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o o - PREFACE .

. L % - - :
Austin College was pleased to host approximately 125 educators

"~ - " from across the United States ”representing nearly 100 colleges, : .
. R . . -
v unjversities, and educational associations a,(z;a Invitational Conference

’ N . t .
- on the Changing Tasks and Roles in Higher Education, March 25-27,

¢

1976. Attempting to fotus on agenda-bujlding for the individualinsti-*

.’v 'l - ) . ) \' ‘ .
.7+ tutions to meet the challenges of a changing -educational context, the

conference utilized the recent Austin College experiences as 4 ca's,e“
. W , j . N
study-background for participants to exchange ideaé and; insights. The

-

Southern Regmnal Education Board's Undergraduate Education Reform

L . - I3 .

Project joined the College i;n gponsoring the conferenee.*

_The idea for the cqr/ifer'ence rose,out of the college's experience - 1
o ¢
with its Total Institutional f’roject—,. a f?'r-year total institutional renewal
. . oF ,

-

\ , F ~
project funded jointly b the National ¢ dowment for the Hurfianities and

. the Natxonal Science Fourldatlon (197; 1975). The prOJect was a com- -
..ﬁ

>

. 7 prehensive effort to famhﬁe change affectmg ;he entire institution and

R

to install mechanisms for an on:going change process. The project

. . 1
was involved with attitudes, faculty and student roles, program, and

.o

structiure. Austin Coll_ege used the conference as one of the ways to

report the experiences and results-of the Total Ix;xpfitutional Project
_and its corresponding IDEAS educational p‘rogranf to funding agencie's!\/'_

and to receive a review and critique of the directions o projeet and S

S -4program b§ colleagues in higher édutation. A sharing of information
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Another purpose of the invitational conference was to

stimulate.the flow and exchange of ideas and information about

educational change among the participarité. It was anticipated that

\}

closely focused discussions on'some of the more pressing problems: °

and issues in hi'gherr education would be helpful to pérticipants in T

-~

establishing priorities for self-renewal in their own institutions. .

- The case study gave particular emphasis to the strategy of a total

A}
4

and the emerging and changed situations in ‘t'h'e' future. .

: . A K I
institutional approach in meeting the pressing problems of the present’ \ |
. N M . . ‘

1
|
} |

-

Such a conference and the use of a case study approach has a J

high risk of being misunderstood in suggesting the Austin College
strategy for change as the only way.. This was certainly not our intent
3

as we described our struggl ith educational issues and our efforts

T

in the development of the Colle‘ge and its total program, The Austin

-College approach is one way by which we have tried to provide educa-
-, T .

‘ tional opportunities in a climate-that can make a difference. This is
: . , . ) '
not a college which is tr;ing to do everything for everybody. It has a

« special role and miséion; -and the (.fol}.eg"e\'étarts with certain assump-- .

tions about readiness; about an honor system, about a comrﬁunity, about
behavior, and about getting on with the job of really good liberal arts
education. It is an approach taken with regard t6 the; responsible

| . _— .
. roles and personal and career development of faculty and staff. v ) X .
¢ . . . e .

It is/,tl{prd;:ess of gharing ahd the questions and critiques

that proved to be helpful to Austin College and hopefully to all those

ii
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. attending the Conference as they translated the issues into their . ,
: S
own situations, , S, . '

-

. I would like to express appreciation to all of the participants !

who joined us in’th'is‘confererice'an'd made it a lively, provocative, '
¢ b . . - . . . -

»

. 7" and productive occasion. We have tassette audio tapes df the rﬁaj(;r
Tt e T T = T T T -, e
addresses; summarizing statements, and panel presentations which .
- N ¢ . :/'

y_are available on loan to participants in the conference and to other

. K3

. L]
educators who might be interested,
1

I also want to express my personal gratitude to the major
. . .

e speake;s ‘and surnmarizers, In order of their presentations, they ' .-

: | |

"are Dr. Joseph P. Cosand, Director. Center for the Study of Higher (
Education, The University of Michigan; Dr, Yvette°Fallandy, Vice
President for Academic Affairs, California Staté'Colle#ge at-S'enoma;

. . : | . :
"Dr, Martha Peterson, President, Beloit College; Dr. /Jack Powers,

- /

Vice President, Program Support, Research Corporation; Sister Joel

Read, Presideft, Alverno College, and Preside.;yt, the American
- ] . a

' Association of Higher Education; Ms. Edith W. Seashore, Psycho¢logist

-

— and Management Con'sultanffand President, Nationa Tréin"mg Laboratory,

and Dr. Landrum R.e} Bolling, President, Lilly Endlwment.

