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Advising for the Advisor

HOWARD €. KRAMER, Director of Research and Planning Division of Campus Life,
Associate Dean of Students, Cornelf University

Institutions of higher lcarning are facing a new environment, what Trist would call a tur-
buleni ficld. In such a field, large competing organizations, acling independently in many
diverse directions, produce unanticipated and- dissonant consequences in the environinent
which they share.* One consequence is that facully members in the higher education com-
munity ate expericncing more dissatisfaction with academia. ichind each cxpression of
dissatisfaction is an individual secking identity, recognition, fulfillinent and mcaning in the
total academic environment.? In addition, the persistent questions of institulional survival
and organizational heallth of those institutions are increasingly being viewed by faculty as
matters for which they bear direct responsibility. Traditional roles of faculty have been the
creation and fransmission of knowledge and atiendant service functions that benefitted the
institution or some memnbers of the college or universily community. Current coviconmenta
conditions Facing the academy require that faculty roles also include activities that contribute
dircetly to the long-range vitality of the institution. Faculty metubers have come to under-
stand that their own sucess is inextricably lied to the success of their local institution. This
understanding, asud these same environmental conditions, also can have a negative influence
on (he morale and sense of well-being of (he faculty.

This paper describes how advising by facully niay be used as one of the many faculty voles
thiat can help the institution and the individual Faculty member. tn short, the observation has
been made that a dynamic relationship exists between-the development of individual Faculty,
the developmient of their careers, and (he oveeall well-being of institutions of higher
education.’ : N e -

¢ i Trist, “Referest Organizations ad the Developmant of inter-Organzational Dasmains,” Thenin Reluations, 36,
{1983}, pp. 268-284. :

. toe Knefolkamp, “Faculy ax) Stidern Devekopencnt in the 80°s: Renewiny the Cossaity: of Schokirs, ™ In-
tepectinte Addult Devebogeneed Theory wite Hligher Eovoation Practice. Carrens fsans i Higher (deadion No, S,
(Wanhsmgon, £.0.: Apwrican Asacialion e Higher Fdacation. n.d.)

< Michkacd C 1. trookes aid Kathevinw § . Gemo, Akvring the Challenges: Pxavlopen: kaidiv € arcers. §ligher Fduca-
tion Rescarch Kepost N, 3, (Wanhinggon, O Assaciation for the Stady of Dligher ducation, 1983.)
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Traditional perspectives on advising portray the activily as an educational service designed
for studersts. Advisors were:
e to provide information;
*  ¢o assist students with educational decisions;
¢ o monitor or check the progress of the individual student toward fulfiliment of
the requirements for the degree; and

¢ 20 help the student cope successfully with whatever bureaucratic mazes a par-
sicular college or university had created.

. The advising program was student-centered and designed to meet student necds. The faculty
visor's reward for providing this service was intra-psychic, that is, the benefit of watching a
student develop and mature, and of fulfilling a task for the institution,

Within the last decade, advising has been increasingly relied on by educational institutions
struggling with the social, political, and economic challenges that threatened their survival,
tuereased reliance by institutions has altered the eraditional goals of advising. Advisors are to
wit: asked to aid in the retention of students, to improve the quality of life for students, and

10 enhance the institution's support structures that impact the ecology of teaching and learn-

ing. These atlempts by administrators to secure institutional vitality, though sincere and cer-
tainly needied, are not without adverse effect, because faculty are being asked to increase
thewr work load through greater involvement in advising, and also o revise or revamp their
central roles of teaching and research. Faculty must revise and adapt to new modes of
1eaching because morce students are entering higher education familiar with the tools provid-
ed by technology, courses, and colleges.* As a result, junior facully experience increased
pressure as the tenure race tightens and senior faculty wonder if their professional competen-
cies will continue to receive the recognition and approval in the (uture as they have in the
past.

