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may instance, these "outsidas" gave information to students on types of  courses that 
would be advantageous before seeking employment in thcL fd. In most cases. the prac- 
titioners agmd to serve asconsulIants for future cMiculum revisions. Departmtal ma- 
Jon also made suggestions for future guest speakers. They particularly wanted to hear 
from remote sensing spccialkts, from economic geographers in non-gawmment service. 
and from personnel managers from a varidy of corporations. 

Overall. students were satisfied with the roursc. In a discussion assessing the dm a~ b 
end of the Spring Tmn, students suggsled that the course would be more attmdive i f  
several twday  field trips were made to visit government oftices and corporate head- 
quarters where geographers are employed in the tri-state area of f h t h  Dakola-South 
Dakota-Minnesota. Students had been encouraged to take a sponsored Tild trip to thc job 
fair at the 1982 South Dakota State University Geographical Converrlion, und many in- 
dicated an interest in attending more job fairs.so there will be a field trip to the Brookings. 
South Dakota program in 1983. We are also investigating the possibility of taking a . 
vanfoad of departmenial majors to e national job fair being held in conjunction with the 
annual convention of the Association of American Geographers in Denver in 1983. 

CONCLUSION 

Reflecting upon the course from the standpoint of a faculty advisor, this class was 
worthwhile. It will be offered again. albeit with some modifications. First. them b a need 
to make i t  available todepartmental mjors&fomthesemestaof their gaduation: it may 
be wise to offer i t  in the Fall Term of each academic year. Second. thae is a need for better 
record-keeping on the overall academic advising of each departmmtal major; hopefully 
part of this problem will be solved with the new procedures for documenting pre-registra- 
tion and enrollment changes. A system of mandatory academic advising is  being adopted 
at the University of North Dakota, emphasizing more interaction between faculty advisor 
and advisee in long-range course planning. Thud. t h m  is a need to create a fund for 
future guest speakas and for any projected fidd trips. ?'his year's guest speakers were 
sponsored and funded by their firms or govanmental agencies, but their tightening 
budgets may eliminate future visitations, so small grants must be sought to continue the 
program. Finally, thae must be active advertising of the course directed towards under- 
graduates who might wish to consider taking geography as their second major or who are 
undecided with respect to a major. Despite wurnings that geography is  floundering as an 
academic discipline,' job opportunities outside academe do exist. Informing graduates 
and faculty advisors in a h a  departments of career opportunities in geography i s  one s~ep 
t o  building better intracollegiate ties. Maximizing carcer~riented academic advising at the 
deparlmmtal level must be done in coopration with other members of the university and 
dso with practitioners in the field. Together, we can develop successful strategies for 
creating and implementing what Borgard has referred to as pragmatic philosophy of 
academk advising. 
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' Ihe  literature on faculty-based advising has progressed significantly over the past five( 
years, reflecting a growing consensus in higher education about the importance of faculty\ 
advising and the need to develop improved advising programs on American campuut. 
However, the literature to date has emphasized the advising process-the philosophy of 
academic advisin~. the need for improved advising. alternative models and practices. the 
development of necessary skills and attitudes and different measures of impact-without 
engaging d i d y  the problem of integrating advising improvement within a complex pro- 
fessional organization. Current raearch and experience has given rise to a more sophis- 
ticated conception of advisinq than was available earlier, but no change strategy has 
emerged that would help nn academic administrator or advising specialist tailor an ap- 
proach to advising improvement that fits the unique culture of higher education. 

Whet is absent in the effort to improve academic advising isan understanding of the in- 
stitutional framework that currently restrains academic advising. and a conception of a 
change strategy that fils that framework. Advising specialists, and often academic ad- 
ministrators. remain the staunch advocates of advising improvement on the college cam- 
pus. However, to the extent that they remain marginal to the faculty culture that governs 
faculty conduct within an institution, they remain relatively powerless to effect improve- ' 

mat. Advisine specialists and adminiarators dedicated to advising improvement need a 
change strategy that accommodates faculty culture and challenges the institutional 
straints that impede progress toward improved faculty advising. 

