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Recent Literarurc and research in advising suggests many agendas a d  programs are k ing  
developed to enhance ttc various processes. Self-~nanagenicnt twhniques,' decision 
making,' peer artvising,' developmental theory,' causal attribution.' as well as rcscarch into 
retcn1ion.l prccptionr, of advising in mi academic setling,' conlputer a&kd advising.' and 
evalualion of advising systems* are some of the areas that have becn examid. Ihese pro- 
grams are helping to give incrcastd recognition lo Iheadvising professioe. Advisors, whelher 
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The clcactcn~k ~IIIIIUIUI~ is ill 11 era of dlange. I t  has bccr~ dluxtcriaxl by a dcxlini~~g. 
or i t t  bcst stabilird c~~rollnlatt; a11 itifonn;ltfon explosion; clecrcad stuclcnl dd; .and strain- 
cd psourws. Advisors IWXI to bc aware of Ilm trcnds bccause the contintterl danunds Mark lh  thur 
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OU1SIANMff i  ADVISOR &WIRDS upon l i~ni~ed a u k n i c  rc.wn-es create two f ~ l K h m e ~ a j  wt~cvn~s: I )  Thr rdc aml imw- 
IaIlcY of llle i~dvisitlp program whcn compared to t r a d i t i d  univctsily fu~ichns \uch as 
I cac l~b~  and research; a~ ld  2) h e  failure of nlany administrators to rmognk the positive ini- 
p c l  of ildvising  whet^ suppMteJ by thc institution and innovative in its approach. 

Thp p u w  of this article is to explain t h e  lowa State University Dcpartu~cnl o f  I'hpical 
Education and Leisure Sodies n i d  for a caniprchensive advising syslcni and how it cvolv- 
ed, its tinlitations arul what has bee11 learned froin tbosc limitations. 
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NACALIA Jounld 

HACKGROUND 

Thc initial and subsequent discussions about the advising praas and its role within a stu- 
tknt 's ac?ulec~~ic rrrcer as weil as w i l h i  the department grew out of a realization among ad- 
ministrators, advisors, and teaching faculty that advising was receiving secondary attention 
and in~portrrncr when cwnpared to academic preparation through profedonal course work. 
I t  w;u lid1 III~II Ilk wia a result ofL7ck of knowledge on the par( of tadling fmby and ad- 
~ninictrarorr rather than a lack of polcntial ni Uie advising program. The resulting dis~wssions 
IICIWWII the tllrw group nxognizcd that the advising promis sl~oukl rcccive equal support 
with the teaching functions and that Lhe two should work together to &lit the sludent. The 
cl'Cons cvlrni~mted in a cvncrptud approach to the advising process. It began with a review 
of the existing advising system. 

1 Advisors in the d e m e n t  are full time staff as opposed to teaching faculty. Curriculum 
i~dviwrc ill Physical Education and Leisure Sludiq had been traditionally respo~rsible for 
pcrk)nning routine administrative duties pertaining to students' alucational advancement, 
NK) had also taughr orientation dassa for incoming freshmen and transfer students. Ad- 
G m  were aLro responsible for prercgis&Nion of students for classes, maintenance of slu- 
dc~lt i ~ d a n i c  rrcurds and progress; and initial advising and follow-up with prospective 
,IIIL~~I.~~\. In addition, the advisors semd as a resource for information about professional 
~trga~lt/i~ticl~ls. letters of recommendation, academic information, and community 
1 C U w c C \ .  

Advisors were performing traditional r o b  in a student's academic growth and develop- 
~nrnt. Ir htyanrc obvious that this was a static approach to advising, Chan~es in academic 
md aucrv scttings were rloc being d d r d .  Students and faculty werenot benefiting from 
ti le lxncntial of tllc advising system. Areas of mutual concern inclwkd: p h i c n t ;  coordi- 
nation of campus services, alumni rehions; and enrollmarl. 

C;or cxanlple. in Ihe area o f  placement o f  graduates, the job market was beam&@ more 
cump%if ve and cutbacks in certain mpational areas had placed increased przssure upon 

.eat graduates. 'Ihc consensus among administrators, advisors, and teadiug faculty was 
at making studetlts aware of ucisting job opportunities and preparing than adequately for T 

"the joh wch should be an integral parl of  Ihe advising system. 

