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ABSTRACT

The purpose of this qualitative study was to extend research on female community
college presidents by (a) describing and examining the experiencesnginvwwho have
experienced difficult leadership positions that resulted in departures fromuwaty college
presidencies; and (b) exploring how these women have made meaning from thiesneeperi
Three female community college presidents who had experienced a difiecdtdaip
experience that resulted in leaving the presidency were interviewedri@lazut how they
viewed their leadership experiences, described what they had learned aboshipader
explained about presidential relationships with governing boards, and corsingzaing as
a result of leaving a presidency.

Using a constructivist framework and feminist methodology, the study dagafivet
analyzed for each president and presented as an individual case study. Nexst\Weselat-
analyzed collectively to make interpretations about the shared expsrralethree
presidents. The results of the study resulted in six themes. LeaderstrgmgBrmational-
feminist leadership; Loss: (b) challenging situations with board men{bedealing with
power struggles, (d) commitment to the college; and Healing: (e) spiyitalad reflection,
(f) continually creating meaning. In addition to describing six troublesimations that
presidents can face when dealing with governing boards and individual baatteregthe
president’s career-long leadership experiences, including some difScsitiggested a style
of leadership adapted from existing transformational and feminist leguamgiroaches.
The Transformational-Feminist, with qualifiers, Leadership Model comlpiveesvo
approaches and proposes limitations to the model's elements suggested by geatemer

understanding that resulted from studying leaders who had difficult expexience
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CHAPTER 1
INTRODUCTION

“Understanding the community college presidency is, at best, a complexakmalgrt
When one attempts to understand the impact of being a female president, thedassbec
even more complicated” (Vaughan, 1989a, p. 25). Women are making strides toward
occupying more of the presidents’ offices in community colleges. In 2006, 2%pefce
community college presidents were women (Weisman & Vaughan, 2007). Whilersma
proportion to male counterparts, in 1986 only six percent of the community college
presidents were women (Ross & Green, 1998). For about the last decade and a half, the
number of women in the community college presidency was appearing to make gre
progress in reaching parity, but their access to the executive office hasl $toane percent
growth since 2001 (Weisman & Vaughan, 2007).

Limited numbers of women as chief executive officers (CEQ) of higher ednicat
institutions is not unique to community colleges. In contrast, community eslleaye
placed women in presidencies at a rate higher than other types of higher education
institutions. By comparison, the American Council on Education (2007) reported only 23
percent of college and university presidents were women. In the thregryeframe,
1995-1998, 34 percent of the community college presidents hired were female, but only 25
percent of presidents hired in all sectors of higher education were women (Bramvn, V
Ummersen & Sturnick, 2001; Shults, 2001). In 1998, this resulted in a total of 148 female
community college presidents and 97 female baccalaureate college presiaeinis U.S.

higher education institutions (Brown et al., 2001).
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DiCroce (1995) considers why women are making strides toward the presidency at
community colleges at greater rates than other higher education institutions:
The point is that two-year colleges appear to be at the forefront in placmmgmin
their presidencies. The question is why. On the one hand, one might expect the
community college to be the pace-setter in hiring women presidents. Since its
founding, it has been hailed as the “people’s college,” “democracy’s college,” and
“opportunity’s college.” With women over half its student body, it demonstrates a
strong commitment to the values of open access, diversity, and inclusiveness. On the
other hand, the steady rising number of women presidents in the community college
may simply be a result of the institution’s lower hierarchical statusadeane. Put
less diplomatically, the community college is at the bottom of the power rung
anyway; why not leave the messy business of women CEOs to it? (p. 80)
Others place a less skeptical perspective on women'’s rise to the commuadg col
presidency and the resulting impact on increasing the number of women axebugive
officers in other types of higher education institutions. Two suggestions off¢ajhat
community colleges are serving as “model incubators for the advancenmentneh
leaders” (Stephenson, 2001, p. 193) and (b) there is a greater proportion of women to men
attending graduate programs focusing on community college leadershait{kdtam,
2001).
The institutional governing board of directors has responsibility for recrahdg
hiring community college presidents when vacancies occur (J. Brown, 1982; O’Banion,
1989; Widmer & Houchin, 2000). Hence the governing board and its orientation for

accepting diversity in leadership roles plays a major factor in hiring a wams president
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(Vaughan & Weisman, 1998). Concern about institutional “fit” affects governiaglbo
when reviewing candidates for presidential positions (Kanter, 1977; Vaughan &¥veis
1998). Fear over hiring a president who will not make connections with the college
community because of differences in gender or ethnicity results in a lack ityive
leadership. Consequently, “current community college trustees tend to mirror the
demographic characteristics of current community college presidents. Appteki 87
percent of the trustees are Caucasian and approximately 67 percentedr@/enaghan &
Weisman, 1998, pp. 111-112; see also Shults, 2001).

Although “fit” may be a factor that may be difficult to overcome, women can prepa
themselves to work in institutions more accepting of diversity in leadership/blogeng a
knowledge about the other qualities trustees are looking for in a president. Much can be
learned to assist in achieving equity in the president’s office by studyingewwho are
current or former community college presidents and reviewing thparexces. The focus
of this study will be the experiences of women who have experienced a difaagtrship
position that resulted in departure from a community college presidency antdyohatve
made meaning from this experience, and to learn how these experiences havesththasnc
they view leadership.

Statement of the Problem

A study of female community college presidents’ experiences is iamgdrecause
even though the community college presidency has been well studied (Eddy & Cox, 2008;
Gillett-Karam, 2001; Pierce & Pedersen, 1997; Roueche, Baker, & Rose, 1989; Stout
Stewart, 2005; Vaughan, 1986, 1989b; Vaughan & Weisman, 1998), the studies including

women tend to focus on traits and comparisons rather than examinations of the women’s
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experiences from their points-of-view. Past studies including female cotyncotiege
presidents tend to center on either advice for ensuring a successful pii@sielenre or
descriptive statistics. Examples of these studies include comparison wetbonmanunity
college presidents (Vaughan & Weisman, 1998), preparation for a presidenti@rpositi
(Amey & VanDerLinden, 2002; Winship & Amey, 1992), leadership characteristics dad sty
(Gillett-Karam, 2001; Stout-Stewart, 2005; Vaughan, 1989a; Vaughan & Weisman, 1998),
and behaviors necessary to being an effective president (Evans, 2001; DiCrocetdi#95; S
Stewart, 2005). While these studies are informative about the general ofatue female
community college presidency, they lack depth in understanding the complexity of the
presidential experience for women. In addition, research on female presidpetseses

with the community college governing boards is absent from the literature.

One way to expand our knowledge and understanding of the female community
college presidency is to study the experiences of female communitgecpliesidents who
have left their positions as a result of a difficult leadership experience.

Purpose Statement

In this study, research on female community college presidents will é&xedext by
(a) describing and examining the experiences of women who have experiencett diff
leadership positions that resulted in departures from community collegdemass; and (b)
exploring how these women have made meaning from their experiences.

The research questions that will guide this study are:

1. How do the female community college presidents who have experiencedtdifficul

leadership experiences that resulted in departure from their positiontheie

leadership experiences and describe what they have learned about leadership
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2. How do they describe and view their departures from the presidency?

3. How do they describe and explain their relationships with their governing Boards

4. How do they construct meaning as a result of leaving a presidency? What

implication does leaving presidential positions have for their future goals an
plans?
Significance of Study

Views of the community college presidency will be enhanced by studying the
presidency through the experiences of female leaders. By examiningaldéadership
experience and how meaning was created for the participants, weamaghbeut the ways
women understand the implications of their presidential and leadership experiéfioes
female leaders who leave a position as a result of difficult leadersbymstances are
studied, we may learn more about the ways presidents and governing boards caratevelop
maintain a successful relationship.

Dissertation Overview

This dissertation is divided into nine chapters. Chapter two gives background
information on past studies of female community college presidents andchegear
community college president and governing board relations. Research methods@bedle
in chapter three. An explanation of sample identification, data collection, d&taisynand
ensuring research trustworthiness and authenticity are included. Chliaptersough eight
present the results of the study. Chapter four introduces the results; chepteaiz, and
seven offer a discussion of each of the president’s individual experiences in the t@se of

study narratives; and chapter eight interprets the shared experietite padsidents.
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Chapter nine closes the dissertation with conclusions, recommendatiorasctarepand

research, and my reflections about the project.
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CHAPTER 2
REVIEW OF LITERATURE
The purpose of this chapter is to review the research relevant to the issualef fem
community college presidents and their leadership experiences. Tiseditish discusses
literature related to women'’s leadership. Specific information about feroalmunity
college presidents including characteristics of female communiggeppresidents, a
comparison with male presidents, and the factors that affect women as theg fwepad
seek out presidencies follows. The final section examines the literatteddred community
college presidents and governing boards including general governing bgemadsibgities,
issues affecting the relationship between president and board, and factorggnpact
presidential termination and resignation.
Women'’s Leadership
"Leadership is one of the most observed and least understood phenomena on earth”
(Burns, 1978, p. 1; Astin & Leland, 1991; Rosenbach & Taylor, 1984). Leadership's
elusiveness may be one reason researchers continue to study it. Traditiogalfview
leadership have shaped the way we understand and define leadership. Bennis & Nanus
(1985) identified more than 350 meanings for the word leadership. While many nesgarc
are trying to create an all-inclusive definition, "a pluralistic cultae have no single
acceptable definition of leadership or measure of effectiveness" (Bendiimomann, &
Birnbaum, 1989, p. 70). Bass (1990) concurs, "the search for the one and only proper and
true definition of leadership seems to be fruitless, since the appropriate ofidefinition
should depend on the methodological and substantive aspects of leadership in which one is

interested” (p. 18). The purpose of this research, therefore, is not to developtadedini
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leadership, but rather to add to our knowledge about women's leadership experiente throug
examining women who have experienced a difficult leadership position. For the purposes of
this study, the concept of leadership will be viewed as “the ability to influenqee,stnad
embed values, attitudes, beliefs, and behaviors consistent with increasedmentrtotthe
unique mission of the community college” (Roueche et al., 1989, p. 34). Difficultsbgule
by extension, will mean experiencing circumstances that impede a kal#gity to
influence, shape, and embed values, attitudes, beliefs, and behaviors effecthialyhei
community college.

Despite the fact that history books have neglected leadership by women, women
"have always been leaders" (Shrewsbury, 1989, p. 327). Women have been instrumental in
community development, health reform, and educational changes. For exampde, "it w
women's groups that furnished schoolrooms, that started libraries, [and] that pushed for
sanitation laws" (Shrewsbury, 1989, p. 327). Also, for centuries women have led businesses,
generally small and family-owned, by inheriting them from a parenter e death of a
spouse (Bass, 1990).

Research on Women's Leadership

Despite women's leadership contributions, questions remain about whether svomen'
leadership experiences have been adequately represented by past [eesrahth
(Hollander, 1987). As recently as 1974 citations on women and sex roles were excluded
from Stogdill's Handbook of Leadership Theory and Research (Heller, 1982).

Discussion about women's representation in leadership research mainly aenkers
male focus that has resulted in women's exclusion from past leadershiplre8saa result

of male focused leadership research, few women have been subjects for |padeesiich
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(Bunch, 1991; Hollander & Yoder, 1984). In the past most leadership research exaressed
belief that men's experiences were the best measures for leadeistjd982) because
generally men held the prominent leadership positions such as presidents of esisindss
industries, heads of national and state governments, and officers in the miisaay.
consequence, leadership became identified as a "masculine concept, 88R; Hollander
& Yoder, 1984, p. 234). A theory of leadership even emerged called the "Great Man" theory
(Burns, 1978) which by its title alone excludes women.

The studies on leadership that have included women either "have focused on
differences in the traits and leadership styles of men and women" (Astita&d, 4991, p.
3; e.g. Eagly, 2007; Eagly & Carli, 2003), the "most visible spokeswomen” (Bunch, 1991, p.
Xi) such as women in politics or women business leaders, or the "stereotypetxpe
imposed on women with respect to their leadership ability" (Astin & Leland, p92}, In
other words, much of the previous research on women has compared and contrasted female
leaders with male leaders or women leaders with who they were expecteasttebders, in
the eyes of the researcher, instead of describing and exploring womeershga
experiences as a concept of leadership.
Aspects of Women's Leadership

Some leadership researchers have suggested leaders should adopt the ways many
women already lead (Astin & Leland, 1991; Shrewsbury, 1989). Some of the aspects
associated with women's leadership by researchers of leadership and@eon include:
commitment (Bennett & Shayner, 1988), affiliation and relationships (Benrtefta§ner,
1988; Delworth & Seeman, 1984; Gelwick, 1985; Gilligan, 1982; Shrewsbury, 1989),

cooperation and internal competition rather than external competition (Astite&d,e1991;
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Gilligan, 1982; Helgesen, 1990), interdependence (Bennett & Shayner, 198&rGillg2;
Shrewsbury, 1989), participation and collaboration (Chin, 2004; Pearson, Shavlik, &
Touchton, 1989; Rosener, 1991; Shrewsbury, 1989), and empowerment (Astin & Leland,
1991, Belenky, Clinchy, Goldberger, & Tarule, 1986; Denmark, 1993; Jablonski, 1996;
Rosener, 1991; Sagaria, 1988). These aspects of women's leadership do not gecessaril
describe all—or only—women.

Women's leadership experiences also can be illustrated by three mddaldeothip
that emphasize inclusion and empowerment: (a) generative leadership, (b) nabsidn
leadership, and (c) feminist leadership.

Generative Leadership.

Generative leadership is a cooperative form of leadership in which all pantisi
take responsibility for the creation and implementation of the group's objectageigs
1988). Goals of the group are achieved by the leader creating and supporting an environme
where the members feel encouraged and confident to actively participa¢d@adership of
the group (Sagaria, 1988; Sagaria & Johnsrud, 1988).

There are two ways the generative leader attempts to foster the patticip
leadership experience: (a) by providing situations that encourage and suppsaresper
"grow[th] and develop[ment]" (Sagaria & Johnsrud. 1988, p. 16) and (b) by creating and
implementing collaborative priorities (Sagaria & Johnsrud, 1988). For exanipbjex
demonstrating generative leadership would foster activities and eventthdthenefit all
involved and would allow all members to take responsibility for the leadership afotne. g
Finally, generative leaders support and foster the leadership ability obtne members by

empowering them to "share their experience and take collective riskefgood of others"
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(Sagaria & Johnsrud, 1988, p. 16). For example, the leader might encourage the members
who have expertise in budgeting and finance to work together to create a plamdfor f
raising.

Web of Inclusion Leadership.

The web of inclusion model of leadership focuses on the relationships between
leaders and followers. Similar to generative leadership, the web of inclaaership
model encourages leadership development within a group's members. The modwltgodisti
from generative leadership, however, is the position the leader takes within azatigaisi
structure. The leader views herself in the center of a web rather thariagt tfe hierarchy
(Helgesen, 1990). The leader is joined with all members and, therefore, supports and is
supported by those around her. "In the web construction, the figureheatiéattrather
than thehead;and so does not need layers and ranks below to reinforce status. Authority
comes from connecticio the people around them rather than distdram those below; this
in itself helps to foster a team approach” (Helgesen, 1990, p. 55). This also indyaatea
focus on the group than the individual (Helgesen, 1990). In a business, a web of inclusion
leader may structure the staff so there are many opportunities facime and input from
everyone including secretaries and new employees. She may also positiorchen dffe
middle of the building rather than on the top floor to surround herself with members of the
company.

Feminist Leadership.

Likewise, feminist leadership emphasizes the nonhierarchical featwwadgithip
where all participants work together with the figurehead leader whored®operative

members to achieve shared aspirations (Astin & Leland, 1991). This model viad tmea
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their comprehensive qualitative study of seventy-seven women engagednistfeocial
change during the 1960’s and 1970’s, and is founded upon three feminist theoretical issues

(1) “The social construction of reality,” meaning what is believed aboutdheept
of leadership is prejudiced by the way people view all aspects of their colleatise
Women'’s absence from past leadership models requires that their inclusioessang for
new realities of leadership to emerge (Astin & Leland, 1991, p. 7).

(2) “Interdependence,” by recognizing the interconnections of people then d natura
lens to view leadership is “as a process of collective effort rather thsammeething one
person does in a vacuum” (Astin & Leland, 1991, p. 8).

(3) “Power as energy, not control,” means understanding how power in leadership is
not about being in command over others but involving others to share in it (Astin & Leland,
1991, p. 8).

By constructing the model within feminist theory and testing it with women’s
experiences, Helen Astin and Carole Leland (1991) offer a “promising conlceyatdel for
the study of leadership” (p. 11). This model is distinguished from other more recent
perspectives on feminist leadership where similar constructs exishebatis a greater
emphasis on the leader acting as a feminist. Feminist psychologists rente/nemposed
value in this area of study (Chin, 2004; Madden, 2005). “Although the theories and models
on feminism and leadership exist, there has been little study of the inters#dhe two.

The literature on feminist leadership is scant. Few have defined it andsidieave

researched it” (Chin, 2004 p. 1).
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Women Community College Presidents
Articles about women community college presidents are not necessdyilgoent
or rare. In 1975, Thurston surveyed nine “junior college” presidents to describe wemen a
CEOs; one year later, four female presidents described their expsraancemmunity
college presidents (Howe, Joachim Moore, Keehan & Thurston, 1976), and a quartgr centur
later seven current and former female community college presidentsedithe study of
their fore-mothers (Blevins, 2001). Despite a thirty-five-year historgsédarch on female
community college presidents, the literature has generally fallen intbfoad areas: (a)
general characteristics of female president’s leadership, (lpasomgy male and female
presidents, (c) suggestions for ensuring a successful tenure as presidaehtpanspectives
on women advancing to the presidency.
Leadership Style and Experience
Literature addressing female community college presidents’ |dapgensludes both
general observations on all presidential leadership and specific notions abourt'svome
leadership. Roueche et al. (1989) suggests that presidents can learn to becontkngutsta
leaders, but cautions:
The secret [to successful leadership] lies in leaders’ recognitioretdrship
style is developmental, a leader’s goal is to apply and polish a full rangdi®f s
and attributes in a performance repertoire. Those who wish to lead must be
willing to risk developing new leadership skills and, after evaluating cheir
performances, discover what works and what does not. (p. 4)
In addition to developing leadership skills, offering an organizational vision through

transformational leadership is a necessary for success as a pré3atesntnOn et al., 1989;
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Gillett-Karam, 1989; Roueche et al., 1989). “Smart CEOs also look toward tomorrow and

decline to spend their professional lives putting out brush fires. Vision and lepdevsard

tomorrow are of paramount importance to moving institutions forward” (Giannini, 2001, p.

207).

Roueche et al. (1989) “defined transformational leadership in the communityecolle

as, ‘the ability of the community college CEO to influence the valuesdsst beliefs, and

behaviors of others by working with and through them in order to accomplish the college’s

mission and purpose™ (p. 11). To illustrate this definition five transformatioadelship

themes were developed as a result of their interviews with 50 male and femalaraom

college CEOs who had been identified by their peers as “the very besslgaeknew” (p.

12). “Transformational Leaders:

1.

Influence: “believe in teamwork and shared decision-making. They hawe a bia
for action, and they empower others to act. They try to develop a collaborative
situation that is not dependent on any one individual for success.

People orientation: They value people, both as members of the team and as
individuals. They respect individual differences and value the opinions of others.
They reward work well done. Students are a focal point of their efforts.

Motivation: They understand motivation. They have high expectations of others
and inspire them to develop their creative and problem-solving skills.

Values: They have a strong personal value system. They value consistency,
integrity, commitment to student learning, and openness. They model the conduct
they expect of others.

Vision: They have a vision of what their college can become. They are wlling
take risks and commit their colleges to new directions that incorporate the needs
of their communities” (Roueche et al., 1989, p. 12-13).

To complement their study, Rosemary Gillett-Karam (1989) took the data fratlad 21

women and a sample of 21 men who were respondents from the original study to see if there
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were gender differences in transformational leadership. The findings edlgateral strong
characteristics of transformational leadership for both gender groups. Wéhgéh t

individual items were analyzed, four characteristics were identifisgedfically feminine
characteristics: “(a) Vision: Takes appropriate risks to bring aboangehgb) Influence: Is

able to cause followers to solve problems and work together, (c) People: Demaenstrat
respect and caring for individual differences, (d) Values: Builds opennessiainithtough
personal and professional behavior” (p. 240). The study noted “women of the study did have
the behaviors and attributes essential to effective leadership and that\gaaaert

significant to leadership” (Gillett-Karam, 1989, p. 261).

DiCroce (1995) encourages female presidents to embrace women'’s lgadashot
be threatened by the challenges to it by discussing several framewoidd teltne
leadership characteristics of female presidents: (a) Helggd&98) Web of Inclusion
concept, (b) Aburdene and Naisbitt's (1992) description of women’s leadershipimgflec
women’s values, (c) Gillett-Karam’s (1989, 1994) “feminine behaviors,” and (d) Baman
Deal’s (1991) model for “integrated leadership.” Furthermore, Giannini (20Qgests
“women leaders need to start exercising, using, and taking their ‘woméuntson’
seriously. Intuition allows females to see the big picture and to develop visiomsngf se
their organization as a vehicle for bringing learning and change into so@eR05).

Specific observations on skills necessary to be an effective presidatd@ao®vered
in the literature (Stout-Stewart, 2005). “Female leaders must demonisatitiegy have the
skills and abilities to operate in an empowered manner” (Giannini, 2001, p. 208). Moreover
successful leadership is described as using an ever-changing vareztgership skills to

ensure greater success (Eaton, 1989; Evans, 2001; Stout-Stewart, 2005); andiegtablis
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credibility, assuring commitment, demonstrating consistency, and valuingwoication
(Wallin, 1992). In addition, female presidents need to understand how to work effectively
within and begin to change gendered organizations (Eddy & Cox, 2008).

Furthermore, transforming higher education institutions toward advancergainese
leadership skills as a change agent (DiCroce, 1995; Evans, 2001, Giannini, 2001; Gillet
Karam, 1989).

Responding to external demands requires that today’s higher education lee€elpts ac

the word “change” as an everyday operative word that sets the stageufcedeq

cooperation in order to attack the problem. . . .. In the hierarchy of higher education,

leaders must constantly work to change and improve the system, not just become a

part of it. (Giannini, 2001, p. 207)

In order to effect change related specifically to women'’s issues abrim@wanity
college, DiCroce (1995) proposes five measures for women community collegiepte$so
take: (a) break down institutional gender stereotypes, (b) “penetratatiasts power
structure and redefine its sense of power” (p. 85), (c) use the power granted &sithenp's
office to change policy that is tied to gender, (d) begin conversationgdredagender issues
so colleagues are more aware and willing to discuss it, and (e) get involvatbgudi
outside of the higher education institution so public policy can be impacted.

Comparing and Contrasting Male and Female Presidents

In addition to discussing leadership traits necessary for successfdepass,
several studies compare and contrast men and women as community collegaises
Topics include leadership style (Gillett-Karam, 1989; Twombly, 1995; Stouta#te2005;

Winship & Amey, 1992), barriers to attaining a presidency (Winship & Amey, 1992grcar
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trajectories (Amey & VanDerLinden, 2002; Amey, VanDerLinden & Brown, 2002s Ros
Green, 1998; Vaughan & Weisman, 1998; Winship & Amey, 1992), and significant
accomplishments as president (Winship & Amey, 1992).

Demographic characteristics for women who have attained a presidency haaé seve
other differences with their male counterparts. In a 1996 national study of catyyimuni
college presidents, Vaughan and Weisman (1998) found: (a) that a greater pewfentage
female presidents are minority (24%) than men (12%), (b) women presidentgoweger
than male presidents even though they were approximately 3 years oldeethamemn they
began their first presidency, (c) men had spent twice as many years cuthent
presidency as women, (d) women reported spending a few more hours per week in
presidential responsibilities than men, and (e) women tended to rate the presitient a®s
“high stress” and “high risk” at a greater percent than men.

Advice to Ensure a Successful Presidency

Beyond descriptions of female community college presidential charéicteredvice
for ensuring a successful presidency is a common theme in the literatureal Seve
perspectives on key responsibilities in the presidential position have beed tdfeterent
and aspiring female presidents. Stephenson (2001) discusses four criticahMesien
leaders should be prepared to handle in a presidential position: (a) staffingebersaas
“pivotal act that determines the direction of community colleges” (p. 196); (b)fonas a
means of accountability and value to the public; (c) students, because “weauBtst m
understand the gaps between our colleges’ instructional programs and the needs of our
communities’ work force. Because the only reason your college, or indeedhaay, $£in

business is to produce individuals who not only can function as adults in contemporary
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society, but also can function as adults in progress of that society” (p. 198); anakd) wo
force development, as it relates to the college’s responsibility to tranmrgers who can
meet the needs of the future.

While DiCroce (1995) promoted pursuing institutional change to women presidents,
Guthrie (2001) warned aspiring presidents of several misconceptions surrounding
presidential power and responsibilities. She debunked the myths and offertothimdpl
lessons: (a) power is shared and should be used appropriately; (b) presidents hea/e limit
influence in directing the institution especially when legislators, gasedumni, and the
media are involved; (c) political skills are necessary for succesp@sident; (d) many
constituents can be difficult to work with and it is often difficult to say “no” to imtlials
without alienating them; (e) fund raising is a major portion of the job; and idhdicant
amount of time is spent on resolving issues.

Finally, several other topics related to women community college presiaient
present in the literature including (a) the role of spouses to female commulagecol
presidents (Smith, 2001), (b) the presidential assistant position and its impactadan fem
presidents (Addy, 2001), (c) the marginalization of women president’s accomehss
(Twombly, 1995), (d) the role of confidants for women presidents (Winship & Amey, 1992),
(e) the scrutiny a female president experiences when beginning and anquesidency
(Mulder, 2001), and (f) the effective behaviors and approaches women have forhigaders

needed in the future (Evans, 2001; Stout-Stewart, 2005)
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Preparing for the Presidency

A woman'’s pathway to assuming a community college presidency may beedfby
several different factors: her own personal and professional charactetistiosle that
others play, and the nature of the governing boards who hire the president.
Personal and Professional Characteristics

Several characteristics are understood to be advantageous for a woman &@spiring
presidency. Holding an academic terminal degree is a tangible crétigattia important
not only to securing a presidency, but also to gaining access to the positions tleatool
a presidency (Taylor, 1981; Vaughan & Weisman, 1998; Winship & Amey, 1992).
Furthermore developing the ability to create and promote a vision (Giannini 2001hRouec
et al., 1989; Stephenson, 2001) and working effectively with teams (Giannini, 2001; Roueche
et al., 1989) are helpful qualities for aspiring presidents. Pierce and RPed€3@) also
suggest personal adaptability, role flexibility, and sound judgment are qu#ldieanyone
seeking a community college presidency should possess. In short, Stephenson (2001)
charged women leaders to “develop a compelling vision, exercise appropriate ipsise
on authenticity, nurture entrepreneurship, and work at transforming our colleges in the
service of our communities” (p. 200).
Purposeful Career Planning

Indeed personal and professional characteristics which are viewed as imfoortant
leadership are critical to securing a presidency, but strategic danedopment is also
essential. Acquiring a variety of experiences (Winship & Amey, 1992) atabteshing
oneself as a leader within one’s community college” (Vaughan & Weisman, 1998, p. 114)

are also important factors in preparing for a presidency.
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Even the growth in previous administrative experience in positions other than

president suggests a realization that the role of community collegdgrgsvhile

perhaps still “first among equals,” in fact has multiple and conflicting redpbiiss

for which management, administration, and leadership skills gained through

particular and extended experiences is important. (Amey et al., 2002, p. 578)

Position pathing (Winship & Amey, 1992) is a process of using formal and informal
opportunities both to develop leadership and management skills and to engage in purposeful
career planning to obtain positions that prepare individuals for presidenciestu &t
leadership development programs are one mechanism for preparing women for advanced
management opportunities to enhance skills, provide networking opportunities, and gain
experience especially when a candidate has had limited direct, uppexdavalstrative
positions (Ebbers, Gallisath, Rockel, & Coyan, 2000; Taylor, 1981; Vaughan & Weisman,
1998).

Moreover while governing boards tend to prefer candidates with previous presidentia
experience (Amey et al., 2002; Vaughan & Weisman, 1998), other formal adntivestra
experiences lead to presidencies—most notably a position with academic gdtonis
responsibilities such as chief academic officer or dean of instruction (&mey
VanDerLinden, 2002; Ross & Green, 1998; Taylor, 1981; Vaughan & Weisman, 1998).
Mentoring Relationships

In addition to personal leadership development and career planning, other individuals
can play a significant role in a woman’s professional advancement. Mentdatignships
and personal support systems are very important aspects in a successfusiprotpesird a

presidency (Taylor, 1981; Vaughan & Weisman, 1998; Winship & Amey, 1992). Mentoring
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“Is a proactive strategy for developing successful female and minortgrigaVaughan &
Weisman, 1998 p. 116).

Supervisors can play a role by “providing increasingly responsible workierpes .
. . to expand the emerging leaders’ administrative and leadership experiagghén &
Weisman, 1998, p. 119). Moreover, current community college presidents play an important
role in two ways: (a) educating and influencing their own governing boardsofzebeo
diversity in future institutional leadership positions and (b) using personal ksttwor
nominate qualified women for open presidential positions (Vaughan & Weisman, 1998).

Presidents and Governing Boards

A review of the research and literature related to relationships begsgeming
boards and chief executives found no studies in higher education, non-profit organization, or
business literature specifically addresses gender (male or feandl€EO-board relations as
the primary research. The only exception is secondary education where a few lsave
used female superintendents and school boards as the core topic (Beekley, 1999; Pavan,
1999; Tallerico & Burstyn, 1996; Tallerico, Burstyn, & Poole, 1993). To be sundgge
issues have been discussed within the context of a few of the studies on executives and
governing boards (e.g. Fisher, 1991; Kanter, 1977; Vaughan & Weisman, 1997a, 1997b;
Weisman & Vaughan, 1997) and other articles focusing on women'’s leadership recgserie
have addressed relationships with governing boards as a subtopic (Brown et al., 2001), but
the dearth of literature is noteworthy. The literature discussed horeetuill illustrate a
need for research about women'’s presidential leadership experiencesweithigg boards.

This section is organized thematically around the following areas: r{ajale

governing board information, (b) individual trustee members, (c) president and ggverni
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board relations, and (d) presidential termination and resignation. When avasisins, i
related specifically to women’s experiences are discussed withinsiwrca themes.
Governing Board Overview

Public higher education and corporate governing boards exhibit both similamidies a
differences. Both are organized with a chairperson and subcommittees to dwersee t
operation of the organization (Wood, 1983), both are concerned about serving constituencies
(Freedman, 2004; Wood, 1983), and both are obligated to maintaining fiduciary
responsibility (Freedman, 2004). They differ, however, in other aspects: (a)aterpor
governance prefers one person serving as both the CEO and board chairperson (Carey &
Ogden, 2000) whereas in higher education the president and board chair are separate
individuals, (b) education is governed by lay-persons usually without an education
background while experienced corporate leaders govern industry (Wood, 1983), (c) higher
education trustees are generally unpaid volunteers (Wood, 1983), and (d) the ultimate
corporate goal is financial profit for shareholders (Freedman, 2004) while the purpose of
higher education is to serve the greater community by educatingaensit
Community College Governance

The public community college system in the United States boasts 6,000 board
members serving on 600 boards of trustees who are either appointed to state boards or
elected to local boards (American Association of Community Colleges, 2005; Cohen &
Brawer, 2003; Vaughan & Weisman, 1997a). “The idea of a lay governing board is an old
concept in American education, and public education has used elected boards to reflect the
collective will and wisdom of the people since earliest times” (Cohenatvr, 2003 p.

