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TAKE CHARGE OF YOUR LEADERSHIP SKILLS
The Chair Academy offers two great comprehensive programs that 

provide skills-based leadership training and professional development for 
post-secondary organizational leaders.

Foundation Leadership Academy
and the

Academy for Advanced Leadership

THE FOUNDATION ACADEMY 
AND ADVANCED LEADERSHIP ACADEMY

are separate, comprehensive 18-month programs that offer tailored learning, as well as 
personal and proprietary tools that will accelerate participant development. 

Attendance of a Foundation Academy is not required to attend the Advanced Academy.

WHO SHOULD ATTEND THE FOUNDATION OR ADVANCED ACADEMIES
Managers, Administrators, Faculty, Directors, Chairs, Deans, Vice-Presidents or other 
Organizational Leaders from Post-Secondary Institutions focused on developing their 

leadership capabilities and the individuals within their organization. 

Individuals who already have job experience and have acquired foundation
leadership skills may want to consider pursuing the Advanced Leadership program. 

PROGRAM DESIGN FOR THE FOUNDATION AND ADVANCED ACADEMY
Leaders have the opportunity to expand their personal capacity and that of others to 
create an environment that encourages all members of a team to develop through

leadership, communication and coaching.
•   Participants will create a Personalized Development Plan to identify performance & 

leadership goals while being coached and mentored to achieve them.

•   Participants receive highly individualized development with ongoing support and 
guidance from an academy coach and a mentor of their choosing. Advanced 
participants will select 2 mentors to help in their development.

•   Using reflective practices and journaling, participants are given time and space to 
develop their work experiences as well as progress toward individual and 
organizational goals, while increasing self-awareness and improving performance.

•   Participants will network online with other Academy participants and facilitators 
creating a learning community for discussion of on-going leadership issues.

•   Participants take part in a variety of developmental tools and surveys which enable 
participants to identify their behavioral work styles and leadership competencies.

If interested in learning about Foundation Leadership Academy Programs visit us at: 
www.mc.maricopa.edu/community/chair/academy/index.html
If interested in learning about the Advanced Academy visit us at: 

www.mc.maricopa.edu/community/chair/academyadv/index.html

TAKE CHARGE OF YOUR LEADERSHIP SKILLS
This year-long, comprehensive program provides skills-based 

leadership training and professional development for both 

academic and non-academic leaders in post-secondary institutions.

PLAN ON TAKING CHARGE OF YOUR FUTURE NOW! 
•   Training conducted over time
•   Networking and partnership opportunities
•   On-going web-based leadership training during the year
•   Mentoring and coaching component
•   A Certificate of Graduation is awarded as well as an 

opportunity to earn  9 hours of graduate-level credits

For more information about attending the Global Leadership Academy Program 
see our webpage at http://www.mc.maricopa.edu/community/chair/ 

or contact us at leadershipacademy@mcmail.maricopa.edu.

The Chair Academy    1025 N. Country Club Dr.    Mesa, AZ 85201    (480) 461-6270

Global Leadership
Expand your leadership skills, enhance your professional life, 

make connections with colleagues from post-secondary 
institutions around the world.

Week 1: June 14-19, 2009 in ‘s-Hertogenbosch, Netherlands
Week 2: June 13-18, 2010 in Belfast, Ireland
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We begin our 15th year of publication! This issue of Leadership 
represents fifteen years of growth and development in the publishing 

of scholarly and best practice articles for post-secondary leadership by the 
Academy. Many have contributed to the growing excellence and continuing 
publication of this journal.
 Our theme “Success is Achieved by the Collaboration of Many” is truly 
the story of our journal. As a juried journal, the Academy Editorial Board 
provides the critical function of judging articles for review. At the same time, 
members of the Board provide caring leadership as they nurture and coach 
authors toward excellence. With the Academy staff, and the creative talents 
of our graphic designer, Judy Smith at PS Studios, each issue represents 
success achieved through collaboration.
 We continue in this issue with our tradition of excellence with Bruce 
Ryan and his research into the world of “Public Relations Leadership in 
Learning-Centered Community Colleges.” With his scholarship and articulate 
writing, Bruce helps us understand the critical nature public relations can 
play in creating, building and sustaining open, honest communication 
between our colleges and our constituents. 
 Weaving a tapestry of age-old stories, trend-setting research, and best 
practices in post-secondary education Lane Glenn engages us in his thinking 
“On Structure and Soul” in our second article. Lane argues for a duality 
in our leadership in post-secondary education. He stresses that we must 
set high expectations and provide feedback on what is expected within the 
structure of our work while simultaneously providing for and nourishing the 
“soul” of our work. 
 Achieving success by creating a process for asking colleagues to reflect 
on their personal and professional goals, engaging in conversational meetings 
with supervisors, and joining the entire team to celebrate Personal and 
Professional Development Plans, Trevor Kubatzke and Margaret Mosqueda 
share their Leaders’ Story. “We Hope You Dance” will have you singing . . . 
and dancing!
 Therese Lask invites us into the emotional world of her conversations 
with students in “First Generation Students: Stories of Hope and Resilience.” 
Therese and her students presented at the 2008 Annual International 
Conference in Denver, Colorado, and will continue to tell their stories through 
the next several issues of Leadership. In this issue, Therese tells Mike’s 
powerful story “I Know I Can Learn.”
 We close with our “Yearbook of Exemplary Leaders 2008.” Selected by 
their colleagues for excellence in post-secondary leadership and honored at 
the Academy’s 2008 Annual International Conference, we recognize these 
leaders for their dedicated service, inspired leadership, and ability to create 
collaborative workplaces. We honor them here and invite you to read more 
about them on our Academy website. 

 TO READ MORE ABOUT THESE INTERNATIONAL EXEMPLARY LEADERS: 
 www.mc.maricopa.edu/chair/conference/2008/exemplaryleaders.html
 RECOGNIZE AN EXEMPLARY LEADER:
 www.mc.maricopa.edu/chair/conference/2009/recognize.html

E D I T O R I A L

B y  I d a h l y n n  K a r r e

Success is Achieved by 
the Collaboration of Many
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For the next few 
minutes, you’re invited 
to forget everything 
you know about  
public relations and 
consider anew what 
PR could be in our 
community colleges.
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W hat springs to mind when you think of public 

relations at your college? Chances are good you 

thought of publicity or media relations, which are 

typical functions of public relations departments in higher 

education. But that model of public relations in our colleges is 

more than a century old and it is disconnected from our main 

purpose---learning. For the next few minutes, you’re invited to 

forget everything you know about public relations and consider 

anew what PR could be in our community colleges.

 Fundamentally, public relations is about communication and 

managing relationships. From day one, community colleges have 

managed important, interdependent relationships to secure the 

resources they need to function effectively. Important external 

relationships for community colleges typically include those with 

employers, high schools, legislators, prospective students and 

their parents, other colleges, and donors. But in our community 

colleges, most public relations people are not actively engaged 

in these relationships, focusing instead on communication 

PUBLIC RELATIONS 
LEADERSHIP  
IN LEARNING-CENTERED  
COMMUNITY COLLEGES

B y  B r u c e  D .  R y a n
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activities in support of marketing, fundraising, or 

image building. From the perspective of modern public 

relations theory, this is a fragmented approach to  

public relations. 

 Modern theories of public relations integrate both 

communication and relationship management. They 

provide an excellent framework for understanding and 

managing a community college’s external relationships, 

and for redefining the role of public relations in a 

learning-centered community college. 

Modern Public Relations Theory
 More than 20 years ago, public relations scholars 

and researchers shifted their focus of analysis from 

the communications output of an organization to the 

relationships between an organization and its publics. In 

the public relations field, a public is a like a stakeholder, 

an external entity with which an organization has an 

important relationship. There is no such thing as the 

general public. Publics are specific people, groups, 

or organizations. Two researchers in particular have 

strongly influenced modern public relations theory. 

James Grunig led a research team that developed 

the theory of excellence in public relations and John 

Ledingham proposed the relational theory of public 

relations. In terms of their major concepts, these two 

theories are wholly consistent with one another.

 Both theories define public relations as a 

strategic function that manages an organization’s 

interdependence with its environment by building and 

maintaining mutually beneficial relationships. Key 

concepts include open and honest dialogue, compatible 

goals, interdependence, and collaboration. Important 

relationship dimensions include trust, openness, and 

reciprocity. Tools of communication are used both 

to build and maintain important relationships and to 

communicate about relationships, which strengthens 

the image and reputation of the college. This concept of 

public relations sharply contrasts with the way in which 

public relations is typically understood and practiced in 

higher education. The typical approach tends to focus 

on publicity, media relations, and communications 

activity in support of marketing and development. 

Grunig called this the publicity model of public relations.

 Remember that, according to modern theory,  

public relations is fundamentally about communication 

and managing relationships. From day one, colleges 

and universities have communicated with their 

external environments and managed strategically 

important external relationships. Over time, these 

functions diverged in the operation and structure of 

colleges and universities. Let’s take a closer look at 

how this happened.

P U B L I C  R E L A T I O N S  L E A D E R S H I P



The History of Public Relations  
in Higher Education
 More than three centuries ago, as the continent 

settled from east to west, colonists exhibited a strong 

desire for education. The sparse population was widely 

scattered and settlers sought a new life in a new land 

free of the constraints they experienced in Western 

Europe. The colonists also exhibited religious spirit, 

and theology was the only line of work that required an 

education. These forces set the stage for the colonial 

colleges.