Mumrn rdations were a low priority witbin hedepartment. Most alumni had IttleconGact 
or awciation with the university or department sina graduation. Those involved in lhe pro- 
T1W of ids devck>pment .saw alumni as an untapped resourre. There was a recogriized need 
i t ,  r~lud\s di l~l lui  in job plamient pmpsses; as feedback ma'i~ar~isnls for cuniculuni 
t l n c k i l v r ~ ~ :  ;I\ a u)urcc of scholarship funds; as a resourcx for student inlcrnships; a d  

\rudcmts to have informat& avaj& about specifr educational programs as hey make 
rfmicicws ahwt their future careen. In order lo influence the student decision making pro- 
cas il was l'dt that the department should develop a systematic pkn to place information 
ahoul Physical Education and Leisure Studies in the hands of prospective students and in- 
dividuals who inllucnce students. 

I dvising Effort 

A study group was establislxd to conceive and present a proposal to the administration 
for reorganization of lhe advising system. flu areas addressed in the proposal were advising. 
alumni relations, and student services with placement coordinarion. The study group con- 
structed a lofai advising S~SICIII rnorlel that retained many of the traditio~ul lads of tllc ad- 
visor, unpl~urithg t l~ l r s .  tluks. ard huikling into the model whirl was prccivcrl to Ir tl~c 
missing mnponents of a tola1 advising program. 

Advistirg 

'Ihe *ion to retain traditional advising functions witlain the modcl was made early in 
the discussion processes, because those functions represented essential advising tasks that 
could not be discarded. A review of how the department impk~nctltcd thc n d c l  Collows. 

The Cdlegc of Education, wlwre the Department is Iloused. rtcvclopd (for prospective 
teachas) a computerized acadeniic performance evaluatio~l system. The program developed 
competency areas for evaluadml of student growth and progress, requiral periodic contact 
bcOwecn faculty, advisors, and students, and exit inteniews at various levels of acatlcmic 
dcvcbprnait. Continual academic progress was contingent upon suc - fu l  cwnlplction of 
each phase of the system. Thc systcni, with n~odifmthls. was cunsidcrd to be of suflkicnt 
merit lo justify its inclusion wilhin the non-teaching portions of the department rnodel. 

01 le  of the shortcomings oCa full t he  advising program is the possibility of lcs contact 
baween teachin8 l'acully and sludents.To m r n e  this. a faculty-student eurichmcnt pro- 
p u n  was suggestd. Furmal and informal conlact bctweenstudeuts a d  trtaclring faculty can 
bc initiated through innovative designs and faculty conimimlt. Suggestal formats irdud- 
ed brown bag lu~xim, formal presentations by btt~h students and faculty, fuesidcs, after- 
noon seminars, relreals, a series ofguest ledurers, and so forth. The Intent is to identify and 
utilizc onampus rcspurra when appropriate for increased achrising effaqiveness. Im- 
plementation of this system and nduccd advising efforls by faculty rcsulted in increased stu- 
dent time with rourse instructors. Students and instructorsalike felt that they were rak ing  
and providing bellw commur~ication about topics of mutual impnancc. 

Alumni Relolions 

Alumni relalions was a low priority in departmental efforts, and it was decidal by Be 
sludy group that lhi area needed signifmt effort. Some may question why the inclusion of 
alun~ni relations within an advising syslcm. Ilte ration.de was that t i le advising system is no( 
jusl an effort to assist tIw student during bk d e n ~ i c  career, but i s  all o~lgc~iry pram.. I t  

bcghs frocii the tbnc a student is fird introcluccd to the culniculunl, ratha lllrough a virit or 
fomlai cnrolln~erit, until lhcy dic orchoox to no longer be waciatcd with the univcrSil y and 
dwment .  Effwls h this m a  have proven to be some of thc nlosl suc~~sfu l  parls of the 
n d d .  An initinl s l d  cffon. whcrc there was no c M .  has pr~xlucd largc rcsolts. 

tbcause there was so nlucll potential in this area the study group suggcstcd tila1 cxplora- 
lion could produce positive results. The exploring session, with alumni, resulted in inany 
worlhwfile idea: 

- develop a plan to use alumni in marketing the department; 

I - develop a plan to secure funding from alumni for scholarships; 
I 
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I'ortions of' the advising system that have been impkinenled are proving to be rmocessful 
;LI witncssrd by the increase in positive student r&on towards theacademic program. Cur- 
rent rwrvch progrma are under study to identify the actual impacl of the program upon 
sc~~dct~rs. their pcrf'omlann in the classroom. and their attitudes lowarti the department. 

Ihfl'l 1311~N I ATION IN  OTHER SElTlNGS 

rllc cnllcrpc of' a comprehensive advising system has nwch merit, and there are several 
alms which should be addressed by curricula when considering b implementation. 

