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February 3, 2015 

 

Dear Board of Trustees, 

 

In response to the comments made by Alamo Colleges – San Antonio College faculty member, Dr. Mike Settles, at 

the Regular meeting of the Board of Trustees on January 20, 2015, and in an effort to promote transparency and 

responsiveness, I offer the following fact-based points for your consideration: 

 

1. It was claimed that I dramatically expanded management and administrative costs by adding Vice Chancellor 

positions, essentially increasing the size of administration from 2 to 5 Vice Chancellors. 

 

The fact is that no new Vice Chancellor positions 

were created from scratch.  Existing administrative 

positions were restructured to accomplish the 

complex and comprehensive higher education 

leadership charges set forth by the Board of Trustees, 

the federal and state governments, the Texas Higher 

Education Coordinating Board (THECB), and the 

Southern Association of Colleges and Schools 

Commission on Colleges (SACSCOC).   

 

Even though three Vice Chancellor positions essentially emerged from existing administrative positions, other 

administrative positions were eliminated or re-purposed concurrently.  Thus, while administrative salaries 

were modestly adjusted commensurate with the expanded responsibilities of the new Vice Chancellors, the 

DSO positions that were eliminated offset a net increase in expenditures on administrative staff. 
 

Additionally, this administrative restructuring was done with the full support of the Board of Trustees in an 

effort to address the expansive student success and performance excellence agenda that was set forth for the 

Alamo Colleges system.  For example, fundamental IT/technology and audit issues, critical failures in the 

system’s infrastructure, and complex research requirements for Achieving the Dream all needed to be addressed 

immediately upon my arrival as Chancellor.   

 

We needed the “bandwidth” to effectively handle the needs & demands of our students & stakeholders, to 

implement the successful bond, and to construct & operate 1 million additional square feet in facilities & 

programs, including a new college!  The Vice Chancellor positions were and continue to be essential to 

leading collaboration on broad-based student access and success initiatives across the district, in an effort 

to promote collective impact at the Alamo Colleges.  These, among many factors, were the impetus to bring 

greater leadership and alignment to the Alamo Colleges’ system through the District Support Operations (DSO), 

in response to the Board’s charges and the focus on student success. 

  

But that is not the point.  Our dramatically increased performance at substantially reduced costs has validated 

the importance and value of these actions.   

 

2. It was stated that the additional Vice Chancellor and upper-level administrator positions increased total 

administrative positions by 1,050% at the Alamo Colleges. 

 

In the last 7 years, administrative positions at 

both the college and DSO departments 

combined have declined by 10% (-7 positions).  

An even greater decline in administrative 

positions has occurred at the district level.  

Over the last 7 years, administrative positions 

at the DSO alone have declined by 13% (-3 

positions). 
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Despite a substantial increase in our duties and expanded accountabilities district-wide, the fact is that the 

Alamo Colleges has controlled and continues to control the growth of all administrative positions district-wide.  

In the last 7 years, administrative positions at both the college and DSO departments combined have declined 

by 10% (-7 positions).  An even greater percent decline in administrative positions has occurred at the district 

level.  Over the last 7 years, administrative positions at the DSO alone have declined by 13% (-3 positions).  
The data demonstrates that administrative positions have not increased by 1,050%, but instead have 

significantly decreased at both the colleges and the DSO as we strive to increase system-wide efficiency and 

effectiveness, in a deliberate effort to do more with less.1  See Chart 1. 

 

Chart 1. 

 
 

Moreover, data illustrates that the Alamo Colleges actually has reduced all DSO employment through attrition.  

As a result, DSO budgets are down 109 full-time employees since fiscal year 2009, after normalizing for work 

functions moved from the colleges to the DSO.  Additionally, due to improvements in technology and system-

wide enhancements, fewer employees are performing significantly more complex tasks at less cost and greater 

effectiveness as indicated by our Baldrige, FOCUS PDCA, 4DX, and customer survey approaches.  See Chart 

2. 