 In 1636, Massachusetts appropriated money for 

a college that we know today as Harvard University. 

In 1641, Harvard sent three preachers to England to 

raise money. After the preachers arrived in England, 

they asked the college to supply a printed brochure and 

Harvard, which housed one of the only printing presses 

in the colonies, complied. Thus, within the first few 

years of the very first college’s existence, the tools of 

public relations included printed communication and 

external relationships. Generally, colonial colleges 

received funding from a mix of public and private 

contributions, thus effective relationships were critically 

important. On occasion printed material buttressed 

those relationships. 

 After the Revolutionary War, funding remained an 

urgent concern, both for existing colleges and for 

the many new colleges that emerged in the post-war 

period. Some colleges sought state financial support, 

introducing state legislatures as key publics for those 

colleges. Many colleges in the post-war period also 

retained ties to churches and to prominent members of 

the community. While managing external relationships 

remained critically important, four other issues emerged 

in the early 1800s that shaped public relations in higher 

education: 

•	 	Colleges	started	using	printed	materials	to	attract	

students. In their struggle to survive financially, 

colleges communicated their attractive features in 

an effort to draw students. 

•	 	Publicity	emerged	as	an	exciting	new	tool	to	

influence public opinion. As mass, affordable 

newspapers became more numerous in the 1830s, 

business leaders and politicians realized that the 

press could influence public opinion. In this era, 

exaggeration and half truths were common in the 

mass media, though there is no evidence that 

colleges used hyperbole to advance their cause. 

•	 	Local	leaders	pressured	colleges	to	meet	the	needs	

of their communities with a more practical, utilitarian 

curriculum. In a landmark book published in 1842, 

Francis Wayland, the president of Brown, advocated 

for a curriculum that met the needs of merchants, 

industrialists, and farmers. Wayland argued that if 

colleges failed to provide such a curriculum, they 

would face significant competition. He argued further 

that colleges either had to meet the needs of the 

community or ask the public for funding. Generally, 

in the mid 1800s, colleges chose the latter. 

•	 	Colleges	started	to	recognize	that	faculty	and	

administrators needed different skill sets.  

Although not directly related to public relations,  

this realization led to the emergence of 

administrative departments that were a step 

removed from learning. 

 Significant change characterized the latter half of 

the 19th century. The nation stretched further west, 

the population expanded, and technology spurred 

new industries and infrastructure. Explosive growth 

created a strong demand for technicians and technical 

managers and leaders in business and industry asked 

colleges to meet the demand. All of these factors 

ignited transformational change in higher education. 

New state universities and land grant universities 

embraced the role of serving their state and local 

constituents with a utilitarian curriculum, often 

balanced with the classics. These new institutions 

further bound state governments to higher education 

and firmly established them as essential publics for 

colleges and universities.

P U B L I C  R E L A T I O N S  L E A D E R S H I P
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 Against this backdrop, influencing public opinion 

emerged as a significant objective in higher education. 

During his 1869 inauguration, Harvard President 

Charles W. Eliot challenged the university to “influence 

public opinion toward advancement of learning” and 

recognized both that public opinion would influence 

Harvard and that Harvard had an obligation to meet 

the rapidly changing needs of “the people for whom 

it exists.” In terms of public relations, Eliot’s remarks 

show that leaders in higher education understood 

the need to serve the community and recognized the 

importance of communication and relationships with 

the external environment. 

 Three decades later, several major universities 

established publicity departments, including 

Michigan in 1897, Yale in 1899, Harvard in 1900, 

and Pennsylvania and Wisconsin in 1904. Another 13 

institutions followed suit between 1909 and 1919 and 

another 84 did the same between 1920 and 1929. 

These publicity departments created the blue print for 

administrative public relations departments as we know 

them today. Their common purpose is consistent with 

the publicity model of public relations---to generate 

positive publicity for the university and to counter mass 

media misrepresentations and inaccuracies. 

 It’s also clear that external relationships remained 

critical during this time. Cutlip (1971) provides an 

example. As the new University of Chicago established 

itself (the first one had failed), the college’s dean 

of students noted that one of the earliest and most 

important strategies was to “establish friendly relations 

with the best and most helpful influences to be found 

in the city.” This perspective echoes Eliot’s remarks 

and illustrates the continued importance of external 

relationships in higher education. By the first few 

decades of the 20th century, colleges and universities 

had a centuries-old appreciation for the importance of 

external relationships and had just begun to understand 

the value of positive publicity.

 Dramatic change enveloped higher education again 

in the middle of the 20th century. During the three 

decades following World War II, nationwide enrollment 

in higher education grew from two million to eleven 

million, state university systems and community 

colleges blossomed, and access became a key issue. 

All of this occurred in the context of massive social 

change and unrest, including the Civil Rights Movement 

and the Vietnam War. 

 During this era, public relations departments 

became more common at institutions beyond the major 

universities, for several reasons. Explosive growth 

in enrollment increased the size and complexity 

of colleges and universities, which both increased 

and complicated the need for communication with 

external constituents. Institutional growth also led to 

more administrative specialization. In the turbulent 

1960s, college campuses became hotbeds of anti-

establishment protests and activities. Colleges and 

universities found that their images were being defined 

by angry students protesting the Vietnam War or 

demonstrating for Civil Rights. Institutions used public 

information to communicate a more positive story.

P U B L I C  R E L A T I O N S  L E A D E R S H I P

The overall purpose of these departments has not 
changed in the past one hundred years. The people 
who perform the publicity function are typically not the 
people who manage important relationships on behalf 
of the institution.
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 By the early 1970s, the existence and purpose 

of public relations departments in higher education 

was firmly established: they generated visibility and 

positive publicity for the institution. Over the past 35 

years, and in fact for the past 100 years, the general 

purpose of most public relations departments has 

remained the same.

 The history of public relations in higher education 

underscores three important points. First, it’s clear 

that external relationships and external communication 

have been strategically important to colleges from day 

one. The strategic importance has always been tied 

to the need for money and students. Second, colleges 

and universities gradually created administrative public 

relations departments to generate publicity and help 

the college tell its story to key external constituents. 

The overall purpose of these departments has not 

changed in the past one hundred years. Third, the 

people who perform the publicity function are typically 

not the people who manage important relationships on 

behalf of the institution. Public relations at the core 

is about relationships and communication and, from 

the perspective of modern public relations theory, the 

public relations function in our community colleges is 

fragmented and decentralized.

External Relationships and Learning
 Integrating modern public relations theory with 

the key ideas behind the learning college creates 

a framework for rethinking how we understand and 

practice public relations in our community colleges. 

For the uninitiated, the learning college movement 

evolved in the early 1990s and gained momentum in 

1995 with an article in Change by Robert Barr and John 

Tagg. Barr and Tagg drew sharp distinctions between 

an instruction-focused college and a learning-focused 

college. One was designed to provide instruction, the 

other to produce learning. Terry O’Banion, the founding 

president of the League for Innovation, fueled the 

momentum with a 1997 book about learning colleges. 

O’Banion framed two questions that serve as a useful 

lens: How does a decision or activity enhance learning? 

How do we know? 

 Barr, Tagg, and O’Banion all have argued that a 

learning college aligns all of its systems, processes, 

and functions with producing student learning. Applying 

O’Banion’s lens to every function in a community 

college creates a paradigm shift that is nothing short 

of dramatic. What does this mean for public relations? 

How can we integrate and align modern public relations 

theory with the learning college philosophy? 

 Besides the fundamental focus on communication 

and managing relationships, the theory of excellence 

and the relational theory say that public relations 

activity exists to support the goals of the organization. 

In a learning-centered community college, the 

overarching goal is producing student learning. Securing 

funding and generating enrollment are operational 

imperatives. Learning can’t happen without students 

and money. As we have seen historically, public relations 

activity, be it communication or managing relationships, 

has always been part of the effort to secure money and 

attract students. But there has been little written about 

how external relationships support learning. I offer 

seven themes that describe how external relationships 

support learning in a community college.

 First, external relationships create opportunities 
for learning. These opportunities include internships, 

customized training programs, transfer options, 

concurrent enrollment courses, Tech Prep learning 

opportunities, and direct contact between our students 

and employers. These opportunities for learning grow out 

of external relationships with employers, high schools, 

donors, and other colleges.

 Second, external relationships create 
learning among faculty and staff. Through external 

relationships, faculty and staff learn new ideas, best 

practices, and important things about the needs of 

external constituents, all of which help them perform 

more effectively. As Peter Senge observed, organizational 

P U B L I C  R E L A T I O N S  L E A D E R S H I P
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learning happens one person at a time and organizations 

with high capacity for learning will succeed in times of 

rapid change. The cumulative effect of faculty and staff 

learning can be a learning organization that thrives in the 

challenging educational environment that we have today. 

 Third, external relationships enrich the 
curriculum. When faculty learn from colleagues and 

contacts in their fields, they integrate what they learn 

into the curriculum and into their teaching strategies. 

This type of learning leads to new academic programs, 

new courses, updates to existing courses, and to some 

courses being eliminated. All of these influence what 

and how students learn. Having a curriculum that keeps 

pace with changes in the environment allows community 

colleges to offer a stronger product to their constituents. 

