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FOREWORD

Orientalion s a map-user's word: It means lining up a map in proper
telalionship lo the ground lealutes that it 1epresents. A disotiented map,
as any woodsman can tell you, will not help you get [rom whete you ate
to whete you want t0 be — it will just get you lost.

"Otlentation” fot junlor college facully, as this monograph ably poinls
out, Is more complicated and important than a routine one-lay introduc-
lion of new leachers to the administrative rhetoric and clerical conlusions
of a particulat institution. 11 is — ot rather it should be, in the authot's
words — "a mechanism . . . [or socializing enitants Inlo juniot college
teaching . . . and {patt of} a [ramewotk of junlot college teacher
ptepatation.”

With {ew exceptions, mosi newiy employed juniot college [aculty have
a sutpris ngly casual inlroduction into their new ptofessionat situations.
They may be given a map of theit new tertitoty, but they are rately
helped. in any detall, to see iis relalionships to the complicated educa-
tional terrain it is supposed lo represenl. In fact, on most campuses, one
of the most notable facts which even a casual interviewet of facully will
discovet s that vetatan teachers also ate apt 10 be luzzy ot confused
about the aims and educalional services of theit own instilutions. And
new teachers consistently report that, for ut least their first semestet,
they ate "losl™ as lat &s having any tealistic awatreness of the nature ol
theit st~denis, of the "standards™ (or expectations) of their college, of
the communily mattix in which the coliege opetates, and of the extent
to which individual faculty members might help and/ot guide the col-
lege’s development.
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Part of the problem of poor or insufficient orlentatlon 1ies with a basic
and usually unsialed adminisirative assumption that {aculty traditionally
are 100 exclusively hired as feachers of subjects and are not considcred
often enough as functioning members of developing and changing insti.
tutions, Orientalion which does not make a continuing effort to help
teachers sce beyond thelfr subject obligations; see beyond their students’
immediale needs, deficiencies, and problems; or sea the college as a social
phenomenon of special importance In a particulat cammunity is likely 10
be not only perfunctory hut possibly even an addition to confusion.

We are beginning to recognize (and this monogreph emphasizes indi-
rectly} that fully edequate orlenlation programs are longterm affairs,
and that they need to be considered as "in-setvice” funciions for all
faculty and not merely as beginning-of-college introductions for newly
hired people. Idecally, orientalion for new leachers should begin with
thorough, detafled, pre-employment procedures, starling with the first
contact letter or interview and carrying on systematically through at
least the first semester In the new Institution, with regular attention
given 1o the whele range of sftuations which any new teacher mesls.
Veteran facully, 100, should pariicipate in this process, since refreshed
attention to {nstitutional aims snd problems will give them a needed
re-orlentation.

For administrators, and others who may have responsibilities in the
fnduction of facully into leaching in a junior college, this briel mono-
gtaph provides a perspecilve on some current practices and many uselul
ideas for developing effeciive and workable orientation piogtams. This is
the sort of interim action research which junior colleges badly need in
order to delermine, in many ateas, whete they are and where they are
going.

This is, after all, what "orientaetion” is all about.

Roger H, Garrison
Wesibrook College
Portland, Maine
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chapter 1

PURPOSES

A RATIONALE FOR
ORIENTATION

It comes as no surprise 10 those of us who have wilnessed the growth
of the community-junior coliege that a considerable number of the new
facully members have had no previous experience in teaching. Not can
we Ighore the range of occupational mix (hat new facuily represent.
While a diversity of occupational background may serve to entich én
otherwise sterile and myopic perspective, such mix also increases the
personal frustration of certain candidales and reinforces some of the
confusion they might have about the junior college.

The process of orienling recent candidales to their faculty role and
thelt inslitutional work-envitonment has received much attention in the
last sev en yeats.® 11 is difficult, however, tn iind appropriale material on
the extent of orienlation programs, their content, ot their effectiveness.

This monograph has four specific goals: (1) 1o establish a rationale for
the exisience of orientation programs; (2) 1o presenl a comptrehensible
ptototype fot otienitiion as both a binding mechanism and a technique
for socializing entrants into junior college teaching; (3) to provide cur
tent data on orientation procedures used throughout the counity’s junios
communily colleges and lechnical institutions — both public and privale;
and (4) to offer a means of ptacing otientatlion programs beyond the pres-
ent frame of reference and Into a framewortk of junior college teacher prep-
atation. Numerous studies, reports, and dissetiations have been combed
in an effott to put orfentaticn in a comprehensible perspective. In several
instances the authors of as yet unpublished works have generously pro-
vided further dccumeniation.

* In 1963, Michigan State University, in coopetation with the American Assotla-
tion of Jurdor Colleges, published a report on Problems of Nex Facwlty Membens
in Community Colleges (Sieht, 50). We believe a line of interest fa otientation
can be drawn from this study.



Roger Garrison, during this docade, has focuses national attention on
the plight of the two-year college teacher:

The laculty of a comprehensive junior colicge is . . . a mix secking to
be an amalgam. Put together instruciors from a land-3rant college, a
few from an ivy leaguc, liberal arts institution, some from professtonal
schools, skilled journtcymen, lechnictans who are englineets-once-
removed, green graduate sludents fresh from exposure to the gulld,
retired military men seeking a second career, and high school teachers
Inoking for some pasture in higher cducatior, and you would have at
ieast a raggedly accurale profile (18).

hvhers have substantiated the allegation that the cemmunity-junior col-
lege s “'an institution where a helervgeneous studert body meets a heter-
ogeneous faculty” (3:31). The occupational mix of entranis, with their al-
tendant preconceptions of the junior college and the pauchty of proles-
slonal preparation programs lor thein, creates a vacuum that only orlen-
tation can hope to fill.

The goai: of the community-junior coliege are undergoing continuous
redefinition. Although the “mission” is relatively ctear to the national
leadership, the specific goals are being argued ameng junior college fac-
ulty. (Almost [ifty years ago, Leonard V. Koos {27] identified twenty-one
pusposes for the juniot college, which were, he felt, more often accepted
in the rhetoric than demonsirated in coliege catalogs.) Thete is a need lo
promote discussion among culleagues, especialiy new facully, and we
need to ask: To what exleal is otientation insttumental in establishing
local attachments and promoling a generel understanding of the two-
year cotlege?

Selected orientation inodels have been explored in ths preparation of
this monogtaph. There has been no alten:™ to supplant local orientation
procedures, but there is a clear indication that commonalities of under-
standing tan be presented to new facully who, for the most patt, have
had littie pre-job oppottunily to understand the special dimensions of
their new environment, the nature of the student hody, or the various
demands of their teaching-advising tole. Further, we ate awate of the
vague separation belween orientation as a socializing, dindit g process
and indoctrination as a proselylizing te-hnique. Brawer notes: “If a
school reosresents a definite point ol vicw, it would seem to be most im.
portant to find teachers who already [t its philosophy rathet than expect
to mold them alter they have been employed™ (3:30). The latter situation
is appatently ihe mas!i characteristic junior college eniry procedure.

We would like to suggest, therelore, that orientation, whether as an
educalive socializing process or as a means of indoctrination, has for its
most [undamental rationale the presenl inadcquacy of preparetion pro-
grams for junior eollege faculty. The existence of and pethaps the grow-
ing emphasis on hew facully orientalion programs actoss the country
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WHY
ORIENTATION?

can be viewed as a response to the present condition of unsystematic
institutional entry into two-year college teaching.

First, orientation is expedient since the institution must support a pro-
cedure that compensates for the rather disparate eniry strategies used
by those embarking on junfor college teaching. If one acknowledges that
the entry patterns reflect a transitional period for the development of
junior college teaching as a profession, then it can be argu.d that the
support of orientation is necessary. We are aware of the hope generated
by special programs and institutes funded under the Education Profes-
slons Development Act (EPDA) as well as the efforts of the Amerlcan
Associaiion of Junior Colleges’ recently concluded Faculty Development
Project tu initiate model-preparation programs (24). However, most pro-
grams that would serve significant numbers of candidates are only in an
embryonic stage. At the present national rate of growth, approximately
25 per cent of the facully are new each year, and most of them are hired
for new positions. An estimated &5,000 faculty were in junior cctleges in
1968-69. Considering the projection of new faculty needed in the 1970's
(100,000), we are forced to classify orientation as the strategy for the
mament. The preparation programs that can legitimately be classified as
addressed to communiiy-junior college nevds can place less than 150
faculty on the market per year. (Pre-service training programs for new
faculty in Callfornia produced forty-nine candidates in 1968-69 and forty-
seven in 1967-68, which undoubtedly represents the largest program of
any state in the country.)*

Second, because it allows the institution to protect itself somewhat
from compounded confusion, orientation can systematically and briefly
introduce novices to the locally prescribed mission of tha college. Con-
scious attempts can and should bz made to relate local interpretations of
function to a state and national perspective; and while the line beiween
orientation and proselylizing is admittedly fine, it is practical. The prob-
lem of bringing together a group of people, most of whoin have accepted
role obligations without the advanlage of special pre-entry exposure,
deserves serious conslderation. And “. . . orientation in depth is neces-
sary, not only to create ‘a faculty’ (instead of a group of diverse indi-
viduals who happen to be teaching), but also to forge a working con-
sensus'’ (17:48).

Third, orlentation serves to bind Individuals of diverse backgrounds
inty a more cohesive unit. In this way, the transilion from the graduate
school, the secondary institution, or the business and work-world can be
facllitated and a more cohesive social unit established. Moreover, the
resultant collage of diversily becomes, in effect, the institutional idenlity.

*'Tuin 5. Phair (41) is studying the characteristics of new full-time faculty in
Cailfornta public community colleges. Three years of the total five-year analysis
have been completed.



chapter 2

OCCUPATIONAL
EXFERIENCE

WHO ARE THE FACULTY?

It is difficult to present an accurate picture of the background of new
junior college faculty members, although one trend is apparent. Edmund J.
Gleazer, Ii., executive director of the American Association of Junior
Ccleges, has stated, “The sources of faculty are changing . . . A few
years ago, a new junior college relied heavily on movement of teachers
from secondary schools. Increasingly, however, the chief sources are
graduate schools, indusiry, trades, and the professions” {20}.

Certainly there are some states that reinforce the stereotyped linpres-
sion that a preponderance of new two-year college faculty are drawn
from the secondary school. For example, in California at the present
time, about 33 per cent of the new public junior college facully are former
secondary teachers; 19 per cent are former two-year faculty who trans-
ferred from other areas; 15 per cent are former four-year faculty; and
10 per cent are from industry or commerce {54). Kansas also fits this
category: 86 per cent of the community-junior college faculty in 1967
were from elementary or secondary schools (21). The National Educa-
tion Assoclation reported that in 1963-64 and 1964-65, of the newly hired
teachers in 547 junior colleges, 30 per cent came from high schools, 24
per cent from the graduate schools, 17 per cent from four-year colleges,
12 per cent from government administration, 11 per cent from business
occupations, &nd 4 per cent had just earned their bachelors’ degrees (35).

Distinct regional and statewide source differences do exist, however.
Studying two-year faculty mobility in an urban arca during the period
1962 to 1964, Farrls (14) found that 46 per cent of the replacemenis came
from four-vear colleges while only 15 per cent came from high schools;
the greatest amount of faculty movement was in or out of fouryear
colleges. “This contradicts the popular belief that the two-year colleges
in this region are staffed primarily with former high school teachers,”
Farrls concluded.



ACADEMIC
CREDENTIALS

TEACHING
EXPERIENCE

Another study of new faculty demonsirates that junior college faculty
sources are changing. Kelly (25) found that, of the 1,500 new faculty posi-
tions taken in the two-year colleges in New York State during the period
1965 to 1967, the graduate school was the number-one source, Almost a
quarter of the faculty candidates had been graduate students the pre-
vious year; less than 20 per cent had been high school teachers; approxi-
mately 15 per cent camne from four-year colleges; about 16 per cent were
in business and industry tke year before; and less than 10 per cent had
worked In another junior college.

In the table below, several studies have been sclected in order to give a
general profile of tha evolution of academic credentials held by junior
college faculty from 1918 to 1969,

TABLE 1
AMOUNT OF EDUCATION: PUBLIC JUNIOR COLLEGE FACULTIES
1918 to 1965

YEAR OF STUDY
AND AUTHOR HIGHEST DEGREE
Less Than
Doctorate Master's Master's Total
(Percent-  (Percent- (Percent-  (Percent-

age) age) age) age)

1918-1919 (McDowell) 3 39 58 100
1922-1923 {Koos) 3 47 50 100
1953-1954 (Colvert, Litton) 6 68 26 100
1955-1956 {Colvert, Baker) 7 68 25 100
1958-1959 (Medsker) 10 65 25 100
1961 (Siehr)} 7 73 20 100
1983 (Wattenbarger) 12 77 11 100
1964-1965 (Brewn)$ 11 75 14 100
1965-1967 (Kelly—New York)t 7 68 25 100
1967 (NSF)* 9 74 17 100
1968-1969 {Phair—California)i 4 78 18 100

* National Sclence Foundation study (36).
1 Slehr, Brown, Kelly, and Phair data are for new facully only.

A great deal of variation exists throughout the country in tke proportion
of new faculty members who have prior leaching experience. In the
Michigan State study (Siehr), th:ze out of four new faculty had no pre-
vious college teaching experience. The New York Stats study (Kelly)
showed that skightly over 20 per cent of the new faculty had no teaching
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experience whatsoever. The NSF report noted that for 44 per cent of the
courses taught, the teazhers in May 1967 were on their first teaching
assignment. Winter (54} cited 9 per cent of the new California junior
college faculty as having had no previous teaching experience and those
with experience having taught primarily in high schools.

The emergence of the graduate school as a main source of new faculty
for junior colleges results in a rather “hybrid” nature of the teaching staff.
Since the institution is becoming the place for graduate students to try
out teaching, the secondary school plays a less important role. This trend
accounts, in part, for the proportionate lack of experience and the youth
of new iaculty. In 1967, for example, over 60 per cent of all new faculty
in New York State were below age thirty-five and almost 50 per cent were
under thirty. The Michigan study revealed that in 1961 the median age
of 2,783 new faculty was thirty-three years; three-fourths of the instruc-
tors were between twenty and thirty-nine. This is one reason for Dr.
Gleazer's statement that “Many junior colleges . . . are faced with the
imperative need to develop orientation programs for faculty; and com-
plex in-service programs for tha induction of inexperienced teachers into
the skills of instruction and the comrnunity-oriented nature of a majority
of our institutions’’ (20:7).

THE MARKETPLACE Further justifications for entry-orientation programs are based on (1)

FOR examination of the marketplace for two-year faculty, (2) review of tech-

JUNIOR COLLEGE niques used by candidates for acquiring positions, and {3) analysis of the
FACULTY multiple sources of new faculty.

Within the last three years, the marketplace for junior college facuity
has come under intensive scrutiny. Brown'’s national review of job-getting
techniques used by 1,373 two-year college insiructors in 1964-65 and
Kelly’s siudy of job-seeking strategies used by approximately 1,500 new
faculty in the public two-year colleges in New York State between 1965
and 1967 give interesting profiles of the market, as can be seen in the
following:

1. The academic labor markets for two-year and four-year faculty
candidates generally do not overlap.*

2, Most vacancies are the result of brand-new positions.

3. Turnover is substantlal: of 100 new faculty, forty-eight will leave
the present institution within three years.

4. The two-year merket {s primarily regtonal; in many cases it is state-
wide.

5. Job search is primarily by trial and error; it is unsystematic and
unccordinated.

6. Job seeking is rather discouraging: almost half the seekers (42 per
cent) rate their searches as either poor or very poor.

* A major exceplion to this is in the New York Metropolitan area; see Farris
(14).




7. A crazy quilt of partially formalized agencies {s available to assist
the candidate, but informal sources provide most information about open-
ings.

Brown's #nd Kelly's studies show that the marketplace for two-year and
four-year college faculty differs both in scope and methods used. While
the market for two-year faculty tends to be local and/or reglonal, the
market for four-year faculty Is typically national. The senior college mar-
ket is balkanized, as Brown indicates, by the special demands for faculty
in particular disciplines.* For senior college faculty, job-search style is
characterized as inconspicuous. Brown designates this the “reluctant-
maiden” approach, Four-year and university faculty show little desire to
appear actually available; they are always looking, yes, but it is not con-
sidered appropriate to advertise openly. There is some evidence that the
reluctant-maiden approach is out of favor though. What seems 1o be
happening now is that while the experienced candidates can afford to
be less conspicuous, the less-qualified candidates —who are generally
entering lower-rank institutions -— must use forimal agencles. Studles of
two-year college job-search patterns thus reveal forthrigh., open, and
decidedly aggressive methods — candidates who know people who know
abcut jobs ask about them.

METHODS OF Most job hunters in two-year colleges (53 per cent) write “cold turkey”

JOB SEARCH Ietters asking potential employers if a vacancy exists, and a majority of
the junior college jobs are located through letter-writing. Formal methods
are often used at the beginning of the search, rather than being held in
reserve in case Informal methods fail. Because graduate school profes-
sors usually do not have extensive personal contacts in junior colleges,
they are not significant as “‘brokers” in the two-year faculty marketplace.
Informal contacts are, nevertheless, extremely important in job search.
Those who have acquired positions feed a grapevine that extends back to
their former settings: graduate school classmates, faculty colleagues, and
other professional friends provide the first lead {or 22 per cent of all new
appointments. Another 18 per cent of all new jobs are not sought; instead,
a rectuiter contacts the candidate.

Of course, not all instructors search in the same way or with the same
sense of urgency. The graduate student’s search i often erratic and un-
focused, the blind-letter approach being the favored method. Typically
he writes about half a dozen letters to colleges that have been selected
on the basis of geographical location, proximity to a graduate school, and
reputation. Some students (a minority) write to state central offices,

* For many of the insights regarding the jurior college market that are devel-
oped here, we are indebted to our friend and colleague, David Brown, vice-presi.
dent and provost at Drake University in Iowa. He is an economist who has
devoted much time to updating the classic Caplow and McGee research on the
present marketplace for four-year and two-year college faculty.
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boards of higher education, or coordinating councils if they exist. In the
absence of contacts, students may search elaborately, somelimes writing
from fifty to one hundred letters of inquiry.

