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A Comprehensive Advising Effort

BRIAN A. SEEGER amxd DANIEL D. McLEAN, Academic Advisors, lowa State
University ‘

Recent literaturc and research in advising suggests many agendas and prograinis are being
developed to emhance the various processes. Self-managemient (echaiques,' decision
making,’ peer advising,' developmental theory,* causal attribution,* as well as research into
retention,* perceptions of advising in an acadetnic setting,’ compuler assisted advising,* and
cvaluation of advising systemns® are some of the areas that have becn examined. These pro-
grams are helping to give increased recognition to the advising profession. Advisors, whether
they be professmnal faculty, or adnums(ralor. pcrform avital scrwcc on (hc college campus
today, : L
The academic community is it an era of u:hangé. It has been cha'factcriz:c(l bya dwlining.
ot al best stabilized ¢nrolinicat; an informatian explosion; decreased student aid; and strain-
ed resources. Advisors need 10 be aware of (these trends because the continued demands
upon limited academic resources create two fundamental concerns: 1) The role and mpor-
tance of the advising program when compared (o (raditional university functions such as
teaching and research; and 2} the failure of many administrators to recognize the positive im-
pact of advising when supported by the institution and innovaltive in-its approach.

The puspose of this article is to explain the lowa State University Departient of Physical
Education and Leisure Studies modet for a comprehensive advising sysiem and how it evolv-
cd, its limitations and what has been Icarned from those limitations.
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BACKGROUND

The initial and subseguent discussions about the advising process and its role within a stu-
dent's academic carcer as well as within the depariment grew out of a realization among ad-
ministrators, advisors, and teaching faculty that advising was receiving secondary alteation
and importance when compared (o academic preparation through professional course work.
tt was fett that tThis was a result of lack of knowledge on the pant of teaching faculty and ad-
ministrators rather than a lack of polential in the advising program. The resulting discussions
between the three groups recognized that the advising process should reccive equal support
with the teaching functions and that the two should work together to bencfit the student, The
ciforts culminated in 3 conceptual approach fo the advising proc& It began with a review
of the existing advising system.

Advisors in the department are full time staff as opposed to lmchmg faculty, Curriculum
“advisors in Physical Education and Leisure Studies had been traditionally respousnble for
performing routine administrative dutics pertaining to students’ cducational advancement,
and had also taught orientation classes for incoming freshmen and (ransfer students. Ad-
visors were also responsible for preregistration of students for classes; maintenance of stu-
dent academic revords and progress; and initial advising and follow-up with prospective
udents. In addition, thie advisors served as a resource for information about professional
organizations,  letters. of recommcndation, academic information. -and community
TCSOUTCES. ’

Advisors were performing traditional roles in a student’s academic growth and dcvelop-
ment. 11 becanae obvious that this was a static approach o advising, Changes in academic
and career seitings were not being addressed. Students and faculty were not benefiting from
the potential of the advising system, Areas of mutual concemn included: placemem‘ coordi-
nation 0f campus services; alumm relations; and enrollment. e

For: cxamplc. in-the area of plaocmenl of graduates, the job markcl was beoommg more

compemwe and cutbacks in certain ‘occupational areas had placed increased pressure upon

cent graduates The consensus among administrators, advisors, and teaching Tacully was -

at maki ing students aware of existing job opportunities and prepanng (hem adequately I‘or
“the job mrch should be an mtegml pant of the advising system.

Alumni relation's werca low pnonty within thedepartment. Most alumm had lmle contact
or association with the university or department since graduation. Those involved in the pro-
cess of idea development saw alumni as an untapped resource. There was a recognized need
16 imohve aknani-in job placement processes; as feedback mechanisnis for curriculum

~dev clopinent; as a source of scholarship funds; as a resource for student mlcmshlps. and
most importantly to foster a Ieehng of belongingness.

Cirrent evonomic trends and declining enroliment suggtsled inereased compculmn for
stident enrollment in programs.at post-secondary institutions. “There was greater need for
students to have information available about specific educational prograiiis as they make
devisions abous their future careers. In order to influence the student decision making pro-
cess il was fclt that the depastment should develop a systematic plan (o place information
aboul Physical Education and Leisure Studles in the hands of prospective students and in-
dividuals who influence students.

&) April 1983

: . e _ A Comprehensive Advising Effort
CONCEIVING THE SYSTEM |

A study group was established to conceive and present a proposal 1o the administration
for reorganization of the advising system. The areas addressed in the proposal were advising,
alumni relations, and student services with placement coordination. The study group con-
structed a total advising system inodel that retained many of the traditional tasks of the ad-

visor, empliasizing ose tasks, and building iinto the model whal was perceived o be the
hussing components of a total advising program.

Advising

The decision to retain traditional advising functions within the model was made early in
the discussion processes, because those functions represemed essential advising tasks that
could not be discarded. A review of how the department implemented the model follows.