. +

A special word of thanks goes to Dr. Willijﬁ R. O'Connell, Jr.,

, Project Director, Undergraduate Education Refo;. b Southern Regional

. Education Board,for his initial interest in the idea bf sucl} a conference.-

o™

and the subsequent co-sponsorship by SREB, . o

— . A)
. e Y ’ .
- L g H .




In one sense everyone at Aus.tin College was involved in the

a

- Al .
i -~

cénfer.en'ce. Many faculty, staff, trustees, and students actually
. . .

worked to make poss1ble the conference from the panel presentatmn e

. ‘ M .
. N .

to running busses to tﬁe“ D/FW Airport. Dr’. Jack Jerniganp, Project . ,

-

Coordinator and'Scott Buchanan, Executive Aséisd?ant to the President,
« {

. carr1ed unsung respon31b111ty for the planmgg a’nd carrymg out of.’ .
b . A d R i .

[ ‘-fh‘e details of the con_fere'n'ce and<for the preparation of the conference,

- . N . -

) . w -

. report w,lth the asS1stanee of Dr. DeWxtt Reddlck Spec1a1 apprecia®- ./:, K

* . ' s < - - -—\, ', - N

t1on goes to thes_e leaders and the Aust_m Coliege Commnmty partici- - 1
B e " Voo T ey |
-pants _’fo'r m.a.yzing the'conference_'pgs,sible'.r - .I R - -y ‘
. T . , . cae - - . s ) |
. Additional infor‘;'n'a{apn ‘abott thé-Austin College Tétal Institutional \

’ . Project'a'nd eiiuca-tiq}xal preg'i‘an'q is,a'yailable'frcm t};e' ccll'ege, -The" RN
‘ . RN . . SR S

* ¢

. . . . . S, .
. " College also hasa limited supply of extra copies of this summary

)
" . . . L .
.. - p . * “ 7
N . - P

e .report of the Invitational Cenférence.” pff‘ici'a-rs of the College ahd the.

"

' Southern'Regional Education Board weuld be pl,e?a:sed ta provide infor -

e \ : .
- . .-
. - - s . ) ‘

mation on plann_ir'xg and arrangements. fox a conference of this type. . .
. -~ . ’ v St g [
el v o e
-~ . -+
’ - L Y y_ * ¥ }
. -y v . )
. . " v v _
[ - . * . .
"~ _John D. Moseley R - -
- Presidént C T < ‘

Austin College .

L 5 . ’
. - L3 .
..+ Sherman, Texas . *. . / . . -
L 2 K N / N - . ’ )
O 0 ‘ - * . ‘ »




SUMMARY REPORT OF THE INVITATIONAL CONFERENCE
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PART I - INTRODUCTION TR

[

— ‘ -

This summary report of the Invitational Conference is intended

to serve three objectives: to Provide’a rationale and description of the

conference, to present summary reports of ‘the major addresses and
B . r
‘summarizing statements, and to give an overview of participant responses

* and comments. A brief abstract of the Austin College Total Institutional . -

Project which served as case study material for the conference is included
as an appendix.