"( 

Clearly. these comments assume that. for philosophical and practid reasons, advising 
by faculty is essential to an excetknt academic advising program. The philosophical 
justlfta~ion is anbedded in the nature of the educationid enterprise, and the practical 
justification b supported by at least two points. First, faculty have knowledge about the 
disciplines no1 held by others. This makes for bata advising. Second, most institutions 
can not alford to employ advising specialists to do all that needs to be done. Despite com- 
peting demands on their time. the faculty resoura must be used. We know. then, that 
faculty are nmar i l y  at the center of academic advising on most campuses, however, the 
faculty member's dual and sometimes confIiiing responsibilities must be recognized. 
Each inslitution must find the proper mix W w m  pmfensiond and institutional demands 
on faculty and suppor~ each rok. 

March 1983 

D
ow

nloaded from
 https://prim

e-pdf-w
aterm

ark.prim
e-prod.pubfactory.com

/ at 2025-10-20 via free access



NACADA Journal 

ACADEMIC ADVlSfNO AND FACULm CULTURE 

Although the structure of the modern university resembles that of dher organizations, 
the culture that thrives within that structure is largely a creation of the faculty. For exam- 
ple, faculty 

cherish the principk of academic freedom 
retain the prerogative of self-regulation 
maintain a tradition of faculty government and 
cling to methods and intellectual focus established by the academic diiiplina. 

Because advising specialists and administrators are marginal figures in academic culture. 
they may lack leverage to induce h e  kind ofchangethat would improve faculty participa- 
tion in advising. How can advising specialists promote a batasmw of agreement between 
faculty culture and the need for improved advising within the structure of the college or 
university? 

Academic faculty represent a discipline by virtue of training. and an institution by virtue 
of job placement, and as faculty advisors. they have professional and organizational 
respomibility to thdr student advisces. Professional faculty members can bring to bear 
years of accumulated wisdom in the ways of academia. and a broad perspective on the 
purposes of higher education in behalf of student needs. Faculty members as job holders 
in the hierarchy of acompiex institution also represent the established regulations and pro- 
cedures (e.8. rquisiles. prerequisites and program selection processes). and also the 
established goals and priorities of the University. As in m y  modern professional institu- 
tion, professional conduct dou  not always ra t  easily along side institutional imperatives. 

We know that scholars have not acted as independent professionals since the I Ith cm- 
tury (or perhaps since Socrates). Today, only aminority of lawyersin private practice, doc- 
ton in general family practice and architects in small offms retain the rights and respon- 
sibilities of independent professionals: licmsure and oversight by peers. access to an 
esotnic body of knowledge and the obligation to render m i c e  to a client based on an in- 
dependent arsessmml of the client's need. Like most doctors, lawyers and architects, pro- 
fessors have given over to institutions some responsibility for efliiiency and order in daily 
events, receiving in return some responsibility for representing thc needs of  the institution 
as well as those of the client-the student. 

Institutional life competes remorselessly with the professional privilege of professors. 
attempting to control faculty decision-making. In a largc university. many facuhy 
mcmben feel they must favor thdr professionalism over institutionalized duty because the 
gathered mass of bureaucratic processes in the university threatens to overwhelm the 
prerogatives they have earned through their professional training. However, as universities 
have grow toward complexity, advising activity, as a prominent example, has often 
become more bureaucratic than professional. Sim the advising proccss must contend 
with adrninidrative rules, anonymous "clients" and entrenched systems, the faculty tend 
to amid it. 