The search by secondary school teachers is usually more focused on
particular positions in local institutions. Est~blished secondary teachers
often express interest in working in a junior college even before it opens.
They may not want to leave the community where they have worked for
five or seven years, and it is natural to apply for a job in the local college.
Although people froin business and {ndustry may have to conduct blind
searches because they lack accurate information, their sophistication
about hiring and interviewing techniques can compensate for this. They
may set out a broad net, screen offers thoroughly, and ask the type of
questions in the interview that can get them the jobs they want.

TABLE Il
METHOD OF FINDING PRESENT JOB
IN A TWO-YEAR COLLEGE

PERCENTAGE
METHOD OF SEARCH USING METHOD FOR FRESENT JOB

Blind letter 27
Recruitment 18
College placement office 16
Faculty colleague

Other friend

Commercial teachers’ agency
Graduvate school professor
Graduate school classmate
Professional association
Position-available advertisement
Graduate schzol office
Undergraduate professor

Public employment service
Publisher’s representative

et B BN NN o DO

Data are stmmarized from both Brown and Kelly research studies.

Though it may be a1 deliberat.. and selective procedure, joh search teads
to remain haphazard for mcst community college faculty. Poorman’s
study (42) showed tiat 38 per cent of the new faculty entering California
junior colleges in 1962-63 used the blind-letter approach; 21 per cent
attempted to find positions through college placement channels; and
over cne-thiid were helped by protfessional acquaintances. Generally, job
searchers have few offers from which to choose, and they are further
limited by a lack of knowledge about their own marketability. Th.3 en-
larges the importance of the campus inierview, which may be seen as a
beginning stage of the orientation process. Campus interviews for faculty

8



FACULTY TYPES

in two-year as well as four-year colleges have often been criticized.
Brown’s (7) thorough study of Southeastern (North Carolina) Coliege's
recruiting and hiring practices indicated that, whereas onr-campus inter-
views allow the candidate to find out about salary, rank, and course possi-
bilities, the discussion of promotional policy, committee responsibility
(i.e., role beyond the classroom), etc., c@ be vague, inconsistent, and
unsystematic, One-quarter of Brown's respondents felt that certain factors
were intentionally left out.

That there Is a knowledge vacuum ameng two-year college candidates
has been substantiated by Kelly in a study of job search in New York
State. The campus interview may be an attitude-conditioning meeting,
which is a bopus for the potential facuity member, but candidates attend
a small number of 1aterviews either from lack of choice (only one or two
options available) or because of prohibitive travel expense (25:128).
Ability to bargain constructively in the interview is related to the job
seeker's background, and here candidates from business and industry
are at an advantage. Whether the occupational-entry patterns for junior
college faculty are characterized by professional protocol has not been
very well documented.

Looking at recruitment and staffing practices, it is possible for re-
searchers 1o place faculty members into various categorles, such as
source, attitude, and commitment. These will be considered in some
detail below.

Source Typologies: Friedman (16) examined the work history nf{ forty-
seven public junior college faculty members in Missourl and delineated
two teachcr types: the “preorganizational-career” teachers and the ‘‘or-
ganizational-tenure” teachers. He also differentiated the character of entry
pattern for each type: it is neither anticipated nor sought by the high
schoolers; entry is experimental for the graduate students (part of the
preorganizational-career typology}; their entrance is related to an organi-
zatlonal or personal crisis for new faculty who have previously taught in
colleges.

Attitude Typologies: Brown (6:54, 55) discusses the consistent “job-
watchers,” who are always on the market but never available; the “dis-
enchanted,” who consider their present employment disappointing and
are willing to relocate; and the ‘young experimenters,” who are often
unattached cosmopolitans.

Commitment Typologies: Somae of the typologies are based on attiludes
toward one’s position and toward the institution, as well as on the degree
of commitment one has to the teaching role.

Investigating the literature on the subject of varlous ways to classify
teachers, Brawer (3) produced such designations as “end-of-the-roaders,”
“ladder-climbers,” “job-holders,” and “defined-purpose-route’ types. The
definitions of these categorles can be compared with the career prototypes
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that have been designated by Kelly (25} as the “experimenters.” the
“teaching-committed,” and the “acadernic life-seekers.” Brawer describes
“¢nd-of-the-roaders” who ...

might come from either a high school or university poesition, or even

directly from a role as college student. These are the people who see

teaching in the junior college simultaneously as means and ends. They
seek a field they can call their periaanent home and they settle on it

for better or worse (3:20).

And this coincides with Kelly's asscriion of "adventitious choice” for a
large proportion of graduate studenis who see junior college teaching as
a temporary alternative to other possible work, an opportunity to experi-
ment, a chance to continue graduate exploration,'or a role preferable to
high school teaching. While the experimentz] and t-ansitional (adventi-
tious} kind of commitment is also documented for some four-year faculty
members, the major group fitting this category seems to be the students.
The “ladder-climher” type of teacher fs closely aligned to this — they
’see the junior college as a stepping-off point for a certain period of time
. .. and may be seen as individuals who are still enrolled as university
students .. ."” (3:20).

The “teaching-committed” types have purposely chosen junior college
teaching. Kelly fourid many of them to be former high school teachers
who were “fleeing a setting which they described as poorly adininistered,
boring, disappointing, and unprofessional” (25:110). Many had waited for
the establishment of a college nearby and perhaps taught there on a part-
time basis before seeking permanent employment. (These are also desig-
nated as “defined-purpose-route’ types.)

A substantial number of people from business and fndustry have
chosen junior college teaching as a preferred opportunity, although some
students, high schoolers, and business-experienced individuals can be
classified more correctly in the “job-holder”’ category. Brawer points out
that:

Their reasons for being interested in educaiion vary. However, they

have chosen to ieach. Junior colleges present them with occupational

opportunities which carry greater or lesser challenges, but their true
devotion is usually to another type of field. For example, they might be
artists who teach in the junior college for bread and butter but are
primarily interested in furthering their own professional careers out-
side the school. They might be seen as writers in the same sense, con-
sidering iheir job merely a 9-to-5 or 8-10-4 occupation while remaining
primarily interested in a family life or other personal pursuits. They
are thus quite far from the universily professor who takes his research

home with him (3:21).

The type that is characterized by purposive change, the “defined-pur-
pose-route” individual, is held up for emulation. This is what most junior
college faculty members who are pleased with their prospects will be.
come, and they are tie ones who . . .
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OCCUPATIONAL
ATTITUDES

have dedicated themselves to the Integration of self and to the meeting
of their goals. They see the junior college as a teaching institution —a
place where diverse types of students come to seek satisfaction for
many different kinds of needs (3:21).

The “academic life-seekers” are those individuals from strikingly diverse
occupational backgrounds —the military, government agencles, and
industry, for instance — who have perhaps rejected an opportunity for
financial largesse in order to enter a distinctly new field. There is increas-
ing evidence of their commitment to the institution.

Obviously no particular source-group fils neatly into one classification.
Faculty from various sources can he typed according to their attitude and
their demonstrated commitment to the two-year college. Future 1esearch
may more clearly reveal differences that cannot be ignored, but a general-
ization can be made now: altitudes toward and commitment to the junior
college as a place to work are tempered by previous occupational experi-
ence. Orlentation planners must take into consideration the fact that the
way an individual approaches his new position depends to a great extent
on the style he has adopted thrjugh his past experience, and this affects
the way he performs his new role and/or his willingness to modify it.

The presence of disparate values demonstrably affects not only the per-
ceptions junior college facully have of themselves and their role, but it
also affects their perception of the institution and its role. Montgomery
and Schultz (32), in their examination of faculty members in Florida
junior colleges who accepted o1 rejected the multi-purpose function of the
community college, found that such basic functions as remedial work,
adult vocational courses, personal counseling, and short courses for
business and industry were rejected as proper functions of the commu-
nity college by a large nercentage of the rejecting group. In fact, more
than 16 per cent of the generally accepting group rejected short courses
for business and industry as a function, and over 7 per cent of this group
felt that adult vecational courses were an inappropriate function.

It Is often difficult for new faculty members to comprehend their role
and the institution’s role since they often lack the special kind of prepara-
lion that would make smoother their entry into the community college
value system. Thus, there are serious and immediate problems for both
the individual and the institution. The role of the faculty member and the
requisite norms and values that accompany this role are really the basis
of the community college concept. Cerlain interpretations of the role
can drastically aller the educational experlence of students and perhaps
the direction of a course, a program, or, if pervasive, the whole irslitu-
tion. The role of the community college has not yet been lucidly pro-
jected, although it will be developed and refined as much by faculty
members as by rhotoric. The cvenfual image and function, therefore, is.
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being established today — and today’s decislons determine the nature of
the Institution tomorrow.

Our concern is warranted. The background of faculty members neces-
citates not only the drive to seek people from outside the system to revi-
talize it, but also the drive {0 seek from within those who understand and
appreciate its goals. The university can, through its graduate schools, in-
still values in the people who will later staff it, whereas the community
college must receive its ne'w members and deal with people who are
almost totally unaware of its special values, functions, and problems.
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chapter 3

ORIENTATION AS
SOCIALIZATION

Merton has defined socialization as “the acquisition of attitudes and
values, of skills and behavior patterns, making up social roles” (30:41).
Although we have commonly viewed soclalization as being accomplished
primarily in childhood and as a process carried out by parents, it is also
true that it occurs whenever an individual enters a new social system.
Soclalization Is thus as relevant to the community college as to any other
organization, although it is seldom recognized and even less often labeled.

Socialization enables the new members of an organization to adjust to
3 different set of role requirements in a new social system; it is funda-
mentally a process of transition. Of the many rotes or role constellations
that the modern adult is called on to perform, Moore states, ‘“few exceed
in importance the acquisition of requisite skills and attitudes for occupa-
tions” (33:861).

Despite its lack of recognition, the soclalization process is critical both
to the individual and to the organization. Considering the diversity of
beckground that new community college faculty members bring to their
positions, it is not surprising that they lack a clesr and well-defined con.
cept of the institution in which they will teach. More important, they are
oftzn unsure not only of the institution, the community, and the students,
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TIMING

but also of what these elements dictate as the role of a nommunity col-
lege faculty member — a role, it could be argued, uniquc in higher edu-
cation today and almost impossible to comprehend unless it has been
experienced. To fully appreciate this role, to understand its demands, and
to function effectively in if, most new faculty members must underge an
Intensive socialization process.

Although adult socialization is pervasive, it is not necessarily initial
soclalization but instead resocialization (4). Adults rarely, if ever, enter
a soclal system as a tabula rasa since, typically, they carry with them the
learnings of previous socialization experiences. The resoclalization accli-
mates them to the new system. It facilitates this adjustment by correcting
deficienclies In previous socialization experiences and by developing or
changing previously held values and attituaes that are contrary to those
of the new system. Often the process is difficult and remains uncom-
pleted, or else a token conformity is accepted in lieu of any true attitude
or value change (5:28). Also, the effort at resocialization Is often costly
in terms of mental and financial resources and, perhaps, can be made
only when the need for a specific type of manpower Is unusually great
and the question of efficiency becomes secondary to the demand for per-
sonnel (5:27) — such as the community college's need for competent and
committed faculty.

Evidence for this demand can be seen in the willingness of community
colleges to accept and, In fact, to search for qualified people from a wide
variety of fields including the military, the ministry, business, and in-
dustry. Even though many of the individuals recruited are alien to the
nuances of college life, and especially to the philosophy and objectives of
the community college, the demand is great enough that colleges are
forced to hire on subject matter competence alone, hoping to develop
favorable attitudes and sometimes even teaching skill later on.

The heterogeneity of the faculty, lack of a clear concept of the com-
munity college — both in the education field and society in general, the
drastically altered educational experience that can result for students
coming in contact with a faculty member who misinterprets his role, and
the potentlal modification of the goals of the college that can take place
ff a collective misinterpretation exists — all of these factors attest the
need for an effective socialization process.

Soclalization {s a universal process in all groups and organizations. How-
ever, much of it may be accomplished before formal entrance into a new
system through lraining in vestibule organizations, since anticipatory so-
clalization takes place when one anticipates and aspires to the values of
a new group (5:83). University faculty, physicians, and lawyers, for ex-
ample, are well soclalized to their professions in graduate school (30:77-
78). Some soclalization experiences are harsh and at times violent — as
in prison; other are subtle, though equally eifective — as in the country
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ciub. in any case, il the process ftsell is not begun or anticipated before
entrance, it is begun immedtately by the organization and its members.

Whereas universities embrace new facully who have already under-
gone a severe soclalization process, the two-year colleges recruit many
faculty from areas other than the academic profession. If they lave come
from the academic proiession, they usually have been soctalized to the
hierarchical university value system, 3 system that is not readily adapted
to the community college. If the new membets are not pre-oclalized, ot
do not undeigo anticin- " ry socialization, an extensive and immediate
soctalization pcocess 1 .cuines absolutely necescary. The orlentatlon of
newv faculty can and should serve as a condensed and organized micto-
soctalizatlon experience.* 1t should Immediately acquaint new faculty
with the geals of the tollege and values and attitudes assoclated with
these ge~ . u> well as tole specifications and information for achieving
thert . i arsons has theotized that “the efficacy of cocial sttucture depends
vitimately upon infusing group participants with appropriate attitudes
and sentiments” (38:52). This “infusion" process may be termed social-
fzation, and the cllicacy of our institutions may well depend on it

ATTENDANT Itis possible that many of our failutes in the past, not merely in organiz

PROBLEMS

ing eftective orientation programs buf, mote importanily, in assisting
faculty with their rew toles and retuining them as committed members
of the institution, have been a funation of our inability to recognize the
importance of the socialization process and to deal with i effectively. Yet
its exisience Is at least implied in Blocker’s statement, "The conditioning
of 1wo-year college faculty membets is mote pervasive than is appatent”
(italics added) {2:140). The problem fs mainly that the process of orien-
latton, which for the most part has been metely informaiion giving,
is not rclated to the ultimate goal: competeni, satisfied faculty who
knotv the students, the community, the institution, and theit tole in tela-
tion fo ali three. Using the theory of social’ :Yion as a basis for otien-
tation (and also for faculty development prog ains) would also provide a
sound basis for channeling such efloits.

Daniel Bell, a sociologist renowned fot his work on the undeigraduate
curriculum at Teachets College, Columbia Universily, has stated, "A
university fs unlike a business corporation, a govetnment bureau, a
prison, or a hospital in its values, its hietarchies, and its capacities fot
toletating diffetences, yet it is also subject to some common rules of
organizational analysis” (1:10). Indeed the community college is unlike
any of these systems—and is unlike the university itself -~ yet it Is
stiil governed by many of the principles that apply to ali organizations.
The organizational socialization that takes place in any setting, whethet

e

* \ve are indebted to Professor W. Max Wice of Teachers College, Columbia
University, for bringing to our attenlion the link between orientation and social
ization.
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consciously planned or totally unstruclured, i{s based on & few of the
principles of analysis to which Bell refers. To plan the process, rather
than to allow it to go along haphazardly, demands some acquaintance
with the principles involved.

Gaus has described organizalion as the “arrangemen! of personnel for
facilitating the accomplishment of some agreed purpose ihrough the
allocation of functions and respons¢ibilities” (19:66). Alihough organiza-
tions, partlcularly colleges, may function well with considerable deviance
(38:239}, there must be some basic acceptance of the validity and legitt-
macy of the organization and its objectives. Otherwlse, as Selznik stales,
when “unity derived from a common understanding of what the char.
acter of the organization fs meant to be , . . breaks down, as {n situations
ol Internal conflict over basic issues, the continued existence of the or.
ganization is endengered” (48:27). Though il has happened infrequentiy,
the two-year instltutions that have aspired to or, in fact, been Irans.
formed to0 four-year status are testimony to the potential threat posed by
m'sunderstanding the essential characler of an organtzation. A lack ol
iinderstanding on the part of the faculty cun greally modify the direc.
t‘on of thy tnstitution. Such lack of understanding often may be chatac.
terized by au identification with the values of the university or four-year
college rather than with those of the community college and leaching.
Assuming what are aclually antagonlistic values can aller leaching style,
influence perceplion of the studenls, and develop resislance to commu-
nity demands.

Some would argue that the institution s the facully. However, so-
ciety's demands on both public and privale cotleges — and particularly
the local tax-supported instltution — do not allow unilateral interpreta.
tion of the institution’s goals and nalure by any one interest group. The
demands of facully must be tempered with those of sludents and public,
each coniributing decistons that are more compromise than consensus.
Such a division chalienges common purpose and singulat idenfity.

Diversily of attitude can be healthly in many respects, yel every oi.
ganization — business, social, or educational — has intrinsic values nec.
essary for its continued functioning. These values, though perhaps few In
pumber, ate extremely meaningful for the achievement of otganizational
goals. Individuals who do not hold them ate often “selected out™ (11:154),
either hy organizational pressures ot through their own motivalion, if in
fact they are ever “selected in.”” This is not 1o say thal organizalions or
other social systems demand tolal conformily. As in any human group,
fndividuals accept and reject organizalional goals 1o varying degrees,
although cetlain fundamental organizational goals are usually shated by
all membets.

The follewing Venn diagram Indicales a theoretical model of the dis-
tribution of consensus or institutional goals. This institutional value sys-
tem, although labeled to represent group forces, could also tepresent
individual value consensus.
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FIGURE 1
INSTITUTIONAL VALUE SYSTEM
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A COMPARISON
MODEL

Three classes of values are represented in this diagram. The primary
or fundamental consensual values are universal throughout the organiza-
tion and are necessary for maintaining the identity and continuous func-
tioning of the system. Any members of the organization not sharing these
would, in all probability, be dysfunctional membets of the system. The
secondary values are not shared by all members of the organization.
These are often 1oplics of contenljon and, depending on the specific value,
may create flux in the status of the institutional value paltern. The ter-
tlary or peripheral atiitudes and values may be held by members of
the organization, but, if held, are suppressed because of their antithetical
nature and their lack of support from other individuals or groups.