<t

The varted Conference format was designed to accomplish the

. different purposes of the conference and to provide a worthwhile experience

for part1c1pants who came from ?varlety of types of institutions and md1v1dpal

- responszbihtxes At varmus“txmes drlringﬁte two and one-half days, ‘there

were major a;idresses by nationally prominent eélucat,ors, case-study panel
presentations by Austin-College faculty, students, and administrators,

and small group discussions involving 9-14vpa.rti“cipants each. All of the
activities were centered around one of three areas of concern' the changmg

role of students the changmg role of faﬂﬁy, “and the total 1nst1tut10na1

approach T

During the confez'-ence, participants were encouraged to note their

ideas and reactions to certain major questions and issues on a prepared -
form - a Partxcxpant's Response Sheet - which was disttibuted in advance, |,

A summary of the information gathered from these sheets is presented in

1 .
the final section of this report M . ’ &)

A

1




During the final two years of the -Austin College Total Institutional

Project, (1972-75) pla'nrlin began for reporting the results of the change
. % ! ’ g

process to the funding agencies and to others in the broader educational
- - N ‘.

-

- community, It was decided that the College would publish - at the

conclusion of the Project - a summary report of the Project in book form.

Two smaller reports, the final report of the Advisory Panel to the Totzl

e

~ Institutional -P‘roje’ct, and a summary of experimentation and research in
. ¥ -‘
the Birkman Program, a.psychological testing design used in connection

with the i’roject, would also be produced by the College. .,

Another way was sought to disseminate information about the ‘Projéct

‘

on a more personal plane and to engage educators with similar interests
P ge

/
ina d1alogue on some of the most current and ant1c1pate& issues in higher - b

education. An Inv1tat10na1 Conference on the Changing Tasks and Roles

in Higher Education was conceived from this twin notion of sharing and

~-._—-," .

review of the Austin College program and of intense discussion of the

! ‘ ) . . ) \ -t ’ o - >
pressing issues, Dr.miam R. O'Connell, Jr., Project Director, Under-

kLR

o :
graduate Education Reforth, Southern Regional Education Board,: expressed

interest in possible co-spongorship of such a conference.

-

The first step in conference planning was to ascertain the degree

‘ 1
of interest in this type of reporting and sharing among the higher education

-

. ~ . 4
community. During the course of the Total Iristitutional ‘Project, hundreds

of inquiries' had been received by the College requesting informatio.ljr about

the Project as a whole or particular.aspects of it. Many of these inquiries '

' N
- - / A
1 1 ; TS TN T T T S ]
s - . "
B - ~. .. '
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were followed by campus visits by faculty and administrative teams frém -
[ i N - -

these institutions. Most of these inquiries originated with libera)] aMs Yo,
institutions similar in nature to Aystin College. A questionnafre was

= .

sent to the presidents, ‘deans, and certain key faculty members at these

colleges and universities to attempt to determine their interest in attending
: L. . .
., a confetence and to identify the educational issues uppermost in their __
; § . . .

minds. Résponse to the questionnaire was exc.e‘edingly favorable‘although

—

' many respondents cited the lack 6f travel funds as the reason for their )

g
» o

inability to attend such a’ eonference. ° . .

.

Those institutions which indicatéd an interest in such a Conference '
» - - ‘ -

- ©

formed the bulk of the invitation list, Additional lists were furnished )

by the SREB and compiled from certain ;éa'”te-wide and professic;nal

. educational associations. , .
e @ X .

»

Aft/ei' the College's‘invitation had been accepted, each participant

. A ‘ o
received an advante packet of briefing materials including the abstract

. on Austin College and the Total Institutional Project as case-study‘matez"ial,

¢
-

a sample of the partiéipant'»s“ responge sheet, an agenda, and other rmate‘riais. .o

was t gir travel and lodging.

The cost of conducting the conference whs og’tne y spe€tifically identifiéd

L] ~ e v

reporting funds budgeted to the Tota) Institutional Project and by the

L]
.

Southern Regional Education Boar L o . ) | t

o K ' -

All conference activities, except 'meals, were held in _i:he College's

~

~

. . 1 % . R , ) 4
Ida Green Communication Centey, a multipurpose conference building
. . R / -

~ first opened in the yeat the Project began.




