by Mathieu Powell

Camosun Ccllege is beset
with crisis. There are difficult
challenges in administration, dis-
cord between departments and
debilitating financial hurdies to
overcome.

The challenges in admiristra-
tion begin, as in most institutions,
with the leadership.

All leaders have a unigque
style of management and, in
that, they accept praise for de-
cisions bearing fruit, as well as
blame for projects gone awry.

At Camaosun, the womanwho
has held the reins for the pasf
seven years is President Dr. Liz
Ashton. She came with an im-
pressive list of leadership cre-
dentials including that of
equestrian athlete, representing
Canada at the Olympics for 17
years.

For the record, Ashtonwon a
siver meda! at the Pan Ameri-
can Games in 1975 and a gold
medal at the Worid Equestrian
Championships in 1978,

In 1994, she was hired by
Camosun's Board of Governors
(BoG) fo assume the mantle of
lecdership with the political ob-
jective of raising the image of
the coliege within the commu-
nity — both as a corporate en-
tity and as an educational
institution.

Recently, both praise and
blame for the president were
offered in results obtained by a
survey conducted by the
Board n September.

Ashton was evaluated by
three groups within the col-
lege. These groups — the
management team, em-
ployee/student groups, and
members of the Board —
were asked in a survey to rate
Ashion on 17 statements re-
lating fo her abilities as a
president and a ieader.

Those asked to respond to
the survey, a total of 49 peo-
ple, were presented with
statements fo which fthey
could strongly agree, agree,
remain neutral, disagree or
have no opinion,

Thirty people responded
te the survey: nine in man-
agement, eight in the em-
ployee/student group and 13
members of the Board. The sur-
vey resulls were complled in a
repert which included coem-
ments from the three groups.

Within the survey, Ashton is
highly noted for her decisive-
ness, for elevating the image of
Camosunin the community and
for providing realistic access to
herself.

One hundred percent of the
managemeant team agreed on
Ashion's decisiveness. The
other groups weren't as posi-
five, registering 63 percent
among the empioyee/student
group and 77 percent among
the board membaers.

ldentical  scoring  was
achieved on the issue of
whether the President has el-
evated the image of Camosun
in the community,

On the issue of accessibility,
management and employees/
students scored Ashton the
same, but the board moved the
score up to 92 percent.

All the other statements re-
ceived positive scoring, with
the exception of one.

President Ashfon received
her lowest score in the area of
consensus building.

In this areq, her score dipped
to 40 percent for the positive,
and rose to 46 percent on the
negative.

Management still gave her
a positive 67 percent score, but
the Board's score dropped to 39
percent, followed by an even
lower score of 12 percent from
the employees/students group.

The statement " feel ilke
part of a cohesive team” elic-
ited no disagreement from the
management team, but 62 per-
cent of the empioyee/student
groups disagreed and the Board
had 46 percent disagreement.

Commens from each of the

President Liz Ashton

three groups provide insight info
the percentages reached in the
survey. {See Sidebar One)

Ashton would not comment
on the report.

“I'm not going to tatk about
any assessment that was done
in confidentiality," said Ashton.
“Whatever the assessment was,
good orbad, is between me and

the Board."”

She did, however, defend
herself against the evaluation by
saying, “Part of the problem with
the most recent one is it wasn't
measured against any expecta-
fiors. It was just o general 'how
does the world feel about the
President’ kind of thing."”

The Board establishes what
their expectations are of the
president, and it's against those
expectaiions that the president
should be evaluated, accord-
ing to Ashton.

Assessment is more reflec-
tive of who's doing the assess-
ing, according to Ashton, "What
you may want from o President
will be entirely different from
what a faculty member or a sev-
enteen-year-old would want
from a President of a public in-
stitution.™

Ashiton does, however, ap-
pear to be taking steps towards
addressing the need for commu-
nication betweer herself and

members of the college com-

munity.

in an cpen decument she
presented to the Board in Janu-
ary, Ashton indicated she is set-
fing t{ime aside to do
walk-abouts at Lansdowne and
Interurban campuses, arrange
meetings befween herself and
stakeholder groups.

She will also be writing quar-
terly publications for distribution
to the college community to
convey her “values and hopes
for the institution andg the BC
Coliege system."

"I hope that the outcome will
be increased visinility,” says
Ashton. “Many of those things |
have done for mar - years, butit
is @ way of documenting wnat |

© do. Communication is two ways.