123). Each board works within the scope of responsibilities outlined in state codd or loca
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by-laws (Brown, 1982), and three general functions apply (a) offering straismin for the
institution, (b) setting organizational policy, and (c) hiring the chief execafficer.

Strategic Vision-Setting Function.

The board and president work collaboratively to identify a strategic missidinef
institution (Brown et al., 2001; Freedman, 2004; Tweeten, 2002; Wood, 1983). Boards of all
types of organizations (both education and non-profit) are encouraged to actively se
institutional direction to reflect the needs of their constituencies rathersigning that
responsibility to the executive (Tweeten, 2002). Long-term vision developed by thadoa
essential to institutional vitality (Freedman, 2004; Wood, 1983).

Policy-Setting Function.

The policy-setting function of all governing boards is the hallmark of board
responsibility (Carver, 1990; Dejardins & Hoff, 2001; Fisher, 1984; Golub, 2004; Vaughan
& Weisman, 1997a). Often, however, the lines of governance and management are blurred
between chief executives and boards. Micromanagement by a board decresaseatangal
effectiveness (Carver, 1990), and creates strained relationships betvieza &al
governing boards in all types of organizations—K-12 schools (Danzberger, 1994),
corporations (Carey & Ogden, 2000), and higher education (Desjardins & Hoff, 2001,
Freedman, 2004). Specifically, micromanagement by college governing boardsineder
the “stature and authority” of the presidential position with faculty, students,afhd st
(Fisher, 1991, p. 61).

The American Council on Education’s Office of Women in Higher Education
(ACE/OWHE) sponsored a series of roundtable discussions about presidedé@eshga

experiences with female higher education presidents in 1998-1999 (Brown et al., 2001). To
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minimize board micromanagement, the ACE/OWHE participants encouraged festhede
presidents to outline the president’s specific responsibilities and reviewvbemg
board’s role early in their tenure by engaging trustees in board orientation atapderg
programs (Brown et al., 2001).

Hiring Function.

Managing board of director encroachment into administrative territosgpte
interesting challenges for presidents and CEOs since, in addition tgistrasgoning and
policy implementation, the other major board responsibility is hiring the orgemmza
executive (Brown et al., 2001; O’Banion, 1989). Higher education governing boards
commonly identify several skills and characteristics of ideal communliggeoexecutive

candidates.

Qualities that trustees look for in presidents include understanding the mission and

being able to translate that understanding into a vision for the institution, having the

leadership skills to help the college achieve that vision, having effective

communication skills, having knowledge of the community and the relationship

between the college and the community, and having experience within the community

college field. (Vaughan & Weisman, 1998, p. 114)

In addition, higher education trustees generally prefer candidates witbysevi
presidential experience (Amey et al., 2002; Vaughan & Weisman, 1998). Furthermore,
marital status affects college and university presidential hiring. awgrning boards
prefer married candidates (Brown et al., 2001). This can be particularly sootdenot
only for single female and lesbian candidates facing discriminatiamwiBet al., 2001), but

also for married women. Female presidents whose partner is unwilling or esiaten
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playing the role Kanter (1977) termed “corporate husband” may face a disapprovidg boa
(see also Brown et al., 2001; Smith, 2001).
Individual Trustees

Governing board members represent diverse personal and professional chiaracteris

According to ACCT data, trustees generally live in the communities in whigh the

govern and are professionals, business owners, and managers. More than that, they

act as community leaders in their role as trustee. Board members aresiigigpfor
ensuring that their college is serving the needs of the community and for adopting,
following, and enforcing standards of conduct that respect the public trust. (Shults,

2001, p. 8)

General expectations about all types of boards of directors stipulata ihaivadual
board member’s interests do not override the shared interests of the board; therefore
organizational authority lies only with the collective board (Potter & Phelan, 2008sShul
2001). In addition, trustees are expected to contribute financially to the ioatiigisher,

1984) and to maintain ethical conduct (Henry & Roskens, 1990).

Individual board members can play a role in influencing overall board and executive
relationships. Mountford (2004) identified that an individual’s motivation for board
membership and his or her perceptions of power may have an effect on superintendent and
school board relations. Likewise, egocentric trustees interested in power stigepreay
influence the relationship between presidents and higher education boards (Brown, 1982;
Davis, 2001; Fisher, 1984; Potter & Phelan, 2008). Occasionally, a trustee, known as a
“rogue trustee,” acts inappropriately by “run[ning] roughshod over the norms adisia

of behavior expected of public officials . . . trample over the ideas and cautions . . . place
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their self-interests over the interests of the college . . . violate writtbarawritten codes of
conduct . . .”(O’Banion, 2009, p. 479; Potter & Phelan, 2008). Rogue trustees can be very
difficult for a president to manage.

Presidents are cautioned to avoid involvement in conflicts between individual board
members (Fisher, 1984). The board chair is responsible for supervising board behavior
(O’Banion, 1989) and should be called upon to deal with unruly board members.

Furthermore the ACE/OWHE participants advised women presidents in two
additional areas related to dealing with board members. They cautioned thaviay a
number of women on the board, including woman board chair; doesn’t guarantee a problem-
free relationship” and (b) board members with business experience may lcenvegrned
about finances, so “a proactive president will demonstrate good financigl"al@hown et
al., 2001, p. 8). Executives are wise to understand the impact an individual trustee plays i
the executive and board relationship while still recognizing that the exeutesponsible
only to the full board.

President and Governing Board Relations

Once a governing board has hired an executive, building a strong working
relationship between the two is essential for both institutional and exeautiess
(Vaughan, 1989b; Vaughan & Weisman, 1997, 1998; Zwemer, 1985). Board effectiveness
expert John Carver (1990) summarizes:

No single relationship in the organization is as important as that between the board

and [the organization’s] chief executive officer. Probably no single relaijprsas

easily misconstrued or has such dire potential consequences. That relationship, wel

conceived, can set the stage for effective governance and management. (p. 109)
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A strong relationship between governing board and president is particuladytamt for a
college or university’s success. In order to ensure institutional eteess, trustees and
presidents should collaborate (Potter & Phelan, 2008; Shults, 2001), maintain trust, (Bogg
1995; Boggs & Smith, 1997; Potter & Phelan, 2008), develop a positive relationship (Myran,
2003; Potter & Phelan, 2008), work toward a common goal of excellence (Piland, 1994), and
create a vision together (Vaughan & Weisman, 1997a). “Board-presiderdanglate
critical to productivity and to the well being of the institution; the more hamosrthose
relations are, the more the institution will grow and prosper” (Tatum, 1985, p. 15).
Presidential Responsibilities

Developing an effective relationship with the board of directors is identifidteas t
executive’s responsibility. Corporate and education CEOs must develop skillsdn boar
leadership (Herman & Heimovics, 1990). Although college presidents have reporigd bein
ill-equipped to work with trustees when they began the position (Boggs, 2003; Shults, 2001),
they soon realize “understanding the college from the board’s perspectivegihgra&
Weisman, 1998, p. 114; Potter & Phelan, 2008) and establishing the relationship-building
process from the beginning (Tatum, 1985) are critical to framing their rappbrth&iboard.
The relationship development should begin even as early as the search process. gsovernin
boards should communicate specific performance expectations to president@izndi
(Neff, 1992). Moreover the board’s perception of contract negotiations with the pteside
sets a tone for developing the relationship (Brown et al., 2001).

Presidents also create positive board relations in numerous ways: (ahiog taad
orienting the board to its responsibilities (Brown et al., 2001; Davis, 2001; Freedman, 2004,

Vaughan, 1986), (b) by meeting individually with board members (Fisher, 1984), (c) by
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partnering with the board chair (Piland, 1994), and (d) by communicating college &
concerns frequently (Brown et al., 2001; Potter & Phelan, 2008). Both secondary and post-
secondary leaders report that developing board relationships takes much timeatedant
(Pavan, 1999; Vaughan, 1989b; Vaughan & Weisman, 1997a). The ACE/OWHE
participants recommended that female presidents should “allocate considenalite
cultivating board relationships—even if this means rearranging otherségupriorities and
schedules” (Brown et al., 2001, p. 9).

Effective working relationships between leaders and trustees are not vaitimlidt.
Some tensions can create positive outcomes such as when the board servesd$ya “frie
critic” (Vaughan & Weisman, 1997a) or “causes administrators to think of thhagbave
not been thought of earlier” (Tatum, 1985, p. 19). Yet other disagreements can be afficult t
manage like when either the president or the trustees blur role boundaries, (C380%
when a president needs to correct a trustee mistake (Fisher, 1984), or when caoftnese
public fodder (Vaughan & Weisman, 1997a, 1998). Resolving conflict issues in education is
similar to managing disagreements in industry. “Uncertainties in theredhip between
the president and the trustees in the board rooms of higher education are part ai a patter
found elsewhere in society” (Wood, 1985, p. 19).

When trustee relations are effective, presidents are able to influencgabeining
boards in many aspects of decision-making (Vaughan & Weisman, 1997a) including
implementing policy recommendations (Davis, 1992, Myran, 2003), planning for
institutional financing and viability (Millett, 1978), and setting college sgiatvision
(Vaughan & Weisman, 1997a). In advising the board of directors the president bdlatice

internal and external constituencies’ expectations. These are related tiocbathdemic
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interests of the faculty and the community-serving interests of the boatdt{MiD78).
Guthrie (2001) notes that presidents exert limited influence in directing titatina
especially when legislators, trustees, alumni, and the media are involved. Rigside
charisma, however, developed through faculty, staff, and student support coupled with
admiration by community members contributes significantly to the presdefitential
power with the board of directors (Fisher, 1984). Taylor (1987) lists severabadtlitiays
presidents influence governing boards: “spending time communicating witheguste
controlling board agendas and background information, influencing the selection and
development of trustees, motivating trustees’ behavior to the desired ends, [abli§lesy
strong relationships with faculty and other constituents” (p. 97).
Characteristics and Issues Affecting Board-President Relationships

Several authors have identified important areas related to enhancingtionsaip
between governing boards and executives (Petersen & Short, 2001; Piland, 1994; Polk,
LaCombe, & Goddard, 1976; Potter & Phelan, 2008; Weisman & Vaughan, 1997a). The
human nature of these relationships cannot be ignored (Piland, 1994). “It is important that
trustees and presidents remember that their relationship rests upon human vialoes, at
and prejudices as well as upon performance” (Vaughan & Weisman, 1997a p. 53).

Desjardins and Hoff (2001) list ten suggestions for “leading edge” presidents to
implement in order to establish effective board relations. Herman and Hesn(b9R0)
identify five “board-regarding leadership behaviors.” And Potter & Phelan (200@dpr
eight “principles of good board and president relations.” When recommendatidresby t

authors and others are distilled, the following themes emerge as contributoablislasty
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successful president and board relationships: accountability, trust, comnmmisapport,
confidence and respect, and ethics.

Accountability.

The issue of accountability involves both presidential accountability to the goyernin
board’s strategic goals and personal accountability for individual actions. r CE99€)
explains the executive is accountable to the board of directdid jachievement of Ends
policies and (2) non-violation of Executive Limitations politi€p. 117). In other words,
the president is responsible for accomplishing the overarching organizatatstiye board
has set and must not overstep established boundaries. Personal accountability holds the
executive responsible for his or her actions while attaining the mutuallyisiséabl
organizational goals (Carver, 1990, 2002; Davis, 1992; Tweeten, 2002).

Managing the accountability issue involves regular evaluation between thai@EO
board. Ideally this means examining the performance both of the executive and of the
governing board (Davis, 1992; Fisher, 1991; Tweeten, 2002). Individual evaluations of
presidents serve not only to provide feedback on work performance but also to offer him or
her feelings of employment protection (Clarke, 1999; Davis, 1992; Widmer & Houchin,
2000).

From a president’s point of view, an annual evaluation is a great protection. She

needs to know whether the board is satisfied with her performance . . . and she

especially needs to know whether individual members of the board are critical of any
of her specific actions. She needs warnings if her performance is deencezhtefi

as well as suggestions as to how to remedy her deficiencies. (Freedman, 2004, p. 20)
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Trust.

Trust is the umbrella issue impacting all others in the president and trustee
relationship (Myran, 2003, Vaughan & Weisman, 1997a, 1997b). It plays an important role
in both presidential success (Carver, 2002; Tatum, 1985) and institutional achievement
(Brown, 1982; Nielsen & Newton, 1997). Conflict between executive and board is
understandable (Vaughan & Weisman, 1997a), but “agreeing to disagree and still
maintaining a respectful and trusting relationship demonstrates the matuhiey
relationship” (Weisman & Goldbaum, 2004, p. 125). Furthermore “maintaining trust and
support is a delicate balancing act requiring much skill, commitment, and h&dnvtire
part of each party” (Vaughan & Weisman, p. 53) because it can quickly turn to mistrust
(Carver, 2002; Weisman & Goldbaum, 2004; Vaughan, 1986; Vaughan & Weisman, 1997a,
1998). Carver (2002) cautions both management and governance to recognize the
organizational cost when mistrust permeates the relationship.

Under conditions of mistrust, the human toll is high. Board members and executives

alike become unhappy. Most of the warmth and excitement goes out of their

activities related to the organization, since it just isn’t fun either to govem o

manage under such a cloud. The board’s ability to govern becomes hampered when it

cannot accept management’s information or goodwill. (p. 445)

Carver also recommends organizations should focus on sustaining good governanag as a w
to protect the trusting relationship.

Women executives face a special challenge in establishing and mamtaursinwith
their governing boards. Kanter (1977) found that differences in communicaties sty

comfort-levels between men and women impacted the way men exhibited trust towar
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women. Moreover, these differences may have led some female presidents tsigraise
“that they were in trouble with their boards or other constituencies until it wagedo la
(Brown et al., 2001, p. 11).

Communication.

Effective communication is critical to maintaining a successful, truséilagionship
between president and board (Vaughan & Weisman, 1998). In addition, successful
communication patterns indicate effective leadership skills (Barrett, 200dsdn, 1993;
Wallin, 1992). Exhibiting effective communication skills is necessaryXecaives when
dealing with organizational conflict and institutional stress (Alton, 1982; Johnson, 1993),
sharing the institution’s mission to the public (Vaughan & Weisman, 1997a), and making
organizational decisions (Desjardins & Hoff, 2001).

“Interaction in the workplace can be productively viewed as social practasion.
Interacting participants are constantly negotiating meaning, and in trespn@producing or
challenging the larger social structure within which they operate” (E®lurns, Marra,
Stubbe & Vine, 2004, p. 415). Kanter’s (1977) study found women leaders may encounter
difficulties within the social structure when working with men because ‘Steesier [for
men] to talk to those of one’s kind who had shared experiences—more certain, more
accurate, more predictable. Less time could be spent concentrating on subifeyseand
more time . . . on task” (p. 58). Gender differences in communication style may impact
women presidents’ interaction with mostly male governing boards because caationnis
“accepted and easier . . . between ‘socially homogenous™ (p. 58) individuals. Moreover, t

males, other males are viewed as more successful communicators (Johnson, 1993) and the
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male vocal register is equated with a different “power level” than theléaraal register
(Barrett, 2004).

To overcome challenges of gender communication, successful board and president
relationships rely on information sharing (Tweeten, 2002). The responsibilityféoming
the board rests squarely with the president (Brown, 1982; Fisher, 1984; Vaughan &
Weisman, 1997a; Weisman & Goldbaum, 2004). “In general, board members get far more
information than they can use, but they need better information than they get. And when
they get information, the next problem is ‘What dtieg mean?’™ (Brown, 1982, p. 11).

The president must help the board decipher the meaning and implications of the informati
it receives. Information presented to the board is critical for deemsaiang (Vaughan &
Weisman, 1997a) and “shared leadership” (Weisman & Goldbaum, 2004).

Support, Confidence, and Respect.

In addition to communication effectiveness, the manner in which a governing board
demonstrates its confidence in and support of the president is important to a trusting,
successful relationship. Expressing confidence in an executive indidatésia his or her
leadership ability. This confidence is coupled with respect to demonstrate ggvsoana
support (Brown, 1982; Fisher, 1984; Freedman, 2004; Zwemer, 1985).

A lack of support indicates “the bond between board and president will quickly
dissolve” (O’Banion, 1989, p. 2). This may cause a loss of faith by faculty and stadf in t
president which can create conflict (Fisher, 1991). The ACE/OWHE particighised
women presidents against assuming that their boards will automatically singport They
further suggested that female presidents should “develop a network of powerfairiexql

allies who can offer solid advice, not merely moral support . . . [and] to lean upon the
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community when they are in trouble” (Brown et al., 2001, p. 10), that is, when support from
the board seems to be waning.

Indeed, boards will make efforts to support the president in order to retain an
outstanding leader for their organization (Fisher, 1991; O’Banion, 1989; Widmer & Houchi
2000). The board chair is “in a position to be an important source of support in the
professional life of a president” (Freedman, 2004, p. 22), but a president should also
recognize that the board’s collective responsibility for evaluating hisrqreémrmance.

This creates an interesting dilemma to consider when the president isrexpagtificant
emotional support (Wood, 1985).

Ethics.

Paramount to trust in CEO and trustee relations is the issue of integrity.dSBaare
every right to demand ethical conduct of their presidents, based on established pramziple
expectations” (Moriarty, 1992, p. 57). Key to preserving an ethical relationship is a
commitment to honesty by both the executive and the individual board member (Carver,
1990; Golub, 2004; Moriarty, 1992; Vaughan & Weisman, 1997a). In short, the president
never surprises the board by keeping secrets or omitting informationr(RiSBd; Vaughan
& Weisman, 1997a; Whisler, 1988).

Presidential Termination and Resignation

When governing board and president relationships fail to establish and sustain trust,
communication, support and confidence, or ethics, the result is usually presidential
termination or resignation. In the corporate world, executives are oerfdir poor
company fiscal performance (Puffer & Weintrop, 1991; Wiersema, 2002), but education

leaders face a less quantifiable rationale for termination. Unethicalegal ibehavior
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warrants an immediate dismissal (Widmer & Houchin, 2000), yet conflict ove= aoid
responsibilities (Alton, 1982), poor handling of an institutional crisis (Brown et al., 2001,
Wood, 1985), and mismatch in institutional vision between president and board due to trustee
turnover (Alsbury, 2003; Boggs & Smith, 1997; Brown et al., 2001) provide governing

boards additional justification for termination. Occasionally boards “resdifezatices with
presidents by the simple expedient of firing rather than confronting differemogpen,

intelligent discussion” (Gleazer, 1985, p. 48). Regardless of reason or method, boards and
presidents often view the firing as a failure (Brown et al., 2001; Ward, Bishop & Solahenfe
1999; Whisler, 1988).

While termination is an option for boards, resignation is an option for executives
when relations become unmanageable. Presidents are encouraged to make their own
decisions about leaving a position (Brown et al., 2001; Fisher, 1984; Vaughan, 1989b;
Vaughan & Weisman, 1997a). Similar relationship reasons are cited by presutent
resigning as those listed above by trustees including poor communication (Alton, 1982),
unclear expectations (Tweeten, 2002), and board mismanagement (Boggs & Smith, 1997,
Pavan, 1999). Women presidents participating in the ACE/OWHE study also indicated
additional reasons for leaving a CEO position including “a desire to lead a ditigreraf
institution, a concern for more balance in one’s personal life, and the need toestay f
(Brown et al., 2001, p. 10).

Regardless of reasons for severing ties between leaders and boards, both dkeuld ma
preparations for next steps. Even when relations are strong, boards should maintain
succession plans so institutional productivity is not interrupted by an unexpectedniaside

departure (Footlick, 2000; Marchese, 2001; Vaughan, 1986). The ACE/OWHE respondents
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advised female presidents to keep records of difficult situations managed sl list
successful accomplishments to provide documentation in the event of termination (Brown e
al., 2001).

Conclusion

This chapter has identified a multitude of themes in the literature surrounding
women’s leadership, female community college presidents, and the issue of g eand
and president working relationships. While studies have explored both descriptions of
responsibilities and roles and offered advice for maintaining a succesafidrrehip, the
research has neglected the matter of female executives’ leadenséieeges under difficult
circumstances and in relation to functioning with boards of directors.

Few studies exist examining the executive-trustee relationship froprekiglential
perspective (Vaughan, 1986; Vaughan & Weisman, 1998). These research quegions off
prime opportunity for expanding the knowledge about women in higher education
presidencies and their leadership experiences. Although the numbers of fesidengsalo
not hold parity to their male counterparts,

we may expect for years to come the appointment of women to college presidencie

will be a one-by-one matter and that each one who makes it to the presider#’s offic

will be considered by trustees, faculty, staff, alumni and communities to belda tria

see if she can prove her ability to do the job. (Taylor, 1981, p. 2)

Because there is a need for research on female community colleigempiebeyond
demographic descriptions and words of advice, a study of the experiences of women who
have experienced a difficult leadership position which resulted in leaving the cotymuni

college presidency provides more information about women'’s presidential experasmt
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their relationships with governing boards, thereby extending our knowledge about women
community college leaders.

The following chapter explains the research methods used in this study. Itsnalude
rationale for selecting qualitative inquiry, information about the study'gdeand a

discussion of the procedures used to ensure trustworthy and authentic research.
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CHAPTER 3
RESEARCH METHODS AND METHODOLOGY

The literature review presented in the previous chapter discussing both the
experiences of women in leadership positions—particularly community college
presidencies—and the relationship between higher education presidents and #raingov
boards demonstrates a dearth of existing research addressing issuesdsugrfemale
community college presidents including their leadership experiences anctkgonships
with their governing boards. This study addresses a dimension of this top)adeg¢ebing
and examining the experiences of women who have experienced difficult lepdershi
positions that resulted in departures from community college presideactedy) exploring
how these women have made meaning from this experience.

Qualitative research methods were used to describe, examine, and explore the
respondents’ presidential experiences. This chapter provides justificatiomipr us
gualitative research methods, describes the theoretical framework tuctimsm and
feminist methodology used to frame the research, presents information abadutaés,
explains data collection and analysis techniques, and describes means to eestaie res
trustworthiness and authenticity.

Why Use Qualitative Methods?

Qualitative research is multimethod in focus, involving an interpretive, natigralis

approach to its subject matter. This means that qualitative researckgrehsigs in

their natural settings, attempting to make sense of, or interpret, phenomemasin t

of the meanings people bring to them (Denzin & Lincoln, 1998, p. 3).
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There were several reasons for using qualitative methods in this study miresearch
guestions sought descriptions, motivations, influences, and experiences. Tiesweae
best addressed by giving the presidents the opportunity to tell their own.steoiethe
purposes of this research, it was better to examine the issues from therpsegpioints of

view (Marshall & Rossman, 1989; Merriam, 1991). The community college presidehts tol
their stories of difficult leadership so they could explain how they constirom@ning from
departing a community college presidency as a result and described tications this
experience had on their lives by using their own voices as data sources.

Second, | was more concerned with the “how and why” of women’s difficult
leadership experiences in a community college presidency than the “what anchihgiv m
(Merriam, 1991, p. 9). In other words, examining how women created meaning from their
difficult leadership experiences which resulted in departure from a cortynzotiege
presidency offered insights into how these women developed an understanding of their
leadership identity and how the implications applied to both their own future $aguler
experiences and how they may apply to other women'’s leadership experiencesvevior
numerical representations would not generate the appropriate data to dneskesearch
purpose of using description and examination to understand the experiences of the women.

Third, | was also looking for depth of understanding rather than breadth of knowledge
for generalizations (Merriam, 1991) about the subject of women community college
presidents’ experiences. This meant that looking deep into the individual women'’s
presidential experience uncovered aspects of leadership and governingelaiamalsrthat

could not be discovered by studying the apparent and the obvious. The presidents’
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perceptions and motivations regarding leadership and trustee relations@dded t
knowledge about women’s community college presidency experiences.
Constructivist Paradigm

Denzin and Lincoln (1998) describe qualitative researchers as “philosoplgers”
explaining that the personal perspective a researcher maintains in termslef boghe
views the world related to understanding what is knowing (epistemology) and undergta
what is being (ontology) directs the actions of research (see also Crotty, 2AD3¢search
is interpretive, guided by a set of beliefs and feelings about the world and Hould e
understood and studied” (Denzin & Lincoln, p. 26). With that in mind, the guiding
philosophical/theoretical paradigm was constructivism. In brief, the cotigistic
framework considers multiple and individually-based realities that are gotestrthrough
socialization processes and personal experiences (Crotty, 2003; Guba & Lincoln, 1998).
Furthermore, a person constructs meaning distinctively from others and akatunledning
has value. Individually distinctive meanings, likewise, deserve equal valuespedtre
(Crotty, 2003). Because of the individually-driven nature of constructivism, one grson’
meaning is neither more nor less worthy than another’s.

My research goal was to understand how the community college presidentaded m
meaning through their lived experience and personal point of view; particudkdgd to
experiencing a difficult leadership position. To that end, | worked with tisdergs to
identify and explain how a personal meaning of their experience was constnattedsaed
some light on how their words and behaviors represented those meanings (Schwandt, 1998)
This study sought to create knowledge and truth rather than discover it (Schwandt,|1998).

other words, the act of self-reflection on the experience in conjunction with the gutpose
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interaction with the researcher served to generate a sense of undersaaddinganing
about the experience. In constructivism, meaning is not a hidden resource to be rheved rat
the act of research coalesces to construct ideas, build perspectives, aogd cavetpts
(Crotty, 2003; Guba & Lincoln, 1998; Schwandt, 1998).
Feminist Methodology

In light of the fact that the presidents are women and the research questiess addr
women'’s experience; this study also used a feminist methodology in which to thek at
reality of the presidents’ lived experience. “Giving voice to women’s pergpgeeneans
identifying the ways in which women create meaning and experience lifetieom
particular position in the social hierarchy” (Riger, 1992, p. 734). Researcherallyene
accept that there are numerous feminist methodologies (Bloom, 1998; Devault, 1999). | have
selected Bloom’s (1998) concepts as a framework for this study. Shethalstive issues
of feminist methodology for consideration.

1. The Social Construction of Gender: This issue suggests including women research
subjects is an important feminist tenet in “overturn[ing] patriarchal dominatiorder to
create social change” (Bloom, 1998, p. 139). By focusing this study on the expeokences
only women who have experienced difficult leadership, women’s experiencatsthee
forefront rather than minimized by or eliminated from leadership research.

2. The Study of Women'’s Diverse Lives and Personal Narratives: This issue
reminds feminist researchers of the value that women’s different expesieffer as
research data. Through personal narratives women respondents:

illuminate the course of a life over time and the relationship between the individual

and society; they demonstrate how women negotiate their “exceptional” gtaisr
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both in their daily lives and over the course of a lifetime; and they make possible the

examination of the links between the evolution of subjectivity and its shifts and

changes and the development of female identity. (Bloom, 1998, p. 146)

The participating presidents in this study shared their differing persamatiues that
illustrated how they both viewed their leadership experiences under diffiaultrgtances
and described the totality of their entire leadership careers.

3. The Contexts of the Research Questions: “For feminist researchers,die nee
know is based on a need to understand the forces that shape women’s lives and a need to
discover ways for women to transform and have authority over their own lives” (Bloom
1998, p. 147). The research purposes and questions in this study focused on describing,
examining, and exploring the presidents’ leadership experiences. They wededte not
only elicit answers to questions that | had developed about their leadershiprecgsebet
also to create new questions that the presidents asked of themselves abouidhemaes.

4. The Critical Self-Reflections of the Researcher: This issue teddtathe
researcher understanding her own position and perspective and how they influence the
research relationship. It allows the researcher to be “scrutinizeaj alith the respondent
(Bloom, 1998, p. 148). | attempted to describe myself and my experiences as dheesearc
within the dissertation, and to be reflective on both the successes and challenges |
experienced while working on this project.

5. Feminist Research Relationships: “To let go of high expectations for
identification and sisterly rapport may liberate feminist methodology frotmgeinrealistic
regulative ideals for intersubjective personal interactions” (Bloom, 1998, p. 152)isJines

proposes realism in understanding how a researcher and respondent may eitlaer make
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personal connection or how they may not, but that it is not a reflection on a researche
success as a feminist researcher if the latter occurs. In this stleyeloped an
interpersonal connection with the presidents, but had no expectations that the haations
would extend beyond the research project.
Data Sources

In qualitative research data are words and are collected and analyzediy oha
human instrument—the researcher (Lincoln & Guba, 1985). The respondents—female
community college presidents—served as my main data source. Permission toase hum
subjects for this research was approved by the lowa State Universiiytimsal Review
Board (Appendix A). | also used the president’s vitae to learn additional detdils
background about their experiences.
Respondents

In order to identify the female community college presidents who servedaas da
sources for the study, | used what Patton (1990) calls "purposeful sampling” (p.1€9) whi
means selecting a sample from which the most knowledge about the research quastions c
be gained. In this case, “extreme or deviant case sampling” was employeutifyg ide
respondents who “are rich in information because they are unusual or special lwadme
(Patton, 1990, p. 169). This was achieved by determining criteria which were retethant t
research purposes and then selecting data sources that fit those cFiteriiteria used in
this study included women who:

1. Were current or former public, community college presidents. Public community
colleges have similar governing board structures and missions. Public ggveoard

members are usually either elected or appointed citizens charged with mgetsee
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community college on behalf of the public. Former presidents of two-year proprieta
institutions were excluded since they are often governed by a corporationmdydimave a
different mission such as generating a profit, and therefore differpat&tions for
leadership.

2. Departed a presidential position within four years of data collection. mheytof
the research was recent enough to yield vivid recollections of the expsrienu#ions, and
events, yet offered enough time to have passed that they had an opportunity feomeflect
This also provided a similar time-frame for all presidents from the tirdepdrture to the
time of research.

3. Agreed to participate in a focus group with other similarly-experiencsatipres.
Giving the women an opportunity to share experiences led to deeper meaninddiaoadah
generation of insights into the experience for the participants.

4. Were willing to devote the time necessary for data collection and analysis

Three presidents were selected who met these criteria. This numbempn@siape
since this study was not intended to generalize from the data sources to a largéiopopula
but, rather to uncover meanings, lessons, and experiences of female commlagéy col
presidents who have left their positions because of a leadership difficulty.

Due to the sensitive nature of the study, access to the presidents would have been
very difficult without the assistance of a gatekeeper. My major pafdsarry Ebbers, was
professionally connected to the presidents so was able to pave the way for me toitrabke i
contact with them to ask for their participation.

The data collection was conducted over twelve months, so allowed the presidents an

opportunity to think about their experiences over a period of time. The data analysis and
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writing of results took three years, so the periodic member checking oftergddrm
opportunity to express new meanings that arose as a result of the respargnes.
Documents

Each president provided me with a copy of her current vitae. Reviewing their
professional careers, education, and professional interests minimized the oeeer the
material in the interviews and created an opportunity to review their experievitectively
for similarities and differences. Because of confidentiality concerm@sldidional documents
were used in this research.

Data Collection and Analysis

In a constructivist inquiry several aspects of the researcher-resgaethtionship
influence data collection and analysis including the notiarexdtingfindings in contrast
with discoveringthem, and the impact of the dialogic interaction on the individual
respondent’s construction of meaning (Crotty, 2003; Guba & Lincoln, 1998; Schwandt,
1998). This interaction between researcher and respondent results in fdi$@lfonsensus
construction that is more informed and sophisticated than” either researchrspadent
could create alone (Guba & Lincoln, 1998, p. 207). The emphasis on the value of the
researcher-respondent relationship within the constructivist paradigm iscécaged for
data collection and analysis to occur both concurrently and at the conclusion of data
collection. Simultaneous collection and analysis promoted the opportunity to devéhap fur
interview questions, clarified any ambiguous responses from the presideraffeaed
emerging directions to pursue further (Lincoln & Guba, 1985).

