
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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1'1 I~~KJI~I. I l~k  may s u ~ f i t  a somwhal passive role, but in facl, in this capady the consul- 
I;IIII III;)) la w r y  ;~diw ill challenging thc assun~ptions and stratcgics of lhc mstilution's ad- 
\ I+ q\lal~. l h i s  rtC i\ often awroprialc in  thf early smcs o f  a coiisukan~, bemuse i t is a 

ha1 b d s  na~urd ly  inlo p c ~ f w ~ l h i g  0111er consulling 

a wnsultan~ seeks to datify how organization members 
i111crx1 to x c o m p l W ~  tasks they areattempting. T o  illustrate, a consultant may share obser- 
\ a h a \  r ~ ~ u d i n g  the relationships among faculty advisors. students affairs professionals and 
i w l ~ ~ ~ i r ~ i s ~ r i ~ t c ~ ~  a d  III~ C C L ' ~  to facili~ate communica~ion among lhne group. As a FACT 
I.INI)I:H ;I cincsult;m~ cvlcnds the questioning activity l o  avariety ofmeamof coilectingand lr w n g  i ~ ~ l i n r a t i o n .  For cxampk, intctviews and sumyr  may be used l o  find out l w  
I m l s  prceivc an advising program and their opinions of it. I n  the role o f  ALTER- 

A T I V E  I I>f iNTIFIER the consultant would explore the range o f  possible wags that 
.w ndvisinp progr;lm niighr be implemented or evaluatd. As a COLLAI IORATOR 
IN IDROl~l, l iM-SC)I.VING a consultant helps ins~itut ional repre.sentatives identify 
c ; ~ ~ ~ s c \  01' prohlcms, and project possible solutionr o f  them. A n  advising consuftont 
1nip111 col lahora~c in redesigning elements of a new advising system l o  overcome ob- 
,icsrions to  the existing one. As a TRAINER or  EDUCATOR a consultanl may con- 
d u c ~  workshops, reconlmend lcarning resources, o r  share experiences relevanl to  im- 
p l c n ~ c n l ~ ~ ~ g  a n  advising program. I n  the capaci~y o f  T E C H N I C A L  SPECIALIST an 
;ctlvir~ug consultant may analyze for an institution the strengths and weaknesses o f  a 
proposed advising program and suggest possible ways o f  overcoming its weaknesses. 
1:inally. as a n  A D V O C A T E  a consultanl might recommend an alternative advising 
Irrogrnnl 1lwt would accomplish the institution's objectives m o  
c u ~ ~ i n p  or insti~utionallydesigned one. 

111 ;~ddit im. I ~ C  client institution and the consullant should hove a mutual understand- 
ing of 111c l i y z l  phi 01' theconsultant's responsiblity lo individuals or groups wilhin the 
i1141111ioli. The individual who has made the initial contacl with thc consullant may or 
ma\ 1101 Ixs lllc cn~c with whom the consultant will primarily be involvlrl.' 

I s  h c  L~I~\II~I;IIII serving priniarily the dean, the director o f  advising. thc advisors. a 
c o r ~ ~ h ~ ~ ~ a l r o ~ ~  o f  thew. or xo~nc other individual or group? Acadcmic advising is often a 
" h r ~ ~ t d a r ~ . - \ ~ ~ ~ ~ i i t ~ g "  function, and a consultant may work with persons at more than 
t v ~ c  ; ~ t l l ~ ~ i r l i \ l r i ~ l ~ \ ~ *  h ~ c I  it1 nwrc than one organizalional unit. This sttggcsts the i ~ n p r -  
I: lr~~,c II~NII IRC \l;~rl. ol s ~ ~ u r i n g  mutual agreement regarding thepri~nary focusof thecon- 
~II:IIII'\ ~ t . q ~ ~ ~ t \ i l d i t y ,  AI h e  samc time, the consultant's relutionhips with olher in- 
~I\ILIII.II\ .III~ p l o u p  III 1I1c ~II\I~III~~II should bc ~ a c i l i l a ~ d  to insure III& I~I~W~IIIUIII par- 
I ~ I I I  \IIIII~II~II 11tc r w ~ l n l c  i u ~ d  i ~ u ~ h o r h t i o n  o f  t l ~ c  adncinistra~io~~ is esscl~liul Ior 
t *W~WI.IIII-II I*\ ;IN pi1111c~ 111 t l ~ c  i ~ ~ ~ l i l ~ ~ t i o n ,  a co~~sultank's c l ' f c ~ l i v c ~ ~ c ~ s  k a1.w dqw11dc111 

Some Principles o f  Effcc%ive Advising Coasulling 

o n  b e i ~ ~ g  per~r ivcd as an i n d c p c ~ i d e ~ ~ ~  party who is no1 n~ercly wrv i t~g  as all ad111~1i\tr;110r's 
agcnl l o  in~p&~aen~ a' preilctemincd plan.' 