If you want 1o communicate you
need 16 take advantage of the
opporfunity and make it a two-
way communication.”
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As for the discord between
departments at the college,
expressions of dissent between
management and faculty sur-
faced in the above-menticned
report. '

inresponse to the statement
"I work in a climate of trust and
respect,” the Employee/Stu-
dent Group disagreed by 42 per-
cent, the highest among the
three surveyed groups.

In another document, “Con-
tract Menagement Commitiee
Report for the Board of Direc-
tors,” the Camesun College Fac-
ulty  Association Contract
Management Committee

{CMC} detalled the frequency of
questions or concermns brought
to their attention between Sep-
tember 1 and December 22,
2000.

Several items brought for-
ward related directly to prob-
lems between faculty and
management.

One of the most frequentiy-
asked concerns on a 1é-item fist
related to what faculty per-
ceived to be im-
proper use of
authority by
deans or direc-
tors. '

“This 1s the
most  difficult
type of concern
to describe with-
out offending
someone,” says
the report.

"Faculty
members have
complained
that their dean
or director uses
his/her position
of authority to
impose a value
system or to be-
have in a way
faculty per-
ceive as inap-
propriate (velling, bullving,
ridicule). These concems often
surface as theroot of other con-
tractual complaints.”

The selectfion of departmen-
tal chairs also has raised some
eyebrows among the faculty,

“Faculty have approached
the CMC with concerns about
the chair selection process [nhet
transparent or inclusive}, chair
release time (insufficient) and
the role of departmentai chairs
(supervisor or peer),” states the

.report.

The difficulties among per-
socnnel at Camesun was also re-
ferred to in a January Board
Report which details o meeting
on Jaon. 5 between the College
Management Team and the
Camosun College Faculty Asso-
clafion.

The meeting focused prima-
rity on a discussion on the “dis-
finction between consultation
and collaboration” and the “ap-
propriate roles of labour and
management in providing qual-
ity education.”

The report reveals that the
meeting allowed "some signifi-
cant tensions to candidly
emerge.”

The meeting was summa-
rized by a challenge for both
parties - “Rather than wasting
resources either unnecessarily
fighting or trying to get around

- Vice President Bob Prieb

each other, (the challenge) is o
appreciate the value of each
octher and put more effort into a
working partnership. The devel-
opment of such a partnership is
not optionar: it is essential.”

While it appears attempfts
are being made to bury the
hatchet between the mancge-
ment and faculty, difficulties stil
remain, as evidenced by ¢ re-
cent conflict.

Last issue, Nexus published o
story on Vice
President
Bob Priebe's
selection
process for
an advisory
board in hir-
ing a new
Dean of Busi-
ness.

Priebe did
not go to the
stakeholder
groups within
fhe college
for their se-
lected repre-
sentatives,
Rather, he
has chosen
to select
those pecpie
whose ad-
vice he personally finds most
beneficial. This autocratic ap-
proach has some stakeholders
upset, but Priebe defends his po-
sition,

"I'm not surprised when a un-
ion puts forward a view that ‘we
want our official representation
and input in this process’,” says
Priebe, "but it's nct something
I'm used fo doing when | go
about the selection of anocther
senior member."”

Some of the conflict may be
in the dual role Caomosun Col-
lege plays as both a corporate
entity and an educational insti-
tution. In other words, should it
carry oul its activities like a busi-
ness, or like a bureaucracy?

In deciding whether to be
autocratic or collaborative,
perhaps Camosun's manage-
ment style could be compared
fe an old proverb: If God de-
signed a horse, then a commit-
tee designed the camel.

The harse is a beautiful crea-
tion full of balchce and
economy while a camel is ugly,
foul-tempered and lumbers
diong in an ungainly fashion.

Before dismissing the camel,
however, it's a good idea to
know the Kind of terrain through
which you need to travel,

Will you be racing over the
level ground of financial plenty
while jumping hurdies with quick



decision, or will you be slogging
it cut through the deserts of pub-
lic scrutiny with little water fo
guench financial thirstg
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The third, ond biggesi, crisis
looming in Camosun's fuiure is
the debilitating financial hur-
dles which it needs to over-
come.

The financial situation has
been grave enough to cause
shakeups in Camosun's financiai
department.