Data Collection

Data was collected by means of interviews and document analysis.
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Interviews

The purpose of the interviews was to obtain the participants' descriptions and
perceptions of their presidential experiences. An invitational phone conversationadf
the participants there would be two individual interviews lasting from sixiyrtety
minutes, there would be one group interview with all of the participants lasting tw& hour
and they would be asked to construct interpretations of the interviews and rexekang
with me. Each president signed an Informed Consent Form (Appendix B) and wagtold t
purposes and objectives of the research so she could make an informed decision about her
participation in the study.

The presidents were ensured anonymity, so identifying information wasge to
be eliminated from the final report. As the report was nearing completion, doeifigal
round of member checking, additional concerns about anonymity from the presidents
emerged. | worked closely with them to ensure they were comfortable with hpwehe
portrayed in the study. This resulted in deeper masking of their identities anthébmiof
some of the vivid details of their experiences. | am confident; however, theggeshmve
neither affected the results of the study nor impacted the richness otdhies.sThis is
discussed further in Chapter 9.

The individual interview locations took place in a setting of the presidents’ clgoosi
because | wanted to talk to them about their experiences within an environmesttthey f
comfortable. We met in restaurants, hotel rooms, and their offices. The grougewmtervi
involved all presidents. Two of the presidents were in person with me and the third joined by
teleconference because she had become ill and was unable to travel. It occweed tet

first and second individual interviews. The group interview offered the president
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opportunity to discuss questions and issues together. This was important becausedt all
the presidents to react to each others' comments and construct new persddatigesup
interview also served to further explore emerging themes that had devélopatie
previous individual interviews.

| used semi-structured interviews. This means | asked all participardgartie

qguestions, but | did not limit myself timly the predetermined questions (Merriam, 1991). In
other words, | developed a standard list of questions for each interview, bupassidents
answered, new questions and issues to pursue arose. At times, for each ofdbatpriesi
followed a slightly different line of questioning. This was done to fully explueedsues
about their experiences the presidents raised. The research questions infointedvibe
guestions.

1. How do the female community college presidents who have experiencedltdiffic
leadership positions that resulted in departure from community college
presidencies view their leadership experiences and describe what they have
learned about leadership?

2. How do they describe and view their departures from the presidency?

3. How do they describe and explain their relationships with their governing board?

4. How do they construct meaning as a result of leaving a presidency? What
implication does leaving presidential positions have for their future goals an
plans?

Additional interview questions emerged from the issues that emerged in theeimgeand
the promising constructs developed with the presidents. Throughout the intervieasproc

the presidents were given an opportunity to suggest interview questions that shakleldbe a
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and to comment on anything they felt they had not had an opportunity to fully discuss. The
protocol for each of the three interviews is located in Appendix C.

| tape recorded all interviews in order to provide a transcription of theieter |
was able to acquire complete tapes for all but one of the interviews becaciseicate
problem made the recording of the answers to some of the questions disjointed and
incomplete. The president was gracious, however, and agreed to answer the incomplete
guestions again via a phone call.

After the interviews, | listened to each tape again and wrote notes to sumthaiiz
responses as well as to record my own thoughts and interpretations. | usesithesaries
to develop interview questions for the following round of interviews. | hired a professional
to transcribe the interviews, so | also listened to the tapes again to aosuracy in the
transcripts and to provide an opportunity to write notes and reflections about thiewde
In the end | listened to each of the interviews at least three times.
Documents

For each document | took notes as | read. This allowed me to summarize its contents
and to gain insights about the president’s experiences.

Data Analysis

As indicated above, constructivist inquiry promotes a shared development of the
conclusions and meanings that emerge between the researcher and respondent.

The act of inquiry begins with issues and/or concerns of participants and unfolds

through a “dialectic” of iteration, analysis, critique, reiteration, reaiglgad so on

that leads eventually to a joint (among inquirer and respondents) construction of a

case (i.e. findings or outcomes). (Schwandt, 1998, p. 243)
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In preparation for joint discussions on the findings and outcomes, | used the "constant
comparative method" (Lincoln & Guba, 1985, p. 339) to analyze the data. Analysis was
accomplished by identifying the smallest piece of data (a "unit") whoaaingewas relevant
to the research and could stand on its own (Lincoln & Guba, 1985, p. 344). Units were
identified by reading the interview transcripts. The six individual inéersj focus group
interview, and three transcript member checking interviews yielded 1221 udasaof

The units were separated and printed on note cards. Units were placed in categorie
by comparing each unit for its similarity to, or difference from, the othés.uherriam,
1988; Lincoln & Guba, 1985). In other words, the first unit in the pile of note cards veas rea
and placed, then the second unit was read to determine if it is similar to omdiffere the
previous unit. If it was similar it was placed on the same pile, and if it wasefiffa new
pile was started. This process continued until all units were placed in a pile.|l€ghe pi
became categories. After the first set was completed the procedwatedeppeelf. The
procedure occurred three times for each of the individual presidents and amaédintes
when the data for all of the presidents were reanalyzed collectivétiynately, discrete
categories emerge which were then identified as the meaningfuldioériee study.

In order to identify how both an individual president and the collective group of
presidents made meaning of their experience, | employed a data analysss pvbch
Borshuk (2004) adapted from Maxwell’s (1992) typology of validity in qualitatigsearch.
“Maxwell paralleled the issue of validity of qualitative findings to differievels of
understanding, the first four of which were descriptive validity, interpretlidity,

theoretical validity, and internal generalizability” (Borshuk, 2004, p. 307).
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First, “descriptive validity refers to gaining an accurate account of bebhenents”
(Borshuk, 2004, p. 307). This involved treating each president’s individual interviews as a
single set of data. The data were not analyzed in comparison with the othdermnisesather
they focused on descriptions of the individual president’s lived experiences imij |
looked for internally consistent themes.

Next, interpretive validity relates the individual respondent’s data to tharchse
guestions. This led to an individual interpretation of meaning and creating undeigiaindin
the experience. Maxwell (1992) elaborates this point “I include intention, cognitiect, af
belief, evaluation, and anything else that could be encompassed by what is taadty
the ‘participants’ perspective, as well as communicative meaning in@vearsense” (p.
288). The president’s constructions were coded and categorized using theio@sn w

Theoretical validity follows and refers to applying the theoretical develofatleat
emerged during the research. This “goes beyond concrete descriptions gmdtatten and
explicitly addresses the theoretical constructions that the resebroigs to, or develops
during the study” (Maxwell, 1992, p. 291). This step involved explaining the constructed
meaning by relating the emerging categories to existingtliera

Finally, internal generalizability attempts to merge all of the individesghondent’s
data. The categories were again compared with the research questioosdansed into
the emerging themes (Borshuk, 2004). Looking at the data in this manner offered the
opportunity for the presidents to not only look at their own narrative and meaning, but also
contrast it with the meaning made by the collective group. This multilayeregisnal
resulted in additional meaning constructed for the presidents which echogsatomsm in

that it continues to evolve and modify meaning for the participants. “We invent concepts,
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models, and schemes to make sense of our experience and, further, we continaaity tes
modify these constructions in the light of new experience (Schwandt, 1998, p. 237).
Ensuring Trustworthy and Authentic Research

Attention to trustworthiness is necessary in order to demonstrate that the oé s
research are "worth paying attention to" (Lincoln and Guba, 1985, p. 290) and the research
findings, outcomes and interpretations can be trusted. Elements of trustworthiness i
qualitative research include: credibility, transferability, dependwlaihd confirmability
(Lincoln & Guba, 1985). Although critics cite: “their parallelism to positieiseria makes
them suspect” (Guba & Lincoln, 1998, p. 214), they remain useful as a guide for thorough
and ethical research. In addition, Guba & Lincoln (1989) offer another set obcra#ed
authenticity as a way of judging the quality of an inquiry. Authenticity involves

Criteria of fairness, ontological authenticity (enlarges personal catistis),

educative authenticity (leads to improved understanding of constructions of others),

catalytic authenticity (stimulates to action), and tactical authgn{eimhpowers

action). (p. 213)
Manning (1997) provides a plan for assuring authenticity in constructivist inquiry, bug wa
against using all of these “choices as objective criteria implementessazntexts in a
detached, positivist manner. As guides, these questions and considerations should only be
applied contextually” (p. 1). | selected the most appropriate fundamentalstefdrthiness
and authenticity for this study and discuss them in detail in the following paragraphs
Trustworthiness: Credibility

Credibility means the findings of the study adequately represent the truthtladout

respondents’ experiences. In other words, the themes and conclusions identifiedilale
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to the presidents. Criteria used in this study to ensure credibility wiaregulation, peer
debriefing, and member checking (Lincoln & Guba, 1985).

Triangulation.

This means using "multiple and different sources, methods, investigators, and
theories" (Lincoln & Guba, 1985, p. 305) to collect data. In this research different
respondents were interviewed about the same issues and topics in their presidencies t
determine how they described and examined their difficult leadership expesi

Peer Debriefing.

The focus of peer debriefing is to stay true to my research purposes and to check
developing constructions and themes. | worked with several peers throughout #ut proj
who were familiar with qualitative research. We discussed the exeamidgroublesome
aspects of conducting this study. My peers also critiqued and confirmed my matiobds,
analysis.

Member Checking.

Member checking was used to ensure the accuracy of the interpretationgatedstr
from the presidents' comments. Member checking was a continual process tihatdcc
throughout the study. At the end of each interview | asked two questions of tidempies
(a) what gquestions should have been asked, but weren’t? This allowed the respondent to
inform me of areas she felt were important to discuss about her presidepsiaéege that |
may not have identified. And (b) is there anything | should know that you have not had a
chance to tell me? This gave the president the opportunity to share furthesaindorabout
a topic that she felt was left incomplete. It also allowed her to comment onreitited

issues we had not pursued.
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In addition, | invited the presidents to read the transcripts of their individual
interviews to note any additional thoughts, generate additional topics to pursue, ang devel
emerging themes. | tape recorded the conversations we had aboutittenseto their
transcripts. In each of the conversations, the presidents both offered tianftbay
believed was important to understanding a comment they had made and they discussed
additional insight they had gained about their experiences as a result 0§ riwedi
transcripts. This information was also included as data sources and analyzed.

Also, as mentioned above, the presidents were invited to participate and corntribute t
the study’s findings. The presidents and | created the interpretatidres sititly together.
Member checking includes the presidents in the research not only as piedes lofidalso
as contributors to the research methods.

Thorough member checking, including respondent review of field notes, working

hypotheses, and case study drafts, means that the researcher is accauthtofée t

sharing their words, lives, and experiences. As such, member checking i©\amore t

assuring that the researcher “got it right.” It is about represethiosg lives,

including the contradictory perspectives, in all their complexity. Membeakaigis

part of the collaborative process of negotiated outcomes that assures thahtbs

emerging throughout the study arise from the respondents. (Manning, 1997, p. 5)
The member checking protocol followed for this study is included in Appendix C.
Trustworthiness: Transferability

Transferability refers to the ability to apply the results of the rels¢arcther
settings. While it is impossible to generalize in qualitative resebhave provided as

detailed of a description about the setting and circumstances as possdadess can
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determine the applicability of my findings to their own situations (Lincolnu&; 1985). It
is not the researcher's position to determine usefulness of the stittgircontexts, only to
provide the details necessary to make it an option.
Trustworthiness: Dependability and Confirmability

These terms refer to the credibility of the research process (i.e. vihat is
consistency of the research process?) and the credibility of the findingsresearch (i.e.
can my data and interpretations be confirmed by someone else?). To meetribeotrite
dependability and confirmability, | kept an audit trail. The audit trail shows ec&df®r
everything done and found in the data. An audit trail ensures credibility of preeesse
findings because it will allow another researcher to follow the reseaichqednfirm the
findings of the study. This ensures the credibility of the findings and inteipretatDue to
the highly sensitive nature of the study, however, the presidents have rd@qmektdhave
agreed that the raw data materials be kept confidential.
Fairness Authenticity

Fairness refers to presenting all assemblies of understanding incluglipgrntiples
that make up their framework (Lincoln & Guba, 1989). Fairness is particultatgdeo the
multiplicity of voices. “Voice and how it is communicated through dialogue is eakient
constructive inquiry because the practitioners of that methodology make no diantsa
objective reality expressed through one normative voice (Manning, 1997, p. 4). In addition to
informed consent, member checking, and peer debriefing discussed above, the fairne
criteria also involve:

1. Prolonged engagement, where enough time was spent in the study to “establish

trusting relationships, and when enough has been seen to get a full range of meanings”
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(Manning, 1997, p. 5). The commitment to a multi-year study accompanied by multiple
interviews with the presidents assisted in developing the researcpendest relationship.

2. Persistent observation, which refers to depth of the study and allows “the yntensit
necessary to sift through the data to determine which themes [are] imp@dantiing,

1997, p. 5). President interviews continued until the issues were explored fully in order to
construct a complete picture of the meaning of the experience.

3. Reflexivity, meaning “the researcher’s perspectives . . . cannot be ignored on the
assumption that they will not influence the study” (Manning, 1997, p. 5). | discus$ed wit
the presidents my own biases and perspectives as they related to tha retsely including,
but not limited to any social, cultural, experiential, or theoretical lensemthhahave
influenced my role. Also, | presented a several reflexive statenretite final report so
readers of the research can understand those issues about me as the raseaetlher
Ontological Authenticity

Ontological authenticity refers to the impact of participation in the stodji®
respondents. In other words, did the presidents gain a greater understanding and personal
growth as a result of the research experience? (Kvale, 1995). Aspects includedogicaitol
authenticity:

1. Dialogical conversations alter the traditional informational interviewdorhe
more like an open, honest conversation. “Being witness to another’s life, listentogds, s
and chronicling joy and pain do not involve mastering techniques to achieve methodological
proficiency. Trust and respect are central components of learning to sheadlyeimother’s
life” (Manning, 1997, p. 7). The use of semi-structured interviews served as a giide to t

conversations between me and the presidents.
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2. Openness of purpose indicates “the goals of both the respondents and researcher
need to be discussed in a conversation among equals” (Manning, 1997, p. 7). | worked
collaboratively with the presidents to negotiate the details of the rasgardy.

3. Emic perspective ensures that the respondents’ point of view is used in uncovering
and construing meaning rather than the researcher’s (Manning, 1997). | erngaged t
presidents by using their direct quotes in the final report and working with theoa t
construct the findings.

4. Caring and trustful researcher-respondent relationship means that “donstruc
researchers must assure respondents that obtaining their perspective and story, not
confirming an existing theory, is the goal of the inquiry” (Manning, 1997, p. 7).intan@ed
my personal commitment to the research project, encouraged collaboration with the
presidents, and made sure they knew that they are the owners of their stdrtegyefore
the data.

Educative Authenticity

Educative authenticity refers to the participant increasing her agsz @ others as a
result of creating complicated constructions through the research pr@uessvay to
achieve this was through an internal audit where the presidents clérdietherging themes
from the final case report (Manning, 1997, p. 8). In this manner, each president was able to
understand how her experience related with the other participants.

Catalytic Authenticity
Catalytic authenticity promotes change and action and should involve th@patsc

and others in applying it to practice.
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Constructivist research cannot only be an intellectual exercise, but must be

worthwhile to, among others, the respondents who shared their knowledge,

stakeholders, practitioners, and other researchers . . . . constructivist research

advocate[s] that findings be distributed in such a way that those involved in the

research benefit from the discovery process. (Manning, 1997, p. 8)
Collaborating with the presidents, | committed to identifying ways to rttakénal report
accessible and available so others may benefit from the findings.
Tactical Authenticity

Tactical authenticity reminds researchers “that the respondents’mgeamot his or
hers for the taking” (Manning, 1997, p. 9). This includes working with the participants on
uses of both the data and the interpretations while maintaining commitment¢gpatti
confidentiality. “Past practices of taking data without accountabiliiy fthose who owned
it are incongruent with the paradigmatic underpinnings of constructivist yidianning,
1997, p. 10).

Delimitations

This study was limited to three women who had experienced a difficult leadership
situation that led to their subsequent departure from the community college presi@ibag
were identified because access to them was achieved through the connection my major
professor, Larry Ebbers, had with them through professional community codiegerks.
They agreed to participate in the study because Dr. Ebbers’ respect atatioapvithin the
national community college field gave me legitimacy as a resaasitite | was his student.

It would have been likely the presidents may have never agreed to share thénerpaf
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not for this connection. As such this research is bound by the access that veddeavail
through the professional network of my major professor.
Limitations
There are several limitations of this study:

1. The data was collected an analyzed through the lens of my experienceasua w
a community college leadership role, so my impressions and perceptions were likely
influenced by this.

2. This is a sensitive and complex topic. Not many people would be forthcoming about
their difficult leadership experiences, especially those that led to a aepawhile it
might be perceived the study could have been about irritated individuals who were
griping about their experiences, it was evident these women had spent much time i
personal reflection, and any concerns they raised in the study were supporteer by ot
research.

3. Because anonymity was promised by the researcher and expectedéspbndents,
it will be difficult for other researchers to check the dependability orircoability of
the research findings.

4. Ensuring confidentiality limits the level of details that could be shared abaut the
experiences. The quotes included have been edited, in collaboration with the
presidents to ensure this confidentiality—although the meaning and intent of the
statements remained.

5. These presidents were all white. | was unable to gain access to presamhardgher

races. Moreover, this study includes the experiences of only three womesuldt w
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be unwise to assume the interpretations are true for all women in similar

circumstances.

6. The presidents knew each other through professional networks.

7. This study did not examine the perspectives of the other individuals who were
involved in the president’s difficult leadership experiences such as collegeye®pl
or governing board members. In addition, it did not examine the campus climate or
culture.

This chapter has explained the research inquiry methods and methodology. The
following five chapters present the results of the study. The first chajitaptE 4)
introduces the results and describes the format of their presentation; thiereexthapters
(Chapters 5-7) illustrate each of the president’s individual experieneesaase study
narrative; and the fifth chapter (Chapter 8) interprets the shared exgsrigall three of the

presidents.
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CHAPTER 4
RESULTS OF THE STUDY

The results of this study are presented in four chapters. The first threershapt
provide a narrative of each individual president and her leadership experience fadtkthe
chapter interprets the experiences common to all of the presidents. The indikahtals
are presented first to provide a context for understanding the common experierates. Ea
president and her story are described in as much detail as possible in order to piokide a
context. Her own words are presented in italics and used to illustrate the findings

In order to maintain the promise of anonymity to the presidents, pseudonyms are used
and facts that may reveal individual identities are altered or omitted. No doukdfeheof
anonymity allowed the presidents to feel more comfortable with the chsgarcess and
likely resulted in richer data. After preliminary drafts of the case etudere completed
they were sent to each president for review and confirmation of findings. Ablgmes
shared a concern about their anonymity, so | worked closely with each one tostreswiass
comfortable that her identity had been protected and with how her story wasntgateda
the end, most of the specific details of the difficult leadership experiencesenrtd that led
to their departures were masked or removed, but the results of the study reroasisteat
and have not been compromised by this action.

As previously explained, each president was interviewed twice individually aed onc
in a group with the other presidents. To provide time for reflection months separated the
interview contacts so occasionally stories were shared more than once bunheagtiHi
deeper analysis by the president. Questions were asked to elicit the piesxiganation of

the circumstances surrounding her departure from the presidency and her obseyaations
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leadership as a result of the experience. It became quickly apparent fhrastients’
telling of their experiences shared two common aspects. First, theirrariswey questions
were enmeshed in the depth of their personal leadership experiences anddiheobtbair
exposure to and interactions with other women community college leaders. Serundf n
the presidents depicted a linear story where one incident led to another thaalbvéed to
the departure; rather they each illustrated an amalgamation of examplesidencies they
believed had likely led to leaving their positions. One president later descrasedntany
powerful and rushing rivers creating too much white water for navigatidrahnticipate
these two shared aspects will serve to both disappoint and enlighten the reader.r A reade
hoping for some “juicy” details will be disappointed because the details have bslegdma
but may also be enlightened by a different way of viewing leadership througkpéreeace
of someone who has had difficulty and then shared their gift of knowledge with.others
Being a woman in a major leadership role has inevitably shaped my reflecttbns a
influenced my comments and assumptions about their stories. As a result | have focused on
capturing the essence of their experiences and am presenting them insJRiapteSix, and
Seven as an individual case study for each president which are presented aizéad e
they best made sense to me. The fundamental meaning of their experienges emiree
areas: Leadership, Loss, and Healing and so divide each narrative chapteeadérship
section describes the respondent’s career path to the presidency, heneegeaas a
president, and a presentation of the distinctive features of her leadershiprstyleoss
section discusses the circumstances related to her departure includirigtiogrstep with
governing board members and describes any distinguishing issues relateexio frem the

presidency. The Healing section discusses her post-departure experienafgdti@ns on
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the departure, and her most salient learning about the presidency. It mustdreedahiat it
was challenging to create parallel presentations of each presideygiseaxce, so while
similarities exist in many of the headings and subheadings, the content is tonégoh
experience. Occasionally | have included an analytical comment $b iagsiesenting the
case.

Following the case studies is a thematic examination and interpretatioir of the
collective experiences. Chapter Eight discusses the findings of the stedysdf themes
that emerged during data analysis. As described in Chapter Three, eagbrpi®interview
data were re-analyzed collectively and common themes emerged. Theserctirames are
described in the subheadings included in the chapter. Once again the presidents’dsvn wor
are used to exemplify the findings. An interpretation of each theme clagesesion, and

the chapter concludes with an overall summary of the findings.
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CHAPTER 5
PRESIDENT LUCILLE JEROME
Introduction
This chapter describes the experience of Dr. Lucille Jerome who retradife
community college presidency after having a decade long succesdiohsiigp with many
individual board members when several new board members joined who had personal
agendas that were meant to take issue with her leadership and several ggseailsions.
In addition, several other circumstances emerged which resulted in the goveraidts
increased involvement in college operations. The chapter addresses three lawatl are
President Jerome’s story. First, it describes her leadership style aneémsges second, it
examines the loss she experienced as a result of her difficult leadesiggese; and third,
it explores the healing she experienced as she identified the lessons Islaeneas
Leadership
Dr. Lucille Jerome was president at a large community college disititseveral
campuses for about a decade. Her career path is a series of progressively highe
administrative positions including experiences as a high school teacherpeolwoatrk with
disadvantaged populations; several student services, continuing education, andcacademi
affairs administrative positions; a district vice presidency; and annmpeesidency. Her
involvement also includes serving on numerous local, state, national, and international
boards, and like many community college presidents she had presented at nationa

conferences and written numerous publications.

www.manaraa.com



64

Pathway to a Presidency
Although President Jerome was well prepared academically and profdgsional
attain a presidency the process was lengthy as she was a finaliseanidwed more than
ten times. During her journey to the CEO position a college presidential seasthitant
shared with her how governing boards did not think she could “do the job.” Part of their
concerns, the consultant said, was President Jerome did not seem tough enough.
Boards thought | couldn’t command respect. A: | was a woman, B: | was soft. | am
soft. Sure, look at me. I'm soft. | have a soft voice. | know | have a soft voice. I'm
very feminine. | have no desire to be anything but feminine and soft. It's my core.
Although little could be changed about her vocal intonation, President Jerome recognized
early that moving into higher administrative positions required personal adaptati
| did a lot of changing all the way up the line in order to fit into the role of a
particular job or place. For example, | had to learn to keep my head down and keep
my mouth shut until | understood the situation around me.
Over time she felt like she could be more true to her core identity and personality
In my interviews to be president | made a decision to be who | am, so that | would be
selected for who [ truly was. | felt much freer to be myself because | felt boards had
picked me for who | was.
Gender Discrimination
Besides leadership style adjustments gender discrimination influencearéer
path. She described an incident early in her career when she had applied for a dean position
but the college hired a male candidate with lesser qualifications. The ptesitlee college

approached her because he believed she would have had a legitimate discrinasatimurt c
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President Jerome chose not to pursue it. She described how at the time she explained her
rationale to the president of the college saying to him:

When a woman does that [files a discrimination lawsuit] it becomes her career. It

changes your whole life. | said, ‘I don’t want to do that. | just want to be a good

administrator, good leader, and I'll just take the lump.’
Later in her career, at a college where she was an internal candidake poesidency, she
was told by a faculty member that the college was not prepared to have a wdeateas
Along the way, however, President Jerome chose rigite energy” to the sexism she
faced.

The Presidential Experience

When she attained an offer for a presidential position she potentially had two €ollege
to choose from. She preferred the college needing a little improvement rathselieting
the college that wa$echnically proficient” but unlike her ultimate choice it lacked an
institutional spirit that appealed to her. Lucille Jerome felt great arttapas she began
her presidency, and she believed the opportunity was going to be a positive erperienc

| felt confident. | felt supported. | felt like this was going to be a success.

As a new president, Dr. Jerome faced a couple of important issues that needed
addressing. She identified some factions within the community that mistrusiealldge,
and she determined that the institution suffered from internal discord withfn ifge
respond to the external issues she began developing good will within the community by
speaking about the college to service organizations and Chambers of Comnossdhacr

community college service area.
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These conversations made a great difference in helping the community understand
the college.
She also realized the concerns about the college that had been raised lbyitpmm
stakeholders and the local media in the past had not been answered, so she researched th
issues and presented data to respond.
| found data that would answer the question for the year the questions were asked
and the data for the same question when | arrived.
After that she produced an annual report card to communicate with stakeholdetsoabout
the college had performed the previous year in relation to its goals.
To address the internal issues she focused on two areas: a) building talagibosh
between college employees and the president’s office and among all cakédfersughout
the district; and b) implementing a process for decision making with or¢janala
development tools on which she had received extensive training and which she had
experienced success using in previous leadership positions. Dr. Jerome feaépgabdy
wanted stability’because the college had hired nine presidents in twenty years. She also
recognized the individual campuses believed they did not receive the recognitiontine
district that they deserved, and they did not trust the district administrationtemd &i the
internal disharmony she visited each of the campuses to let them shaneigtions and
concerns.
Each campus assumed that they were better than the other campuses, yet they felt that
they were not given the recognition they deserved.
Over time the college was able to solve the internal and external issues andé&dvance

to experience success under President Jerome’s leadership. They padséthadsire
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that provided additional financial resources to the college; they improved exastihiges
and built many new buildings; they began focusing on learning and student success; they
improved faculty relations and engagement; they created programs tosatidraseds of
underserved populations; they developed many new career programs to meet ¢gmmuni
needs; and they created several initiatives in areas agreed upon by theobaegee c

Features of Leadership

Dr. Jerome shared how she believed a central component to her presidency was the
concept of maintaining a unified community college district as opposed to aaticergf
individual campuses.

It was a constant effort on my partielp college staff and the board of trustees t0

think of the college as a whole and to think about the fact that if any part of the

college was weak it weakened the whole college.

Despite the programmatic and infrastructure improvements, President Jerome
described her greatest contribution to the college as facilitatihngrage of culture toward
inclusive decision making. As a result of the campus visits she made upon heratheal t
college, President Jerome learned that individual campus administratorsdelesteof the
past major college decisions had been made by the president’s stafingnafith her past
organizational development training and inclusive leadership philosophy she created a
district-wide decision making group.

My goal was to get as many people from all the campuses together to make decisions

together, to work together, and to learn from each other. . . . They came to represent

their campus. They'd get the agenda plenty of time in advance so they could talk with

their campus [about the issues]. . . . After the meeting their job was to go back and
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talk about how the decision got made, what the decisions was, why it got made, and
how their input had influenced [the decision].
In addition to district-wide decisions she also believed individual program andrdepart
employees were best equipped to make local campus decisions.
Every group made decisions in areas where they had control. . . . We did many things
around process, around inclusion, around decision making, around creativity, around
program development.
President Jerome also felt the college should be transparent about the decislats lhlean
made by making them public. Furthermore, she was pleased the faculty betraenia ac
decision-making groups beyond the faculty-only issues, and she emphasized theatse of
in decision making.
When you come with data it is so compelling. People cannot turn you down. . .. My
goal was to bring as much data and information to everybody as possible.
She emphasized consensus in decision making by stressing to faculty and staff that
they had to resolve issues in a way everyone could accept.
The college made decisions that everyone could live with. It is impossible to get
everyone to agree on completely everything.
She further illustrated her commitment to consensus decision making by shaeifiigiteon

she liked from Harlan Cleveland: “Consensus is not the same as unanimous consent.

Consensus means moving by a no-objection procedure—the acquiescence of those who care

about the decision protected by those who don’t.” Dr. Jegavwe an example of a time
when a decision needed to be made about prioritizing funding among campus projects.

Although she knew one campus needed to receive precedence, she also understood for
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numerous reasons there would be resistance from the administrative teantaficeshe
privately with the campus dean and asked her to defer to second priority. The dednsgre
the subsequent funding decisions occurred with minimal dissent.

While she emphasized her commitment to inclusive decision making, President
Jerome also recognized that leaders inevitably have to make some decmiendalring
her entire presidency there were very few decisions Dr. Jerome made dlhose decisions
were related to issues where there was resistance at the collegertalnatiiatives that
were both needed and requested by the local community.

| made only a few decisions by myself. | had input, | consulted, and then made the

decision. The rest of the decisions were made consensually.

Furthermore, President Jerome explained how most of the decisions she made alone
were those tied closely to her personal values and relationships. Throughout our
conversations she used terms ligeod values,” “gutsy,” “right decision,” and“right thing
to do” when describing some of her decisions. She also stressed that faakgig
decision has been the theme for me.”

Loss

Despite positive impressions about her leadership, a number of conditions led to Dr.
Jerome retiring from the presidency. A confluence of circumstancesesuhier departure
which was centered on responding to the personal agendas of some new board members and
dealing with administrators who pressed their own agendas through neonsgis with

board members.
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Working with Governing Board Members

Dr. Jerome described feeling supported by and having a strong relationship with the
board of directors during most of her presidency. Until her final year in théoposihe
expressed her feelings about working with the governing board as fantastic.

These were wonderful boards. We had respect for one another and worked well

together with mutual respect.
She described how at the beginning of her presidency she laid the groundwork for her
positive relationships with the board of directors when she accepted their invitation t
collaborate with them as a facilitator of their strategic planningagt At this retreat she
used many of her leadership tools to help the governing board develop a direction for the
college which she could implement as president. In addition to participating etseDe.
Jerome also employed the strategies many college presidents use telatiddships with
governing board members such as meeting with them individually, participaimigimal
dinners and social events, and assisting with offering professional developmentimiipsrt
for her and the trustees like bringing board development consultants to campus.

She was pleased with the working relationship she had developed with the governing
board members because the trustees reported to her they were comfothatile direction
of the college. As a result of this confidence in the advancement of the commued col
and since many of the trustees who hired Dr. Jerome had been on the board for a number of
years, they began to resign from their positions. During her tenure, President \Jer&etk
with almost twenty different board members, and she described how the new boardsnember

who were elected to represent a specific geographic area within the coynocalliege
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boundaries, participated in an orientation meeting with the governing board chdieand t
president.

The board chair and | took the advice of a board consultant to sponsor an orientation

meeting with the new board members. Together, the board chair and | would orient

the new members to the college’s approach to policy and board leadership and help
them understand their responsibility to the college as a whole and how to hold the
college in trust.

