near yet.

Cora is very passionate abale college and its students. She expressed many emotional

examples of the pressuresdias felt over the years.

One time they were going to do away witle drama program back when we had the
[CEP] | spoke mostly of. The drama instructorswary bad, he really needed to be fired.
He really, really did, and rather than fig him, the [CEO] decided he was going to do
away with the whole drama program. It sedimsalways [board chair] when something
weird is going on and | had tall a special meeting, vequickly, it was an emergency
meeting, we call it because you [have] to hagéhours if it's not an emergency. And we
had well over 100 people in attendance fer¢éimergency meeting and all of them
wanted to speak and the most vocal andtiewho could speak to the problem better
wanted to keep speaking and she’s a gooddra mine. And | told her, “[Friend],
you've spoken.” | said I'm sorry, you knowAnd my heart goes with them, but you
can’'t decide who can speak longer, but anyhawetlinave been times that | have let them
speak a little bit longer, whemer they are relgl heartfelt and iseems that uh, by and
large we will keep it.

Cora feels that one of the most importhet board does is attend the ACCT National
Legislative Summit, “because actually somethints gione.” She said they used to go and meet
as board members with legislators but now th&g s&udents to give firsthand accounts of how
legislation impacts them and their education.

Sards board experiences started off inantentious way, with the board divided over

the CEO hiring decision. She dafl realized | have juswvalked into a real demanding

100



situation.” The struggles went on for about a fgars and eventually operson decided not to
run for re-election, so #hpolitical process took care of the challenging dynamics. Sara also
talked about the challengesadmpaigning and going from dotar door to talk to potential
voters, some of which do not even know the college exists.

Sara understands the board fisléo be political at timesmal the need to get out into the
community to help the college with initiativeshe said, “It is trulyat the end of the day,
political.” Sara also talked about the need taleate the needs of the college and take actions
that can alleviate any bagrs that may exist so the college can move forward.

| think the board needs to figure out what tharriers are to mawy the college forward
externally, and gendig that involves eitlr straight up politics or just community
presence. And in the policies, [what] sleould do [is] address those barriers if the
barriers are like too low propgrtax then we need to chantdet barrier so we could
bring in enough revenue to move the college forward.

Sethalso went through an election process when he originally became a board member
and found the campaigning process to be educa@mubinformative. He said he learned a lot
about the college and the isstieoughout the process. Seth alaliked about the challenging
decisions that board members are facad and how difficult they are at times.

| was able to present aropelling-enough argument to gaected. | ran unopposed in
2004 because people thought | was doing@pprately the right thing. | ranin 2010
and | ran hard. | had an opponent. | rardhbut | even asked my opponent look, there
are things that | know thatetcollege is not dog well enough. Let’s raise them in the
campaign, engage. | mean, beat me up on the fact that we still don’t have decent
schedules and we have last-minute coussellations. | have told other people; go
ahead and make my race a referendum oouhent [CEQ], you know? Do it. Let’'s go
big. Let’s do it for real, but nobody did anythi | mean, he put up a few signs. He
passed out a few flyers at a couple of eventsthat was it. It@euld have been a great
opportunity; elections are the greatest oppotyuiai talk about the issues facing the
college and to try to get a communsignse of the diréion we should go.

During the campaign | learned a lot from oyyponent. One of the phrases in a, an

editorial interview that | have plagiarized shamelessly is that college is still county’s best-
kept secret, because not that many people know all of the thinggetiolat And if they

did, I think they would be a lig bit more sympathetic with us when it comes to tax time.
They’re not particularly unsympathetic. eam, so I'm probably the farthest right-most
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member of the board and 14 of the 16 opportunitieste for a tax increase | have done.
| will probably do it again this year; becaudtink by and large we’re doing the right
things and moving ithe right direction.

Although Seth does not shy away from tiaenpaigning requirements of serving on the
board, he prefers to meet one-on-one with peogisus meeting with groups or interact with
people through talk radio.

You've got to be able to b&traight with people. | thk most of my fellow board
members do the opposite of what | do. Thathisy interact withlgroups and | interact
with individuals. I'd say 99 percent of mytenaction is with indiiduals and then every
once in a while I'll meet witta group. And I'll only do it when I'm really impressed.
The other way | like to interact with ttemmunity is on the radj talk radio. And |
have a lefty host that | go to and | haveghty host that | go toActually | have two
righty hosts and a lefty host, but neithettw# righties are far rigles. They’re center
righties and the lefty guig a center lefty guy.

Seth was also attentive to meeting the exgiexts of the tax payers or owners of the
college when considering how define board effectiveness.

| thought about it quite a bind | can give you some coun&xamples of how we [were
not effective]. | think a lot of it revolvesround our very different backgrounds and
expectations of the institution and maybenswhat differing understandings of what the
board can and should do. As an electectiatfi | have a number of responsibilities
around seeing that the resources are used wsatyof a fiduciary responsibility. And
that also comes to setting priorities and making choices.

