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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,
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program. This inay suggest a somewhat passive role, but in fact, in this capacity the consul-
tant miay be very active in challenging the assumptions and stratcgics of the institution’s ad-

vising system. This role is often appropriate in the early siages of a consultant, because it is a

way to mwarth \.llu.uh!c ml‘ommuon that leads naturally inte performing other consulling
roles. SRR

As a PROCESS SPECIALIST a consultant seeks to clarily how organization members
interact to avconiplish tasks they are attempting. To illustrate, a consultant may share obser-
vations regarding the refationships among faculty advisors, students affairs professionals and
adnrimistrators and inay scek to facilitate commiunication among these groups. As a FACT
FINDER a consultant cxtends the questioning activity to a variety of means of collecting and
o king information. For cxample, interviews and surveys may be used to find out how
ir mals pevceive an advising program and their opinions of it. In the role of ALTER-

ATIVE IDENTIFIER the consultant would explore the range of possible ways that
an advising progrimm might be implemented or evaluated. As a COLLABORATOR
IN PROBLEM-SOLVING a consultant helps institutional representatives identify
ciuses ol problems; and project possible solutions of them. An advising consultant
might collaborate in rcdcsngmng elements of a new advising system (0 overcome ob-
iections Lo the cxisting one. As a TRAINER or EDUCATOR a consultant may con-
duct workshops, recommend learning resources, or share experiences refevant lo im-
plementing an advising program. In the capacity of TECHNICAL SPECIALIST an
advising consultant may analyze for an institution the strengths and weaknesses of a
proposed advising program and suggest possible ways of overcoming its weaknesses.
Finally, as an ADVOCATE a consultant might recommend an alternative advising
program that would accomplish the institution’s objectives more effectively than an
existing or institutionally-designed one.

DEFINING THE SCOPE AND FOCUS OF RESPONSIBILITY OF A CONSULTATION

, e poals oF a consultancy must describe its scope in terms that will enable the consult-
;( deterine how much is expected. A consultant should be sure that the scape of the

Wb assigned, and the achieving of its goals, are within: the limits of time and resources”

avitable. 1 not, then adjustments should be negoltaled

In addition, the client institution and the consuliant should have a mutuat understand-
ing of the Foeal point.ol the constltant’s responsibility o individuals-or groups within the
institution. The individual who has made the-initial contact with the:consultant may or
may ot be the one with whom the consultant will primarily be involved.”

Is the consultant serving primarily the dean, the director of advising, the advisors, a
cobination of these, or some other individual or group? Academic advising is often a
“boundary-spamning’* function, and a consultant may work with persons at more than
vne administrative kevel in more than one organizational unit. This suggests the impor-
tance Geom the start, of securing mutual agreement regarding the primary focus of the con-
sultant™s respornibility. Al the same time, the consultant’s relationships with other in-
ahvacinks and groups m the institntion should be facilitated to insure their maxinwn par-
vegntion. Adthouph the nundate and authorization of the administration is essential for
vesapetaben n all parties i the institution, a consultant’s cifectivencess is also dependent
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on being pereeived as an independet party who is not mersely serving as an administrator's
agent (o implement a pre-determined plan.?

UTILIZING CONSUL TING RE.':OURCES
h;[ummﬂon Rewunrf .

Good consultation requires “effective means Tor collecting, analysng, and com-
wmunicating information. tustitutional representatives arc generally cager to provide the
consuliant with relevant data, but the consuliant must know what information is most
usclul. The tullowmg LOlISIdLI’allOIIb should be kept iis mind rq..mlmg ihe collection and
use of information:. . :

1. Written information is often available prior 10 a campus visit, but it is also necessary
to supplement the writlen sources with dita obtained from interviews and observations,
Prefiminiiry review of written malerials may epable the consultant to identity arcas that re-
quire clarification, verification, or elaboration.. If it is not feasible 10 gain access (o in-
dividuals or other necessary information sources priof o' the consubtant’s visi(, ar-
rangements should be made 1o do this early in the planned campus visit.

2. The process of interviewing institutional personnel should be carclully planned
and execuled. A prepared list of questions, or even a concise questionaire, may be
eflectively used as part of a consultant’s information-gathering cfforts. If a structured
set of questions is used, then the interviews must- allow for clarificalion and dabora-
tion of responses. Also, the laws of confidentiality apply when dealing with informa-
tion obtained through interviews.

An example of the use of structured questions is in Table 1, a questionnaire distributed
to faculty advisors, This bricl questionnaire employed ideas and questions provided in
part by facully advisors. I¢ gave respondents the opportunity for open-end responses and
ihic option of signing the questionnaire, The responses and Tollow-up interviews with in-
dividuals who signed it led to sume important data on faculty perceptions of advising and
ways of improving it. :

3.. The data colfection process can be used o help build relatonships and prepare the
way for later stages of consultation. By asking significant gquestions and sceking informa-
tion (rom individuals and groups who are an influential part of the advising systemn, a good
start can be inade toward assuring the best understanding of the system and establishing
the credibility of the consultant.

