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The academic advisor should spend less time handing out forms, providing elementary 
dircstion. ctc. This doa not mean that an advisor should not be knowlcdgcable about llic 
aforc~~~cntioncd tasks. but whcn the advisor's time is Ii~iiited. the advisor should be interact- 
ing with a student at the analytical kvel, rather than the elementary information level. 

Along with thc emphasis being phad on thc analytical nature of academic advising. the 
advisor niust bc prgarcd to discuss the personal needs of the student. kcep abreast ofcur- 
rcnt e~iipk~y~nent trends. be ac.casibk to the student and always give the student hidher un- 
divid~. and sin~rre attention. 
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Advising: Small Wins in Ins tit utional 
Development 

HOWARD C. KRAMER, Director, Reseutrh uttd Plunnitrg Divkotr oJCuttrpw Li/e. Cor- 
tic// Ufliwrsily 

lmprovemcnts in advising programs are elenients of institutio~ial devclopnic~it. and they 
may be seen as central to the mission of the institution rather than as peripheral service en- 
tities that happen to lakc place on CillIiPUS. However, if improving advising programs is a 
part of insitutiooal dcvelopnient. then "wiiall wins" are necessary lo wlvc the problems of 
the institution. 

There are three propositions that are applicable to most institutions. They arc: 

I. There is a need to ilnprovc (changc) our advising system 
2, T l ~ e  niost i~i~lwrtant agenda item for an institution is to proniolc co~~tinucd dcvelop 

rncnt of the faculty, and 
3. Advising Itlay serve as a nieans of facilitating faculty drvclopn~ent 

Are tlicsc propo.sitio~is problems or wahful thinking; what happcrls wllc~i wc c~ilcrtain 
such notions? Karl Weick rwe~ltly published an article that is vcry useful in this rcgard.l He 
suggests that people onen delinc social problems in ways that ovcnvlicki their ability to do 
anything about thcm. That is. the problem isexperienced as such a ~nassivc undertaking that 
the resulting arousal, or anxiety, disarms or disables the potential probleni-solvcr. When 
wid problenis arc dcscriW this way, the cffoll to convey their gravity undcmiinc\ Ihc very 
rcwurcn for tl~ouglit iultl actio~i ~ii'cr~sary to cllvige them. 

II' the tlircc propositions stated above are delilied as massive social problems thcy may be 
statcd as follows: 

lliiproving ~cndcniic advbing means investing rnorc resources, which draws funds 
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away from other priorities, and leads to an even lower altraclivenrss rating for the in- 
s l i t  ulior~ among po~ential applicants. 
l o  proniolc faculty development, institutions niusl increase means ol' 
;irwxmenl /evaluation, which alienales many faculty members, and further 
I'rag~~~ails h e  academic community. 
I l h p  advihin~ as a means of faculty develop men^ leads lo a focus on faculty needs, 
i r i ~  11 sl~idei~l I I ~ S  bcing relegated to an even lower priority. 

( h c ' \  inihl rcil~Iio111o these propositions, however well-intended the ~nolivatio~~, is to be 
owl \ r - l r l~r~ id with IIIC c.oiplcxity, difficulty and obstacles; ill short, llie I~opelessness of 
achicvisg rl~c co~~wquec~ce implied by the propositions. 

I-l~c rc;tcllcw II;L\ ~ V I I  observed in many faculty ~nectings or workshops, when someone 
( ;I~V;IIIW~ propwi~im for change. and shonly thereafter. a wave of pessimism aid ap- 

prel~a~aiom. I'ucled by a variety of nefarious coniments. figuratively lasllcs the body fore and 
;~li lor ovcrltwjking Ihe folly of such a grandiose vision. Or. wldc talking with colleagues, 
wlnnmc maltions thecritical need to improve advisingat the institution, and they jusl smile 
iu~d 511gg~d il IICW topic of conversation. 

I\ l lwc  a way out? Weick suggests, yes, become more concer~led with "small wins," 
hxnrw:  a wlall will is a concrete. complete and unplementtd outcome of moderate impor- 
I ;lllcc. 