Mary understands the politics of being opublically elected board, but from a
somewhat different angle than other participantsin effort to appease a vocal sector of the
community, Mary’s board createdacation specific adgory board. It has toed into a real
challenge. The intent was to create a conduicéonmunication but in gdity, it is becoming an
unwieldy group with which to work.

This new person was appointed and he sait] igés just setup an advisory committee

and we’ll have a vehicle to get feedback, whichreat except it tued out to be the way

that it was formed itself, all of the membersded up being people who were part of this
little vocal minority. | wish wehad handled it differently, honestly. We gave them too
much freedom and so they've become a ltil®f a problem nowl mean they're trying
and some of them have really good intentibasthe idea would b® have a regular

vehicle for feedback. They meet every other week. | mean it's crazy. They've been
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bringing in all of these people from the cokegnd grilling them. | mean this is what's
happening. So it has not turned out to lpéce thing. My view, my vision was like a
guarterly or twice a year mexg, maybe bring in a facilitar. We [would] ask some
guestions and get some feedback.

| don't really have a problem with whateveeflback they want to give us, you like this,
you don't like this, we need this, here's what we see happening. Even if we don't agree
but it needs to be, it needshe valuable and not a lot picking and you know, | mean

the staff members here havedsdl don't want to go back to that community.” | mean
they're representing the board. They're a committee of the board.

The community engagement superordinate thgmduded the participant’s perspectives
on connecting with the key coitsents they serve and on tpelitics involved in being an
elected public official. The emergent thenoégsommunity connections and politics were
characterized in descriptions related to camity linkages, lobbying &brts at the community,
state, and national levels, and the political pressures of holding a public office.

Answering the Research Question

This chapter revealed the findings frone gtudy in response to the research question:
What are the lived experiences of public comityucollege board members with two or more
years of experience relatedloard effectiveness? The perspectives of participants were
described within the boundarieéthe four superordinate themes of personal development and
engagement, board engagement, college commitment and engagement, and community
engagement. The participants shared detailseif tespective lived expe@mces that culminated
in their own personal growth and learning expeces that started with the process of being
elected or appointed and then oriented tatdeing a board member was all about. The
participants all recognizedahboard member orientati@md education are important
components that contribute board effectiveness.

Participants expressed the importancaraderstanding the college’s mission and the

board’s role in fulfilling that mission even in th&roes of board members with personal agendas
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for not in alignment with the bod's responsibilities. The expence of building relationships
with other board members and the CEO was iatgmrtant to the board working effectively
together as a team. Time spent at confereoce®rkshops together and having meals together
also contributed to building ahbesive team focused on common.

In summary, the public community college lmbarembers that participed in this study
revealed many complex lived experiences relatdubtod effectiveness that can be categorized
as difficult and challenging as well as enjoyabhd rewarding. As voluegr board members, a
consistent observation represented by all sgegticipants was their devotion and commitment
to the community college for which they represented. This commitment was represented in the
time they spent in their own personal developmeite an effective board member, their desires
to work effectively with the other memberstbéir board and the CEO, and ultimately to their
commitment to their college providing their comnnity college districts. The participants were
focused on providing educational opporturstier students, training opportunities and
workforce education to strengthen the ecopoamd cultural opportunitseethat enhance the

quality of life for the citizens seed by their community college.
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CHAPTER FIVE: SYNTHESIS AND DISCUSSION

The research question that directed $tigly was: What are the lived experiences of
public community college board members with wvanore years of expience related to board
effectiveness? This chapterldoncentrate on comparing thadiings of this study with board
effectiveness literature and describing condusiand future researcecommendations. The
definition of board effectiveness synthesized ftbmn literature that served as the foundation for
this study was:

Board effectiveness occurs when a highly cohesive board is focused on fulfilling the

mission, vision, and goals of the college and gnguhose attributes are in line with the

needs of the communitiesrged by the institution (Chait et al., 1993, 1996; Holland et

al., 1989; Holland & Jackson, 1998; Smith, 2000).

Findings Related to the Literature

Prior research on the topic of higher edwratioard effectiveness (Holland et al., 1989;
Kezar, 2006) has demonstrated the importance of board members working together as a team
while being focused on the organization for whibey serve. Semg on an organization’s
board effectively also requires a commitmentlerstanding the complexities of the organization
as the board establishes future directions fernktitution and a willingness to maintain healthy
connections with the primary stakeholders. Bidtiland et al. (1989) ahKezar (2006) studied
board effectiveness using different populatidtslland et al. (1989) stueld board effectiveness
from an independent, private college perspecKezar (2006) interviewed populations with
public university board expertise. Figure 3mqares the current study’s findings with this

literature.
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Super Ordinate Theme

Emergent Theme

Holland's
Six Dimensions

Kezar's
Six Elements

Contextual Culture
Board Education Educational Education
Personal Development and Interpersonal Structure
Engagement
Motivation for Serving Interpersonal Culture
Leadership
Board as a Team Interpersonal Culture
Relationships
Board Engagement - P
CEO/Board Team Relationships
) Leadership
. Analytical : . I
Board Function - Education
Strategic
Structure
College Commitment and } .
= ’ Board Policy Educational Structure
Engagement -
Contextual Leadership
. . ontextua
College Mission - External
N Strategic .
Relations
. : ) .. External
Community Connections Political e
' ’ Relations
Community Engagement
" .. External
Politics Political n
Relations

Figure 3. Superordinate and emergent themes compared to literature
Note: The CEO/Board relationship is a uniquelfng when compared with the six dimensions.