President Jerome indicated how prior to her arrival, the governing board had been one
that, as they admitted to her, meddled in college affairs. Shortly after ivat,dhe board
adopted a governing approach which was designed to diminish their interferenceaitythe d
operations and focus their attention on broader issues. In brief, this meant the baaad limi
its role to setting policy, provided a vision for the organization, outlined expectatitms of
president, and maintained a strong connection with the local community. The board’s
approach entrusted the president to administer their policies and implemenisibaias
she saw fit. Throughout most of Dr. Jerome’s presidency, she reported, the boaredlistanc
itself from the day to day operations of the college. For example, the board did not get
involved in personnel decisions or day to day check writing, so the president was not
expected to report to them on such issues. President Jerome understood her role within this
governance structure and took her leadership responsibitéasusly and literally”

She observed how some new board members had a difficult time adjusting to the
community college’s governance role for trustees. Sometimes they caohe® board as
community leaders who had been actively involved in the operations of other organizations

because those organizations were either entirely or mostly run by voluntednisabers.
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President Jerome described how she and the board chair worked with the new board
members to help them understand this governance approach.
So many people have served on non-profit boards where you had to do everything.
You have to raise the money. You have to help the organization with the bookwork.
You have to be their legal advice. And then some new board members come to a
college with extensive staff to do this work. It's hard for some new board members to
understand that it is the staff’s responsibility.
Dealing with Individual Agendas
Furthermore, new board members would sometimes join the board with a personal
agenda. Sometimes the agenda was for new programs or facilities aidaletaimpus but
sometimes the agenda was to take issue with a decision the college had made in the past
about personnel. So Dr. Jerome and the board chair worked together to identify the
individual motivations and goals of each board member so they could understand what the
trustees needed and how they could work with them to achieve mutual success. For a
number of years this strategy was effective in developing relationshipsievit board
members until the board acquired several new directors at once.
The board members that hired me had been on the board for fifteen, twenty years and
they wanted to move on to other commitments in their lives. Even though | hated to
see them go, they told me that things were going well and they needed to move on to
those new commitments. Typically they left one by one, and they helped to find new
board members to replace themselves. But this particular year several new board

members joined at once.
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When these new trustees joined the governing board, President Jerome wigsuinévaare
of their individual agendas. She later discovered, however, that a couple of the new board
members disagreed with personnel decisions that had been made in the past about former
employees with whom they had a relationship. Although the personnel decisions were made
by those former employees’ supervisors in consultation with the human resources
department, President Jerome had supported the results. As it turned out, these new board
members held President Jerome responsible. Dr. Jerome acknowledged hounatshe t
did not fully understand the depth of the board members’ underlying motivations.
It never occurred to me until afterward that the board members were on the board
because they were trying to overturn a personnel decision.
Furthermore, she described that during this time, as each new trustee withérs
focus on the campus geographically located within their constituency joined the ggverni
board, it was more and more difficult to lead in a way that would keep the collegeldaifi
the entire college district.
| found it really challenging to help the board members understand we needed to
continue focusing on the college as a whole. It was important to find common ground
within the district so we could keep up our important work.
President Jerome now realizes that regardless of her logic and ratiomakarftaining a
unified college-wide focus she could not persuade the new board members to maintain it
because they had already shifted to a campus focus.
Moreover, as President Jerome was trying to build relationships with the nedv boar

members, she experienced leadership difficulty because the board as avasholeving in
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a direction away from the president leading the college and moving more tbwdroard
guiding the day to day activities of the institution.
For all those years the board really wanted me to be the college leader. And then, we
had the new people come on at once who wanted to be the leader, and it took me time
to understand that.
She now understands the governing board members who hired her had wanted her to be the
community college’s leader, but as the composition of board membership changed some new
board members wanted an active role in the operational functions of the college. This
created difficulties for President Jerome’s leadership because for nimsttehure she was
accustomed to a clearly defined structure of duties for the president anddorénraing
board. Meaning the board’s role was to set the vision, make college policies, ensure the
college’s connection with the community, and outline expectations for the president whi
her role as president was to implement the board’s expectations and leadetpecoll
operational functions. This model had been very successful until some new membdrs joine
the governing board with a contradictory notion of how the governance structure should
operate.
Another issue Dr. Jerome identified as problematic for her leadership expavience
how some members of the administrative team had developed relationships with dogne of t
governing board members and then used those relationships to advance their campuses’
agendas.
Although the board had established a policy of only working directly with the
president, Dr. Jerome had expanded the access board members had to the admie@itnative

and vice versa early in her presidency. For example, she said the adminibagors
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participating in board meetings and board dinners because these interadti@enlibe two
groups were helpful for the administrators to understand governing board decisions.

Positive results occurred from these types of activities because the aditorssty

observing first-hand the board discussions, gained a better understanding of the

process the board members used to arrive at their decisions.
Dr. Jerome indicated this type of involvement was quite successful until late in her
presidency when some of the new board members began trying to be more involved in
college operations by initiating connections with their local campus dean.

When a few administrators realized President Jerome was having diffictiitthe
governing board members who wanted expanded access to the college operations, she
reported they began to take advantage of the situation to advance their own agendas. In
particular, Dr. Jerome said, they expressed to these board members theiedisageith
some of the college’s decisions that she had advocated for.

And when some of the staff saw | didn’t have the full support of the board, and they

had this access to board members they began expressing their disagreement with

certain decisions.
President Jerome reported that a few of the board members listened tathesstrators
when they shared how they disagreed with some of the decisions that had been made. Not
only did this begin to create difficulties in Dr. Jerome’s relationships with tivébpard
members, but also it began to create a rift in her relationship with a few afniestrators
who thought she was making too many decisions by herself.

Because Dr. Jerome believed so firmly in engaging the staff in collegacthescas

indicated above, she spent considerable time after she left the presidekioyg thbout what
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the administrators might have perceived about the decisions she had made alonesulAs a
she identified only a couple of specific instances where she believedrteptien was true,
but she also explained how she felt compelled as the president to respond to the requests of
the local community especially after the college’s decision making bodiesrpe tame to
consider the issue and respond to it. What's more, as the leader, she believedrit was he
responsibility to make a decision that would unclog the bottleneck that she said nan ofte
happen when a decision making process gets jammed such as the participamtg asachi
impasse because factions disagree about the best option or because thaiptotseefthe
urgency in responding to an issue.

One of the decisions the administrators were upset about pertained to President
Jerome’s expectation that the college begin improving its response to workéede The
decision making group she had tasked with this issue had spent several yeansngligdugs
had minimized it as a priority, so when she believed she had exhausted all options to
encourage them to respond to this issue, President Jerome made the decision.

Most of the committee understood where | was coming from, but one of the

administrators believed it was a directive from me rather than what | believed which

was that it was a directive from our communities.
Although she believed this was within her presidential prerogative, she undsretav
some of the college administrators may have perceived it as outside the sitwpe of
established college decision making structures.

Even though the college staff and faculty said they understood that there would be

decisions that | had to make as president, it happened so rarely that they really didn’t
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know how to accept it when | did make a decision on my own. It was during those

rare times they felt like | was being controlling.
The college employees had come to expect involvement in all decisions, so when she
wavered from that process, albeit rarely, she may have encountered ityquhbidlems with
some of the administrators. The administrators then began speaking morevaffesbme
of the new governing board members about their frustrations with Presidene®rom
leadership. Bringing together the administrators who had personal agetiddsewiew
governing board members who had different personal agendas began to createediffior
Dr. Jerome’s presidential leadership.

Leaving the Presidency

President Jerome said she knew when she entered the presidency she might not have
the perspective to know when it was time to move on, so she requested her staff to give her
insight by asking them to help her identify when it was time to leave. She shahtp t

I’m not going to know when it’s time to leave. You need to tell me.
In the end no one came forward, but she speculated how feelings of personal vitinerabil
may have prevented them from approaching her about it. She also admitted sheafetbetr
by “some of the staff that | had trustedVhen they began undermining her with the board.

President Jerome acknowledged she now realizes there were several indications he
leadership may not have been the best fit for the college any longer.shstthd above, the
most apparent sign was how some new board members and some administratorsheach wit

very different agendas, ended up coalescing to make President Jerome’s leadé@cship dif
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Commitment to the College

For some time, though, President Jerome said her dedication to the community
college influenced her desire to solve her leadership troubles. Over time she édas com
understand that the complexity of the situation made that very difficult.

When these things started to happen | should have said that this is no longer the right

place for me. | no longer have all of the board members who really believe in the

things | believe in. There’s been a shift in power among the administrators, and it's

time for me to go. But | kept trying to make it work.
In the end Dr. Lucille Jerome left her difficult leadership position byimgtirom the
presidency.

Healing

President Jerome described how she participated in a variety of expeteeheab
from the difficult leadership experience. She occupied herself in new profesaniohal
volunteer leadership positions, she spent time engaging in both formal and informal
reflection activities, and she identified several lessons she learned ta@applyre
situations.

Post-Departure Experiences

President Jerome credited spending time with some of her dearest friends and
receiving their support as important to helping her mend from the experience.

| moved through the sadness | felt from leaving the college with people who loved me.

Although Dr. Jerome indicated she felt very satisfied about her career thsisefar

acknowledged she wasot finished” with her professional life. While she confessed that in
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the early months she did not know what her next career move would be, she said itiwas clea
to her that she was not interested in pursuing another presidency.
People tell me | should apply for other presidencies or take acting presidency
positions. | just say, ‘No, I've done that.” | was there. It was an important thing for
me to do. | made an important contribution. | feel good about my contributions, and
now it is important for me to evolve in this other direction.
Instead Dr. Jerome has focused her new professional life on the typesiohpasid
projects reflecting her ideals.
Everything I'm doing is really integrated with what | believe in and with mydifig-|
values. These are things that I've been interested in but had no idea | would be able
to pursue.
She enjoys using her leadership tools and experiences as a basis for pigjscido higher
education. She has also joined the board of directors for a non-profit organization because
not only is she passionate about the mission of this organization but also the act nfassisti
them has provided an outlet for her to practice her leadership skills in a new rade as t
board chair. She has become committed to them because she wants to help themheeceive t
“attention, recognition, and money they deserve.”
Meaning through Reflection
Furthermore, she healed from the difficult leadership experience witlidtbé lzer
personal spirituality and reflection. President Jerome commented thatadpeading and
reflection have always been central to creating a personal understandindjfef he
experiences. She explained how reflection helps her explore the significawents in her

life, so she can work to transform herself.
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To focus on the transformational benefits of reflection she had focused conversations
with a trusted professional colleague. Together they explored her leadesstiieeces and
endeavored to make meaning of them. She indicated conversations with this colleague
helped her evaluate the circumstances surrounding her departure from tthengseand
advance her understanding of her reaction to it. Another reflective tool she usaedtingis
extensive notes during the conversations and then reviewing them later to finonadiditi
meaning.

My conversations with this person would include raising questions about what had

happened at the college and helping me reflect on the answers | had developed.

Likewise, President Jerome had participated in a few personal developmexts retre
where she has had an opportunity to share some her difficult leadershiprecggerieShe
believed she has received sowenderful insights” from retreat participants.

Similar to reading, conversations, retreats, and note taking, Dr. Jerome found
opportunities for reflection through music and art. She has often enjoyed the anayatoa
decompress from her leadership challenges. She told about a time during herg@residen
when she had experienced a particularly tiring and stressful day and howayamguening
college event she had expected would be exhausting turned out to be reinvigoratistpevhen
was able to thoroughly enjoy the performance of a talented musician. i¢geluring the
early days after she left the presidency she visited an exhibition of Rt@atss of Hell.”

The statues were all of grief and sadness and pain and anxiety, and every one of those

statues helped me express what was going on inside me. | went to the exhibit twice.

It just helped me get in touch with all of those feelings in myself, and I'm sure it was a

cleansing experience for me.
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Despite the difficulties she faced that resulted in her retirement, Dr. delidmot
regret her presidential leadership experience.
| feel really good about my time as a president. | feel good about the stands | took at
the college—even the ones that caused me problems. 1 still feel very good about those
decisions because | hear from folks that are there that the college is having wonderful
results.
In essence, Dr. Jerome concluded the junction of multiple, complex issues andbtrying
manage relationships with several individuals who had personal agendas becaiffieutio di
to overcome making her departure inevitable.
There were just too many things converging all at once. | couldn’t possibly have
resolved it. It was time to move on.
She had also determined even if she had handled individual aspects of the experience
differently, the outcome would have been the same in the end. Ultimately, however, she
retired from her position because she believed the governing board was influeseseray
new members with ulterior agendas to reject their governance approach enasiseding
themselves in the administrative functions of the college.
They actually overturned their policy about working directly through the president
and the president works with the institution. They changed that policy.
Lessons Learned
President Jerome believed she learned many leadership lessons throughrger heali
process. She said her reflections led to a deeper understanding of hersedidaes arid

broader notions about community college presidential leadership in general.
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One key area of learning for President Jerome was the importance of themige
to relationships with board members. Maintaining vigilance to the priorities, motisa
and subtle changes in individual board members is important to proactively adapting a
president’s leadership style to meet their expectations and preservegastationship with
them. Dr. Jerome recognized she could have been more aware of how her own board
members were responding to her leadership style and the decisions she was mékéng fo
college.
| have learned the importance of paying attention to the shifts, the sometimes
imperceptible shifts and sometimes seismic shifts that happen when working with
governing board members.
Moreover, she identified how being more deferential to trustees may inflnencthey treat
a president and view her leadership. Dr. Jerome noted leaders need to considergdeflect
positive attention and accolades away from themselves and toward the boardsnember
Another critical feature Dr. Jerome learned about working effectively gaverning
board members is informing them about the rationale for the decisions a presidesit make
She determined had she given the board more information at the time she was oraking s
critical but controversial decisions, it may have been easier for them to haveted @l
defended her when a negative reaction to those decisions presented itself foos vari
constituent groups and new board members.
If I had taken certain things to the board—even as information, and even though it
seemed incongruent with our governance model—and they had been recorded in the
minutes they would have had a greater understanding about some of the decisions |

made.
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Furthermore, Dr. Jerome realized additional communication might have betexted her,
but also accepted that information sharing about daily college operations froradiuept
to the board was contrary to the governance approach her college was structured unde

There were things that | didn’t necessarily talk to the board about because they were

internal.

The sudden shift away from its governance structure by the board near the end of Dr.
Jerome’s presidency and little documentation left the previous decisions shad@dpen

to examination with no documentation at the board level to support them. She also realized
the decisions she made under the most scrutiny by board members were those inv&tlving pa
personnel issues because some former college employees had develtipadhiga with

some new board members. It became apparent the new board members were gding to see
retribution for the past personnel decisions.

In addition, President Jerome confirmed her understanding of the importance of
developing and maintaining relationships and how that was central to her leadership
approach.

Relationships are fragile. We used to always say that you might have a good

relationship with the faculty but their focus is, ‘what did you do for me today?’ And it

is not just true of faculty. It's true of most people.
Dr. Jerome believed throughout most of her presidency she had strong relationthpes wi
administrative team especially because her leadership involved shared pdwedlasive

decision making processes.
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| felt surrounded by staff that | trusted and supported and we almost always made

decisions that we all agreed on. In the end, one of the factors that made my

leadership experience challenging was something we disagreed on.

Upon reflection, she also realized sometimes a president can have trouble with
administrators if they try to push their own agendas. This may be especiallf/ttrose
administrators take advantage of an opportunity to promote their agendas by agvelopi
relationships with board members who are also creating leadership diffidaltigne
president by advancing their own agendas. In other words, personal agendas can be ve
powerful motivators for individuals. Sometimes several individuals with divergentage
can find common ground to make leadership experiences challenging for tlemresi

She also has concluded involving many people in the decision making processes,
while maintaining it is the preferred way to lead a college, can give ameeus impression
to some administrative staff that their opinions on decisions were alwaysmwezland
weighed equally. President Jerome acknowledged the reality is thatreemthe president
had to make decisions without input or sometimes with her own evaluation of the input. Dr.
Jerome has determined if she had communicated this reality more regularigevit
administrators, then they might have been more understanding when the rarartisee
when she had to make decisions on her own.

Dr. Jerome also realized how deeply she was affected by the difficult prgsatehc
how it may have even shaken her confidence for awhile. She summarized this gliscover
after she had read the transcripts of our interviews by observing:

The stories | tell describe my thinking and feeling of being sad, experiencing terrible

grief, and anger, and resentment, and frustration. And underneath a lot of it the
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feeling that somehow | hadn’t risen to the issues that presented thesn&slive
reflect on that, | did my best with the circumstances presented to me.
In the end, however, President Jerome confirmed her belief in being true to hieleatitg
as a leader.
What I've come to understand about my true self is that it's an inner wisdom and an
inner existence that we’re all born with, and that we tend to deform in order to fit in.
When we are true to that self, when we can really be centered and grounded and be
present in that self, that we are much more effective as human beings.
Conclusion
This chapter described the leadership story of Lucille Jerome, a vetenamuaity
college president, who retired from her position after the individual agendas of some new
board members and college administrators created leadership diféi¢attiger. It
examined what she lost as a result of her exit and how engaging in substaleitti®nedn
the experience helped her heal. The next chapter studies the case of Collesnvitio

also retired from her community college presidency.
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CHAPTER 6
PRESIDENT COLLEEN RICHES
Introduction
This chapter describes the experience of Dr. Colleen Riches, who retireth&om t
community college presidency after more than a decade of success vagreaot
individual agendas created a difficult leadership situation. Like the pre\haps$et this case
study addresses three broad areas of President Riches’s story. ifustiates her
leadership style and experiences; second, it studies the loss she expesenceslifi of her
leadership challenges; and third, it examines the healing she expéransiee identified the
lessons she has learned.
Leadership
Dr. Colleen Riches was president at a large multi-college districiviara decade.
Her career began as a community college faculty member. She advancefirsd her
presidency after performing various administrative leadership positidaslimg directing
the academic support program; serving as an academic division chaigimgacebinet level
positions in continuing education and external relations; and serving as a campus provost f
a large community college district. She was in her third presidential role Wwhen s
experienced her difficult leadership situation. Her community college amdmmvolvement
included serving on numerous local, state, national, and international boards, and like many
community college presidents she had presented at national conferencedtand wri

numerous publications.
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Pathway to a Presidency

President Riches described herself as someone who had been identifiéd learly
career by former supervisors and mentors as sonfedgttethe potential” to be a successful
higher education administrator. She explained how an administrator at the cdlkgesive
was teaching asked her to collaborate with a colleague to design a newiacaggort
program for the district. Dr. Riches referred to this administrator as a nbet@use he
took an interest in her leadership development. President Riches recalled this mentor
offering her leadership advice by mentioning to her how she was not taking emeditioc
the success of some of her joint projects. What's more, she remembered how heedcogni
in her an aptitude for professional success.

| think what he saw was a young, talented professional who always wanted to do the

best job possible.

Likewise, Dr. Riches shared how she realized others also viewed herrapet@ut leader
when she was asked to lead an important college strategic initiative.

People at the college said, ‘If you want this to get done on time and effectively to

reach a successful conclusion, [Colleen] is the person to lead it.’

Furthermore, she recalled her mentor offering her career advice by agioguner to
consider a profession in community colleges.“planted the seed’in Dr. Riches to pursue
leadership roles when he encouraged her to move from teaching to administration. This
combination of faith and encouragement in her leadership abilities helped her, ag a youn
administrator, to realize her career goal was to become a community qoksgient.

President Riches described being deliberate in managing her career glaghvgas

gaining the necessary experiences that would help her reach and succeedia dfdvajng

www.manaraa.com



88

a community college president. Not only did she advance herself by taking positions wit
progressively more responsibility, but also she participated in formal &aplelevelopment
activities like conferences and workshops designed to help aspiring leaders to develop the
necessary skills for executive positions. She became a consultant evaluaia ébithe
regional accrediting bodies and learned much from her visits to other commuratesoll
across the country. Dr. Riches described feeling privileged to learmdbagffom some
successful administrators and to gain access to many of the early prominentretym
college women leaders. She recalled what a thrill it was to meet |di&delgdith Eaton,
Helena Howe, Carolyn Desjardins and Mildred Bulpit when she attended meetiegs w
they were presenting.
Having access to some of the senior women presidents—and there weren’t many—
was extremely helpful to my professional development. Listening to them discuss
their perspectives and experiences helped shape my vision and my thoughts of
leadership. | feel blessed to have had these opportunities early in my career.
Along her career pathway Dr. Riches had job opportunities outside of higher
education, but she described her belief in the community college as central teebegoal.
It was the mission of the community college that | really related to and believed in.
Sure, | could have made more money in private industry and perhaps traveled more
around the world, but | needed to be part of something that makes a difference in
people’s lives and strengthens communities. That for me was best achieved by being

in the community college movement.
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Gender Discrimination

President Riches faced some instances of gender discrimination whileiaguanc
the community college presidency. She described one experience wheres she ardy
woman participating in an accreditation visit to a college in a southern statehdihefdhe
team did not give her equal responsibilities as the male members of the t@zm.ohly
after she proved herself on the first day and a male member demonstrated sl endt
the chair gave her additional tasks from the other member. Dr. Riches disacribleer
situation earlier in her career where she participated in a search teenamtl had witnessed
some of the other members of the committee view the promotion of equally quakfied m
and female candidates differently.

Some males on the committee looked at a male applicant and said, ‘He’s ready for

this next level of responsibility.” But for a woman applicant with the same

background they said, ‘She hasn’t done the job yet so she should get more experience

before she is ready for this position.’ In some cases, members would question the
credibility of the accomplishments of the women candidates but not the males.

Dr. Riches also indicated she had realized women may have to overcome some
prejudices related specifically to entering the community collegéderes/. One issue she
mentioned was how some governing board members perceive the leadership stylg of ma
women as less effective because it does not match with their traditionai¢hieabview of
leadership of command and control.

If governing boards have only observed autocratic leaders who rule through fear and

control, these boards may have a difficult time accepting women who want to share

power, engage others in leadership, and achieve effective results through
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collaboration and respect. Or the boards may think they want such a leader but then

discover they don’t know how to relate to this collaborative style of leadership. Itis

very different to lead from respect than from fear.
Another point President Riches made was how some board members and collegeystaff ma
be uncomfortable with a president simply because she is a woman. She describedyhow earl
in her career it was rare for most college staff to have ever reported taanwdlost had
worked with women as secretaries or faculty members but rarely as the ds@n or
president. Hence it was a huge step to report to a woman president.

Despite understanding these challenges women face concerning thesHgader
approach, President Riches has chosen to reject the traditional command and control
leadership model. She shared how, in particular, she believed in minimizing the @dncept
promoting an adversarial or competition-focused culture within an organization.

Some of my male higher education and business and industry colleagues will

consistently use military metaphors like ‘rallying the troops’ or ‘fighting an enemy.’

| wonder why we can’t do things without having to have an enemy. Why can'’t it be

about being the absolute best that we can be?’ But it seems like some of my executive

male friends believe the best thing to bring folks together is creating an internal war

or warring against somebody else.

The Presidential Experience
President Riches reached her goal when she became a community collegaipresi
at a medium-sized community college, advanced to a larger community coli&ge dnd
then accepted her last presidency of a multi college district. In all tiseeces she was the

first female president in the institution’s history. She expressed pride tisfden in the
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accomplishments the colleges had achieved under her tenure. Although during the
interviews she did not promote many examples of success the colleges had aohieved t
illustrate her presidential experiences, her vitae outlined many acebmpints under her
leadership including financial strength, new buildings, staff development anegeczalide
focus on student learning.
President Riches, instead, shared several observations she had made about the
community college presidency in general. First, she believed no singlesleiadsyle is
most effective for all presidents; rather diverse approaches are usthe st fitted
according to the institutional setting and college culture.
Can all leaders be effective in every organization? No. | do think different colleges
call for different people with different styles. . . . | think it's too simplistiervwwe
say, ‘All good presidents are servant leaders, or they are situational leaders, or they
are visionary leaders.’ | think we try to box things too easily. There must be an
appropriate fit between the president, the board and the college as to where it is in its
cultural development.
Second, she stressed the importance of keeping the status associated withidhdrposi
perspective by noting the effect she had seen the role have on other presidents.
The presidential position can distort reality about its importance and can go to a
person’s head.
She explained how she had seen leaders who were aspiring to a presidency who may have
believed the role was one revered by others or full of privileges. In theseshasmsspected
those leaders may not have a full understanding of the duties and responsibilitees of

position including the stewardship to the public.
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| think some people enter the presidency without realizing how complex the role is or
how long it takes to change a college culture or the amount of time and energy that
must be invested to succeed for the long haul.
Third, while it is a position of responsibility, Dr. Riches stressed being in the
presidential role should not define the individual in the position.
It's a position of trust. It's a position of service. It's a position of opportunity. But
it's not who you are as an individual. It's a role that you're fulfilling. You have a
responsibility to live it with integrity and remain true to yourself. You should have
interests and time outside the role of president. This will keep you balanced and add
joy to your life.
Features of Leadership
It was apparent President Riches had contemplated how she viewed herself as a
leader. She described many experiences she had over the years that step@ddeh
which is based on being visionary, engaging faculty and staff in collegedbgdand
decision making through communication, and providing staff leadership development
opportunities.
Dr. Riches described her belief that a leader can play a key r@lleaping the
culture and direction”of the organization.
Some people have disagreed with me on this, but I truly believe you can change the
culture of an organization to make it better.
She shared that one way to accomglgfstemic changesfis to create a team approach for

moving the college forward.
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My natural leadership style is based on working together. . . . I've been described as

inclusive and interested in creating multi-cultural environments that are welcoming

to diverse beliefs.

Dr. Riches expressed her belief in group decision making but stressed the importance
of explaining how input will be used. An early experience showed her about the appropriate
use of staff contributions in decision making when she saw the reaction fromyes®lo
when a former supervisor asked staff their opinions on an issue after he had aldadien
decision. Despite the contrary feedback he received, he acted upon his initial delasision w
sent a clear message to his staff that their input was irrelevant.

| learned an early management lesson that you don’t go out and ask people what they

want or how they feel about an issue if you're not intending to consider their

feedback. And you need to tell employees upfront how a decision is being made and
by whom.

She also explained how she valldesiintaining strong communicationthrough
honest and direct interactions.

| tend to be pretty direct. | would rather be respectful, kind, and direct than

duplicitous. | am not naive and know sometimes you have to work behind the scenes,

but for the most part | strive to be transparent and give people the reasons for the
actions we need to take.

In addition, President Riches emphasized how important she felt it was thhastaf
an opportunity to develop their personal leadership skills.

In education the only thing you have to give students are your interactions with

them—your knowledge, your service. Hence it is very important that each of us
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recognizes our own abilities and tries to be the best we can be to serve our students

and our communities. We need to be life long learners ourselves to interact with and

model behavior for our students and our communities.
Dr. Riches shared how she has been described by otrers@astute thinker, a quick study
and an excellent synthesizer of information addition, she indicated her awareness that
with her agile, quick mind, she needs to slow down at times so that others will be engaged in
the dialogue. She is also appreciative that introverted thinkers need situdteyeshey can
move away from the “group think” and process data and then come back at another time to
share their insights. She strives to create situations in which both introvaitegtsoverted
thinkers can equally contribute and gain from one another. In summary, PresothestiB
a“complex, humane, caring, focused, energetedder who believes in moving an
organization forward through the collective effort of everyone involved.

Loss

In spite of a long and successful tenure at the helm of a strong community,callege
convergence of complex conditions led to President Riches retiring fromeitidearcy.
Although the specific details of her departure are confidential, Dr. Richesddhaw she
faced leadership difficulties in working with some trustees to understanddleawithin the
governance structure rather than college operations, how important it was for samdients
communities that policy decisions be made in the best interest of those served and not
singular agendas, how a few diverse individual agendas contributed to the situatiomg lea
to her retirement, and how her strong dedication to promoting and advancing the community

college made leaving her presidency difficult.
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Working with Governing Board Members

President Riches described employing many of the same techniques to build
relationships with board members she knew other college presidents typiedllsuch as
becoming acquainted with them individually, traveling to meetings togetiehualding
rapport through regular communication. She also stressed her belief in the mogpoita
bringing recognition to board members.

Most board members receive little or no compensation for the hours they contribute

to the college. The majority of them want to serve effectively and contribute to their

communities. Yes, a few have personal agendas which often includes using the
community college trustee position as a “stepping stone” to fulfill other political
ambitions. But most board members want to give back to their college and their
communities. Hence it is important to let the broader community know of the board’s
accomplishments and their service. The president can help board members be invited
to important community events and receive recognition for their service.

Dr. Riches expressed a strong confidence in policy governance which delineated the
board’s duty for developing the college’s strategic vision and goals from thaisttation’s
responsibility for implementing those initiatives and reporting results.

Being an observer of other presidents and boards, and having served in multiple

presidencies, | developed a clear and consistent understanding of the difference of the

board’s policy role versus the president’s strategic operational role. Unlike some
management books, | do believe the board should be engaged in setting the vision,
values, and goals of the college district. The president and staff facilitate that

planning process and provide board members with environmental scans and
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processes that allow the trustees to hear community feedback regarding the successes

and opportunities of the college. The challenge comes when board members have

only served on operational boards like a city council or community board. Itis

always easier to decide which car to purchase than it is to set the course for new

programs or restrict prior offerings due to changes in the environment. Hence, the
board needs opportunities to develop the talents of its members in the art and science
of governance. They need systems and reporting mechanisms in place that provide
them with accurate, timely information to make policy not operational decisions.

They need to trust the staff to operate the college district and this can often be

achieved through reports on identified performance indicators.

Dr. Riches acknowledged how helping some board members understand their
function could be challenging. She explained how sometimes board members have never
held a high level leadership or board position.

Most board members are well-developed for their role and have a clear

understanding of the policy role versus the operational role, but some people come

into a policy governance role without previous experience.

In order to educate board members on their duties, President Riches indaiateg tr
through workshops and retreats was useful. She realized, however, that some of the board
members were not receptive to learning about how the board role and the admmisitati
worked together to advance the college.

One of the key leadership difficulties Dr. Riches grappled with was the role a
president should play if and when a board is reluctant to make a decision needed for the

college district. She described how this becomes even more problematic when the board
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chair is inexperienced and other members wafgdbalong” or are intimidated by an

outspoken member other than the chair.
What do you do as president when the board needs to make a decision, like early
retirement policy or code of ethics, and is unable to bring the issue to closure? What
do you do when the board chair is inexperienced and has a high need to be liked and
a few other board members are untrusting of employees or have personal agendas
that conflict with the best interest of the college’s mission? If the board chair or
another board member can’t move the decision—either for or against—what should
the president do? Will it be benign neglect if the issue just dies a long slow death?
Or will the lack of a decision cause stagnation or worse for the college? What
becomes the role of the president? Do you just let it go? Do you step in? And if you
step in what may be the consequences for the president later on?

Additionally, she realized the times when a president is compelled to push the gpvernin

board to make a particular decision may be important for the advancement of the, dnite

have the potential to impact her rapport with some governing board members. Moreover,

President Riches described how some board members feel like theyudrbex stamp” if

they follow the president’'s recommendations or don't criticize staff in open for@thers

want to demonstrate strong, effective leadership but may lack the skills @aricexe to do

so. Sometimes boards are fractured into disparate groups and focus on their owngnfighti

rather than the needs of the college. Some elected board members feel thegreabnt

the interest group that elected them. She wondered about the appropriate role of the

president in trying to assist the board and help it fulfill its statutory dulesRiches

www.manaraa.com



98

indicated she had ideas, but they may not always have been in sync with some individual
board members. She did understand, however, that's when friction can ensue.

There were some occasions when | had to step in. Every time | stepped in | thought it

was good for the overall success of the college but what was the cost of that decision

on my relationship with some board members? | believe if the president has to
assume the role of an ineffective board chair, it can create negative perceptions in the
long run. The board needs to manage itself and the president needs to give clear,
honest, relevant data which can be used by the board to make its decisions.

Dealing with Individual Agendas

In addition, President Riches identified how an individual's personal agenda can
contribute to a president’s difficult leadership experiences. Moreover, shidaaunrelated
individual agendas can merge to create a troubling situation for a president.