We need to rediscover the perception of faculty as a collection of different individuals

xeding varicties of incentives and opportunities to stimulate and extend their potentials. The

sk is to enhanee or create conditions where faculty see teaching as an opportunity for effort

. aned achievement, as a channel for productivity, and as an avenue for experiencing mcaning-

tulness and responsibility.® The task is not only to provide opportunities for advancement

within the institution, but also o promote directly those conditions that provide significant
benefils for the individual facully member.

e Institistions” View of the Future

Orgatsizastions face crises that ‘'occur with growth and that provide for growth. Higher
cducation faces a particularly demanding span of years during which financial resources

. seenteertain to continue to be limited. Although “productive’” is one of the favorite words in
the acadeny, prevailing attitudes and structures make high productivity nearly impossible.*
Productivity, gencratly, is the relationship among time, effort, and other resources expended

¢ Wooke and Cennan,

Y okanes b B, U The Mot o Teah: Meanings, Mesages, and Morale ™ 5.5 Bess I, (San Francisoa: Sossey-
Wsv, ndy 99107, '

* Mutin R, 13ha aad D). Zoenier, Se. “Fhe Academic String Puslwrs,” Change, (March 1982,) pp. 21-25,
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on a project and the results of that project. This continuing emphasis on efficiency and effec-
tiveness of production, in an expanding scenario of resource imitations, becomes cver more
personalized. In academia, this constraint has contributed (o tension, confusion, and con-
(rontation among decision-makers and faculty, and has inhibited both personal growth and
instifutional development.

The current state of affairs coriforms nicely to the definition of organizational crisis ad-
vanced by Milburn, Schuler, and Watman. They define organizational crisis as: (a) an op-
portunity for the organization to attain its current goals; or (b) a demand or threat on the
organizafion which cither prevents the organization from attaining its goals or actually
removes or reduces an organization's ability to attain its goals; a demand or threat that the
organization seeks (o resolve because the outcomes at stake are imporiani and the resolution
sirategy is uncertain.’

Few observers would disagree with the statement that the quality of the faculty defines the
quality of the institution. As a result, faculty are an institution’s most important resource.
The faculty’s productivity involves the generation of funded rescarch income, the initiation
of knowledge, the guiding of student learning, and other services for the institution. Colleges
and universities must look to meeting the orthodox needs and justifiable hopes of faculty as
one means of coping with the struggle for institutional survival and organizational well-
being. In fact, the two are interdependent. Institutional survival, as well as any measure of in-
stitutional vitality, is inextricably tied to the degree of success faculty have in coping with the
individual and organizational dilemmas that lie ahead.

Advisor Benefits

At each stage of their academic careers, faculty face a complex matrix of growing and
changing needs and aspirations. As maturing adults, they experience personal challenges and
face psycho-social tasks. Each of these tasks offers the possibility for further growth and
progress toward generativity but each task, and its resultant challenge, also holds the danger
of a regression towards stagnation and sell-absorption.' What might be done to help laculty
cope with the combination of challenges provided by developments in the personal and in-
stitutional sectors of their lives?

in suppart of the general irend of pressures toward increasing facully members’ produc-
tivity and creativily are the findings of a study investigating stress among 1,957 faculty and
administrators at 17 two- and four-year colleges.” Almost one-fifth of the respondents (19
percent) reported 1hey expericnced severe siress, 43 percent indicated they experienced
modecrate stress, 27 pereent reported mild stress, and 1 percent never felt any work stress at
alt. In this investigation, the three sources of stress of most concern were faculty apathy, stu-
dent apathy and workload, rather than salaries, job security, or diviersity of students. Stress
was associated more with those characteristics of the-profession that provide the intrinsic

' Thomas W. Mitburn, Raidall S. Scluder, and Kenieth H. Watiian, **Organizationad Crisis, Pant 12 Definition and
Conceptualization,” Human Relations, 36, (1982), pp. 114-1160,

¢ linic H. Erikson, and Joan Erickwan, “On Generativily and Idendity: From A Conversation With Eric and Joan
Erickson.” Harvand Echucutiond Review, 31, (May [981), pp. 249-269.