Holland’s et al. (1989) Six Dimasions and the Current Study

The Holland et al. (1989) study focused on badrairs, board membgrand presidents

of 10 independent, private colleges. Intewsevere conducted withoard chairs, board

members, and college presidents using a atiticident techniquedata were inductively

analyzed independently by multiple memberghefresearch team, resulting in themes being
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identified. The analysis resulted in the simédnsions of board effectiveness that include
contextual, educational, interpersonal, anadyjtipolitical, and strategi The dimensions are
summarized as follows:

Contextual dimensiorefers to the board’s understandargl ability to tie into account
the culture, norms, and valuekthe organization it governs.

Educational dimensiomeans the board takes the necessary steps to ensure that members
are well informed about the organization anel phofessions working éne, as well as the
board’s own roles, respohdities, and performance.

Interpersonal dimensiomcludes the board’s efforts tmrture the development of its
members as a group, attend to tharldts collective welfare, and $ter a sense of cohesiveness.

Analytical dimensionvas originally labeled the tellectual dimension but always
referred to the board’s recognition of the complesitand subtleties in thgsues it faces, and its
ability to draw on multiple perspectives to dissect complex problems and synthesize appropriate
responses.

Political dimensiormeans the board accepts as oniésgirimary responsibilities the
need to develop and maintain healtblationships among key constituencies.

Strategicdimensiondenotes the board’s ability to envision and shape the institution’s
direction and ensure a strategic approaches us preparation for the organization’s future.

The current study examined the lived exgreces of public community college board
members on the topic of board effectiveness.fifttengs resulted in four superordinate themes
including personal development and engagement, board engagement, college commitment and
engagement, and community engagement. Thacujieate themes suggested similarities with

Holland’s et al. (1989) research with multiplenginsions being represented in some of the
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superordinate themes. There were also axmbase the findings of the current study were
different than those dfiolland et al. (1989).

The first superordinate theme of persat@alelopment and engagement was summarized
as the board valuing board educatto understand the board’de@nd work to alleviate any
personal or political agendas. This superatirtheme overlapped with Holland’s et al. (1989)
study in the three dimensions of contetfeducational,ra interpersonal.

Board member education was an importarhponent in both studies. Through board
education, board members learned more abouwrtfenization for which they served and gained
an understanding of their role as a board mentagird members also learned about one another
as individuals and topics important to thél@ge when board education was conducted for the
entire board as a team.

A difference of the current study fraottme Holland et al. (1989) study was board
member’s motivation for serving. This was an intpot aspect discussed by participants in the
current study. At times board members come erbtbard with a narrow focus or interest, not
realizing the full scope of the college’s missamd the board’s role inpholding the college
mission and future direction. According to papants from the current study, board member’s
motivations for serving on the board can be cafed towards the overall mission of the college.
The reversal of negative impact on the boaadbsity to operate effectively comes from
narrowly focused motives being alleviatedatigh personal development and engagement
activities such as board memlsstucation and orientation.

Board engagement, the second superordinatadlof this study, is represented in part
through the interpersonal dimension of Hollandt al. (1989) findingd-or boards to work

effectively, they need to approach their resfialises as a cohesive unit. This was achieved
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through time spent working together towacgsnmon goals and buildyrelationships with
other board members. Study papants indicated thahrough relationsipi building activities,
board members gained a deepederstanding of and respect for their fellow board members.

In the current study, the results also fedi on the importance of the board having a
solid relationship with the orgazation’s CEO. This aspect was mepresented in the Holland et
al. (1989) findings. The CEO/boarélationship may not havesbn as relevant based on the
private college’s governance approach at the tfthe Holland et al. (1989) study. The policy
model of governance became mdedined and recognized in the mid 1990s with the CEO/board
relationship is one of the nua focuses in the model.

College commitment and engagement waghhd superordinate theme of the current
study. This superordinate theme overlapped withadd’s et al. (1989) contextual, educational,
analytical, and strategic dimeass. For participants, board eftiveness was demonstrated by a
commitment to the organization for which the board member served and an appreciation for the
overall mission and future direction of the college. Since board members were engaged in high
level decision making related todra policies the future of the college. Participants indicated it
was important for board members to pay clogengéibn to board polic& including processes
used for future planning and decision makingvétes as they conducted their work as board
members.