Dr. Riches described having a very positive and successful relationship with most of
the board members she had worked with throughout her career, but she also realized an
occasional board member would join the board focused on a particular issue. She indicated
many times the issues were related to faculty and staff concerns obtmatidemember’s
personal advancement. President Riches also explained how often when new board members
joined with individual agendas it impeded the strategic direction that had beersbsthidir
the college. Over the years she had dealt with and heard from other presidents ap@a a m
of individual board members’ issues: taking a pro faculty and anti administratiaest
wanting to fire a college employee without due cause; limiting the comntienicdannels
between the board members and president; communicating with staff about csilege i

and not informing the president; using the governing board position for professional
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advancement or employment of family members or friends. Working with ancelesded
that had little stability over the years contributed to the difficulty BesgiRiches faced in
keeping the governing board moving in the same direction for the college.
President Riches indicated it was a particularly difficult experienemwatrustee
joined the governing board with an agenda to overhaul the college, including itshgaders
During the period she worked with this board member, President Riches explained how the
board member would often offer a contrary position to the administration’s recomrmoaadat
during board meetings. Furthermore, this trustee was very charisvhatitc served to make
the assertions presented convincing even when they were inaccurate andsbutlandi
Well, that's the worst kind of situation to be in when you have a board who defers its
overall leadership to one individual board member.
Many times President Riches chose not to address comments made by the bdaedbuem
if the inaccuracies were likely to lead the board into making a decisioodhlat harm the
college, she felt compelled to correct the information.
It was a difficult situation. This board member would often offer information as if it
was factual. The person would state, ‘I've done my independent study and | find—.”
The conclusions were generally counter to everything that had been factually
accurate and presented by administration to the board. No data would be presented
by the board member but the way the individual presented conclusions would make it
appear as if data had been gathered and the conclusion plausible. This would cause
the president and administration to either present conflicting information again, try
to engage the dissonant member into the data presented, or allow disinformation to

stand and potentially affect a board’s decision. This situation created a morale
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problem for staff who felt distrusted by the board as a whole since the individual was

allowed to make unfounded statements that were not corrected by other board

members.
This set up President Riches as appearing to correct this board member. She dgativea n
view of her was developing but did not deem she had a choice to ignore the inaccuracies
because the college would be adversely affected if decisions were madeéndorméion.

At the same time as this trustee was pushing an agenda to change the leadership,
another trustee was promoting a different agenda. President Riches bélisvadtee was
trying to gain personal power by attempting to manipulate the governing belaind the
scenes. In addition to difficult experiences with the board members’ agendadetre
Riches also illustrated challenges with an administrator who had an agendseof car
advancement. When the administrator was unsuccessful with this goal, this person used
multiple opportunities to undermine Dr. Riches’s leadership. One of those opportwagies
developing a close connection with the board member who was trying to gain personal
power. Moreover, the union was promoting an expansion of benefits that management and
the board had rejected for nearly a decade because of the financial impactaiegiee c
Eventually, the board member who wanted a change in college leadership begamadva
the union’s position.

President Riches soon realized the multiple agendas, while each unique, were
merging in such a way as to make her leadership experience very difficsitie slecided to

retire.
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There were several agendas that came together and moved things in a way that |
would not have anticipated.
Commitment to the College
From her early days in administration Dr. Riches knew she wanted to be involved in
enhancing an organizatioikhe saw her role as leader as being committed to improving the
college and attributed her views on organizational development as connected to the work of
Carol Gilligan (1982).
You can relate this to Carol Gilligan’s studies where many women presidents want to
make connections. We want to build. We want to make sure that the whole culture
changes and grows.
President Riches reflected how her interest in making substantive chahigetinat
community college was a long process.
At [the community college] it took longer to cause the culture to change. | think
people would document that we really did change the culture of [the community
college], but it was long and that was one of the things that kept me there so long.
Furthermore she described how she had spent her presidency focused on working toward the
betterment of the college by working long hours.
| don’t think there would be anybody in [the college community] that wouldn’t say
that | worked really hard and sacrificed a lot of personal life for that institution, for
that community.
In general, she also speculated how an interest in building relationships within the

college coupled with a desire to help an organization grow and succeed may result in a

www.manaraa.com



102

woman leader, at the expense of her personal career, staying in her positiorhiamger t
man.
After establishing a relationship with the institution a woman, perhaps, feels more
wedded to that institution and wants to stick with it to see the long term gains. As
opposed to thinking, ‘I've done a couple of good things; I’'m now going on to the next
level.’
When she commented on her own experience, Dr. Riches noted how she was focused on the
growth of her college so she only considered one other position, but as she explored that
opportunity further she realized she was Siwédded to” advancing her college district.
For me, it was always about how do we continue to build the organization? How do
we make the culture one of respect for one another and diverse constituents? How do
we deliver on our vision of excellence and help communities build economic strength
in addition to educated citizens?
Her priority to improve her college and her personal loyalty toward reattnsg
goals contributed to the sense of rejection and hurt she felt when she realizeduaedepar
from the presidency was imminent. While she was negotiating her exit,ddeRRivas
uncertain whether she should defend herself or whether she should depart quiatg bbea
hated the idea of fighting against the organization she had spent so many yeaie\etied)
to. Some trusted friends, however, helped her see she could defend herself without hurting
the college.
| fight for principles. | fight for an organization. | have not, from my perspective,

been a strong fighter for myself. So it probably would have been easier for me to
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walk away and not make a fight, but | withdrew from that position when | had good

friends who said, ‘You have done absolutely nothing inappropriate.’
Throughout the difficult leadership experience, President Riches maintaingatie 0
details about her situation would not negatively influence the public’s view of the congmunit
college. She described trying“fmut on the best faceand“act as if everything is okayto
accomplish this feat.

In the end, President Riches concluded her dedication to long term growth for the
college may have contributed to her leadership difficulties.

| truly believe that people can only be effective in a given organization a certain

amount of time. | don’t know what that certain amount of time is, it probably varies

with each institution, but | truly think | stayed at [the college] a year or two too long.

Healing

President Riches healed from her difficult leadership experience throughppert
of family and friends and engaging in personal reflection. She has also le@ametidr
challenging situation and has applied it to future leadership experiences.

Post-Departure Experiences

President Riches received support from family and friends as she expdribisc
difficult transition.She described feeling affirmed at her going away party when her childre
spoke publicly about the contributions she had made toward the betterment of theasallege
the communities served. Similarly, her close friends both supported her enptohl
helped her b&ough.”

In addition to the support and love | felt from my family, | feel fortunate that | had

developed some strong friendships that became my support base during this time.
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She also noted how during these difficult circumstances she developed new
friendships. Dr. Riches described feelingry spiritually linked” to these new friends who
gave her support and a different way of reacting to and reflecting on théeexperin
addition, despite having difficulty with some members of the board, other board members
continued to support her and validated her leadership.

They told me they viewed my leadership of the college and my direction to achieve the

vision as critical for the institution. They further stated that they had their own board

work to do before hiring a new president, but that | should always remember the
value-added that my tenure gave to the college district and the communities served.

Dr. Riches described experiencing many emotional reactions to hemestiréom
the presidency including hurt, betrayal, and loss. She felt hurt not only by the departur
from her position but also because it felt like her personal sacrifice andevesh the
college was minimized by some board members and some staff despite thegquolgiiction
of college excellenceShe realized, however, she could not dwell in her wounded feelings.

Although you can feel betrayed, you just say, ‘That’s over,” and you move beyond,

and that's what I've chosen to do.

Besides feeling hurt, President Riches also initially questioned if thereamaething
different she should have done regarding the board members’ personal agendas. She
wondered how she had missed the growing alliances that caused her to retire from the
college.

Your initial reaction is, what else should | have done? How could | have handled the

situations differently? What did | not see? Why did | trust someone unworthy of my
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trust? How do | continue to believe in people and yet not trust someone again who is

untrustworthy?

But Dr. Riches quickly began to look at her presidency in its entirety rather thamngus
difficult conditions resulting in her departure.

It wasn’t a failed presidency. When you use objective criteria like studentsucces

increased enrollments, money raised through grants and by the foundation, staff

development opportunities for all staff, enhanced visibility in the communities served,
and improved reputation it’s real clear that during my leadership, by working with
lots of people, we brought the community college district to a very successful place.

So that's not a failed presidency. It's a contribution and another of life’s lessons.

In reflection, President Riches discussed how she took responsibility for her role i
the departure by indicating she had spent time thinking about how she could have handled
the difficulties she faced differently.

Not in any way do | want my statements to infer that | think that the issues were all

other people. | take clear responsibility for my role in working with the board and

staff. In reflection, | do believe there are some things that | could have done
differently and some instances when | should have waited for others to take
leadership, or not. Work is about continuous improvement and all of us can do better
and should learn from the experiences we have. | am a life long learner and will

always strive to do my best, which for me is a high degree of excellence.
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Meaning through Reflection
President Riches shared that she engaged in reflection to create meanihgrfro
difficult leadership experience. She described her personal reflectmnoagyoing process
that considers a wide point of view.
| try to make meaning out of the totality of experiences. | don't take an isolated event
and then wonder what it meant. | look at the individual events by trying to put them
into the broader perspective.
During the time after her difficult leadership experience she pzated in a week-
long retreat where she learned to use spiritual teachings to reveal newedgewabout her
experiences. In addition, she had conversations with $onsted people”from the college
to see if her observations were consistent with theirs about the incidents. Andsisedls
exercise to promote a better mind and body connection.
| go through periods of time when | exercise almost daily to periods of time when |
don’t. |think exercising is a time when | can reflect and think. It feels good to work
up a sweat and clear the “cobwebs” from the brain.
President Riches indicated she engaged in continual reflection on current edgrasta
experiences.
| believe | have insights everyday. Some of those | can act on and some | say, ‘Okay,
now what do you do with it?’ It's a constant awareness about self-growth,
understanding, and looking at experiences that you're engaged in.
Lessons Learned
President Riches indicated she believes effective leadership is influgnaatkebp

self understanding.
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| have this belief that we can be more effective leaders by better knowssjvesr .

.. If you know your strengths and your weaknesses you're going to be a more

effective leader because you can balance the organization with people who have

strengths to complement your weaker areas.
While she endeavors to improve her leadership, President Riches realistioathgd she
will always have areas to work on.

There are areas of my leadership that | do not think are as effective as | wish they

would be so I'm constantly striving to improve them. Of course for me an “A” is not

enough. It needs to be an “A+; top of the class.” With so many talented presidents
and community college staff across this nation, | have a lot of people to learn from
and some decades ahead to apply even better leadership skills in new venues or
retirement activities.

Similarly, Dr. Riches suggested a leader should be more aware of heomtuiti
because it may indicate a potential problem before she has all of the informatiorirto conf
it.

We need to trust our gut more. If it doesn’t feel right there’s probably something

going on that you should be paying attention to.

In addition to understanding how this difficult leadership situation served to improve
her own leadership skills, Dr. Riches had identified a couple of areas relatediiagwvor
effectively with governing board members. First, she suggested a leadel shoefstand
how one board member’s agenda can build momentum to influence the entire governing

board.
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Sometimes people are going to choose to go in a certain direction because they have
their own belief, their own agenda, or their own issues that may not be in sync with
the rest of the board, but sometimes an individual agenda can turn a whole board
around.

Second, President Riches mentioned how it can be difficult for a leader to know how to

address the situation if she sees a charismatic trustee gaining inldpodiga over the joint

power of the entire governing board.

How do you deal with a board member who has his or her own agenda? And how do

you deal with a board that allows that person to have influence over the rest? If no

one else takes action, what role should the president play?
Conclusion

Despite leaving the community college presidency under a difficult ldaders
circumstance, Dr. Riches has continued with her leadership career. In theatemedi
aftermath she struggled with knowing her next career move.

| didn’t know if | wanted to be a president again. But then | realized | had a lot to

offer other organizations or other colleges. | decided to focus on selecting an

organization that had a unified vision and a collegial board who understood the
respective roles of administration and governing bodies.

After a short retirement, President Riches decided she had too much talegyt, ener
and passion for community colleges's@ on the sidelines,”so she is currently engaged in
her fourth successful presidency at another college and is thankful this leadeadlieipge
gave her additional experiences for her own use and to share with other curremdi@nd f

community college presidents.
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| feel grateful that what others might perceive as a failure has truly been a learning

experience that has allowed me to learn something and to experience a new

leadership opportunity. Life is a blessing. It is our individual responsibility to use
our talents for the betterment of our fellow travelers on the road of life.

This chapter described the leadership story of Colleen Riches, an exgégrience
community college president, who retired from her position after a few indivigaatias
created leadership difficulties for her. It examined her loss asih oéber departure and
how support from family, old and new friends, and spiritual reflection helped her Heal. T
next chapter studies the case of Angela Whitmore, who was terminated froomraunity

college presidency.
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CHAPTER 7
PRESIDENT ANGELA WHITMORE
Introduction

This chapter describes the experience of Dr. Angela Whitmore who was tiehnina
from her position as president of a community college after some members obvéhneiigg
board decided they desired a change in leadership.

As in the previous two case studies, three broad areas of President Whitmaoye's stor
are addressed. First, it depicts her leadership style and experienoed, gezxplores her
difficult leadership situation and resultant loss; and third, it illustratelsghkng she
experienced and the lessons she has learned.

Leadership

Dr. Angela Whitmore was president of a large community college di&iriseveral
years. She followed a purposeful path to the presidency that included a variety ¢ibedlica
and professional experiences. She spent time as both a high school and a callegerjnst
served as coordinator of several academic and continuing education prograkest st
state governmental agency, and progressed through community college dea and vi
presidential positions prior to becoming a president. This position was Dr. Whitmore’s
second presidency. She has also presented at conferences, written publications, a
participated in a variety of local, state, and national educational and non-prodis boa

Pathway to a Presidency

President Whitmore was deliberate about her career development and used each

position to gain the skills and experiences she believed she would need to become an

effective community college president. She expressed belief in takiransgsiity for how
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she would grow and develop in each position she held by gaining the skills and attributes she
needed to advance to the next position.
You are responsible for your own growth. As a professional person you can'’t just sit
back and assume that somebody’s going to lay out a path for you saying, “Now this is
what you should do next and so on.” | think that | have always planned what was
next for me and then said, “What do you need in order to do that?” And then I've
done things that | needed to do, and therefore, was in a position to move on. So, I've
been pleased with myself from that perspective.
Each early position led to a more challenging position which resulted in reaching he
ultimate goal of becoming a community college president.
| thought to myself, ‘Okay, so you want to go into community colleges. You know,
darn well, you are going to end up being the president. You're not just going to go
there; you're going to have to be a president. What do you need in order to be a
community college president?
She selected the community college over other higher education institutions because
she appreciated the fact that they were student-centered and had a stroitgheotrimtheir
local communities.
| had a conversation with myself and said, ‘Angela, what is it that you are really
called to do?’ The answer that came to me was that | really wanted to be serving
students and the local community. These were my top values.
While her career path was intentional, Dr. Whitmore articulated how she had to make
adjustments along the way because of personal challenges. For exampdé nsentrs

after she was suddenly widowed, she was offered a position with a government program
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another city. She indicated that, of course, her first thought was for her children and how
they would feel about this. Unbeknownst to Dr. Whitmore, her children were listening on
another phone when the job offer was extended.
They heard the gentleman tell me why they had selected me from among the forty plus
applicants. This was all very affirming for the children who had just lost their father
and were left with me to lead the family alone. We talked it over, what it would mean
for them, etcetera. Their response was, ‘Go for it, Mom.” Over the years, this
conversation has often been reversed with me having the opportunity to support them
in their career advancement. We continue to do this for each other.
After several years later she resumed her journey to become a commollagg president.
She was unsuccessful in her first attempt, but several months later she regeo@dtaon
within the college district. She realized this higher level position was an opppttuggin
more experience related to becoming a president. Eventually she wassadirtaree
community colleges in simultaneous searches, and ultimately acceptsidepcy at a
medium sized college.
The Presidential Experience
President Whitmore described beittigrilled” to secure a presidential position and
believed it was a going to be a positive experience.
| was really happy about finally becoming a community college president because |
could see that community colleges had so much potential as organizations.
She recalled the position announcement indicated the governing board was looking

for a leader who could help the college through a healing process.
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That was such a broken place. From an emotional standpoint | just wanted to go in
there, take the whole organization in my arms and hold them for awhile. Apparently
there had been some shouting with people breaking into tears in meetings, somebody
being grilled on until they broke down and cried, etcetera. In the midst of this, the
various employee groups had turned on each other.
Dr. Whitmore explained how she focused on establishing positive and respectfuligaders
among the faculty and staff and between the administration and all of the engioyps.
She remembered how the employees seemed to be waiting for her to use anger and
intimidation in leading. She described their surprise when someone asked henchlu
were visiting campus, if their mother ever got angry, and they responded:
‘If you're waiting for my mom to get angry, you’ll have to wait a long time. She
might send you to your room to think about your behavior, but she won't yell.’
Moreover President Whitmore shared how she approached her presidency with the
belief that she could lead in a way that would produce substantive changes that would
reinvent the community college culture. She illustrated this point by recallingewad
read about the term “autopoietic” and how the concept suited her leadership beliefs.

The author of Leadership and the New ScieM®g Wheatley, would use the term

autopoietic. Autopoietic means that people can deliberately create the kind of
organization they want to be.
She described approaching her leadership as serving the college in a wasutteat ne the
organization itself and the people who comprise the institution becoming stronger than the

were before she arrived.
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| have been influenced by Robert Greenleaf who first used the concept of ‘servant
leader.” A servant leader is someone who leaves a group better off than he or she
found it, more capable of solving their own problems and more whole. So as
president, | believe it is my job to lead in such a way that these things happen. This is
how | can best serve the organization.
As President Whitmore looked back on her years at this college, she believatetha
did help the college heal, as the governing board desired, through treating espldie
concern and respect and by involving employees in planning and decision making. Other
accomplishments included educating and involving employees in college strategiing
and budgeting processes, bringing increased college services to undersewved are
conducting a successful capital campaign, developing several new programstars] eed
enhancing staff development opportunities. After several years of posijpanses from
the employees and the governing board, she explained how it was apparent tother that
college had become an improved place. Therefore she believed she had accomplished her
goals and it was time to move on to other challenges. The next situation was a large
community college that offered many of the same challenges but on a bigger sca
Features of Leadership
It was evident President Whitmore had spent numerous hours developing skills as a
leader and refining her philosophy of leadership. Early in her life shgmeea leadership
was one of her gifts so she embraced it.
On the Meyers/Briggs I'm an ENTJ. The narrative that goes with that category of
personalities starts with, ‘These people cannot not lead.” It has taken me time to be

in a group and ‘not lead.’
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Throughout her professional development, Dr. Whitmore had mentors who helped her learn
more about being an effective leader. When she was a new professional, a sesigueoll
taught her how to decide where to place her focus when controversial maseers ari

He reminded me to ask myself, ‘Is this taste or is this a matter of principafy

matters simply involve differing tastes. You don’t have to worry about matters of

taste. Save your energy for matters of principle because you have to hold firm on

those.
In addition to learning a great deal from observing and relating to etiddrshe admired,
she acknowledged value for her in reading about leadership and management and attending
diverse conferences where she could interact with people from fields outside aticatuc

| also have always read a great deal, and | have taken advantage of opportunities to

interact with a variety of people from other disciplines and walks of life because |

could learn from them. This habit has really helped me to look at issues from
different perspectives. | have made a deliberate effort to try to look at educational
issues from the viewpoint of a non-educator.

President Whitmore’s descriptions of her leadership included recognizing tha
developing the leadership potential of every member of the organization by invallving
employee groups in the development and implementation of the organization’s/@stiat
was important to the college’s success. She also credited being visionary as ludthesne
strongest leadership attributes and one of her biggest challenges.

One of my gifts is that I've always been able to see the organization at its best. That

picture is as clear to me as the reality is to other people. And so for me, it's just a

very natural thing to move toward this vision. Now over my lifetime, I've had to learn
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that this picture may not be clear at all to other people. It's a pain to have this, too. |
tend to look at things as what we can achieve together. Let’s get started. We can go
there together. Let’s start going there today.
Staff Development
In order to engage the employees she worked with in the vision she had for the
organization, President Whitmore believed in connecting with and maintaining a strong
relationship with the college staff. She preferred to be viewed as approacthbélehan
standoffish, and indicated people were often surprised when she answered her own phone or
that they could reach her at home after hours.
In addition to working on building positive interpersonal relations with employees,
Dr. Whitmore was committed to providing opportunities for all staff to develop theesse
She believed that all employees deserved these opportunities becauss thoghvihe most
valuable benefit an organization can provide for its employees and this was thayé&st w
the organization to optimize itself.

Pierre Teilhard de Chardin has a line in his book Building the Univelsd says,

‘The best way to develop the potential of an organization is to develop the potential of
the people who comprise the organization.” | can still recall exactly where | was
when | read this for the first time. Truly, this was a watershed event in my life as a
manager and a leader.

She adopted the concept by creating many opportunities for all employegito be

increasing their leadership experience including expanding decision-meé&ing aind

creating programs specifically designed to develop leadership skillstandes.
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Generally people want to grow and appreciate being encouraged to blossom. So a
very positive feature of coming into an organization is that there are always
individuals there starving for development. Then when you arrive and begin calling
them to a higher level, they feel a greater sense of self worth and a stronger
commitment to the organization.
In addition, she believed that a good leader takes responsibility for helping topltwede
who encompass the organization.
Robert Greenleaf talks about the servant leader as one who leaves the people he or
she leads better off than when he or she arrived. There’s a line in scripture that says,
‘To each is given gifts for the whole.” | also think it's the leader’s responsitmlity
figure out what those gifts are, and to create an environment where they put their
gifts into service of the organization.
Staff Involvement in Leadership
Once the leadership development processes of all members of the organization are i
place, President Whitmore shared that the result is a healthy colleigh,igvone that is
attractive to those within as well as outside the organization.
A staff member once described our college as a place where ‘people are either
growing or going.” This person acknowledged those who want or need to hang on to
the status quo were very likely to be uncomfortable at the college.
She described using a circle as a symbol of the college community.
Everything we do is out in the open for all to see—except personnel matters—and can
be seen from many different perspectives. Everyone is included in the circle.

Everyone has an important role to play in keeping the circle intact. We’'re holding
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hands around the circle, so if someone starts to go down they have the strength of the
entire circle to hold them up. And since we are all standing on the same ground, no
one has very far to fall and no one is above anybody else.

Dr. Whitmore stated her goal was to h&adeader-full college, a place of wall-to-wall

leadership,”and while the college president has unigue responsibilities such as representing

the college on many occasions, the responsibility for leaderships within tbgecolas

broadly distributed and would vary across situations.
The presidency is not necessarily being out in front, and yet you do have to be ready
to be out in front when that’s the role that’s required. You have to be able to easily
slip in and out of that. And you have to recognize that leadership needs to move
around in organizations. Depending upon what the task is, the person who is the best
at leading that task should be out in front. Obviously, that isn’t always the president.
The president can use these situations to model effective followership.
She reported that despite her best efforts to achideader-full” college, the need

to control would sometimes overtake one or more of her administrators. Shetdtligtia

point by sharing a memory of an administrator who was uncomfortable with college

employees identifying problems and forming task forces to solve these problems
This administrator said to his administrative colleagues, ‘We’'ve got to put a stop this
business of people forming task forces. They should have to come to us and get
permission to be a committee.” Can you imagine how that sounded to me when my
ideal was an organization where people were continually forming groups to solve
problems, dissolving those groups when the problems were solved, and then

regrouping to attack the next problem? | had to remind him that this is exactly what
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should be happening in a healthy organization. Everyone at that college shares the

responsibility for continuously improving the college.

On other occasions, however, the staff would demonstrate to her how they were
integrating their leadership skills to benefit not only their own college bet community
colleges within the state. She shared an example of how a staff member ihed lear
strong leaders share information to help organizations grow and develop.

| have always believed that we have plenty of creative ideas at our college, we have

enough that we don’t have to worry about giving some of them away. | had not

realized how much | actually said that and lived by that until a staff member told me
about colleague from another college who came to learn about a respected program
we had developed. At the close of the meeting the visiting colleague asked for a copy
of the program. My staff member reported thinking, ‘No. This is ours. We don’t have
to give this idea away. If we give it away then they will have it.” And then she said to
me, ‘I said to myself, what would Angela say? Angela would say give it to them.

We'll have plenty of ideas after this one.” And so she gave it to them.

Additionally, Dr. Whitmore shared that a benefit of working closely with all
employee groups to develop their leadership abilities also helped her to improwanher o
leadership skills.

In almost every situation I've been in, I've been blessed with people who have been

willing to help me identify ways in which | could be a better leader. For example, |

recall a staff leader caring enough to review a videotape of me leading a town hall
meeting at the college and point out how and why my behavior came across in ways

that scared or discouraged some employees. We also brought in a consultant to help
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us have more effective town hall meetings. Having my leadership behavior critiqued
in front of the college community was not my favorite experience but we all certainly
learned a great deal about how we could work together toward more effective college
meetings.
Loss
A number of issues led to President Whitmore’s departure from the community
college presidency, but in the end she believed some of the governing board menyders s
wanted a change of leadership.
Change Agent Leadership Style
As discussed above, Dr. Whitmore exhibited a visionary leadership style liaged
on helping an organization grow and change. While reflecting on her difficdérkdap
experience, President Whitmore had come to realize her change agentstyiawe met
with some resistance, as is often the case with other leaders.
| honestly thought they wanted a change agent. | think this happens with boards
when they think they want to be on the side of change, growth and progress. They can
accept it for a time but then they get worried and/or afraid. It's no wonder some
presidents elect to become caretakers.
She also commented how many presidents, with years of experience asnityneoilege
leaders, frequently have had broad opportunities to witness the great ideasngroegich
initiatives that other community colleges are implementing for the leridheir
communities. In addition, she said, this breadth of experience is often gnaaténe

college’s governing board members have had an opportunity to view.
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It is also likely that board members don’t have the same opportunities as presidents
to see good, much less great, colleges. Presidents have usually spent years working
with a variety of community colleges. Thus they [board members] may not share the
president’s desire for the college to move toward becoming all that it could be.
Working with Governing Board Members
President Whitmore explained how she developed and maintained relationships with
the governing board members using a variety of techniques. She created lines of
communication including phone calls, email messages, and personal visits. Shesdttempt
meet with each board member during the month to both discuss items related to college
business and to become acquainted with each other better. In addition, she would participate
in board retreats, and work with the governing board to help determine agendas for the
retreats.
President Whitmore also identified three difficult leadership challethgeéshe was
aware community college presidents may face when working with board mer&bets.
President Whitmore described how individual board members differ greatlyinnaadiness
for the role of being a college trustee. She explained how some of the membédradhave
extensive experience in other types of management and public service indusieesthers
have not. She had learned that some board members intuitively grasp the role of a
community college trustee quickly while others may need time to grow into th®pos
As president you try to be sensitive to individual needs. Some board members need
much more attention than others. Some resent any efforts to help them. While others

are eager to learn all they can in an effort to become an effective board member. Itis
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a delicate balancing act. | think you are always cautious. You always know that
anything you do or say can be misconstrued.

Second, Dr. Whitmore mentioned how personnel issues can be a special challenge for

presidents to explain to some board members, especially if the board member aygemplo

involved have had a connection outside of the college.
When employees are not performing, the president believes she has a responsibility to
do something about that whereas board members may have a long standing
relationship with these staff members and seek to protect them. This becomes a no-
win situation for the president and for the college community since non- or poorly
performing employees are usually visible to their co-workers.

Third, President Whitmore cited her observations, in general, about the leadb&ileipge

some female board members create for some female presidents whetethey @ move

from a professional to a friendship relationship.
Sometimes women board members think they have a new friend, shopping
companion, email confidant, etcetera when a female president is hired. We can’t
really carry that off. That is hurtful to them when the president decides to attend
scheduled meetings instead of going off shopping when attending conferences, for
example. If they just wanted a professional friendship it would be different. What
many women presidents have experienced is that these women have a strong need to
co-opt you completely, and then when you can’t be a part of that you are in trouble.

Leaving the Presidency

Early in her presidency, Dr. Whitmore had identified that the college needed a

facilities plan and the capital to execute the plan, the employees wantedtaibre
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development, and parts of the college service area were perceived as uaderSeme
stakeholders had indicated to President Whitmore how the college was perceived as
fragmented and lacking cohesiveness. Through meetings with the board ektrDste
Whitmore understood and concurred with their desire to have the college operate as
efficiently and effectively as possible. President Whitmore and the gogdroard shared a
belief that it was important to maximize the college’s return on investrmrepgssonnel,
programs, and facilities while delivering the most amounts of quality sereiessmany
constituents as possible.
Community colleges are so very needed in every community they serve so d@ must
our best to maximize the few resources that are available. | understood that all of us
needed to work together to accomplish this.
Dr. Whitmore reported, however, after several years of working on theseiigoatame
clear that some of the board members were no longer supportive of the method in which she
pursued these goals and possibly had not realized some of the consequencessaigtires
agreed upon objectives.
| realized at the time how controversial some of the decisions were but | didn’t know
then, and | don’t know now how | could have avoided the decisions. | also
understand why some of the trustees believed that | was wrong and they were right.
Each of us brings a different set of personal needs and experiences to bear upon each
situation. It is no wonder that we view things differently.
The details of her difficult leadership experience are both confidential and epmple
but Dr. Whitmore had come to understand that while some of the board members

disapproved of the manner in which she handled some issues, it appeared an overarching
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issue was that some of the trustees wanted new leadership. President Wielraveel the
reasons they sought new leadership for the college depended on the individual board
member’s perspective. She understood how they viewed the situation from their own unique
vantage point which likely had been informed by their prior life experiences.

| am reluctant to ascribe reasons why each acted in the way he or she did because I'd

probably be working off the assumption that he or she was motivated in the ways

familiar to my perspective. At best, that would not be a wise assumption. All that |

can say is that given the individual’s life experiences, each acted in a manner that he

or she believed appropriate. It certainly did not feel good to me, but | am confident

that their actions were consistent with their viewpoints. The fact that it waks a 5-

vote added to the lack of clarity. Did | feel a sense of loss? You bet | did! | had been

working so hard to move the college forward during the years that | had been there

and then to have this part of my life suddenly removed really left me in an unfamiliar

place, emotionally.

Commitment to the College

Even though President Whitmore realized that she had lost support from some of the
trustees, she determined that she needed to remain in the presidency out of eneatrtit
unfinished goals and to stakeholders who had supported a college fund drive.

| saw myself as in the middle of accomplishing some goals but certainly not having

achieved all that needed to be accomplished there. In addition, it just didn’t seem

right to have personally asked people for significant contributions and then leave the

scene. As | would be presented with other opportunities, | would explain that |

couldn’t possibly leave now. In my mind, | would be abandoning the ship. In

www.manaraa.com



125

retrospect | don’t know if | would have made the same call. Without the support of

the majority of the board there is little hope of accomplishing much. No wonder a

president colleague says, ‘| wake up every morning counting the number of board

votes | have.’

President Whitmore prided herself on the strong commitments she made to every
position she held in her life. For example, early in her professional career shehad be
long-term member of an organization. She had begun to feel like she was ready to move on
to other challenges when she was elected to an important leadership positionhagithi
association, but rather than resigning she felt an obligation to fulfill thahdament and
stayed with the group a year longer than she intended.

| just knew | couldn’t leave before my term was done. | had been elected by my

colleagues, and | felt like they were counting on me, so | couldn’t back away from my

commitment.

Another key piece of her organizational commitment relates to her visionary
leadership perspective described above. Not only did she believe in organizationsigpecom
the best they can be, but also committed her time and energy to helping therhéalfill
promise.