* Winifred W. Melculez and Rafact M. Gazman, Brnowt: 4 Study of Stress In Acaderne, (San duan: iter Anwerican
University, 198).)
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-rc::'?rck of membership in the academy, than with the external particulars of the position
jtself,

Is it feasible to think that changes or innovations in a faculty member’s work might
alleviate the adverse effects of what Minkler and Biller call “role shock?”’ They defined role
+ shock as the stresses and tensions manifested as discontinuity is encountered when moving
from Fuansiliar 1o unfaniiliar roles. These uafamiliar roles may constitute totally new roles, or
Famitize exdd soles which are played differently in a new situation.™ Current pressures on
faculty, inwluding many institutions’ invitation that ihey become more heavily involved in
academic ihvising, also institutional requests to expand or change faculty’s role, contribute

to theis feching ol being besieged on all fronts.

It is constructive to think of involvement in advising as providing multiple benefits. First,
alvising ddoes benefil the individual student consumer, and satisfied consumers are critical in
tuxlay's “‘buvers” market.” Second, advising provides an important service for the institution
hy gathering and disseminating information about the institution’s curricula, its policies, and
its standagds. Third, and most importantly, advising provides a means whereby faculty may
espericnee and receive 3 variety of outcomes that are imponah(lo their. well-being.

Advising, s onc among many roles, permits faculty 1o practice whal Selye calls the
*“*philosophy of aliruistic egoism.” This personal code of ethics advocates the creation of
feclings of iccomplishment and security through the inspiration in others of love, goodwill,
and gratitude for what we have done or are likely to do in the future.'* Gaining knowledge
and skills ¢hiat enable one to fulfill personal standards of merit, by providing competént and
helpful advising, -tend to heighten interest and affirm a sense of personat accoﬁtblishmen(.
Su.u'css in attuining desired outcomes through challenging performances can further verily
existing comipeteiicies. People who are skeptical of their abilily to exercise adequate conirol
over their actions tend-to undermine their efforts in situations' that tax capabilities.* It is
crucial than people see’ how - their abilitics can- unequivacally eveeed. defirands in order fo
ranove sodic inceriainty. People say need to be convinced and sustained in the belief that

ey are capable of performing to their own satisfaction. ,

Neverthseless, incentives are necessary for individuals 10 test the upper liniits of what they
are able 1o do. Accosding 1o Bandura, by mobilizing high effort, incentives can help (0
s.lnhsl:mliulc talents.even though new skills:are nol acquired in the process,** Facully, and ad-
viwirs, can contribute to the achievement of outcomes that are impokténl to the
undergraduate ilvisce, to the institution, and to their feelings of self-efficacy.

Aehvisor Iriscentives

‘The professor®s discovery of his or her owit voice — the ideas, attitudes, images, emo-
tional and moral tone, and the words (o convey exactly these and no others — as well as the
deformation and reformiation of it over the length of a career, are adult developmental

“ Nvokeh M finkier amd Roben 15, 1k, “Roke Shock: A Toot lie hising S
R . ‘ : [QLTY g SRy A i i ive
Kol Veonatnwn ™" Ll Relations, 12, (99), pp. 125-14), ) B Hrous Accmmaying Dininive

TR Seve s S Gleske lo Strew, (New York: Van Nosirars) Reinhold Cu., 198, )
T Al Moo, <Sell Fificiny Movhanism i | luian Apcrwy,” American Powhodogia, 17, (19823, pp. 122-147
il v BRL l o o '
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achievements.** How can the institution champion faculty participation in advising? The ad-
ministrative stamjy of approval on cerlain academic (asks is not necessarily assurance for
faculty of job satisfaction or personal development.

The process by which people develop interest in activities in which they initially lack skill,
interest, and sell-efficacy is an issue of some importance. What we commonly find in
acadenia, is a not unexpected increase in protective and defensive behavior armong most
faculty as their role is questioned by a varicty of constituents,"” Similarly, initial suggestions (o
facully for improving or exiending participation in advising include a host of external
“‘beitefits.” Some of the benefits that are consistently mentioned are more money, relcased
time, additional help, increased administrative support, individual awards and inslitutional
recognition.