The fourth superordinate theme of commueitygagement is similar to the political
dimension in the Holland et al. (1989) findin@oards, whether electer appointed, have a
responsibility to represent ttkey stakeholders of the organization for which they serve.
Participants felt that public community collegeard members need to maintain healthy

connections with the community members sdriy the college. These community members

109



represent the tax payers tipadvide substantial funding resees to support the community
college. While the board’s role with regardsriiaking decisions regarding funding is not found
in the private colleges of thdolland et al. (1989) study, the paipants in the Holland et al.
(1989) study did address the resgibility of the private colleg boards needing to maintain a
healthy relationship witkey constituencies.

Kezar’s (2006) Six Elements of High-Brforming Boards and the Current Study

Kezar (2006) used a team of three redeans to conduct a study involving a group of
experts on the topic of board performance ghbr education. The initial sample population was
selected based on having served on multiple boards or having been on a higher education board
for many years. The research team then asstbwball sampling method to move from the 65
individuals originallyidentified to participate to the fstudy population of 132 individuals.

An open ended interview methodology was usegarner specialized knowledge from
the participants through individuiaterviews. The research teahen followed up with focus
groups made up of university presidents, state aficand board membersattwere not part of
the original interview population. From the datealysis, Kezar (2006) identified and described
six elements of high-performing boards. The elements, in order of importance were leadership,
culture, education, externgdlations, relationships, and struet. Kezar (2006) described the six
elements in the following terms:

Leadershipnvolves focusing on a common vision and purpose, a multiyear agenda,
asking tough questions, and the tebahair and CEO leadership.

Cultureincludes nurturing desireglialities and building a pfessional, nonpartisan

culture.
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Educationrefers to board orientation, onggieducation, edutianal opportunities
outside of board meetings, strong data suppont fooard staff, and education evolving out of
the evaluation processes.

External relationancludes coordinating ih legislature and goveor’s strategic plans,
joint goal setting, sophisticated communicatiohigkes across layerd governance, access to
the governor or important state officials, and stgyn the agenda even as governor’s turn over.

Relationshipsefer to the CEO and board cha@ommunication from the CEO to each
board member, board members engage univasitgtituents, and board meetings include a
social aspect.

Structureinvolves clarifying the role of the board, developing ad hoc committees, board
chair rotation, ongoing evaluation, and leading as a collective.

From the current study, the first supeinede theme of personal development and
engagement involved the board valuing boanecaton to understand the board’s role and
working to alleviate any negagvmpact from personal motitrans for serving on the board.
There were similarities between this supeirmate theme and Kezar’s (2006) elements of
culture, education, and struoturThe findings of both studieecognized the importance of
orienting new board members in an intentiananner as well as the need for ongoing board
development for the board as a whole. There abs@ similarities to Kear’s (2006) study in the
element of culture with the first superordimaheme of personal development and engagement
of the current study.

The element of culture spoke to nurturing tdo@embers to perform their responsibilities
in a professional, civil way. The element of sture also overlapped with personal development

and engagement through the need to ensufgofind members to have an understanding of the
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board’s role. The elements of culture and structure from the Kezar (2006) study that overlapped
with personal development and engagencentd be achieved through board development
activities, which was a main attribute of the first superordinate theme.

The second superordinate theme of board engagement was described by the emergent
themes of the board working together asaan and the CEO/board relationship. This
superordinate theme overlapped with the K¢2806) elements of leadership, culture, and
relationships. These three elements focusethe board having a common vision and purpose,
planning into the future, working together agam, and valuing relationships with one another
and the CEO. For participants, board membetgssheomplex role in establishing the college’s
mission and direction.

The participants in the current study icated a need for board members to have
professional, respectful relatidnps as they faced challengidgcisions. Strong board member
relationships were also significant in tkezar (2006) study. Because board members brought
different perspectives to decisions they faced participants felt thenlecisions were stronger
based on having looked at complex issues fronriatyeof viewpoints. Participants also valued
the opportunities to builcelationships with fellow board mebers, because it encouraged them
to have a better understandingtod perspectives of fellow board members. For participants, this
was particularly valuable when they did agfree on a decision thégced; however once a
decision was been made, the participants ageddlb board as a whabeust move forward and
not let differences they had inhibit their ability to function as a team. Participants in Kezar's
study also expressed the impordarof strong board member relationships and helped the board

to work effectively together as a team.
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Similarly, participants in both the Kezardathe current study described the need for a
strong relationship between board members aat#O. The volunteer, lay person board of a
public college or university relied upon the GEo bring community college leadership and
operational expertise to the table when rec@ndations are made for board members to
consider. Participants indicated that a sodildtionship among thegarties fostered a
foundation of trust and respect from whick ttoard and CEO could lead the institution.