 Fourth, external relationships help provide 
access to learning. As open enrollment institutions, 

community colleges have as a core purpose providing 

an open door to higher education. Partnerships with 

external entities that have compatible goals help 

students gain access to higher education. These 

partnerships include work with high school teachers and 

guidance counselors, human service agencies, donors 

that support scholarships, and prospective students and 

their parents.

 Fifth, external relationships generate  
resources that directly support learning. These 

include relationships with the private sector that  

lead to donations and partnerships that support 

academic facilities, software, technology, and 

professional expertise.

 Sixth, external relationships help secure 
funding and the official approvals needed for the 
college to operate. Relationships with accrediting 

agencies and a mix of state and local governmental 

entities help the college obtain accreditation, budget 

support, and approval for capital projects. All of these 

relationships enable a learning college to function.

 Seventh, external relationships provide 
learning benefits for external partners. For 

example, a local company may become more 

competitive and efficient because its work force 

learned important skills in a customized training 

program. Work force learning can close the gap 

between current capabilities and the capabilities 

needed to meet rapidly changing customer demands.

 Modern public relations theory suggests that 

learning colleges purposefully build relationships 

like these for mutual benefit. In the context of these 

relationships, the college typically provides instruction 

and a learning environment, and derives benefits or 

resources that support learning and operations. Modern 

theory also suggests that the college proactively 

conducts environmental scans to identify strategically 

important publics, creates communication strategies to 

build and maintain mutually beneficial relationships, and 

develops outcome measures to assess relationships. 

In addition, the college communicates about the good 

things happening in its external relationships to other 

key constituents, which, according to research, elevate 

the college’s image and credibility. 

The New Public Relations in  
Learning-Centered Community Colleges
 Focusing on external relationships and communication 

significantly reshapes the public relations function in our 

community colleges. In fact, it creates a holistic function 

that probably does not exist in most of our colleges. This 

function can be framed around several key themes that 

connect to both relationships and communication. 

 Modern public relations theory says that the 

public relations leader should be part of the senior 

leadership team. External relationships are strategically 

critical because they help a community college obtain 

resources and support learning. The senior leadership 

team processes significant organizational problems, 

issues, and opportunities and makes decisions that 

involve or affect external partners. Managing the 

relationships and effects in concert with organizational 

goals is part of the public relations process, according 

P U B L I C  R E L A T I O N S  L E A D E R S H I P
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to modern theory. Someone in the college needs 

a holistic understanding of the college’s external 

relationships and how they support learning. The public 

relations leader can play this role.

 The public relations leadership team may directly 

manage some relationships. Obviously, it is neither 

possible nor prudent for public relations to assume 

control of all external relationships. But the public 

relations leadership team may directly manage 

some strategically important external relationships. 

For example, at my institution, members of the 

public relations leadership team include the dean 

of external relations and department directors who 

manage relationships with employers, high schools, 

donors, and media. It is important for these leaders 

to understand how the relationships they manage 

support learning and to manage them for maximum 

mutual benefit. It’s also important for the team to 

work collaboratively with others internally who are 

managing similar relationships. 

 The public relations team also can play a 

significant role in helping the college assess external 

relationships. Public relations literature describes 

relationship characteristics and dimensions that can 

be evaluated qualitatively or quantitatively. Generally, 

a college’s external relationships are managed on 

the ground by individuals in relationships with other 

individuals. The people involved in relationships 

usually know if things are going well. But, relationship 

assessment tools are available if needed and can 

be useful for diagnosing a troubled relationship and 

providing guidance for one that is emerging. 

 In the communications arena, the public relations 

leadership team can serve as a communications 

conduit between the college and its external 

environment and as a catalyst for internal sharing. 

Open, honest communication that flows in both 

directions can help the college clearly and coherently 

understand the needs of its constituents and help 

constituents understand the college and its core 

P U B L I C  R E L A T I O N S  L E A D E R S H I P
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messages. Mutual understanding builds credibility and 

lays a foundation for collaboration. The key to success 

here is generating a more complete and accurate 

picture of what’s happening and what’s needed in the 

external environment and allowing that knowledge to 

inform the college’s decision making. 

 The public relations leadership team contributes to 

that effort by serving as a communication catalyst and 

facilitating internal conversations among faculty and 

staff engaged in external relationships. A community 

college operates in the epitome of an open system. Many 

faculty and staff interact with a variety of publics with 

which the college has mutually-beneficial, strategically-

significant relationships. Faculty and staff who 

manage external relationships typically do so from the 

perspective of their particular job function, not as part of 

a broader team engaged with the same external entity. 

For example, within a community college, a development 

officer, a business development specialist, a career 

counselor, an internship coordinator, a variety of faculty, 

and the president all may manage relationships with 

employers. How is the college leveraging this collection 

of relationships for strategic benefit? How are they 

supporting learning? How are staff and faculty sharing 

with each other and working together? It’s common 

for such intra-college sharing to be an organizational 

weakness. The public relations leadership team can 

be a catalyst for valuable conversations. When faculty 

and staff have more knowledge about other external 

relationships, and especially other relationships with 

the same external entity, it reflects well on the college, 

reduces the risk of a blunder, creates a positive buzz 

and a perception of competence, helps faculty and staff 

perform more effectively, and potentially increases the 

value of the relationship for the college.

 The more traditional communications role is also 

an important part of this new way to define public 

relations. A public relations leader can empower a 

communications team and direct a strategically smart 

communications program. Such a program should 

accomplish five things. 

•	 	Effectively	communicate	the	college’s	vision,	

mission, market position, learning focus, and core 

messages to relevant external constituents

•	 	Effectively	communicate	a	variety	of	stories	that	

arise out of external relationships to relevant 

external constituents

•	 	Communicate	other	success	stories	about	students,	

staff, and programs to relevant external constituents

•	 	Effectively	articulate	the	college’s	position	on	

important issues

•	 	Provide	communications	support	to	people	and	

departments that are communicating directly with 

external partners.

The key to success is direct, targeted communication to 

relevant publics. Relying on the mass media is often one 

of the least effective ways to communicate. 

 As we define the role of public relations in a 

learning-centered community college, it is important to 

distinguish this role from marketing. Depending on one’s 

perspective, public relations and marketing could be the 

same function, overlapping functions, or either function 

could be subsumed by the other. In higher education, 

neither function is well understood. Public relations is 

usually equated with publicity and marketing is often 

defined as branding, advertising, or promotion, none 

of which reflect a holistic understanding of marketing. 

So, it’s useful to untangle and clarify these two critical 

functions.

 Public relations has been defined here as a strategic 

function that manages mutually beneficial relationships 

to help the college support learning and achieve its 

goals. Communication is used to build and maintain 

these relationships and to carry out the communications 

program described above. Marketing, based on the 

well-worn four p’s, focuses on product, price, placement, 

and promotion. More recently, integrated marketing 

has been defined around four c’s: customer, cost, 

convenience, and communication. Thus, in its holistic 

sense, marketing in a community college involves 

providing curriculum, schedules, content delivery, and 

services that attract students and meet their needs. 

Marketing also includes a communications program 

that promotes these elements and reinforces the 

college’s brand. In short, marketing is about developing 

an academic product, pricing it, promoting it, and 
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reinforcing a market position through communications, 

facilities, programs, and behavior. Public relations is 

about managing strategically important relationships 

and communicating within the context of those 

relationships. The two functions overlap in the 

communications arena and need to work in concert.  

 In summary, from the perspective of modern 

public relations theory and learning college concepts, 

most community colleges have a fragmented and 

decentralized public relations function that is not 

aligned with learning. This is not an argument for 

centrally-managed external relationships nor is it a 

case for doing all kinds of crazy new things. Rather, 

it’s public relations reframed and an invitation to be 

more purposeful and deliberate in managing external 

relationships to support learning.

 Done well, this approach can have several benefits. 

These include:

•	 	A	more	targeted,	effective	communications	 

program that supports external relationships

•	 	The	ability	to	manage	and	articulate	external	

relationships in terms of how they support learning

•		 	Increased	communication	and	collaboration	among	

internal people that manage external relationships

•	 	More	systematic	communication	between	important	

external entities and key decision makers at  

the college

 Cumulatively, these benefits can lead to more 

effective individual and organizational performance 

and more valuable external relationships that support 

learning. We need to manage external relationships 

as we would any other important strategic asset---

purposefully, intelligently, holistically, and effectively.

Bruce D. Ryan is the dean of external 
relations at Tompkins Cortland Community 
College in Dryden, New York. In his role 
as dean, Ryan is responsible for public 
relations, marketing communications, 
concurrent enrollment, business 
development and training, alumni and 
development, and government relations. 
He recently completed his doctorate in 
leadership for higher education at  
Capella University. 