4. Providing feedback to the client instilution is an important function of a consultancy,
By arranging to share with appropriate personnel information obtained through the con-
sultation process, a consultant can facilitate understanding amang individuals who (unc-
tion in different aspects of the advising system and can provide a rationale for the con-
subant’s diagnosis and recommendations. The feedback must be crelully summarized
and presented as objectively as possible. ‘The clicnis may be interested in the consultant's

T Do) 1L Ehwvey ad Dkt R Baran, cAn Eperentud Approsack o Ovgamzaiins Divelopoent, 2ad of.,
Englewoad CHFfs, N3 Prontice Hdl, 1982, chagiter 7.
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. TABLE 1. SAMPLE QUESTIONNAIRE ON FACULTY ADVISING

Please provide briel answers 1o each question, You ara invited to give yourhame at the bot-
tom, but this is optional. Your answers wiil be kept confidential. tise the reverse side if ad-
ditional space is needed.

I Achieving basic objectives of an advising system.
A group of the college faculty have identified the folfowing basic objectives of the ad-
vising system. Comment briefly below each objective, including means andlor dif-
Iiculties associated with achieving the objeclive. :

. 1. "To eslablish good rapporl between studen{ and advisor.”

2. “To provide treshmen and sophomores with advice on selection of a major which
C will tie to long range career objectives.”

3. “Toadvise students In academic (rouble. actlng as a Halson between the instructor
and the studenl, and advising on possible change of major.”

4. "To advise all students on a total course of study which is compalible with career
objeclives, presenting realistic alternatives.”

5. “To handle paperwork on “drops” to insure that the student receives counseling on
the advisability of dropping.” :

6. “To interpret academic regulations to students."”

Il. improving the advising system.
1. How may the advising needs of new students be most effectively met?

2. How might faculty who advise large numbers of students perform their advising role
more effeclively?

3. In your opinion, what are the areas needing the most attention in improving facully
advising and what might be done about them?

( R TR T S
)
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impressions of this information, if ‘given; they must be helped to distinguish between these
impressions and-the data sammarized.

Yiagnostic Resources and Principles

Most consultants are presented with a problem situation or institutional need that they
are asked to address. Each of the consultant rofes described carlier involved an element of
diagnosing the probable causes or underlying elements of the situation and ways of ad-
dressing the ireed. The purposes of diagnostic activity are lo discover the precise nature of
the concern to e analyzed, to identify its basic causes or aspects, and to provide a basis for
the programs or activities that the consultant will present. Experienced consultants often
develop o series of key questions or an analytical framework for accomplishing these ob-
pectives, Ome popular, general-purpose diagnostic technique originated by Kurt Lewis is
R0 April 1985
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forced.:ﬁctld. analysis. This technique seeks to identify forces for and against particular
f)rganlzatlon changes, with a view toward determining how these forces may be utilized in
tmprovement efforts.’ '

Several principles of effective diagnosis can be summarized:

1. The problem definition initially prﬁenled to a consultant should be carcfully ex-

. amined and verified. Often subsequent information obtained by the consultant provides

additional perspective that calls for a redefinition of the institutional problem. The consul-
tant should make sure that efforts are directed toward an advising need that is correctly
construed and muituatly understood.

2. The consultant-should address basic causes of a problem rather than superficial
sympioms of it, For example, if an institution is experiencing difficulties with lack of ad-
visor motivation and.it engages a consultant to conduet a ‘irorksh‘op to ‘gencrale advisor
enthusiasm, this plan may neglect such possible causes of advisor apathy as problems in
the structure of advising responsibilities or in the advising reward system.

l.{ . A consultant should avoid allowing personal interests, experiences and biases to lead
to impasing a special or favorite diagnosis, regardless of the particular circumstances of
the client institution. It is easy to overgeneralize from an advising problem at a college with
\Yhich the consultant is familiar, and to read that institution’s particutar need into a similar
situation the consultant has been asked (o address on another campus.

4. Problem identification and diagnosis are not ends in themselves and should not be
pursued beyond the point of their usefulness in {ulfilling the goals of a consultancy. Ex-
tended diagnosis inay complicate a consuliation unnecessarily and hinder devcloping an
agreement on constructive action. ‘

Resources for lmproving Advising Effectiveness

) Advising consultants are usually engaged chiefly for the purpose of assisting institutions
in their efforts to support and strengthen advising programs. Information gathering and
fjlagnosis are generally expected to lead to contributions by the consultant toward improv-
ing advising. These may take the form of coaching or counseling advising personnel; im-
plementing workshops or other programs for improving advising services; collaboraling in
resolving specific advising problems; and submitting a written evaluation or other t ype of
report. From social scientific research, and consultants® experience applying a variety of
resources to organizational change, some principles may be sunmmnarized:

1} The “culture® af the institution, especially as it affects the advising system, should
be carefully 12ken into account in efforts to influence changes in advising. Studies of inany
organizations show that change strategies do not succeed if they arc inconsistent with the
basic beliefs, values and modes of operation which constitute the culture of the organiza-
tion. Since an advising consultant is not likely to be able to significantly alter an

* :(:njr:. 'll :\:;;‘ ;:ll::";:;m Crvup Dynamics, Concepis, Mcthods and Reality in Social Scicice™, Human Reletions,
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institntion®s culture, efforts should be directed toward adapting recommendations and
programs to maximize the potential of the institution’s existing cultural norms.*

2} Nev institutional personnel constitute a major resource for implementing a consult-
amt's elfosts, Not only are well-positioned, supportive individuals an important source ol
infurmation, the crucial outcomes of a consultancy often depend on them. A consultant
shonkl seek out those persons in the client institution who has similar basic values, possess
vitality and im:ngirualidh. and arc willing to lcam. A consultant can best assure the lasting
value of i consultancy by working with these people and facilitating their mutual support
ol ok anether. ! ' '

( + Workshops and training sessions are a frequently used resource in consultations. Im-
pittit consideration in planning such programts include: clearly dcﬁned\objccliva: @
varicty of kaening expericnees and approaches to workshop themes; adaptation ol exer-
cises and ativities 1o the particular advising circumstances ol the camipus; opportunities
Lok pasticipands (o prsctice the concepts or skills being taught and to receive leedback on
this practice; a carclully-sequenced schedule of activities, with allowance for alternate
phans for cimtingencies; and, opportunitics for action-planning or fullow-up activitics.

Q) Reparts and evaluations represent a resource both to the institution and the consult-
ant. A thorough but concise report can focus on issucs identified in the consultancy and
provide a basis for carrying forward its objectives. Such a report may also serve to docu-
ment the consuttant’s work and support the initiative of key advising personnel. Evalua-
tions may inchude both thase of participants in workshop or traiing activitics, as well as
instinnional evaluation ol major aspects of the consultant’s performance. In addition to
documeming accomplishments, these evaluations may be uselul in planning subsequent
consttlting prajecs.

(‘ TANCT USION

+ i Dbriel sammimary has sought 1o outline some basic consulting strategies applicabie to
the task atb acdvising consulting. Knowledge and cxpertise in academic advising is not
enowgeh 10 ke o suecessful consubant. In addition, the consultant must know how to
pet tonm the ditivolt function of assisting others in analyzing and solving their own advis-
mg problenis. The suggestions in this article have been formukated with a view toward
assisting consultants in planning and carrying out this role.

YW Wouner Barkoc, Dreamazation Development: Principles and Practices, Dosion MA: L itde Brown and Co, (982,
Chigsey §
Herben A Shophiend, Rk of 1l lor Clunge Agents™, Orgastization Developetent racttioner, Yol 7, e
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A Different Approach to an Old
Problem

SAMUEL MAZMAN, Dean of Student Personnel Services, West Shore Conununity
College, Scottsville, Michigan

Students who lose credit or are given **general elective’ credil for courses they believed
woutld satisfy specific requirements at a four-year institution are quick 1o communicate their
plight to friends who may be considering the community college for the tirst two ycars of an
undergraduale degree. Transfer programs at community colleges usually cam their credibili-
ty by virtue of how courses are evaluated and granted credit by the recciving senior instila-
tion.

Oftentimes, the communily college is not the sole source of the problem and neither is the
receiving - institution. Articulation programs and agreements between institutions have
become more frequent and problem free as both sender and receiver recognize thal a smooth
transition benelils both interests. Communicaling the details of these programs in a timely
way 1o students then becomes critical 10 the transfer process.

However, many communily colleges do not require students to participate in counseling
or academiic advising sessions. In facl, colleges with on-line phoie registration programs may
allow students to enroll in courses without ever coming (o the campus. Students residing in
distant rural areas who wish (o avoeid traffic congestion are spared the commitment of time
and money to register, solving one problem. This solution, though, may create another prob-
lem by facilitating a high potential for enrolling in courses nol dircctly articutated with an
uliimate goal. :

The college's attempi 1o remedy this situation focused on the integration of articulation
data, masler student record, and fee siatement generation. The first step was to build a
crosswalk of course transfer equivalencies for each of the senior institutions to which imost of
the students would transfer, All but a small percentage of students transferred to one of cight
Michigan schools. Thus, eight banks of crosswalk data were created in the computer systemn.

Next, it was necessary lo provide a linkage between these crosswalks and the registration
process. Each senior institution was assigned a code number, and the registration program
was expanded to altow the input of one of these codes as ideéntificd by the student. This serv-
ed as a pointer (o the appropriate crosswalk for that particular student’s proposed schedule.

Finally, siuce the statement of fees includes a schedule of classes into which the student has
curolled, this sceimed to be an ideal vehicle by which to communicate transfer miessages. All
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