Awortling to Weick,' a strategy of small wins addresses larger problems, by working 
t l i~iv~ly or I ~ l~c i r  cuuistruclio~~ and i~~direclly ~ I I  heir resolutior~. I:our cx:unplcs of SIII~III-W~II 
\tr;~~i.gks t~~llow: I ~ I .  once a small win hiu bccn accon~plishcd, forcesnreset in ~ ~ ~ o t i o n  Illat 
li~vor i ~ ~ l t d ~ c r  s~i~all win. Maybe advisors have seer [his ill rl~cir ow11 i~lsti~utior, wllcrk one 
proup or oflice k ~ i n s  to do something differently, and the ir~tergroup relationships within 
111c collcgc arc inllucncd or affected. Second, a scks of anall wills can bc gatllerd in lo a 
r a ~ t ~ q r u  ivc slirraiiry. a score card of progress, that will sullgcst ;I pattern of dcvclopmenl, 
IRV~IIIW u uall wins are snapshots of behavior. Wl ie~~ lhcy are l i d  out, h e  pattcrn becorm a 
rrriw of l~islorical cve~~ts, IIOI a preview of possible or projc~qed poliricd oulcolna. Third, 

(, n1;111 uins provide inforn~a~ion that facilitates laming and uJaptNio~l. They are like mini- 
c \ pc r i ~~~c~ i~s  lhal u~lcovcr both resources and barriers that were invisible before the situation 
\\as t l i s t w h d .  Fourth. a series of small wins is more structurally sound t l ~ m  a large win. 
t ~ ~ a c ~ w :  cn la l l  wins are stable building blocks. Each is a unit unto ilself, i t  stands alone, solid, 
ct~~~~plclc.  i~c~n~prchellsiblc. Once the mortar i s  provided, these units bricks thal cai 
lurll inlo ;I mighty slout wall. 

Surxi-ssivc SIII;III rcqlcsts are more likely to produce con~pliancr, for exm~plc, a requcst 
lor ;I 1wsa111 lo IIIWI with anotllcr for 20 ~ni~~ulcs IIU rlorr cl~a~ler of su~~errliog t h t  lryillg 
11) pxnrr atla~daoer hy hat party at a special, late-af~cr~~oo~i, faulty nwting. ALw, wha~ 
~ x ~ \ i ~ i o ~ a  arc digh~ly ditfercnl from one's own they have a better char~r of i~lflucncing 011~'s 

owl  point of ricw. For example, ~hcoricj are dcc~ned ii~terfi~ing whai they disconfir~n 
; I . ~ I I I ~~~~ I I \  I r ld  will1 nioderale intensity. Pcoplc whose positions itrc closc to one's own 
~ ~ s ~ ~ i t l l y  IXYOIII~ ll~r Iiugds of intens pcrsuaion, wl~ilc thosc will1 lwsitions llul arc l'11r1licr 
away arc dismiwd, isolald. or derogated. 
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The point that Wcick makes is, that the incremental phenomena of small wins have a basic 
compat ibilit y with hunlan preferences for learning, perception, and motivation. However, 
jusl whe~~ people feel n~ost encouraged to do soqething aboul a problem. they bccome least 
capable of translating that growing optimism into detailed diauioscs and complex responses. 
They bccon~e disabled by their optimism becaue i t  intensiks the perceived unceflai~~ly of 
outcomes; it's the "I don't know i f  I can make it work" syndrome. Or otlier factors i~ltrudc. 
"There's no money. 110 time, no s u p w  from the adininistration; sludents woukln't come, 
wouldn't appreciate the effort; or I might not be able lo pull it off." ONLV 1t1e gap between 
ability and demand begins to narrow, e.g. "Maybe 1 corrld do something diiferent when I 
advise." i t  is crucial that see how their abilities can unequivocally evcddemands in 
order to remove some uncertainty. This assurance of success is precisely what people &gin to 
fcel when they define their situation as oneof working for a small win. Wheu a large problcnl 
is broken down into a series of small wins, three things happ :  

I. The impoflance of any single win is reduced in the sens that the costs of failure are 
mall; 

2.' Thesize of the demand itself is reduced, e.g. "AU we will do in this session is learn how 
better to refer student," and. 

3. Existing skills are perceived as suflicient to deal with the modal demands that will be 
confronted. 

In summary, a small win reduces importance - "This is no big deal;" small win rcduces 
dcmands - "That's all that rids to bedone;" and, a small win raises pcrccived skills - "1 
ciu~ do at I& tl~at."~ 

Miuiy ad~iiinislrators and advisors l w c  expericncPd this p l l e ~ ~ u ~ l r ~ ~ o ~ ~  ill various planning 
group. As long as the topic is abstrad and conceplual, people are midly supportive of the 
idea, but pessimistic about the feasibility of achieving such ends, and lackiug in ellcrgy or ex- 
circn~ent about tlv possibilities of success. Later, however, whe~l planning focuscs on more 
spcvilic piualllders, olic car1 Ihl tllc energy lcvd of the group incrciw, and the excile~~~enl 
for change builds, and the resistance to stress decreases. 