'rhc cwwdi~~alor of lhe,program must have knowkdge of the academic program. bc able 

( mi& dircctbn rnd ashnee to the advisors, maintain c h  his011 with administfath 
,. rd facul y, and haw a working rapport with students. 

l l~crc 1111rst Ilc a survcy of existing resources on campus that already provide services that 
niav lw i~ltct~dcd for the advising system. Coordination, as oppscd to duplicalion, is 
IICWTSII) t n  ~C'IICT utilize and communicate t k  services to students. 

I I kx~ivc and orgaahd communication among sMf is critical. Exchange of inlbnnalion 
u 1111 dl \I IIL~CIM wrv i~~s staff' is necessary to maintain continuity and establish program f'oun- 
I~;I~IOIIS. I kvckbping 1inc.s ad means of slhng and disse~iunating infwrnation must be a 
1n;ljor ohjivtwc of t l r  rptan. 

I d 1  IIIIIC p10li~~ioni11 advi~~r~arciwaICd. bccauscadvisor i~~volvc~~wit and r c s ~ b i i i t y  
me II~ wlCh na~u~c tllat rcgular leaching faculty would experience diff~ulty providing ade- 
IIII;IIC time ICI prfonn the task. 

Adrninislrators must recognize and support the program. I& imporlalkx in lernn of pbce- 
IIICII~, nlonetary contribut ions, retention of' students, oved quality of st udalls, and rccruit- 
IIICII~ ol stucfcntr must be emphasized to department heads and deans. 

\\'hilt the proposal provides some new and creative opporlunirk, il also teprcscnls a 
wwl~al dramatic deviation from ~raditional advising. It i s  felc however, that advising can 

, .~nw a ~nlrch rnorc nicaningful role in a student's academic and personal growth. It can 
Ix-t~w~c a nlcarls of idaitilication through which alumni can asache and conununicale 
jr it11 tlwir forn~er department. Realization of the unique potentids of acadcniic advising as 
rwl1111cvlou1 in this article is a .step in the right direction. Further, impkmnentadon of activities 
ttc~ig~wltro improve the effectiveness of advising can ultiniately bring greater focus of' atten- 
l i c l ~ t  11jn)11 llic rok of'xh-ising at educalional institutions. 

Some Principles of Effective Advising 
Consul fing 

WILLIAM H. YOUNG, Regirlrm. Western New EngIurnd C o k e  

DETERMiNlNG CONSULTANT ROLES AND FUNCIIONS 

The roles played by consuftanls exfaid to a wide range of functions; thm tend to vary ac- 
cording lo Llie expertise of the consuilant, the style or philosophy of' tl~c c01lndlant, aid the 
requiremenls of thc consulting siluation. Advising consultants. for cxan~pk. may bc CX- 

p x t d  in one situation lo  ion as a judge or evaluator of an existing advising program, 
and in anolller sYualion as a daigner or advocate for a new progranl. 011 l l~c  one Irand, a 
consultant may bedgnrrf the role ofdiagnostician. to dcternii~tc present or potential prob- 
lcms in an advising program; on the other hand. a consutant n~ay k a t  ia thc rolc of 
calalyst, to help gcl a program slarid. Thcsc roles are not necrrw-ily niutually cxctusivc, but 
i t  is important for tllc cm~sullan( and clhv to understand and agrcc. on Ikc rialure o l  tlw con- 
sultant's rok. 

Lippitt and Lippitt' llavc devised a modcl for analysis of eig111 different cmsultant roles, 
ranging from "dirccdve" to "no~idirective" on a continuum. 

DkecUve Nan-Directive 
1 ,  I 

Advocale Technical Tfalnert Cdlabor- A&. F&I- Fmcess 1 ~efl&lor 
J 

Special- Educator alor In mtlw Finder Special. 
is1 mtdem- Idanll- 6 1  

Sotving fiir 

111 of' these roles ltle consultant k aaivdy engaged in serving thc clicnl group. On the 
"directive" end of' the continuum, however, the consultant is assuming a dominant role of 
advocacy, while OII the non-directivc end the consultant is lin~iled lo sti~nulating client 
analysis and undentiuding. 

An advising consultant may function in each of these capacities. For examplc. in working 
with an institution to assist in the development of a new type of advising program, a consul- 
tant may mume the role of REFLECTOR, primsrily asking quations to help the institu- 
tion's personneI to clarify the purposes, commilments, and possible conqucnccs of the 
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