It is possible (from what has been said) to see advising as two distinct sequences of 
evenls: 

Organizational Change. Improvunent of Faculty Advising 

fnstitvtionali~ed Advising 
identify student programs 
k t  rquisitcs and rules 
check course selection 
sign card 

PmJes1'0m1 Advising 
identify student needs and interests 
clarify student goals 
prepare educational options 
guide student decisions 
maintain contat3 

Many facdty have observed that instilutio&ed advising descwes a minimum of profa- 
sional attention, and a machine could perform most of the tasks. Professional advising. 
however, offers greater wards, but ii entails persand commitment and considerable time. 

Professional advising oocurs onen on mcat campuses. A studcnt x tkr  out a proftssor ear- 
ly in hi undergraduate ex-, establishes a baris of trust, begins to spend timc in contact 
with that adW, establishes a program with the advisor's assistance and moves toward 
graduation with personal faculty supvrt. The faculty advisor taka time to understand 
student's background. usa knowledge of higher education to lay out the options. helps . 
student through decisions and provkles continuing guidance. The professional relationship 
between an advim and student is ar personal as that between any peMn and a chosen physi- 
cian. lawyer or architect. 

Professional advising relationships a r k ,  as do all professional interactions. with the 
mutual consent of the participants and within limits set by pofasional duorum. Such rda- 
lionships arise regularly, but it is IXN likely that aU students (or cvm all faculty) have par- 
ticipated in such a dationship. However, we can k sure that alf students (and most faculty) 
have participated in institutionalized advising. Both parries fmd the institutionalid form of 
advising to be necessary but not suff~ent; with itsattention to regulation, credit distributior 
and prerequisites it i s  degrading and avene. 

To estabtish advisine within the established culfure of the faculty, advising specialists ant 
administrators should relegate institutionalized advising (the procedural issues that facult 
find repugnant) to other processes. A most promising advising mechanism for instit1 
tionaiized advising i s  computerized rumrd review; it or such a mcchvlism is accurate ah 
humane. When computer programs have not bem developed. colleges have trained ar 
organized peer advisors under the duedion of the registrar. the student scrv im dir tJ 

college clean M the advising specia15. Academic faculty may prove much more w d ,  
vix wel) when they feel rhac clerical and procedural problems have been solved elsewhere ( 
computa or peer advisors). 

By removing procedural ~onams from the advising function, advising specialids and i 
mhktraton may concentrate on supporting long-term advising relationshig betwt 
students and facutty. Professional advising fundions arecompatible with faculty culture. i 
Lraditian as old as Amcar and Mentor. Students, as w d ,  would approach their facdty 
visor with greats caw if the policin~ function were rnnaved from the faculty role. M 
faculty want to w e  students to the same extent tltat students want access to them as rek 
adult guides. 
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ORGANIZATIONAL VARlABLES AFFECTING ACADEMIC ADVISING 

Though faculty advising may best occur beyond the scopeof institutional needs, prom- 
dura and regulations. the institutional context still exerts profound influence on the win- 
ingnes o f  faculty to advise. Commonly. the institutional framework o f f m  ar much resis- 
tance to the process of improvement as support. For advising relationships to thrive. advis- 
ing specialists and administrators must change thecontext in which it occurs. Change must 
take place within the forma1 structure, which generates faculty rewards; within admidstm- 
tive processes, which can knd coherence to the advising process; and within the human 
resource area, where both students and faculty can be prepared to interact beneficicially. 

The formal structure of the university dictates: 
I. the advising responsibilities that are designated to faculty and administrative units. 
2. the rewards and recognition that reinfore effective advising, 
3. the definitions and criteria that arc identified and 
4. the time and resources that are altocatcd for the advising function. 

Unforfunatdy, the formal structure, as it has existed, has not always promoted the 
devdopment of advising. For example. on many campuses advising is not well defined. 
Criteria for effective advising are not identified and, in turn, advising is  not evaluated. 
Logically, something that is not evaluated cannot be rewarded in any formal way. The for- 
mal structure rardy includes systematic procedures for rewarding excellent advising or 
punishing poor advising. 