Research on resistance to stress also underlines the soundness of the strategy of snlall wins. 
Kobasa, (1979, 1982) states that p~~~~~a l t ia rd inesr is  w n ~ p o d  of con~n~itment. co~~trol and 
cllallenge. Corrirriill~ienl refers to involvement and a generalized sense of purpose that allows 
people to i n i p s  mmiing on things, events, and persons. Corilrul is the tendency to feel and 
act as i f  one can have a definite influence on situations through the exercise of imagination, 
knowledge, skill and choice. Challenge i s  the belief that change is an incentive to growth 
rather than a Ilireot to security.' 

Uclikratcculliviltio~i of a strate~y of s~nall wins (a) infuses si(ualio11s with ~w~nprcl~cnsible 
aid specific n~canii~g (giva commitrirent to the task), (b) rei~lforcrs the perception that pco- 
ple can exert mne influence over situations (so they feel they have sonic coiitrol), and, (c) 
produces changes of ~aanagcnblc size that serve as incentives to expand the repertory of skills 
(pcople are clidlcngd to grow). 

An experience in advisor training, that incorporated many of the conrquences of s~nall 
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\rill\  hat arc being cxamincd is  presented as an example: 

( h c  a ) l l c .p  oreiulirnl a training workshop Tor advisors, t l~c sc~iior faculty at the inslilu- 
I IIW. I h~rinp 111c workhop each advisor conducted an ndvising srrsiori with a "pretend" stu- 
clcut tis~u;tlly onc of thc professional counsdors at the colkge). Each susion was done live in 
troll1 ol' 111c g~uup. vidwtapcd, and each taped session was reviewed by the group. 

I I) vkrr t l ~ z  c~lwricncr as a chdlcngc may bc an u~~dcrstatctuai~. 111 tdking privately with 
LYIL.~I 01 rl~c ;I~\~x)I.\ ulnw time after the workshop. several points stood out: 

I. All rhr irdvisors wcrc anxious about thcir performimcx before, during, and after the 
uwio11s. 

1. All lclt ~l lcy had lcanled a g d  deal about tl~emselves arid felt alorc confident and 
colll(Xlal1. 

1. lklth lor individuals and tlv entire group, the workshop experience had strengthened 
l l l r~r c nrrrrrrr/r~rc~r/ to their role, sharpcncd lhcir rnsc of r.o~~/ro/, and rlliscvl tl~cir ex- 
lu~t;~l iom for the types of drallcrrgu that were yct to come. 

(hw ol'thc lopics IIIC group talked about in dcplh. was how thegroupcould use the reality 
ol' i t s  ow11 csistcnce, ad the competence each member felt as an individual, to orchestratc 
4 k ~ l w  \1n:111 \r ims f o ~  advising within thecontcxt orthat institutio~l. How do sniall wins in ad- 
\I\III~ IIcI~ i~~~p rovc  IIIC i ~ ~ s t i t ~ ~ t i o ~ ~ ?  Wcick said small wills build order inlo uaprcdictablc ai- 
i rc~n~l~ct~~s, Most "rcdit y" surrounding institutio~lal problcnis i s  disorganized, I'ragn~enlcd. 

:111cl p i c ~ . t ' ~ l ~ ~ i ~ l .  T l r  arcragc institution's responsc to problclns such ;a attritio~i, rclcntion. 
r l~c I)udpct i rwcl l .  qua1 rights. racism. financial did, or othcr pressing problems, is in- 
ttwsring iarl ill WIIIC i~lstanccs chaotic may k more descriptive.' 

I'lk dcwr iplion oTorganizational reality is analagous to the sucvcs.~ful hockey or baskd- 
hall talln. .flw "gad" tcams have a plan, a strategy, a style, tl~at mkrs the most of their 
pliiyer ruurcc? and they stick to i t  resolutely. The "por" teams don't llavc a plan, a 
\Ir;llcxy, i t  51ylc; don't have a g d  nlatch between thcir p h i  m d  their rcsourccs; iuid can't 
\lick 10 ~llcil- plan; a~ld statlto "run around" to tlwir detriment. Working lor smdl wins pro- 

( .\ ~ 1 1 1 1 ~  Iw;l'iurc or order in a turbulent cnviro~lnicnl. 
k. 

A \III;III -.ill i~ :I Iw)unded. cwnprcllcnsiblc, plausihlc scenario 1I1i1t llolds logctllcr suffi- 
~ . i c ~ ~ ~ l y  li~: pwplc to prnu~~lc  in advancc that a for~haming situation will bc orderly; for ex- 
;IIII~~. i t  w;dl wi11 swh as a rcgular meeting ofdcputma~t chairs on advising lopiex. tho~~gll 
tlrtlcrl~, I I ~  i~np~ct  clwwlicre. Although actions awciatcd with s~nall wins are brief, 
\~lr.c.ilic.. :III~ It~c:lli/ixl. ~hcy can have a deterministic cffcct on 1iia11y probkm situalio~is, since 
111t.w \~II~;III(BII-. i~ rc  o f t c~~  IW col~crc~~t ~II~UI t11c ;~ctitms ilirc-c~~xl ill ~IIL~III. 