College commitment and engagement tinsthird superordinate theme and was
described in terms of how t@ard functions, the board’s paés, and the college’s mission.
This superordinate theme was 8anto the elements of leadeigheducation, external relations,
and structure from Kezar’s (2006) study.

Another area where Kezar’'s (2006) eletsavverlapped with attributes of this
superordinate theme was planning for the fuftoe the perspective of a common mission and
vision. Participants from each tife studies indicated that ag thoard performed its role of
planning and setting the direati for the college, it should oe from the perspective of
looking at the organization from a high leveattwa vision beyond the next year or two. The
participants of each study expressed that thedoglzould have processes in place that support
high level policy planning and decision making andurn, reduce tendenaédo get involved in
day-to-day operational and management decisions.

As publicly elected officials, participanitsdicated board members should take into
consideration the interests of the communities served by the college. The goals set and direction
established by the board should be in alignmétih the community needs and culture. While
both the current study and Kezar’s study daestrated the importance of community

connections, the current study participants waoee focused on relationships with local
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community leaders and citizens versus the padigpin Kezar’'s study that expressed the need
to build strong relationships with state official$is difference in focus is expected as the
community colleges receive significant local spport whereas public unigities rely heavily
on state support to fund operaticarg initiatives. Participant¥escribed the importance of
establishing processes for the board to comnwéhtthe community itizens and by following
policies related to the developmenttioé institution’s mission, vision, and goals.

The fourth superordinate theme of commueitigagement is described in the emergent
themes of community connections and politifdsis superordinate theme overlaps with the
element of external relations describedk®gzar (2006). While Kezar’'s (2006) study was
focused on public universitiesahhad a stronger connectionstate government, the aspects of
maintaining a connection to extairstakeholders was represehie both studies. Intentional
communications strategies with the ownerhefinstitution were necessary for boards to
perform at high levels. The community collegeduded in the current study were much more
focused on local community linkages versus significant focus of the Kezar (2006) study on
connecting with the governor’s office and state legislature.

Researcher’s Reflections

Of the four superordinate themes identifigh researcher was surprise by the prevalence
of engagement represented in the pardicifs experiences wheronsidering board
effectiveness. The researcher expected a highdévaerest in the déege and being an active
part of the community but was surprisedtbg pervasiveness of board members being
committed to their own education related tinlgean effective board member. All of the
participants were part of voluggr boards. Although the colleges paid most expenses related to

traveling to conferences, etc., thember of hours these participgispent engaging in their role
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as a board member both directly in doing thert¥savork and in the time spent learning about
being an effective board mmber was awe-inspiring.

The researcher was also surprised by the openness and frankness by some of the
participants to share their struggles andleingles. Some participants were dealing with
significant challenges related to their collegacereditation status wh others were facing
challenges with new board members coming on péfsonal agendas and not wanting to let go
of their own interests. The allenges these individuals weacing not surprising to the
researcher, but the participants’ willingnes®éoopen about these struggles was surprising.
Having worked at three different colleges ovex ldst 25 years, the researcher has witnessed a
variety of board dynamics perceived to be damggiot only for internal bad relations but also
for the college.

Some participants in thstudy discussed accreditatioratbnges related to governance
and leadership, some of which was attributethe governing board. When a public community
college faces accreditationgiration, many negative resuttan happen, including loss of
credibility in the community, loss of enrolimeaind employees, difficulty in recruiting qualified
faculty and staff, challenges with fund agp, and obtaining gramwards. Serving as a
governing board is important to the succesthefpublic community college. The role is
complex and requires a motivation and committrie the community, the college, and the
students. From the researcher’s perspectieepditicipants in thistudy demonstrated many
gualities of board effectiveness. They were committed to their own personal development, by
engaging in orientation and boarducation to obtain and retaiest practices in boardsmanship.
In addition, the participants of this study were committed to working with their fellow board

members and fulfilling the statuty and policy requirements of the position. The participants
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were genuinely interested in the college theye elected or appointéd serve and enjoyed
being part of their organizations as a boardnimer. Finally, the participants of this study are
community leaders and are committed and endjagserving their community through their
service to the public community college board.

Future Research Suggestions

There are several opportunities future research on the tapf board effectiveness in
public community colleges. This study focusedtom lived experiences of seven elected public
community college board members in one western state.

Further research could follow a case stuplyraach working with all members of one
board over a period of a year. Thype of study would be more able to delve deeper into the
experiences of the board membefshe single college as theygage in various activities and
govern their college. The research questionghigrproposed study could be: What behaviors do
board members exhibit that contributes to bafectiveness? And in what ways do board
members perceive they could enhance theirdpa&ffectiveness? Ehstudy would include
observations of board meetingsyiew of board meeting minutes, and interviews with board
members over a period of time.

Another study could focus on the experiences of public community college board
members who are appointed by the govern@nather political body versus elected by the
citizens. This proposed study could compardititéngs of the experiences of appointed board
members to the current study that focused on public community college board members that
were elected.