Usually we select the groups we enter because their goals and values
are at least similar to our own. Groups, in turn, select new members on
the same basis {12:70). I an organization does not project a clear image
of itself or If it s frequently conlfused with other organizations having a
similar ttle, structure, or function, the new member may not be fully
awate of the values of the system he has entetred.

The philosophical, educational, and environmental differences between
the comprehensive community college and the four-year institution are
ceriainly not known to most of the population at large, or even to most
educators. In fact, a good many individuals directly concerned with
higher education are uninformed about the real differences. (There ate
many similari.ies between the two — i.e., they have a similar structure,
olfer compatible degrees, have some of the same kinds of facilities, and
have students who move with increasing ease between the iwo.}

As a social system, the community college is relatively ditferent from
the other social systems, such as the mililary, business, or the university,
trom which its members are drawn. A distinct social structure, the com-
munity college has iis own evolving value paltern, although the new
members It altracts possess varying hbackgrounds and training and, as a
function of their expetience, may possess value palterns dissimiiat fo
those of the college.

To demonstrate this poini, we have used an organizaiional value-syslem
model lo compare the "sameness” of values of some systems that are
majot soutces of community college faculty. This is a modification of the
micro-society model developed by Sells (47} for the analysis of the social
system of the mulli-man, extended-duration spaceship and latet adapled
for comparative analysis ol social systems.

The model involves eighl major categories of desctiption, each tepte-
sented by a patlern of quantitative or categorical variaties.
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TABLE 1
SYSTEM CHARACTERISTICS OF A
COMPREHENSIVE COMMUNITY COLLEGE

2 — Highly Simllar
1 — Moderately Simillar

e B N e N e

0 — Dissimilar
Compatlson Systems
. F 3 §
Ik g }
s 28 E¢
1. OBJECTIVES AND GOALS
To provide vocational training 1 0 1 2 0
To provide general education 1 2 0 1 0
To setve community cultural needs 0 2 0 1 O
To setve the educational nerds of adults 1 2 1 1 1
To offer university patallel programs 0 2 0 o0 O
To improve the community ¢ 1t 0 0 1
2. PHILOSOPHY AND VALUE SYSTEMS
Oppostunity 1o fail or succeed 2 0 0 2z 0
Client- (student-) centered o 1 0 2 2
Learning-centered 0 1 0 2 0
Meritocratic 0 2 1 2 0
Vocational orientation o 1 1 2 0
Educalion s a lifelong process 1 2 1 1 1
3. PERSONNEL COMPOSITION
Highly skilled 2 2 2 1 1
Upwardly mobile 2 2 2 2 1t
Formaliy educated t 2 1 2 2
Status-otiented 2 2 2 2 1
Of non-organizational chatacter 0 2 0 1 1
Locally recruited ¢ 0 1 2 0
4, ORGANIZATIONAL STRUCTURE
Formal authority 2 2 2 2 1
Limited patticipation 1 2 1 11
Chain of command 1 2 2 2 0
Defined roles 1 2 2 2 1
Top-dominant 1 2 2 2 1
Local accountability 0 1 1 2 2
Poor inter-group communication 1 2 1 2 0
Lack of total control over resources 2 2 0 2 1
Community involvement 01 0 1 2
Communitly support 0 1 ¢ 2 2
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TABLE I-—Continued

Comparlson Sysicms

i1l
§E 1 s b E
§ E 3 z § é
5. TECHNOLOGY
Prolessional jatgon 2 2 2 2 1 2
Slow change 2 2 0 2 1 2
Basic 6 2 0 2 0 2
Media-oriented o 1 0 2 o0 2
Evolving 1 2 1 2 0 2
Of secondary impottance o 2 1 2 2 2
6. PHYSICAL ENVIRONMENT
Often lempotaty 1 1 0 o 1 2
Inadequate space t 2 1 1 1 2
Rapid expansion i 2 2 2 11
Pastoral selling 1 2 0o 1 o 1
Mulil-structured ¢ 1t 06 2 o 2
Ghataclerized by mild separalion 0o 2 0 t 0 2
Using community resousces o 1t 0 1 1 1

7. SOCIAL CULTUPAL ENVIRONMENT
This is basicaily the same for all of the
otganizations being compared. A patiial
list would include: geography, demogta:
phy, histoty. cullure, social stratification,
and social problems.

8. TEMPORAL CHARAGTERISTICS
Temporary affiliation 2 2 0 2 0 2
Non-pervasive o 2 1 2 0 2
Remoteness of goals 1 2 0 2 2 2
The above comparisons demonsizale both the diflerences and the siml-

latities between the comprehensive community college and the several
social sysiems that are major sources of their personnel,

SOCIALIZATION As previously mentioned, organizations select individuals with value
patterns simiiat, ot at least acceptable, lo their own. Thete is a direct

SELECTIVITY relationship belween an individual's background and previously learned
behavior patterns to the amount of socialization that will be required;
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the highly selective organization thus devotes fewer of its resources to
soclalization, whereas the less selective organization devotes more (46).
There is also a direct relationship between the efforts expended and the
quality of the nrganization, as the following chart illustrates (11:15).

TABLE Ul
SELECTION, SOCIALIZATION, AND ORGANIZATIONAL QUALITY

SOGIALIZATION EFFORTS SELECTIVITY
High Lo
High High quality Medium guality
Low Medium quality Low quality

The community college is, we would hope, highly selective in lerms of
faculty recruitment and hiting. However, because of the divetsity of fts
programs and functions and because of the tremendous variety of per
sonnel fl recruits, its socialization problems ate similar to those of less
seleclive organizations. Moreover, the facior of Inlensive and extended
educational preparation for the role — usually an accurale method of
assessing the amount of socialization necessary — Is somewvhal attenu-
aled because the educalional pieparalion of most community college
faculty is seldom telated to the role they are to assume. Instead, the
pteparation Is often more relevant o theit assuming a role of rescarchet
ot membet of a graduate facully, ot even, perhaps, businessraan, high
school teacher, ot army captain.

As a result of many faclots — especially the diversity ol the faculty —
comprehensive community colleges ete faced with a severe test of theit
otganizationat identity and distinction. The colleges must assimilate
many new members from different soctal strucluces, who often possess
dissimilar ot even contrary value patlerns. They must ptepate these
people fotr toles that might be vastly different from the ones they had
anticipated and musl petform all of this with limited tesources while in
the eatly slages ol organizalional evolution.

The bifurcated faculty — one set of altitudes dominating faculty in ca.
reer and vocational ateas and a different set predominant among those
in iiberal atts and sciences — is a significanl factor in the lype of identity
schizophrenia thal oocut¢ in many compretensive communily colleges.
Instead ol one petception of institutional putpose, there are many: in-
stead of equal valuation of cutricula, there are tankings { . depend
either on the transfer potential ot the immediate “placement price” of
the gtaduales.
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THE
SOCIALIZATION
PROCESS

The 1heoretical framework for the process of soclalization is not very
complicated or obscure. Three steps basic to implementation are:

1. Making the new norms known
2. Providing the necessary rationale for change
3. Providing the motivation for change,

Aclualization of these steps is far from simple and our knowledge of the
total process is limited. It Is possible, however, to know the initial and
finel stages of the process and thus describe the intermediary stages as
consiructs {38:19). If this can be done, the resultant model may be adapt-
able or generalizable 10 other similar contents.

Step 1. The first step — making the new norms known — requites the
often painful but healthy process of institutional introspection. Definlng
what our {rstitution is, what fis true goals are, and what is required to
achteve them Is no simple task; an accreditation experience is probably
the closest analogy. In most orienlation programs, this step, in some form
or other, has comprised almost the entire program. At best, it is an il
defined stage, and it suffices fot orieniation merely because it {s possible
to saturale new faculty with idealistic statements of institutional phitoso-
phy which we ourselves have not even examined thoroughly. This step s
difficult also because there may he no concrete conception of tnstitutional
objectives and the values and behaviors necessary for achi. ire them.
Vaiied and, in fact, antagonistic views of the college ray be 1..)9 by
trustees, administrators, faculty, and students.

Referting to Figure 1 on page 17, the rcader will note that af least the
primaty altitudes and values must be defined and communicated to new
faculty. It is not suggested that the faculty members adhete to a total and
specific value paltern, but if an individual's attitudinal pattern does not
correlale 10 some exlent with the institutional configuration, internecine
stress will occut and neither the individual nor the institulion will
achieve iis goals. Attitudes are rather vague hypothelical constructs and
do not readily lend themselves to definition ot measutement. We should
therefore work loivard a modicum of agteement — a dynamic equilibrium
between the individual and the institution that will allow the needs and
goals of each to be satisfied within the institutional context.

The process of making the institutional norms known has two separate
clements: defining the norms — in this case, role behaviors and values —
and communicating them eflectively. The role behaviors necessaty for
facully members in the patticuiar college should be well detailed in a
facully handbook, as well as imbedded in the institutional policy. These
behaviors should be the standards against which successful ot unsuccess-
ful performance Is measured. The evaluative process, promotion, tenure,
and recognition of outstanding performance, should all somechow telale
to these role betaviors.
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FIGURE 2
FRAMEWORK FOR ANALYSIS OF SOCIALIZATION
IN ORGANIZATIONS (5:112)

INTERVENING MECHANISMS

Organizational Individual

Notms Capacity to Capacity to

present leatn the
clear norms norms

Independent Petformances Capacity to Capacity to Sociali:ation
wriables provide petform ollcomes
performance
oppottunities /
Rewards, Capaclty to Motivation to
sanctions, selectively petfotm
molives reward
petformance

The atiitudinal element of this phase cannot be accurately measured,
except pethaps by administeting propetly developed pre- and post-ques-
lionnaires. Few organizations, however, cate lo involve themselves In
such ptocedutes. Hence, behavior change (or token conformity} is usu-
ally accepted as indicating concurrent value change — which, ol course,
it does not. The values ate better expressed in terms of instituilonal goals
and the instilutional value system. Combined with specific role behaviors,
the institutional system projects or else implies values that would sup-
pott cerlain tole behaviors. For example, tegular office houts and 3enetal
availability 10 the students as a prescribed facully tesponsibility, and a
stalement of the institulion’s goals as being primatily focused on the stu-
dents’ heeds — these would indicate that teachets whose value paiterns
are otiented 10 teseatch tathet than to teaching would find themselves In
an antagonistic position with tegard to the institutional goals.

Step 2. The sccond step in the socialization ptocess — providing the
tationale for change — rests ptimarily upon efleclive communications.
By efleclive communicalion we do hot mean just thoroughly prepared
and skillfully deliveted lectutes, although these may well be parl of any
progtam and arc difficult to avoid. Motre imporiant than the speeches ot
lectutes, however, ate the informal communicalions belween group mem-
bers. In fact, this one element of the entite socialization process — grovp
fnletaction —is at the same lime the most critical and the most fre-
quently ignoted of all the mechanisms of change.
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In communicating with efther groups or individuals, a few principles
should be borne in mind as requisites for effective communication:

1. It is better to present both sides of any issue (29].

2. Arousing the faculty member’s needs and then presenting informa:
1. 0 to satisfy those necds will tend to increase the acceplability of the
me... e (49)

3. ‘iectlve  oinmunication §s usually beller from points of agreement
than from poinis of disagreement (13},

4. The source of communication can be as imporlant as the conient
{(23).

$. Participation enhances the impact of the message (31},

Rationales are usually relative and are ol*an "rational” only if one ad-
heres o a cerlain point of view. Thus, dilferences in petceplion can influ-
ence the rationales that people are willing 1o accept. The basis of any
rationale is, however, information; therefore, it is important 1o effectively
communicate the infoimation on which one’s goals are based whenever
one wants 10 bring abou: changes. Indeed, a rationale can e seen as
simply the transfer of significani information into goal statements. Com-
munication is one of the most imp. stant eiements in this process,

Step 3. The last step in the soclalization process is by fac the most
importani: providing the motivation for change. Adull socializalion tends
to be a group process {43:8), not only in the sense that more than one
individual at a time is being soclalized but also in ke sense that the pri-
mary mechanism for socialization is the group. Although we may occa-
sionally spell out our goals to new faculty and also, perhaps. accutately
describe 1heir roles, we seldora 1ake the time or effort lo reinforce value
ot behavior change. Both motlivation and reinforcement for change may
otiginate in the group, and as a tesult, grovps tend to have a centralizing
or conforming nature. It {s not really the otganization as an ecconomic ot
legal entity but the group as a social enlity that petlorms the vital [unc
tion of socialization.

Any organization can have many different groups and, thus, many so-
clalizatlo. grocesses {some of which may be negative, in fact). Group
interaction affords an individval the opporiunily 1o compate his values
with those held by other group membets, and since the groups are usually
composed mainly of incumbent membets of the otganizalion, the pre:
dominant values are usually those of the organization. The group thete-
fore communicales the organizational ncrm, often also the talionale, and
offets support tor any ensuing change.

In academe, the most common group structure is the depariment, with
value differences exisling from one depattment 1o the next. For instance,
fn the business departnment norms and tole specificalions are more influ-
enced by 1he business world than by the university, whereas in the Eng-
lish depatiment (he opposite Is usually 1tue. As a resull, the socializalion
processes in the twe depatimenis are probably quite different.
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Within any group, certain Individuals may be considered ranking mem-
bers end thus are imporiant mechanisms of soclalization: the ranking
member often becomes a point of reference for new members and may
be a model for identification and emulation. Research has shown that a
“sponsor relationship” (39:27) is frequently created by “teaming” old
and new members, a relationship which instills in the new mamber an oblt-
gation to succced and to fulfill the role model provided by the sponsor.
(Pethaps a conscious reglization of the ubiquitous nature of identification
will stimulate people to be beiter mnodels.)

Ideally, the group's most important funclicn, and the raison d'étre ol
soclallzation, is reinforcing value and behavioral changes — the group as
a whole, or singularly significant individuals in It, must provide positive
and continual support to the neww members. The process of soclalization
is, therefore, also one of identification with the organization and Its goals,
with particular groups in the organization, and with significant individ-
uals comprising the groups.

The model that is provided by an individual or by the organizailon
must be effectively communicated; it must also be supported by a well
conceived rationale and be constantly reinforced. Individuals ofien come
to an organization with some identificalion with its goals, and the
strenglhening of this identificalion occurs as the individuat accepts cer-
tain role models and their concomitant values. Identification iwvith the
organizalion occurs afler Ildentification with a significant individual;
otientation. il planned to achieve this purpose, can he an encapsulated
soclalization process.
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chapter 4

OVERVIEW OF FACULTY
ORIENTATION PROGRAMS
IN TWO-YEAR COLLEGES

The orlentation process is what everyone resolves 10 handle better ncxt
vear. It is considered incteasingly important as part of the entry process
into juniorcommunity college teaching, yet we know litlle about either
the orientation programs tupically followed in Lwo-year colleges of this
counlry or aboul their effecliveness when viewed by faculty recipients.
Doctoral dissertations provide the only systematic examination of these
progtams, and information on orientation practices in ptivate junior col
leges is even more spatrse.

The data presented here are based on studies ol recorded praclices in
public community colleges in Michigan (Eaton, 1964), Californta (Kkich-
ards, 1964), and New Yotk (Petlibone, 1969). No attemp’ bas been made
to intlude literature dealing specifically with orieniation tn fout-year col-
leges and univetsilies. YWhile there is some overlapping of pertinent data,
significant differences in the iwo entty sifvaiions prectude a true compaii-
son. However, the three studies that will be tiscussed are tematkably
consistent in both their findings and recommendations; and, although
they represent practices in three states and vaty over lime, cerlain gen-
eral comments can be made about them.

1. The core of information necessaty for any orienlation program in
the two year college includes oppottunities to discuss the objectives, phi-
losophy, and siyle of the institution — for example, whal males it differ-
ent from other higher education institutions? This requires substantial
input on the characteristics of sivdents and the vatiou: lemands placed
on new laculty as they relate to the members of thei: depactment, the
division, and the adminisitation.

2. In cattying out eflective orientation progtams, incumbent facully
can funclion most meaningfully as socializers 10 the system. Results indi-
cate, however, that orientation is still iypically orlained, planned, and
implemenied from above.
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MICHIGAN

3. JStudents are seldom formally included in orientatlon programs,
either as assistant planners or as presenters. They are more likely to be
represented orly by their records.

4. Facilities tours are usually part of the orientation package.

5, Orientution programs suffer from lack of systematic follow-up. They
are offered each year and then forgotten until planning begins for the
next program.

6. The most successful component of orientation Is the informal build.
ing of ties among colleagues.

7. No consistent or clear balance seems to exist between orientation
as a review of policy, rules, and regulations and orientation as an int-n-
duction to the educatienal environment,

The Eaton study (10} presen!s data on orientation practices at each of
Michigan’s public community coileges (thers were sixteen in 1962-63).
At that time, only 37 per cent reported structured programs of orientation,
Following the survey of the programs, sixty-six new faculty from eight
colleges were interviewed concerning their responses to their college’s
orientation program. The study thus provided data on the kind of prac-
tices followed as weil as an evaluative summary of the program by the
new faculty members.

Eaton defined orientation in two ways: first, as programs that explain
the administrative policies; and second, as the in-service education of the
instructor, involving continuing development or re-education for instruc-
tor improvement. It was revealed that community college administrators
in 1962-63 commonly used or considered using the following means of
orienting new faculty:

1. Distributing a faculty handbook (in five out of eight institutions) of
rules and regulations

2, Holding group meetings to introduce new facully to issties and/or to
meet colleagues (seven out of eight colleges)

3. Maintaining an “open door” policy with new faculty. All the col-
leges selected for intensive study let new faculty members know that ad-

inistrators were available to confer with them.

Three colleges endorsed a “buddy system” of pairing experienced and in-
experienced faculty members in a tecaching situation. Two of the eight
colleges had a policy of pre-coniract visits to the campus.