Chart 2. 

 
 

3. It was stated that the ratio of administrative costs 

to the total budget of the Alamo Colleges is 34%, 

as cited in the Alamo Colleges - San Antonio 

College Ranger.  Additionally, it was stated that 

Texas A&M University spends 3.6% of its total 

budget on administration, as cited by John 

Sharp, Chancellor of the Texas A&M University system.  It also was claimed that a smaller percentage of the 

Alamo Colleges’ budgetary outlay goes to instruction and student services, while a larger percentage goes to 

administration.   

 

                                                           
1 Alamo Colleges FY15 Operating Expense Budget, January 13, 2015, Funding Education in Challenging Times 

Administrative salaries at the Alamo Colleges have 

remained consistently at 2.5% to 2.6% of the 

annual operating budget for the last 4 years using 

the THECB-defined positions. 
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While the official voice of Texas A&M University, a primary source, is used in Dr. Settles’ example, his 

conclusion is based on a comparison with secondary data.  Integrity in academic research tells us that primary 

sources (original accounts) are more reliable than secondary sources (interpretations of an account), such as a 

periodical.  To uphold academic integrity, we must be able to differentiate between facts, opinions, and truth 

when citing or trusting sources, and especially when using data to make public assertions. 

 

Texas Public Colleges and Universities are required to submit an Accountability Report annually listing all 

administrative position salaries, which are defined by THECB as all Directors and above.   The fact is that 

administrative salaries at the Alamo Colleges have remained consistently at 2.5% to 2.6% of the annual 

operating budget for the last 4 years using the THECB-defined positions.  This is lower than the purported 

3.6% at Texas A&M University, and significantly lower than the 34% that we were alleged to have spent.  

Moreover, administrative work is performed at the colleges and the DSO.  As is expected for a five college 

system, 45 of the 65 administrative positions are at our 5 colleges.2 

                                                                                                                                 

   Chart 3.  
Additionally, per the 2013 Accountability Reports obtained 

for our peers, out of 8 of our peer community college 

systems in Texas, the Alamo Colleges ranks second to the 

lowest in expenditures on administrative salaries per 

FTSE.  In 2013, administrative salaries made up 2.5% of the 

operating expense budget ($7.4M / $293.3M).  Only El Paso 

Community College, which has a smaller student enrollment 

and is highly centralized, has lower administrative salary 

expenditures per FTSE than the Alamo Colleges.  Moreover, 

compared to the Dallas Community College system, the 

only other multi-accredited district and the highest spender 

on administrative salaries per FTSE, the Alamo Colleges 

operates at a substantially lower cost.  This comparison data 

demonstrates that, while multi-accredited, the Alamo 

Colleges’ efficiencies are even greater than most singly-

accredited community college districts in Texas.3  See Chart 

3. 

                        Chart 4.                                 

                                                                              Average = $4,321 Instruction, AS, SS 

Additionally, out of 10 peer community 

college systems in Texas, the Alamo Colleges 

ranks 4th, or in the top 40%, in highest 

monetary expenditure on instruction, 

academic and student support per FT student.  

Of the Alamo Colleges’ $7,233 total 

expenditure per FT student, $4,533 was 

spent on instruction, academic and student 

support.  Only $2,700 was spent on 

institutional support, operations, and 

maintenance.  The average per FT student 

expenditure on instruction, academic and 

student support by the Alamo Colleges’ state 

peers was $4,321, demonstrating that the 

                                                           
2 Alamo Colleges FY15 Operating Expense Budget, January 13, 2015, Funding Education in Challenging Times 
3 Alamo Colleges FY15 Operating Expense Budget, January 13, 2015, Funding Education in Challenging Times 
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Alamo Colleges spent well over the state average on instruction, academic and student support per FT student.4 

See Chart 4.                                                                                                                                     

                                                                                                                          

                                                                                     Chart 5. 