The Invitational Conference began late Thursday afternoon, = -

March 25, with registration and campus tours followed by a dinner

v . .
for all participants. The din\ner program.consisted of three speakers.
Dr. Moseley, president of the college, discussed the Total Institutional

s -

. Project in concept and procedure. Dr. O'Connell of the SREB gave some
“ ' 4 ’
5 : - \

of the rationale for the conference and the r ns for SREB co.-sponsorship.

the conference schedule -

s Dr. Jccic Jernigan, Projec‘t!Coordinator, explain

w

and various assignments.

The opening address Thursday evening was dehvered by Dr. Joseph- . |
. o / -
?\‘P Cosand, Director, Center for the Study of ngher Educatton the. .

- Univéroity of Michjgan. His topic was the changing tasks in higher education

and the need for renewal as seen.from a national perspective. ~ - j

Dr. Cosand's address was followed by a slide-tape presentation

about thé history and plateaus of developnient at Austin College d\x\xd an

-

overview of the Total Institutional Project ‘#his presentation aup'ported

the case study background by prbvxdmg more of an hxstoncal context for
o . >
'the Project Abstract prevxously distributed to the participants. An Austm

.t

College Board of Trustees' receptlon for partxclpants was the concludmg

# *

B i B . \ T - . ~

event of the evening. ) .
. - ‘ . . * . - \

- . .. The second session of the conference on new roles for students .

. E
N s

, begh.n F,nday mormng. Dr. Yvette Fallandy, V1c§ Prendent fqr. Academxc
A K . #
_Affaxr-, Czhform Sute College at Sonoma, gave an mtroductory pre-enta- '

\
. I - tmn on the ;urrent college geaeratzon. their neods and goalo. A. ;econd

7 \ * [ . \
. slide presiﬂtzhon was -hosm about th{‘ College' -.IDEAS_ educational proguu_:

~ . - -

‘ , Ja. . .
~E lC ) -7 - ‘. .
‘ . S ' ) . - . -
[AFuiToxt Provia c . T . ‘ . N
. . . - . . .
R » v P -




. (IDEAS stands for Individuai Development: Encounter with the Arts and .
. i

- ) Scighcés). This was followed,by an Austin College‘R‘esource Panel of
\ R

\ _ faculty and, students in a case study'on some of the programs and attitudi‘nal
\ changes that have to do with new roles for-students.

groups of participants was held after the resource panel presentation.
The discussib\n group leaders for the morning and the afternoon work -
sessions were M sf™Mary Ellis, Executive Director, New Orleans

Consortium on Higher Education; Dr, Yohn A. Hague, Director, The
American Studies Faculty, Stetson University; Dr. Richard Hoffrr)an, Vice
»
President, Mars Hill Ggllege; Dr. Robert Knott, Dean, Arkansas’ College;
\ R

—,

- \\ Dr. Ned Moomaw, Assistant Director, Undergraduate Reform Project,
R , \ . . - - -

Southern Regional Education Board; Dr. Paige E. Mulhollan, Dean, College

of Arts and Sciences, Uhiversity of Oklahoma; Dr., Jim B. Pearson, Dean,

@

North Texas State University; Dr. Gresham Riley, Dean of Arts & Sciences

-

University of Richmond; Dr. Bernard Sloan, Acting Dean, New College,
. e

Uriiversity of Alabama; Dr. David Spehce, Asgsistant Director, Academic

/— Administration Program, United Board for/allege Development; Dr. Joan
’ \

Stark, Chairman, Department of Hi‘gher/Postéecondary Education, Syracuse

University; and Dr, John A. Vaientine, Executive Associate, ‘Cdllege

) Entrance Examination Board. Rep;:rrt' fromethese discussion leaders were_

——

.

collected for feedback in a general session of the participants. At the
luncheon following the morning discussions, Dr. Martha Peterson, President -

of Beloit Colleg; a.nd'a. member of the‘Aus Pronct's Advisory' Panel,

‘ {x;e'qenfed a summary of these reports.