To carry out the second level of orientation, Eaton notes, the newly
initiated faculty member must rely on and trust his teaching colleagues

1. Fellow faculty are Jisted as the most helpful factor in the new teac’-
er’s adaptation to the college.

2. New faculty members are provided with differing accounts of role
and responsibility from deans, other faculty, and chairmen,

3. Faculty are not irapressed by the faculty harndbook, seldom sceing it
as an aid.
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4. The most difficult question new faculty must answer is, “What are
the main objectives of the college?"

Falon's conclusions coincide with reports from other states. He urges that

-rond-year s@ff or “older” facully be involved in the planning and
implementation of orientation programs and that they concentrate on
discussing the philosophy and objeciives of the community college. His
justification for the investment of staff time and energy in orientation is
the diversity of experience and occupational background among his sixty-
six responde!i!s.

Ample evidence . given that in 1962-63, Michigan public community
colleges were nnt providing even minimal orientation programs for new
faculty. Only half the colleges included an explanation or discussion of
the history, role, philosophy, or purpose of the college. Counseling and
student personnel services received varying treatment, and for the most
part, only the student records were explained in this context. The nature
of the students to be served and discussion of the psychology of the post-
adolescent-to-adult range were often limited to simple enumeration of dif-
ferences between day and evening students.

CALIFORNIA Richards (44) studied orientation in twenty-three California public junior

NEW YORK

colleges by identifying critical incidents that contributed to and/or inter-
fered with the orientation of new faculty. Interviews conducted with 251
new faculty and 124 administrators elicited 762 critical incidents. Rich-
ards was able 1o determine that the iuformal, personal assistance given
to new faculty by incumbent colleagues more frequently contributed to
smooth entry than any other factor. The incidents reported as dysfunc-
tional to meaningful orientation included untimely and inappropriate
orientation meetings and criticisms by senior staff members of new in-
structors in front of students, other faculty, and off-campus guests.

Clearly, Richards’ data show a preference for informally aided commu-
nication among colleagues rather than formal orientation meetings, which
are often too long and may include topics seen as unimportant from the
new faculty member’s perspective. He concluded that: the central aim of
orientation is to promote more effective performance by the new faculty
members in their assigned roles; the similarities and differences between
the two-year colleges and other educational institutions require discus-
sion; faculty sponsors should have released time and compensation for
work with new facully; and division and departmental chairmen should
be the major administrative participants in orientation programs.

Pettibone (40) asked 39 public two-year college administrators, 481 new
faculty, and 50 veteran faculty to describe the content of their orienta-
tion programs and to detail the methods used to disseminate orientation
information. Three Ideal !eadership styles were differentiated among the
administrators who directed orientation programs: some concentrated on
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RELATED STUDIES

informing new faculty about procedure and regulations in the institution;
others emphasized topics deallng with the personal and professional
needs of the newcomers; and a third group used a mix of informational
and personat components. The basic purpose of this study was to see if the
planners’ intentions were suitable to the personal needs of the new staff.

The results indicated that orientation programs tend to be administra-
tor-directed; presentations are typically characterized by one-way com-
munication; the most common channel for disseminating information is
the special meeting of new faculty; information disseminated by admin-
istratore furthers the interests of the institution, whereas material of
primary interest to the personal concerns of new facully is emphasized
less; little use is made of printed material or community agencies as
information resources; and the departinent chairman is the key informant
for new facully. The dean is identified by experienced faculty as the key
person, however, and the fact that the chairman serves this purpose for
new personnel suggests the growing involvement of middle administra-
tion as colleges become more complex.

The Pettibone research uncovered some interesting incongruities. New
faculty rated the overall orientation procedure quite negatively when
questioned during the spring of their first year. Experienced faculty de-
clared that more information relating to their personal adjustment should
have been available and that administrators revealed a discrepancy
between what they said during orientation and what they actually did.
For instance, administrators rated ““very important” such items as regular
conferences with new faculty in order to evaluate progress, but this was
seldoin accomplished.

Pettibone argues strongly for a long-range oricntation concept, viewing
the in-service dimension of the induction process as crucial. He recom-
mends that orientation programs be planned by a committee of faculty,
administrators, and students; that feedback mechanisms be built into the
planning phase; that major responsibility for orientation be given to the
committee (rather than 1o the dean); that orientation be viewed in rela-
tion to both short-term and long-range goals; that short group meetings
be balanced by a variety of events; that new faculty be surveyed before
the orientation so that the programs will reflect their backgrounds; and
that the family and social-community aspects of new job transition be
made more visible in orientation.

Tracy in 1961 (52} surveyed the type of information desired by new
faculty. He discovered that large groups wanted such basic data as the
objectives of their department, the objectives and content of the courses
they were going 10 teach, the gcals of the college and probleimns in meet-
ing them, and the types of students enrolled in the college.

In a doctoral dissertation at Teachers College, Columbia Universily,
Stripling {51) specified fifty areas of difficulty for new facully members,
including grading policies and student evaluation. Siehr (50) identified
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problems that new faculty believe need to be remedied but concluded
that the typical orientation program of two or three days is not the an-
swer. Continuing problems deserve examination over a longer period of
time — perhaps through an in-service program. Recently, Morrison (34)
queried the total teaching faculty on nine Florida public junior college
campuses and reported that formal and informal in-service programs
appear successful in inculcating particular values and conceptual bases
of the community college. Also, when new faculty members see other
faculty accepting various concepts they are more likely to adopt these
values themselves.

NATIONAL SURVEY Some aspects of the research that has been described are made irrele-
OF TWO-YEAR vant not so much by time as by the growing response of community
FACULTY colleges to the need for faculty orientation. The changes, both in the
OPIENTATION number and in the structure of faculty orientation programs, have
prompted the authors to re-examine the status of these on a national
scale. To up-date research on the topic and to explore additional aspects
of orientation programs, a nationwide survey of public and private two-

year colleges was conducted during the fall of 1969.
A four-page questionnaire was mailed to the '‘Dean of Faculty” of 993
institutions listed in the 1969 American Association of Junior Colleges
Directory. That 485 persons returned the questionnaire indicates a gen-
eral interest in orientation by professional members of two-year colleges.
Four hundred sixteer, or 86 per cent, of the respondents stated that their
institution currently operates a planned orientation program for new
faculty; the remainder, or 14 per cent, said that they have no formal

program,

A Profile. The sample of 416 institutions with orientation programs
included 332 privately supported and 84 pubtlicly supported institutions.
Their student bodies ranged from 38 to 14,800 full-time students, with a
mean full-time student body of 1,281; the mean number of full-time
faculty was 73, ranging from 6 to 641. Their regional distribution is given

in Table I.
TABLE 1

Accrediting Reglon Number Percentage of Total
New England 23 5.5
Middle States 63 15.8
Southern 132 318

North Central 127 30.6
Western 42 10.1
Northwestern 26 6.2

416 100.0%
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Of the institutions with orlentation programs, almost half {47 per cent}
conducted them during a one- or two-day period. A significant number
{15.26 per cent) conducted three-day programs; those with four- or five-
day or weekend orlentations were considerably fewer (6.39 per cent, 7.02
per cent, and 0.2 par cent, respectively). Something of a surprise, but an
encouraging one, was the number of institutions conducting an orienta-

tion of more than five days.

FIGURE 1
LENGTH OF ORIENTATION PERIOD BY PERCENTAGE

TOTAL N = 416
2Day 1.Day
23.72 2329
12,98
15.26 No Answer
J-Day
02
6.39 1114
Weekend
4-Day 702
Longer Than
5Day . 5Days
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PLANNING THE
ORIENTATION
PROGRAM

TABLE il
INSTITUTIONAL SIZE (FULL-TIME FACULTY)

Nuniber Percentage of Total
0-50 223 53.6
51-100 99 238
101-150 49 11.8
151-200 17 4.1
201-300 20 4.8
301-400 8 19
416 100.0%

Roughly 37 per cent of the responding institutions had begun orienta-
tion programs during their first year of operation; another 11.77 per cent
began in their second year. {One institution began its program in its
140th year of operation.} Examination of the institutions that began pro-
grams their first or second year showed that the largest percentage (73
per cent) Lad opened after 1963, further evidence of the growing value
of orlentation programs, particularly to new and developing institutions.

Typically, between ten and twenty faculty members participated in the
orientation programs of the colleges in our sample. A total of 8,695 indi-
vidual faculty on 416 campuses were involved in orlentation sessions
during the fall of 1969, an average of lwenty-itwo per campus. In compari-
son, the same institutions reported orienting a total of 7,625 faculty dur-
ing the fall of 1968. The smallest number involved each year was one;
the largest were 266 {1368) and 288 (1969). However, the general paltern
seems fo be stable, with most institutions conducting programs for
around ten to twenty new faculty members each year.

Few of the studies to date have investigated an important element in
planning and conducting orientation programs — involvement, The re-
sponsibility for planning the orientation appears to be diffused throughout
the institution, but a central figure in most orientation planning is the
dean. Eighty-eight per cent of all institutions reported that the dean was
involved in planning their orientation; significanily, individual faculty
members were involved in planning almost two-thirds of the programs.
Also used for planning was the faculty committee (52 per cent) or the
faculty-adininistration committee (55 per cent). And, in over 62 per cent
of the cases, the presidents were also involved in planning the orienta-
tion programs.

Figure 2 indicates a hypothetical planning configuration for an orienta-
tion program.
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FIGURE 2
ORIENTATION PLANNING — SPATIAL CONFIGURATION

Individuat
———————— Facully

64 per cont

Faculty-
Administration
Committee

58 per cont

Dean
88 percent

President
62 per cent

CONDUCTING THE The actual conducting of the orientation program seems to follow the
ORIENTATION Pattern used in planning; and the rank ordering of involvement in plan-

PROGRAM ning and conducting orientation (Table 111) demonstrates a detinite inter-
relationship. Most institutions involved faculty in the planning of orien-

tation programs; fewer, although still a majority, succeeded in fnvolving
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TABLE 111
INVOLVEMENT IN PLANNING AND CONDUCTING
ORIENTATION PROGRAMS

Involved in Involved in

Planning In Conducting In

Percentage Percentage
Calegory of Colleges Rank of Colleges Rank
Dean 88.46 1 73.56 1
Individual 64.42 2 51.20 2
President 62.25 3 49.28 3
Faculty/adm. comm. 57.68 4 4543 5
Chairman 52.88 5 37.02 4
Facully comm. 51.92 6 31.73 6

them in conducting the programs. However, 43 per cent of the institutions
did not involve faculty in planning their programs, and 51 per cent did
not 1avolve them in conducting the sessions.

Use of Consultants in the Ovrientation Progran:. Consultants are among
the people involved in conducting the orientations. In the sample, about
half the colleges (46 per cent) used the help of consultants, most of
whom were either community college administrators (repotted by 91
per cent of the colleges), professors of higher education, or “outside”
community college faculty. The remainder included individuals from pri-
vate consulting firms (25 per cent}, student personnel specialists (10
per cent), state officials, and representatives of the community (less than
1 per cent).

Orientation Activities. The activities that made up the orientation pro-
grams in twc-year colleges varied all the way froin sensitivity training to
credit-courses for new faculty on the nature of the junior college. Gen-
erally, the scope of activities is limited and consists of speeches, social
gatherings, and tours. Most of the experiences were vicarious, with litile
actual contact botween the new faculty and older faculty, stulents, or
trustees. Presentations were almost always used in orientation programs.
The content of these was varied, and will be discussed in greater depth
later. What s significant at this point, however, is who generally makes
the presentations,

Nature of the Activities. The activities of arientation programs were
assessed in two ways: (1) by a Jist of relatively commonplace activities
that was designed to ascertain the number of institutions including them
(Table V); and (2) by a relatively open-ended question which was in-
tended to gather unrestricted replies. The question was: Would you
please check, and then briefly deseribe, all the activities formally planned
as part of your orientation. The activities come under the headings of
orientation to community, trustees, colleagues, students, salary and
fringe benefits, problems facing the college, college learning resources,
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TABLE 1V
ORIENTATION PRESENTATIONS

Percentage of Institutions

Glven By Using Them in Orlentation
President 97.81
Administrators 88.94
Trustees 40.64
Consultants 45.73
Government representatives 2091

and college grading system. The responses are discussed below and give
some Insight into the process of the orientation prograins and the meth-
ods of communicating specific information.

Ovientation to Campus Facilities. Eighty-one per cent of the institutions
having formal orlentation sessions indicated that they introduced new
faculty to the campus by some method. The most common means was a
tour, used by approximately 52 per cent of the schools; a presentation
regarding the facilities was made by the president, a dean, or a vice-
president in slightly more than 25 per cent of the institutions. Other
methods were negligible, and 23.37 per cent of the respondents did not
reply to this item.

Orientation to the Community. The tour was used to introduce new
faculty to their community environment by approximately 36 per cent
of the institutions. However, almost two-thirds did not introduce new
faculty to the community in any way at all. Presentations about the com-
munity by the presiiient and some faculty were used by the colleges that
did not arrange tours. Thirty-one per cent of the respondents did not in-
dicate their method in this case.

Ovientation to Trustecs. A slight majority of the institutions (53 per
cent) did acquaint new faculty with board members. However, only about

TABLE V
ORIENTATION ACTIVITIES

Percentage of Instltutions

Including Them fn
Activities Orientation
Meetings with students 89.90
Social gatherings 88.46
Participation in small groups 88.46
Campus tours 84.13
Tours of the community 59.85
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half (51 per cent) accomplished this by face-to-face faculty-trustee con-
tact, Thirty-two per cent classified their contact as a “presentation.” Evi-
dently litfle interaction — In fact, only formal personal contact — takes
place between trustecs and faculty during most orientations in two-year
colleges. Slightly more than 12 per cent of the respondents indicated that
trustees greeted new faculty, and 7 per cent stated that trustees were
introduced to new faculty at a luncheon. Twenty-five per cent did not
indicate the method used for this purpose.

Oricntation to Collragues. Although 32 per cent of the institutions
stated that they planned some formal introduction of new faculty to their
cnlleagues, only half reporied how they did it. (Very possibly, institutions
assume that this is a ““side effect” of any program.} Group meetings and
luncheons were common devices, and in about 10 per cent of the cases,
presentations were used to iniroduce nev’ faculty.

Oricntation to Students. Almost 30 per vent of the two-year colleges
surveyed have no systematic way of presenting the new faculty to the
student body; it Is equally revealing that only 16 per cent stated that they
accomplished their orientation to students in group meetings. Only 1 per
cent introduced students ard faculty at a student social. In sum, only
about 18 per cent of the new faculty in the fall of 1969 at the sample
colleges were provided with systematic data about students before they
encountered them in class. VWhere data were provided, they were usually
given by the dean of students or director of personnel services (almost
half the colleges giving student information covered it this way). A quarier
relied on a handbook, and less than 10 per cent formed a panel of faculty
and staff (withh no students) to accomplish this.

Orientation to Salary and Fringe Benefits. Whereas only 18 per cent of
the colleges responding lelt it necessary to orient new faculty to the stu-
dent body, 88 per cent felt it necessary to orient them to salary and fringe
benefits. A little over one-third (37 per cent) provided this information
through a handbook or manual, and the remainder offered presentations
by such administrative officers as the president, vice-president, dean, or
business manager. One-quarter did not report how they informed new
faculty about this subject.

Orientation lo Problems Facing the College. Approximately two-thirds
of the institutions explored with new faculty the problems facing the
college. Most (81 per cent) did this through a presentation by the presi-
dent, vice-president, or dean.

Orientation to the College’s Learning Resources. Institutions that pro-
vided some overt orientation to the coliege’'s learning resources (72 per
cent) did so with a presentation by the librarian in ove: half the cases.
Only 3 per cent used another specialist to convey the information, and
less than 1 per cent conducted a tour or held a faculty workshop on
learning resources.

Oricntation to the College Grading System. Slightly over half the insti-
tutions (54 per cent) attempted to acquaint new faculty with the college
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grading system during orientation. Of this group, aimost a third accom-
plished this through the faculty handbook. Of those institutions that did
discuss grading, 34 per cent used a presentation by the dean and 9 per
cent, a presentation by the registrar.

Earlier items in the survey presented questions aimed at determining
the activities and content of the orientation programs of the two-year
colleges. As a point of comparison, the respondents were later asked to
delineate some of the major topics covered in their programs. The re-
sponses were unstructured but perhaps give a better indication of in-
stitutional priorities than a structured, less flexible questionnaire-type
instrument would have allowed.

TABLE VI
TOPICS OF ORIENTATION
Percentage of
Institutions
Number of Including It as
Rank Topic Responses a Major Toplc
1. Guidance and counseling 233 564
2. Junior college philosophy 198 47.2
3. Salaries 183 434
4. Library learning resources 141 33.4
5. Policies and procedures 106 25.2
6. Admissions and registration 85 204
7. Tours of campus 69 16.5
8. Financial aid 62 14.9
9. Responsibility of new faculty 53 12.7
10. College calendar 38 9.1
11. Teaching methods 32 76
12. Disadvantaged students 27 64
13. Tests and testing 24 5.7
14. Faculty participation 18 4.3
14. Benefits 18 43
16. Reading couise 15 36
17. Curriculum 14 3.3
17. Grading system 14 3.3
19. Business affairs 13 31
19. Teaching in community college 13 3.1
21. Teacher evaluation 11 2.6
22. Student learning 10 24
22. Film uses of media and audio
visual resources 10 2.4
24. Evaluation of the institutions 9 22
25. President’s welcoming speech 8 19
25. Purchasing 8 19
27-44. Miscellaneous (18 topics) 1.6
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The responses are actually an assemblage of topics and aclivities, and
a brief exploration of these reveals some interesting contrasis. for ex-
ample, the subjects of “‘teaching methodology,” “teaching in a community
college,” and “the student” were not included in the first ten topics. “Fac-
ulty evaluation’ ranks twenty-first, and “adult education’ —commonly
defined as one of the four major responsibitities of the community college
—ranks thirty-fourth. A very encouraging note, however, particularly for
student personnel workers, §s the large number of institutions that in-
clude ‘‘counseling and guidance” as a major topic in their orientation pro-
grams.

