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Advising for the Advisor 
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institutions of h i g l~ r  learning are facing a new environment, whitl Trisi would call a lur- 
bulenr f&. In such i~ kkl, liuge con~peting or8;1nizaIions. acling indcpmclc~ltly ill rliany 
diverse directions, produce unantlipakxJ and dimnant conscquencrs in lhe ewironlnenl 
which they share.' O w  con.seqlmvx is that facully members ill [he I~iglwr educalio~~ com- 
niu~uty are experic~icing nlorr: dissalisfaclio~l with academia. liehilid each crprcsdo~i of 
dissatislaction is a11 i~tdivirlual sceking idenl~~y, recognition, ~III~~II~IK'III and 11iawi11g in Ihr 
total academic envuonme~it.' 111 add ih ,  thc pcrsistcnt yuestio~i\ of ins~i~u~ioud survival 
a id  organizational tmllh of those instilutions arc increasingly bcirlg vkwcd by fxully as 
nuttcrs for which they bear direct responsibility. Traditional rolls of f;1~uLy have been Ihc 
creation and transmission of kr~owkdgc and attendant service f ~ ~ i r l i o i ~ s  that hc~elittod lhc 
iltstitution or some ulanhcn of the ~ullcgc or universi~y communi~y. Carrcnl c~lviro~lnw~l~id 
conditions facing the acadcnly require ttiat faculty roles also includc;rcliv~li~ Ihil con~ribule 
d indy  to the b~g-range vitality of the institulio~l. Faculty ~uetl~bers l w c  conw lo under- 
stand that their own SUCLPSS is inextricably lied to the success of [heir Irwd instilulion. This 
u~daslading, ruul thcw si~mc nlvironmenlal ~uncli(ions, also call Ilaw a negalivc inlhrcncc 
on the ~uorak and sense of well-being of t i le filculty. 

This paper dmribcs how itdv~sitlg by fxuhy nlay be used asone of the r lu r l y  Cil~dIy 101c.s 
1l1a1 cut hclp rile inditutioli and t l ~ :  i~diviclual Faculty n~rn~ber. hl  ~llorl. liw ohwrvalio~i Jim 
hn.11 riiadc that a dy~taniic relationship cx&s bctwcerl tla &vclopnsnl ol'i~iclwitlual ti~c~dly, 
t l~c dcvciopr~s~~t ot' their wrcvrs, alu( tllc ovcdl wcll-hei~tg uf i114(it11(1011\ 01 Iildw 
duwt  ion.' 

' l r i i  Frh. "WC~UW ~ k p j u u / ~ h r l c  NIII I~IC Ikrt4yutnlt or I~rcr<k~~ivalr~~;rI I~III.III~." l l t ~ r t i t t  NIJUIWUI~. H. 
(I%J). A. 2fiY-m. 

' I. I cr k ~ r ~ d L a r i ~ .  "bw~rby :sJ  %IIIJCIU I k ~ r i ~ y u ~ r t u  in IIU X1's: Homiy I tw ( Iwrlniiluv ol ~IIIILII\ " Cr 
tercrmw Muif ILmdrgsrrr~t/ Rwar WII fl&r ~~hawlnrrr Itmixn: C'trr~- i~~ Iwn'. MI t ftgtmt I tl~h;drui Na. 5 .  
( \h~lUl#Wll ,  t).l-.. AIIW~~%III &\U~CUIUS%I h* 1  KT ~ l h ~ ~ d h ~ l .  11.d b 

' LMwI (''1'. I * l l t & ~ ; ~ u l  K;nlnviv I . (knrc.ub. Akr.mre ~lw~~r~urcIkwhyun!  hrrdtl-(unw I l i y l w ~  I d ~ x -  
trur H ~ w d i  Kqxn )Jn. 1. ~\V;r \ lu~~g~rr i .  I).< .: ,\WK~II~M, itr ~ l m  91 r l y  of Ily?tlr- I C~~.IIHNI. I'M.) 
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Traditional prspdiws on advising portray the activity as an educational s c ~ o c  designed 
for sl~~dcnls. Advisors were: 

to provide information; 

to assist studenrs with educational decisions; 

l o  nlonilor or c k k  the progress of the individual student toward rulfillrnent of 
r hc rcquircntents for the degree; and 
ro hdp the sludcnt cope successfully with whatever burramtic mazes a par- 
r i c - ~ c l u  cdlege or university had created. 

-flu advising program was studentawered and designed to meet student &. The facuky 

( 'rkor'sreward for pmviding this s e r v i a  was intra-psychic, that is, the benefit of watching a 
' dudall develop and mature. and of fulfang a task for the institution. 