These forms of extrinsic motivators (benefits) have at least two serious handicaps. First,
the shrinking pool of resoutces virtually guarantees that means for subsidizing such rewards
will, for most instititions, nol be available. Second, as McKeachie points out, there is
evidence that extrinsic incentives such as money are likely to have undesirable long-term ef-
fecls on motivation, since one must increasingly raisc the aniount if one is 1o maintain
mativation.'® Extrinsic incentives presumably decrease interest by weakening competency
drives or by shifting causal attributions for performance from internal motivators to external
fewards."” On the other hand, il external incentives are viewcd as evidence of task com-
petence or skill, intrinsic liking for the task will increase.'* Consequently, a strategy of using
only extrinsic rewards or incentives offers little hope for an institution dedicated to support-
ing the personal and professional development of their faculty.

What then might the perspective of intrinsic incentives provide? Intrinsic motivation is
based on the innate need to be compelent and self-determining. This basic nced leads people
to situtations. and activities that interest l‘h‘em.‘,thal provide optimal challenges, that allow
them to learn and achicve,'* May we surmise that advising can contribute to these benefits
for faculty? One author suggests that a source of intrinisic satisfaction for faculty is derived

from such things as satisfying relationships with students and collegues, from intefleciual

stimulation; and from a scnse of freedom and autonomy in cutying oul one's job with a
serise of personial control and efficacy.’ In-a manner, intrinsic rewards are perceived as
pleasurable psycliological states. Hackman and Oldham note that there are at leastthree
such states. The first state is the experienced meaningfulness of the work. Thal is, the degree
10 which the individual experiences the job or the task asone which is generally meaningful.
“The secohd state; experienced responsibility for work outcomes, refers to the degree to which
the individual feels personally accountable and responsible for the results of the work he or

" :’:::S': Newton, "Peérids in the Aduli Development of the Faculty Membes,'* Human Relations,. 36, (1983) pp.

 Junes less, Universify Orpanization, (New York: ) luman Scicnces prc“,‘ 1982.) :

« W.J. McKeachie, W.3. “Tie Rewards of Teaching,™ J.1.. Bess Gdd., (San Framdson: Joscy-lkes, 1982) pp. 713,

b (eowdaea, p. 1M,

* Mark Morgan, *Reward-luduwed Decr and lncrements in Intrinsic Motivation,” Review of Edixational
Rewurch, 54, (1984), pp. 5-30

* pdward .. Deci, and Richasd M. Ryan, **Intrinsic Mativation 1o Teach: Possibilities and Obstacles in Our Cotleges and
Uiversitics, " J.0.. Bess B, (San Frowbwoo: Jossey-llass, (982,) pp. 21-35.

= McKeachie, p. 10.
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she has done. In this case the advisor should [eel accountable and responsibie for the out-
vames or the products of the advising interactions. The third state is the knowledge of results,
or the degree to which the individual knows and understands on a continuous basis how ef-
fadtively he or she is performing on the job.”

If one could structure advising by faculty lo increase the frequency of meeting these condi-
tions, how would this be viewed by the advisor? Given the almost universal need for people
to experience arousal, competence, closure, connectedness, control and pleasure at achieve-
ment, it would be unusual to expect laculty (o disregard or devalue these feelings.* In situa-
nons roughly analagous to advising scenarios, seeing a person toward whom one has emo-
. tional ties succeed in some project, in this case the challenges or questions students face in an
‘ucational context, can produce a sense of personal pleasure. As every parent, teacher, o
- waerapist K nows, this fecling is enhanced when there is knowledge that one has helped to
facililate the other's accomplishment. What is important is that when social behavior is
voluntary, personal well-being is advanced by promoting of the well-being of others. Percep-
tions of personal causation and responsibility have been demonstrated 1o be related. to
measures of psychological well-being.** ** The reader will no doubt recognize a variety of
past experiences, a course, a seminar, a task group, or a counseling or advising session, where
a signilicuat achicvement by another person in that experience created intensen personal feet-
ings of accomplishment on your part.