UTIL IZ ING CONSULTING K ESOU 

I1 Jm~raCiurr Remrurrs 

Ciclocl ~ ~ ~ ~ s u l l a t i o n  rapires cfCcctivc ntealts for collecri~~g. a ~ ~ a l y h ~ g ,  and c im.  
~nunicaling infortoation. lnsli~utional represen~ntives arc ga~crelly cagcr to 1rn)vitle l l lc 
consultant with rckvanr dala, bur tlcc consult an^ nwst know \tI1i11 i n l i ) r r ~ i ; ~ ~ i c ) ~ ~  i s  11ios1 
uscli l. Thr folkwing considcratio~~sdiould h, k c p ~  i ~ t  n ~ i r ~ d  rqart l ing llrc w l l cc t iw~  and 
IISC o f  infom~atioa: 

I. Wr i~ tcn  infcl ahlc prior lo a campus v i 4 ,  hut i t  is idso ~~ccxwary 
lo s u p p k ~ ~ ~ o r t  the wrillctc m u r c ~ .  will1 dula oblai~~ccl from i~~lcrv icws ;IIICI ~ I r w r v i ~ l i o ~ i s .  
IDrdimin;~ry rcvicw o f  w r i t l c ~ ~  111alcrials may cl~ablc l l ~ c  cottsulla~~t l o  i d a ~ ~ i f y  m a s  that rc- 
quire clarifiation, vcrilicafion, or elaborntion. I f  it is ~ w t  f ~ u s i h t  11) gilin a t x w  l o  in- 
dividuals or other aecmwy b f o r n ~ a t i o i ~  sources prior to  !he cwnrt~lram's visi~, ar- 
ranpn~ents should hc ncadc to d o  lhis early in the planned calicgtn visit. 

2. The process o f  interviewing instituliond personnel slloukl be  arcf fully planned 
and exaulcd. A prepared list o f  questions. or ewn a concise qucsrionairc, may be 
efk t ive ly  used as part o f  a consultant's informatioa-gatheri~~g cfforts. I f  a strur-ured 
set o f  quesfions is used, then the interviews must allow for clarification and dabora- 
lion o f  responses. A h ,  the laws o f  confdenliali~y apply w l m  du l ing  wilh informa- 
tion obtained through interviews. 

A n  exa~nph o f  lhc use of slruclured questions is i n  Table I ,  a i ~ t ~ c s ~ w n ~ ~ a i r c  dis~rihutcd - 
10 faculry advisors, This bricf questionnaire employecf idea5 a ~ t d  q ~ ~ c s l b i s  providcd in  
par1 by faculty advisors. 11 p v c  respondents the o p p r l u ~ ~ i ~ y  for opcm-crrd rcspollxc aud 
tlw o p l i o ~ l  o f  signing ll ic qucslionnairc, Tlic respascs and li)I lwr.-ul~ i r~~cr r iew\  with in- 
dividuals who s i g ~ ~ d  i r  krl to w l tw  i n ~ p o r l a n ~  data 011 I'acully ~ w c c p r i o ~ ~ s  cll';~dvisi~~g and 
ways o f  improving il. 

3. The &la col lcct io~~ p r o a x  can be used to help buikl r d a t b ~ s k i p s  ~IIJ prcpilrc. the 
way for laler stages o f  m w l l a l i o n .  By asking si#nificiuit qcmtiols a114 .smki~~g illforma- 
l ion from individualsand groups who arc all ia f luc~~l ia l  pan o f  rile advising syslan. a pcnxl 
start can bc made roward assuring tlic best understauding o f  i l ~ c  sys lc t~~ a ~ d  c s ~ a l ) l i ~ h i ~ ~ p  
the credibility o f  t lw crn~sul~a~c~.  
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i ~ ~ a i t ~ ~ ~ i o ~ l ' s  a~lturc. efforts should be directed toward adapti~~g reco~lln~~ndations and 
prtqwlm to r l ~ i m i n i i  the pcml ia l  of the institution's exisling culturd norm.' 

2 1 Al:v iml r t r t t in r~atpmnnd co~ist itule a major resource for inlpknumli~i$ a COIISUI~ - 
;IIII'\ c I I~ r t \ .  Ntu only arc well-positioned, supportive ind~oMuab an i~nportant source ol' 
a ~ l i ~ r w ~ t i o n .  4l1c crucial oulcunles o f  a eoru l ta~xy  often &pmd on theill. A crmsultant 
41tt11kl wch 0111 ~IIOV. pcr.wns in theclient institution wlm Ilwsiniilar bask values. ~OSSCSS 

\II;I~III ;lid i r~~ ;~p~~~a t iOn ,  and arc willing to Icanl. 4 co~w~~ltant  GIII b d  asurc lllc lasting 
\;IIIIC ol ;I ~ w r u ~ l r a ~ l c y  by workillg with t l xw  pcople awl hdl i tat i~ lg t l d r  ~ l l u h ~ a l  support 
111 o w  ; 1 1 1 c t t l w . '  