\, N ' )
L3
" . . 2, ) -
¢

The closing major address gf the conference was by Dr, Landrum

. ! - s, b )
* R. Bolling, President, Lilly Endofvment.. Dr, Bolling spoke on th;f‘i.ire
3

Y *

role of the 11

The pagers which follow in Part II of this report are summaries

of the major speeches, panel presentations, and summary reports,

.
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THE CONFERENCE ON THE CHANGING TASKS.AND ROLES, IN
HIGHER EDUCA TION

i

. .
CHANGING ,TASKS AND COLLEGE RENEWAL

A Summary of Remarks by

DR, JOSEPH P, COSAND
Director -
Center for the Study of Hl_gher'Edueation
. The University of Michigan

Out of his background of decades of expérier_xce with educational

problems at institutional, state, and national levéls,' Dr. joseph P,

°

Cosand described the. current-environment Withil:l which higher education,
' - N .

must exist and presented challenges wh_&h must be faced.. Herewith
- ' ;” P) . -

is a summary of his remarks,

-
! . .

= The New ‘Environment

LIS

A new environment exists’ for hlgher educatlon in this country

»
v
-4

today, Dr, Cosand said, and this new environment must be accépt_ed

}

and understood by us in higher education, *

.
B [

In contrast to the Bducational environment of the past 10 to 15 .
years, Dr. Cosand emphqﬁsi‘ied ‘these changes in public att‘itilxde's;

\ ) el .

-- "A\characteristic of our p_;‘.:;sent period is the loss of confidénce

-

- .

in our public institutions, including colleges and universities," Unemploy-

- l’ . . N
ment among college graduates bas hei?htened this loss of confidence.
\
There is a wldvedprgad public feelmg,t‘hat college curncula are ir dition-
. \ <
bound, falImg to reap0nd to socfeg)%fheeds.




P

. Vs \ ] . PR “ 1

'in general tend to follow iddivid

P <

stic growth'patterns of the past.

- »

-- ‘Among public deéisi‘on makers higher esducation“has sunk

to a low priority in terms’ of interest and active support. Dr. Cosand

- -

i . ) . . ‘
cited.legislators and high government officials to suppott this pre-

* -

valence of a disinteyested attitude regarding financfal increases. At
. R . . . ’

the same time, he indicated, the dissatisfaction with higher education

critical appraisal of the functions of higher educa-

has led to a more

-
.

'/fionai institutions and thé-increasing tendency of legislators to exert
// meore detailed authority over these institutions, X .

The Challenges that Confront Us .
Dr. Coéanq described numerous factors which he believes are
ways in which institutions of higher education may have contributed

- -
L)

toward these unfavorable attitudesktowa‘rd higher education.
Cer B} s . ows ' ‘ .
-:-‘Fear of and resistan®e o change within the college or university.
. ,

Dr. Cosand described @ three-year ;tg/lf-.study undertaken at the Urliversity

-

of Michigan, This self-examination created uneasiness among son%e of the

'university cornmurfity,_ uncertainty about "what is the administrationaup to?"

4

27 < fhis re

istance also lies in tie fact that ''we are more interested in the

1 of the individual (:kf‘éu,'[ty member or admin'istratdr).than the
vival of a part(icular départment or pgogram within the igtvs’titutéon? ‘ﬁ“:‘/‘ s,

. Aggressive leadership on the part of Eh@insﬁmtio'ml president‘is needed
N ¥ . ' .

-

7

=~ . to bring the faculty fn{:o the for.efronf 'z?/cl}a.,nge, and to al‘iay fhe s‘ense of -

fear and uncertainty, - . T ‘ 5
- N “ L R - -
- 1 ' . . 5
- - ‘ ’ .. i;m W
. LI DR .
™ o SO

D AR S \

2 PN, R ¢ A . o
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* e {nﬁequaci.es of data, Ata meeti)g of representatives from

’

;'. . i L . ) ) v L4
: education, Dr, Cosand recalled,- the educational repregentatives were . -
/ . i -

bombarded with such questions as: '"Why can't we get data out of the

the House and the Senate, from the‘media,*fro‘mw buhsine‘hss, and from

« s . .

institutions ?'" These pu‘plic leaders want more data on caosts and cost

efficienc;r, more uniform. data from the various colleges and universities 2.
g - .

s0 that comparisons may be made. " As one person rema:rked: -"We ' -,

don't tl;i.ni many of the %nstitutions have that kind of data because they

don't want costs to be shown, " ‘An imbression has wide credence that .