- As of Mar. 28, Karen Lorimer

is no_longer the Manager of F--
Her re--
be'gm "h‘is;__'

nancial COperations:”
placement. will
appointment on Apr.. 2.0,
In addition, an oufside comp—
troller 1s being brought'in 1o as-
sess the crisis.
with several projects gone

awry and insufficient funding, .
Camosun's financigl picture is

bleak. Therg isn't enough money
to maintain the present infra-
structure much less develop 1.

One project gone awry was
the Business Cenire, located in
downtown Victoria, designed 1o
be an incubator for small busi-
nesses. The plug was pulled on
this venture about a year ago
after it was found to be a finan-
cigl sinkhoie. 1t resulfed in @ loss
of over half a million dollars.

“We got caught by timing,"”
says Ashton. “If we had beenin
there a vear earlier, we would
have gotten funding another
institution received.”

Ashton says the government
made a decision to make such
developments as the Business
Centre a lower priority for fund-
ing, and Camosun College
couldn't afford it.

“They decided to cut back,
and we got caught in the swing
of things,” says Ashton.

tn minutes from a February
Board meeting, Kevin Cartfer,
director of Technology and
Leaming Support, raised further
financial concerns as he pre-
sentedihe current stafe of fech-
notogy at Camosun College.

The minutes state: “He ex-
pressed grave concerns about
our infrastructure and its capa-
bility to continue supporting
both the complexity of our
present usage and future growth
needs of the College.”

An overview of Camosun' 5
finoncial reguiremenis pre-
sented at the same Board meet-
ing list the growing list of fiscal
difficulties.

A 3300 milliorn Technology In-
frasfructure and Equipment En-
dowment Fund is being

) _cosTs cr_o_._u

requested from the provincicl
government, Proceeds would
be used to help defray techno-
logical costs and tfo lever
matching funds from the federal
government and ’rhe pnvo’re
sector.

The Young Bundlng Resforo-
tion Campaign came up
$700,000 shert of its campaign
commiiment. The college is ask-
ing the government to forgive
this debt.

$380,000 is required for “ob-
ligations incurred with Saanich
Municipality in relation to the
Technology Park.” Based on an
agreementsigned yetrs ago by
the college; Camosun are liable

o for pert. o ‘rhe improvement

the. Inteturban
campus Riresult from the
creation of 'rhe nearby technol-
ogy center. ’

The Information Technology
(M) infrastructure will reqguire $1.2
million per year for the next five
years — $500,000 per year onin-
frastructure needs, $700,000 per
year to replace aging work sta-
tions and servers, and o buy
new computers fo address ex-
panding use.

And to mainiain the siatus
qguo and not reduce existing
services or programs, a further
on-going funding increase of
about $614,000 is needed in the
IT area.

A sporfs education facility
has been touted for a number
of years as an important need.
The project is esﬂmc‘red at $7.4
million. . . .

The fncmcml shor’rfoll list

goes on, but these are some of -

the highlights.

The question many Comosun :

stakeholders are asking is, how

- did Camosun's fingncial situa-

fion get so bad?

Camosun’s Board and Presi-
dent Ashton point to under-fund-
ing by the govemment as parf
of the problem.

“"We have a fairly significant
structural deficit, which means
the costs of doing what we al-
ways have are exceeding the
revenue that we get for oper-
ating.” says Ashton. "It cosis
about $102 million just to main-
tain our current standara of
fechnology.”

The College’s pleas fo the
Ministry of Education have fallen
on deaf ears.

According o the Board min-
utes of Feb. 8, referring to ¢ re-
quest madse to the Minisiry for
additional budgetary funding,
"t was concluded thot, from the
Ministry point of view, our con-
cems have been addressed, ana
that no further corespondence

should be Initicted.”
Camosun’s under-funding.

reiative to other institutions in

the system, has had a serious

cumulative effect on the col-

lege’s ability “tc serve its
stakeholders, states the Board

report..

“The compound effect of
being funded at less than system
average is estimated to be at
$4.2 million over the past dec-
ade.”

Some figures provided by
Ashton nelp to explain the prob-
lem.

In 1891, Camosun received
an average of $7809 per FTE (Full
Time Equivaient). [FTEis a meas-

urement of the number of stu-

dent seats the government will
fund per institction.] - In. 2000,
Camosun-received $7475 per
FTE. Over that same ten-year
pericd, from 1991 to 2000 the
total change in CPl {a measure
of cost of living increases) in-
creased 22.4 percent.

