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John Roueche, Director of the Community College Leadership Program at the University of Texas, Austin, indicated at a recent state trustee meeting in California that all community colleges will need to generate 35 percent of their income from the private sector by 2015. There is an increasing decline of state resources that are reaching the community colleges. States such as Colorado and Wyoming have seen significant reductions in state resources in the last two years.

Resource development for the community colleges is not balanced either throughout the United States or in individual states. The prevailing model for funding public community college education is dependent on some shared percentage of state and local funding and tuition. In California that model reduced the contribution in tuition (called enrollment fees) to $20 a unit, with an initiative on the ballot that would reduce that amount to $15 per unit. The ability of colleges to get state and local funding for construction also varies from state to state. In California, getting local bond money now only requires a 55 percent approval rate at the poles. That has increased the capacity of the colleges to address facilities needs in this state.

Community colleges are getting better at tapping resources outside of the general fund budget and are now competing favorably in the fund raising market with independent colleges and universities. Most colleges have foundations that have been created to finance the scholarship program. However, moving this operation to the next level of building endowments and undesignated gifts has been a slow process. Fewer than five percent of the colleges have entered the true gift-giving environment.

Other areas of building the entrepreneurial spirit in the community colleges also exist, and there has been some expansion in that aspect of financing the needs of the colleges and providing some security against a loss of funding at the state level.
This paper will focus on the opportunities for enterprise funds that can meet many of the financial needs of community colleges. This is not intended to be an exhaustive list but a starting point for college administrators to stretch their imagination and strengthen the resources of their colleges. 

THE CEO ROLE IN FINANCE AND CAPITAL CAMPAIGNS  

Fiduciary responsibilities of the CEO to maintain a prudent financial situation continues to be a major focus of the position. Increasing costs of health benefits, retirement obligations, and the changing population place new strains on the institution to operate within the resources made available. Community college leaders have been among the most creative in higher education at stretching resources to meet the need. In recent years, the role of the community college CEO has ventured into areas more common to the independent colleges and universities.  Some of these new fiscal ventures are listed below:

· Capital Construction Bonds – Many states have been plagued with legislation and initiatives that have prevented community college districts from competing for bond resources. The passage of Proposition 39 in California leveled this playing field and now allows local districts to pass local bonds with a 55 percent approval. Due to the strong support of local communities for education, these bonds have been very successful.  This may not last as the bonded indebtedness of the state grows. However, the running of campaigns and the management of the bonds creates a new responsibility for the CEO. There is a need to manage the election, to raise campaign funds, and to create a mechanism to manage the funds and the oversight committees that have been authorized in the proposition. This is a field of responsibility that can lead to political challenges if not handled well and could result in negative impacts on the CEO.

· Changing Role of the College Foundation – Most community colleges have created foundations to raise scholarship funds and to manage those funds.  In recent years, the community colleges have expanded the role of these foundations into auxiliary organizations that can venture into the endowment arena or serve to manage an enterprise fund for independent college operations. These foundations must have support from the CEO, and the role of that individual is integral to friend building if these campaigns are going to be successful. The expansion of community activity and working on grants and fund raising are now added to the other management responsibilities of the CEO. The benefit of building a foundation that has the resources to supplement college needs beyond the scholarship role is growing more and more important in the community college organization.

· Accessing Federal Funds for Construction – Traditionally, community colleges have looked to state resources, bond issues, certificate of deposits, and other state resources for construction. What has not been accessed is a rich federal resource in agencies not generally considered by colleges in seeking federal funds. This can include the Federal Aviation Administration, the Department of Commerce, Housing and Urban Development, the Department of Agriculture, and others that will fund infrastructure, research, and training that will lead to workforce development. Colleges need to identify these resources and provide for expertise within the staff to apply for and advocate for these resources.

· Accessing Federal and State Funds for Research and Projects – Both federal and state governmental agencies have resources for research and other projects related to student success or specific discipline areas. Among the most prevalent are the National Science Foundation, the Department of the Interior, the Department of Agriculture, and the Department of Defense. Most of these resources are for self-supporting activities and provide a source for additional personnel and resources that can align with the mission of the colleges. Colleges need to have some expertise in writing grants or can often contract out for appropriate consultants to build success in these areas. Many of these resources are designed for rural communities, so it is not just an anomaly for urban colleges.  It is important for the colleges to select resources and projects that are relevant to the mission of the institution so that the funds and purpose will have continuing life, and the results will become part of the fabric of the mission.