Finally, another study couldka a quantitative approach and conduct a survey of public
community college board members on the topibazrd effectiveness. The questions for the

proposed study could be framed from the feuperordinate themé®m the current study,
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Holland’s et al. (1989) six dimensions of boafidetiveness, and Kezar(2006) six elements of
high-performing boards. The survey instrumemild be based on the frequency with which the
board member experiences particular aspects of board effestvane their perceived
importance. The Association of Community Coll&gastees may be a potential partner for this
proposed study.

Implications for Practice

The findings of the current study havepimations that surround each of the four
superordinate themes. Community collegdslve well served by formalizing the board
education process for board members. As newdom@mbers come on the board they may have
some personal areas of interest or motivatioasahe not in alignment with the role of the
board. Through a formal board orientation pesgr new board members can learn about their
role, how the board works, and more about the college. Both existing and new board members
can also participate in ongoing development opymities and find ways ahaking contributions
to students, the college, and thentounity through their board service.

Community college boards and CEOs need to work together as a team by building
relationships with one another and with @€O. The lay person, volunteer board in a public
community college is in the position ohhag only one employee, the CEO; however the
volunteer lay person board reliesahidy on the CEO to provide leatship to the board on issues
related to the college and howethoard operates to move the college forward. Boards and CEOs
will be well served to have retreats or worksssens that promote team building with a focus on
high level planning.

The community college board should hawdear understanding of the college’s mission,
what the board policies are, and how the bdandtions. Board members should strive to work

cohesively toward a common goal and focus orbtgeicture. The boards represented in this
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study operated from a policy model of govergfocusing on establishing the high level

policies and the direction for the college andai@ing from micromanaging the institution. In
order to work effectively as a policy governahoard, board members need to be trained on the
tenants of policy governance andefal attention must be given board policies, procedures,
and practices.

Finally, community college board memberd e well served to have an intentional
approach to sustaining connections with the owoétke college alsoriown as the tax payers.
This can be accomplished through periodic faguasips with community members and surveys
of citizens to inform the board on the comnty’s needs and thoughts about the direction and
goals of the college. Serving as a publicalicédd official is a complex responsibility that
requires a commitment of time and energy. It comeh the challenges of any political office,
including needing to make decisions thatrawealways favorable with those that voted;
however, the rewards of serving as a commurotiege board member can be seen throughout
the communities served in the graduates of programs that make contributions to the everyday
lives of the citizens.

Graduates of community colleges are nuesabstechnicians in our hospitals, mechanics
in our auto dealerships, cdansction workers building our horeeand businesses, and technology
support technicians that help ligy a new computer or tabl€@ommunity college graduates can
be found working as a chef in our favorite resaats, working in accounting services for local
small businesses, and providing customer serviaevatiety of business we visit each day. The
services of these elected officials touch the lvethousands of degre@d certificate recipients
each year and the effectiveness with which {h&yorm their duties as a board member impact

the students, the college, and the community.
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Conclusion

This study focused on the lived experienaepublic community college board members
related to board effectiveness. The intenbehind this qualitative study, completed from an
interpretative phenomenological analysis methogp| was to gain a deep understanding of the
lived experiences of public community college board members. The study focused on the
experiences of a small population of board memkéth between 2 and 32 years of service on a
public community college board. The IPA apach is influenced by phenomenology or the
study of a phenomenon and the interpretatioegss. A double hermeneutics process occurs
where the participant interprets their owkperiences and the researcher interprets the
interpretations of the participant’s lived expedes. Throughout the datallection and analysis
processes, the researcher wasigg valuable insights into tHeved experiences of the seven
participants to further exploreedtiopic of board effectiveness.

The participants’ lived experiences rethte board effectiveness were encompassed
within four superordinate themes, including personal development and engagement, board
engagement, college commitment and engagement, and community engagement. Personal
development and engagement can best be tescais board members valuing and engaging in
board education to promote an understandirthefole of a public community college board
member. Board engagement is described asdbmembers building relationships with one
another and the CEO and working togethehwifocus on the college’s mission. College
commitment and engagementismonstrated by being committed to the college with a focus on
the way the board functions and the policy decisithat focus the future direction of the
college. Community engagement is describethadoard embracing thewle as representing
the public interest in the commityncollege and to fostering connections with the community to

ensure the board understands thoseests as they may change over time.
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A common thread among the four superaatirthemes is the term “engagement.”
Effective board members must be engagedair thwn personal development. They must be
engaged in working with their fellow boandembers and with the college’s CEO. Board
members must be engaged and committedaadiiege and its mission. And finally, board

members must be engaged in the communéied with the citizens they serve.
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APPENDIX A: INVITATION TO PARTICIPATE

<DATE>

<CEO or Board Member>
<College Name>
<Address>

Sent to email: <email address>
RE: Invitation to participte in Community CollegBoard Effectiveness Study
Dear <Name>:

As a member of the <colleggsoverning Board, | am writing tmvite your participation in a
research study | am conducting in partial fulfillment of requirements for a Ph.D. in Higher
Education Leadership. My name is Wendy Davisurrently serve aghe Vice President for
Human Resources at Cochise College in Cochise County, Arizona and am also a doctoral candidate
at Colorado State University in the Highedugation Leadership doctoral program. | am
conducting research under the direction godbance of Sharon Anderson, Ph.D., a tenured
professor at CSU, who is serving as firincipal investigator for this study.