AII i l lus l rah~ ol'tl~is point is whcn a comndttc*. in tllc collcgc revised a11 instr~~r~~u~lt  uscxl 
lo pnlllrr s r ~ ~ d ~ n r ~ '  asscssnicnts orcourxs aud teaching. Thc activity resulted in o change ill 
t l l r  f'or~ll;~r. prcwxlurc.s, w d  policies of the collcgc regarding tours cvduatio~i. Now other 
~.ollcgn in 111c univcrsily arc intcrcsld in the topic, and rcqucst to IIW t l r  i~istrunlc~lt, the 
~v t~c r l~~rc - .  &)I. prih.cxcs, and to revicw tl~cir ow11 ptdicics. I l l i s  ou lco~~~c llcvcr codd have 
I w n  acc~~~llpl isl l~d with my  wrt of a frontal attack, but onc "s~liall win" made othcr things 
pouihlc . 
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This leads to another advantage of small wins. Since they are small, and dispersal, they 
are harder lo find and attack than a big win hat is noticed by evcryone and tends to polarize 
the community. Also, because someone's small win is someone clse's small loss, thc staka 
are reducal, which encourages the losers to bear their loss without disrupti~lg thc social 
system. People can accept a specific outcome even i f  they disagree with the values which 
spawned i t  or the goals toward which i t  is directal. In most cases, institutional outcomes are 
seldom the result of clear decisions or clear problems. More often, thae outcomes are the 
products of. that is, are constructed or built from, bits and pieces of action. p k y ,  advice, 
and information that are lying about the institution. Since small wins arc of a size thal lets 
them supplement rather than dominate policy, they are more likely to be incorporated than 
are other. more conspicuous, solutions. 

What does the sniall wins approach mean to administrators arid advisors? 

/+A/, i t  nicms that they nlust have some general idea of wllcrc the future is and what it 
Idds. Five years from now. what would an ideal advising program look like at their institu- 
lion? 

kvrrd ,  it means k ing  realistic about the priorities, and the politics. at the institution. For 
example. i f   he instilution places research and publication above everything else, il's pro- 
bably not realistic lo auunic that a concerted lobbying effort about the vduc of advising is 
going lo cl~augc that fact. 

77rird. i t  means creatiug. or maintaining, a mechanisni thal helps the administrator think 
about, and understand, tllc dynvllics ofsmall-win scenarios, as well as how each small win is 
co~lncckd to other snlall wins. The successful coach, or adn~inistrator, or politiciiui. is one 
who plans with OM eye or1 the approaching event. problem, or contest, and the otlicr cyc on 
the next scason, the next budget cycle, or the next election. 

firtully, i t  means approaching the propositions with a strategy that cnabks, rathcr llian 
disables, tlic participants. Another look at the propositions is in order: 

I. There is a n d  to iniprove (that is, change) our advising system. 
2. Tlic most iallwrtant item for the inslilution is to foster faculty dcvclopinenl. 
3. Advising may servc as one means of facilitating faculty dcvclop~nc~il. 

Now i f  a propositior~ is dcli~led as an expression of anything wl lk l~ i s  capable of being 
believed, doubted, or denied, i t  follows that the h o p  for attaiaing an oulco~~~c lics in the pro- 
position being bclicvablc, thus, achievable. 

C~I;III~~II~ the w;dc o f i ~  1)roI)k111, SIICII as t l i i w  idc~itilicd by t l~c ~II~LY propwilio~~s, can 
clmge thc quiility ol' IIr rcsourccs that are dirtctd toward it. 

Seeing a situation as a serious problen; that requires a larger win. for instance, the irrs/i/u- 
/iorr rrrrrst irtrprvw bu(lv&r~g sys/ern, may actually initiate the problcm. I f  pcoplc work for 
sc)~ildhi~ig concrcte, and have an opportunity for visible SIU'CS.~. from wllich they can draw 
conlicleacc; and il' pcuplc crul triulslatc tlicir excitement and optilllim into i~w~cxliatc action; 
then, a small will is probable, as i s  their heightened interesl in altetllpting a swo~ld WUI. Go 
for tllc small wins. Renlember, il's a string of small wins that leads to the Supcr hw l ,  the 
World Series, or the Gdd Medal. Good luck. 
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