· Accessing Resources from Private Foundations – Outside the public domain is a rich resource from private foundations that are attempting to impact change in the greater societal sense. The Bill and Melinda Gates Foundation have an interest in promoting the early college concept. The Irvine Foundation has an interest in working with communities that have a significant minority population. There are thousands of these resources that often have simpler application processes. However, the college must remember that you need to appeal to serving their mission and not the other way around. Many of these foundations are interested in research and, therefore, may be looking for the cause or a change agent rather than the solution. The same caveat exists with the private foundation resources. The college needs to assure that the missions of both are compatible and that these funds will be short-term, not ongoing. 
· Enhancing the Use of Community Services – Community services were once an expected service in many California community colleges. These colleges now have to ensure that community services are self-supporting if the college ventures into these programs. The “not-for-credit” environment is an excellent vehicle in meeting the needs of several communities served by the community colleges. Incumbent training for the business community, international trade, and distance education that serves students outside the district are examples of areas where contracting can take place supported by an enterprise fund. When venturing into these operations, there are problems that need to be addressed by the CEO. The ongoing mission of the college needs to come first. The academic program should not be impacted by these services, and the communications with the constituencies about the purpose and function of these operations needs to be clearly communicated.
· Legislative Role of the CEO – The role of the CEO in working with legislative bodies at the local, state and national level has increased. The major area of concentration will be related to the college budget. However, getting state policy changed when it impacts local resources will only happen through the efforts of local agency leaders and members of the Board of Trustees. The role of finance has spread into policy setting, because policy changes can also affect the resources available to the colleges. It has become more important to develop regional networks that can analyze and react to legislation on behalf of the colleges. State representation through organizations and the System Office is also important, but it adds to the role of the CEO in providing leadership in these areas for the local college. This is an area where the CEO can work effectively with trustee organizations and regional groups to build regional support for legislative needs. The CEO needs to be aware of legislative pressures and use the regional and state resources to keep on top of or to contribute to legislative solutions.

INSTRUCTIONAL TECHNOLOGY

Instructional technology will provide a means of expanding the modalities of learning and assist the colleges in better serving its constituencies. While this technology will be an important learning tool for any college, it becomes a necessity in the rural college setting if those institutions are to meet student needs. Many of these modalities of instruction have the opportunity to create additional funding sources for the colleges. It is important to establish ground rules so that the college maintains clear lines of communications between the traditional instructional program and areas where this technology is being used to develop an enterprise fund.

· The Advent of Electronic Distance Education – Distance education has been in educational settings for over 100 years. However, the advent of the computer age and online education essentially started in the late 80’s. Since then the modality and the resources have become more sophisticated and the audiences more extensive. With the advent of broadband and satellite access, it is possible to get online instruction to any point on earth. The classroom is no longer defined within the district boundaries. The awarding of credit, development of virtual colleges, and access to global learning will significantly change the traditional classroom setting. One of the great advantages of distance education will be the opportunity it will give to isolated rural areas to obtain access to comprehensive educational resources. 

Many rural areas have been able to take advantage of distance education to access instruction in disciplines that were not represented on the faculty. However, once on line, the material is available on a worldwide basis and it is only the initiative of the college that limits the potential of using this modality to provide access to instruction from anywhere in the world. Issues of accreditation standards, testing, on-sight enrollment, and full service access for students have to be addressed. Colleges can develop an enterprise fund in these programs but care needs to be taken to make it work in the traditional college settings.
· Broadband, Video Streaming and Television in Education – My comments in this area are said “tongue in cheek” as the operator of a public broadcast station that has significant broadcast hours in telecourses. This was a dominant methodology for distance education in the 70’s and still has significant participation in some parts of the country. The advent of broadband and video streaming or video on demand is changing the delivery for the better, but the logical delivery system is not broadcast transmission; it will be online video access. This technology could also significantly change the traditional classroom setting where online and global access becomes an integral modality within the traditional classroom. We could have the ability to have interactive teaching with remote locations, the ability to bring major academic experts into the classroom setting, and the ability of students to work in a global setting as a natural extension of the classroom. Those districts that have the capacity for storage and transmission of video streaming and video on demand will have a potential enterprise fund to service other districts. The potential is enormous, and the opportunity to provide leadership to this process is eventually going to change the existing learning environment. 