Evaluation of Orientation Programs. The orientalion programs were
evaluated in two-thirds of the institutions responding. The disiribution of
evaluation techniques is given in Table VII,

TABLE VII
Percentage of
Institutions
Rank Technique Using It
1. Review by administrative council and facully

committee 37
2. Questionnaire 27
3. Discussions with participants 16
4. Discussions by participants 11
5. Infermal expressions from faculty 7
6. Statewide standard evaluation 1
7. Impressions of incumbent faculty 1

100%

Faculty Development. Since the model of orientation proposed in Chap-
ter V is based upon oricnlation as a socialization process and as a con-
tinuing learning program, jnformation regarding facuity development
programs was also sought through the questionnaire.

As indicated in Table VIII, slightly over haif the institutions in the
sample are currently conducting a faculty development program. Since
the question did not define what was meant by faculty development, their
scope of activity and regree of sophistication are no doubt extremely
varied. Some of the activities included in these programs are shown in
Table IX. It should be noted, however, that on the whole the .evelop-
ment programs focus on more critical issues titan do the orientations.
Whether this is simply because the more sophisticated institutions have
programs and recognize priorities or whether it is a characteristic of
faculty development programs generally is a moot question.
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TABLE Vil
STATUS OF FACULTY DEVELOPMENT PROGRAMS

Percenlage

We have a plan in operation. 55
We will place a plan in effect this year. 15
We are developing a plan for the future, 24
We have no plans for facully development. N
No answer, J
1uuYe
TABLE 1X

ACTIVITIES INCLUDED IN FACULTY DEVELOPMENT PROGRAMS

Insiltutions Including It

Rank Actlvity in Facully Development
Number Percentage
1. In-service workshops on uses of media 438 90
2. On-the-job improvement in subject area 412 85
3. Discussion of the funclions and philosophy
of the junior-community college 411 85
4. Information and assistance in grant pursuit 335 69
5. Opportunity 1o visit other institutons 333 69
6. Exposure 10 the educational needs, life style,
etc., of disadvantaged sludenis 323 66

7. Funds for travel to national and regional
meetings of the Ametrican Association

of Juniot Colleges 320 66
8. Subscriptions to professional journals
supplied by the college 296 61
9. Funds fot iravel to scholatly ot
ptolessional meelings 229 47
10. Deparimental cnopetation with other
rolleges on subject matter sfliculalion 217 45
11. Discussion ol the history and nature
of ‘he two-yeat colicge 216 14
12. Introducing faculty to educational
uses of compulters 212 4
13. Tralniag in special techniques (ot
teaching adults 142 29
14. Inlotmation on the needs and characleristics
of the adult learnet 96 20
15. Special programs for new depariment
chairmen 92 19
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COMMENTARY One weakness ol many current orientation programs [s their brevity. A
one- or {wo-day period can hardly be considered adequate for passing
along the myriad data, let alone communicaling the role specifications
that are necessaty for satisfactory adaptation of new faculty membets.
‘The more exlended progtams provide an opporiunity for continuity be-
tween “orientation”’ and ““development’” and offer more time for the vari.
ous aclivities included in orientation,

If we accept the premise that incumbent facully members s+ill be the
primary agents for socialization of new faculty and that they can te
active agents in fransmitting institutional vatues and reinforcing role be-
haviors, then it wouid scem that the present orientation patterns contain
a major flaw. To feel that administrators alone — or supplemented by
consullanis of any kind.— can successfuily initiate new petsonnel into
being effective members of the facully Is indeed a naively optimistic hope.
Most of the professional contact that faculty members have will be with
thelr coileagues, who wtil also be their role models and will provide most
of the rewards, especially in the Interpersonal tealm. In olthet words,
most of their socialization 1o the organization will resultl from their inter-
action with {cllow facully memberss.

To neglect to systemalically plan and lead such intetaction during the
Initlal days on campus creates a Xind of artificial boundary between
orientation and realistic adaptation to the institution. It should not be
sutprising, therelote, that the otienlation petlod itsel, and much of the
information and perceplions associaled with it, becomes segmented
from the true process of socializalion. In this ptocess, the use of outside
agents for soclalization seems contrary to what Is known about the poten-
tial usetulness ot "in-touse" development. Morcover, the background ol
vatious consultants seems to reinforce the concept of orientation as pri-
marily a ptocess led by those in positions of authority — whether inside
ot outside of the institution — talking to those in positlons of relatively
less authority who ate entering the institution.

Both the personnel and structute favoted in the sutvey imply that
orientations ate usually fmpositions rather than assimilations. Also indi-
cated by out data is the apparent, if latent, belief that faculty do not know
the Institution well enough. If this is true, cur colleges ate on a collision
coutse; If it is not true, they are failing 10 tap the uniimited potential for
soclalization of new members.

The perceptions ol college issues presented wete of “administrative-
institutional ptoblems,” and these perceptions will no doubt difler de-
pending on the position of the person doing the evaluating. Administration
is usually concemned about broad ateas, and rightly o, while the facully
membets are usually mote concerned with the classroom ot student-
faculty relations. As a result, the new faculty member may receive one
interptetation of problems duting orfentation and a different, although
mote realistic, interpretation s he gets to know his colleagues. Once
egain, this creales an aura ol anificiality around the orientalion period
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and makes the new faculty member aware of the difference belween
administration and faculty. This situation may well contribute to the
“credibility gap" thal so often exisis between the two.

In addition, many of our institutions are apparenily overlooking the
gains that might be made by incumbent faculty who have not hitherto
accepted the institution’s philosophy. Duting the process of orienting new
facully, the satisfactions provided by a sense of involvement, enthusiasm
for the college, and commitment 1o the objectives of the college could
be a very rewarding experience for the older facully. The opporiunity
for them lo be active participants as well as leaders in such a process
would be tremendously benefictal to the Institution and to the faculty.

Rosenberg (45), Festinger {15), and others have postulated the theory
of cognitive dissonance which, briefly stated, {s "subscription, ty the
individual, 10 Ideas, beliefs, or atlitudes that are incompatible, incon:
sistent, or irreconcilable” (8:314). This theory is an attempt to explain the
changes In beliefs that often occur after a petson speaks or behaves in
a fashfon contrary 1o his curtent belief patlern. To maintain consistency,
and to prevent psychological dissonance, the belief pattern is frequently
allered. We are no doubt also familiar with the changes often ylelded by
the process of Involveinent fisell. Vociferous opponents of a point of view,
if involved in the creation of a new view, ofien become its vociferous
supporters,

Anothet apparent weakness of orientation programs fs that the insti-
tutions neglect to disseminate information perlaining to the grading
philosophy and policies. It is not difficuli 10 imagine the confusion in the
minds — and grading syslems — of new facully who are confionted by
their fitst grading period with no previous acquainiance with the system
they are to use.

Thete appeats to be some contradiction beliveen those institutions
staling that thelr aclivities inctluded meelings with siudents and the ap:
proximately 18 per cenl tepoiting group meetings as the means of orient.
ing faculty to studenls. Evidenily the ineetings ate often scheduled as a
social activily end are not considered a primary means for otienting the
faculty. It appeats too that informalion aboul students {s disseminated
by a student personnel officer. and the student as an individual is disre-
garded — especially in terms of assisting facully to know people like him-
self. Although the information provided by a dean can be meaninglul
and can ofter an overall picture of the chatactetistics of the student body,
it seems thal such infotmation could be reinforced or brought to life
mote vividly by student contacl. Tautological though it may be, the besl
way to know students is {0 know students.

Virtually the same situation exists in the case of lrustees and other
facully, giving the impressior thal orientations are usually vicatious
rathet than real expetiences. Ti.ere is little effort 1o immerse new {aculty
in actuat or similated conditions, nor Is much enetgy devoted 10 structuor-
Ing contact with othet members of 1he college communilty.
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SURVEY
HIGHLIGHTS

Finally, most programs are not evaluated In valid or meaningful ways;
it would be presumpluous to assume thal an administralive committee
assessment Is valid. Therelore, {f evaluations ate conducted, by what
criteria can they he measured? Do we set objectives? If we do, can they
be measured — preferably in behavioral (role specificalion) lerms? Some
institutions (those that involve parlicipants in program evalualion) do
reap the reward of reinforcement of the information and norms set forth
in the orientation, however. Re-examination of the experiences, either
alone or with others, can be as great a mechanism for learning as it is
for evaluation.

Most programs ate one or two days in lenglh and the dean generally
plays the predominznt role in planning and conducting the program. The
president and facully are involved aboul equally, although over two-fifths
of the colleges surveyed do not use facully as part of the orientation
planning teams, and more than hall do not involve facully in conducting
the programs. Less than half the colleges use outside consuitanis, and
when employed, they are mainly community college administralors and
professors of higher education. The president and other administratots
typically make presentations at orientation sessions.

Orientation to the campus, accomplished by a lour in apptoximately
half the colleges, is included in mosi programs, but an orientation to the
communily Is found in just slightly 1nore than a thitd of the programs.
Only 25 per cenl of new facully members have any formal or informal
conlact with board members during the orienlalion progtam; less than
20 per cent have any personal encountet with studenis at this iime; and
almost 30 per cent are in no way informed aboul the student body they
are to teach. The most nearly universal crientation topic is salary and
fringe benefils, and approximately hall the colleges acquaint new faculty
with the college gtading system; guidance, counseling, and juniot college
philosophy, in addilion, are lopics often indicated as “majot” areas for
orientation. Two-thirds of the institulions evaluate theit orientalion pro-
grams, moslly by commitlee review. Slightly over half the colleges in the
sample opetate faculty developmenl programs, the most common areas
in these programs being (the uses of media, improvement In subject area,
and the functions and philosophy of the junior-community college.
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chapter 5

A MODEL FOR NEW
FACULTY ORIENTATION

Candidales for faculty positions in livo-yeatr colleges might assume that
thelr major concern is what they are 1o leach and hosw they are to teach
it. But an analysis of the Job-eniry experiences of new faculty as well as
post-orienlation reports indicates that considerable numbers of new fac-
ully are unawate of othet important factors that will atfect theiz perform-
ance in this new career situalion. With little exposure 1o the dynamics
of the two-yeat institution, new facully are at a disadvanlage. Garrison
(17) noted in his survey ol faculty that they were “vaguely informed”
about the nature of the college to which they twvere commitling them-
selves. Many facuity realized alienwards — unforiunately — that they
sheuld have had more than a casual briefing on patlicular institulional
practices such as the types of instructional problems they would face.
One new instruclor said:
... But when 1 met my first class a couple ol days later, 1 certainly
reatized how little I knew that 1 shoutd have known. The studenis were,
in many ways, very diffierent from anything § expected . . . it took me
about a semester to get my tearing and to have some kind of realistic
notion about what this coliegs s trying to do, and my part in it (17:47).
The otienlalion effort of any #iwo-year college should be many things.
Depending on the institution’s current press and the characieristics of its
new personnel, the overall goal of an orientation program should be to
assist the new faculty in becoming aclual members of the organization
and to help them adapt to their new role. To accomplish this, orientation
must facilitale a personal transition and help the individual understand
the dimensions of his job responsibility, his role in the contexi of the
types <[ studenls to be taught, and the occupationhal and Interperscal
style of his new environment.
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Much of the research and many ol the orientation programs reported
in Chapter 1V indicate a cominonality in models {or program content, As
the subjects of orientation, faculty members expressed similar opinions
about content, and two points stand out: (1) there have been {ews sys-
tematic attempts to analyze a5 ! evaluate orientatfon; and (2) there has
been a minimal effort given to delivering the kind of orlentation package
requested by the faculty.

One attempt to glean suggesied content from faculty members who are
recently experiencing the two-year institution is exemplified by the Pro.
fessional Development Project (PDP). This project was funded by the
New York State Department of Education under the auspices of a Voca-
tional Educational Act Grant {26). As part of the projecl, an extensive
indepth survey of orientation progran.s was organized. This survey was
programmed into a sertes of five regional conlerences held on community
college campuses in which both newly hired faculty and veteran faculty
{those who had been teaching It a two-year college for at least four
years) vere invited to report their views regarding the positive and
negative aspects of orientation. Participants tecalled their own expeti
ences during orfentation and proposed content for a mode! orientation
program.

At each of the conferences, orientation proposals wete drawn together,
elalorated, and refined. The eventual effect of this extensive collabora-
tion by 109 laculty from thirty-five lwo-year colleges wwas to generale a
three-part framework for the orientation of facully entering the junior
caV'ege for the first time. "Must” topics were delineated as (1) the func
tional place of the two-ycar college as an institution, (2} the role ol the
faculty member, and (3) the student in the 1wo-year c¢oliege. The inhet-
ent, ovetall objective was lo assist new faculty members in every way
possible 10 become more aware of themselves both as teachers and as
participants in the junior cglisge.

The Tiwo-Year College as an Institution. The topic, ““the two-year Col-
lege as an institution.” generally tates high priority. New faculty usually
realize — after having some expetience in the institution —1hal they
need to understand the history and the evolution of the lwo-yeat college.
Institutional variations and differences in character and focus from one
campus to another can be conlusing. Moteovet, facully have varyiag
interptetations of the open-door policy, the meaning of institutional au-
tonomy, and the natute of evolving relationships with othet public and
private colleges. Comprehensiveness, as a general concept, also tequites
some definition. Communily colleges do not need to add to the tostet ol
functions; tather — as new facully frequently will say — some of its pa-
tameters should be mote precisely delineated.

The Role of the Facudty Member. The faculty membet in a juniot col-
lege, to name a lew of his functions, acts as a communicator, an advisor
of students, a mode! for those who would emulate his lite style and ca-
rcer patiern, and a colleague ¢ other facully and staff.
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THE ORIENTATION
PROCESS

The faculty member, I realize, Is more than a classroom instructor
... it was brought ou! that a faculty member has many more obli.
gations than merely teaching. 1 became fully awate of this after my
first month of work (26).

The demands of eflective teaching require that insttuctors have infor-
mation about the students they will teach, although a considerable num-
ber of new appointees have almost no frame of reference by which to
begin building or planning their course presentations. Nor do they have a
gauge by which to knowingly evaluate student pctformance. They have
few measures for judging the reality of the expectations they consciously
ptonounce for students, and in short, they often learn what junior college
students are like by trial and error.

The Studcirt in the Two-Year Colicge. The PDP group utged that orien:
tation programs devole considerable time to analyses of student data,
sample profiles, anecdotal reports by expetienced faculty, and reports
from admisstons ot the dean of students office. Student panels provide
an exposure to patticular issucs that can be desctibed in no adequate
way other than thtough ditect confrontation with the students them-
selves, Such issues fnclude the constraints imposed by living at home
and working patt time, the problems of a tight schedule, limited time for
campus activity, and little relief from education:al styles known throughout
most of one's school years. The effotts to brief new facully about students
should be successful and accurate: specific informatioi: is very important,
espectally to ward off later disillusio.iment with students or with oneself.

Heating ftom students themselves about their hangups on the com-

munity college, as well as its positive aspects, was the most valuable

component for me (PDP patticipant).

Emphasize — for those who hare taught before — that the two-yeat

college student fs very different from students they have tavght in the

past (PDP patticipant).

As was noted above, all the evidence suggests thal there are al least three
areas of concentrution that need to be covered in the orientation program.
First is the institution. The faculty membet must know the Institution, its
objectives, and ils philosophy if his role is to have sense and meaning
and if he is to meet satisfactorily the demands of this role. In addition,
the institution must be seen in the context of its Immediate envitonment
{the community) and the national environment (history, development,
and cutrent issues). It must be placed in a perspective that engenders
total undetstanding of the college — where il has been, what it §s doing,
and whete {t is going.

An understanding of the institution and the students is necessary fot
the faculty membet to comprehend his tole and its demands. This dimen-:
sion involves the idea he has of his tole as he petforms In class, as
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BEFORE THE
PROGRAM

advisor to the students, as a member of both the college and general
communities, and as a colleague to other facully and administralors.

Comprehending the students is the third area of importance in orienting
the new faculty member to the junior college. Learning about the stu-
den!s through a process of trial and error Is a waste of human resources
and somielimes a tragedy for some students who are subjecied to this.
The new faculty member can and should know more than a demographic
description in order to understand, apprectate, and empathize with the
students’ personal and vocatlonal goals as well as their life styles.

Certain characteristics of the program — for Instance, the way It Is
planned — may be as important as the content and actual format of the
orientation proceedings. There are many faclors that set the stage for
the entrance of a new facully member — entering the organization, adapt.
ing to it, and leaving il should sll be viewed as stages in the process of
the continuing development of an effective facuity.

The point at which a person begins to form his image of the anticipated
place of employment Is ofien difficult to asceriain, although this probably
happes:s during his first contact. At Sullins College {Virginia), six 1o eight
hours ate devoted to the employment Interview and tours of the campus
and communily. Stripling (51) has identified a number of procedures that,
while not a part of the formal orientation, may nonetheless be In Initiai
catalysts in the process of assimilation and socialization. These include:

a. peisunal letters of welcome (not form letters)

b. a supply cf up-to-da.e printed materials: a faculty handbook, a guide lo
the city, samples ol academic and administrative forms used, student
handbook, inlarmation relative to student personnel services, general
tegulations, and Information pertaining to facully counseling

C. a summer newsletter

d. a copy of the local newspapet

e. a copy of the campus newvspaper

f. personal informetion teganding housing, schools, shopping, etc., for the
new faculty membe:'s family

g. assistance in secuting housing, loans, elc.

The present model for orienlation proposes that an important element
— in fact, one of the Xcystones of any orgarized sozializalion eflort — is
the "buddy’ ot sponsor system. There may be a humbet of modifications,
but basically this means the assighment ol a senior facuity member lo a
new {aculty member fot tle orientation petiod — whether for a day or a
yeat. Many of the instructors in Eaton’s sample (10) reported using surh
a device; Richards {(44) repoticd this as a feasible “'critical incident” that
assisted Instructors in adapting to their new institution. Colleges in out
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PLANNING THE
ORIENTATION
PROGRAM

sample that reported using this device included: Notthamption Area Com-
munity College {Pennsylvania), Mt. Hood Community Coltege {Oregon),
Delta College (Michigan), Edison Junior College (Florida), Foothill Col-
lege (Califotnla}, Long Beach Cily College (Californta}, Wylheville Com-
munity College (Vitginia), and DeKalb Collega (Georgia).