‘there is too much costly duplication of effort between institutions and

within institutions; but data seems unavailable to evaluate this impressjon

-, .

against uniform criteria, : e .

-- Failure to plan where planning is needed. There is a critical

.
L

need for thre adherents of higher education to work cooper;tively in regard

to state'and régional planning for higher education. If the educators

themselves do not 'c’arry out such planning, there is likelihood that legis -

lators will take the~initiative. o

< Planning is needed at institutional, state, and.national levels to
insure that higher education is responding to the changing needs of society. }:'
. IR ' , o Y
" Questions are being raised toddy about where and how values may be B ‘,,!&t
i » i N 3

£ .
L] . 13

effectively an element in highér education, and planning is ne.gctjal in“

. .. thisarea.” - ' 1 . . o
8 o - .. ' .y,
‘. Within the institution, PIanping is necessary to prevent too mu.ch»??
e € . Y ‘e

~
N

. . B .
4 ReP YR
B e el ;e
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fragmentation, to encourage among faculty.and administrators an

overall view of the institution, and to enable adjustments to changing

patterns of ‘student needs and inte’sz

o ergatingfalse assumptions abopt thHe value of college eddcation.
L4

"Higher education has not offered and is not offering the preparédtion for

leadership necessary for dealing with the complexities and ifterrelation-
ships that have developed throughout our society and even i/;.l our own
institutions. " ‘ Instead, there ha’s been a.tepdency to rest th‘eA va;lue of
collhege education on the promise of higher salaries and better liviné '

\

styles.aftgr graduation,

-- Lack‘,of constructive cooperative efforts to convey to sogiety's

¢

decision makers information about the true nature of highei' ed)égtion.

i

Dr Cosand sta.ted In the minds of many people a pro essor, with

- .

decreased faculty workload, has the softest job in erica, An increase




\ ,
. R
. .7 *

' conversation he had recently with twb'congressmen' in Washington.

v ~‘ N l'

'""How many educators have dropped by to see you in the last six months?"

) - S

. T o he asked. The answer was: ''Three.' In earlier years, Dr, Cosand
A" T . \ . ' ' ’
»+ +ti believes that educators were more active in acquainting decision makers
" g
vt W . - '

with the progress, procedures, and problems of higher educa“ti_on.‘
- - - .
v ‘ Who is speaking for the totality of higher education? It is the ! } -,
» Co. ' .
hope of ACE that it can do it; but the tompetition between types of .

institutions in the membershi orks against this central purpc;se. - We

‘(the educational leaders who c&mprise this audience)sneed to give all

L - ! By . R
the help we can in '"educating'' the people who make decisions. e,
. ¢ ¥
-- Failure to establish reabonable priorities in the face of the- (
T : -,

realities of present resources. In the face of dwindling enrollmeﬁt,and’

limited financial resources,* "we still tend to act as though money will N

solve our problems and go back and forth to the-Legislature to ask for

more money. ' Adapting to change wjithin the institution tends toward
- . / _ ) . » ) by
adding new courses, Kew prograrns, ar;d new faculty, without dropping

‘ ' out a comparable number of courses or programs and remaining with the -«
' . - ¢

i '* . 3 . ., B 4 ”
same faculty, Who is speaking within the institution to charige these .

P [}
.

" attitudes toward priorities and resources ? - v
. T e
What We Can Do .
"As faculty, administrators, Board,and institutions,we are

accused of being more concerned about survival than change; so what

.
-

shall we as professional ‘educators do to rsnew oiu'selves,. our institutidns,:

£ *

L4 : n —
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\ f

our image, and to restore our credibility?" In answer to his own

question, Dr. Cosand recornmended nine possible actions. ,

N

1.. Re-define the purposes and functions of a college education.