My intention was always to help the unit or organization move closer to fulfilling its
potential and | was willing to work hard toward this end.
Healing
President Whitmore engaged in personal and spiritual reflection to heal from her

difficult leadership experience. She has also applied what she learned S@muidtion to
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her new leadership experiences; that is, she said she tried to transform th&pain i
useable past.”
Post-Departure Experiences
In the days following her departure President Whitmore felt strong supporh&om
family, friends, and professional colleagues.
There was immediate support from my family, friends, neighbors, and professional
colleagues locally and from around the country. Their encouragement and belief in
me meant a great deal and certainly helped me heal. | will never again wonder
whether | should call a friend in a similar situation.
She also enjoyed the time she spent walking as it was a way to focus her thoughts on he
difficult leadership experience.
| found it very helpful to walk. So | would walk for miles every chance | got. This
gave me the quiet time alone that | needed to heal. It also helped me be able to say,
‘before | got fired’ or ‘after | was fired.” This was a way of integrating the new
reality into my life.
She also felt her spirit buoyed by members of the college community who segthsir
appreciation to her for everything she had given to the college. She was atedcbyrage
of those who openly expressed their support for her.
One man hugged me and said, ‘Are you okay?’ When I replied, ‘I'm absolutely fine,’
(and by that time | was), he said, ‘I knew you would be. 1 just knew you would be.” It
was reassuring to know how many people knew that | was not going to be wiped out

completely for long by the board’s action.
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In the final analysis though, President Whitmore admitted it was a difficnkly
time which ultimately led her to take full responsibility for her choicesthadesultant
outcomes.

After you've been willing to stand up, put your arms around it, and say, ‘It has my

name on it,’ then the other stuff comes after you no longer really need it.

One way she was able to come to this conclusion was spending time writing in hat. jour
She explained how using a journal for many years has helped her to reflect upon and learn
from her past experiences; like sorting out the details of her difficult laigezxperience.

She described the method of journaling she used by explaining how it causes one to go
beyond merely noting events and experiences. She said that by delving deeper into her
reactions to those occurrences, patterns may emerge that result in moreusoinsng.

Dr. Whitmore explained that a very practical challenge for her was findimgthing
worthwhile to do next. After working hard for long hours over her adult life, she said it
seemed odd to have so much leisure time. For a short time she volunteered her s@rvices a
local non-profit agency. She described enjoying being able to give epeagydrthy
organization while she sorted out her next career move. She did not have to wait long,
however, when she was asked to take a leadership position with another communigy colleg

| was really pleased when | was invited to fill in for an administrator in another state

who was retiring. This provided me with the opportunity to invest myself in
community college work again. This was exceptionally rewarding, and | didn’t take

the opportunity lightly.
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Meaning through Spiritual Reflection
Dr. Whitmore explained she looked at life from a spiritual perspective. Shébeescr
her view that life ispart of a much larger dance.”This perspective has provided a lens
from which to create meaning.
| can't really separate out my spiritual life because my life is spirituélope all of
the pieces of my life are spiritual. It was just natural for me to search for the deeper
meaning of this event in my life.
Multiple times, President Whitmore repeated that her experience withcaltieadership
position that resulted in losing her job had played an important role in her spiritual
development. Moreover, she believes the primary purpose for her life is to advance her
spiritual being.
My goal at that part of my life was to become a more spiritual person and that is still
my goal today. Losing my job did not affect my longstanding primary goal. | never
thought of the presidency as essential to fulfilling my primary goal.
As a result, despite the distress she faced during the events surroundinfidodtr dif
leadership experience she believed she gained a greater spiritual uddsgstan
| have come to see that the Universe put me in that situation. It allowed me to be in
that situation so that | could learn from it and so that | could have the deeper
spiritual awareness. That was my gift as a result. It doesn’t matter what your
suffering is; the important question is do you grow spiritually as a result? And |

believe that | did.
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During the difficult leadership experience, Dr. Whitmore reported, she hiatkcethe
leadership position was no longer a good fit for her and believed she was resoued fr
complicated position.
| knew it then, and | know it to be true now. | really think it was the Universe’s way
of getting me out of that situation. Given the circumstances, there was no way that |
could have survived there. The best thing for me was to move on. So in final
analysis, it was a blessing for me.
Personal Integrity
A key aspect of Dr. Whitmore’s spiritual self, she explained, is the importance of
truthfulness in her life. She credits tlstrong influence” of her parents in developing her
commitment to integrity.
They were big on telling the truth. No matter how bad the consequences were, we
were expected to tell the truth. They were also big on integrity. | can’t recalka t
when | didn’'t have a deep respect for integrity. Being whole, of one unbroken piece;
not being different things to different people depending on which would be better for
my purposes; being basically the same in my values over time and across
relationships. | hope I will always elect the high road.
She explained how being a person who values the truth, even when it was not the easy
choice, reinforced how clear it was to make the decision to handle situations honestly.
addition, President Whitmore recognized the importance of maintaining hettineagn if
it meant sacrificing her presidency.
One thing that strikes me as | talk with you is how remarkably consistent I've been

across my life. As I've landed in situations where ethics have been an issue it's neve
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been hard to know what | had to do. It was always very clear because | always come
down on the side of integrity. The consequences of having to live with myself would
be more painful than anything that might have been perceived to be gained by not
being true to myself.
Likewise, Dr. Whitmore understood that while some people also maintained theiityntegr
during the events surrounding her difficult leadership experience, she had dévelope
sensitivity towards others in circumstances where duplicity might bergrek the end,
President Whitmore knew her focus on a spiritual foundation and sense of maintaining
integrity gave her strength both during and after the difficult leaqeestperience.
Lessons Learned
President Whitmore identified several points she could apply to future leadership, her
own or when mentoring others. Specifically she believed that transformatiearaje can be
threatening to some people. Especially a leadership style focused on chaggendnadan
be particularly intimidating to trustees who desire control.
Remember the statement from Machiavelli that ‘those who have most to lose in the
new order are going to be most opposed to the new order’?
Moreover President Whitmore learned how part of being a change-oriented teadezs
making difficult decisions to move a college toward growth, but how some decisions,
especially if they are controversial, may be viewed negatively by boardengnvhich can
lead to a reduced leadership tenure.
Many times when you make a decision you have people who support the decision and

others who don’t. Eventually it gets to you. So if longevity is what you are after, then
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stay with areas that are not controversial. Or, if you think that substantive change
needs to be made, be prepared to move on.
For a leader like Dr. Whitmore, the development of an organization to its fullestiglotent
was important.
If you can move an organization, if you can reposition an organization so it has a
better chance at developing its potential, that’'s what | think leadership is about. For
some of us, that’s clearly our personal mission and what we’ve been called into being
to do, and there isn’t anything more important. So if you've lived your life trying to
be faithful to this calling it is natural to pursue this path even in the face of obstacles.
President Whitmore also believed the health of an organization is influenced by the
physical, emotional, and spiritual health of the leader.
It is really important that a leader strive to become a fully functioning person. The
formal leader sets the tone in so many ways, so a leader takes on a big responsibility.
Her final message she wanted to share with other leaders is about the valeeese pl
upon one’s talents and energy coupled with the responsibility one has for them.
Each of us has been given talents and energy as resources to be invested in the world.
When you find yourself in a situation where your investment cannot be effective, as in
the case where most of your time is being spent dealing with divided bosses, then
have enough respect for your talents and energy to move on. Each of us is
responsible for investing our gifts wisely, so protect your talents and energy, don’t

waste them.
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Conclusion

Although the circumstances of her leadership and subsequent departure weng diffic
President Whitmore believed she handled the situation well.

Although some days felt like surgery without anesthesia, as | replay it, | don’t see that

| had any good options. | was truly between a rock and a hard place. So the only

thing | could do was to be true to my values and not let it get to my core. | believe the
college suffered minimal damage as a result.
She also hopes other leaders can learn from her experience.

| think it's important that others learn from the bizarre kinds of things that happen to

presidents; no-win situations actually exist. They don’t even necessarily have

anything to do with you personally. Often others’ issues are in the driver’'s seat. It’
just the way it is.

There has been life after the presidency for Dr. Whitmore. She has continued to
mentor, work with leadership development programs, assist community collefges wit
strategic planning, and serve in a variety of leadership roles.

This chapter described the leadership story of Angela Whitmore, an experienced
community college president, who was terminated from her position after semiears of
the governing board determined they wanted a leadership change. It examinedenbat
as a result of her departure and how engaging in spiritual reflection on thieeez@delped
her heal. The next chapter interprets the shared experiences of Luoitfee,J@olleen

Riches, and Angela Whitmore.
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CHAPTER 8
INTERPRETING THE SHARED EXPERIENCES OF
JEROME, RICHES, AND WHITMORE
Introduction

The previous three chapters described the individual experiences for eacmpieside
a narrative. While the complexities of each situation merited individual patieent
studying the cases collectively offers insight into the shared aspdetslefship as a result
of leaving a community college presidency under a difficult experience. eAtaned
elsewhere, the interviews with the presidents covered not only the difficiéir &ap
experience, but also the span of their entire careers. As is the case whergstndyi
individual’s situation, the breadth of their personal experiences and interacttbrativars
informs how they respond to questions posed. As such, it was neither possible nor pursued to
separate out the comments the presidents made based solely on their defileuiHe
experiences from their rich, career-long leadership experiences. @ptechummarizes the
common leadership, loss, and healing experiences shared by Presidents B&bes, and
Whitmore and offers interpretation as it relates to existing literature.

Before discussing the collective concepts, it is useful to provide a review of the
similarities and differences among the presidents. All three presidemdVidte women
who were experienced leaders with more than thirty years as communitecolle
professionals. They had earned doctorate degrees with their careeppasiesifwithin the
field of education including teaching at both the secondary and post-secondary levels,
holding several administrative positions within community colleges, includirmg vic

presidential roles, and having prior presidential experience. While most gbridyearation
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for the presidency was gained through a series of higher level admivestesponsibilities
within community colleges, they also commented on how participation in a varietynodlf
leadership development opportunities and involvement in local, state, regional, and nationa
organizations related to higher education and related interests was imfmwhatit their
professional development and desire to serve their communities and the highepeducati
profession. Furthermore, they all expressed an active sense of spiritirakgch case, data
collection occurred several years after they had left the presidency.

Besides the specific details resulting in their departures, theeefavenoteworthy
differences between the presidents related to the goals of this study.leff tiee
presidency by negotiating a different exit status: two retired and onemaisated and they
continued their leadership in a variety of ways: pursuing another presidency,aaking
upper-level executive role, and working as a higher education consultant. In addition, the
community colleges they led are located throughout the United States.

Moreover, it is important to note that while each of the presidents had a difficult
leadership experience that resulted in leaving her position, which wastiasin the
previous case study chapters, the individual situations were both distinctive aneéxcosgpl
stated earlier, the presidents were careful to guard their identiteba details about their
specific circumstances. This chapter is intended to examine the commsidlitieir
leadership experiences rather than to explain the nuances of their departuretord,he
reports the shared experiences that emerged when data was collecalatgdifor all
presidents. These commonalities, while similar, are not identical forpeasident, and the
extent to which each theme played a role within their leadership experieness Wt only

did they answer the questions from their own point of view, but also they indicated that the
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perspectives were influenced by interactions and exchanges with a wideotipresidential
friends and colleagues within the nation’s community college system.

As Chapter Three explained, unlike the cases which included only data from an
individual president, this examination analyzes the data units from all of the individual
interviews and the focus group. The presidents’ own words are used to exemplify the
concepts and are taken from both the individual interviews and the focus groupptandtri
is important to remind the reader that the illustrative quotes are not ndgastated only to
the president’s personal experience during their leadership difficulties.

The issues presented emerged from the data and are illustrated as thelytsdmse
make sense, so they are organized as themes and discussed as a summargratatiorer
of findings to meet the research purposes:

1. Describing and examining the experiences of women who have experienced

difficult leadership positions that resulted in departures from communigeoll

presidencies.

2. Exploring how these women have made meaning from their experiences.
The themes that describe and examine the presidents’ experiences andhexplibreir
meaning was made include: Leaders(@):transformational-feminist leadership; Logb)
challenging situations with board membécg,dealing with power struggles, (d)
commitment to the college; and Healirjg) spirituality and reflection, (f) continually
creating meaning.

Leadership
The purpose of this section is to describe and examine the characteristics and

experiences that Presidents Jerome, Riches, and Whitmore shared as leasigibed
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below are not the characteristics of their difficult leadership positionsrmuanotion of
leadership established on their common views after the knowledge they acouethair
own leadership and leadership in general is applied.

Transformational-Feminist Leadership

In the descriptions and examples of leadership the presidents shared, theg depicte
various perspectives and influences, but their dominating models centered on both
community college transformational leadership (Roueche et al., 1989;-Gdietin, 1989)
and feminist leadership (Astin & Leland, 1991).

The community college transformational leadership model “defined transformahti
leadership in the community college as, ‘the ability of the communitygeoREO to
influence the values, attitudes, beliefs, and behaviors of others by working withr@unght
them in order to accomplish the college’s mission and purpose’ (Roueche et al., 1989, p.
11).

The feminist leadership paradigm gathered women'’s leadership expsyiande
inspired by feminist theory, created a new lens to use in studyingsegdeWithin the
feminist theoretical structure leadership is defined as “a proceskibly members of a
group are empowered to work together synergistically toward a common gasibarthat
will create change, transform institutions, and thus improve the qualitgb{Astin &
Leland, p. 8, 1991).

Since each of the presidents described her leadership style with chstiastefiboth
the transformational and feminist models, examining the presidents’ legderth the
shared aspect of a difficult experience created an opportunity for a newovegnerge. This

view is a result of reviewing the five themes of transformational leadersfie(ce,
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people, motivation, values, and vision) presented by Roueche et al. (1989) and identifying
the similar elements in the feminist theoretical perspective of siayamen’s leadership
posited by Astin and Leland (1991). The resulting elements befitting the presislesuted
experiences are presented as a “Transformational-Feminist, with qaaliadership
Model.” The “qualifiers” indicate limitations to the model’s elements ssiggeby the
emergent understanding that resulted from studying leaders who had “dékpeltiences.”
An illustration of the characteristics of the community college transtoomed leadership,
feminist leadership, and transformational-feminist, with qualifiers, Isagemodels is
found in Appendix D.

This section examines the five elements included in the Transformationaligtem
with qualifiers, Leadership Model as they relate to the presidentlsiglaip experiences: (a)
Involve faculty and staff in college leadership, even if others are uncomforabple;
Collective decision making through shared power, as much as possible; (c) hgaders
development for all employees; (d) Ethics guide leadership, even when thiesiisia
difficult; and (e) Transformative change to benefit the college, may deebhu
Involve Faculty and Staff in College Leadership, Even if Others are Uncomfortable

The presidents described their leadership style as rejecting a top-doetarst by
including many people in the management and decision making of college projects,
initiatives, and policies. They expressed confidence in the collective knovdadgskills of
all employees within the organization.

You don’t have to have a pyramid. Everybody can be trusted, everybody can take

responsibility, and everybody can be productive.
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One president used the concept of a circle to symbolize her commitment to an involved
leadership structure.
| used the circle as a metaphor for the way we were going to organize and run
ourselves. We’'re all standing on an equal plane. We can all see each other. Our
decisions are made out in the open, in the round, where there is no corner and there
is nowhere to hide.
Likewise, each president organized institutional leadership around involvingyfandilt
staff. Not only did they meet regularly with all types of staff groups tewveanput, but
they also involved faculty members in management teams.
If you want to engage [faculty] into the whole work of the institution and want people
really connected, you can't do that when you have got people floating in and out with
directions from the top.
Furthermore, they expected participation from the on-campus staff of outtcervees
like dining, custodial, and information technology. One president was very spbéaiittais
objective when describing the leadership culture of the college to a presgectinology
services contractor.
| told him, ‘Listen if you want to work with our college, you are going to have to be
participative or you're not going to work with us.’
The presidents acknowledged there are often difficulties in creating naganal
cultures where leadership involvement from the employees is the norm be@ayse m
colleges have a long history of traditional, hierarchical leadership. This n®sopported

by a recent study discussing the role gendered community college origausipday in
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women leader’s access to the presidency and experiences once she is initime(pdsly &
Cox, 2008).
Early in her tenure, one president knew teamwork was an important strategyeto unit
her college.
| did things to build a team because there were so many ways in which they had
allowed themselves to be divided.
Another president described the college culture as historically baseditmeratic”
leadership, so she understood how valuable involving employees in college leadership would
be for the college’s success.
| really felt that it was important to develop a team. People from different
departments didn’'t know each other. People did work in silos.
While they believed in the value of engaging everyone in the colleg€esritap,
they recognized how involving many people in the leadership process can fetdriimg to
those who are accustomed to traditional, hierarchical leadership.
A very different type of leadership can be very frightening to those who have a great
deal to gain by staying with the old fraternalistic, command and control style.
One president was criticized by some of her presidential colleaguesltafimgcfaculty
union membership on the executive leadership team, but she believed it wadaritica
include the faculty in college management to ensure their perspectives presenged.
| certainly was chided by my male colleagues when | brought the union president into
the cabinet. They couldn’t imagine that | was doing that. Well, | couldn’t imagine

not including the faculty.
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Regardless of the fear and skepticism, the presidents believed involvingheader
was the preferred and most effective approach becaus&nhstythe process of many
people.” They admitted, however, that while involved leadership was valuable internally, a
times the college still needed a formal leader to represent the organizagiorakbyxt

You need to empower staff to be leaders, but organizations still need a leader

figurehead to serve in various external roles.

Collective Decision Making through Shared Power, as Much as Possible

As a part of involved leadership, including faculty and staff in decision making teams
was discussed extensively by the presidents. Collective decision makingatthewas
accomplished in informal ways like meeting several times a year vatlpg of employees
to receive input about the college and formal ways like expanding typical adatinestr
decision making teams to include members beyond the executives.

We created a decision making group that represented all areas of the college because

the college structure was so complex. They had to learn to work together and to

understand the decisions each area of the college had to make.

Since engaging the collective group in decision making requires sharing itilorma
the presidents acknowledged employees will become accustomed tongdeavid are
likely to expect more of it, so they recognized the power of information isiabhlel piece of
leadership to share.

Information is the life blood of any healthy organization.

Similarly, they agreed empowering staff involvement in the decisions of tlegeol
might result in times when the outcome may differ from what the president would have

chosen.
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If you’re empowering other people to make decisions, you also understand there may
be decisions that are being made that are not the way you would have approached it,
but you're okay with it because you know it was a group decision.
The presidents explained, however, that collective decision making does notmézader
only facilitates without giving input; rather she is also an active participant
| always said a leader has to be more thaa@litator. I need to bring things to the
group, and | need to be an active participant in any discussion.
Likewise, the presidents explained that collective decision making does nstar@geanean
the president never makes decisions. They emphasized the importance of beingltlea
faculty and staff about how decisions will be made, who will be involved, and to what extent
input will be used.

In the beginning, | try to be really clear about how the decision will be made. Often

the message is, ‘We’re all going to make this decision together,” but sometimes it has

to be, ‘This is really about advice, but | will make the final decision on this.’

The presidents recognized one of the downfalls of making decisions by including
many people is that employees become accustomed to giving input, so some indiviguals ma
not accept decisions made with fewer people involved.

The more they are engaged in decision making the more they feel like they should be

engaged in decision making. Sometimes a person will perceive that if not everyone is

involved in the decision then it's wrong. But sometimes the decision making process

has been to use a representative group.
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Also, the presidents underscored how sometimes a leader had to make decisions without
input, especially in situations that regarded high levels of confidentiality lilsoipeel
issues.

The notion of collective decision making concurs with the themes suggested in
another study involving seven women who were four-year college presidents. cihey, t
believed it was important to empower employees through collaboration, shared titfoyma
and collective decision making (Jablonski, 1996).

Leadership Development for all Employees

According to the presidents, another important aspect of involving employees in the
leadership of the college was encouraging them to grow and develop indivakiéders.
This notion concurred with Bennett and Shayner (1988) who suggested women leaders are
obligated to focus on developing other women leaders. They argued, “To believe we have
been effective leaders today, we need to empower other women to realize their awialpote
As women, we have a moral imperative to develop our own peers” (p. 38). Likewise,
Geraldine Evans (2001) while proposing that women leaders are more equippeédrio lea
contemporary situations recommended that developing people is critical faveffe
leadership in the Zicentury.

The presidents recognized how faculty and staff viewed themselves iarrétatheir
role within the college. They realized the employees, regardless of thdiommaneeded
opportunities to develop so they could fulfill their leadership responsibilitiesvitii
organization. In addition, they agreed employees who are strong leaders vape@ant
role in assisting the college in reaching its full potential as an organizationpr€aigent

said employees are often eager for leadership development opportunities.
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Generally people want to grow and appreciate being encouraged to blossom.
In order to ensure leaders were being offered leadership development opportunities
within her community college, one of the presidents established a stafbpienzit fund.
She demonstrated her belief in providing these opportunities to the college eesgbyy
personally financing the start-up funds.
One of the things I'm really big on is staff development because | believe that one of
the main things community colleges have to offer is what we, as the staff, have to
offer. We’'re an educational entity that can offer our skills, our knowledge, our
talents, and our ability to bring people and places together. Offering opportunities to
help our staff develop is the best way to maximize our college’s offerings. Just think
of the value college employees can add to various volunteer organizations across the
community as the employees grow.
Moreover, the presidents identified that they were responsible for sbtaglithe
systems to develop leaders not only by providing staff development experienciss lmyt a
creating opportunities for employees to practice being a leader.
You have to recognize that leadership needs to move around in organizations.
Depending upon what the task is, the person who is the best at leading that task
should be out in front. Obviously, that isn’'t always the president. The president can
use these situations to model effective followership.
While the presidents emphasized offering leadership development opportunities to
employees, they also believed in their own personal growth. They all shared halidthe

not expect to know all of the circumstances they would face when they becarderrdsit
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their belief in lifelong learning meant every experience—even the difiicids—added to
personal learning.
We didn’t expect to have known all the answers as we entered the presidency. | don’t
think any of us even think that right now we know all the answers. If we truly believe
in life long learning, every day and every experience adds to the learning that we
have.
Ethics Guide Leadership, Even when the Situation is Difficult
In addition to their belief in involving the community college employees in college
leadership through collective decision making and leadership development, tbernises
expressed being bound by their guiding ethidadden (2005) concurred with this
conception by suggesting “strong leaders are guided by values. Feminigttmeades a
belief system that is the foundation for the values of many higher educatiamsadators of
both genders” (p. 9; see also Reave, 2005). Not only did each of them discuss the role
personal principles played in their leadership experiences, but also they cftesdr&d
“doing the right thing” as a basis for decision making even when “right” decisions were not
always popular or without consequences.
We make decisions that another person wouldn’t make because they know the
political ramifications. That is, hard decisions, about personnel especially, are very
difficult and often are controversial. We make those difficult decisions becaaise it
the right thing for the college, even knowing there might be consequences.
Likewise, they understood that some people will negatively Wming the right thing,” but

the presidents were committed to their values anyway.
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If there was something | really, really did not feel that was right, | feel like I've

always had the ability to stand up and to give that principled approach. Can that

principled approach sometimes be viewed as too strong or negatively? Probably.

Knowing that the faculty and staff expected her to address a situation with a
troublesome employee, a president described how she made that difficult de@sion e
though she knew at the time there might be professional costs for her.

| think that my staff counted on me to do the right thing and | did. | made the

decision that a lot of people wouldn’t make . . . They counted on me to do the right

thing. And those are the kinds of decisions that some people held against me.
Likewise, another president knew she had to take a professional risk in ordeett thret
institution from fiscal jeopardy by making a decision an employee group deskwgyrth.

So from a principle standpoint it wouldn’t matter. If you were going to say | was

going to be out tomorrow because | stood fast on that, | would absolutely stand fast

on that.

The presidents also suggested, beyond their personal values that the public expects
them to make hard choices. One of the key examples the presidents gave was howv they ha
to make a few difficult personnel decisions which resulted in terminating dadtieé¢
employee rather than transferring that individual to another college posititieyas t
suspected some of their counterparts might have done. They agreed that persmsioesdeci
are difficult but they also believed that their communities expected them to betgoadds

of the public’'s money, and continuing to employ a dysfunctional employee wamoinsgsle.
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We bring a keen sense of accountability to the public for using the college’s
resources—their dollars—in the most economical way possible. And that's why we
go after those elephants that are hidden under the carpet.
They also speculated women leaders may be different from some mals \ehder

may avoid difficult decisions in order to preserve their careers where weaers may

risk career longevity because they are compelled to make ethical decisions.
Women make difficult decisions that can result in damaged relationships. Many men
are not likely to make a hard decision because they can see how it’s going to come
around and get them in the end. A woman is more likely to make those decisions and
accept those consequences because it is the right thing to do. It's the just thing to do.

The presidents’ suspicions about differences between male and female theexiirg

difficult situations are supported by research findings that indicate naalerteare more

likely to engage in “passive management by exception;” meaning, “wéitingoblems to

become severe before intervening” (Eagly & Carli, 2003, p. 817).
Despite knowing the outcome of their difficult leadership experiences, thdgss

all indicated they would not have violated their principles in order to ensure a diffesatt

One president explained how her principles guided her during the events leadingxit her e
| knew if | decided to go a certain direction | was going to lose my job. What to do?
What to do? And | just said to myself, “How do you usually decide things in your
life? How do you always decide hard things?” And what came right back to me,
“You always try to do what you think is right no matter what and then let the chips
fall where they may.” Because you know you can't live with yourself if you don’t do

the right thing. So you just have to do the right thing.
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Transformative Change to Benefit the College, May be Doubted
The presidents promoted a leadership vision intended to substantially transform their
respective community colleges.
If you can reposition an organization so it has a better chance to develop its full
potential, | think that’'s what leadership is about. For some of us, that is pretty
clearly our personal mission. There isn’t anything more important.
This notion mirrors other women education leaders who “cite institutional trarstfomas
the ultimate reward” (Madden, 2005, p. 7).
In spite of their goals to help the college grow and improve for its students and
stakeholders, the presidents suggested carefulness to other leaders. Frnetptireyed
that engaging in the transformational work necessary for the college«tit hem
organizational changes is a lengthy process. What’'s more, they sugbeasitd teader’s
tenure is short then onfgurface” changes can be accomplished.
Second, the presidents agreed that despite efforts to involve employees & colleg
leadership, it can be difficult to engage faculty and staff in the transiorm@abcess
because some of them may question the commitment and longevity of the president: In othe
words, if the employees do not believe the president will be at the college lorghdaou
lead the changes then why should they give their time and efforts to thigvetia
When presidents have a timeline of three to five years in the position, they can’t make
the substantive cultural changes needed to really move an organization forward. You
can’'t do that deep transformational work. You can only do surface things. Short

presidential tenures can build skepticism in the long term employees. They say,
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‘What difference does this make? The president will only be here a few years, so
we’ll continue doing what we've been doing for the last thirty.’
Third, the presidents concurred how some of the decisions necessary to evolve an
organization can result in resentment from some faculty, staff, or govéxmamd members.
| think it's hard for a president to be an effective president and do the things they
need to do for a long period of time because the decisions you are making to bring
about change are affecting lots of people.
While reflecting on her difficult leadership situation one president sughéstéeader wants
longevity then she must minimize her expectations for changing the college.
If longevity is what you are after, then don’t make waves, don’t do things.
The presidents’ perspectives on transformational change are similar to thostesligge
Giannini (2001): “to move a synergistic environment, all employees at the collesiden
provided with the ‘big picture’ and empowered to make decisions affecting théir wor
Information must be shared broadly, and leaders must ensure that the vision and mission of
the organization is reinforced continually” (p. 208).
Interpretation
While the presidents generally viewed the Transformational-Fenhiggstership
Model as the preferred and natural way to lead, occasionally the presidents had to adopt a
less engaged style. This happened when they either made certain typesiafislatone
such as addressing difficult personnel matters or exhibited hierarchbatdbgp
characteristics such as telling administrators they must respond ta@mmgortant to the
success of the college or requested by community stakeholders that theygiyevad

refused to address.
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Eagly (2007), described this fluidity of leadership style as common and expected
within today’s multi-faceted leadership circumstances.

Styles are relatively consistent patterns of social interaction thi&y tgaders as

individuals. Leadership styles are not fixed behaviors but encompass afrange o

behaviors that have a particular meaning or that serve a particular function.

Depending on the situation, leaders vary their behaviors within the boundaries of their

style. For example, a leader with a typically participative style ndigipiay the

collaborative behaviors of consulting, discussing, agreeing, cooperating, or
negotiating, depending on the circumstances. Moreover, leaders may s@netime

abandon their characteristic style in an unusual situation. In a crisisafopbx a

leader who is typically participative may become highly directive becamngrgency

situations demand quick, decisive action. (p. 2)

This leadership flexibility may have been particularly difficult for samm®loyees to
understand, however, if the presidents previously had very few reasons to need to make
leadership adjustments.

Likewise, some staff may have wanted and expected to have constant involvement i
decisions. Although this level of involvement was considered ideal by the presidents, t
reality of the presidential experience requires occasions when decision® feemade
without the benefit of group involvement (Eagly, 2007). The presidents described how they
had explained to employees that occasions would arise when they would need to make a
decision alone, but some of the employees may have disregarded, forgotten, or

misunderstood.

www.manaraa.com



150

Furthermore, the presidents exhibited a commitment to making decisions based on
their guiding principles. This may have given them confidence in makingutliffiecisions
they viewed as being in the best interest of the college about personnel, progchms, a
initiatives. Because of confidentiality issues, the presidents may have nalidled¢o
provide the level of rationale necessary to fully justify their perspegtsceit may have
appeared controlling and may have seemed inauthentic to some people. Finddyt@imi
the ACE/OWHE roundtable participants who believed a “compelling vision” aalls f
“perseverance” (Brown et al., 2001, p. 11), the presidents also believed in maintaining a
vision for the college, but warned some employees may be skeptical of theiitowmntrio
the vision.

It seems if a president wanders from an expected leadership style, evemafeator
the situation warrants it, this behavior can contribute to a difficult leadergbgpience. If
other individuals are searching for opportunities to make troublesome circursstamge
inconsistency in leadership becomes open to scrutiny.

Loss

This section is intended to examine the types of shared difficulties Prssidéeome,
Riches, and Whitmore identified that leaders could experience. Three common areas
emerged. First, they identified some challenging situationsderetsi may face with board
members; second, they encountered power struggles with a couple of women coonected t
their colleges, third, they felt a deep commitment to the college, so leawag difficult.

Challenging Situations with Board Members
The presidents indicated feeling great respect for the governing boaydsatd

worked with at their community colleges. They believed they maintained positive and
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productive working relationship with them throughout most of their presidencies. In spite of
years of great partnership, some leadership difficulties arose. To mantmymity, the

specific difficulties the presidents faced with their governing boards nmsine

confidential, but they made several observations, drawn from their entirescamelethose
shared with them by colleagues, on the types of situations community coksgdepts may
encounter.