4 )  Hcptrrrr UNII W U ~ I ~ U ~ ~ T ) I L S  represent a resource both to the instilution and thc consult- 
:IIII. A 1110rorugIi hut condsc rep r t  can fwus on issues idcntiftd in thc consult~u~cy and 
protidc a ha\i\ fur carrying forward its objectives. Such a report may alw .scrve to docu- 
III~III ~ I i c  c o ~ ~ s u l t a ~ t ' ~  work and support the initiative o f  key advisiap purson~wl. Evalua- 
tir,~l\ rrlilv include both illuse o f  participants in workshop or training activities, a\ well as 
~ ~ ~ \ t i t u ~ i o r ~ a l  evaluation or major aspects o f  the consultant's pcrfor~nancc. 111 addition to 
~I~CII~IICIII~II~ acccwnplishn~entc. thew evaluatio~is niay bc uw1'11l it1 plrrn~li~lg subsequcmt 
L~III~III I~ ploicc~\. 

C , 111, I,l-~cl \Iwllllilry hit\ sot~gllt to outline some basic consulting stratqics applicabk lo 
IIIC t i 1 4  01 ;tdWng co~lrulting. Knowledge and cxpcrtise in acarknlic advising is IICM 

t.utlttph 1'1 I I ~ C  ;I \IICCCS~LII COIISU~IPIII. III addition, the cctn\l~lra~ll IIIII~~ ~IIOW IIOW lo  
Ivr Icw~n ~ l ~ c i l i l l i n ~ l l  ~[III~I~~II of  a.rsi\ling othcrb in analyzi~lg and crdving lhcirotrll ndtw 
III~ ~v th l c~u \ .  I IIC \~~ggc*r l io~l~ in thi\ artick Ilavr. LKPII ~IU~IIULIILYI wilh a V ~ W  totvard 
;~wi \ l i~ ip n ~ ~ l \ r ~ l t n ~ ~ t \  ill pla~ining and carrying out this rolc. 

A Different Approach to an Old 
Problem 

Sludents who lose credit or itre given "general elective" crcdit fur cuurscs Ihcy believed 
would satisfy spec-Ti rcquirc~iwnts at a four-year institution arc quick to c o ~ n ~ i ~ u ~ ~ i c a l c  their 
pligl~t to friends who may be considering the comniunity collcgc for the fir\[ two ycirrs o f  an 
undergraduate degree. Transfer programs at con~munity dkgcs usuaUy car11 their crcdibili- 
ty by virtue of how courses are evaluated m d  granted credit by Ihe rwciving senior instila- 
t ion. 

Oftentimes, the coninlunity college is m% the sole source o f  thc problem and ~lcithrr is the 
receiving institutiori. Articulation p r o g m  and agreements betwnm i~lstitutio~ls have 
btrome more frequent and problenl free as both sender ar~I recviver rccog~iilc t ha1 a smooth 
transition benefits both i~iterests. Coniniunicating the details of tlnx progr;uli.\ ill a timely 
way l o  sludcnts t l r e~~  k o m a  critical to the Iransfcr procxa. 

However, many co~ri~nunity colleges do not require students to pariicipatc ill cvu~lscling 
or academic advising scssio~ls. In fact. colleges with on-line flmlc registration prograna may 
allow students to enroll in courses withouf ever corning to the canlpus. Sl~rdents rcsiding in 
distant rural areas who wish to avoid traffic congeslion are spa& the c~~nmi tnw l t  o f  time 
arid llloney to rcgistcr, solving o11e problenl. 7his solution. I~I~II@. may crcatc allothrr prob- 
lrln by facililalillg a high potential for enrolling in c w r m  IWI dirc~tly ariiculatcd rritll an 
elriwate goal. 

The college's attonfl to remedy this situation focused on the i~~ tcg ra lb~ l  o f  iutic~rlation 
data, nmster student ramrd. and fee statement generation. The firsf stcp war to build a 
crornwalk ofcourse transfer equivakncies for each ofthe senior institutwnr to which most o f  
the students would transfer. A11 but a sniall percentage o f  stude~lts tranalerrd lo  o w  ol'cight 
Michigan schools. Thus, eight banks ofcroswalk data werecrated in thecomputcr cyslan. 

Next, i t  war necessary to provide a linkage betwecn these cros~walks and the rqistration 
procrss. Each senior inuitution was asrigicd a axle number, a d  thc rcgistratio~i program 
was expanded to allow the input o f  o w  of these codes as idenlilkd by lhc sludclit. n l i s  s e w  
ed ;ts a pointer lo  the approl)riate~~osswalk for that parlicular sludent's p r o p o d  .~. l~klu le.  

R~l;llly, sil~cvtlw stalclwnt of fccs inoludo a schduleofr ta~rs illto which tllc stctda~t has 
cr~rollnl, tliis see~~ud to bc an idcal wliklc by which to oonl~iiurlicate triwfcr nltsugcs. AU 
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