Wihin the laq decade, advising ha$ been increasingly reticd on by educatid institutions 
struggling with the social, pliticat, and economic challenger that threatawl their survival. 
hlcrcawd reliancc by illditutions has altcrcd the traditional goals of advising. Advisors are to. 
mil: askcxi to aid in Ihe rerenrion of students, to improve the qualily of life for students, and 
IO cnl~ancr the institution's support structures that impact the ecology of teaching and learn- 
ing. Thcv arrcnlptr by adminislrators to secure institutional vitality, though sincere and m- 
tanlv ~~mdcd. we oot wirhoul adverse effect. because faculty are being ask& to increase 
~hcir uorh load Ihrcn~gh greatw involvement in advising, and also lo revise or revamp their 
cwlral rolt5 of tc-whing and research. Faculty musl revise and adapc to new modes of 
rfacbing because morc sruhts are entering higher education famitiar with the tools provid- 
ed by technology, courses, and colleges.' As a result, junior faculty experience increased 
pressure as l l ~ c  lenure race lightens and mior  f a d y  wonder if their professional competen- 
c i a  will ccrnlinue lo receive the recognition md approval in the future as they have in the 
pihl. 

We nred lo rediscover the perception of faculty as a collection of different individuals 
i d i n g  varieties of incrntives and opportunities to stimulateand extend their potentials. The '. .nb is lo cnbalrc or create conditions where faculty see teaching as an opportuniry for effort 

; t ~ d  achic~cnwar, ar a cllannd for productivity, and as an avcnuc for cxpcriencing waning- 
t u t w  a d  rcymdbility.' The task is not only to providc opporwtities for advancement 
4 t h  h c  inrtilulion. hut also to promote directly those conditions that provide signifmt 
ht)clils kw the i~ulividual facull y member. 

(hq~ui/;~lnm\ k~c-c c r k  thal occwr with gruwlh and that provide for growth. Higher 
cdu~catio~~ file15 a piutkularly dending span of years during which financial resources 
UVIII csrl;utl lo crn~li~~uclo be lilniled. Although "productive" isoncof the favorite wordsin 
rhe ~i ldtnly. prevailing alliludes and structures make high productivity nearly 
Ibro&clivi# ): generally, is Ihc relalionship among time, effort, and otherresourccs expended 

I t~r&n YYI ( LWILUI. 
~.IIIW I th-.. " I~IC hkw.Hbwi I~I re**: h l m m .  M L X ~ X ~ .  iuIJ hk&" 1 1. Ih Id.. (Sin I:m~.xun: Jmcy- 
ILL\\. 11.d l W  1117. 

ALvlui W lUw . w d  ( I) /~mnr, Ir. "Fir 1I\CYhlk iCmg Pt~drm." C7umfi: (hbn l~  1%) pp. 21-25. 
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on a project and the results of that project. This continuing emphasis on eff~iency and effec- 
tiveness of production, in an expanding scenario of resource limitations. bcconlcs cver nlore 
personalized. In academia, this constraint has contribu~ed to lension. cx~~fusion. and e m -  

frontation among decision-makers and faculty, and has inhibited both pcrsonal growth and 
institutional devdopment . 

Thc current stale of affairs conforms niocly to the defmition of organirational crisis ad- 
vanced by Milbum, Schuler, and Watman. They defme organizational crisis as: (a) an op- 
portunity for the organization to attain its current goals; or (b) a dnnand or lhreal on tllc 
organizirlion which either prevents the organbition from aaaining its goals or actually 
rernovcs or reduces an organization's ability to attain its goals; a demand or threat IhaI Ihe 
organization seeks to d v e  baause the oulcomer at stake are important and I he resolution 
slrategy b uncertain! 

Few observers would disagree with the statement that the quality of the facvlly defines Ihe 
quality of the institution. As a result, faculty arc an institution's most important resource. 
The faculty's productivity involves the generation of funded research illcome, lhe initiation 
of knowledge, theguiding ofstudent learning, and other services for the instilulion. Collegcr 
and uniwnities must look lo meeting the orthodox needs and justifiable hopes of f a d  y as 
one means of coping with the struggle for institutional survival and organizalional wcU- 
being. In fact, the two are interdependent. Inslilutional survival, as well as any measure of in- 
stitutional vitality, is inextricably tied to the degreeof success faculty havc in cnping with the 
individual and orgminrional diknlrnas that lie ahead. 

At each slag of their academic careers, faculty face a complex matrix of growing and 
cha@ng n d s  and aspiralions. As maturing adults, they experience personal challenges and 
fact psychosocial tasks. Each of these tasks offers the possibility for furiher growlh and 
progress toward generativity but each task. and its resultant chalknge, also holds the danger 
of a regression towards stagnation and self-absorptiot~.' What might be done lo help IkuLy 
c o p  with the crwnbina~ion of cl~alknges providcd by developments in the personal and in- 
stitutional sectors of their livcs? 