Contact Information: Bruce D. Ryan
Tompkins Cortland Community College
P.O. Box 139  
Dryden, New York 13053
607-844-8211, Ext 4377
ryanb@tc3.edu
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B Y  L A N E  G L E N N

On 
structure  
    and soul



T he Holy Roman Emperor 
Frederick II (1194-1250) was 
a curious fellow. In his time 
he was called stupor mundi, 

or “wonder of the world,” for his scholarly 
brilliance, wide-ranging inquisitiveness, and 
unorthodox (and dangerous in his thirteenth 
century world) religious skepticism. He spoke 
six languages, was an active patron of the 
arts and sciences, and founded the University 
of Naples in 1224. He questioned traditional 
Catholic doctrine, denounced biblical figures 
like Moses and Jesus as frauds, and spent 
much of his reign, in between arranged 
political marriages and bloodless crusades, 
quarreling with the elected Popes in Rome. 
 Life in the court of Frederick II was 
exhilarating, contentious, and often perilous, 
but it was never dull. Had he lived today, he 
might be a college president. 
 At one point in his reign, Frederick’s 
fascination with language and science, and 
his “I’ll believe it when I see it” attitude led 
him to conduct an unusual and unsettling 
experiment. He was curious to discover what 
“natural” language children would speak if 
they were raised without human interaction. 
Would it be Hebrew? Greek, Latin or Arabic? 
The language of Adam and Eve given to  
them by God?

 To find out, Frederick arranged for a group of 

orphaned infants to be cared for by nurses who were 

under strict instruction that they feed the babies, clothe 

them, and provide for their basic survival needs, but 

that they not hold them or play with them, and under no 

circumstances should they ever sing or speak to them.

 Alas, the experiment failed and one after another, 

the poor infants died. A monk who chronicled the 

experiment summarized it this way: “He laboured in 

vain, for the children could not live without clappings 

of the hands, gestures, gladness of countenance, and 

blandishments.”

 In other words, the children had all the structure  

they needed (food, clothing, shelter), but they were given 

no soul (contact, stimulation, encouragement), and so 

they died.

 Frederick’s experiment was hardly scientific, and 

the horrific results may have been due to any number of 

other factors. Still, it is not beyond imagining that lack 

of nurturing and human connectedness contributed to 

the unfortunate orphans’ deaths.

 The psychologist Abraham Maslow (1943) describes 

a variation on this dependence between structure and 

soul in his famous “hierarchy of needs.” According 

to Maslow, certain human physiological needs, such 

as food, water, sleep, shelter, and security, must be 

met before we can begin to consider social needs like 

friendship, family and sexual intimacy; or intellectual 

and aesthetic needs like creativity, exploration, morality 

and eventually, self-actualization. In Maslow’s view, 

structure is a prerequisite to soul. Satisfy the needs of 

the body; then the nourishment of the spirit can follow.

 Maslow’s hierarchy and Frederick’s grisly 

experiment illustrate how important both structure 

and soul are to our personal survival and success. Most 

of us live and work in community, though, at one time 

or another we have likely noticed that it is not only 

individuals, but entire organizations that thrive when 

structure and soul are balanced appropriately, and 

experience pain, conflict, paralysis, or destruction when 
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one or the other dominates or, worse, is absent. But 

what does “structure and soul” mean for an organization 

like a college? 

What is STRUCTURE?
 Human beings are sense-making creatures. We 

crave balance, order, and some measure of predictability 

in our environments. When we come together to form 

organizations like colleges, we seek these qualities in 

policy and procedure manuals, organizational charts, 

strategic plans, committee charters, course syllabi, student 

handbooks and other tools for making order out of the 

often chaotic swirl of ideas, interests and initiatives that 

surround us. None of these tools are perfect, but they 

help us see what is important and, hopefully, they help us 

understand how to get things done.

 Organizationally speaking, then, structure is 

rationality. It is policies, processes and guidelines. It is 

predictability and safety. We reveal a need for structure 

when we ask for “data-driven decision-making,” question 

the rationality of a form or process, or put together an 

agenda for a department meeting.

 It’s true that the structural features of our colleges 

don’t appeal equally to all of us. Many of us are in 

education, and perhaps even in our specific job or 

chosen academic discipline, because we were drawn to 

what we perceive to be the soul of the enterprise, and 

we are sometimes challenged to appreciate or, heaven 

forbid, applaud the necessary structural elements of the 

work we do. As soulful as you might be, though, we all 

have some underlying more basic needs—and not just, as 

Maslow might suggest, for food, shelter, and occasional 

hanky-panky. 

 For their bestselling books First, Break All the Rules 

(1999) and Q12: The Elements of Great Managing (2006) the 

Gallup Organization interviewed more than 10 million 

people in 114 countries across every organizational sector, 

including business and industry, healthcare, education, 

government, non-profits, and social service agencies. 

They wanted to learn when and why people engaged with 

their jobs and their organizations. What they discovered is 

that most people have a basic “hierarchy of needs” within 

an organization, and that those needs are met when some 

pretty simple questions are answered first:

“Do I know what is expected of me at work?”
“ Do I have the materials and equipment that I  

need in order to do my work right?”
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 In education we often pride ourselves on being 

independent thinkers—sometimes even social rebels and 

iconoclasts. Still, we all want to know where and how we 

fit in, and we want whatever tools and information are 

necessary for us to be successful. If the answer to either 

of these structural questions is “no” then it is difficult to 

engage with the organization (or college) and move on to 

some of the more soulful questions like:

“ Have I recently received recognition or praise for 
doing good work?”

“ Does the mission or purpose of my organization 
make me feel that my job is important?”

“ This past year, have I had opportunities at work to 
learn and grow?”

 The Gallup researchers determined there are twelve 

questions like these that are significant predictors of 

employee engagement. Again and again, in organizations 

ranging from telephone call centers to hotels, hospitals 

and universities, the Gallup researchers found that people 

who answered “yes” to most of the twelve questions were 

happy and productive, while those who answered “no” 

were not (and tended to quit and move on.)

 So structure is important to us as human beings and 

as faculty and staff of a college; but more importantly, 

how does it affect our students? Don’t they prefer more 

freedom, fewer deadlines, less scrutiny, and a classroom 

that just goes with the flow?

 No, they do not.

 In Making the Most of College (2001), Richard Light 

explores why some students thrive in college and look 

back on their undergraduate years as some of the happiest 

and most productive times in their lives, while others 

struggle and reflect only on missed opportunities. Light, 

a Harvard University professor, recruited colleagues and 

staff to research undergraduate behavior on more than 

90 campuses and interview nearly 3,000 students. He 

discovered that his intuition about his own students was 

often far from reality.

 “I expected students to prefer courses in which they 

could work at their own pace,” writes Light, “courses 

with relatively few quizzes, exams, and papers until the 

end of the term. Wrong. A large majority of students 

say they learn significantly more in courses that are 

highly structured, with relatively many quizzes and short 

assignments…In contrast, students are frustrated and 

disappointed with classes that require only a final paper. 

How can we ever improve our work, they ask, when the 

only feedback comes after a course is over, and when no 

revision is invited?”

 Light’s work reinforces decades of research on 

student success that points to the importance of structure 

and high expectations both in and out of the classroom. 

The lesson: Students are human beings, too. They 

are sense-making creatures like us. We all require some 

structural tools to help us sift, sort, and prioritize the 

world around us. But merely feeling safe and making 

sense of what we see is rarely enough to satisfy us. At 

the same time, we naturally long for larger purpose, for 

significance, for soul.

What is soul?
 The hero of Kurt Vonnegut’s 1987 novel Bluebeard 

is an Armenian abstract expressionist painter and 

art collector named Rabo Karebekian. In his youth, 

In education we often pride 
ourselves on being independent 
thinkers—sometimes even social 
rebels and iconoclasts. Still, we all 
want to know where and how we 
fit in, and we want whatever tools 
and information are necessary for 
us to be successful.
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Karebekian was an apprentice to the master 

illustrator Dan Gregory, a creative genius who 

could paint anyone and anything and bring it to 

life with more emotion and meaning than the 

thing or the person himself. Gregory was also a 

mean-spirited, jealous and petty tyrant who set his 

young charge the impossible task of painting his 

enormous, cluttered workshop down to the last 

Roman sword, broken wheelbarrow, piece of wax 

fruit, and drip of water from the skylight so as to 

be indistinguishable from the room itself.

 It took him nearly a year, and when poor 

Karabekian was finally finished Gregory threw 

his painting into the fireplace and announced 

that the boy’s technical skills were flawless, 

his paintings indistinguishable from reality; 

but warned that he would spend his days as a 

frustrated artistic failure because for all their 

verisimilitude, they lacked soul. 

 Karebekian had to go off to war and suffer 

the firebombing of Dresden as a prisoner in 

a labor camp before he was able to return to 

civilian life and paint his masterpiece: a vast open 

field outside the city of Dresden where he and 

thousands of other prisoners were released by 

their German captors just before the arrival of 

the Russian and American forces. The painting 

filled the inside of a large barn and contained 

thousands and thousands of images of uniformed 

soldiers of all nationalities, emaciated prisoners, 

and frightened and confused men, women and 

children of the city of Dresden all gathering on 

a green hillside near the devastated city, caught 

in a moment between the horrors of war and the 

jubilation of breaking peace. 

 In his suffering, Karabekian discovered his 

soul, and it gave him purpose. What is soul for 

the rest of us? Why do we need it, and how does it 

affect an organization like a college?

 Organizationally speaking, soul is 

inspirational. It is vision, mission and purpose. 

It is the character and culture of the college; the 

stories we tell about who we are. Soul embraces 

emotion and doesn’t require linear, logical 

thinking. It is also aspirational. It is knowing 

that we aren’t perfect, but seeing what we might 

become. 