                                                                         Average = 64% 

Additional data illustrates that 63%, the 

majority, of the total per FT student 

expenditure went toward instruction, 

academic and student support at the Alamo 

Colleges.  Moreover, the statewide average 

expenditure on instruction, academic and 

student support per FT student among Texas 

peer community college systems was 64%.  

This indicates that the Alamo Colleges’ FT 

student % expenditure on instruction, 

academic and student support is on par with 

its state peers.5  See Chart 5. 

 

 

4. It was stated that the Alamo Colleges has plenty of money. 

The fact is that we do not have excess revenues.   Even while state funding was declining, the Board of Trustees 

has authorized investment of fund balance reserves consistently over the last 7 years so that Expense Budgets 

could exceed our revenue streams.  By doing $3M to $14M for most years, the Alamo Colleges has been able 

to improve technology, perform much needed preventative maintenance on aging buildings, and invest in 

advisors and other strategic initiatives to benefit our students.  We have remained within the board policy of 

15% reserve of our annual expense budget, but currently have little discretionary funds above policy levels.  

Thus, we will need to find creative ways to generate new revenues or cost savings to stay within our revenue 

stream in future years.  See Chart 6. 

 

Chart 6. 

 
 

Our Alamo Way philosophy has contributed substantially to our cost-saving actions and fiscal responsibility.  

Our award-winning Budget Alignment Methodology (BAM) process, which had faculty involvement, has 

                                                           
4 Alamo Colleges FY15 Operating Expense Budget, January 13, 2015, Funding Education in Challenging Times 
5 Alamo Colleges FY15 Operating Expense Budget, January 13, 2015, Funding Education in Challenging Times 
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saved over $200 million over the last 6 years, allowing us to pay higher salaries, employ more advisors, invest 

in greater technology, preventative maintenance, & employee development, and invest in the early retirement 

incentive, while foregoing tuition and local tax increases at a time when state aid diminished.  Moreover, the 

Alamo Colleges has earned a AAA rating from Moody’s, has no audit findings, and has received multiple, 

national fiscal awards.  As a public entity, employees, students, and the larger community we serve all benefit 

from our stewardship and fiscal prudence.    

 

5. It was stated that faculty morale is the lowest it’s ever been at the Alamo Colleges. 

 

In September 2014, the Personal Assessment of the College 

Environment (PACE) survey was administered by the National 

Initiative for Leadership & Institutional Effectiveness (NILIE) to 

6,312 employees across the Alamo Colleges. 1,933 employees 

(30.6%) completed and returned the survey. The purpose of the 

survey is to assess employees’ perceptions of the college climate 

and to provide data that will support the Alamo Colleges in its 

mission to improve bi-directional communication among faculty, staff, and administrators. 

 

Respondents were asked to rate on a five-point Likert-type scale four climate factors; Institutional Structure, 

Supervisory Relationships, Teamwork, and Student Focus.  The PACE survey was designed specifically to 

compare the climate at the Alamo Colleges to a norm base of 69 community colleges or multi-college systems 

of varying sizes across North America. 

                                                          

NILIE‘s and Likert’s extensive research has classified four leadership or organizational systems ranging from 

Coercive to Collaborative.  The Collaborative system, System 4, is the most conducive to a positive climate.  

The other systems are Consultative (System 3), Competitive (System 2) and Coercive (System 1).   

 

At the Alamo Colleges, the overall results from the PACE instrument indicate a healthy campus climate, 

yielding an overall 3.76 mean score or high Consultative system.  Out of a norm base of 69 community 

colleges of varying sizes across North America, the overall mean score was 3.77.  This data comparison 

demonstrates that the Alamo Colleges has a healthy climate consistent with the national norm.6 

 

The Alamo Colleges’ highest mean score (4.02) was in the Student 

Focus category, whereas the lowest mean score (3.44) was in the 

Institutional Structure category.  The composite ratings were as 

follows when respondents were classified according to 

institutions: District Office (3.64), San Antonio College (3.66), St. 