In his most recent work, Erikson™ suggested that psychosocial well-being depends on the
two clements of commuinity and diversity. Community is the sense of belonging and of being
part of a shased enterprise with common values and goals. Diversity encourages individuals
to continuc to grow and explore by providing a variety of opportunities and challenges. Par-
licipation in advising which goes beyond information sharing, by providing assistance with
such developmental concerns?' as goal setting, planning, or problem solving, offers the op-
porimity to have a meaningful effect on students. In many ways advising is a form of one-
on-one teaching, a matter of creating a special tlime-limited relationship between advisor and
wdvisee s that the motiviation and energy for the task comes from both participants.

‘aching is the introduction of new knowledge that comes to the students with the weight of
newness, ™ Likewise, advising is a form of teaching because it introduces students (o new

“knowledge. Both Torms of educating are based on the syntheses of vld and new knowledge,

of concept and practice, or the development of ot her creative blendings where the outcome -

shows pronise of being greater than the sum of its parts.

This creation of shared dialetical thinking on the part of both pasties in advising can lead
to ashared experience of enjoyment in what Czikszentmihalyi” calls **flow."* This enjoyment

"R Hacheesan, wid € R. Oktham, Wevk Revbesign, (Reading, Mas.: Mcﬁum-wc;ky. 1960.)

 Bess, Matrcakion o Teach, p. 103, .

" Alan S, Wistenoan, *Individualism and Interdependence,” Asmericun Pspchodogiss, 36, (19813, pp. 762-77),

H UL Lefcont, Poxus of Contrd; Current Trends in Theory and Research. (Hilldale, NL).: Ertbaum, 1976.)

"EL.L Phates, £ ovves of Contired in Persanality. (Marmristown, N.J.: General | caming Press, 1976.)

# Jincksus amd Frckam, p. 260). .

” Howad ¢ Keanwr and Robert 1. Gardoer, Advising by Facubiy. (Washing §).C.: Natiowrd Edwcational Acsocin.
to, 198N}

* Wareen B Mbutiss. New Dinviuue it Higher Echacation: New Pengectives e Teaching aried Learning. (San Frasison;
sy lhes, 19%) )
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is characterized by a deep, spontaneous involvement with the task at hand. In “flow,” one is
carried away by interaction to the extent thal one feels immersed in the activily — the distinc-
tion between ‘1" and *it"* becomes irrelevant. The lecture that is “on,” the seminar that is a
work of art, the discussion of research with a contemporary and, yes, even the occasional
rapprochement with a studen( do fead (o the experience of excitement or rapturc. Thus, one
rationale for supporting facully involvement in advising is thal advising may provide bene(its
of personal importance to the advisor. Kanfer, in his discussion of an applied psychological
approach to altruism, cites a cardinal rule of policy (“‘Never ask persosis to act against their
own sell-interest’") and concludes that what is needed to facilitale helping is *“lo train persons
to act for the benefit another because it is in their own self-interest.”**® In like manner, the ad-
vising coordinator has nced of convincing faculty to advise students becasue of what they, the
faculty, may receive from such participation. These benefits may be present, although in dif-
ferent forms, {or faculty at cither end of a'continuum of generativiily. Generativity is defined
as indicating a concern for the next generation, the stage of caring for the welfare of others.
Those at the psychically positive end of professional development, the group Kanter®' calls
“‘maving,” and those a( the other extreme, the group she labels “‘stuck,”” both may receive
psychic benefits from advising, or helping others. In general, the culture of higher education
is not particularfy conducive (o the development of the individual facully member.”* The
academic career has a number of characteristics that make it especially demanding. They are:
a poorly defined professional identity; a long period of preparation that focuses on rescarch
and ignores teaching; and a reward system that follows suit. It is possible, however, that
creative planning, innovative programming, and entightened redesign of core institutional
functions such as advising may help academnia avoid the trap of mental destruction and inject
a greater measure of understanding of the human factors of productivity and creativity.