In support of Ihe general trend of pressures toward increasing faculty members' produc- 
tivity and neativily are the finding of a study investigating stress among 1,957 fawlty and 
administrators at 17 two- and four-year colleges.' Almost one-finh of rile rcspndenls (19 
prrcw~t) reported lhcy exprrm~crd severe stress. 43 percent indkatd they cxpcrienccd 
~nodcrateslress. 27 pm-cnt reported mild strus, and I I pmw~t never fdl any work slrcss a1 
all. lo this investigation, tIw lhrce .wun-cs orslress of most collcprn wcrc fikdly apathy, slu- 
dent apathy and workload, rather than sakries,.@ security, or dikrsily of sludents. Stress 
was dated more with tl~ose characteristics of theprofession that providc Ihc intrinsic 

' Thcimar W. hlihm. Ha1xld4 S. Mudcr. nnJ Yal~rth ti. W~IIIW. "OryarimlLu~;J ( 'rki .  1$u1 I: I b h ~ i f u w  ad 
C O C ~ ~ ~ ~ ~ D I I . "  tl~stuu~ Kduttmc. Jb (IW). pp. 1141 160. 

I;k ti. CriL;sw. ~d k\an L~~twi .  Ybl t m i v i l y  ad (dRLlily: Frnnl A Cnnv~7w1hm Wnh Eric ;uu) .bl 
t:h~.\ol~." ti-I bk*u~n~md Rnm-w. 51. (May I%Il, pp. W-W. 

* Wdrrd W. Melnukf  anl k f d  M. ( '~~~ltan.  Wmrucl: .4 Y+r o j S m  In ..kwkTw. (Sin IIWI: IIULT A I I Y ~  
Ulimrify, I%.) 
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r m c k  o f  nmbership in the academy, than with the ex red  particulars of the posith 
i tdf.  

I c  i t  fasihk to think that changes or innovations in a faculty member's work might 
allcvialc the dversc effeas of what Minkkr and BiUer call "rde shock?" They defined role 
shirk as the slrmscs and lensions manifested as discontinuity is encountered when moving 
trtw I:tluill;rr 11) ut~lLl~iKi~u roles. These unfamiliar roles may cwuitule totally n m  roles, or 
I i~l~l i l i ; t~ tdd r t h  d k l t  arc phyal diffmenlly in a new situalion." Currmt pressures on 
Ixul~) .  irdtlclir~g III~II~ institutions' invitation that lhcy beconle more heavily involved in 
i ~ d r ~ l ~ i ~  i~chkinp, alu) incliiulional rcqws to expand or change faculty's role, conhibute 
to lllrrr livlir~g ol' being bnieged on all fronts. 

11 i\ ~xwi\lritctivc to Ihi~bk of involvenlent in advising as providing multiple benefts. Rra, 
;ul\.i\i~~p LIIM kmwlil t l r  hrlividwl student consunler, md sa~irifii Cunsunm are r r j~k t t  in 
rtdiry'b "Iwvcr \' ~i~lrkel." .%-and. advising provides an important d c e  far the institution 
Iw ~a~lrcriup aild diwnlina~ing inforn~ation about the imtitution'scurricula, Ps plii, and 
i l s  s~aadi~rds. Third. and most importantly, advising provides t means whereby facvlty may 
cqwicncr i111d rcvcive a variety of outcomes rhar are impwant to their wdl -be i .  

Adri\ing. as (MIC among many roles, permils facully to pracdce what Selye caNs the 
"plriknophy of allruistic egoism." This personal code of ethics advocates the creation of 
Icclinps of ilccornplishrncn~ and security through the inspiration in others or love, goodwill, 
;111d gratjl iidc for what we have donc w are likely to do in the future.8t Gaining knowledge 
ilid skills (hill en:lhk. inw to fulfill personal standards of merit, by providing competent and 
IwI~IIII aclrhilre, lad to hcighrcn inreresl tmd aflirm a sense of pcrsond accomplishment. 
S~rcvcss in ;~tlirining desired oulcornn through challenging perfomlan~xs can further verify 
c.\iuing coinpc~orcics. People who arc skeptical of thew ability to cxercise adequate conlrol 
~ I ~ C T  111rir ;~ctioli\ ICII~ to undermine their efforts in silualions tlmt tax ~apabililics.'~ tt is 
LTIIL-I~I ~ l t a ~  ~ w p k  Iww ~ l d r  abilitjcs can ~~neq~~ivamlly e.vrmf clanarwfs in order lo 
rwlti\c WIIC i~~wcn;Linty. Pmpk m y  need to be crtnvi~ed ard sustained in the belief that 
I~!  arc mlxrhlc ol'pcrforlning to their own sotisfacth~. 