Philip's College/Southwest Campus (3.68), Northeast Lakeview 

College (3.70), Northwest Vista College (3.96), and Palo Alto 

College (4.00).7   

 

NILIE and Likert found that most of the organizations 

researched functioned at the Competitive or Consultative levels.  

Out of 120 studies completed, only a few community colleges or multi-college districts have achieved a fully 

Collaborative (System 4) climate.  This survey data supports the fact that employee morale, and the overall 

climate at the Alamo Colleges, are not disproportionately low, but in fact are on par with other community 

colleges or multi-college systems of varying sizes throughout the nation. 

                                                           
6 Alamo Colleges 2014 Personal Assessment of the College Environment (PACE) survey, Human Resources and IRES, Alamo 
Colleges 
7 Alamo Colleges 2014 Personal Assessment of the College Environment (PACE) survey, Human Resources and IRES, Alamo 
Colleges 

At the Alamo Colleges, the overall 

results from the PACE instrument 

indicate a healthy campus climate, 

yielding an overall 3.76 mean score 

or high Consultative system.  Out of 

a norm base of 69 community 

colleges of varying sizes across 

North America, the overall mean 

score was 3.77.   

From 2013 to 2014, the perception of 

the organizational climate of Alamo 

Colleges’ faculty slightly improved 

from an overall mean score of 3.77 

in 2013 to 3.78 in 2014. 



6 

 

     201 W. Sheridan | San Antonio, TX 78204-1429 | (210) 485-0020 | alamo.edu 
 

 

 

Moreover, from 2013 to 2014, the perception of the organizational climate of Alamo Colleges’ faculty 

slightly improved from an overall mean score of 3.77 in 2013 to 3.78 in 2014.8  Contrary to what was 

stated, the morale of Alamo Colleges’ faculty is not at an all-time low, according to PACE survey data.  

Additionally, the Alamo Colleges’ overall mean faculty score of 3.78 in 2014 was slightly greater 

than the faculty mean among the national norm base, which was 3.77.9  This illustrates that the mean 

perception of the organizational climate of Alamo Colleges’ faculty is slightly higher than the mean 

perception of faculty nationwide. 

 

In an effort to proactively increase both faculty and student engagement and to move our climate to 

Collaborative (System 4), I and my executive team have initiated a framework called participatory 

leadership.  The focus of participatory leadership is to bring faculty, staff, students, and community 

together to discuss issues, solve problems, and make informed decisions collaboratively.  Also, in my 

participatory leadership memo, I stated that the Alamo Colleges’ Trustees identified a strategy they 

called AlamoENGAGE during the 2013 Achieving the Dream Board Institute to encourage and 

support additional faculty leadership initiatives across our enterprise.  The entire Board then adopted 

this initiative and incorporated it into their Charges to the Chancellor in August 2014.   

 

Thus, employee and student morale & engagement are key priorities to me, my executive team (the 

Presidents and Vice Chancellors (PVC)), and the Board of Trustees of the Alamo Colleges.  We agree 

that engaged employees are highly productive, and our goal through participatory leadership, 

AlamoENGAGE, and numerous other employee-focused strategies, is to more deliberately engage and 

empower employees, students, and stakeholders in key institutional decision-making and improvement 

strategies. 

 

6. It was stated that I said it is not my job to make people happy, implying that I contradict the principles 

of trust, communication, and mutual respect set forth in FranklinCovey’s 7 Habits of Highly Effective 

People. 

 

The fact is that the Board of 

Trustees, I, and the PVC believe 

so strongly in these principles, 

they have been embedded into 

Board policy, and we have 

invested institutional resources 

in educating every employee and 

student in the 7 Habits of Highly Effective People leadership program.  As I mentioned in my recent, 

system-wide memo on participatory leadership, the Alamo Colleges has created ALAS (Alamo 

Leadership Academy for Success), a grassroots leadership initiative, and both Focus PDCA (Plan, 

Do, Check Act), within our Baldrige efforts, and The Four Disciplines of Execution (4DX), which 

empower each departmental team across the Alamo Colleges to take responsibility to lead in its own 

way initiatives that achieve our shared institutional Wildly Important Goal (WIG) and continuously 

improve core operations.  Expanding these initiatives, based on 7 Habits principles of prioritization, 

trust, communication, and mutual respect, has been a goal of the Alamo Colleges’ Board and executive 

team for several years now.   