Although the pattern is changlng. many campuses do not spccificcally anocate mources 
for advising. Time is rardy set aside for faculty to provide advising, either as regular time 
on the wcckly calendar or a9 a general cummirment (a load designation) over the academic 
year. Obviously, many faculty take such steps on their own but it is rarely a matter of  for- 
mal institutbnal policy and procedure. Finally, more tangible resources, such as budgets 
for workshops or advising materials, are not always provided. 

While t h e  formal structure for supporting advising is crucial, it is hnportant ro recognix 
that the exlstena of an ehborate formal structure dots not in Iw l f  guarantee ~ u o ~ e s s .  
Faculty and student priorities. and aspects of campus culture and environment, probably 
play a strongn role in an academic setting. Nevertheless, we find that the 
ma1 structure supporting advising positively dooms any ambitious efforts to faltur 
advising, like good teaching, rats finally on internal energies and intrin 
without formal institutional support. the majority of faculty and acadcm 
puwns and deans) are unlikely to elevate the importance of advising. 

I t  may be that alttrationsof the fonnat structureare the most difkult steps to take. The 
organization of work and revision of evaluation criteria have great symbolic siaificanm 
for faculty.' We know ako that in an acdemic setting faculty must participate in decihns 

'Paul Drerd. Handbook afAcadrmir E w t w a n  (%I Frunim: Joswy-Bur. 1976). 333-In. 

that would alter thee aspeas of academic Life. There is no question that the obstacles are 
great. Indeed. given the costs involved in attempting to alta aspects of the formal struc- 
ture, one k led back to the fundamental question: How truly important to institutional 
welfare is the improvunent of academic advising? Is one prepared to do what is necessary 
to shift the formal commitments of the institution? Fortunately, more faculty and ad- 
miutslraton have come to recognix that we have entered an era in which students must be 
recruited, supported and retained in much more effective ways. The health of the institu- 
tioe in the 1980s and 1YXk depends on moving strongly in these directions. Thus, ad- 
ministralivc leaders are becoming less hesitant in making proposals that require unusual 
commitments. leadership and change. 

I 8. Sysrems of Advising Support 

The process of advising is not often arranged so that students can perceive a logical rela- 
tionship among dl the units and peoplecontributing to advising, nor has it been arranged 
so that those units and people can interact effectively. Frequently, 

a) NO group on campus has taken responsibility for developing and monitoring the 
sequence of advising steps that would constitute an effective program. 
b) Even where effective programs exist, referral among programs remains to be estab- 
lished. 

I An overall framework for advising k needed to bring the disparate participants into one 
coherent b w .  

7ht organizational symptoms of this situarion include the absence of coordination of 
advising at the institutional level, the lack of dear designation of administrative responsi- 
bitiiy for taking leadership in the'advising area, and lack of regular processes for evalu- 
ating the effectiveness of advising. In larger and more complex institutions. it is d i f f~u l t  to 
achieve cooperative relationships and institution-wide leadership. However, the absence 
of these qualities dooms an institution to mixed sign&. inadquate consensus about 
priorities and a failure to exploit in a resourccsful manner the resources that already exist. 

C. Human Resources: Faculty and Students 

Faculty members are not systematicatly prepad or rcwardai for the role they must 
assume in a successful advising program. In those cases where effective advising occun, 

forts rmivc rmg-  

dvising is and how 

I Faculty across campus need to hold a shared definition of advising and dtvdop whatever 
skills they will need to operate within that definition. 

I We know that faculty often lack necessary skills of communication, motivation, under- 
standing of effective advising, and howtedge of the institution, and an advising program 
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The student situation is equally problematic; they do not often recognize or accept the 
importance o f  their responsibility to work within the advising system: 

a) Student culture may pmmulgate the belief that academic advising offers little vdue 
and the proper response to advising opportunities is withdrawal. 
b) ~ tud&&rna~  l k k  skill and confidence in conversing with faculty and gaff in ad- 
vising situations, 

I f  advising h to work, students must recognize the importanceof academic advising. learn 
to function effcctivdy and hdp in shaping and improving the advising system. 