Nc\cr~l~rlcs~. i rwr~~ i rm arc ~ m ~ s a r y  for i m l i ~ ~  lo test lhc upper limits of what they 
arc ahlc ILI do. Accwding 10 Ha~uJura, by nmbilkirrg high efforr, incentives can hetp to 
\titw;l~~lia~c ~nbrls cba~ ~lro~tgh nrw skills itre no( wquird in the process." Faculty, and ad- 
\iuu\. GIII colllrihllle to Ihc achievenwnt ol' oulcmnws lhal are importan1 lo Ihe 
u~~dc.rpr.rIr~:~rc ; r l v i u ~ .  to ~hc  inslitulion. and lo tldr f$ngs of rlfcflicacy. 

l l ~ c  prcrliu\or's diuwery of his or her ow11 voice - the idcns, atliludcs, inlagn, emo- 
tlorlal :~trd ~ncwel tone, and the words to convey cxaclly thcse and no others - as well as the 
~ l ~ ( i i ~ ~ i i ~ ; i l i t ~ ~ ~  i t t d  lc t l~r~l i l~ i l l l l  of i t  Over the lcnglh nl' ;I carrvr, arc adill1 &vclopn~mtal 
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achievements." How can the institulion champion facull y participation in advising? The ad- 
ministrative stmp of approval on ceriain academic tasks is no1 necessarily assurancy for 
facull y of job satisfadun or personal development . 

The process by which people develop interest in activities in which they ini~ially lack skilt, 
interest, and sdfeffimcy is an issue of some importanx. WhAt we commonly find ie 
academia, is a not unexpectd irrrcase in lxoteclive and defensive bellavior among most 
facully as their role is quesliod by a &y of conslitwnts." Similarly, iniliiil sul~gcslio~ls lo  
faulty for improving or e.xknding participa~iu~l in advising include a husl of cxtemal 
"bei~efi~s." Some ofthe benefits thal are consistently mentioned are more nmney, relowd 
time, arldkional hdp, i f ~ m s e d  adnlinistrative supporl, individual awards and inslitutional 
ra'ognit ion. 

These forms of exlri~lsic. ~notivators (benefits) have at Least two serious handicaps. first. 
the shdnking pool ofresourccs virtually guarantees that means for suhsirlidng such rewards 
will, for nuxt institirions, no( be available. Second, as McKeackie points out, thcre is 
evidalce rhal extrinsic incentivcs such as money are likely to havc undesirable long-lerm ef- 
fects on motivation, s i m  one must increasingly raise the an~ount if one is lo mainlain 
motivation.lb Extrinsic incentives presumably decrease interest by wrxtkening conlpclency 
drives or hy shifting caud attributions for performance from internal n~olivalors lo exlernal 
r~wards.~' On the othcr hand, i f  ex~ernal incentives arc v i e ~ m l  as evidence of lritk corn- 
petcncc or sku, intrinsic liking for the task will increase.'' Co~wqurr~tly, a strategy of using 
only exrrinsic rewards or incentives offers tittle hope for an insli~ution dedicated lo support- 
ing the persunill mid profwional development of their facully. 

What then mighl lhc pcrspcctive of intrinsic incentives provide? Intrinsic nwtivalion is 
based on the innate need lo be competent and dfdetcmlining. This brrsic nced I d s  pcvple 
to situtations and adivilies that interest Ihenl, that provide opiinld challengn, lhal allow 
1hm1 to learn and xhii~.~' May we sur~nise Lhtt advising fa11 contribu~c to these benefits 
for faculty? One author suggcsts that a soum ofi~~ldnsic satisfaction fur faculty is derived 
from alch things as satisfying relationships with studenls iu~d culleglres, from inlelleclual 
stimulation, and from a of freedom md autonolny in ~urying out one's job with a 
sense of perso~lal co~rtrol and ef f i~ra~y.~ 11) a nlanner, inlrinsic rewards are pcrwived as 
pleasurable psychdo&af stares. Hackman and Otdham note that illere are at lcarl three 
such states. The first slate is  theexperienced meaningfulness of the work. That is, thc degree 
to which the individual experiences the job or the task as one which is generally meaningful. 
T h e  seeold state, exprimed responsibility for work w tcom,  refers to the degree to which 
the individual feels penonally accountable and responsible for the rcsutk of the work he or 

'* k W 3  M. NMm. "l'cricrls MI IIu A&& I)R~L~IwIII '?$ IIu F.aJty Me#*." /lurrran &&fyMI, (la]) pp. 
44148. 