 Soul is also individual, unique and deeply 

personal. To me, artistic expression is a piece 

of the soul of humanity. My background is the 

theatre, where we’re known to inhabit the souls 

of others for a while, to entertain, provoke and 

enlighten. It’s a strange business, to be sure. 

Perhaps because of that perspective, like an actor 

armed with a script and stage directions, I require 

some basic structure in my work as an educator 

and academic administrator (planning processes, 

program reviews, hiring guidelines, and so forth) 

even as I embrace a fair amount of improvisation 

in my work (or as those less charitable might say, a 

fair amount of “flying by the seat of my pants…”). 

Organizationally speaking, 
soul is inspirational. It 
is vision, mission and 
purpose. It is the character 
and culture of the college; 
the stories we tell about 
who we are. Soul embraces 
emotion and doesn’t require 
linear, logical thinking. 
It is also aspirational. It 
is knowing that we aren’t 
perfect, but seeing what we 
might become. 
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After all, some of the best creation occurs out on 

the edge.

 Soul for you, though, may be rooted in 

literature, analytical thinking, close personal 

relationships, music, history, service to others, 

spirituality, or whatever it is that gives you purpose 

and drive. When we come together as part of 

the same college, our challenge—and our great 

reward—is to find places where our senses of soul 

can converge and benefit our students and our 

community.

 In our environment, if structure is a vote of 

the curriculum committee conducted with Robert’s 

Rules of Order, then soul is discussing the outsized 

egos of King Lear and Kanye West with a couple 

of students over coffee in the cafeteria. Both are 

essential to the health and vitality of the college as a 

true learning organization.

 If this “soul” business seems a little soft, a little 

unbusinesslike, a little, well, unstructured, remember 

Frederick. Remember the “twelve questions” 

suggested by the Gallup researchers. Remember 

what probably drew you into education in the first 

place (A sense of purpose? A desire to make a 

difference?) and why so many of us stay—though we 

do sometimes migrate in search of colleges that best 

meet our needs.

 A recent issue of the Chronicle of Higher 

Education included a special report on “Great 

Colleges to Work For.” Intended to be the first in 

a new annual series by the Chronicle, the 2008 

report was the result of surveys conducted with 

more than 15,000 faculty and staff at colleges 

and universities across the country. Not too 

surprisingly, the “Best Colleges to Work For” were 

those that not only answered the basic structural 

questions posed by the Gallup researchers, but also 

satisfied the more soulful needs of their educators. 

Opportunities for professional development and 

advancement within the college were important 

to survey participants, along with campuses that 

provided appropriate space for contemplation, 

reflection and interaction, and a culture that 

encourages open inquiry, communication, and 

information sharing.

 What do these things look like in action? Ask 

the faculty and staff at Virginia Wesleyan College, 

the University of Louisville, Berea College, or one 

of the other dozens of “Best Colleges to Work For” 

on the 2008 list. They are colleges that in one way 

or another embrace “soulful” practices that help 

attract and retain their valued faculty and staff.

 These practices and programs are wonderful 

for the fortunate educators at these colleges, but 

what about our students? What does soul mean for 

them, and how do they best benefit from it?

 The Community College Survey of Student 

Engagement (CCSSE) may help provide some 

answers. Established in 2001 as a project of the 

Community College Leadership Program at the 

University of Texas at Austin, CCSSE provides 

information to colleges and the public on student 

engagement, long known to be a key indicator of 

student learning. The CCSSE survey examines 

how effectively students are engaged with the 

college in five important areas: active and 

collaborative learning, student effort, academic 

challenge, student-faculty interaction, and 

support for learners.
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 Just in the last three years more than 343,000 

students at 585 colleges in 48 states have participated in 

the survey as more colleges are actively seeking insight into 

their students’ experiences and needs. In a 2007 report 

issued after the first five years of surveying, CCSSE staff 

identified some important lessons learned and strategies 

that work to improve student success. Like Maslow, Light 

and the Q12 researchers, they found a certain “hierarchy 

of needs” at work, suggesting structural elements such as 

high expectations, clear goals, demanding significant time 

on task for learning, and rigorous student tracking and 

data analysis are critical to creating an environment where 

students can effectively begin their college experience. 

 Equally important, they discovered, are more soulful 

things such as the relationships students form with other 

students, faculty and staff and the quality of engagement 

strategies in classrooms. To learn about students’ experience 

in these areas, the CCSSE survey asks questions about how 

often students participated in community-based projects, 

had serious conversations with students of a different race 

or ethnicity, made classroom presentations, and discussed 

ideas with instructors outside of class. CCSSE staff point 

to a considerable body of published research to illustrate 

how each of these strategies leads to improved student 

success in and out of the classroom.

Balancing structure and soul
 There is a tragicomic scene in Charlie Chaplin’s 

1936 silent film Modern Times in which the lovable little 

tramp is playing a factory worker armed with a wrench and 

tasked with tightening a very large bolt on each piece of 

machinery that passes before him on a conveyer belt. As 

the plant manager continuously calls for more and more 

production, the foreman increases the speed of the line 

so that Charlie has to turn the nuts faster and faster. To 

keep up, he grabs a second wrench and pumps both arms 

furiously so his coworkers down the line will get the parts 

they need. When the factory whistle blows for lunch and 

the line finally grinds to a halt, he drops his wrenches and 

walks away with a herky-jerky stride, his arms still rowing 

in front of him, involuntarily twisting imaginary bolts.

 Few of us work in such settings any more, though 

most of us probably have stories from our work lives about 

how production demands or organizational culture made 

us feel like a cog in a great big machine. Robert Greenleaf 

(2002), the founder of the servant leadership movement 

famously remarked that organization “kills spirit.” If this 

is true, how do we find the right balance of organization 

(structure) and spirit (soul) that satisfies our needs for 

safety, order and predictability, as well as our longings for 

creativity, inspiration, and purpose?

 One thing is certain: the old factory model presented 

in Modern Times is a relic not to be trusted or endured. 

Traditional organizational structures, rigid hierarchies, 

narrowly defined job descriptions, closely guarded 

information, and dehumanizing management principles 

simply can’t (and shouldn’t) survive in the age of Google, 

distance learning, the democratization of South Africa 

and the former U.S.S.R., a genuine global economy,  

and Wikipedia.

Instead, in order to balance 
structure and soul in our campus 
environments, we need to find 
organizational structures that 
fit our new needs, expand 
leadership development and 
opportunities, broaden roles 
and responsibilities, share 
information openly, and offer as 
many avenues as possible for the 
kind of engagement between and 
among each other that we know 
works so well for our students. 
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 Instead, in order to balance structure and soul in 

our campus environments, we need to find organizational 

structures that fit our new needs, expand leadership 

development and opportunities, broaden roles and 

responsibilities, share information openly, and offer as 

many avenues as possible for the kind of engagement between 

and among each other that we know works so well for  

our students. 

 What might all this look like?

 Frank Barrett (1998), a professor at the U.S. Navy’s 

Graduate School of Business and Public Policy and an 

accomplished musician, has a vision for the new modern 

organization that adapts some of the features of jazz 

improvisation to building the places where we work (and 

learn) together. 

 Because too much structure and routine can feel 

restrictive, inhibiting and deadening, Barrett suggests that 

all of us can benefit from practicing provocative competence 

and interrupting habit patterns that we fall into. Just as 

jazz musicians can fall into a rut by relying too heavily 

on familiar musical phrases and solos, individuals and 

organizations limit their growth and effectiveness if they 

don’t push their personal and communal boundaries. 

Successful and exciting musicians evolve over time, and 

vibrant colleges deliberately seek to interrupt routines, 

and explore new ideas and new ways of doing things.

 Of course, living out on the edge of creativity carries 

some risks, so it’s important, Barrett observes, to take 

a cue from jazz musicians and embrace errors as sources of 

learning. Interestingly, this is a quality that is second nature 

to many of our millennial students who have grown 

up playing video games designed to build competence 

by playing, losing, learning, and adapting in order to 

eventually win. Still, many of us are uncomfortable 

with reflecting on personal missteps or sharing our 

organizational failures too publicly, even though some of 

the greatest opportunities for learning and building on 

our strengths lie in sharing what we know hasn’t worked so 

well and gathering feedback for the next attempt.

 Another key feature that the modern organization 

might choose to adapt from jazz improvisation, according 

to Barrett, is the concept of minimal structures that allow 

maximum flexibility. This can be difficult to imagine, 

much less implement, in college environments where 

accountability to local government, state boards, 

accrediting agencies and other external groups is 

increasing year by year. How can we possibly manage 

the college, gather all of the data we need to gather, 

and respond to all of these stakeholders without rigid 

organizational structure and firm lines of command and 

control?

 The answer is that there is no one answer. No model 

is best for every college or organization. Like jazz, the 

response is unique to the players, the audience, and the 

venue, but striving for less control and greater flexibility 

can lead to wondrous results. Consider this: Miles Davis’ 

“Kind of Blue” is the best-selling jazz album of all time, 

and one of the best known songs on the album, “So What” 

is nine minutes and twenty-two seconds of improvisation 

around three simple notes. How does this translate 

into organizational structure? How about this example: 

W.L. Gore, maker of Gore-Tex waterproof clothing is a 

fifty-year-old company with over a billion dollars a year 

in sales. Its 6,000 employees all have part ownership in 

a company where there is no fixed organizational chart, 

few titles, and no formal job descriptions. Now that’s 

improvisation.