ECONOMIC AND WORKFORCE DEVELOPMENT

Two significant changes have taken place within the community colleges and with federal funding that have changed the landscape for economic and workforce development. Probably the most significant impact took place when heavy industry and manufacturing started to shift from the east coast and mid-west to the “sunbelt” states and eventually into outsourcing to other countries. The marketing plans for bringing new companies into the southern states created an expanded role for community colleges in providing the workforce for these companies and assisting industry in incumbent training. This economic and workforce development is now well developed in the community colleges and has added another mission to these institutions.

The second significant change in the chronology of career technical education was the melding of career technical education, economic development and workforce education via the implementation of the Workforce Investment Act of 1994. This legislation encouraged partnerships between Department of Labor (DOL) programs operated through the local and state Workforce Investment Boards (WIB) and the providers of workforce or career technical training. Prior to this period of time building these partnerships had not been particularly successful. Linked to this change is a responsibility of WIB’s to determine the demand for employment (human capital needs) in the local area and plan for the training of that workforce. Since they are not the provider of the education and training, the partnerships are necessary. There is a fine line existing between the responsibility of education to assist students to become independent learners and the industry need for a “just-in-time” workforce related to industry workforce needs.  When the demand and need for workforce is directly in the industry realm, the opportunity to use enterprise fund programs is enhanced.

· Meeting the Workforce Needs of the Next Decade – In all honesty, the community colleges have not paid a lot of attention to the results of program placement or success of graduates.  Several factors account for this trend. Most students in technical programs are often employed in the field at a lower level when they enter training. Placement is not an issue. Students can obtain placement in many technical fields without completing a certificate or degree program. This latter issue is going to take a marketing effort on the part of the colleges to convince our business partners of the value of certificates and degrees. Recent funding for workforce training is tied to placements and meeting market needs in high demand markets (Nursing, Law Enforcement, and Transportation). It will be a requirement of the funding to track placements and identify the return on investment (ROI) for these grants. Other enrollment management issues related to the growth of the institution, resources for change, and meeting community workforce needs are going to change how community colleges manage career technical programs in the future.

· Addressing Economic and Workforce Development in the Community College – The Workforce Investment Act has been one vehicle for changing the landscape for economic and workforce development. Local, state and national efforts to attract business, retain business or assist business in staff training for the incumbent worker has been another major force for change in the community colleges. In the latter instance, the services have spawned an entrepreneurial function for the community college in contracting for staff development services for private and public sector incumbent training.  Since this work is customized to the specific company or agency and the classes are closed, it does not draw on state apportionment. These efforts have grown in the community colleges in the last twenty years and many colleges have a separate training center to address this specialized training.The impact on community college leadership is to find the skills to provide these services without impacting the instructional program or creating bargaining unit issues with the employee groups. 

· Developing Regional Planning for Economic and Workforce Development – While many career clusters can absorb all the new skilled employees that can be prepared, there are other career clusters that have strong need for training, but limited scope for placement. In contrast, many of our heavy technical programs have seen significant reduction in demand in such fields as welders, machinists, airframe and power plant workers, etc. As a result, these programs are being closed.  With the advent of the Workforce Investment Board (WIB) and local economic development, regional planning and training has been able to leverage the community college programs to meet employment needs.  Both identifying the programs and providing a resource of potential graduates could be formulated to meet community employment needs if a regional planning mechanism is in place.
· Improving the Job Placement Role of the Community College – Community colleges have typically looked at their job placement services as a means of providing students job placement while attending school. Unlike the universities, there is no significant effort at community colleges to provide graduate placement or ongoing placement to our students or alumni. The result is that there is no orientation for placement, no job placement file for graduates, and no marketing to encourage key employers to seek their workforce at the colleges. There is a strong need to establish a viable employment service that will be available as an alumnus of the college. These systems can be developed in partnership with the Workforce Investment Board and industry associations. Services can be developed regionally to address local job needs and certainly we can coordinate education, training and placement with existing high demand/high paying occupations. While this may be a questionable enterprise fund, there is the opportunity to assess fees of the students or from the business and industry sector to maintain the service.
These examples can serve as a platform for the discussion of many other enterprise fund ideas that can be developed to move us toward the John Rouche prediction of 35 percent of our fiscal resources coming outside the general budget of the college.
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