" h~ Ik. UWhdl ~ ~ I Z ~ U U N ~ .  (bkW Y d :  1 I ~ u M ~  .kh' P(m, 1%2.) 
" W.I. McKahk ,  W.J. "'llw Kmurclr of T ~ l i u l y , "  J.I.. Llea Ed.. (SUI f7runiuu: knw).lLn\. IY112) pp. 743.  
" Ilurkll;c. p. 134. 
"Mxk Muwl. "Koward-IIKIIL~ IJccmncnls ad Ilrrenm\ls in Inli i* M ~ I I ~ I U H I . "  Hr~arw o/ D l t a u f ~  

Ht~mh. 54. I IW). IT. 5-.UL 
" lxlmrd I.. hi.d Hkhard M. K ~ I .  "lnlrin4cMotivalion In Tcak: Pmdbih~uul(Mab " i ( h ~ C ' & ~ i u r l  

lbnmvlrr." J.1 . Ik% 13.. (St11 I:rduwx h~.ry-IL~s. IWZ,) pp. 21-35. 

M c K e d ~ L e ,  p. IO. 
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she has done. In lhis casc the advisor should feel accountable and rsponsibk for the out- 
c~wlcs or t he  prod~~ds of the advising interactions. The third stnte is the knowledge of results, 
or the Jcgm to which the individual knows and understands on a continuous bask, how ef- 
hlivcly lu: t~ \Iw k pcrl i~mri~~g on the job." 

I f  o m  could flruc?ure advising by faculty to increase the frequency of meeting these condi- 
rio~a, how would this be viewed by the advisor? Given the almoa universal need for peopk 
to cxpcriemv arousal, competence. closure. c w n e c t ~ .  m t r d  and pleasure at achieve- 
IIICIII, i t  wodd be unusual toexpect faculty to disregard or devalue t h e  fe~lings.~ In situa- 
li~m rtn~gf~ly anahgous to advising scenarim. seeing a penon toward whom one has emo- 

. ritmtl rim cued in wme projea, in lhis case thechallenges or queslions students face in an 
ucatioml conlc~t. can produce a sense of personal pleasure. As every parcnt. teacher, or ' . . i p ~  b.ntn\. Ihh laling is enhurcd when there is knowledge thal one has helped lo 

Iidlittttc t h c  other's wcon~plishmeat.~ What i s  important is that when &al behavior is 
voh~n~ary. personal wclt-being is advanced by promoting of the well-being of others. Percep 
t i t n s  of pewnal ca~rsation and responsibility have been demonstrated to be related to 
I I I ~ L W ~  o f  p\yc.l~obgir.al well-being." It The reader will no doubt rccognk a viuiely of 

c x p r i t ~ r ~ ~ .  a course, a seminar, a task group. or a counseling or advising session, where 
n \ignilicmrt ;~hiwement by another person in that cxp~riem~crcated intensen personal feel- 
inp of awc~11~pl1Shment on your  pa^^. 

In his mosl recent work, Erikson" suggested that psychosocial well-being depends on the 
two ck~~ i c~ i t s  of  ~xmrn~~nity and diversity. Camniunity is the xnse of belonging and o f  being 
par1 of a shared entaprise with common values and goals. Diversity encourages individuak 
to wntmllc to grow -md explore by providing a varidy of opportunities and challenges. Par- 
tic.ipatio~~ ill advising which goes beyond information sharing, by providing assistant- wiih 
such tlcvclopnicntal concerns" as goal setting. planning, or problem solving, offers the op- 
portunity t t r  have a meaningful effect on students. In many ways advising is a form of one- 
o~l+nc tcxl~ing, a matter of creating a special time-tinuted relationship between advisor and 
.&IUY w tt1;11 llw niotiviation and energy for the task conies from both pankipants. 

( achir~r is rllc intrtwludion of new knowledge that ~ m s  to tlir sludc~~ts with the wight of  
ncwlcu." I.rhcwisc, advising ic a form of teaching bec-ausc i t  introduces studmts to new 
kno~lcdgc. h t h  I'onns of educating are b;tsed on the syntheses of okl and new knowledge, 
o l 'wr~cm and pwticr, or tlu: devcloptnent of  other crcative bk~~dings where the outcome 
\IH)US prwniw 01 k ing greater than the sum o f  its parts. 