Considerations for the Advising Coordinator

The advising coordinator must conceptualize the advising system as a task group having
two objectives. One part of the advising program is concerned with student development, the
other part with faculty development, Although both aspects of (he program are important
for the institution, from a long-run perspective, the latter aspect, faculty devclopment, is of
critical importance in these days of retrenchment. Any institution that cavalierly reduces the
organization’s ability to care for facully members’ needs will eventually reduce the commit-
ment of faculty and the level of their institulional involvement.

This is not to suggest thal advising programs and advising coordinators should attempt ta
mount an effort designed to help all facully 1o become *‘developed.”’ The tyranny of
equalitarianism, that is, the desire Lo treat all persons as equals, can have disastrous eflfects.
in contrast, the adoption of a form of “‘special reatment”’ is betler suited to what is needed.
“The advising coordinator must develop programs that are designed to serve the nceds of the
institution and are implemented in 2 manner best suited to the individual needs of the faculty
member, .

b Mil\uly Crikszentmilialyi, *Intcinsic Mativation and Effective Teaching: A Flow Analysis,” J.1.. liess Fd. (San Fran-
cisoo: Josscy-llass, 1982,) pp. 15-26.

* 1L Kanfes, “Iersnvd Coniral, Social Control, and Altruism: Can Society Survive the Age of Individualism?”
American Powlolagist, 34, (19M9), ppr. 231-239.

* Ronabth M. Kaater, *The ¢ hanging Shagw of Work: Psychological Trewds i Amcrica,” Claront Ivasss in Migher
Fahweatior. (Wanhingion, 12.C.; American Assewiation foe Higher Education, 1978.)

" Mervin Froodsnan, of al, Acakeniik: Cidture andd Faculty Pevelopment. (Berkeley, Calif, Momtaigne Press, 1979.)
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The advising coordinalor must be cognizant of the .w.ays in which individuf:les use \.v?rk
roles consciously and unconsciously to further theit individual dc.velopmcnl whi re.rm::: ,:5
allied with organizational goals. Too often, advising has.been viewed as an org.am;aem o~
goat of direct service to students with little or no thought given l(.) the nc:companylel::i enefie
for the ad visos. Cooper and Gustafson’® demonstrated u}al il is possible lo.all o
boundary issues, that is, issues that affect task completion, at the same time indi
developimental needs are addressed directly.

Concern for the developmental aeeds of the advisor stem from the cmvuqlmr;fl;::d tlrcl-
dividuals prow and change throughout their liva;. that they move through : series of prcte
table srages: and that cach stage presents a speclﬁc task or cl}allengc ‘T:anmais p ovoke &
vrisis. Depending on the success with which individuals nego(!alc )l.he challenges, they
achicve @ sense of individuality, integrity, and personal well-being.™* i

“The titerature on carceer development, like the liner;tu;_e on :;dull devglopm_;m. :ul;fjala
‘thal careers are no longer viewed as static. The coordinator, as an ar_r_lbassatk)r_ sadp dm‘ lne thh
ing program and the inslitulibn.@ndeavo:s 1o create an organizatio r cf;:;om et
“naturally™ supposts advising and teaching through the formal sifuct‘ure of au e “):dm ‘
rewards and {hrough ‘the infra-structure of the in(ormal orgafuzauon and Ms o
vultwe." Allhmigh faculty are attracted to'the prol'esson becauseil appears to ] t‘ 'II' e
tor challenype; ‘opportunity Tor achievement; and gcnefal frccc!qin from bs;;per;sun):;i e
qiestion of what they need, what they want, and what !hcy are W|.llmg andzf fo ‘ o.f e
answered it the individual, not the collective Jevel. This perspective of the importance ot
-divnlual differences is echoed by Smart’s™ comments about lczfchmg goals. He repzr‘th { .
vt i the teaching goals and instructional methods of taculty mcmbc_rs in dcvc:) ‘
academic dhisciplines suggest that universal approachef (o enhanve the prorsslonalhos:“&
e le.p. teaching effectiveness) of faculty are not likely 10 be as suceessful as tlmdh“m
tiake coguizance of disciplinary diversity. An cxampl«; would he to u'msl-ru'ct ul‘se o
development programs that respond directly \0. ll}c unique tcaching oricntations (€.g. goais,
methods) of faculty members in different disciplines.

