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The, dynamics

California State Univ rsity, Fresno,

of any

level tutorial program,

Introduction

successful operation
1 including a college/University.

should include the following components: well plapned

objectives, goals and standhrdS, enough capablestaff, an in- service training,

° program, adequate l'inancing and space, efficient paper management iprocedures,

andan effective means of ea luatibn--includtng the willingness to use feed-,
v ng 'A

1,6

back huasobtained. 0

Purposes, Objectives, GoalsStandards

A successful program does not just happen, it is made to'happen by

people who know what they gre 'doing:and why they are doing, it; they

have carefully planned in advance what should be done by whom,'why, when,

Where and.how (1:13). Major steps in 'planning include formulating policies,

. ek
taking inventory of resources, formuIateng.purpdsesobjeCtivesrgo,als And

perf:01mance standards, and, developing an effeCtiVe method of evaluation,

including the use of feedback obtained' (1:13-15; 5 :221 -230). Policies and

o
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resources vary according to situation"; bOweVer the principle and practice

of formulating purposes, etc., -are mandatog for anyone seeking to run a

dynamic tutorial program.
4 ,

. ,
. ! ,

A purpose' may -be defined as "a broad statement of an asp;pi on"
/ -,/ 44,

. (1:1)). A primary purpose foria tutorial services program111445rOvide

students needing tutorial 'assistance with a qualified tutor ( ). Of

course, other purposes could b9 added, or cgrtain policy limUlitionsoould

be "laced upon the type of student eligible for tutoring-- e.g..,, free -

A
tutoring for all? or only for EOP /veteran /handicapped students, etc.

V

An obiectivecis a more specific statement whieh,if achieved, will

produce progress toward fulfilling a purpose (1:10,. Two suchbob,jectives

at California State University, Fresno are to "gain the conNence and

IcooperationCof-school deans and department, chairpersons'...;' and to "provide

adequate funding... (2;l).
. .

A goal is a still more specific statement designed to4facilitate achieve-
.

./
men't of. a stilted objective.- Thrge imperative goals are t6 interview each

tutor applicant to assess hiVher qualifications, to interview bear tutee.to

assess his /her needs and to train and regul"arly consult.with tutors. A fourth

goal could dehl With advertising. '

Finally, a performance standard is "a measurement by.which performance

can be evaluated" (105). Essentially, a good-job description clearly states

performance standards (i.e., behavioral expectations ).. For example, a program

director have responsibility to "supervise advertising/communicatiOns

',pertaining to programofferings," "develop sources of revenue, staff and

materiel" and "train tutors in the area of study,skills and time management"

.(2:2).

Evaluation will be discussed.in another section.
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Staff Personnel,
. ,

. -

.0 A successful tutorial prOgram has at least three Categories of staff:.

professionally trained coordinators (titlesv y), qualified-peer tutors

and secretarial support. Preferably, at least Dne'of the professionals

should have a master's degree and experience .in identifying learning and

readirig disabilities soap properly to assist or refer students with such

difficulties. The rest should have at least the bachelor's degree with a

yeaf of related experience: Rader~ thari be detrabted by further specific
,

..- .
.

renuirements; however, we would prefer 'to focus on qualities and behav iors
,., ..

of profes4onAl
(.

staff-Lwarmth, friendliness, willingness to listen, ability .
1 -

0

to relate to4a variety of cultures and socio-economic strata, abilitito
, .

.

I..
.

.
.

identify the problem; i.e., effective counseling-type behaviors similar t

those described by Caykuff (3). 'H

e

Tutees often are able-Ito relate more effectively to qualified peers .

- .

. than to their instructors, especially-older and more- prestigious facUlty.

(Quite often the instructor -in-question really desires -to help=;:-butwe, are
. .., . .

dealing with the phenomenon of student perbepti,on; i.e., the realm of thk

studeAtis view of reality, however faulty.) Ideally, tutors will have

represented in their ranks a sexual And racial balance for sake of equity.

(We do not ho10o the thinking that only women can ;tutor A./omen and minori-

ties tutor minorities.) Pecasionally; howe ver, the most effective tutor-

tutee 1.)e on tha bases of sex.end/ar ethnicityr but more for
.

c
sake of meeting the tutee's personal-social needs..

Ideally, qualified tutors in a given discipline should be recommended')

by a faculty member who knows tow well the applicant' understands the content.

.Y Also, we suggest tutors have at least a "B" average in the discipl$Re and

ONFerall CPA (cult of 4.00). These criteria'should demonstrate to the .

\
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fadulty (and student body) that the tutorial service tos reasonably high

standards *and is operating in cooperation with them, rather than as an

isolated,'independent agency. We have found,'tdO, that the program gains

respect and credibility with the faculty when the director spends time

communicating personally with tfie academic vice-president,'schobl'deans and

. .
,. 4

department chairpersons about the program ) and offers evaluative data
,

.