 Even if Davis and Gore seem too far afield for us for 

now, we can still be mindful of the lessons they offer and 

seek to implement (or scale back to) “minimal structures” 

and maximum flexibility wherever it is appropriate for 

our environment and our work. And while we’re at it, we 

should probably also consider one of the most important 

features of jazz: the practice of taking turns. 

 Alternating between soloing and supporting, Barrett suggests, 

assures that each player has an opportunity to develop a 

musical idea and to support the vision of other players. 

In some ways (and in some places), colleges may naturally 

“take turns” better than other kinds of organizations. 

Some of our greatest strengths, after all, are built on 
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shared governance and deliberative processes. Beyond 

formal governance and standing committee structures, 

though, are there more opportunities for us to include 

new and underutilized players in our band? Are we 

doing all we can to involve as many people as possible in 

planning activities, new initiatives, and leadership roles? 

Do we take turns playing our solo parts and supporting 

others while they play? Are we supporting the personal 

and professional development of those around us? Are 

we encouraging our students and our colleagues to name 

the ways that they find soul, and to join us in creating 

new structures and organizational compositions to serve 

our needs?

Coda: Structure, Soul, and the 
Learning Organization
 Peter Senge (1990) described learning organizations 

as places “where people continually expand their capacity 

to create the results they truly desire, where new and 

expansive patterns of thinking are nurtured, where 

collective aspiration is set free, and where people are 

continually learning to see the whole together.” In 

effective learning organizations, Senge writes, “people 

talk about being part of something larger than themselves, 

of being connected, of being generative.”

 Sounds like a beautiful balance of structure and 

soul to me. Colleges should be the ultimate learning 

organizations. We all live and thrive on some measure 

of structure and soul, and there are steps we can take to 

discover and create the best balance for ourselves and for 

our college, and to be a powerful and effective learning 

organization.

 To begin with, we can know ourselves and our own 

needs for structure and soul, and communicate them to 

those around us. We can do all we can to understand and 

support the important structural features of our colleges 

(how departments are formed and operate, how program 

reviews work best, where to get necessary data) even as we 

recognize and nurture the soulful aspects of our work 

(meaningful advising, a provocative core curriculum, 

collaborative work that inspires). 

 We can create high expectations for our students 

and provide them with coherent structure and frequent 

feedback, while we also give them room to explore who 

they are, develop relationships with each other and with 

us, and participate actively in the life of the campus. 

We can share information, build capacity, and take 

turns soloing and supporting. We can continuously 

push ourselves to try new things and accept mistakes as 

opportunities for learning. We can build organizational 

structures that provide minimal control and maximum 

flexibility. Knowing we won’t always be perfect, we can 

constantly strive to draw on our rational, structural selves to 

guide us, even as we ensure that our soul—our inspiration, 

our passions, our guiding principles—is at the heart  

of all we do. 

Dr. Lane A. Glenn Ph.D., is Vice President of Academic Affairs at 
Northern Essex Community College in Haverhill, Massachusetts. He 
has a diverse background in education and the performing arts that 
includes nearly twenty years of teaching and administration in higher 
education. He is a 2000 graduate of the Michigan Chair Academy, and 
has been facilitating Chair Academies since 2001.  

He can be reached at: lglenn@necc.mass.edu
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T hink back to your high school 
graduation. Sitting in a chair, waiting 
to hear your name called, you had 
the world ahead of you. The student 

speaker probably spoke of new beginnings, future 
endeavors and endless possibilities you all would face 
in the upcoming years. What were your plans? Where 
would you go? What path would you take? Or, had you 
already chosen a path that did not lead you to be able to 
sit in that chair?
 As leaders, one of our most important jobs is to 
support the professional and personal growth of those 
whom we lead. Whether you lead a department of 
three or 30, taking time to really learn about your 
team is time well spent. The method we deployed 
at Delta College is not complicated but is definitely 
rewarding. All staff members within the Student 
and Educational Services Department were asked to 
complete a Personal and Professional Development 
Plan (PPDP). The problem often faced when 
attempting to engage in a discussion like this is where 
to begin. 
 Each employee was asked to write a brief summary 
about his or her professional, academic and personal 
experiences that brought this individual to his or her 
current position. It was suggested that employees 
begin with high school and identify points in their 
lives that either helped in the achievement of goals or 
contributed to a change of direction. Staff members 
were then asked to identify three or four personal and 
professional goals that they would like to achieve in the 
next two to four years. 
 As you might expect, responses varied depending 
upon the individual. Some shared their personal 
perspectives and goals very quickly and freely, while 
others turned in only a few sentences with an undertone 
of, perhaps, some reluctance about the “assignment.” 
Regardless of the effort, individual meetings were 
then held with staff members to discuss what they 
had written. This meeting was less about the actual 

goals and more about engaging staff in caring and 
meaningful conversation. As educators, we know that 
a student who is engaged with a college tends to stay 
and succeed. Similarly, staff members who feel their 
leadership impacts them as a person are more active 
in their careers. These meetings all ended with a 
discussion of professional plans and how we as leaders 
would try and support their plans.
 Once all meetings had taken place, we conducted 
a reflective exercise at a department meeting. We 
began by asking staff members to reflect on what 
they had written last summer and what we talked 
about in our fall individual meetings. We spoke about 
the importance of personal and professional growth 
plans, and they were encouraged to continue their 
work toward achieving more of their goals. We also 
pointed out that, while we would try to support all 
of their plans, it was up to each of them individually 
to keep working toward his or her goals. During this 
time, we also dimmed the lights and had a visual slide 
with inspirational words that, hopefully, described 
some of their thoughts in a generic way. The exercise 
ended with the song, “I Hope You Dance” by Leeann 
Womack. The chorus of the song says, “And when you 
get the choice to sit it out or dance…I hope you dance.” 

We Hope You Dance…

BY T R EVOR A .  KU BAT Z K E A N D M A RGA R ET MOSQU E DA
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“I know I can learn”

Having received an invitation to present the Chair Academy’s Annual 
International Conference, I decided to take a different approach with the 
session titled First Generation Students: Stories of Hope and Resilience. 
Instead of outlining methods, methodology, and findings and building 
a formal powerpoint presentation, I asked students to be part of a 
panel discussion on the pre-collegiate and collegiate experiences of 
first generation students. Five students volunteered to present at the 
conference, along with the faculty member. Many of the students had 
never attended a national conference, asking questions such as how many 
people to expect and how they should dress for such a presentation.

 As we assembled in the Student Support Services Office to leave for the conference, the discussion centered on how 

many of the students hated public speaking. One student mentioned she had not slept the night before, partly due to 

nervousness about the presentation. As the vans were loaded up for the trip to the conference the group started to relax 

and the conversation turned to more typical topics: school, family, and life. 

 As we made our way into the hotel, the conversation shifted back to the conference. Who came to this conference? 

How many people would be in our session? What was the format for the panel? The questions asked by the students 

seemed to hint of their nervousness. 

 The presentation was held in a large conference room in a large hotel conference center. At the start of the presentation, 

I distributed handouts for audience members. Two women were seated at a table when I asked if they were here for the 

presentation on first generation college students. “Yes,” one woman responded, “We came to hear stories of inspiration.”  

I had little doubt inspiration was exactly what the audience would take away from this presentation. 

First Generation Students: 
Stories of Hope and Resilience

BY T H E R E SE L A SK
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 All five students spoke with great eloquence about their 

journey to higher education. Outlining the difficulties 

they had experienced both personally and in the school 

system, each presented their stories in the same tone I had 

experienced hearing during the interviews: very matter of 

fact, with no idea of the significance of their stories. The 

audience was treated to the stories of hope and resilience 

that I had heard.

 The presentation ended with the opportunity for each 

study participant to share the impact higher education 

has had on their lives. Several became overwhelmed with 

emotions, finding it difficult to verbalize the importance 

of college. Mike showed a great deal of emotion, as he 

spoke of the secret. The secret, Mike explained, was 

what the audience knew, the transformational effect that 

higher education has on lives. Now, Mike shared, he too 

has the secret.

 The community college students profiled in this 

series share stories of hope and resilience. After enduring 

what could easily be described as a series of difficult 

life circumstances, each student found the secret: the 

transformational effect higher education has on lives. 

Whether college was always a goal or whether a series 

of events prompted the pursuit of higher education, 

these students share having traveled a difficult path to 

their current goal of a college degree. Each story will 

begin with the turning point that lead to enrollment in 

community college, followed by a profile of the student.  

Turning Point to Higher Education
 The first student profiled, Mike, age 50, began college 

in 2004 after a 30-year career in welding. After a three 

year bout with cancer, his wife died, leaving him with 

two young daughters to raise. Prior to his wife’s death, 

the family could not make mortgage payments, lost 

their home, and moved into a small house donated by 
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a local church. The next blow occurred when Mike lost 

his job with a major construction company and was 

placed on unemployment. Mike explains:

Perfect storm. It’s the perfect storm. So many things 

happened in 2004. Of course, my wife died. Prior 

to her death, I had set a date to quit smoking and it 

just so happens that my quit date was 10 days after 

her death. And I’m glad it wasn’t before cause I don’t 

think I would have made it. But that was another 

major change in my life. Her death was one of the 

biggest ones. If something happened to me there 

would have been nobody to take care of my daughters. 