The College of Educalion, where the Départment is housed, developed (for prospective
teachers) a compulterized academic performance evaluation system. The prograwm developed
competency areas for evaluation of student growth and progress, required periodic contact
between faculty, advisors, and students, and exit interviews al various levels of academic
devclopment. Continued academic progress was contingent upon suecessful completion of
cach phase of the system. The system, with modifications, was considered to be of suflicient
merit {0 justify its inclusion within the non-teaching portions of the department model.

Onie of the shortcomings of a full time advising program is the possibility of less contact
between teaching Facully and students. To overcome this; a faculty-student enrichment pro-
gram was suggested. Formal and informal contact between students and teaching faculty can

- be initiated through innovative designs and. faculty commitment . Suggested formals includ-

__ed brown bag lunches, formal presentations by both students and {acully, firesides, after-
‘ noon seminars, reireals, a series of guest leciurers, and so forth: The intent is to identify and
utilize on-campus. resources when appropriate for’ increased advising effoctiveness, Im-

. plementalion of this system and reduced advising efforis by faculty resulted in increased stu-
:;;A._dcnl time with course instructors. Students and i instructors alike felt that they were rccemng
“and providing beller communication about topics of mutual importance.

- Alu_mm Relations

Alumni relations was a low priority in departmental efforts, and it was decided by the
sludy group that this area needed significant effort. Some may question why the inclusion of
alumni relations within an advising systcm. The rationale was that the advising systemn is not
Just.an cffort to assist the student during his academic carecr, but is an ongoing process. It
begins from the time a student is first introduocd to the curriculum, rather through a visit or
formal enroliment, until they die or chioosc 1o no longer be associated with the university and
depantment. Efforts in this arca have proven to be some of the most suciessful parts of the
model. An initial small effor, where there was no cffort, has produced large resulls,

Because there was so much potential in this area the study group suggested that explora-
tion could produce positive results. The exploring session, with alumni, resulicd in tany
worthwhile ideas:

— develop a plan to use alumni in marketing the department;
— develop a plan to secure funding from alumni for scholarships;
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— explore special events such as Alumni Career Days;

— develop a nctwork of alumni willing (o provide internships and information aboul the
profession to current and prospective students;

— develop a rescarch package to track alumai and provide more current information

- -about cmployinent trends;

— mvolve almmni in curnculum dcsmon makmg process; and

— an establishanent of an alumni award,

Studdent Services

udent services is considered the heart of the advising program, and it provides a diversity
vising and support systems for the student, However, there are many support sysiems
operated by niany different offices, and it is difficult to.identify or locate all of the services.
t hough advisors had identificd many of the resources, they were still confounded in their ef-
bt (o conpvey this information to students, of 1o organize it in a-manner that would
tacilitate casy retrieval by students. ‘

The study group decided as a solution, lo iry and consolidaic dep.'mnunlal scrvices, iden-
1ify and implement an information system that could be used effectively by students, and in-
crease cooperation on a umvcrslly wnde basis, beginning al the colicge level.

In addition, the group suggcsled that advisors develop closer coordination with college
placement of fives; maintain a current job listings file; encourage the college placement office
10 publish monthly job bulletins; develop and implement a caréer search scminar for junior
and senior students; and provide routine career counseling beyond that of the educational
placement office.

ORGANIZING THE SYSTEM

"l)llﬂ\‘()[lh v gnd Mdission

mpxortant (o thie success or thc advnsmg syslem was the development of a plnlosophy nnd
mission staténient . : :

I st is |Iu. dcpdruncntal phllosophy slalemenl

An undergraduate studen! is served best when he or she is prowded the
necessary cncouragement (0 move as independently as possible through a cur-
ricilum consistem with that student’s abilities, maturity, and persotial goals.
Speviiil alrention should be ‘given 1o providing the student with the skills to
ke infosmed decisions relating 10 course selection and extracusricular ac-
tivities so that the student prepares as well as possible for professional employ-
ment and life.

. Second, is the mission statement:
‘The prianary mission of the academic advising program in (he Department
ol Physicaa! Education and Leisure Studics al lowa State University is (o help
students reafize their maximum academic potential during their college career.

A Comprehensive Advising Effort

The Proposal

The department consists of 240 physical education and health majors and 115 leisure
studics majors, There ane 1.75 FTE for advising in health and physical education and one
FTE for advising in leisure studies, The study group recommendcd combining the advising
services of the two divisions and crealing a single advising office. Jt was recomimended that
the new office be namied. *‘Student Services Office,”” the .75 FTE be increased to a full IFTL,
and that there be two advisors and one student services coordinator. Iigure 1 illustrates the
proposed organization of the office. The student services coordinator would oversee opera-

~ FIGURE 1
ORGANIZATIONAL STRUCTURE
STUDENT SERVICE OFFICE

Student Services
Coordinator
. PEfHealthyDance . s
Advisor , - ) . Advisor
| { I
PE Health Dance LS
Majors ~Majors Majors Majors

tions 6[ the department and be involved in advising, and also be responsible for supervising
and (raining the two.advisors.