Thi\ crealior~ of shared dialetical thinking on the part of both parties in advising can lead 
lo n s l w d  cxprientr ofenjaymcnl in what Czikszentrnihalyin calls "flow." This enjoymenf 
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is charaderized by a deep, spontaneous involvemenl with the task at hand. In "flow," one is 
carried away by interaction to theextent thal one feels i r n m e d  in the a~divily - thedistinc- 
lion between "I" and "it" bccmnes irrelevant. The lecture that is "or," the scn~inar tllat is a 
work of arc, the discussiol~ of rcsearch with a cvntenlporary and, yes, evcn the oc.ca\imlal 
rapproche~~lent with a sfudenl do lead to the experience of excitesiait or rlplurc. 7hus. one 
ratio& for supporting f d t y  involven~urt in advising is that advising may provide benelh 
of personal importance to the advisor. Kanfer, in his discussion of ar applid psydiological 
approach to altruiso~. cites a cardinal ruk of policy ("Never ask peraons to act against their 
ownself-interest") and co~dtdes that what is needed to facilitate helping is "to train persons 
to act for the benefit anolher because i t  is in their own self-interest ."" In like manner, the ad- 
vising coord' ior has need ofwnvincing facdly to advisestudents becawe of what tllcy. the 
faulty. may receive from such participation. These benefits may be praent, ahhougl~ in dif- 
ferent forms, for faculty at d t lwmd  of a continuum of generativiit y. Generativit y is dclined 
ils indicating a concern for the next generation, the stage o f  caring for the welfare of ohcrs. 
Time at the psychitany psitive end of professional development, the group Kanter" calls 
"moving," and those at the other extmne, the group she labels "stuck." b l h  may rixeivc 
psychic benefib from advising. or helping olhen. In general, thcculturcof higher edwll~on 
is particularly conducive to the development of the individual faeulry nlcn~bcr." Thc 
academiccareer hiis a nunlber of characteristics tha make it eyrcially demanding. They are: 
a poorly defined professional identity; a long priod of preparation that fm~scs on r w d  
and ignores teaching; and a reward syslem that follows suit. I t  is possible, however, that 
crcative planning, innovative programming, and entightened redesign of core inslitutional 
funclions such as advising may help academia avoid the trap of nlenral dnlrudion and inject 
a greater measure of underslanding of the human factors of productivity and crrdtivily. 

Considerations for the Advising Coordinator 
The advising coordinator must conceptudizt the advising system ns a task woup having 

two objectives. One part of the advising program is concemcd with student development, the 
other 1w-t with faculty developn~ent. Although both aspects of  tlw program arc important 
for the institution, froni a long-run pcrspndive, the htter aspect. faculty dcvclopnicn~, is of 
~-itiCd importance in thcsedays of retrenchment. Any insti~ution that cavalierly rduces the 
organization's ability to care for faculty menhers' needs wiU eventually reduce the commit- 
nm t  of  faculty a~ ld the kwl d their i~istituliorral invdvcrnent. 

This is not to suggest that advising programs and advising coordinators should at tempt lo 
mount an effort designed to help all faculty to become "developed." The tyranny of 
equalitarianism, that is, the Jesirr to tnal all persons as equals, ca11 haw dk l rous  effects. 
In contrast. the adoption of a fornlof "s~iattreatment" is better suitd to what is needed. 
'k advising coorctiltator ~llust devdop prograop that are designd to m e  t l r  nceds of the 
iwitution and are irnplernenld in a manna bed suit$ lo the individual n& of the faculty 
membcr. 

Middy  C~kmlmil~alyi .  "ltnfi~nic M~~IWUIKUI WKI Ufcuivr: Ted*: A Fknv A~dycir." J.I.. Ih 14. (San I'ran- 
&u: J w - I k s ,  I9U2.) pp. IS& 
' V.11. Km~lcr. "l'rru~ml Caunll. Snbl (inttrd. awl M~~.AI: CM SOCjCly SUMw IIK Age of InJlrich~m1" 

A ~ c m m  &dmk#rrl, J4, (IYN). pp. UI-239. 
" k h h a h  M. L;alUsr. "'lk (1wlgL1~ SlyruT Wuk: I s l y w  TI& n Atmrria," Clmrl lruacr m tlryhn 

M~ucuti. (W&hbtplan~. I).C.: Anmzu~ Asux:islinn ftw I l&w Eddwrt .  IWII ) 
' I  MLT& Fraxl~~ru~. d al, AiwLllu Clh@ mu1 F d I v  hvhpnmt. ( (Drkclq.  Wl. hlomna&m Rm. IYNJ 
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n l e  advising coordinator must be mgnizanl of h e  ways in which individuals use work 
r o b  ~onsiously and u-sly to lurthcr heir individual d e v w n t  while r h n i n g  
idlid wi~h arganirational gods. Too often, advising has been viewed as an organizational 
gid ol dirrxt u~~ ic :e  tostudents with tittkor no thought given to the ac~ompnying benefits 
for the ;dvi'i(w. Ctmper a d  GuscafsonJ* demonstrated lhat P is possible to attend to task 
Iwwub~ry isues, that is, issues that affect task completion. at the mne time individual 
tlcvdi~p~~rc~ltal  ids arc addressed dirdy. 