And so with that and the company laying me off, it 

was the fact that I’m middle aged now. You know the 

mid-life crisis, I don’t know what it is. What  

do we call it? 

 Out riding his bicycle one day, Mike took a wrong 

turn and ended up on the community college campus. 

Spotting the building on campus that housed the welding 

program, Mike went into the building and met an 

instructor who encouraged him to apply for admission 

and declare welding as his major. Having been a welder 

for part of his life, Mike saw college as the opportunity 

for a better future.

Childhood Experiences
 Mike, age 50, self identified as American, claims he 

“had an Opie Taylor childhood.” Raised the only boy 

with six sisters, Mike grew up in a small town in Texas 

located close to the border of Oklahoma. Mike lived in 

the same house the majority of his life. Mike’s father 

dropped out of high school in 1942 to join the military 

and fight in World War II. His mother finished high 

school but had no college. His father worked as a truck 

driver and his mother as a cashier at the local grocery 

store. Mike describes his parents’ life experiences:

You know my parents are from the greatest 

generation. They’re from that generation that they’re 

loyal to the country and they took some hard, hard 

knocks. I just thought about this today in history 

class. You know my parents were born to parents 

who weren’t that far removed from the Civil War. 

So my parents’ generation had an entirely different 

mind set. My parents were born in the 20s. Mom was 

born in 1919. They could have starved. That was a 

reality to them. Starvation was a reality. It’s not for 

us. None of us have ever experienced anything close 

to hunger. There’s really no excuse for any of us from 

my generation to experience hunger. And to them 

an education, that’s the stuff that books are written 

about. If you have an education then you have really 

arrived. You really have obtained something. 

 In 1962 Mike’s parents bought what he describes as 

a “junky old farmhouse” where he lived most of his life. 

The house was a two-story old frame house, described 

by Mike as cold, drafty, and in serious need of paint. 

The only heater was in the living room, and the stove 

was used for heat in the kitchen. When asked if his 

family was low income, Mike responds, “boy that’s a 

tough one.” Although money was tight, the children 

were never held back from participating in Boy Scouts, 

Girl Scouts, Little League, or community programs and 

events. His parents saved all year for the $200 needed to 

take a summer vacation, which typically was to the west 

coast to visit family. 

School Experiences
 Mike remembers the names of every teacher from first 

grade on, including the principal. He recalls a few teachers 

who believed he had potential as a student. Overall, 

elementary school was a difficult experience for Mike:

First and foremost I sucked at going to school. Okay, 

I’ve always considered my self academically stupid. 

Okay, I struggled through school from day one, from 
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the first grade on. Keeping up with the writing, the 

arithmetic, and the grammar has always been a 

struggle for me. I excelled in having friends and I 

excelled at recess. And I did good with that. I excelled 

at story telling and I excelled in writing.  If I could 

read my story to you that I wrote I would have the 

class in the palm of my hand and I could read you an 

exciting fun story but then when I turned it in and 

my instructor gave it back to me, there were markings 

all over it. And that was real disheartening.

 Two specific events occurred during the third grade 

that had great significance for Mike. This was the year 

the school became integrated. There were three African 

American students in his class. The first day of school, 

the teacher selected the story “Little Black Sambo” to 

read to the class. Mike vividly recalls when the teacher 

read the racial slur in the story, all the children turned 

to look at the expressions on the three students’ faces. 

He describes a “kinship” he felt with these three 

students, feeling he was labeled too “as the guy you just 

hand a shovel.” Mike explains:

We didn’t care about that stuff. We were kids. And 

the boys could play ball, they could catch, the little 

girl was sharp as a whip, but did she ever get called 

on in class? Never. I never saw their papers but I’m 

assuming that they got the minimal marks. And, so, 

yeah, a lot of mistakes in school. That’s the kind of 

mistakes I saw.

 Mike vividly recalls his struggles with academics. 

Asked why he repeated third grade, Mike responded, 

“Because I sucked at it.” Mike describes the day the 

teacher said he would not pass the third grade:

What an evil, evil little woman. I remember she 

called me up to the desk and had asked me if I’d ever 

been, ahem, how did she say that, ahem, retained. 

“No.” Then she said, “okay sit down.” And then she 

called a girl and another boy up. And I kind of started 

to figure it out. It’s like okay, it’s us three. We’re the 

ones that really don’t get the grades. And so I put it 

together in my head. I didn’t know what “retained” 

meant but after I saw who was called up to the desk, 

it was like, okay I get it. So I’m going to flunk.
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High School Years
 The problems Mike encountered in elementary school 

continued into high school. Mike spent two years in the 

ninth grade due to attendance issues. Instead of going 

to class, Mike spent his day hanging out at the “smoking 

dock.” He describes his experience:

It was the 70s. We were smoking dope and drinking 

lots of beer. We could hop in a car and be in 

Oklahoma in about 20 minutes and we could buy 

beer in Oklahoma. Ornery kid. Just an ornery kid 

in a small town. You know we were mischievous. We 

didn’t steal things, we didn’t vandalize things other 

than toilet papering houses, or stealing your trash 

cans or steal ing this one guy’s car occasionally for 

about a month. If you didn’t turn the key all the way 

to off, the key would come out but then you could 

start the car without the key. And so me and a couple 

of buddies of mine would go out and we’d steal his car 

during class. We’d skip school and we’d drive his car 

up to Oklahoma, go to the falls, and go swimming, 

and then bring it back. And he never caught on.

 Mike believed he was doing better in school during 

the year he repeated the ninth grade. He credits his 

girlfriend, who was his future wife, with helping him to 

focus more on academics. Mike recalls his experience 

with a speech class:

I was in a speech class and I did really well in that 

class. I remember knowing I was going to make some 

pretty good marks in this class. Then the teacher from 

the building trades department came and pulled me 

out of the class and was talking to me, saying I would 

be better off over here, and so they pulled me out. I 

wasn’t getting the marks and I was the guy that you 

marked as, “let’s get him a job with a shovel.” And I 

remember that speech class and remembering giving 

my first speech and how excited my teacher was about 

it and because I did it the way she told us to do it. I 

was making a great speech. Well she was really fired 

up about it. I was like wow. I was well okay, I’ll go 

over here and I’ll do whatever you say. You know, I’m 

just dumb white kid. Yeah. So, they just they goofed 

up. They goofed up, they made a mistake. I’m not one 

to point fingers but I think they made a mistake.

Work Experiences
 In 1975, Mike’s girlfriend got pregnant. He dropped 

out of high school, got married and began work as a brick 

layer’s helper, called a “hodgee.” His job consisted of 

laying bricks, mixing mortar, and setting up scaffolding. 

On weekends, Mike would pick pecans for beer money. 

A series of jobs followed including working with a 

moving company, a shoe company, driving semi-trucks 

and working for a seismograph company. He ended up 

working for a boiler manufacturing company, which 

began his 30 year career in welding. After being laid off 

from a company where he believed the future looked 

bright, Mike rode his bike only to discover a new future 

in higher education. 

Higher Education Experience
 After a series of difficult events that he describes as 

“the perfect storm,” Mike enrolled in a local community 

college. He describes his first days on campus as 

“terrifying.” Mike’s parents were concerned with his 

choice to start school, but his daughters supported 

his decision. Mike explains how his parents and his 

daughters viewed his decision to enroll in college: 

Dad is a bit suspicious of the whole thing. Mom is 

saying, “well okay, but how are you going to make a 

living?” And you know that their biggest concern is 

how we’re going to take care of these kids while going 

to school. Yeah.  I don’t know. I honestly don’t know 

how it’s happening, but it’s happening. I had two 

daughters left at home, one still in high school, and  

one in the second grade. The high school daughter is  

going through everything that a high school daughter 
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goes through at this time. She just lost her mother. 

So she’s struggling but she’s thinking this is pretty 

cool. She’s thinking this is pretty cool that her dad is 

going to college. She’ll be going to college some day. 

But yeah, she’s thinking it’s pretty cool. The youngest 

eats it up. She loves it. I think this particular college 

is unique where she’s welcomed here on campus 

 Mike entered college determined to get involved in 

all college had to offer. Not only did he actively pursue 

getting connected with instructors and tutors, but 

also clubs and organizations. During his second year 

on campus, Mike was elected student body president, 

which he considers to be his biggest success in college.

You know, who would have thought? That’s huge, 

stuff. And I’m good at it. I am. I find I’m a fairly 

good problem solver, I’m a pretty good people 

manager, I’m managing my office, I’m managing 

most, and I would say I’m managing all of my 

executive board as well as could be expected. yIt’s 

awesome. It’s almost daily something comes up. 

There’s a student somewhere or something on 

the executive board that I have to deal with. I’m 

learning about office protocol and what needs to be 

done and I’m finding out that when I go in front of 

the Board of Trustees every month that I can do it 

and I can do it well. 

Academically, Mike has been successful in college, with 

approximately a 3.4 cumulative grade point average. A 

highlight from his academic career was being inducted 

into Phi Theta Kappa, the national honorary. Mike 

sent the induction letter to his mother, who cried while 

reading the letter. His mother sent him a letter she once 

received for winning a writing contest, which Mike used 

in one of his essays for an English composition class. 