The sponsor system provides the new iInstructor with reinforcement
and a role model. Although he may later seek a different model or mod-
els, he Is not faced with the awkward task of searching for such a person
during his first few weeks on campus, a peiiod when he has myriad
details demanding attention. The sponsor provides information that has
been gained from experience and familiarity with the institution; thus
the new faculty member is not always in an "asking” position since
asslstance fs available to him whenever he needs it. This will help to
convince him that othets in tlie institntion ara interested in him and wiil
aid his movement Into the institution as well as engender a posilive image
and sense of community.

Planning the progtam will include some of the same elements as planning
new coutses, school cutticula, ot special workshops. (Interested individ.
uals are brought together: they agree upon objectives, decide on proce:
dutes for atlaining the objectives, and ways of evalualing whether ot not
the objectives have been altained.) There is some evidence that has been
reported to teveal the “top heavy” nature of planning, however. Some per-
sons — fot example, facully membets — who conttibute immensely to the
planning ptocess have not been involved enough in eithet the planning or
the subsequent program implecmentation. However, Laban Peachey, Presi-
deni of Hesston College {Kansas), replied to our iriquities as follows: "Out
group is small enough that we had fetlow teachers {nitiate new facully in
the basics of our campus paltcrns and work at our facully retreat.” This
should be the aim ol orientatlon planners ou all campuses, latge and
small.

Facllitating new faculty meinbers’ entry into the community cotlege is
more eflective when influenced and gulded by present faculty rather than
by adminisitators. Adaptation and a smooth transition depends in large
measure on idenlification wilth colleges, and it is only treasonable,
thetefote, lor those colleagues 10 conttibute 1o the planaing of the orien-
{ation. The same may be said for involvement in the program ftself.
Planning should elso take into considetalion the backgrounds of new
faculty members. The experienced teacher who has been [ut several
years in similat institutions has difletent needs from the recent graduate
student, the businessman, ot 1'.e retited military officer. And by the same
token, though there &re certain things 10 be leatrned aboul the finstitu-
tion, these cannot all be discoveted in the same ‘wvay.

Figute 1 shows how the planning and program tommittee lot the fac.
ulty orientation could be made up.
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FIGURE 1
PLANNING COMMITTEE FOR ORIENTATION PROGRAM

Academic Dean
of His Representative
1

Students
(Second Yeat)
2

Taculty Who
Have Pecently
Undergone
the Process
2

Faculty Chalrman (1)

\‘ Orienlation
Tarning and
Trogram

Committee;

{11-\Membee
Cotmmitiee)

Outside
Consultant
1

Experienced
Faculty from
Various
Disciplines
2

Membet of
Commenity Council
Advisory Commitlce

tA Representarive
Commanity Contridutot)
1

Representative
from Student
Persorhel Cfice
1

Total- 11 tircteding (Pairman)
{Subdgroup To Act as a Working Comamitice)

DURATION OF hen time boundaries ate sel fot orienlation, an artificia! delineatior is
THE PROGRAM created since orientation, as a socializaticn proce:s. is not completed by
the time the otientation workshop ends. Richards (44:105) has reporied,

however, that facully membets ohject to ori~niation neelinrgs thal ate

100 long. The Professional Development Project pstticipants suggesied

two and one-half days as an ideal {shoit term) orienlalion period, bu'
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THE BEGINNING
OF ORIENTATION

Pettibone’s study (40) prompted him 1o conclude thai brief, initial orien-
tations are almost worthless unless they are subsequenily followed by
meaninglul sessions held at designated times during the year.

Many orientation programs span a period of four or five days because
of college staff aiteipts 10 communicate voluminous amounts of informa-
tion to the new faculty members. Much of this Information can instead
be put in wriling and mailed to pecple prior to the formal meatings €0
that the material can be digested more eacily. (Faculty members have
indicated in numerous reports that too much Is presented too soon.)
Some reports suggest that an orientalion period of longer than two or
three days tends to create boredom and fatigue. It would seem wise,
therefore, to stay within a three-day limit, ivhich does not detract from
furiher concideration of Petiibone’s point. The length of orientation can
be gauged by its goals — it extensive socialization §s to be accomplished,
it will teke a longer time, whereas if a compiehensive faculty develop-
ment effort is infliated, the early meelings need deal with only the most
important topics.

The mecting days should be selected carefully. They do not have o be
concusrent; indeed, a brief respite betwween formal meetings may result
fn more attentive and receptive participants. Faculty respondents in Rich:
ands’ sludy indicated that orientation meelings were sometimes held dur-
ing teaching hours after the semesler had begun. Obviously, some meet-
ings should be held prior to first classes and should be conducted at times
when all new faculty are available to participate.

Orientation begins before thie person even sets foot on campus. The col-
lege has an obligatlion to project tiself to polential candidates as early
and as accutately as possible, and failure to do so can encourage feelings
of disinterest on the part of the stafl. Time devoted to potential candi-
dates nets a teturn in human investment, regardless of eventual employ-
tnent, and the time that is devoted to thase candidates who are hired may
have great bcarings on their perceptions of theit new employer as well as
the psychological set they have regarding the college.

The first formal contact after Interest has been established — typically
by letter — should not be merely an administrative interview. The can-
didate mav be given & tour of the campus, preferably by a faculty ment.
ber from the department he aspires 1o, or by a student. He sheuld aiso
have the opportunity for lengthy discussions svith faculty members and
his depariment chairman. Someone should fnform him about specific
aspects of the community In which he will be living, also. What housing
fs available? What will il cost? Where ate schools located? ¥What gradu-
ate programs are accessible? VWhat kinds of culiural, recreational, ang in-
tellectual oppottunilies ate available for him and his family?

After the contract verifying employment has been received, the hew
facuity member should also recelve various materials to &cquaint him
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TIMING

with the demands of his new position sc thal he may take the lime, at
his own convenience, 1o become familiar with the college’s policies and
procedures before he reports for his first formal orientation.

The core of the orientalion and development program is the pre-semes:er
meeting. Many of the events can Le |rogrammed during a two- or three-
day period and some posiponed for a laler one-day session in the en.
golng development program, the “mix" depending on immediale institu.
tional and personnel priorities. The present model proposes & minimum
of five days of in-service development spaced over a period beginning
in late August and terminating in late May. (See Figure 2.; Assuming the
candidate has been offictally inviied by the coilege to join the professional
staff, the crucial faclor notwv becomes the process by which he is brought
face to face with tiie dynamics of his new environment, The pre-semester
meeting should inctude the following components:

1. Dialogue with new colleagues about the puiposes and “reason for
being” of the college. This dlalogue can be enriched by the perspective of
interested trustees and members of the support community (i.e., individ.
uals from various advisory groups). All of the feedback on present orien-
tation programs affirms the need for group sessions that are guided, but
not directed, by & core of knowledgeable persons; this means mote re-
Hance on parlicipation and les3 oen speeches.

2. Examination and intevpretation of data aboul the characteristics of
the college's student bopulation, as well as some background on the ecol-
ogy of the college and the community. This should be suppotted by the
ptesence (and patticipation) of students during the orlentation proceecd.
ings.

3. Opportunity for various inpuls concerning the dimensions of the
faculty member’s role. This means leaving room for difteting views. For
example, kow da the counselors and members ol the dean of students’
office view the teachers? What do they consider effeclive? How do they
handle the feedback they get fron: complaining — and somalimes prais-
ing — students? What is the department chairman’s perspective? Is it
similar to the way the dean or the presideni views the leacher? And what
about the interpretations of faculty role by a panel ol studenls? Through-
out all of this, the interface ol experienced colleagues with the new col-
league will be continualiy stressed.

The second mceling would pethaps take place in November (see Fig-
ure 2}, at which lime the netv facully member has had enough experience
and exposure to the college situalion to decide the particulat kinds of
professional assislance he heeds most. A one-day session would deal with
emergenl problems that have been idenlified by the new faculty men.bet
and his sponsor. Even patiial resolution ol these wwould facilitale adjust-
ment to new role demands, some of which could be creating needless
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FIGURE 2
ORIENTATION SEQUENCE
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pressure and conflict. In addition, the now faculty member would have
identified many gaps in his knowledge of the institution and its students.

By mid-year (or between semesters), a one- or two-day retreat would
focus on the more complex issues of advisemeat, classroom versatility,
and student assessment. Plans for correcting misunderstandings and de-
veloping strengths could be made in cooperation with the professional
counseling staff, the media, and/or instructional aides, stafi, and aven
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GOAI.S, BREMISES,
AND EVEMTS

outside consullants. The retreat atmosphere, undisturbud and away from
the institution and its problems, allows time for professional contempla-
tion as well as problem solving. It may function as a “binding” experi-
ence, where people come to know cne another as people rather than as
titles or simply teachers in ccrtain depariments. Examples of this type of
program are: Flathead Valley Community Coilege (Montana) has a re-
treat at a local dude ranch; Lower Columbia Coilege {Washington) en-
courages new facuity and their families to spend two days at a local "Y"”
camp; one of the New York Metropolitan two-year colleges has a retreat
at a hotel for a weekend.

Consultants can be used at this point. An individual consultant or a
team can attend to the work of arranging program detatls that will allow
all of the college personnc. the opporiunity of becoming participating
equals. Management gaines, role playing, simulation, and other methods
used by businesses in their seminars can be modified for use with college
faculty. The American Associaticn of Junior Colleges is presently utiliz-
ing, very successfully, a private consulting firm to organize and manage a
series of learning and instructional rotreats.

The culminating event of the orientatior -development program should
he a one-day period of recall, assessment, and planning. The original
objectives cf the program should be discussed in terms of semester reali-
ties for tiie individual faculty member, and an assessment of whether or
not the cbjectives have been aftained should be made by both planners
and participanis. The structural elements of the program should also be
evaluated, especlally in terms of theiv centributivn to or interference
with the total ortentation progrem, This program need not be the same
for all new faculty nor the same each year. The Tarrant Junfor College
District (Texas) and Ottumwa Helghts Junior College (lowa). for exam-
ple, have separate developmental programs for different departments,
each reflecting the needs of the faculty In that area; Chiesapeake College
(Maryland) works out an “individual master plan for professional de-
velopment” for each faculty member.

In the discussion below, several basic goals of orientation are designated,
with a slatement of the pramises on which they are based; various
activities that have taken place on certair. community college campuses,
or that have been suggested as possible activities for planners to con-
sider, are also included. Nct all of the events listed can be condensed into a
singla orientation period, not do they need to ba. Some goals demand im.
mediate attention on particular campuses and others are better achieved
after the instructors have been on the job for a period of time. All will
depend on the characteristics of the college ard its new facully, which
Is further reason for spacing the orientation.

Specifically, local orientation Information {n printed form can explain
hoard pollcies, various collega regulations, fringe benefits, grading pro-
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cedures, financlal support, salary at'Jd promotional information, etc. All
of these can be found in any good faculty handbouck. But what is not
usually found is an introduction to the world of the junior college beyond
a one-campus perspective.

The model for orientaiion suggested here, while preserving local orlen-
tation content, urges that this “‘beyond the trees” view he emphasized.
While not mintmizing the need for the new faculty member to know the
score on his own campus, it is also crucial for him to understand the
occupational nijlleu of the comprehensive cominunity college in the
1970’s and the national picture of community college issues. In sum, the
broadest possible view of education bayand the high school needs to he
engendered. The goals, premises, and a sampling of events that have
taken place on varidus collcge campuses, or are suggested for orientation
programs, are shown below:

X " ¥

Goal I: To developy in new fecully members a knowledge and appre-
ciation of the history, philosophy, and goals of community colleges in
grneral and their institution in particular,

Premises: Generally the new faculty member has very little knowledge
about the developm.ent and historical background of the two-year college
as it relates to and is distinct from other segments of Amerfcan higher
educaticn. Similarly, he has limited information about the history and
development of the particular ccliege with which he 1s now associated,
and he is scldom acquainted with the state or local district system witly
which his Institution is affiliated or the basis of financial and political
support and contro) of the college. The objectives and goals of the college
and the particular mix of students to whom he must relate are usually
not clear to him either.

Events.

1. Films, such as the one funded by AAJC ard Sears, Roebuck Foun-
dation — “The Now Colleges” (this was used in muny of the orientations
reported in the present survey).

2. Panel discussions wherefn veteran faculty can react to the coilege
president’s stated views of the collega’s philosophy, puiposes, and func-
tion.

3. Video tape interview on objectives and purposss of t=n-year col-
leges (such a tape is produced by the TV College cf Chicugo City College).

4, Panel discussions such as the one presented by Middlesex County
College, New jersey, on “The Social and Political Environment of Middle-
sex County.” Panelists included the mayor, a professor of political science
from a neighboring university, a hospital director, and a newspaper editor.

5. A dinner for faculty and board members, such as the one spon-
sored by Wytheville Community College in Virginta.
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6. Film and panel discussion; Vincennes University, Indiana, used
“Issues in Educatlion” followed by a faculty panel discussion of the film.

7. Group discussion; “The Role and Purpose of the Cominunity
Junior College” and “Curricula Programs for Junior Colleges" were topics
used by Kendall College, Illirois, for group discussion meetings.

8. Small groups made up of three siudents and six faculty discussed
purposes, functions, and objectives at Mesabi Community College, Min-
nesota.

9. A presentation of “Qur Community” was made at Bolse State
College by the executive vice president nf the Chamber of Commerce.

10. Involvement of members of college advisory committees in dls-
cusslo::s with new faculty of their role and perceptions of the college’s
rols.

11. At Grand View College, Iowa, the vice president for academic
affairs hosted presentations and discussion groups at his nome.

12, Chabot Coliege, California, has an “armchalir tour” with photo-
graphic slides.

13. Danville Junior College, Nllincis, produces a “Know-Your-Trust-
ees” hulletin.

14. At Marshalltown Comiaunity College, Jowa, the Chamber of Com-
merce hosts a breakfast for new faculty.

15. Members cf the orlentation committee may take the new faculty
on tours of the community,

16. Orientation to the community at Lehigh Counly Community Col-
Iege, Pennsylvania, is provided by the college’s women's club.
» L} ¥

Goal II: To enable the new facully member to be a growing, profes-
sional teacher and (o comprehend the variability of students’ inteliectual
charactevistics, background, and certain non-intellectual factors that, as
rescarch on junior college students indicates, can eithc~ enhance or ne-
gate their performance,

Premises: New faculty, particularly those who have never 1aught in a
two-year college, have minimal knowledge of the abilitles, needs, and in-
terests of junior college siudents. Seldom are they aware of the socto-
economic backgrounds and life styles of their students and the implica-
tions these have for success or failure in the teacher-sludent relationship
and the resultant learning. Furthermore, new faculty can be aleried to the
special needs of adult learners in the junior colleges; and the implications
of the open-door policy should be explained and justified.

Events.

1. A student panel on expectations and responsibililies of students
was presented by the Seattle Community College District.
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2. Yuba College, California, took new faculty on a tour of Beale Air
Ferce Base to help them beiter understand the environment of the many
students irom that instaltation.

3. The roles many of the students would be assuming was explained
to new faculty at Delawaroe Technical and Community College by repre-
sentatives of local industries.

4. One phase of the oriertation program ar the College of DuPage
in 1linois was entitled “A Studeni-centered Orientation.”

5. Group discussions on the junior college student were conducted
at Jef(erson State Junior College, Alabama.

6. An indepth study of student characieristics followed by facully
discussion was presented at Tarrau! County College, Texas.

7. A presentation on the hature of leadership and the dynamics of
groups was accompanied by group sensitivity training at State School of
Science in Nosth Dakota.

8. A former studient at Ellsworth Community College, lowa, pre-
sented the students’ view to new faculty.

9. Students were included in a panel discussion that was ors~~.zed
at Staten Island Community College, New York. The topic was ‘SICC
Faces the Student-University Crises.”

10. Wytheville Cominunity College, Virginia, uses the “buddy sys-
1em’’ during the scheduling of advisees.
11. At the University of Minnesota State Technical Coilege, students
visit faculty in their homes dviing orfentation.
¥ ¥ L

Goal III: To describe and demonstrale (o the new faculty member the
full range of his role responsibilities both in and outside of the classroom.

Premises: Traditional methods of teaching college students are not
totally effectlve with the broad range of students found in the two-year col-
Jeges, and the faculty mmember’s responsibility involves much more than
just teaching a particular subject in a classroom. There is a need 1o rec-
ognize the interrelationship between the college and the community, and
fmplication for the faculty’s role therein, as well as a need to comprehend
the total instructional program of the college and the philosophy on
which it is hased. An understanding of the relatlonshin between indi-
vidual faculty and the college fn terms of teaching load, salary and
benefits, governance, and retention and promotion is crucial.

Events.

1. Harrisburg Area Community College, Pennsylvania, conducts a
panel discussion on the topic, “Doing Our Thing: Teaching.”

2. Tarrant Couniy }unlor College District, Texac, has set asids time
in its program for Individual faculty preparation, which is based on the
needs of indlviduals, departments, and divisicns.
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3. luzerne County Community College, Pennsylvanla, uses a pinel
format for much of its orientation. Included as topics for panel discus-
sions are: “'Student Profile: An Instructor’s Point of View,” *Rola of the
Faculty Advisor,” and “‘Cross-Curricular Open Forum.”

4. Chabot College, California, conducis a series of workshops, using
topics selected by faculty members such as instructional objectives, dis-
cusslon group technigues, and community agencles.

5. Chabot Collegs rlso conducts two “know-the-community” hus
tours.

6. A task for new faculty at Norman College, Georgla, is to list
twenty of what they consider to he the most basic concepts their dlvision
would like each graduating student to ne familiar with,

7. A panel of instructors at Catawba Valley Technical Institute
in North Carolina discusses ways and methods of improving instruction.

8. The objectives for faculty members during the pre-semester pro-
gram at Mount Vernon Junior Gollege, Washington, D.C., are to: (a) de-
sigit a system for preduction of an individualized package; (b) determinc
criteria, evaluation, and objectives for the package; and (¢} outline a
lesmning strategy for the package.