- . ' -

.

regarding the.program's'effectiVeness; i.e.,good 410 (public relations)

,also'facilitatee.program effectiveness,*

Personal characteristics of tutors should include warmth, friendliness

and desire to help as well as promptness, prepai-edness; ability'to communi-
.

.
,

.
.

'este content and spot problems. *le tutor. should discuss some problems,

. suchps emotional or finaneial; with onelof the professional staff regard- le
..') .

.

referraling appropriate eferral to another campus service. However, other problems

can an0 shou ld be handled directly.by the tutor, especially basic,study

e
skills'and time-management.. These skills Would be discussed during

4
in-service

training ,sessions. Finally, d tutor, heeds to maintain,regular contact yv ith
, .

the professional staft,for pu poses'of communication and feedback.
)

'Initial contracts with neopl are Very important, often setting a positive

tone ;or negativeddpression of a g ven service agency; therefore; it is-"
.

crucial that secretarial staff be able to greet neopl4eqrmly and' se proper

AT:121.
telephone etiqUette.! 'Secretarial staff are important tedm members and should

\

be. treated and tyained accordingly.

I,*

In-Service Training

Sutfice it to sad, a program diecior or any staff member cannot rest-

on Oast training and accomplishments. Each :bne should be involved in some

%
.

' Icind of a professional renewing program. nrividual reading of appropriate
.

, . o . .
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literature and attending professional meetings such as the WCRA annual

conference are important; however, planned group activities are also

,''necessary, such as "handaTon" exper4ncing of new ways of doing 'old things.
.4.

In-service training is necessary for every staff member -- professional, per

tutor and secretarial.

( .

Paper Management

Efficiency'enhapces effectiveness- -to a limit, of course. 'Forms for

application, recommendatioi- houri tutored, moneyl..sPent, evaluation, etc:,

are necessary. Poorly-devised forms can aggravate and, intimidate students,

and. can deter a Progi.aM's success. Inadequate or incomplete record keeping
-

prevents dr, at best, hinders full rogram evaluation. One should aim for .

.attractive, color-coded, concise forms and copleteT-but not onerous--record

leeping., %
',

6

-.

. w

. ' 'Money ,
...

Few programs seem to have to much money; many seem to struggle with .

too little. Limited.funds sholik ecause the managment to consolidate, cut
?,,- =,

costs, find creative ways of achieving goals and objettiVesand, above all,
q

really distinguish between primary and secondary priorities .. - necessary
5:-A . , , .

elements in the "good, prior planning" process.
A

One primary principle to heed is: "avoid a patch-work budget;" i.e.,

strive, to'have-your Chin like -item .budget, not` one comprised of funds

"donated" by several sources, each of which.currently seems to be becoming
r

V

progressively, smaller and tighter.

Space and Locatiyn

Ideally, a successful program should, have its own space for individual

I
6
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and small group tutoring for purposes of control-and accessibilityrhowever,

Such is not always the case,- Then,. it becomes necessary to.trust tutors to

l . - '

use good judgment,in choosing appropriate.locations (part of the sE....lection ..'

and in-service training processes). Of course; it is necessary for profess

. sional staff to have their Own private'offiCe space to.,funCtion properly.'.

#

The same holds true for claricastaff", too. .
'

. . . .

Accessibility to the tutOrialservice is also important.' Lociltion

.\
..

near major student traffic flow enhances student utilization of the service.
:.

. .

Effective evaluation ism crucial to the success and-dynamic Of any pro-
.

Evaluation

gram. (Attempting to evaluate program effectiveness implies, of coui7se,

that we know what our goals and objectives.aXre; i.e., we know what we ar,

trying to do). A basic.premise regarding evalUation is that one really

must be willing to look honestly both at oneself and at the total.program,

and then be willing both to face up to negative feedback and to act construct-

ively upOn.its. Evaluation should be done periodiCally--e.g., monthly, at'

end of semester/term, annually, 'etc. Data may be obtained by personal

interview and questionnaire, as well as comparing grades earned to hours
.? ,

tutored. Staff performance and office procedures--all phases of the opera-
, . 4 .

. .

*
.

.

tion--need to'be scrutinized. Then, the system must be modified accordingly

based upon feedback (5,:22A-30). Keep in mind the addage: "Some peopl)....4.-.e are
.

.
k

..

doing things Veriwell which they shouldn't be doing at all." Often, .a

procedure or function once-vital id-no longer necessary. But the question

is:,are we willing to evaluate and change, if necessary, oui-mooed but

comfortable ways-:of doing things?

I-

.*"



Tt

Page 7'",

\ .

An important source of regular, iMmediatd feedback is found in staff
.

meetings in which all team members are kble to freely and openly discuss'
. 1 .

--...c. .

all aspects of the prOgrath;

'4

Conclusion
1

A

These, then, are important components in a dynamic, successful tutorial

program: comprehensive planning of -purposes, goald, objectives and standards,

enough capable staff, an in-service training program,,adequate funding and

/
space, 'efficient office procedures, and an effective means of evaludtion.

1 ..
.

,Although this list may, not be comprehensiv e, no item discussed is extraneous.
.

r
%
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