Ciulccrn fur [In: developmental needs of the advisor stun from the conviction thal in- 
divictu;~lr grow a11d change throughout their Lives; that they move through a series of predic- 
ti~hlc nap , :  ~IIK~ lint each slnge prcjenls a $pecik task or cliallengc and may provoke a 
crisi\. t k p d i n p  01, the surress with which individuals negotiate the challenges, t l ~  can ( ;W~II~W a w n r  of i ~ d r i J d i t y ,  integrity, aid pers~~wl wd-being.'' 

lhc tircre~arc on mrcccr dweEopmfnt. like ihc titeralure on dull developm*it. idmla 
[ha[ carcm are no h e r  viewed as staic. The coordinator. as an ambassador for the d v i s -  
inp program and the institution, endeavors lo mote an organizational design which 
"nart~rdly" supports advising and teaching through the fonnd structure of authority and 
rc~+;erls a d  through the infra-stnrrture of the informal organhtion and the studc~rt 
c~~lct~~c." Allhot~gl~ Caculty are attrw.tecl to the profession b u u  i t  appears to l i t  tk i r  d r  
ttrr cllnHtqx; oppclrtunity Tor achievenlent; and general f rdom from a~perv.kkm; tlw 
C~II~-III~II t t l  wh;~t they need. what thcy want, and what they are willing and abkfodomust Lr 
:c~~rurt txl  the i ~ ~ b r i d ~ ~ d ,  MM the cullective level. This pcqxxtive of the impotlancc of in- 
hrn111.1I dillcra~c? i cr.lwd by %w('st' con~nwnls about lrdiirrg gods. Hc reports tlwl 
i.,ll.tlnbil\ 111 ~ l w  k ~ l l i a g  g d s  and instrircthial mchds or I'aculty nmbcrs in clitTerclM 
i l~ i~dw~i t .  ((liwipli~m s u ~ s t  that universal approaclles to c n h p  the professional h c k ~  
IIKW 1c.p tcac1unp eff~~livencs.~) of facdty are nol likely lo be as n~ccess~ul as tho* that 
r;Ac c t t g ~ ~ i ~ i i ~ u ~  of disciplinary diversity. An example would be to ~unslrua ~Wndb~ t i J  
tk\ckqwtw~l plcgranls thi respond directly 10 tlle unique teaching oricnlatiow (e.8. g d ,  
~ r ~ d t l t r l ~ )  n f  fwulty rnernbcn in different diplines. 

( I licrc arc wverd lrulhs about faculty development programs that d c c i i  makers SIICWM 
Lwp 10 Ihcwtxlves when operating a program that has the dual foci mentiond hem. 'lltr 
a\\u~rthwr\ thiil u~tdergird the progrm m y  be viewcd by faculty as suggesting: 

I ) I;;1c~Ly arc less than fulIy developed and hence necd to be changed; 

2 )  t % ~ ~ ) n n l  barriers which inhibit further development can be found in many f idly; 
;11d 

3) 11rw harriers can be ovmme and personal md profmsional growth pro~~nltcd 
~ I l r t ~ t g I ~  (IIC cfliwts or tr;lincd pro~fssionals." 

Advising for the Advisor 

Whatever degree of validity may inhere in such obmwtions. they are not the appropriate 
topicofdixuaion ina votingmeetingof the faculty! Such agoal might be betta realized in a 
private discussim with a focully nmnber where verbal persuasion is used to convince the ad- 
visor that s h e  possezss capabilities that will enable h imhu to xllicve the desired out- 
C O I I ~ .  

This clkcwion is an exploration of MK of the many facton related to inslitt~tional pro- 
dudivity. As a m p k x  phenomenon, the produdivity ddine, or growth, of an il~slitutio~i 
has nlultiple causes. Jud\;on" cunC1uded that managers nust regard productivity growl11 as 
evidence or the success or failure of the entire arganiza~ion. As such, i t  requires a1 effmtive 
lo~tg-fernt strategy that is deyc(opaI through the b i d  involwmcnt ofthose who must irn- 
*men1 it. For otk purposes tiu improvemmr of advising, whether bencfis are to acme 
n u ~ e  to students or to facvlty. niust cvdve fronl a renewed commitntent by the faculty to 
this educationid task. 

I t  isdiffiiuit to enuwerate the spec3ii stralegies that may best arwmplish such ends. The 
advising program as described by WiUiams should endeavor to provide I hc conditions under 
which individuals in collaboraion can acquire new understanding of their environment, ex- 
plore polentially adaptive altenmtivcs to existing social designs in thc ilatitutior~, and plan to 
pursue new directions in advising by redesigning theorganizations ahd the extended donlains 
in which they patikipate." Anollw theorist, Rantire. dacribes a gewric strategic ap 
praacli, "action lear~dng." that organizations can use to meet IIW ram, cumplex, i~lter- 
related change akau~itercd i ~ r  turbulent conditions. nK emphasis of "action Icar~ling" ir- 
d v e s  a recognition of how we go about dealing with the unpredictable and uncerlin 
futures that turbulence entails. That emphasis is increasingly impotlalt in ternls of what i t  is 
that we do. 