 Mike believes college has changed him in several 

ways. Although he once saw himself as a “labor guy” for 

the rest of his life, Mike now sees himself as a middle 

school English teacher and cross country coach. He 

hopes to teach for the next 25 years. Asked how the 

college experience changed him, Mike responds:

My hands are softer. I don’t 

bleed as often. My thinking 

process has changed. I believe 

I’m more open-minded to 

look at things in a whole lot 

of different ways then I have 

before. My entire thought process 

as far as analyzing a situation is 

different. My ideas of who and 

what I am has changed. When 

the time comes I will be able 

to write a report an I’ll be able 

to write it well. When the time 

comes, I will be able to stand in 

front a classroom and I will be 

able to teach them and teach 

them well. I’m going to take a 

lot of things with me that I want 

to get here and I’m going to 

take something that a lot of our 

professors won’t have, and that’s 

real life experience in a real 

hard, real cold world.

 The college experience, Mike 

believes has been “everything and 

more.” When asked what does he mean by “everything 

and more?” Mike responds: “The main thing is I know I 

can learn. I know I can learn.” 

Academically, 
Mike has been 
successful in 
college, with 
approximately a 
3.4 cumulative 
grade point 
average. A 
highlight from 
his academic 
career was being 
inducted into 
Phi Theta Kappa, 
the national 
honorary.
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Chippewa Valley  
 Technical College  
Eau Claire, Wisconsin

Dr. Larry Kimbrow  
Executive Vice President/VP  
 for Academic Affairs  
Three Rivers  
 Community College  
Poplar Bluffs, Missouri

Greg Larsen  
Vice President,  
Corporate Services  
Northern Lights College 
Dawson Creek,  
British Columbia, Canada

Dr. Gordon Nixon  
Vice President, Academics 
SAIT Polytechnic  
Calgary, Alberta 
Canada

Dr. Shari Olson  
Assistant Professor, 
Education
Bemidji State University
Bemidji, Minnesota

Cheryl Pollmuller  
Chair, School of Business 
Lethbridge College 
Lethbridge, Alberta, Canada

Kay Pope  
Curriculum Services  
 Coordinator Florida 
Community College at   
 Jacksonville  
Jacksonville, Florida

Dr. Mary Preece  
Provost and Vice President,  
 Academic Affairs  
The Michner Institute for  
 Applied Health Sciences 
Toronto, Ontario, Canada

Dr. Angela Radford Lewis 
Chair/Associate Professor 
East Tennessee  
 State University  
Johnson City, Tennessee

Anita Rios  
Director, Staff and  
 Leadership Development 
Minnesota State Colleges  
 and Universities  
St. Paul, Minnesota
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Dr. Michelle S. Santos 
Dean, School of Technology  
 and Student Services 
Guam Community College 
Barrigada, Guam 

Dr. Julia Schroeder  
Vice President for   
 Instruction  
John A. Logan  
 Community College 
Carterville, Illinois

Brian Turtle  
Director and Chief Executive  
 Belfast Metropolitan   
 College 
Belfast Co.  
Antrim, Northern Ireland 

Dr. James Underwood 
President Kaskaskia College 
Centralia, Illinois

Phyllis Williams  
Professor and Chair of   
 Biology Department 
Sinclair Community College  
Dayton, Ohio

Maria Wise  
Division Chair, Mathematics 
Central Arizona College 
Coolidge, Arizona

Valencia Community College 
Senior Leadership Team Valencia 
Community College Orlando, 
Florida 

Team Members: Sandy Shugart, 
President, Kaye Walter, Exec VP 
and CLO, Keith Houck,  VP for 
Administrative Services, Joyce 
Romano, VP for Student Affairs, 
Susan Kelley, VP for Institutional 
Advancement, Joe Battista, Chief 
Operating Officer of Valencia 
Enterprises, Bill White, CIO, 
Geraldine Gallagher, President 
Valencia Foundation, Stanley 
Stone, VP Human Resources and 
Diversity, Silvia Zapico, Provost 
Osceola Campus, Jared Graber, 
Provost West Campus, Ruth 
Prather, Provost East and Winter 
Park Campuses 

Bristol Community College 
Board of Trustees
Bristol Community College
Fall River, Massachusetts

Team Members: Ms. 
Jennifer Boulay, Ms. Zelma 
Braga, Mr. Carl J. Cruz, 
Mr. James T. Grady, Ms. 
Jo-Anne Mello Hodgson, 
Mr. Joseph A. Marshall, Mr. 
Thomas Murray, Mr. Arthur 
Paul, Ms. Cynthia Rose, 
Dr. Ronald Schwartz, Mr. 
Donald Smyth
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The Instructional Leadership Team
Ivy Tech Community College of Indiana, Kokomo, Indiana

Team Members: Front row from left to right: Rhonda Groves, School of Technology 
and School of Applied Science and Engineering Technology Chair; Laurie Peters, 
School of Health Sciences Chair; Dr. Pamela Lewis, Vice Chancellor Academic 
Affairs On the back row from left to right: Jane Wilson, Region 5 Assistant 
Academic Dean, Jay Hall, Academic Skills Advancement Department Chair, 
Connie Morgan, School of Public and Social Services and School of Education 
Chair; Jean Koch, School of Business Chair’; Kim King, School of Liberal Arts and 
Sciences and School of Fine Arts and Design Chair

The Organizational Learning Team
Nova Scotia Community College
Halifax, Nova Scotia, Canada

Team Members: Claudine Lowry, Dean, Organizational Learning; George 
MacLean, Manager, Staff Development; Elizabeth LeVatte, Manager, Learning 
Initiatives; Michelle Creelman, Learning Programs Coordinator; Bobbi Dunham-
Carter, Organizational Learning Specialist. 

Early Childhood Education Program Faculty and Staff
Milwaukee Area Technical College
Milwaukee, Wisconsin

Team Members: Wilma L. Bonaparte, Associate Dean; Ellen Winters, Assistant 
to the Associate Dean; Patricia Kielpinski, ECE Faculty; Patricia McFarland, 
ECE Faculty; Douglas Udell, ECE Faculty; Toshiba L. Adams, ECE Faculty; Yvette 
Ardis, ECE Faculty; David A. Espinoza, ECE Faculty

WSCC - Professional Development Committee
Wallace State Community College
Hanceville, Alabama

Team Members: Alina Adams, LaDonna Allen, Kelley Blackwood, Ken Crow, Cindy 
Dorn, Jenny Folsom, Katie Free, Lynn Harris, Jennifer Ivey, Mary Jones, Theresa 
Mahler, Wayne Manord, Harriet Mayo, Dave Pylant, Deborah Spann, Cherie Smith
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TAKE CHARGE OF YOUR LEADERSHIP SKILLS
The Chair Academy offers two great comprehensive programs that 

provide skills-based leadership training and professional development for 
post-secondary organizational leaders.

Foundation Leadership Academy
and the

Academy for Advanced Leadership

THE FOUNDATION ACADEMY 
AND ADVANCED LEADERSHIP ACADEMY

are separate, comprehensive 18-month programs that offer tailored learning, as well as 
personal and proprietary tools that will accelerate participant development. 

Attendance of a Foundation Academy is not required to attend the Advanced Academy.

WHO SHOULD ATTEND THE FOUNDATION OR ADVANCED ACADEMIES
Managers, Administrators, Faculty, Directors, Chairs, Deans, Vice-Presidents or other 
Organizational Leaders from Post-Secondary Institutions focused on developing their 

leadership capabilities and the individuals within their organization. 

Individuals who already have job experience and have acquired foundation
leadership skills may want to consider pursuing the Advanced Leadership program. 

PROGRAM DESIGN FOR THE FOUNDATION AND ADVANCED ACADEMY
Leaders have the opportunity to expand their personal capacity and that of others to 
create an environment that encourages all members of a team to develop through

leadership, communication and coaching.
•   Participants will create a Personalized Development Plan to identify performance & 

leadership goals while being coached and mentored to achieve them.

•   Participants receive highly individualized development with ongoing support and 
guidance from an academy coach and a mentor of their choosing. Advanced 
participants will select 2 mentors to help in their development.

•   Using reflective practices and journaling, participants are given time and space to 
develop their work experiences as well as progress toward individual and 
organizational goals, while increasing self-awareness and improving performance.

•   Participants will network online with other Academy participants and facilitators 
creating a learning community for discussion of on-going leadership issues.

•   Participants take part in a variety of developmental tools and surveys which enable 
participants to identify their behavioral work styles and leadership competencies.

If interested in learning about Foundation Leadership Academy Programs visit us at: 
www.mc.maricopa.edu/community/chair/academy/index.html
If interested in learning about the Advanced Academy visit us at: 

www.mc.maricopa.edu/community/chair/academyadv/index.html



Success is  
achieved  

through the 
collaboration 

of many.

CALL FOR PROPOSALS
www.mc.maricopa.edu/community/chair/conference/2009/proposals09.html

NOMINATE AN EXEMPLARY LEADER
www.mc.maricopa.edu/community/chair/conference/2009/recognize09.html

FOR MORE INFORMATION ABOUT THE CONFERENCE:
www.mc.maricopa.edu/community/chair/conference/2009/09index.html

Keynote
Speakers

Roundtable
& Concurrent

Sessions

Pre-Conference
Sessions

Exemplary
Leaders

THE CHAIR ACADEMY
18th Annual International Leadership Conference

March 2-5, 2009 Nashville, TN