The common types of leadership difficulties a community college president ca
encounter while working with the governing board and the shared challenges a president c
face with a few individual board members can be illustrated by six situatiors,
sometimes board members can involve the president in conflicts among themselwed, Sec
sometimes a governing board member will make erroneous statementntpatentially
mislead a governing board decision. Occasionally, when this happens, the presideat may
compelled to take corrective action so the college is protected. Third, sometnees
board member has difficulty understanding his or her responsibility as a cotycuall@ge
governing board trustee. When the board chair and existing board members failttee hel
new members comprehend their roles, the president often has to provide the knowledge.
Fourth, sometimes new governing board members will join the board with an ulterior agenda
such as overturning a past college decision or manipulating the college’®direc way
that benefits either themselves or their constituents. Fifth, sometimes boabedraevill
create or maintain relationships with college employees. These typdatminships are to
be expected due to the local nature of community colleges but they become troubtesome f

the president when they are used to advance the personal agenda of an individual board
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member or a college employee. Sixth, sometimes being a female prasillences how a
governing board member works with the president.
Involving the President in Intra-Board Issues

The presidents shared how a president’s responsibility as leader oflége col
sometimes contradicts her role as employee of the governing board wheeghecied to
handle a difficult board member or manage a controversial board situationédotteabsard
chair or other board members do not want to address it themselves.

It is difficult when a board member takes a contrary position from the other board

members. But it is particularly hard when the board members don’t want to address

the situation; instead they want the president to handle it.
Moreover, they described how difficult it is for a president to be drawn into the noidale
long standing conflict between board members. This type of challengéghger uncommon

nor new (e.g. Fisher, 1984).

One interesting thing that happens is when one board member gets angry or annoyed
or frustrated with another board member and they try to run that through the
president. They try to make the president the third person in the disagreement. Often
that disagreement has its roots years and years back. A president can’'t do whole lot
about that, but they can sure get put in the middle of that very easily.

The presidents also believed a strong board chair was important to protecting the

president from being drawn into intra-board issues. This notion is also supported by

O’Banion (1989) who suggested the chair is the board member responsible for supervising

the board members’ behaviors. To illustrate the value of a strong board chair, aenpres

described how she viewed effective and ineffective governing board chairs.
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A strong board chair keeps the meeting on track by keeping those verbal and hyper-
critical board members from controlling it. They focus on following the board’s
policies, and help board members understand that their role is to hold the college in
trust. While they seek the common good, their job is not to micromanage but to work
closely with the president to fulfill the organization’s mission. On the other hand, a
weak board chair needs to be liked and needs to have approval for the things they say
and do. So it's more difficult for them to do those things that a strong board chair
does like preventing someone from taking over the meeting or reminding board
members of their role because they fear disapproval or being criticized.
Correcting Misleading Information
The presidents indicated they believed one of a leader’s responsibiiBe® wnsure
the governing board had accurate information with which to make decisions. When an
individual board member presents incorrect information which can influence the gaoverni
board to make a decision that would harm the college, the presidents believed lezdi&rs ne
offer clarification even if there is a possibility that doing so will jeop&diboard member’s
opinion about them.
If a board member, for example, is saying something that is untruthful, and presents it
in such a way that it appears it's a fact, and the rest of the board is going to make a
decision on it, a president often feels compelled to share the accurate information. |
think this can be done for a period of time—and | don’t know what the period of time
is—but I think that is one of the little things that can build resentment.
They agreed that each time the president has to take corrective action wiiveual

board member there is potential for her relationship with that board member tedbedaf
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Every time a president has to step in and do something the board really should be
doing, like managing errant members or handling conflicts among themselves, it can
be viewed negatively. Somehow at an unconscious level some board members might
begin to believe they are being told, “You’re not doing your job.’
Helping New Members Understand the Role of a Trustee
The presidents reported that it often can be challenging for a leader toimainta
progress toward transforming the college when new members join the board (Alsbury, 2003;
Boggs & Smith, 1997; Brown, et al., 2001). In particular it is difficult when there is annual
turnover of trustees (Amey, Jessup-Anger, & Jessup-Anger, 2008).
Every year new members join, so the governing board is changing. As a result, a
president doesn’'t have the cohesiveness of an established group. A president is both
adding somebody new and trying to build a strong board team while also trying to
maintain momentum toward the college’s goals.
They also commented on how difficult it is for a leader to help some new trusteekave
never been involved with a prominent organization like a community college governing
board, to balance their perceptions of personal power and prestige in this newthrolteivit
responsibility for the college as a whole and its stakeholders (Davis, 2001).
The elevation of a board member from a regular community citizen to suddenly being
a public trustee can be difficult for some people to handle especially if they have not
had the opportunity to develop a sense of responsibility for power.
Furthermore, the presidents admitted it can be difficult to deliver the statesngowboard
members expect.

It can be a real struggle to give board members the kind of prestige they want.
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In addition to managing issues of power and prestige, the presidents described how
difficult it can be to help some new trustees to understand the division of respoesibilit
between the governing board and the college’s administration (Davis, 20@t;&Bthelan,
2008). While many governing board members have been community leaders on other non-
profit boards, the presidents agreed the community college trusteeship isfégrémdi The
difference, they said, is unlike community colleges with large staffs, rajit-prganizations
often have limited resources to hire employees, so the board members arelfrequent
involved in the organization’s administrative functions. For example, an attorney might
provide legal advice or a banker might provide accounting services. Likewisegsisepts
said changing how they perceive and perform their role away from an opefatotisn to
a policy setting responsibility can be difficult for some new board mestbaemderstand.

The ideal is that board members are well-developed for their responsibilities and that

they have a clear understanding of the policy role versus the operational role. That is

easier to do with people who have had policy role experience.
Dealing with Ulterior Agendas

The presidents also reported some trustees may have individual agendas they are
striving to accomplish (Davis, 2001; Potter & Phelan, 2008). Sometimes those agendas are
apparent and obvious and sometimes those agendas are hidden, but it can be particularly
difficult for a leader when those agendas are contrary to the best intetlestrgtitution.

They agreed it can become especially hard for a president to managettiaisms when
the board member is engaging, articulate, attractive, charismayielas powerful influence

with the rest of the trustees.
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Sometimes individual agendas can turn a whole board around. If the board is
influenced by a powerful and charismatic member who is pushing his or her agenda,
then other trustees might respond to that type of personality and support his or her
position.
Similar to the issues described above, they wondered if the president seestelmiig
moved in a direction that is contrary to its best interest by a powerful and chiariboard
member because the other board members are being influenced by this epgesginghow
she is supposed to respond.
If a board member has his or her own agenda, and the rest of the governing board is
allowing that person to dominate, and no one else takes an alternative stand, what
role should the president play?
Managing Employee’s Relationships with Board Members
The presidents acknowledged that often community college board members and
college employees know each other. They indicated employee and trusteeskips are
most troublesome, however, when board members and college staff merge to push their
agendas. The presidents agreed when a faculty or staff member has cdeémabout the
college leadership or the institution’s strategic direction and they haatedran alliance
with a similar minded board member then they may use that connection tot&acilita
administrative or policy change outside the leadership of the president.
The right type of board member and the right staff member may come together with
their own agendas that are difficult to overcome.
Similarly, when conflict arises between the president and an employeebsarmemnembers

may support the employee over the president.
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Some board members have a long, long history with staff members. Their loyalty is
often going to be to those staff members.
In addition to relationship coalitions, the presidents described instances ttecfamdiar
with where some staff or faculty members had recruited trustees to aiggveoard. They
agreed that when this happens the employees often feel a sense of ownerghip lovard
member. This can create another opportunity to promote their agendas because the board
member may feel loyalty to the employee who helped him or her join the board.
If an employee group recruits a person to be on the board—whether it's an elected
board or an appointed board—they often think they have access directly to those
individuals. They even talk about ownership of the seat on the board by saying, ‘This
is our person.’
Being a Woman Leader
While the presidents were hesitant to acknowledge it, they suspected tha being
woman can contribute to creating a challenging leadership experierieenfde presidents.
They shared several examples to illustrate this assertion including Snggesne
governing board members may not be prepared to work with a woman, suggestirakthis la
of experience by some board members may result in minimizing a woman prsside
leadership capabilities, and suggesting women leaders are vulnerable to lagaty tre
differently than male leaders in similar circumstances. Eddy and Cox (20068)mend
that women need to realize how leadership is influenced by the concept of gender.
Moreover, they assert how “women are often penalized for acting in wayaw¢hadtside
what is expected . . . . [Therefore] women needed to act tougher to meet expectedesork

but could not appear too tough” (p. 74; see also Chin, 2004; Eagly, 2007).
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Limited Experience with Women Leaders.

The presidents acknowledged that governing board members often lack experienc
working with female leaders. They suggested this limited exposure mighireaglustee’s
skeptical reaction to the ways many women lead. In addition, they wondered ibsarde
members may be excited and feel progressive when a woman is namectpadsior
college but are unable to adapt when their perceptions about leadership are ethdleag
woman leader.

They get excited to say, ‘We hired a woman.” And at another level they may not be

ready to work effectively with a woman or treat her like they would a male president.

One of the characteristics the presidents identified that can be troublessomé
board members to understand is the notion of involved leadership exemplified by
empowerment and collective decision making. They suggested this way of leaging m
appear to be weak to some trustees or employees who are more accustomaarchéchle
command and control leadership style.

Women'’s leadership style is much more about relationships; certainly not about the

power structure. Does that mean that a woman could be viewed as more vulnerable

in difficult situations? | think if there are people that don’t perceive empowering

leadership as strong leadership, they might not view a woman as capable or as a

strong leader.

Similarly the presidents contended there are occasions when perspectioesanf sv
leadership abilities are diminished because some board members may sugtjéfstudte

of the job itself is somehow lesser because a woman is performing the work.
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Some board members think because a woman has the job it isn’'t a very hard job.

Apparently women make it look easy.
Moreover, they were also familiar with how other female presidents hadltwitletheir
governing boards promoting that a female president needed gender balance in the
administration, so they were expected to hire a man as second-in-command. itleatsres
had the impression that their male counterparts had not faced a similar gapeothire a
female vice president. In other words, the governing board was emphasizinghgade
gender balance over hiring the best candidate to fill an upper-level adatinespost.

I've heard stories from other female presidents that their board said, ‘Now that we

have a female president we have to hire a male vice president.” It would be nice to

get to the point that we can have a female president and we can have a female vice
president without people thinking there needs to be a gender balance.

Women Leaders Face Double Standard.

Furthermore, the presidents believed that some governing board membersceaty
behavior by male leaders that would not be tolerated by female leaders. One of the
presidents had been told about a governing board at another college who ignored a male
president’s long time extramarital affair. She speculated the sdmagibefrom a female
president would be unacceptable.

| was told he started an affair with a staff person right after he started the presidency,

and it was still going on when he left. I'm just mystified. | don’t understand. If a

woman were to do that she’d be fired on that alone.

In addition, the presidents thought women were more likely to be criticized about

attending women'’s leadership events; whereas they believed men could tékenmoa off
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to go golfing or to a ball game without disapproval because these types diesctike seen
as acceptable forms of networking.

Male colleagues are much more likely to go out golfing during a workday afternoon

because it’s all part of the business. Women are much more reluctant to even take

time to go to women’s CEO professional events. Maybe women’s own insecurities
make us feel that we aren’t worth the same opportunities. We certainly bedeve

will be more readily criticized.

Many of the assertions the presidents suggested were similar to sswuasmen
presidents in the ACE/OWHE roundtables discussed including how making decisions that do
not fit female gender-based perceptions can create challenges ésidept’'s leadership,
how boards who hire their first female CEO are often not prepared to work effgutitre
her leadership style, how presidents should not assume female board memliersiblél to
more effectively work with them than male members, and how “success in a pegside
requires that the board share the president’s vision and provide her the resoactesvie
it” (Brown et al., 2001, p. 11).

Even though the presidents were keenly aware of the influence a presidengs gend
plays on perceptions about her leadership, they were careful not to place respofwsibili
their own leadership difficulties solely on gender issues. They agreed, hothav¢ney
could not deny the possibility either.

| don’t think any of the three of us would want to hide behind gender or raise it as a

big unnecessary flag, but | think the reality is that it's there.

In summary, the presidents shared six common situations with board members that

could be challenging for a president’s leadership.
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1. Sometimes board members involve presidents in conflicts among themselves.

2. Sometimes the president has to take corrective action to protect the chleaga w

governing board member makes erroneous statements that can mislead thegyoverni

board.

3. Sometimes a new board member has difficulty understanding his or her

responsibility as a community college governing board trustee.

4. Sometimes new governing board members will join the board with an ulterior

agenda.

5. Sometimes board members and college employees will create or maintain

relationships to advance their personal agendas.

6. Sometimes being a female president influences how a governing board member

works with the president.
Interpretation

Governing board members can place a president in a very difficult leadershipnposit
if they try to engage her in intra-board disputes. When governing board chanthand
members rely on the president to handle internal board problems, they are pkacing th
president in a very tenuous position in the short term with the difficult board membaer and i
the long term, potentially, with others. Furthermore, although she may demorsrate t
leadership experience and skills to be able to manage the situation, it is unfair and
inappropriate to ask her to do so because it sends the wrong message to both the president
and the governing board members about the balance of their respective respessilili
addition to internal board issues, governing board chairs and members careaatEhip

difficulties for their presidents when they do not appropriately fulfill thespoasibilities in
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educating new board members about the role of being a college trusteg,dw tiot seek
out and confront hidden agendas that are contrary to board policy and the college’s best
interest, or they create an environment where promoting untruths and manipulating
information is acceptable.

Despite greater numbers of women in the CEO office, it is still difficult to coactte
the sexism they face. Women are in a double bind because while needing to exuitdieeff
leadership to promote and advance their organizations, time and energy must also be spent
addressing misperceptions and stereotypes about the ways they lead (Chin, 2904; Eag
2007). As a stand alone issue, it is still something women have to face that men do not, but
when combined with a leadership circumstance where a few people have aljeridas
and approaches counter to the woman president’s, the issue of sexism can influence a
already challenging situation.

Dealing with Power Struggles

Despite the presidents’ empowering leadership styles, they shared hamooalta
during their presidential experiences they had interpersonal challeitbesther women or
knew other women presidents who had. They expressed concern over the conclusions that
might be drawn when it was revealed in this study, and were hesitant to admithaalv i
impacted their leadership experiences. Interestingly, this issueescormmon than the
presidents may have realized. The women presidents who patrticipated in tHeVRGE/
roundtables also indicated conflict with other women as one of their difficultie=fdrying
to it as “sabotage from within” (Brown et al., 2001, p. 6).

The presidents described difficulties that involved a female employeerar boa

member who tried to engage the woman leader in a power tussle. The first type rof powe
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struggle relates to other women believing they deserve to be in the presideiti@h péor
example, the presidents suggested the female board members may be initigdhpud
they have a woman leader, but then some women begin to feel they should be in the
leadership position another woman was appointed to.

Some women board members may want the presidential position because they want

what they see the president having.

Similarly, the presidents reported knowing female staff or other woffieated with the
college also perceiving that they could perform the presidential job just laaswieé woman
leader.

| think there are some women who think, ‘I could do that job. This isn’t so great.’

They sort of find ways to dig at you.

The second type of power struggle the presidents described was when another woman
seemed envious of the attention the president was receiving on behalf of the.coley
speculated some female board members and staff may desire theratiadtprestige often
associated with a presidential leadership position such as access to influesytial or
receiving accolades for college successes.

They see the success the president receives in the community. They ligar posi

comments about her, and they want to receive the same kinds of praise.

The third type of power struggle described by the presidents involved women who
expected a friendship from them.

| had a female board member one time, who wanted to go shopping with me, and she

wanted to be my friend, and she wanted to expand our relationship beyond being a

board member.
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Relationships with some female board members became particularly s@uleléor the
presidents when they rejected overtures to pal around.

They may treat a female executive differently. More like a colleague or one of the

gals at the water cooler, and expect that kind of interaction. When you reject those

types of relationships because you want to maintain a professional one, some female
board members may be surprised and hurt by this. Some of them don’t understand
that you want to keep your professional and personal lives separate.

Likewise, they described how a female board member can turn from an allp into a
adversary once she realizes the president disagrees with her stance ve toeissllege is
facing.

When you take a different position about an issue, then some of the female board

members can’t accept it, and before you realize it they have decided to become

adversarial with you.

The fourth type of power struggle related to the other women exhibiting their own
power. The presidents knew about instances where a woman collaborated witlula diff
board member to create leadership problems for a woman president, or a female
administrator attempted to exhibit her own power by withholding information iagtty
isolate the president from key stakeholders.

It was after the meeting with the governing board that the relationship became

difficult with this woman. | now have come to believe that she was trying to assert

her power and her power over me, but when the governing board defied her desire to
have me spend more time on the activities she wanted, she saw this as a risk to her

power, and she blamed me for that.
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In summary, although the presidents hated to admit it they had each experienced or
were familiar with various types of power struggles with other women dureigdareers
including feeling like they deserved the leadership position, envy over émti@ttthey were
receiving, expectations of a friendship, and exhibiting their own power.

Interpretation

The power struggles the presidents experienced with women may have bedrtaelate
a concept referred to as the “Power Dead-Even Rule” which is defined as:

a breakthrough in understanding the complex and often baffling love/hate

relationships women have with one another. . . . For a positive relationship to be

possible between two women, the self-esteem and power of one must be, in the
perception of each woman, similar in weight to the self-esteem and power of the
other. These essential elements must be kept ‘dead even.’ (Heim, Murphy, & Golant

2001, p. 53)

In the presidents’ power struggle situations a few issues may have besnt.pFasst, the
presidents as inherent to their positions were engaged in “legitimate polienh’iw one of

the six types of power recognized in 1959 by John French and Bertram Raven. dtegitim
power is based on a person’s hierarchical position within an organization (Heim et al., 2001,
p. 24). The president is the top of the hierarchy within a college, so the person ocdupying t
role receives legitimate power based on her leadership position.

Second, the women involved in the power struggle may have had a lessened sense of
self-esteem which is described as “how well you think of and value yourself, how much
you're worth in your own eyes, and the power you allow yourself to have” (Hain e

2001, p. 35). While it is difficult to know for sure, the women involved in the power struggle
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may have regarded the presidents as having more power and self-esteemnihéeother
hand, they believed they possessed less; the relationship then violated the “PadvEvére
Rule.”

Third, the women involved in the power struggle expressed reactions consistent with
Nietzsche’s notion of resentment, “when one lacks some value, yearns to be the person w
possesses it, and then seeks to undermine that person” (Tanenbaum, 2002, p. 55). They
exhibited resentment by finding opportunities to increase their own power and ureléren
president such as trying to covertly manipulate people, creating conflict foresidents,
and collaborating with others, often men, to challenge and diminish the power theyquerce
the presidents as having. These actions are similar to a power strategy kricaalition
formation” where the goal is to create alliances to oust the leadergHayqua, & Cangemi,
2001).

Fourth, the presidents who viewed their leadership as collaborative and
empowering—particularly exemplified in their preference for slgagliecision making and
regarding power as energy—may have been unable to immediately see thisomes a
issue because “power is in the eye of the beholder” (Heim et al., 2001, p. 58).

Within a community college presidency it is neither possible nor reasonable to share
power 100 percent of the time (Fisher, 1984). But individuals who do not possess a
sophisticated view of the presidency may have deemed the presidents as hbanding t
power during the times when they made decisions alone. With some people, in this case
women, who have both difficulty understanding the complexities of power and decision

making in a community college presidential leadership position and a persomdé age
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advance themselves, the struggle for power becomes more apparent and chdbergin
leader to manage.
Commitment to the College
Each of the presidents described feeling a strong commitment to her onganizat
which made leaving the college difficult, and regardless of her personal difscsihe also
felt loyalty to ensure the institution was protected.
Dedication Made Leaving Difficult
As they reflected on their leadership experiences the presidents agreddepe
commitment to advancing the institution and their strong relationships with the employ
and community stakeholders made leaving the college very difficult.
We have a real deep commitment to an institution and to a mission, and we're really
reluctant to walk away from that commitment. To us it's more than a contract, it's a
commitment.
One president shared how she was bothered by a comment she heard about presidential
tenure, and how she realized she was upset by it because she had devoted herpglfteo dee
the college.
Someone said, ‘The president is a commodity. The president comes in, does some
bidding, and when that's over leavest’just made my insides roil. | began to
understand | felt appalled because I'd taken the work so personally.
Another president explained how her interest in the success of the people whoexbtheris

organization influenced her commitment to the college.
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You feel very dedicated because you really care about the individuals within the
institution. You remember how you have been able to help support their personal
advancement.

A sense of wanting to finish the transformation they had started was prevaterg a
the presidents. One of them admitted she had recognized, at some point before her
leadership difficulties began that the time had arrived to leave thgedliea new
challenge, but she remained in the presidency because goals were y&irphated.

| knew at one level that | needed a new challenge and opportunity, but at another

level | kept thinking there’s nothing else | really want to do. So why would | leave this

college when there’s still more work we can do?

They also discussed in the focus group the idea that there may be differéaneenbe
the endurance of men and women in leadership positions. They wondered if the
commitments women leaders make within the college may influence how long rtiey re
in a difficult situation and they suspected that a male leader’s priorityomayore about
career preservation rather than an obligation to long-term organizationabtraatson.

Because women feel this commitment and loyalty to the organization they may not

step away from organizations as fast as men do. Maybe our relationships influence

how we just don’t seem to extricate ourselves from the situations. We belieme we

solve difficulties if we persist long enough, hard enough. Where men might be more

ready to say, ‘This isn’t working right now. I'll just cut bait right now and head off.’
The notion that women may be accepting leadership positions in more challenging or
precarious organizations concurred with some of the existing research (Bralwr2601;

Ryan & Haslam, 2005), but the female presidents in the ACE/OWHE disagreeal that t
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women leaders career longevity was less important than the institutionéheyeading
(Brown et al., 2001).
Protecting the College

Regardless of the difficult individual leadership situations they were deaith, the
presidents further exhibited their commitment to their colleges by mggeattions that might
damage them. They were proud to share how they ditfigbt publicly” to defend
themselves or preserve their jobs, how they focused on exiting gracefully scdoragos
would continue to view the college positively, and how they worked doggedly to finish
projects.

People had given to the college, and | felt a commitment to stay there to see that

capital campaign through. | couldn’t leave because of the commitment | felt to the

community.

Another president emphasized she would not go public to defend herself so the
college and the students would not be hurt in the process. She did not want any of the
negativity about what was happening to her to negatively affect the institution.
Interpretation

The presidents shared a strong loyalty to their community colleges as deteahs
through their commitment to transform their organizations. Engaging in saniftbange
efforts requires a long-term commitment. It may be possible their geatation influenced
how the presidents viewed their leadership roles within the organization, palticulaght
of how devoted they felt toward the institution and its people. Two of the presidents had
been in their positions at least ten years, but focusing on achieving their college’s

transformation may have affected their own career advancement. Fimallgyalty they
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maintained while experiencing their leadership difficulties resulted inqinogethe interests
of the college ahead of protecting their own.
Healing

The purpose of this section is to explore how Presidents Jerome, Riches, and
Whitmore processed their difficult leadership experiences and to describe lyowehted
meaning as a result. Although the presidents alluded to feelings of hurt, amdjéetrayal in
the immediate aftermath of their departures, they had evolved beyond those ram&inot
the time they were meeting with me to gather data for this researchtpaojgendicated
they had basicall§put it behind” themselves by the time the results were being written.

In addition to the strong support they felt from their families and friends, the
presidents had developed similar approaches to exploring what this experearnteon
them. The common technique was personal reflection grounded in their individual
spirituality. Naturally, they indicated engaging in reflection was rreguent during the
difficult leadership situation and the events surrounding their departures, but dheynha
to accept that new meaning and conclusions to help them heal would continue to emerge in
the future.

Spirituality and Reflection

The presidents indicated that spirituality had been a source of healinghfrom t
difficult experience. All three respondents were raised with a strong @hrfstindation
where attending weekly church services was typical, but they describeduttent faith as
being more individually spiritual than practicing an organized religion. Regardféhow
they labeled their faith, they expressed that their spirituality hadisadtthem during the

most difficult times.
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If there is a major change that is happening to someone and they have no spiritual

grounding or no faith that gives them support, | think that would be a lot harder.
In addition, they indicated their faith gave them determination to survive and movhkipast
challenging experience.

| think you will find that we all have a deep spiritual sense and bearing, and that that

has given us fortitude and the ability to go forward.

Similarly, each of the presidents indicated personal reflection wasiakseiielping
them understand the significance of experiencing a difficult leadernsingien and why it
resulted in their leaving the presidency. Their contemplation activiges Both structured
like reading inspirational works, writing in journals, and participating inesgdforation
workshops and retreats and unstructured like spending time thinking while takinky a wal
caring for a pet, or driving.

Moreover, the presidents indicated how examining their difficult leadership
experiences and the events leading to their departures yielded ses@yaédes, many of
which were presented earlier in the Leadership and Loss sections of the.chaptiition,
they had concluded that the act of reviewing their difficult leadershigiexpes helped
them to grow and develop in their leadership.

Each of us has been very introspective so we could better understand our own

leadership. . . . The more you know about yourself the better you're going to be able

to be an authentic leader within an organization.
Likewise, they had come to believe that despite having had negative expereycesuld
not allow concerns about disloyalty to influence how they interact with stdf€alleagues

in future situations.
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How do you not allow any regrets or hurt feelings to shadow or cloud your
experience in a new organization? Well, you use that past experience in a way that
can help you be a stronger and more effective leader.
In addition, they also believed that reviewing their difficult leadershigea&nces and
understanding its significance allowed them to take responsibility fomgwact they may
have had on others.
We need to know ourselves and to be able to master ourselves, and to know our
strengths and our shadows. And to know how our shadow has an impact on the
people with whom we work. And to be able to have self-mastery over that shadow so
that it doesn’t darken another person’s experience.
Continually Creating Meaning
Besides the discoveries they had made about their leadership through gpiatali
personal reflection, the presidents mentioned how they often have been exposed to new
experiences and opportunities that helped them advance their understanding of past and
current experiences. For example, they mentioned how participating gtutiyshad helped
them realize they were not alone or unique in their difficult leadership empesie
What a healing experience that focus group was for me. For the three of us to share,
and find our commonalities, and to know how deeply others were affected by the
same type of experience as | had.
This research project may have facilitated a way, through the focus growty afor the
presidents to add to their leadership growth by offering a “safe compaepple who are
willing to witness each other’s stories, without necessarily trying to da anfithing”

(Ackerman & Maslin-Ostrowski, 2002, p. 122). Moreover, they admitted to seeking out
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specific opportunities where they could grow and uncover additional meaning about this
experience and others in their lives.
| keep exposing myself to experiences that help me reflect and give me new
information on things | could have done differently, or things that were inevitable, or
things | need to learn about, or accept.
Since their emotions about the difficult leadership experience had softenedgetieeable to
express some humor about it.
I’m not sure | would say this is the best thing that happened to me, but | had had a
meteoric, fast, and early rise. | had really never had any failure in my professional
sphere. If you've got to get whapped, you might as well get whapped big.
In the end, rather than dwelling on what might have gone wrong, the presideresirajgec
notion of viewing their presidencies as failures. Instead they emphasiagzhthef success
they had enjoyed in their positions, noted the great improvements they had brougint to thei
colleges, and pointed out the positive opportunities they had created for students and
employees.
It wasn't a failed presidency. When you use objective criteria like money raised by
the foundation, increased enroliment, enhanced visibility in the community, and
improved reputation it's real clear that during my leadership, by working with lots of
people, we brought the community college to a very successful place.
One of the presidents expressed pride in her presidential experience.
This might sound corny but I'm proud of all of the things | have done and feel really
good about my presidency.

Another president simply said,
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| feel really good about my time as a president.

The presidents agreed, although it was doubtful they could have changed anything to
alter the ultimate outcome, they were proud of how they handled themselves dering t
difficult circumstances.

| couldn’t have done anything differently when | look back over it. | was truly

between a rock and a hard place, so the only thing I could do was to carry it off with

dignity.
Interpretation

It was evident the presidents had healed from the difficult leadership exqaerie
because of support from those who knew and loved them best and reliance on their
spirituality. The concept of spirituality is well connected to leaderstaaye, 2005) and a
recent study where community college presidents and chancellors desenibeetvs of
spirituality in their leadership indicated spirituality was considered an tangaglement of
self-care and renewal (Walker & McPhail, 2009). For the presidents inubis steir
spirituality was a place to retreat where they could review theicdiffieadership
experience in light of their spiritual relationships and foundations.

Interrelated to spirituality, the presidents’ practice of self raflacterved both to
further their healing and to create knowledge and meaning about their tlffadgrship
experiences. This notion is confirmed by Dantley (2005) who suggests refkautive
spiritual endeavors can assist a leader to a deeper understanding abowt fighatand
just” (p. 15). In addition, engaging in personal reflection activities has beeadstadi
community college presidents and found to enhance a president’s leadership rale(Stoe

Davies, 2007). The presidents in this study reported believing that reflection alout the
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difficult leadership experiences resulted in improving their leadership bvéraither
words, “after evaluating their own [leadership] performances, [thegbdes what works
and what does not” (Roueche et al., 1989, p. 4).
It was clear the presidents rejected the impression that their presgieecefailures
even though they ended under difficult circumstances. In direct contrast witbtibwes of
failure leaders suggested in other studies (Brown et al., 2001; Ward et al., 1998y,Whis
1988), the presidents in this study focused on the enhancements they had brought to their
colleges and the successes they had helped students and employees achieve.
It appears the presidents recovered from their difficult leadership expesien some
of the same ways meaning was created by school superintendents who had alencexpari
difficult leadership experience resulting in a departure from their positions
Woundedness [from a difficult leadership experience] is a double-edgeddt le
sword. A wound has the potential to be a catalyst for the leader to grow or be
enmeshed in crisis. The wound presents the leader with an opportunity to explore and
guestion the actual foundation of her leadership or herself. How a leader responds to
being wounded can define her as a leader. The wound, at its best, can lead her back
to her own true story. (Ackerman & Maslin-Ostrowski, 2002, p. 7)
Although the details of what it meant to have a difficult leadership experiertdedha
to departing the presidency are still evolving for each president, thegtedia common
conclusion: they had come to realize they were supposed to move on from the presidency in

order to use their leadership talents to benefit elsewhere.
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Conclusion

This chapter described the shared experiences and perspectives ohBrdsideme,
Riches, and Whitmore while undergoing a difficult leadership experience that led t
departing the community college presidency. Three main areas: Leadeossipahd
Healing were illustrated by six common themes: (a) feminist leligei®) challenging
situations with board membe(s) dealing with power struggles, (d) commitment to the
college, (e) spirituality and reflection, and (f) continually creatingmmeg

Lucille Jerome, Colleen Riches, and Angela Whitmore were community eolleg
presidents who maintained a transformational-feminist leadership stytegydished by five

Leadershielements: (a) Involve faculty and staff in college leadership, even if atheers

uncomfortable; (b) Collective decision making through shared power, as much as possible

(c) Leadership development for all employees; (d) Ethics guide leadersmpykga the
situation is difficult; and (e) Transformative change to benefit thege)lmay be doubted.
The women shared Losslated to their presidencies characterized by a strong
personal commitment to the college and knowledge of women presidents’ powgglestru
with other women. In addition, they described six troublesome situations that presiaie

face when dealing with governing boards and individual board members:

1. Sometimes board members involved the presidents in conflicts among themselves.
2. Sometimes the president had to take corrective action to protect the college whe
governing board member made erroneous statements that misled the governing board.
3. Sometimes a new board member had difficulty understanding his or her

responsibility as a community college governing board trustee.
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4. Sometimes new governing board members have joined the board with an ulterior

agenda.

5. Sometimes board members and college employees have created or maintained

relationships to advance their personal agendas.

6. Sometimes being a female president influences how a governing board member

works with the president.