9. North Shore Community College. Massachuseits, uses a panel-
discussion format to cover a hroad number of questions that touch on
many critical orlentation topics. Audlence participation follows the panel
discussion.

10, Irstructors employed in the Trade and Technical Division at
North Dakota State School of Science who have had no teaching experi-
ence ara given hoth pre- and in-service training on teaching methods.

& L 4 »

Goal IV: To make the new facully member and his family as comfort-
able as possible in their new environment.

Premiscs: The personal and family comfort of a new job aspirant has
a decltded eftect on his work performance.

Events,

3. A handbook with photographs and biographies of all new faculty
was used by New Mexico State University.

2, Del Mar College, Texas, has & luncheon and tour for new faculty
and their spouses.

3. A buffet for faculty and their spouses is sponsored L' Mohile
State Junior College (Alabama). ''{The buffetj ., . Is planned with the
idea that direct communication can be established among members nf
our college commuuity ond that it will serve as a springboard for a
closely knit and functioning family .., ."”

4. Mercer County Community College in New Jersey has conducted
a brief orlentation for the wives of new facully. Staff discusses what the
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EVALUATING THE
ORIENTAT!ON
PROGRAM

community college Is and attempts 10 answer the questions that many of
the women have about the coliege — especially because it inay not fit
their stereotyped Idea of “college.” Opportunity is also provid:d for wives
of current faculty and administrators to welcome the newcomers ‘o the
college community.

There are at least three ways to evaluate orientation programs: (1) pre:
post testing — to measuce the candidates’ attitudes about the community
collega and the environment for teaching before and after the orientation
peviod; (Z) personal critiques — wherein partictpants are asked to evalu-
ate the or’entation program either immediately following a sessio.t or at
a later tinte during the year; and (3) evaluation by olservation of per-
formance - - individuals, operating either singly or as part of a team, can
offer judgments about the adapiabjlity of the new faculty member in
ierms of satisfactory performance of his role.

Pre-Post Tecting. In a number of orientation programs an altempt has
been made to measure changes in attitudes or changes in the amcunt of
krowledge a new facully member has about the two-year college. At Wil-
litam Rainey Harper College (Illinois) (28:8-i0 and Appendix), a pre-post
test survey of faculty attitudes was developed for use with the charter
faculty group. A modified version of 1his scale was also used by the orien-
tation team of the Professicnal Development Project, and the feedhack
from both of these programs revealed significant positive movement in
new faculty’s attitudes. The question can be raised, however, as to whether
some of the responses were mere intellectuel exercise., an agreement
with what candidates expected they should betieve, or whether they in-
dicated acceptance of new views about the two-year college.

Although this type of measure does have limitation., it is a source of
feedback that can provide a great deal of information to program plan-
ners. In addition, a summary of the yesponses, presented at a final sesston
in the forma! orientation period, can be an excellent basis for planning
an easulng developmental program and can modify future ornientatjon
approaches.

Personal Critigues. Participant evaluation of the orlentation program
can be especially valuable in gauging the effectiveriess of many structural
eiements, as well as the general acceptability of the program to the par-
ticipants and the value of various program events or aclivities. Catawba
Valley Technical Institute, North Carolina, has an evaluation of this
type. Each orientatlon activity is rat-d by the participants, and a sum-
mary page asks general queslions about the program, requesting addt-
tional comments from the participants:

1. What is your opinion of the theme for the workshop?

2. What fs your opinion of the workchop in general?
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3. Do you think CVTI will have a better instructlon program hecause
of this workshop?

4. What subjects do you feel should have heen discussed and were
not?

5. What should be tha theme for next year's wotkshop?

6. Would you llke to serve on a committee to plan next year's work-
shop? (Sign your name if your answer is “yes.”)

7. 1s1his your first In-Service Workshop at CVTi?

8. Please make any additional comments that you would like to make
regarding this year's workshop or next year's workshop.

A simitar approach is used by Eastern Jowa Community Ccllege. Ex-
cerpts from their evaluation form wili give a general idea of the format:

1. Was the general arrangement of the program satisfactory, .e., two
mein addresses followed by a discussion perlod at the tables?

2. Would you like more time for meetings of faculty by subject matter
field?

An even more open-ended evaluation procedure is to ask for essay
responses from the participants. Antelope Valley College, California, re-
quests & “‘reaction paper” from all program participants. The PDP group
requested written reactions from the participants eight weeks after they
had been in their new positions.

The Miami-Dade Junior College Center for Community Development
uses an “instant evaluatlon” in its orientation program, in which the
participants criticize the week's orfentation schedule in light of the re-
marks of the opening sneakess. Modlfications can thus be made imimedi-
ately. The final evaluation i{s small group discussions on the subject of
“Whera do we go from here?”

One problem with such devices is that It is difficult to know when to
tima ths critiques. 1f one waits too long, the participants may have for-
gotten their initial reactions to certain elements of the program — reac-
fons which could be very significant to the planning group. If an imms-
dlate evaluation {s requested, the planners cannot be clear as t9 the long-
range effectlveness of the program; at an early point, new faculty may
not he able to judge what is relevant and what is not. Furthermore, dis-
cussion results often go unrecorded, and if this is the only measure used,
the evaluation is altered by time and perception. The most appropriate
way to evaluate is probably to use a combination of immediate and
delayed assessments,

Evaluation by Observation. Evaluating the program by f{ts product —
the functioning of the faculty member — is perhaps the most problematic
of the three methuds. 1t {s impossible to isolate the factors that may in-
fluence the faculty membert’s performance: his employment, background,
academic preparation, emotiional needs, and many other factors are con-
tagtons In this type of assessment. There is, In tact, no basis for measure-
ment since even spelling out the faculty performance to be évaluated
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SUMMARY

does not allow an accurate assessment as there is nu pre-measurement to
deterniing the individaal’'s base-point, Moraine Valley Commuity College
in Illinois has, however, attempted to form:ulate its orientation objuctives
{ri behavloral terms. Three of the ohjectives of jts in-service education pro-
gram are:

1. Staff will exhihit a learner-oriented attiiude.

2. Swdents will he more successful and satisfied as a result of changes
in the facuity,

3. Staff will use a variaty of instructional modes.

Ken Gry, Dean of Ccmmunity Services at Harford Junior College, Mary-
land, has proposed behavloral objectives for an orientation rrogram,
These are summarized as {ollows:

At the completion of this program of instruction, the new facnlty
member will be able to explain and diagram the organizationat struc-
ture of Harford Junior College and will be able to state its philosophy.
He will be able to identify end describe the retirement and fringe
benefits available to the faculty member and will be able to describe
Harford County in terms of its populationh, economic and cultural
composition, and the organization of its local government. The new
faculty member will be able to design a course of stud:, being ex-
plicit abou! the major course objectives as well as subordinate course
objectives lii terms of behavioral outcomes. He will be able to de-
scribe or outline the procedures for curriculum changes and/or im-
plementation and will be able to describe and define a philosophy of
a comprehensive community college.

All of these are objectives that most institutions acknowledge, although
too few colleges meke the ne-~assary effort to define their orientation ob-
jectives in such explicit terms,

The model that has been piesented for new faculty orientation has the
following general characteristics:

1. Planning °tilizes a comprehensive team of people who have a
direct influence and day-to-day impact on the functioning of the new
faculty member.

2. The orien.ation program {is viewed in the perspective of an overall
professional development plan, spaced over the initial tims period most
critical to the new faculty member's career transilion — the first year.

3. Four basic goals are offered as worthy of imagin.tive and focused
effort by the pl.aning team and the program leadershit.

4. The program leadership {s non-hierarchical.

5. Evaluation is perceived as gart of a yrocess of further planning and
improvement,

6. Orlentation is viewed as a process balanced betwe sn the need for
local indoctrinatfon and a soclalization to the environment of the junior
college.
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ORIENTATION TO WHAT?

The general premise of tiv's monograph is that orientation is a process

chapter 6 that facilitates the role transition and career socialization of people fron
diverse backgrounds :nto community and junior college teaching. It is
also a short-term strategy that functions to partially fill a vacuum created
by the lack of adequate preparation programs for junior college faculty.
Orlentation remains, and will remain, a useful means oi rnatching faculty
needs for personal and occupationally relevant information witit the in-
stitutional demands for efficiency of operation.

While the situation is certain to change in the next ten years, anyone
reviewing the work-world of the junior college at that time will probabiy
still reserve mild comment for any model of orientation that is totally
divorced from prepar~tion patterns. Yet, we expect that orlentation
viewed as a binding tecanique will gradually become enmeslied in the
concept of professional two-year college faculty preparation. What this
implies for actual orientation programs is difficult to assess. The chang-
ing conditions wiil necessitate an orientdation/soclalization process at-
tuned to different sets of demands, some created by changing institutions
and some dictated by changing personnel; soclalization will remain an
important faclor in ths entry of new members into an organization.
Therefore, although the content of orientations may change, the hasic
structure and approach we have proposed could be adapted to any new
conditions. Thuz, the primary question is not “What will orieniattons be?"
but instead, “Orientation to what?"

THE DEMAND FOR The marketplace for almost 1,050 two-year colleges (currenily employing
FACULTY about 85,000 full- and part-time faculty as well as 11,000 adminisirators)
is becoming increasingly visible. More than 20,000 junior college vacan-
cles are expected to be available each year for the next several years, an
estimate which takes into account both the new positions and the turn-
over rate of aboul 15 per cent,
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THE ROLE OF
GRADUATE
SCHOOLS

OF EDUCATION

The public two-year colleges in New York State, for example, will need
almost 2,000 new facully each year duting the period 1970-1976. The un
gency of this situation has compelled the authors of the Nelson Report
(37} to recommend that:

The central adminisirations of both the city and state universities
should take steps 10 establish master’s degreo programs designed spe-
cifically for the pre-service training of two-year college facully. Such
programs should be established at a minimum of six senior colleges or
university centers of the State University and three senfor colleges of
{he Gity University with intial enroliment goals of at least one hundred
students in each program. Such programs would begin to supply per-
haps one-half of the annual number of faculty needed in the two-year
colleges.

A lotal of the definablr  formalized funlor college facully preparatlon pro-
grams thai are legith ‘v classified and operating as such can, however,
produce only about »  _..ofessionally qualified candidates each year. (A
massive effort 10 establish prolessional two-year college faculty prepara-
lion programs wonld ba the only way lo supply the number of approprl-
ately socialized laculty members needed.) Yhis is not to say thal there wili
be a shortage of qualified applicanis; rather there will probably be a lack
of phitosophically “tuned in" candidates. Cadres of new faculty from
many, as yet uniapped, sources may presenl themselves to the college
as candidales for teaching positions, bul it is unlikely Inat these candi-
dates will be aulomaticully compatible with the atms of the institutlon.

A cursory review of orientation and preparation literalute also sug:
gesis that the junior college may be burdened with some 1imidity about
departing from Iried and trce models of teacher prepatation. Yel some
junlor college leadets do rccoghize the fact that little evidence exists to
support the traditional intermship concept deployed in secondaty school
tencher prepatation.

The small nhumber of deliberately designed progiams fot two-year «n'lega
faculty preparation Is notl due entirely to a lack of inlerest on the part
of seniot Instilutions. However, those who leach in four-yeat colleges and
universitics must come to realize thal theit fate Is inexotably tied t2 the
quality of the two-yeat coltege educational effort. This siiuation s parily a
funciion of the shortage of four-year college and university facully who
have firsthand experience in the evironment of the juniot college or
have wilnessed the special issues confronting juniot college instruclors.
Interest Is increasing, however, and Is gradually overcoming the skepti-
cism of upper division facuity who were initially hoslile (o the idea. Esch
day the two-yeat college assumes motu educalional stabdility and legiti-
macy. Growing professional interest Is sanctioned by facully membets’
concern with the content of introductory courses, the quality of available
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teachers in fast-moving disciplines, and the faci that more and tnote stu-
dents ate iransferring [rom junior colleges to four-year colleges and unl-
versities,

One new approach {ot training two-yeat college {acully is being pro-
posed by the Union for Research and Experimentation in Higher Ed.ca-
tien, a consorlinm of colieges and unlversities centered at Antioch. In an
EPDA-funded study, Edward Cohen, former direciot of hwo-yeat Colleges
in New Jersey, proposed a new model of graduate tralning centers to pre-
para community college faculty. The study proposes that the centers
themsetves reflect In many ways the selling in whichk the siudents will
lalet be teaching — the community college. Thus the centers must “'pre-
figure"” the structure, learning siyle, and the counseling emphasis of two-
year Institutions. (They become, in effect, a lextbook.) The program will
emphasize the following subsiantive eiements in {ts training program and
in the pedagogical style {1 witl engender:

1. Adoption of Bloom's "learning for mastery” concept

2. Reorganization of the curricula along socletal fssues and cross-
disciplinary lines, especially in introductory coutses

3. The college as community (the whole alleclive domain of lcarning}.

Organization of the academic program whl siress mulliple entty and extt
points: progtams beginning as eatly as the junior year and continuing
for most students through the masler's level -- and for some, through to
the d xtorate; a onc-year supervised internship in communily colleges;
and an exiensive in-service pro_.am.

In ordet lo serve the more than three million junior college students in
tha next decade, tivo-yeac colleges will have to be formally linked, in
cooperalive ways, with all levels of higher education. Examples might be:

1. Regional supporl systems for laculty preparation that will join lwo-
yeat colleges with four-year colleges and/or four-yeat colleges with uni-
veisilies

2. Regionalism in teference to recruilment, prepatation, and in-sctvice
faculty development

Y Establishment of joint facully aopoiniments on more than a loken
basis and joint parlicipalion in boti* research and experimental projects

4. Cluster relationships betwveen vatious institutions that provide new
rontexts for focus on the qualily of undergraduate teaching in both two-
yeat colleges and fout-year colleges

& Fresh curricular alignments between the lirst years of college in any
type of highet education institulion with the pregrams in the upper di-
vision.

Where public two-yeatr colleges are recognized for their distinct role in a
system of higher education (e.g., California end Florida), a variety of in-
stitutional agreements may prosper.
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ORIENTATION FOR Tho following propositions have avolved out of tho authors’ discussions

THE SEVENTIES: with community and junior college facully and adminisirators. They are

also the results of reflection following orn-site visits with private and

public two-year coilege slaff fn Florlda, Michigar, North Carclina, New

CONSIDERATIONS York, lowa, Maryland, Maine, Massachusetlls, Oklahoma, New Jersey,
and Puerto Rico.

Opportunitles 1o test certain of these proposals before & group of knowl-
edgcable faculty have occurred al various meetings — including the first
"Seminat for Masler Teachers in the Community-Junior College” held at
Weslbrook Junior College, Maine, during the summer of 1969. Al that
time, veteran faculty from tweniy-lwo stales engaged in a spectrum of
discussion regarding not only the present bul also the future of the work
situation In the community-junior college.

Gracuate students fro:n community colleges are in a position to pro-
vide an "'on the firing line” perspective; their concurrent analysis is also
fncluded in this chapter.

The propositions presented hete are neither prophecy not conjecture;
rather, the,; are calculated asserlions swhich we trus* will be confinned
by lime. In terms of desighing and implementing new faculty orienlation
progtams during the ptesenl decade, we need 10 ask:

1. Who will he teaching In the junior-communily college?
2. Who will be ettending the wo-year college?

3. What types of programs will the college ofter?

4. What wili the college be like?

1. Who will be teaching in the community-junior college?

J. The generalist-teacher will he suppotted by a core of speclalists.

Achieving a broadert ringe of inlellectual ability and molivational force
among the student population in the two-yeat college requires the sup-
porling activity of a hew cadre of speclalists. Some of these are beginning
to be Identified on ccllege staffs as Instructional Assistance Specialists,
Instructional Resources Specialists, Media Specinlists, and Computer
Assisted Instruction Specialists. These individuals are knowledgeable about
a vatiely of assislance strategies by which the achievement of cerlain edu-
cational objectives can be telated 10 certain content tequirements. They
are emerging as separate, equal, and necessary components of an eftective
professional teaching stafl, usually setving as in-honsa consultanis. Evi-
dence of thelir educational recognition and matket value is the upsurge
of special workshops and seminars to introduce the genetal facully t¢
the tole of technological toots In the total educational picture.

A Curricaoum Specialist may function as a catalyst, assis.ng willing
facully in developing imaginative coutses and progtems that are compati-
ble with the inlerests of students and inslitutional putpose; such a spe-
cialist could imuneasutably enhance the unique identity of the junior.
community college. A further useful tole would be 10 act as a curriculat

63




Jink between what tho two-year college progeain s attempting to accom-
plish and what the upper-division college perceives as part of the on-
going educational program.

The junlor college, if truly responsive (v an open-deor philosophy, will
need a coro of learning specialisis who have been irained to commu-
nicate effectively with those students for wwhom the present educational
system s almost a lotal loss: the Remediai andfor Developmental
Specialists,

The Community College Rescarch or Development Specialist s another
role to consider. Without detracting from the major priority given 10
1caching, thera Is soma evidence thal people in community colleges wouild
like t accomplish thelr own research in a professionally competer! man-
ner. peclal programs, such as the one inltialed by the Regional Fduca-
tion Laboreiory for the Carolinas and Vicginia, under John Roucche's
directicn, attest to this trend. An “in-house researcher could provide
facully with pertinent dala on what Is being retained in the classtoom,
evaluat'on of innovallve approaches, and accumulation of an on-going
dala bank for all staff members 10 use.

2. The major source of new junior-community college facully wi'l be
the graduale school, and furthermore, there will be an increasingly wide
range of sources.

One of the characieristics of present junior college facully is the fact
that instruciors who have had previous teaching experience have usually
taught in secondary schools. A significant change in the next decade may
be the amalgamation of individuals who have had almost no teaciing
experience or have had experience from a variely ol places other than
the secondery school. Three greups will contribute 1o this rostet: retited
military personnel; martied women, age 35-50, whose college careet was
interrupted and who are rec-'y 10 reenter the work force on a professional
level; and Ph.D.'s who formerly would have by-passed the juniot college
but now recognize its carecr potential.