Each stafl member would continue 10 perform traditional advtsmg functions in addition
to incorporaling new functions. Most imporiant in this whole process is the increased rolc of
the student services coordinator, who has a reduced advising load and an increased respon-
sibility in other arcas recommended, such as training advisors, implesnenting counscling pro-
graims, developing liaison with campus agencics and developing compuier programs.

_ LIMITATIONS OF THE MODEL

The challenges discussed at the beginning of the article are the major limitations (o this ad-
vising model. The university and department have recognized the increased importance of
good advising, but ot (o the degree hoped for by the study group. Administrators are
becoming aware of the impact advising can have, but.ihis too remains an ongoing cduca-
tional process.

The miodel has been implemented in stages within the department, but has not received Lhe
full support ol administration.

When resources are scarce and advising is Tulfilling its traditional role, the need for a major
reorganization is not received with open anns.

The depastinent has proy'idcd increased support for the advising program, but has not
adopied the organizational nodel in its entirety. 1tis the opinion of the authors that until that
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moddl is:developed the full benefit of the advising system will not be achieved.

Portions of the advising system that have been implemented are proving lo be successful
as witnessed by the increase in positive student reaction towards the academic program. Cur-
rent research programs are under study to identify the actual impact of the program upon
stedents, their performance in the classioom, and their attitudes (oward the department.

IND] ‘IEMliN'I'ATI()N. IN OTHER SéTTINGS _ )
The concept-of a comprehensive advising system has much merit, and there are several
arcas which should be addressed by curricula when considering its implementation.

The coordinator of the program must have knowledge of the academic program, be able
srovide direction and assistance to the advisors, maintain close liaison with administration
- ..l faculty, and have a working rappoit with students,

There must be a survey of existing resources on campus that already provide services that
mav be intended for the advising system. Coordination, as opposcd to duplication, is
nevessary tov better utilize and communicate these services (o students.

iTentive and organized communication among staff is critical. Exchange of information
withall student services stalT is necessary lo maintain continuily and cstablish progrum foun-
dations. Developing lines and means of sharing and disseminating information must be a
major objective of the system. ’

t-ulltitne professional advisors are needed, because advisor involveinent and responsibility
ate of such nature that regular teaching faculty would experience difficulty providing ade-
quate time Lo perfonm the task.

Administrators must recognize and support the program. lts irtiporlauce in terms of place-
ment, monet ary contributions, retention of students, overall quality of students, and recruit-
ment of stucdents must be emphasized to department heads and deans.

While the proposal provides some new and creative opportunitics, it also represents a
- wewhat dramatic deviation from traditional advising. It is feli, however, that advising can
anie & imuach more meaningful role in a student's academic and personal growth. [t can
bevoiie o means of identification through which alumni can associate and commuinicate
with their former department. Realization of the unique potentials of acadeniic advising as
pinted out in this article is a step in the right direction. Further, implementation of activities
desighed to improve the effectiveness of advising can ultimately bring greater focus of atien-
tion upon the role of advising at educalional institutions.
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Some Principles of Effective Advis'ing
Consulting

WILLIAM H. YOUNG, Registrar, Western New England College

DETERMINING CONSULTANT ROLES AND FUNCTIONS

The roles played by consultanis extend to a wide range of functions; these tend to vary ac-
cording (o the expertise of the consultant, the style or philosophy of the consultant, and the
requirements of the consulting situation. Advising consultants, for example, may be ex-
pected in one situation (o Function as a judge or evaluator of an existing advising program,
and in another situation as a designer or. advocate for a new program. On the one hand, a
consultant may be assigned the role of diagnostician, to determine prescat or potential prob-
lems in an advising program; on the other hand, a consultant may be cast in the role of
catalyst, 1o help get a program started. These roles are not necessarily mutually exctusive, but
it is important for the consultard and client to understand and agree on the nature of the con-
sultant’s role.

Lippitt and Lippitt* have devised a model for analysis of eight different consultant roles,
ranging from ‘‘directive’”’ to “nondirective’ on a continuum.

Dkelillva _ Non-Directive
Advocate Technicai Trainert Coilabor-  Atfar- Facl. Process  RelleClor
Special-  Educator alor in native Finder Special-
isl Problem-  [denti- ist
Salving fier

In each of these roles the consultant is activcly engaged in serving the clicnt group. On the
“directive”’ end of the continuum, however, the consultant is assuming a dominant role of
advocacy, while on the non-directive end the consultant is limited to stimulating client
analysis and understanding. .

An advising consultant may function in each of these capacities. For example, in working
with an institution to assist in the development of a new type of advising program, a consul-
tant may assume the role of REFLECTOR, primarily asking questions to help the institu-
tion's personnel to clarify the purposes, commitments, and possible consequences of the

* G.L. Lippin and R. Lippitt, Conswdring Process in Action, San Dicgo, Ca: Universily Associates, 1978,
April 1985 : T