“Flsere are several truths about faculty development programs that d;ccis’ior.l m:(l;c;: sh("lx;if
_ keep 1o themselves when operating a prbgr;m lha! has the dual foci mcnnon' Te.
dssumptions thit undergird the prograim may be viewed by facully as suggesting:

1) Facuby arc less than fully developed and hence need to be changed; ‘

2) Personal barriers which inhibit further development can be found in many facully;
wd

1) These barriers can be overcome and personal and professional growth promaoted
througl the efforts of trained professionals.”

Lo L Rele
Lol Coopet uxd Jaines 12, Crestalson, *‘Family-Group Developinen: Planning in Organiztions,” Flussn
oy, 19, (F981), pp. W57,
** trookes andd CGennan, 1983,
“ Ness, Motnwnion to Tewch, p. N8B, ] . . . .
* Jolin C. Seman. “lacoly Teaching Goals: A Test of Hollads Pheory.,” Jowemdd of l:(lumlxvud INawhodegy,

(19N2), . EH0-INN, 5 o _
TN \';:.m and LA Yougza, *The Shared Tasks of the Humanitics and Faculty Develoguncit, { iberad hﬁuﬂﬂ

thevembier, 19703 p. 90,
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Whalever degree of validity may inhere in such obscrvations, they are not the appropriate
topic of discussion in a voting meeting of the faculty! Such a goal might be better realized in a
private discussion with a facully member where verbal persuasion is used (o convince the ad-

visor that s/he possesses capabilities that will enable him/her to achieve the desired out-
colnes, :

Implications for the Institution

This discussion is an exploration of one of the manyfactors related 1o institutional pro-
ductivity. As a complex phenomenon, the productivity decline, or growth, of an insfitution
has multiple causes. Judson** concluded that managers wust segard productivity growth as
evidence of the suceess or failure of the entire organization. As such, it-requires an effective
long-term sirategy that is developed through the broad involvement of those who must imt-
plement it. For our purpases (he improvement of advising, whether benefits are (o accrue
more (o students or to faculty, must evolve from a renewed commitment by-the faculty to
this educatiopal task. . . :

It is difficult to enwmerate the specific strategies that may best accomplish such ends. The
advising program as described by Williams should endeavor to provide the conditions under
which individuals in collaboration can acquire new understanding of their environment, ex-
plore potentially adaptive alternatives to existing social designs in the institution, and plan to
pursue new directions in advising by redesigning the organizations and the extended domains
in which they participate.” Another theorist, Ramirez, describes a generic stralegic ap-
proach, ‘“‘action learning,” that organizations can usc (o meel (he rapid, complex, inter-
related change envountered in (urbulent conditions. The emphasis of *action learning’’ in-
volves a recognilion of how we go about dealing with the unpredictable and uncertain

futures that turbulence entails. That emphasis is increasingly important in terms of what it is
that we do.

What the advising program is designed 1o do is influence the culture of that institution.
Sathe* suggests that organizational culture is the set of important understandings (often
unstated) that members of a community share in common. Culture is:

~— predominantly implicit in (he minds of people;

— shared in thal it refers to the ideas, meanings, and values (@ which people
subscribe collectively; and

— transmitted by a process of socialization, **

Organiztaional culture also has a profound influence on brg_émizalional life. Shared beliefs
and values represent comumon assumplions that guide organizational thinking and action.

" AS. Judson, ““The Awkward Trith Abow Praductivity,” Hanard Business Review. Septenbers October I‘Iﬁ.) Pp.
947,

" T.A. Williams, Leurning 1o Manage Ovr Futures. (New York: Wikcy, 1982.)

