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COLLEGE GOALS: PRACTICAL AND TDEOLOGICAL USESl

Richard E. Peterson

",

bduca donal Testing Service

Elsevhere I've described an instrument by which a college communlty

—-— can dcllnvate .nﬂtJtutlonaJ goals and establish priorities among them.z,

.=~ The aim in this short paper is to. comment briefly on some of tte posgible

uses and values that inform tion from the instrument, the Institutional
Goals Inventorv (IGI); can have on the campus.

- It should be said fiirst that raw data ‘from the lnventory should
‘sually have rather little direct value. Tns:ead3 1GI results, vgriouély
analyzed and organ17ed may be used as a data base for vide-ranging

dellbcratlons ahout what the ro]lcge wa nts o stand“for.' Thcyicoulg serve

as a springhoard Froim which td'fonge, ia new Janguage, in«laqguage ogﬁéi

1
i

than that of the IGI, a conceleon of 1u°LLtuL10ual goals that. can aLtract

_wide,acéepcaﬁCQ on thc*campua. I* would bc adVAntageOUs to try to conce:ve

&Odls at: both a broad, somewhat phllosophzc lcvel and aJso at a 10war 1ev01

- = -

of specxflcity~ s outcers f-stated, vhen pagéiblé, in operational or
measurable terms: Definitions at both levels will have uses.

Practxca] Use

Clearly dcfxned goa]q, at boLh the "phllo sophic" and "outcomc" levels

of abstraction, ave an 0ssenh1a1 ‘element in aay Llud of systcmatic instltu-

tional” pJalning, whlch most ins thutions are,now being compe]led to do aé

Iportion of a Qﬂik given at AAIE's National Sunlérence on Hipher Education;
Chicago, March 8, 1972 ) : “

2R, 1. Peterson, Collene Goals and L“c Chal enpe of ] ffurt;Voncﬂ". Princeton,
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they f{ind resources to be incrcasingly limited. Few colleges can now afford

to do all the things they would like to do, or-once did. Choices have to be
made among alternative Ffutures. :How can such decisioﬁs~—for example, te cut
back the athletic or the library aeth81tlon program-—~be sen51ble, be intel~
ligent, unlevs they are guided by undersLandJngs about institutional goals.

For cxample, many institutions are thianking about things like .
: e lllgéea&

non~trad1tlonal study, - the expanied campus, extelnal degrees, and so forth.

It scems to mé -that if an (accepted) element of au ingtiéutipn'g mission is

to grant as many degrees as possible, at .the least cost and greatest -Gonven~

ieﬂee—to people, then the exterﬁal'degreesAaud $6. on make sense. 'HoWéver,

if ‘the ;nstltul:on decided. at some Lime that it is 1nterpsted in changi

-
-

peoples Lollef. abouL themsélves, soc1et/ o learnlng—ln some way, it may

be good tofhavc the people on campus for somé number of years.

A second rather practical use of instltutlonal goalo 1nheres in 1n811~
“tutional QVQanthn act1v1ties, which may be carried on for purposes of

internal 1mprovement, aud/or as a basis, for renderlng account to externa]

" agencics and interests. Evaluation, or evaluatlon of 1nst1tutlonal hffeetlvc-

hess, ﬁs an actiV1ty——an 1nst1tut10nal renewal activ1ty, at its- best——is most

= ~

sensibly uuderetood‘ 1t seems to me, as” deLermination of the extent to which

acknowledgod college goals and program ObJeCLi”L& are being achieved. Thus

far, systematic evaluatlon of iuutitutlons and component programs is rare in -

higher cducﬁtionv This -all may be changlng .though, as staLc leglslatures

seek cxiteria fur allocatlng llmlteu reSOUICOQ, and as accrediting organiza-

tlous pre 5 for new assessment. models. As with plaming, which makes no

sense WLLhOuL knowing what the co]lege W1vhcs to achieze,'evaluation activities

lack focus in the absence of bpec1£1cd objectives.




These are but two kinds of activities in which carefully comnceivad goals
may be useful, if not essential. It would seem, . however, if one pushed the
point far enough, that almost agz.dec1 sion makes sense only if taken with

regard- to institutional goals. Decisions to hire, promote, give tenure to

faculty, for example, could be based, one could argue, on an estimate-of

contribution to therréulization.éf céllege goals. Vhether a stqpewide'
.gOVerniﬁg board should allow College X to launch a new engineering séﬁoél,
or construct a ncw's~1ence building, .could turn on a conception of purposes
for the state systeom. And so forth. . ’

Ideologlcol Purposes

-

Berond; and pbrhapq more important Lhan such pragmatic uses, instifu-~

M YA 4

tional g)a;s caq have what I'11 call ideological uses. Maybe they could be

called ncrmative uses, as sociologists use that word: By ideological; I

mean that an accepted conceptualization of institutional goals can represent .