The purpose of this study is gain a deep undeding of board effétweness in the public
community college environment through an irtigegtion of the experiences of board members

who have served at least two years. There have been several studies on the topic of board
effectiveness; however these studies haeenbconducted with populations from private,
independent college, nonprofit orgaaiions, and public four year leEges and universities. This

study will be focused on public communitylleges in the western United States.

We would like to invite you to participate ithis study on public community college board
effectiveness. A maximum of two board membeosfreach participating college will be selected

to participate in the interview process. If you decide to partiejphaé interview will be scheduled

at a time and location convenient for you and lasit not more than 9finutes. The interview
protocol that frames the interview will be provided in advance and serve as a guide for the
conversation related to experiences as the boamtbereand their individualerspectives of board
effectiveness. The interviews will be digitallgcorded, with your permission, and transcribed.
You will be invited to review the transcribedenviews for accuracy and additional follow up may
occur to ensure accuracy and itiain the transcripts. During éhdata analysis process, you will

also be invited to review the emergitiggmes identified and provide feedback.

Participation in this study is voluntary and damwithdrawn at any time during the study. Strict
measures will be taken to ensure confidentialityndividuals and institutions participating in the

study through the use of pseudonyms. Data wilinaéntained in a secure location and only the
principal investigator and | will havaccess to the raw data from the study.
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Thank you for considering participation in trggidy and for your contyutions to community
colleges and our student’s success. It is reqdettat you respond and express your intent to
participate or not to participate within two weelsyou elect to participate, | will contact you to
schedule interviews at the earliest convenience.

Although there are no direct benefitssindividuals participating ithis study, we hope to the body
of knowledge by filling the gap in the researchboard effectiveness from the public community
college perspective and to inform the preetf governance in publmmmunity colleges.

If you have any questions garding the study please caot me at 520-236-4994 or at
wendyfdavis@gmail.comif you have any questions about your rights as a participant, please
review the Colorado State Universityinstitutional Review Board website at
http://ricro.colostate.edu/IRB/IRB.htm

Sincerely,

Wendy Davis Sharon K. Anderson, Ph.D.
DoctoralCandidate Professor

Colorado State University Principal Investigator
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APPENDIX B: INTERVIEW PROTOCOL

Grounding Questions

Describe your most memorable expecems a community college board member.
How long have you served as a board member?
What prompted you to seek electimnappointment as a board member?

Were there specific areas of ttalege that interested you more than others when you first
became a board member?

Effectiveness Competencies

What does board effectiveness mean to ybow would you define board effectiveness?
Describe how your experiences as a boarthbe contribute to board effectiveness?
Describe your experiences learning aboutciiigege’s mission, visionyalues, and culture.

Describe the orientation actiigs that you participated in wh you first started as a board
member.

Did all board members participate in the otaion or only thos new to the board?

Describe the CEQ’s participation in board member orientation activities.

Describe the participation of the lvdachair in orientation activities.

Describe other activities that you participatéhat contribute tgour on-going professional
development as a board member, includingéisvork sessions, workshops, webinars, state
and national conferences.

What activities contribute to aenbuilding of the governing board?

Do you feel your board works asahesive team? Why or why not?

Describe a serious issue the board hadfadew did the board approach solving the
problem? Was it successful in addressing the problem?

Who are the primary constituencies the board serves?

How does the board maintain a healthytreteship with these key constituencies?
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Does the board participate imaegic planning for the collegéf’so, how does it participate?

What contributions has the board made tatdsshing the directiofmission, vision, goals)
of the college?

Is there anything we have not discussed thatfgeliwould help me imy research study?
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APPENDIX C: CONSENT TO PARTICIPATE IN A RESEARCH STUDY

Colorado State University

TITLE OF STUDY: Board Member Perceptions of BoaEdfectiveness in Public Community
Colleges: An Interpretative Phenomenological Analysis

PRINCIPAL INVESTIGATOR: Sharon Anderson, Ph.D., School of Education, Professor,
970-491-6861

CO-PRINCIPAL INVESTIGATORS: Gwendelyn (Wendy) Davis, School of Education,
Doctoral Student, 307-851-6384

WHY AM | BEING INVITED TO TAKE PART IN THIS RESEARCH?
You are being invited to participate in thesearch study because you are a current board
member of a public community college that basved at least two years on the governing board.