* Raliad Ramivez, “*Action Fcarning: A Sirategie Approach for Organizations Facing Turbulent Conditions,™ Hunwn
Relations, 36, (1983), pp. 725742,

* Viiay Sathe, *“hrplications of Caqeorate Cukure: A Munager's Guide Lo Action, ™ Orgartizationd vnaenics, (Avtunu
1981,) pp.-5-23,

" Panl B, *The tripodt of Organizationad Cuilture o Approaches io Organizational Problont-Solving.™ Orgrniza-
lmm_d Striches, (May 1984,) pp. 4366, . :
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In an effort to induce culture change thal is supportive of a’dvising innovations, institu-
tional leadters must understand and intervene in each of the basic processes that cause culture
1o perpetuate itsell. Sathe also suggests that the managers seeking Lo create cullural change
tnust attesnpt:

** (1) to change some behavior of persons in the cullure;

(2} 1o change justifications for the behavior (¢.g. in the case of advising, to change
the balance between extrinsic motivations for engaging in advising and rely in-
stcad on more inlrirxsic forms to motivate the new behavior);

(3} 1o use both explicit and implicit communications to nullify external justifications

for the new behavior and persuade people 10 adopt. new cuftural beliefs and
values;

l 4) o cng'ngc in recruitment and soaahzauon of newcomers (l e., new adwsors) that
*f3t in** with the corporate realitics of the “new’’ culture; and

() 1o take steps to *‘weed out” those existing members of the ad\nsmg program who

“do not't-
The endt goal of adult dcvelopmem is committed aclions based on complex understand—

ing. Perry, for example, :dcnnﬁcs progressions of intellectual and ethical development that
include not only the variety of ways of understanding events, but also, ultimately, an ability -

lo commit onesell to considered action in the midst of perceived refativity and ambiguity.

The advisor, and the coordinator, need a means of developing refativistic understanding and .

the atfendant skills to use this understanding with a diversity of knowledgeable colleagues.
Ta; be etfective, coordinator-managers, as well as advisors, should develop the ability to
generale severad interpretations and understandings of organizational evenls so that the
“variety™ in their understanding is equivalent (0 the variely in the situation.** The advisor
vourdinator will be called upon (o serve as a role modet for complex understanding and
behavior for facully in the advising program, in part by (aking multiple perspectives and
being willing to use and support others’ different skills and perspectives,

Fundanyental 10 the consideration of the approach discussed in this article are the assump-
.«ons thal cognitive compelxity and adult development represent generic capacities that can
be transformied given repeated exposure (o situatlons calling for greater complexity. {n addi-

tion, appropriate challenge and continuing support for enlarging one’s frame of reference

can aid in this transfonmation, a process only partially undersiood.* Bess makes the impor-
tant poind that we can address the basic human needs of faculty more directly not by main-
saining the present role structure, but by recasting the tasks and the persons who do them,
Given the value of such an undertaking for the institution, that is, rejuvenation and support
lor 1he miestibers-of the facully, it scems reasonable to assume that the “*vajue added’* out-
conies inherentl in such a program, warrant serious consideration. Institutional

™ Vigay Sathe, p. 1S

** Williaen G, Brerry, “Cognitive and thical Geowth: The Making of Meaing.”” A.W. Chickering and Associates (Fiks.),
The Mhwkeror Ameriant Codlege. (San Veancisco: Jossey-Hass, 1985,) pp. 76-116.

* teun AL Hamionel, hidith B Gowdons, and Rita 1. Weuthenby, “Developing "*Complicated” Understanding in Ad-
wdratons " ook of Afanagemiont Review. & (1983), pp. 270284,

“ Ikutuuck of ab. P 275,
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characteristics and history will determine if advising, or some other faculty role, is best suited
as a vehicle for the mode of faculty development and the atiendant benefits discussed here.
The issues are certainly gennaine (o many institutions. In short, such a project deserves an

honest *‘college try.”

Editor’s note: Dr. Kramer and Dr. Gardner are “‘Faculty Associates,” thalt offer (raining
to faculty advisors. See the publication that follows.

* Desy, Univenity Organizidion.
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