They experienced Healirfgom the difficult experience through support from family
and friends, reliance on their individual spirituality, and engaging in perseftedtion. Self
exploration helped them create meaning about this difficult leadership experienc

Chapter Nine offers conclusions, recommendations for practice and furtsarctes

and my final reflections on this research endeavor.
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CHAPTER 9
CONCLUSIONS, RECOMMENDATIONS, AND REFLECTIONS
Introduction
This chapter presents my conclusions about female community college presidents
who experienced a difficult leadership experience and my thoughts about the lelksons ot
female community college leaders can learn from Presidents Jeromes, RictiéVhitmore.
In addition, | offer some recommendations for practice and further cbseand include my
final reflections on this experience.
My Conclusions
In review, the purpose of this study was to (a) describe and examine theregxerie
of women who have experienced difficult leadership positions that resulted inudepart
from community college presidencies and (b) explore how these women have madgmea
from their experiences. The research questions that guided this study were:

1. How do the female community college presidents who have experienced a
difficult leadership position that resulted in departure from their position view
their leadership experiences and describe what they have learned about
leadership?

2. How do they describe and view their departures from the presidency?

3. How do they describe and explain their relationships with their governing board?

4. How do they construct meaning as a result of leaving a presidency? What
implication does leaving presidential positions have for their future goals an

plans?
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| set out to conduct this study because | have been fascinated by the topic of women
and leadership since | conducted my master’s research on college sorsrdgmse
leadership experiences. When my major professor, Larry Ebbers, withis afdaeginning
my doctoral studies, suggested looking at women’s leadership through the experiences of
female community college presidents who had exited the presidency undertdifficul
circumstances, | thought it sounded interesting and did not consider any other topics. |
became more committed to the project when my classmates and colleagues, upgrohear
my subject matter, expressed intrigue in the subject and interest in ntg.redtthough
nearly six years have passed since that initial conversation, my intedestthusiasm for
the project has never waned.

My conclusions, however, are incompatible with my preliminary speculations about
what | thought | would find. Initially | suspected | would meet women commualtyge
presidents who had made a big headline grabbing mistake we could all learn thmuaghit
| would be describing examples of financial mismanagement or questionabWsob hat
led the women to their departures. Within ten minutes of meeting with Lucaitiméethe
first president | interviewed, | realized my predictions and assumptionsweng and that
this study was going to be quite a journey of discovery for me.

What | realized after spending substantial time with Lucille Jeromé&2oRiches,
and Angela Whitmore is these incredibly capable, competent, creative,dethvirgking,
engaging, and caring community college presidents, putting it simply, didfiit do
anything wrong. Instead, it was a confluence of circumstances—somerobttimary,
some of them downright bizarre—that led to a difficult leadership experiesgking in

departure from the presidency. President Jerome expressed it more metéhphoeca
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recent email message to miewas a confluence of powerful and rushing rivers creating too
much white water for navigation!”

Because my conclusions were greatly influenced by my experiencestmtgrand
working with these women, | will digress to explain how | came to my grepéesonal
learning as a result of this journey. As | mentioned in Chapter Three, | thehwi
presidents twice individually and once as a group which resulted in six to eighofours
structured data collection time with each of them. In addition, several phoraeiioies
related to member checking added two to three more hours of time spent discussing the
emerging results of the study and its relation to their leadership expgielmcspite of my
initial feelings of anxiety and intimidation when | met with them, they not patyme at
ease but also were prepared to share their career-long, difficult and nfftesidt-d
experiences with me. And share, they did. We talked about their early leadership
experiences, their families and growing up, and their paths to the presidetincgtonies and
examples of their leadership philosophies and approaches laid like a quilt over all of the
topics. And then we came to the heart of the study, the piece that sets it apanefrest bf
the research on female community college presidents: we talked aboudiftloilt
leadership experiences, what it felt like to leave the presidency, howdpeg,@nd what
they learned. Throughout our nearly ten hours of interactions they trusted me entaligh t
me what | believe is nearly everything about what they went through. Mordoeshared
their emotions and opinions with honesty.

So, as a novice researcher what did | do? Well, as a qualitative reseaaclaéyzéd
the data just like | had been trained, | ensured the analysis procestmsddalere

trustworthy and authentic, and then | wrote up the results just as the data hae@reselht
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using the presidents’ words as evidence of the results. Next, | sent each of theasthei
studies to respond to, and for the second time in my research journey my expedidtrais
meet reality. | was surprised to learn that they were very concerned abouulebw imad
revealed from our interviews and how they were worried their anonymityomagromised

in the study. All three of them agreed that the details they had shared duringl@aton
were true and accurate (as they had been sent their transcripts fareaxdier), but despite
my attempt at anonymity they feared the level of detail described abautithemstances

or a turn of phrase in the quotes included to illustrate the results would lead many in the
community college field to their identities. They, rightly, suggested thas naive in not
realizing how small the community college leadership world really is, ahthiia stories
required additional masking to protect not only their own identities but also those of the
colleges and employees. At first | was surprised and, admittedly, a biafeast | could not
understand why they would have told me their stories so honestly and then become
concerned when | retold them just as they had been presented to me. But just like they a
shown to be in the study—encouraging leaders who believe in professional development—
they patiently worked with me to help me develop myself as a leader apebacteer so that
the important research results from their experiences could be told without cosipgomi
their current and future leadership reputations.

They each spent many hours working with me to rewrite their cases andt®aue
shared interpretations. I'm confident this partnership and re-presentatioir ¢daldership
has in no way compromised the results because in our desire to protect their colitfydentia
the intent of what they had originally shared about their experiences and thefspair

message for others to learn from was never veiled. In fact, | suspeestitts of the study
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are richer and more fully developed than they would have been if the presidentsdpddc

them as originally drafted.

As it turns out, the project also expanded my attempt at feminist methodology beyond

merely using the lens of women’s experiences from their own perspectithessigdy’s
focus, and closer toward Bloom’s (1998) interpretation of Sartre’s “progeessjressive
method” as a way to strengthen feminist methodology (p. 64).
Feminist methodology is also strengthened when Sartre’s method is used ze analy
narratives of a respondent who participates in the interpretation. Sarttbtsdme

facilitates an intersubjective relationship with the respondent that breaks fi®wn t

knower/known distinction by asserting that the respondent has agency and therefore

can offer interpretations of her own self, her intentions, and further details|d&her

as needed in conversation with the researcher. (Bloom, 1998, p. 70-71)

By working closely with the presidents during the interpretations phasee | ha
concluded the specific details of their experiences are irrelevant ta¢hesefulness of this
study. | also realize that each of their situations was so complex thgttymaintain
anonymity while weaving the details together only served to hide the truthadfcan be
learned from their experiences.

While another reader may identify other conclusions from this study, | befiexe t
are two key areas that stand out. First, there is a connection to transformeéideeghip,
which seems to be one of the current hot topics in leadership studies. Transformational
leadership as it is identified in the literature, however, is an ideal to sirivd he
experiences of these leaders who had some difficulties can offer a newcpeespe the

reality of the transformational leadership model. Second, in spite of a présputsitive
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impressions and feelings about her governing board and board members, challenging
situations can arise to create difficulties for them. This is neither newowel, ibut
understanding the potential difficulties from the perspective of a leader whwmba
experience can better prepare a president when she is faced with them.
Conclusions about the Transformational-Feminist, with qualifiers, Leadership Model

| have to admit, | did not realize transformational leadership was going ¢ébelvamt
until late in the interpretations phase, when it became apparent that Presidenés Je
Riches, and Whitmore shared most of the leadership characteristics with other
transformational leaders. What also became evident, though, was that the nidueire of
experiencing a difficult leadership situation shed light on the vulnerabilitibeohodel. As
a result of their experiences it seems leaders can take caution from thergubt are
suggested in the Transformational-Feminist, with qualifiers, LeadershiplMBder of the
five elements of transformational leadership in community colleges propg$talieche et
al. (1989) coupled with Astin and Leland’s (1991) model of feminist leadership iadicat
some potential areas where leaders might need to be watchful becausrittieyticer
create or worsen a difficult leadership situation. Based on the experiengpéptive of the
results presented in this study, some potential indicators of difficult legolergrations
related to each element of the model are located in Appendix E, but | will slitheus
briefly below.

1. Involve Faculty and Staff in College Leadership, even if others are uncalhdort

Involving all employee groups in college leadership sends a message tigahevar
the institution is valued and their contributions are important to the college redsHiny

potential. The difficulty surfaces because some people who are more a@igbom
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hierarchical, top down leadership models may be uncomfortable with broad involvement by
all members of an organization. This may result in the leader being peresiveeak by

these people, but other times the lack of control these people may feel can resediciioa

that can create substantial difficulties for a leader. The consequencés magrson being

so uncomfortable as to conclude that a change in leadership for their organzati

necessary. What's more, if that individual is dominant or charismatic, he or stzerabie

to wield the influence necessary to accomplish a leadership change.

2. Collective Decision Making through Shared Power, as much as posEie:

ideal situation allows a leader to provide a means for engaging employeesollege’s
leadership, determining the best decisions for each problem, empowering esaptofiad
solutions to issues, and bringing staff from diverse units and departments on camptes to be
understand how each area contributes to the success of the entire college. Tke qualifi
cautions a leader to understand this is not possible all of the time. Sometimesdhere
issues, like personnel, where collective decision making is not in the best iotehest

college.

2. Involve Faculty and Staff in College Leadership, even if others are uncalphdort

Similar to collective decision making and sharing power, involving all emplgri@es in

college leadership sends a message that everyone in the institutiarecs aadl their

contributions are important to the college reaching its full potential. The diffisutfaces

because some people who are more accustomed to hierarchical, top down leadership models
may be uncomfortable with broad involvement by all members of an organization. &his m
result in the leader being perceived as weak by these people, but other titaek die

control these people may feel can result in a reaction that can create suluktacuities
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for a leader. The consequences may be a person being so uncomfortable ageta belie
change in leadership for their organizations is necessary. What's moea jiifdividual is
dominant or charismatic, he or she may be able to wield the influence ned¢essary
accomplish a leadership change.

3. Leadership development for all employe&sis study did not suggest any

qualifiers for this element. The presidents promoted the notion that strong hgadees|
positions within the organization enhanced the likelihood of success for transforming the
college. To create strong leaders, the presidents believed developinglalfess to their
greatest leadership potential was vital to involving them in the organization through

collective decision making and shared power.

4. Ethics Guide Leadership, even when the situation is diffi@&éing true to your
personal core values is central to feeling effective and confident asea l&mnetimes,
however, a leader’s notion of right and wrong can be viewed differently, egativady, by
another person. Moreover, it is especially difficult to rationalize ethicadidas to others
when confidential matters are involved. For the leaders in this study, the mana!tdifie
situation was, the more likely they turned to their ethics as a guide, andeddicategrets
for doing so.

5. Transformative Change to Benefit the College, may be doubtsters who

have a vision for making their colleges the best they can be by creatingngiviesthange in
order to benefit the students and the college’s other stakeholders often fpelledno
diligently pursue that goal. It is critical that the governing boarcdesiarvision with the

president or the necessary support and resources to accomplish it may belwithhel
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Difficulties can arise, though, if doubt emerges about a president’s abilijliagness to
see the vision to completion.
Conclusions about the Challenging Situations with Board Members
In any community college presidency it is reasonable to expect there wdhte
difficulties with governing board members. As a result of their own broad |&égolers
experience and interactions with their network of other community college presside
Presidents Jerome, Riches, and Whitmore described six difficult situationseliesed
presidents can encounter.
1. Sometimes board members involve presidents in conflicts among themselves.
2. Sometimes the president has to take corrective action to protect the chleaga w
governing board member makes erroneous statements that can mislead thegyoverni
board.
3. Sometimes a new board member has difficulty understanding his or her
responsibility as a community college governing board trustee.
4. Sometimes new governing board members will join the board with an ulterior
agenda.
5. Sometimes board members and college employees will create or maintain
relationships to advance their personal agendas.
6. Sometimes being a female president influences how a governing board member
works with the president.
Based on the presidents’ experiences and perspectives it is wise for a chnuoilege
president to be vigilant about recognizing when these situations may arisecan stiempt

to avoid leadership difficulties. They indicated, however, these types of situateoofen
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tricky both to identify and to manage because the complexities of each anllage,
individual perspective, and confluence of issues is unique.

So what can be concluded about the stories and experiences of Lucille Jerome,
Colleen Riches, and Angela Whitmore? We need to understand that a leader cannot look at
any one of their stories—even with knowing the details that were elimimateder to
protect their anonymity—and conclude a checklist of leadership behaviors to avoigt so the
will not also have a difficult leadership experience leading to departureruthestthere is
nothing that will ensure a presidency is trouble-free and ends on the leadeiitsetimel
Rather, leaders should understand that a series of seemingly small evertisctionts can
build to culminate in a situation that cannot be avoided. A metaphor in this case is a
landscape of trickling creeks and waterways that after a heavy raanezgte rapid flowing
water that generally the experienced leader can easily steeglihrBut when many creeks
flow into rivers, that confluence may create too much whitewater makingidutliffor a
leader to navigate. Since the solutions are not simple, a president is wise to be on the lookout
for troublesome issues to navigate so their presidential leadership is hoédapsiz

Recommendations for Practice
A few recommendations for practice may be useful to current and futureefemal
community college presidents.
¢ A woman president should recognize the challenges of being an inclusive
leader. For many it is almost always the best way to lead. Almostslway
that is, until a leader is forced by confidential personnel or other sensitive
issues to stray from consensus decision making toward an autocratic,

hierarchical style. The employees of an organization, who have been trained
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in leadership skills and engaged in the leadership process, have become
accustomed to participating in the leadership of the college, so if the
president’s leadership style shifts the employees may have a dififncalt

shifting with her. Anger and resentment can build, trust and authenticity may
be jeopardized, and an opportunity may emerge for those with ulterior
agendas to create problems for the leader.

A woman president should recognize that staying true to personal ethics can
be problematic. Since doing the right thing is often not popular, leaders may
risk losing their leadership roles because their ethical decision cannevie
negatively by those who disagree with it. In every controversial decision a
leader should consider balancing the benefits of making the choices that are
best for the whole organization with the risk of angering a powerful few.

A woman president should recognize that female leaders continue to face
stereotypes about how a woman should act, and how people view her when
she violates those expectations. Women leaders are still a significanttyninori
within organizations so they must decide when and how much to conform
their leadership to the majority male culture.

A woman president should recognize that the decisions she makes may isolate
people. Sometimes a leader can get away with that and other times it will
come back to haunt her.

A woman president should recognize that making significant changes within
an organization will likely make some members happy and some members

angry. Leaders who want to make changes need to realize that quick,
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substantive changes can serve to isolate them. Working strategicalig towa
change in a slower, methodical manner also requires vigilant awareness of the
problems and issues that have arisen throughout the process.

¢ A woman president should recognize that her commitment to the college may
be influencing her professional pathway.

¢ A woman president should recognize that her relationship with her governing
board can be fragile and is constantly changing. She should understand how
taking corrective action with board members can be risky. She should also do
her best to uncover the agendas that trustees may have, related to their roles
and the college.

¢ A woman president should recognize board members will always have
relationships with college employees, and attempts to control those wil likel
be unsuccessful, but being attentive to recognizing and understanding them
may help when difficult leadership situations arise.

Recommendations for Further Research
Community college leadership researchers may be interested in gttiuyin
following suggestions.
1. A study to further explore the notions proposed in the
Transformational-Feminist, with qualifiers, Leadership Model.
2. A study exploring the role of power within relationships between
female community college presidents and their female employees or

board members.

www.manaraa.com



190

3. A study to examine how a leader’'s commitment to an organization
influences longevity in their positions.
4. A study expanded to include diverse respondents (i.e. men, or other
women from other racial and ethnic backgrounds) who have had a
difficult leadership experience resulting in their departure from the
community college presidency.
Final Reflection
Since these presidents served as role models for engaging in person@&medie et
way to grow and improve, this dissertation will conclude with my own personal refledt
recognize | am so privileged to have been able to study and learn from amamiey fe
leaders like these presidents. Their stories touched me, their wisdom helped nemamnd |
better leader because of my knowing them. So, what have | learned about mydasshipa
and scholarship?
¢ | have learned that | employ some of the elements of transformationialise
leadership, but | have more elements to try to model. This is particulalintru
gaining confidence in collective decision making with my staff and enrgdbe
importance of my personal values and spirituality in my leadership.
¢ | have learned feminist, woman-focused, empowering research is not about the
researcher and her brilliant or insightful perspectives on the respondenti®egper
rather it is about a shared experience with shared meaning being created.
¢ | have learned that although the first draft of the case studies may havedeen t
revealing, the shared experience of rewriting them was important tcstreerch

process because it served as a further opportunity for member checking avalyas a
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to delve deeper into shared interpretations. While | may have created soetg anx

for the presidents (and me) at first, I'm hopeful that the end product is soméidting t
truly represents their difficult leadership experiences.

| have learned that | can give up control and be okay with it. | understand the
presidents needed to be actively involved in rewriting my draft of their casesstudie
because it was important to them not only to feel comfortable with how their stories
were told, but also to advance their own understanding of their experiences.

| have learned how small the community college world is and how much more careful
a researcher needs to be when sharing intimate details of a personsegpehest
because it was said does not mean it needed to be included.

| have learned that time can adapt results when you are studying a person’s
experience. In this case the initial analysis on an issue indicated one directibie, but
time between data collection and final analysis allowed the respondents to develop
further interpretation and meaning. If not for our member checking collagrtdie
results would have been true to the research process as it happened at the time, but
further peeling back of the layers revealed a deeper more accurate dithaé¢roe

issue.

In recent months, | have had two close friends, who are women leaders in healthcare

administration, experience many of the same difficulties as the commuohége

presidents. As | supported them through their difficult leadership experiences and

subsequent departures from their positions, | came to realize this is @sitnatiy women

may face in many different types of careers. | am thankful to Presideaise] Riches, and

Whitmore that | had their words of survival and healing to share with my friendsasJunst
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friends and | have already benefited, | hope that other women leaddesanafrom these

experiences and take comfort in knowing that sometimes difficult situdtapsen to good

leaders.
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APPENDIX B

INFORMED CONSENT DOCUMENT

Title of Study: LessonsLearned: The Meaning Made from L eaving a Difficult
L eader ship Position
I nvestigator: Robin Shaffer Lilienthal, M.S.

This is a research study. Please take your time in deciding if you woutd |esticipate.
Please feel free to ask questions at any time.

INTRODUCTION

The objectives of the study are to (a) describe and examine the experiewoasenf who
have experienced a difficult leadership position that resulted in departure fronmaicyn
college presidency, and (b) explore the meaning these women have made from the
experience. The views of the community college presidency will be enhanséaatiging
the presidency through the experiences of female leaders. By examdiffigudt
leadership experience and the resultant meaning created for theppaticive may learn
about the ways both women and men understand the implications of their presidential and
leadership experiences. Also we may learn more about the ways presmegés@rning
boards can develop and maintain a successful relationship. You are being invited to
participate in this study because you are a current or former feoral@unity college
president who has experienced a difficult presidential position and subsedetknitist
leadership situation.

DESCRIPTION OF PROCEDURES

If you agree to participate in this study, your involvement will consist ofggaating in two
90-120 minute individual interviews at a location of your choice and one group interview
with the other study participants likely via phone or another means of distance
communication. Interview questions will cover your experiences as a comrooihéye
president and your previous leadership activities. The first individual intervieacaur

during the fall of 2005, the group interview will occur during the winter of 2006, and second
individual interview will occur during the spring of 2006. You may also be asked to provide
artifacts (if available) related to your experiences as a commeoilgge president such as a
current vita or other documents which may help me to understand your experiences.

Prior to beginning the study there will be a discussion of the informed consent form and
confirmation of your participation. You will also have the opportunity to ask any questions
about the study or the informed consent form. Following your completion of the informed
consent form, the interviews will begin.

Each of the interviews will be tape recorded. The tape recording will be maohtantil the
project is completed and then erased. You will be invited to review all data including

www.manaraa.com



196

interview notes and transcripts to confirm, clarify, or change responses. Naiswbe
invited to review the final findings of the study and make amendments prior to any
dissemination.

RISKS

The potential risks to you involve only those inherent in self-reflection.

BENEFITS

If you decide to participate in this study there will be limited benefiy®toincluding a
deeper self-reflection and the opportunity to contribute valuable information to tinerfur
understanding of the experiences of female community college presidents.

COSTS AND COMPENSATION

You will not have any costs from participating in this study. You will not be corapsths
for participating in this study.

PARTICIPANT RIGHTS

Your participation in this study is completely voluntary and you may refuse foipaig or
leave the study at any time. If you decide to not participate in the study otheastedy
early, it will not result in any penalty or loss of benefits to which you arewithes entitled

CONFIDENTIALITY

Records identifying participants will be kept confidential to the extent pedrity

applicable laws and regulations and will not be made publicly available. Howederalf
government regulatory agenciesd the lowa State University Institutional Review Board (a
committee that reviews and approves human subject research studies) may mtdpect a
copy your records for quality assurance and data analysis. These reagrdsmain private
information.

To ensure confidentiality to the extent permitted by law, the following mesisull be

taken. You will not be identified by name, either in the coding or the reporting of thendata
this study in an effort to maintain confidentiality. Audiotapes and notes witbbedsat the
principle investigator’'s home in a secured storage area and any compsttrdilaclude
identifying information will be stored with a protected password. Should you wittfdoan

the study, at any point, all recorded materials will be returned to you dmbwile used in
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the study.If the results are published, your identity will remain confidential. Thetsegl
be reported in a summarized manner in such a way that you cannot be identified.

By initialing in the space provided, you verify that you have been told that audio
recordings will be generated during the course of this study.

QUESTIONS OR PROBLEMS
You are encouraged to ask questions at any time during this study.

e For further information about this study contact Robin Shaffer Lilienthal, XXX
XXX-XXXX (home) or XXX-XXX-XXXX (work) or
Robin.Lilienthal@xxxxxxx.edu or Larry Ebbers, major professor, XXX-XXX-
XXXX or lebbers@xxxxxxx.edu

e If you have any questions about the rights of research subjects or reséstezh-re
injury, please contact the IRB Administrator, (515) 294-4H8B@iastate.eduor
Director, Office of Research Assurances, (515) 294-3115, 1138 Pearson Hall, Ames,
IA 50011.

kkkkkkkkkkkkkkkkkkkhkkhkkkkkkkkkkkkkkkkkkkkkhkkkhkkkkkkkkkkhkkkhkkkkkkkkkkkkkkhkkkhkkkx

SUBJECT SIGNATURE

Your signature indicates that you voluntarily agree to participate in thig, shad the study

has been explained to you, that you have been given the time to read the document and that
your questions have been satisfactorily answered. You will receive attdpysigned and

dated written informed consent prior to your participation in the study.

Subject’s Name (printed)

(Subject’s Signature) (Date)

INVESTIGATOR STATEMENT

| certify that the participant has been given adequate time to read anddeatrihe study

and all of their questions have been answered. It is my opinion that the participant
understands the purpose, risks, benefits and the procedures that will be followed uayhis st
and has voluntarily agreed to participate.

(Signature of Person Obtaining (Date)
Informed Consent)
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APPENDIX C

DATA COLLECTION AND MEMBER CHECKING PROTOCOL

First Individual Interview Questions

1.

10.

11.

12.

13.

Tell me about yourself and how you came to be a community college president.
What motivated you to pursue a career in community college leadership?

Who and what has influenced your professional and leadership development?
When | say the word “president” what comes to mind? Of all of those images which
ones apply to you? Why? What images of community college presidents exist that
don’t apply to you and why?

Describe your first days as a community college president. What do yemiemn
thinking? How did you feel? How did people around you react?

Compare and contrast your first days in your first presidency with thoseampst
recent college.

What role does relationship-building play in leadership? Who are the groups or
individuals you felt were important to build relationships with?

What did you do to build your relationship with your governing board?
What elements are necessary for an effective president-board relgtibRshow up
from literature: accountability, trust, communication, support, confidence, respect

ethics.

What types of conflict are likely to exist between presidents and governindsBoar
What strategies did you employ to work through these types of conflicts?

Tell the story that led to your departure from the presidency. Descrihestitenfe
you sensed your relationship with your governing board was in jeopardy. What
incident do you believe was the tipping point that led to your termination?
Think back to your first days after the involuntary separation was fathlizhat do
you remember thinking and feeling? What strategies did you employ to begin
“picking up the pieces?”

What has this experience cost you?

What have you gained as a result of this experience?
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15.

16.
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What have you learned about leadership as a result of this experience?
What have you learned about yourself as a result of this experience?

Is there anything | should know that you have not had a chance to tell me? What
guestions should have been asked, but weren’t?

Focus Group Interview Questions

Board-President Relationship:

¢

What types of conflict may develop between presidents and governing boards? What
strategies should be employed to work through these types of conflict?

What role does the president need to play in managing difficult board members?
What risks are there in taking that role?

A staff or faculty member who had ties to a board member contributed to your

difficult leadership experience, what have you learned about staff/faculty
relationships with board members?

What are the most important considerations for a president when a board member
joins who appears to have a personal agenda?

Male and Female Presidential Leadership Style:

¢
¢

What role, if any does gender play in a presidency?

How might male and female presidents differ in responding to difficult leagers
experiences?

Are there aspects of female leadership that may make a person susceptiinig to be
caught off guard? If so, please describe.

What role, if any does differing communication styles play in a presidency? H
does gender affect communication?

Respondent’s Personal Reflection on Experience

. What have you learned about presidential leadership as a result of havingudt diffic
leadership experience?

. What are some of the “things they never told you” about being a president?

Conclusion

. Is there anything | should know that you have not had a chance to tell me? What

guestions should have been asked, but weren’t?
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Second Individual Interview Questions

Today'’s interview will focus more on the meaning you have made from this exgerienc
and its implications.

1. Describe your process of self-reflection as you have attempted to fandigen this
experience. What discoveries have you made? Do you think race, gender or age
were factors? What role, if any, has your spirituality played in the megoingave
made of this experience? Christian upbringing.

2. What have you learned about leadership as a result of this experience?

3. What have you learned about a president’s relationship with the board?

4, What have you learned about yourself as a result of this experience?

5. How has departing a presidency under difficult circumstances influencedoala®?g

6. Are there aspects of the feminine leadership style that may serve tsearea
president’s vulnerability when faced with a difficult leadership expegf@né/hy or
Why not.

7. The actions of other women seem to have played a role in your difficult leadership

experience. Do you think this is significant? Why or why not?

8. All of you talked about having an early sense or intuition that the situatiogouas
to be very difficult. What do you think that means?

9. Think back to your first days after the separation, what do you remembenthinki
and feeling? What strategies did you employ to begin “picking up the pieces?”
Where did you find support during and after the difficult leadership experience?

10. Some might use terms like “failed presidency.” How do you react to this and what
words have you used to describe your experience?

11. Throughout the interviews | have heard about feelings of isolation and personal
betrayal. Does this relate to you and, if so, has it influenced your viewsbaufer

12. Why might the gains of long-term organizational change be more impartaotte
presidents than the risk of generating circumstances that might lead tiowtdiff
presidency resulting in departure? How does a president know when it is time to
leave
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How did you feel about your role in the group interview? Were there views

expressed that do not represent you? Was there anything you wanted to say but did
not have a chance to?

What do you suspect are the common threads between the three of your experiences?
What might you have done differently as president?

Is there anything | should know that you have not had a chance to tell me? What
guestions should have been asked, but weren’t?

Transcript Member Checking Questions

1.

2.

3.

What additional meaning have you made about your experience since reading the
transcripts?

Are there inaccuracies in the transcript that need clarification orction@

What other comments or insights would you like to share?

Describe data analysis process and next steps.

Interpretations Member Checking Questions

Today’s conversation has two elements. First, | am going to ask you a coupletioingues
see if your case study and the common experiences chapters “ring tryel fofrhen | want
to discuss any concerns you have about how you are represented in the chapterdorifty
mind, | would like to tape record our conversation so | can concentrate on our chomersa
rather than on taking notes. Is that okay?

1.

First, it has been a couple of years after the experience. Having reascbotase

study and common themes chapters, what more have you learned about yourself, your
leadership, and what this experience means to you?

What, if anything, that | have written surprises you?

Are there elements that you believe | have misinterpreted?

What additional interpretations do you make of this?

Anything else you would like to comment on?

Are there concerns you have about how you are represented in the chapters?
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TRANSFORMATIONAL-FEMINIST, WITH QUALIFIERS, LEADERSHIP NDDEL

Community College
Transformational

L eader ship
(Gillett-Karam, 1989;
Roueche, Baker &
Rose, 1989)

Feminist Model of

L eader ship: Positional
Leader Viewed asa
Catalyst or Facilitator
(Astin & Leland, 1991)

Transformational-Feminist,
with qualifiers, Leadership
M odel

People ~Value people ~Social construction of ~Involve Faculty and Staff in
reality College Leadership, even if
~Value opinions of others are uncomfortable
others ~Diverse experiences and
perspectives
~Unique talents, knowledge
& expertise guide
responsibilities
Influence | ~Shared decision ~Interdependence ~Collective Decision Making
making through Shared Power, as
~Collective Effort much as possible
~Empower others to act
~Power as Energy
~Collaborative
Situation ~Shared Power
Motivation | ~High expectations of | ~Development and ~Leadership Development
others achievement of others for all Employees
~Inspire others to
develop skills
Values ~Personal value system~Communicates values ~Ethics Guide Leadershig
even when the situation is
~Value consistency and difficult
integrity
Vision ~See what college can| ~Provides a vision ~Transformative Change to

become
~Take risks
~Commit colleges to

meet needs of
communities

~Change improves quality @
life

Benefit the College, may be
fdoubted
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APPENDIX E

TRANSFORMATIONAL-FEMINIST, WITH QUALIFIERS, LEADERSHIP NDDEL
DIFFICULT LEADERSHIP SITUATION INDICATORS

Transfor mational-Feminist, with
qualifiers, L eader ship M ode

Transfor mational-Feminist Leader s should be Mindful of these
Situationsthat may Create L eader ship Difficulties

Involve Faculty and Staff in College ¢ Some may perceive an involved approach as wealkisiaig.
Leadership, even if others are ¢ Involving others may seem threatening to those more
uncomfortable accustomed to hierarchical, command and contrdieship.
¢ Including stakeholders with diverse perspectivies & union
in college administrative team may be viewed asmgiaway
power.

+ Fluid leadership styles may appear to be incontistéh an

expected style, so can seem inauthentic.
Collective Decision Making through + If decision making is based on representative gspafhers
Shared Power, as much as possiblg may dismiss the results if they don't believe theg a voice.
¢ Personnel issues and other sensitive decisionsmi@gnize
opportunities for shared decisions. Some decisionst be
made by the leader alone.

+ Power struggles may trump shared power.

¢+ The power of information is a valuable piece oflleship to
share.

+ Lack of clarity about how decisions will be maddyomwill be
involved, and to what extent input will be used ban
problematic.

+ Personal agendas may overtake college priorities.

Leadership Development for all + If employees are not encouraged to develop leaipeskiils,
Employees fulfilling their leadership responsibilities or eagjng in the
college’s transformational goals may be minimal.

¢ Limiting leadership development and practicinglskib
administrators may indicate to other employees #reyless
valued within the college.

Ethics Guide Leadership, even when ¢ Choosing to address tough issues like personné¢raatther
the situation is difficult than delaying intervention until they are troubl®somay not
be viewed positively.

+ Doing the right thing can make decisions cleattlfierleader,
but may not always be popular or without conseqgesnc

+ Taking action to protect the college from decisions
jeopardizing its position may be professionallkyis

Transformative Change to Benefitthe ¢ Promoting a leadership vision to substantially $farm the
College, may be doubted college may produce skepticism from stakeholders.

+ Balancing leadership tenure is difficult: don’ale too early;
don't stay too long.

¢ A president's commitment may sacrifice career adearent
to ensure the college’s advancement.

+ If the governing board does not share the visiappsrt and

resources to accomplish it can be withheld.
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