What the advising program is designed to do is influence the culture of that institu~ion. 
Sathec' suggesls that orga~~izational culture is the set of imporr;ur( u~ickrstandings (often 
unstated) that members of a community share in common. Culture is: 

- predominantly inip1,licil ui the minds of people; 

- shared ill thal i t  refers to the ideas, meaningt, and values to which peopfe 
subscribe collectively; tuld 

- transmitted by a process of so~ializ;rlion..~ 

Ormitlaional culture also has a profound influence on organizationid lire. Shared hcliefs 
slbd value rcprcsent rwil~non a..wrnptiors that guide organizational thi~~king and action. 
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In an cffm to induce culture change that is supportive of advis'mg innovations, institu- 
l i d  kaders murt undersfand and htervene in each of the basic p ~ 0 r x . s ~ ~  thal CaIJseCUll~re 
to  perpetuate ilsdf. Sathe al.sosuggrsts that the ~nru~agcrs seeking to create cuhural changc 
tnuu altcwpt: 

(2) to change juslifiiiom for the behavior (e.g. in the case of advising, to change 
the bahnce betwan cxlrinsic motivations for engaging in advising and rdy in- 
scud on more inlrinric f o m  to mdivatc the new bhavior); 

(3) to use hoth explicit and implicit communications to nullify ex te r~~a l  justifitions 
lor lhc new behavior and persuade people to adapt new cuftural beliefs and 
vali~et; 

w advisors) t hat 
"Ti it!" with the cornrate realities of the "new" cultwe: and. . - -, 

( 5 )  to iakc sleps lo "weed out" those exi~ing members of the advising program who 
do na."" 

The end pod of adult developmeni is commitled aclions &on &m&x understand- 
ing. Pcrry, for example, idcntifics progressions of intellectual and ethical development that 
ilki~~ctc IMM only the variely of ways of undermuling events, b l  a k ,  ultimately, an ability 
to cm~nlit onnelf lo  considered action in the midst of perceived relativity and ambiguiry. 
3hc advisor. and the coordinator, need a mcans OP M o p i n g  rdativislic understanding and 
rhc atm~dant skills to use this undastanding with a diversity of knowledgeable colleagues. 
'lo bc clfcdive, coordinlrlor-managers, ag well as advisors, shovld dcvetop the ability to 
gcrleralc w c r d  interpretations and understandings of organizational eve& so that the 
"wrie~y" in thcir understanding is equivalent to the variety in the siluation." 7he advisor 
cwrdina~tw will tn. dlcd  upon to serve as a role ~nodd for complex trnckdanding and 
Idlabior t-or t;u.ul~y in ttr advishg pmgram. in part by taking multiple perspectives and 
Imng wilti~~g to use and support others' dinerent skills and peryrctivcs. 

twd iu~~a~ ta l  lo tlreconsideration of theapproach d i i d  in thisarricieare the assump- 
( .,tun t ha1 cngnitive cmpctxk y and sduk dndopment represent genoie capacities that M 

he trantlornd given rcpcaled expawre to situatlonscallig for greatercomplexity. In addi- 
tion. appropriate challenge and continuing suppm for enlarging one's framc of rekrcna 
r:al aid in this tmsfonnation, a process only partially understood.* Bssmakes the irnpor- 
I;au poin~ that uv sr can?ddrcss the basic human needs of faculty nmre directly not by main- 
~ i ~ i d ~ ~ g  the p r u ' t ~ t  role srruavre, but by recasting the tasks and the pcrwns who do them." 
(hen ~ t c  r ; ~ l r ~ r  of srrch an undertaking for the inslilution, that is. rejuvenahn atul support 
lclr IIW IIWSIII~~ 0 1  the faculty, it sccms reasonabk to wume that the "value added" oul- 
con~m inhcrc~~t i r ~  such a program, warrant serious ronsidcration. Institutional 

Advising for I he Advisor 

characteristics and history will cletmnine if advising, or someother faculty rok, is best suited 
as a vehide for the male of faculty development and the attendant benelits discussecl here. 
The issues are certainty genllaitw to nmy  institutions. In shod. such a proja.1 deserves an 
honest "calkge try." 

Edilof's note: Dr. Kramr and Dr. Gardner arc "Faculty Associates." that offer training 
lo f'fty advisors. See the publication that fdlows. 
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