 

                                                           
8 Email exchange with Alessandra Dinin, MA, National Initiative for Leadership and Institutional Effectiveness (NILIE), 
February 3, 2015 
9 Email exchange with Alessandra Dinin, MA, National Initiative for Leadership and Institutional Effectiveness (NILIE), 
February 3, 2015 

According to FranklinCovey in Habit 1, we carry our 

own weather and control our own reaction to stimuli.  

I would never disempower or undermine our 

employees by giving myself credit for or seeking 

control of their happiness. 
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Furthermore, the mission of the Alamo Colleges’ Human Resources team is "Best People, Best 

Practices. Best place to work and learn."  Thus, achieving a positive & proactive climate is embedded 

in our strategic agenda and performance excellence strategies. 

 

Moreover, for the past three years, we have increased employee salaries to "3ness" as proposed by our 

faculty, while simultaneously avoiding tuition and tax increases, despite declining state funding.  

Through increased college access and affordability, our community benefits immensely from the fact 

that our tuition and tax rates are in the state's bottom 1/3rd.  Moreover, in December 2014, our Board of 

Trustees established a living wage of $11.50 per hour for all full-time employees, and increased work-

study wages to $9 per hour in an effort to improve the economic well-being of employees, students, 

and our community.   

 

In 2015, the Alamo Colleges received Gold Recognition from The American Heart Association as a 

Fit Friendly Worksite.  In 2014, the Texas Police Chiefs Association Foundation recognized the 

Alamo Colleges Police Department for being one of the best police departments in the state.  Steady 

salary increases for employees and students, a major expansion of employee development, and our 

award-winning wellness and safety programs, are just a few examples out of many of the Alamo 

Colleges’ ongoing commitment to improve the physical and economic well-being, safety, and overall 

livelihood of our employees, students, and the larger community we serve.  There is no question that 

the Alamo Colleges cares about its employees! 

 

Our actions and investments demonstrate that we care so much about the well-being of our employees 

and students, we have created opportunities for them to become self-empowered, if they so choose.  

Empowering others is one of the most genuine acts of kindness one can do for his/her fellow human 

being.   

                                                                   Chart 7. 

Evidently, our efforts have been 

fruitful.  Employee complaints have 

dropped from a rate of 0.76 per 100 

employees in 2007 to 0.31 in 2014!10  

See Chart 7. 

 

In addition to our efforts, individuals 

have a responsibility for their own 

happiness in personal life and at work.  

According to FranklinCovey in Habit 1, 

we carry our own weather and control 

our own reaction to stimuli.  I would 

never disempower or undermine our 

employees by giving myself credit for or seeking control of their happiness.  To state that I do not care 

about the happiness, morale, or productivity of Alamo Colleges’ employees is a distortion of my 

philosophy on self-empowerment and individual responsibility, and, in fact, proves contrary to my 30 

+ year commitment and performance as a leader in the higher education sector.11   

                                                           
10 Contreras, Edward, District Director of Diversity and Equity, Alamo Colleges, January 30, 2015. 
11 Covey, Stephen R. The 7 Habits of Highly Effective People: Restoring the Character Ethic. New York: Free Press, 
2004. Print. 
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7. Lastly, I was quoted as saying that institutions of higher education, on the whole, no longer provide 

nurses or medical services for students.  Also, I was accused of being dishonest with my stakeholders.  

Additionally, it was stated that everybody has nurses; from colleges, to universities, high schools, 

middle schools, and elementary schools. 