“What we have in total fund-
ing per FTE to date, compared
with ten years ago, is 8.1 per-
cent,” says Ashton. *Atthe sacme
time, the growth in CPl or regu-
larincreases in costs year in and
year out —the cost of things has
gone up 22.4 percenf We've
had to absorp, in effect, 3% 5
percent.”

On the other hand, though,
Camosun has had a habif of ol
lowing more sfudents to

register than it has had allot-

‘ted government funding for,
and when you accept more stu-

dents than you have money for,
something has fo give - like in-
frastruciure funding.

President Ashton defended
Camosun's cccess overspend-
ing by saying, "We have been
access-driven for many years
and Camosun has provided
more seats than we've been
funded for through what we,
basically, call overproduction,”

But does “access overpro-
duction” make sense when the

‘college Is. struggling to keep. its

head above financial waterse -

- Trying o accommeodate
more sfudents than funded foris
onhe element that has led
Camosun fo the current struc-
fural deficit, admiis the Presi-
dent. For several vears,
Camosun took in just over nine

percent more students than it.

received funding for.

“Last vear, when we ended
up getting intc some financial
challenges, we said we were
going fo go back to trying to
maintain 100 percent, not over
100 percent utilization of avail-
able seals,” admits Ashton.

Yet Ashten is still strong in her

commitment to access. Her
main political objective is to in-
crease the number of seats
available to students as well as
maintain guality of education.

“It upsets me a lot when we
have large wait lists for portions
of our programs,” says Ashton.
"We haven't been able to in-
crease our capacity fo the de-
gree I'd like. Each year we get
approximately 150 new seats
but it's sfill not enough.”

"We haven't been re-
warded in the government allo-
cation mode! for the fact that
we've fried o accommeodaie
more and more students over a
pericd of time as we fry to meet
the demands of a WGITIIST " says
Ashton.

. Camosun fcces difficult
fimes ahead. If this is the poth
set before it, Camosun College’s
Board and President Liz Ashton
will find themselves beset by
serious challenges - not oniy to
meet the college’s financial re-
qguirements, but maintain its cur-
rent quality of education.

With leadership, co-opera-
fion, hard work and, maybe,
some good uck, Camosun may
weather the storm and remain
the guality institution of learning
it Is today. One will have to wait
and see.

'of ’rhe pcper g

Th_ef _Manqgem'en'f Team:
- hdve a great respect for
Liz. 1 believe she has done an
excelient job af the colege
despite difficult’ : circum-
stances, lorgely beyond her
control, " Keep up the good
work:™

Lz s a good Ieoder who

has found it very frustrating

dealing with the long-held
view of the Camostnway. She
haés the support of her team
éand-aiso needs the support of
Ihe Board in order to make Ohd

"SIOns w

: -Empﬁoyee/Siudeni' Groups:
4 believe Liz Ashton could
hove better served ‘this com-

munity in the following ways; {1 )'
more face-to-face interaction -

with this community: {2} more

“public involvement in decision-
X ~making; {3} better responsive-
~ hess with key college issues i.e.,
~like planning ahead fo assist in

the communication needs of
groups affecied by her deci-
sions; [4) recognize that deci-
sions in this community are
'values-driven’. She stressed
‘public’ decision-making but
failed to talk ‘publicly’ about
persondl issues fike heaith and
safety, pride in the community,
absence cf conflict...to name a
few.”

“As g faculty member | have

~always felt valued for my idsas

and contributions ot Camasun.
The President has always direcly
sugported my work with stu-
dents.”

Board of Governors:

“The style of communication
and decision-making shown at
times by the college President
has been heavy-nanded and
pafronizing. tdo not believe this

helps good staff relohons As
o Board mémber, | have ona

. few occasion felt ‘talked

down to' and/er lectured,”

"As o« governor ;. of
Camosun Board | have much
confidence and faith in our
president. However, | haar
from a retired group of fac-
ulty and staff and current stoff
that they do not always feel
“consulted.” This, they tell me,
leads to mistrust of "adrninis-
tration.” | am disturbed by
these comments as it forms a
pattem that | believe needs
further examingtion and re-
view. Attimes al Board meet-
ings Liz becomes frustrated
and her posturing reflects her
feelings which some read too
negatively. Nevertheless, |
wish Liz could keep some of
her posturing more neutral.
It's not becoming for Liz to
wear her dissatisfaction so
visibly. | think being a CEQ s
an exceedingly difficult job. |
believe Liz is doing an excel-
ient job.”