WHO IS DOING THE STUDY? Sharon Anderson, Ph.D. is ateed professor in the School
of Education at Colorado State Universitydds serving as the alr of the dissertation
committee for Wendy Davis, a doctoral candidatthahigher education leadership program.

WHAT IS THE PURPOSE OF THIS STUDY? The purpose of this study is to investigate
board effectiveness in a public community college environment through the lived experiences of
board members who have servedeast two years on the governing board.

WHERE IS THE STUDY GOING TO TA KE PLACE AND HOW LONG WILL IT

LAST? You will participate in a 90 minute in-personarnview, and will be invited to review the
transcripts of the interview for accuracy and cjaritou will also be invited to provide feedback
on the emergent themes identified in the datayarsaprocess. Your total time commitment will
be no more than 3 hours.

You will be contacted via email messages or pleaileexchanges to arrange interview logistics
at a place and time that is convenient for you. ifterviews will be scha@uled in April or May
2015.

WHAT WILL | BE ASKED TO DO?

You will receive a copy of the interview proto@iveek in advance tiie scheduled interview
and will be asked to respond to the open-dndterview questions and additional probing
guestions as appropriate during the intervidfith your permission, the interview will be
digitally recorded. Once interviews arariscribed, you will be invited to review the
transcription for accuracy and clarity. You valko be invited to provide feedback on the
emergent themes identified ¢y the analysis process.

ARE THERE REASONS WHY | SHOULD NO T TAKE PART IN THIS STUDY? You
should only participate in this research if yame a current public community college board
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member who has served at le@gb years. If you do not fit t/se characteristics, you should not
participate in the study.

WHAT ARE THE POSSIBLE RI SKS AND DISCOMFORTS?

There are no known risks or discomforts to paréitigm in this study. It i®iot possible to identify
all potential risks in researghrocedures, but we have takeasonable safeguards to minimize
any known and potential, but unknown, risks.

ARE THERE ANY BENEFITS FROM TA KING PART IN THIS STUDY?

There are no direct benefits to you associated thithresearch, but the bdief participating in
this study is to contribute to the scholarlgearch on the topic of public community college
board effectiveness and inform the pieef community college trusteeship.

DO I HAVE TO TAKE PA RT IN THE STUDY?

Your participation in this resech is voluntary. If you decide participate irnthe study, you may
withdraw your consent and stop participating at any time without penalty or loss of benefits to
which you are otherwise entitled.

WHO WILL SEE THE INFORMATION THAT | GIVE?  We will keep private all research
records that identify you, to the extent allowed by law.

For this study, we will assign each participapsaudonym so that the only place your name will
appear in our records is on tbensent form and in our datarepdsheet which links you to your
pseudonym. Only the research team will haweess to the link between you, your pseudonym,
and your data. The only exceptionghe are if we are asked toask the researdiles for audit
purposes with the CSU Institutional Review Board ethics committee, if necessary.

CAN MY TAKING PART IN THE STUDY END EARLY?

Interviews will be scheduled at a time gudce convenient for you, with an understanding that
issues may arise that require a change ofdadbeThe interview will be rescheduled one time
and if a participant is unable to participate ia ftheduled or rescheduiaterview, they may be
removed from the study.

WHAT IF | HAVE QUESTIONS?

Before you decide whether to accept this irtiotato take part in the study, please ask any
guestions that might come to mind now. Latieypu have questionsbout the study, you can
contact the investigator, Wendy Davis at 286-4994. If you have any questions about your
rights as a volunteer in thissearch, contact the CSU IRB &®ICRO_IRB@mail.colostate.edu
at 970-491-1553. We will give you a copy of this consent form to take with you.

WHAT ELSE DO | NEED TO KNOW? The researcher would like digitally record the
interview to accurately record yoaomments. The recordings will be shared with a professional
transcriptionist. Once transcribed, the digital reaogdiwill be maintained in a locked file cabinet
accessible solely by the principal investigator for three y€arse the interview is transcribed,
you will be invited to review thednscription for accuracy and clarity.
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| agree to be digitally recorded for this study:

[ Yes 1 No

Pleasdnitial Pleasénitial

Please let us know if you would &kyour comments to remain confidential or attributed to you.
Please initial next to your choice below.

[1 1 give permission for comments | have madéecshared using my exact words and to
include my (name/positidtitle). (initials)

[J You can use my data for researchl @ublishing, but do NOT associate my
(name/position/title) with direct quotes. (initials)

Your signature acknowledges that you have thadnformation statednd willingly sign this
consent form. Your signature also acknowleddgat you have received, on the date signed, a
copy of this document containing 3 pages.

Signature of person agreeingtéde part in the study Date

Printed name of person agreeing to take part in the study

Name of person providing information to participant Date

Signature of Research Staff

CSU#: 15-5648H
APPROVED: 4/24/2015 * EXPIRES: 3/16/2016
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