 

What I actually stated was that among community colleges particularly, the trend has been to eliminate 

health services positions.  The Alamo Colleges recently completed a state-wide survey of the 50 

community colleges or multi-college systems in Texas, and found that seventy-eight percent (78%), 39 

out of 50, colleges or college districts do not provide health care services for students at any of their 

colleges or campuses. Within our Very Large Community College (VLCC) peer institutions, 70% do 

not provide student health services.  Only twenty-two percent (22%), 11 out of 50, colleges or college 

districts currently provide health services for students at one of their colleges or campuses.  The 

Alamo Colleges - St. Philip’s College (SPC) is one of the 11 colleges that provides student health 

services.   

 

Under the general supervision of the VPSS, Dr. Sherrie Lang, SPC has been providing health services 

to students with a total of 3 full-time nurses.  At the MLK campus, an RN staffed the center from 8 am 

to 5 pm.  Two (2) LVNs had been staffing the health center at the Southwest Campus from 8 am to the 

end of evening class offerings.  Effective the spring 2015 semester, both sites are being covered by the 

two remaining nurses, one RN and one LVN.  The Alamo Colleges supported this decision and agreed 

that with all the machinery operated by students in SPC programs, from automotive to welding, there 

is a greater risk of injury, therefore retaining a nurse at both SPC campuses was the appropriate strategy.   

 

Additionally, 6%, 3 out of the 11 colleges that provide health services, do so on a part-time basis and 

contract out the service.  Only the remaining 8 colleges staff the centers with in-house RNs and LVNs 

on both full-time and part-time bases.  All of these colleges provide only first aid assistance and none 

provide medical treatment.  Referrals for treatment are made to local hospitals, clinics, or EMS.12   

 

Dr. Settles did agree that public higher education must be operated similar to a business, and the Board and 

PVC have accepted responsibility to lead our colleges effectively, efficiently, and relevantly.  The 

investments and initiatives we have accomplished during my time as Chancellor, with the support of the 

Board of Trustees and the PVC, demonstrate the Alamo Colleges’ commitment to effective, efficient, and 

relevant higher education operations.  This commitment serves our students’, taxpayers’, and community’s 

economic and social needs. 

 

We agree with Dr. Settles that students should be priority number 1.  That is why we continue to question 

and pursue transformation of a status quo that has proven to fail students on many levels.   

 

On a more personal note, recently several faculty members have attributed quotes from me without any 

verification of the source document validating the alleged statement.  This approach, namely compiling 

selective information in a misleading manner to advance a "personal agenda” or to grandstand in public 

forums, tarnishes the work of dedicated faculty and staff across the Alamo Colleges, is unprofessional, and 

                                                           
12 Student Health Services at Texas Community Colleges, Survey Conducted January 6 - 15, 2015, by Office of Vice 
Chancellor for Student Success, Alamo Colleges 
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undermines the standard of academic integrity we are all expected to uphold in our public statements and 

engagements. 

 

Employees, students, and the community can be proud of the Alamo Colleges’ commitment to 

stewardship, while focusing on student success, which is summarized in our six key, fact-based 

accomplishments: 

 

 A lean administration that is doing more with less; 

 A focus on student and employee safety, and physical, socio-emotional, & economic well-being, 

as evidenced by living wage standards, yearly cost-of-living increases, award-winning health and 

safety programs, and innovative employee/student development programming; 

 A healthy and consultative campus climate as indicated by the 2014 PACE survey results; 

 A robust and fully-integrated 7 Habits of Highly Effective People professional/organizational 

development program, including ALAS, to develop “a leader in every seat”; 

 Organizational cost-savings of $200 million since 2008 allowing us to dramatically increase 

advisors, increase employee salaries to "3ness" and avoid tuition and tax increases for three years; 

and 

 Tuition and tax rates that are in the state's bottom 1/3, helping to expand college access and increase 

economic well-being throughout our community.  

 

Should you have any questions about the primary source data cited in this report, please feel free to contact 

me.   

 

Kind Regards, 

 

 

 

 

 

 

Dr. Bruce Leslie, Chancellor 