—

the basic principles of institutional policy, the basics of an 1nstitur10n s

o self-conception, the pnllosophy that can perviade the college and give colierence

to all its operations. ConScEsus on basic goals. can béslike an f:xf)ressicn*of=
-1#0 common interest, which couid be the foundation_ﬁor easy}communiéatio;,
cooperation andiérusti as well pg for c;mmjtmént, pride and joyéin.the‘wbrk
“of the institution. A shared Jdcology can t;rn a ccllectlon of rugg;d
individuals into a honesL—Lo~God communlty. 7
A lot of words? Ahd did.I say "consensus"? Which ﬁang will say is

probably unobtainable on most campuses, and not even necessarily desirable--in

- -

that it would scem-to mean an end to controversy and e\citement.

5

I don t mean 1007, dOWn~lhc-line, group: thnP conqonsuo. What I mean is

—-ganra] agrocmcnt among people associated with the college about its basie




4

—_—
f = goals. What does the institution stand for? Tor teaching and learning
] .

t' ) - only? Yor research, also? TFor educating an elite, or for trying to

- - edvcate all the classes? For teaching and learning only in the liberal

Y arts, or for the practical arts as well? For the intellectual develop=

ment of young people, or for development of thowhole person in sone Sense?

By all means, I'm not su esting there be consensus about means, -that
s L ’

% y thexe be orthodoxy about how to teach and how- to organize the curricula, -

I am 9uggest1ng that there is value in consensus about basic ends. Reed,

PSRN
1

) ) Antioch, and Swarthmore, Judgln" from Burton Clark's book3, at various

times in their histories fit thiszdescxiptipﬁ, and aL‘varxous tlmes tﬁéj

stood among the finest schools the country has known: They represent a

model worth aspiring to today. Why? Becausc consider the alternatives.

With no illusions about oversimplifying, let me delineite taree

- models of institutional functioning=~which may be called (1) the consensua]/

communlty model, (2) the conflch/inLorcsL group model, .and (3)~ the apatby

or knuckllng-undcr model. I wouldn't know what the numbers of each might’

be, but I think I do know that the conflict model, which assumes more or - -

‘less legitimate differences between competing interests and the use of -

formalized a@veréar§ procedures to resolve the diffcrences, applies to an ) -

H < . —

inereasing number of institutions. Most edvcational theorists and states“

men --Clark Kerr; for cxample, includcd~~4regard the conflict model as the

most valid way of thluking about the sxtuation now, and that it will bC -

L

even more valid in the years just ahead., °

s

- - o 3he Destinetiva Collepe: Antioch, Reed and Swarthmore. Chicago: Aldine, 1970.
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What docs acceptance of conflict assumptions mean for the life and work

of the campus? To what extent, one wvonders, does teaching and lcarning get

P

idetracked when profassors, administrators, even students are caught up in
all kinds of adversary activities? an faculty and adm1n1 traLora rcally
enjoy their work under such a regime. (I imaginc quite a few do.) The

conflict model requires that college leaders be experts in conflict_manage~

¥ ment or resolution, rather than educational leaders, or innovators, or

E

somcthing clse (fund-raisers, perhaps). It assumes,.as I said, the necessity. o

for formalized procedures for ordesly resolution of difforcnces ( as opposed

to more inforinal methods); and what are the costs in time and money fo¥ such

S o procedures? What does this kind of routinikat’ on do to creativity and;

. ;, spentaqeity, to an iustltutlon S capacity to qulckly give grecn llghts.ta
: 7 people wanting to try new thxngq' . ) . 7 : =
. Recently, before i committee of the state legislature, I heard a fdnkiné
}ihe o . official in the California State Colleges system say in so many words Lhat the
L f collcées in his system are usually unable to agrec: on really anything they

i ' want to do, and that in consequence the central offlce is unllaterqlly

making various pollclcs for the conponcnt campusce. This man had giveq'hp on

U itk

P . partlclpatory decision“making, because, in his words, it takes-too much time

- to get agreement., " ’

oy

The implications of this state of affairs are stagéering. Not all the
“blame falls on the campuses, to be sure. But, nevertheless, -here are i%tel-
ligent men and women who scem unable to rise ‘above their differences, or out.
of their apathy, in order to help formulate Zhat educational policics %hat

effect their day-to-day work as professionals, Divided, they are falling,

Q
I

,KC T ; L

FullToxt Provided by ERIC.




P BRI
g o 3 o o b g i o

So you can see I thin: that the most cowmon alternative to conscnsus

and community, namely . tie institutionalization of conflict, is unfortunate,

S I'm guessing that its ascendancy vwill be temporary, that as the cconomy, the

"~ academic job market, and public attitudes towards professors all improve, -

faculties will

see less meed to dig in to protcet theis interests.  Maybe

R » 'some will even see the value in working to build consensus around basic
.{ . . '9", - -
i " college goals.

For all the reasons I've touched on, and more ~- both practical and

; ideological =- thé time spent on a campus g2tting people together aboiit

%

basic institutional goals and purposes strikes this observer as rather mgre

1
than merely "an exercise for administrators",?

-

at the AAMIE meeting.