Preparing and motivating students to participate efFcctivdy in academic advising is a 
much neglected step. Since advising is a very personal process (especially "professional" 
advising as defined above) i t  is C$SCntial that students assume responsibility for making 
decisions about their lives and that they know how to. and are sufficiently skilfedto utilize 
advising resources. These capacities arc na likely to emerge oftheir own accord. except in 
a minority of  cases. Thus. deliberate institutional steps may benecessary to bring students 
to the point at which an effective advising system is possible. 

In summary. the organizational environment for advising includes the formal structure. 
support systems and human resources. Each component may represent either an asset or 
an obstacle to good advising. However, the general dissaisfaction with academic advising 
on most campuses suggests that these components warrant detailed analysis by each in- 
stitution. Such a study can become the basis for a program o f  organizationat change 
leading to h e  improvement of academic advising. The following pages addr 
b l m  o f  how to dter the organiabnal environment. 

program simultaneously operating on aH three lev&. At the structured level, admil 

Area ProMem Possible OptionslSteps Locus of Leadership 
Formal Advising not defined Develop deflnklon of PresMent. Vice 
Sfrucfum advlslng tasks. Presidents, Deans 

Advlstng not and Faculty 
recognized in reward Wstribute responsiblllly ComrnlHees 
system for tasks 

Crlterla for eftactive. Recognize faculty 
ness not stated contributions in reward 

system. 
Time and resources f 

I not allocated Develop crlterla tor 
evaluation 

Set aside tlme for 
advklng load. 

System No coordlnatlon far Formailzs Campus-wide Vice President 
support whole process commltlee (Acad.1 

Leadershlp responsl- Chargb -ampa n w t t  

blilty not leadership responsiblttty 
establtshed 
Programs not Apply resources to Deans. Chairpersons 
developed. Program development 

and coordlnalbn. 
No process for Oeve b 

- - 
March )9RJ I March 1983 27 

stration and governance o f  the University must begin to prepare the scuing for improved 
advising, providing resources, rewards and structural changes as necessary. The major 
units, whatever their size, must bt&~ to arrange systems and programs that will bring 
ekments of advising togetha into coherent sequences. Oivcn incentives, structural sup 
port and a clear, ralional process, faculty must b e i n  to develop the skills they need to lead 
students effectively. The students must become active and ask questions relative to per- 
wal, academicand WCCT development in order to usc available rswtces cffwtively. A 
pragarn with these go& in view must assume a developmental stance, recognizing the 
mt ing rnc ia  that limit change within the three separate areas. yet supporting active ex- 
ploratian and movement in alt. 

skllls Develop materials Chairpersons 
confidence 
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Chan A presents a matrix that identifies -if= steps in response to s w ' f ~  ororganiza- Another insight concerns Lhe effective ux of infotmatbn to motivate change. Many 
tional obstacla and problems. The suggested steps are matched with the am of organh- studii have confirmed tha the impetus for change, cspeeidly major change. usually 
tional concan, spec if^ obstacles and the probable locus of leadership for the proposed in- comes from external sources.' The link between danographie trends, budgetary pressures, 
itialiva. Ahhough the listed steps are hypothetical and most appropriate for a targcr in- attrition patterns and the quality o f  academic advising may present pasuasive argumenta- 
stitution. the logic of the analysis has relevance for all institutions. The matrix assures that tion for the advocates of improved advising. Detailed and credible information about 
major organizational variables are not ignored and that goals and responsibilities are faculty advising activities may motivate faculty and administrators to take action. 
defined. Such an analysis is an improvement on the often random and unsystcm;lric ef- 
forts t o  improve advising that exists an college campuses. Most institutions are at the point 
that effective advising is simply too important to leave to chance. Institutions must move 
more sclfconscioudy and with a plan that accounts for t uld be exploited. After assump- 

evaluation of progress is then 

similar to those fadng 
to new program ar 
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