Fred Hechinger (22), noting a present slow-down in the Ph.D. market-
place, patticularly in ke fields of English, hictory, foreign languages, and
mathematics, has staled that:

For some students, the situalion may lead 10 a reacsessment of aitt-
tudes based on the expecletion of personal eccacmic securily and
almost unlimited options . . . an immediate benefit might be the staff.
ing of the Juniot college, liie most rapidly growing sector of highetr
eduration, with beltet teachers.

Graduales of Wwo-year colleges who decide on a teaching cateet and
who identify apptoptiate educational channels after transfer 1o an uppet
division unit, may culminate theitr program with a faculty appoiniment to
a junior college.

3. Federal programs will provide @ major impetus for large numbers
of Junior-community college leachet preparation programs.
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When the Department of Heallh, Education, and Welfare first intro-
duced the Education Professions Development Act (EPDA) {or Congres-
sional dehate in 1967, a major putrpose had to do with stimulating senior
culleges and unifversitics 1o plan special institutes for two-year college
faculty. Now, thtee years later, hundreds of such institutes have been
funded and a few long-range development programs can be traced to this
impetus. It is anticipated that new federal legislation, together with spe-
cific directives from state education departments, state boards of higher
education, and community college coordinating &genctes, wilt accomplish
the goal of institutionalizing such programs.

. 1Who will be attending the comnrunity-juitior college?

1. Within ten years, a majority of the students who enter higher edu-
cation for the fitst time will enter via the two-year college.

Accurding 10 United States Office of Education data, two out of every
seven college students in the United States are atlending a junior college,
and amony the first-time enrollees in higher education, four out of ten are
in two-yes. fastitutions. In some states, a majority of il the students in
post-secondaty institutions are in two-year colleges. Thus it would appear
that a ereater burden c¢f responsibility wilt be placed on the junior-com-
munity college for initial college work. This is viewed as both econom.
fcally* and educationally sound. Enrollment in iwo-year colleges is cut-
rently increasing at 1wi-) the rate of enroliment in othet institutions of
higher education.

2. Educationally disadvantaged students will form a larger ptopor.
ticn of the student body in public community colleges.

The junjor-communily college —— which hationally ts ptimarily a rural
institution — has yet to demonstrate its real commitment {o educationally
disadvantaged students. Black students, for example, find no urban com-
munity college in several of outr country s largest rities New York City,
Chicago, and Los Angeles, on the other hand, do serve substantial seg:
ments of the disadvantaged. The colege itself is not wholly a titst chotce
for son:e of the educational mt ities, but new forces are opetating to
bting the juniot colicge into a inute valid position. Special cateer legis-
lation, luller recognition by parents and high school counselots of the
value of an assoclale degtee, and the visibility of a specially geared pro-
gtam slafied by apptroptiate personnel are factors that will function to
bring the two-year college inore clearly into view.

3. Lamer proportions of the student body will be made up of patt
time students attending classes on a round-theclock and yeat-round basts.

Although many two-year colleges are incteasing theit setvices for patt.
time students, this s still a neglected group. An example of this lactor

* Sevetal econotic features come to mind. Ralph Tylet has noted that the pet
capita annual cost of the education of undergraduates in foutyeat ¢lleges and
universities is teo to five times that of the juniot colleges. Tax-minded legislators
are beooming ¢iert 10 such observations.
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Is the negligiblo amount of (isanclal ald available to part-ime stu-
dents. These students come and go; half of them many be new to the
college cach semester, and most colteges do not know why they conwe or
why they leave. However, the nuinber of patt-lime studenis incteases all
the time — for instance, enroliment of housewives filling un-used hours,
urban blacks attempting ic Improve themselves, technicians keeping
abreast of their {ield, and veterans who must wcrk as well as go to school
to supplement theit G.1. Bill income. In the future, part-1ime students may
aven consist of workers whose unfon contract includes reimbursement
for educatlonal expenses, teactiers’ aldes who ate working for assoclate
degrees, supetvisors from local planis who g0 to management wotkshops,
and even graveyard shift workers who altend college in the eatly motn-
ing hours.

4. The iwo-year college may become a speclal focus for veterans who
are re-entering clvilian life.

A grant from the Carnegle Corporation to the American Association of
Junior Colleges will put into operation a program to insure that channels
are open between the military and iwo-year colleges. 1 has been reporied
118t 900,000 men and women are discharged each year from military
service, and speclal programs are thus belng developed to give pre-dis.
charge orientation as well as provide effective cooperation with various
agencies to help veletans make a smooth transition,

UL, What types of programs will the college offer?

1. Career and occupalionatl programs will make up the latgest p-opot-
tton of the turricular offering of the junior-community coliege.

Programs rclaled to health and various setvices ate growing rapidly.
The Ametican Associalion of Junior College’s Occupational Education
Bulletin lists new occupational programs each manth, and as these pro-
grams are institutionali. .Jd, there Is a need for shoti-tetm, fniensively
focused courses {or special groups. The entoliment of students is not the
only way to test the viability of such progtams since it has been esti-
mated that entollment in cateer, 8s compared to transfet, prog-ams vaties
greatly from one slate to anothet. In New Yotk slate, for exemple, mote
studenis graduate in cateer programs than in transier ptogeams, but In
sonte stales il is the ¢ xact opposite.

2. Special courses, cutricula, and programs for adulls undet the aegls
of the continuing edcation concept will keep pace with career efiotts.

Former Uniled States Commissioner of Education, James E. Allen, jr.,
in an eddress delivered in lale 1969 to the National Council of State DI
rectors of the Community-Junior Coliege, stressed the potential fot com-
munity colleges to develop vocational skills for people of all ages. Simt-
latly, Robert H. Finch, former l1calth, Education, and Wellate Secretary,
has underlined the conlinuing education funciion of post-tecondary ce-
reer education in the junior college. The New Career concept exemplifies
this area of concemn.
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3. A realignment of the major functions of the community college will
occur,

There 13 some ovidence alrcady to indicate that the historically domi-
nant transfer function of the community college is being overshadowed
by i1 Increasing uselulness of the carcer/occupational function. Further
more, transfer and career programs are becoming more interrelated, and
opportunitics for sludenis 10 move easlly from one atea to another are
growing, as are opporiunities for carcer studenis to transfer.

4. The transfer function will stabilize but wiil continue to be only one
of several imporiant roles for the college.

The students who transfer do not conslitute a majority of all those
served by the community college. Aciual transfer rales ate exiremely
difficult t¢ pin down, although a rough estimaie {s that on a national
scale, belween 20 and 25 per cent ¢f all who begin in community colleges
actually transfer. (This does nhot take irito consideration iust the gradu.
ates of the colleges. |

5. The community service function of the comprehensive community
college will assume Increasing importance.

From iis confused beginnings in adult education and public relations
work, through recent Influences of community development programs,
the ccmmunity service funciion has been relatively undefined. Currently,
there are a number of forces »t work that will alter the situatlon, includ-
ing the establishment of a National Council on Communliy Services by
the American Assoclation of Jurior Colleges. Communlty service has
always been considered a part of the college’s role, but it is now be-
coming institutionalized as a sepstate and distinct adminlstrative func
tion. The focus on adull evening classes is being teplaced by an emphasis
on broad communilv development, which {mplies vast changes {n the
outreach of the college.

6. Juniot coliege tran- fer programs will ba more cleatly linked with
theit counlerpatts in colleges offering uppet division wotk.

Glosetr curricular ties ate taking shape in the development ot special
projecie that engage the cooperative effotls of vatious iInstilutions. An
example of this is the National Science Foundation's COSIP ptogram
which encoursges cutticulat and teaching patinerships between lwo-yeat
and four-year colleges.

7. Career and occupational programs will be more extensively linked
with indusity, labot, and certain professional ateas.

By the end of the 1960's, institulions of highet educalion had only
begun to tap the possibilities ol leaming and labotatory telationships
between formalized instruction and experfence in actual wotk situatfons.
New Careerts is one example of this approach and is, in part, generated
by the incteasing cos* of hardwate and the rapidily with which college
1aculty lose touch with fnnavalions in technology. We may tvell sce the
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dovclopment of closer industrial-college ties that would result in the
sharing of both human and physical resources.

V. What will the community-junior college be like?

1. Junlor colleges will fnvariably be a part of every melropolitan area
in the United States.

Already there {s pressure to locate more of the new junlor college cam.
puses in urban environments, and as the population becomes more and
more urbanized, colleges will be an even more important aspect of the
educational scetie. N Is also possible that sume cities, and/or reglons,
will set up special-focus colleges ta hybrid of the comprehensive model),
and some areas may establish urban colleges of technulogy based on the
urban cenler concept.

2. Regional assoclations of two-year colleges, utllizing a broader sup-
port structure than the multi-campus concept, may serve many sections
of the country that would not otherwise be reached.

Aslde from conslderations of financial and technological advantage, the
concept of reglonalism implies an in-depth educational service that is just
beginning to be recognized at the start of this new decade. Some regional
tlusters of colleges could become part of an educatlonsl ¢enter that pro-
vides temporary domiciles for studenis who are tno far from home.
Perhaps the regional concept will even sy.pport a cadre of “mobile proles:
sors” who reside with one learning ieam and then another. A further trend
will be the centralization of eslablished and new systems ol community
colleges. espectally statewvide systems. Calilon:ia how has a separate office
for two-year collegrs, and New Jersey and Maryland are developing cen-
iral, stalewide departments concetned with community and junlot
colleges.

3. While total inssitntfonal size will be maintained at a teasonable
level, class size will Increase.

The median enroliment {or all public two-year colleges in 1967-68 was
less than 1,500 students; less than a fovrth of the colleges had ovet 3,000
students. 1t Is doubtfui, however, 1hat these tolals will hold fot the decade
of the seveniies. The subject of class size Is conlinuously being disputed,
although some evidence indicales thal masiety of the subje«t maiter, as
measuted by ttadittonal tests, 18 not influenced by the numbet of people
In the class (9). Increasing tosts bring in the question of efficiency, and
the constant cty for increased salaries. fewer teaching houts, and ¢maliet
classes will have 1o be lempered by iacreasing effectiveness and mote
coanamicai ways 1o teach greate » numbers of students.

4. Aitendance pallerns will change dramatically as students diop in
and drop out of the educational institution.

This patiiculat obseivalion probably holds true for all kinds of edu-
calional seltings, and thete are various teasons for these changes, such
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as the fact that many students who now altend cecllege (at any level)
might not ba there {f they had other alternatives from which to chuvose.
New learning arrangements — for instaice, work-and-study partnerships
— will 1liuminate fresh sets of possibilitles for reaching credential status
and achioving educational goals. We are rapidly realizing that college
is not simply a two- or four-year experience, and the notion of education
as a continuing process Is now being accepied: a student may attend any
one Institution for a short period of time, as vaiious Interruptions may
occi't in his educatlonal career.

Former Secretary of Health, Education, and Wellare, Robert Finch, has
observed that there may be a relationship between the college students’
call fot relevance in this decede and the pervasiveness ol student discon-
tenl. As he observed in a speech prepared for an industrial cunference in
New York In November 1969,

Beyond the immediate benefits of the affluent society, and beyond a
deep s.nsitlvity to the existerce of social problems, I sensa that stu:
dents of this generation do not possess varied models, ready at hand,
for a career meanringful to them.

1t this is really the case — il they do rot now aspire 10 iraditional
business and professional careers — televant education is, in many
sen¢es, an impossible burden for any educational institution to deliver.
There exists no model for them to measure relevancy against. fow
much better it might be to permit casier transition into and out of the
academic communily al many points in a student’s life. How much
bettet it would be were he able to measute his life goals and academic
mission against concrete work experience in a chosen, but teinporary,
vocation,

One of the factors indicated by study of public Juni” ~community col:
lege environments Is that students have 8 minimum of out-of-class or
campus expetiences as they pursue the associate degree. It s doubiful
that changes will be made in this arca. And, In fact, attempts 1o change
may be useless and may have liitle consequence for the students’ leam-
ing experiences.

$. There exists the possibility that two-yeat colleges and four-yeat col-
leges will jointly pursue systematic discovery of tearning and communt:
cation slrategics that will affect teaching quality in all aspects ot highet
education,

The communily college. with ils spontancous focus on the importance
of goodi teaching. is a natural working laboratory for $,stematic studies
of efiective teaching 1echniques. it could be the place whete attempls ate
mad2 to discover new ways to communicate, rathet than the place where
traditicnal ways are maintained. Twc-year colleges might openly em-
brace & clinical approach to communication which might eventually have
& strong Impact on all undergraduate education.
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INTO ‘THE FUTLIRE Bclore the decade of the seveniles closes, two-year colleges probably will
oulnumber fout-year colleges and universities, cnrolliing al leas! as many
students and emplcying as many faculiy members and adminisirators.
It does, however, remain to be se~~ whether their impact on the total
system of highet aducalion in this couniry will reflect more than mere
nuinbers. As community-junior colleges coine 1o be moru widely accepted
by parents of college-bcund young people — parents who fn 1920 slill tend
1o think primatily fn lerms of four-year colleges aid universities — the
{dea of waniin~ thelr soi:s and daughters to attend only certaln colleges
may be supplanted by the reallzalion thi  a wide variely of possibilities
is open 10 high schocl graduetes -~ not just college, and not just a four-
year stint atl one particular fnstifution to attain a b.A. degrce.

The existence of the comn:.unily-junior colicge Is accepted as a fact by
instructors and studenis, hut the general public has yet to be convinced
of the real value and worlh of this instliution. There is some danger,
however, in the growing visibliily of the two-year colleges, in that the
distinctive role, chatacler, and identily ol these colleges could be di-
minished If othet types of instituiions began usurping too runy ol thei
functions. Carcet and occupaliona: programs may, therelore, provide the
ptimarty philosophical raison d'¢tic for the two-year college. Qrientation
programs and &ll lypes of facully preparaiion programs should devote
part'culat and spectal altentioh to the elusive but unique ambience of
funior colleges.




APPENDIX

WILLIAM RAINEY HARPER COLLEGE
PRE-POST ATTITUDE TEST

THE NATURE AND PURPOSES OF OUR CODE: SA — Slrongly agree

COMMUSITY JUNIOR COLLEGE A — Agtee
N — Nol sure
(Survey conducted befare and afler D — Disagree
otientation session) SD — Strongly Hisagree

SA{A|NTD|SD

I. Our community-junior college Is essentially
the same as a univetsily exiension.

2. Out 1echnical and vocational programs are
siriving to meel the technical and vcca-
tfonal needs of outr community.

3. A community junior college teaching posi-
tich is identical in scope and emphasis 1o a
leaching posiiion at a sentot collega ot unt-
versity.

4. Adult educatior Is nol one of the basic
functions of 8 community.funior college. -

5. The standards of highet education make il
mandatory in this institution that all pto-
grams be secotadaty to the translet pto-
gtam,

6. The lwo-year cateer programs are vital in
our community-junior college in ordet to
discharge its education obligation to the
youth of the area eflectively.
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10.

12.

13.

14.

15.

16,

17,

18,

It I8 unrealistic and unsound educational
policy for our communiiy-junlor college to
altempt to provide post-high school pro-
grams for varying ability lovels.

. Community setvice Is not one of the major

obligations of our fnstitutior.

Our community-junior college provides the
opportunity for acquiting education beyond
high school to a broader segment of the

communily than other iypes of institutions.

The extension of educational opportunity
through provisions for remedial work is a
responsibility of our community-junior col-
lege.

Our {nstitution should be comprehensive
and mee: as many of the advanced educa-
tion necds as possible of its constituent
students,

Our community may reasonably expect the
presence of a community-junict cotlege to
raise the general educational level in the
communily.

This community-junior college should ; ro-
vide tealistic programs for a variety of
social and economic levels.

Communily service and participation fs
not &n individual sta’t obligation.

OQur community-junior college must be
concernad with the st fel and academic
acceptance in its progtams of students
{romn all socioeconomic classes.

A community-juniot college Is mote of a
local ornament than visible guatantee that
mote youngsters in the community will re-
ceive a college education.

Our community-juniot college is neatetr
secondaty school than highet education in
outlook and program.

The &duli education program ofeted in
this college Is an indication of instituticnal
otienlation to community setvice,
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19.

20.

21.

22,

23.

24.

26,

27.

28.

23,

The vocalional and technical manpower
needs of this community are the concern
of our community-junior college and
shovld be reflected in its programs.

A community-junior college is primarily a
“teaching institution,” therefore facuity re-
search has a much lower priority than in
the senior college or university.

Our community-juntor college is primarily
an educational institution and should not
become involved in special services 1o the
student (e.g., job placement and assistance
w.th personal problems).

The wide variety of programs available in
our institution offers the student who does
not succeed in one a good chance of find-
ing another better suited to his talents and
interests.

Vocational, technical, and liberal arts pro-
grams located in the same institution pro-
vide an opportunity for & student to more
readily and realistically adjust his goals.

Remedial courses for the deficient student
are not a legitimate concern of our insti-
tution.

. We find our standards lowered by the mix-

ture of academically and otherwise orient-
ed students.

Student academic counseling by individual
instructors is both possible and highly ce-
sirable in this community-junior college.

Our community-junior college is available
for those who cannot qualify at other insti-
tutions.

Learning opportunities for students not
motivated toward the usual academic sub-
jects are an appropriate part of our cur
riculum.

Proximity of our instruction to students’
homes reduces financial burden and some:
fimes makes education available that
would be inaccessible otherwise.
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30.

31.

32.

33.

34.

35.

Intercollegiate athletics has no place in a
community-funior college.

The implementation of innovative tech-
nology in adminisiration and instruction
should be a responsibility of the compre:
hensive junior college.

Vocational guldance by professionally
trained counselors is no.e important in a
community-junior college than in any other
institution of higher education.

Academic advising should be done by
trained counselors who have adequate
preparation and time to spend studying the
continually changing vocational and educa-
tional world.

Course selection is basically the students’
responsibility in a community-junior col-
lege and, therefore, the college need not
make extensive provisions for aiding the
studeni in this area.

Conducting research and pilot programs in
the uses of new media and technology in
education is a function of the comprehen.
sive junior college.
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