: ’
"Over the last few years.we'vejold a real 'bill of goods':, . .

v
.~

go to college so that you can earn so much more in a lifetime, get a

\ N —_ .
master's degree “so that you can earn so much more, ,get a doctorate .

-so that you can earn still more in a lifetime,'" We have to be concerred
with the economic aspects of post-college life; but other aspects deserve

-

greatér stress -- education for personal growth, for societal growth,

-
'

for discovery . of talents, to léarn how to learq,/té serv{e as a real source

s o
o R . K - f

of leadership. . - i / -

T ~ f
2. Improve our planning and policyz dectision processes at

the institutional, consortium, state and regional,-and

o . ’ +

—— N ’

i S

.national levels, ‘
L] e ~

. ~ . B

Unify our- efforts wherever and whengvér we can, What you are

- f
.

doing here at Austin College (in.this confere;xcei I hope will be dissenti- '

-

nated to other institutions.

.

3, Improve the access to career education at all levels, ~

without oveT-émphasis on earnings, and with stress on

personal and societal maturity and growth, —

~ad

. .

While strongly supporting the value of a'liberal arts education,

Dr, Cosand asks that the importance of a:career not be played down, and

. _ that the term career education not be interpreted me.ely as something

X ' A\ .




-~
~

. less than a four-year progré.m. 7 ' . |

A _ »
. .

- 4, .Utilize and help to mold the services of the state and

federal governments, ’

+ ’ ! ' , - ’ 0 N
. ' Instead of having branches of the government control the nature

]
J

‘ ¢
of higher education, educators neecd to help the government decision
- ‘\
makers to understand the necds, problems, and goals for higher education.

” . * -

"Let's not let them control us, but let's help to mold them, Let's become

K . . - -~ ] . "°
° active and eff(;ctw‘c lobbyists with a unified approach, inﬁead of ‘being
/. * -
in é_rested in-sclf and turfmanship, We are not going to restore our )

LY

. ¢redibility {with the decision makers) until we act as a unified force. "

5. In dedication to service to the student, believe in -- /

/

universal access to higher education, justifiable choiQe{
- //l

? g
accommodation and achievement,.
~

and commitment to student
giving the student a real opportunity for self-réalization,

e

. ! Ve !
We believe in univerél access; however,.universal access does
[y ¥ s
: /

- ) noi mean equality of educational outcomme. The coyfii’ry needs leadership

B -and’an a,ppr'&f;riate form of elitism. ’

4

6. Provide for in;;reased opp;)rtunities for ethnic' groups and
.

women, . v R )

,A.Wellléupplied reservoir of well-educated, potential leaders,

' a
drawn from all significant segments of society, is essential for the.good

" of our total society. - ' . s r v
. g "7, Adfninis.t’rati\re ‘and faculty performance and productivity

. ° . ‘ . ’
. . N 0y . .
/ T - . . L]

.
N

’




must be\i%t.oved in telrni-ofihe qu-_alit'yk ;f o';x“r.pr'oducy‘;

\\ anci a dt;f.ensible cost in _1—'e1a'i:ion to the amds availab_le /to us..
/ ) Syster;‘xs ,for ca;éful review and evai\iaiiion must be established.

/ We must have. ava11ab1e accm-a,tej data onjcosts if we are to defend ou’

/
\Jrequests and{continue to receive’ support from stﬁdents, al_umni, other®

. \ . : .
i taxpayers, legislators, governors, and donors. - , l
A’ L3 . N . :
" ¢ s, .~ Essential support ‘services must be maintained at . ‘
.- ) an adequate level,’ {
. 7 _ . . ‘

‘When a department or an institution rece,i)res a budget cut, the °

- ‘. - 7
tendency has been to protect positions for administrators and faculty R
and to eliminate first the'secretaries and other sdppc;rt pe;:sor_{nel, aﬁd_

v
“ 4

funds for support’matefi#é"‘fo‘r instruction, This process lowers the . s
L4 0 * - {

quality of instruction. Preferably, the cutting should be done in terms ; 1‘
A ceTTT T o |
|

of programs or divisions of activity, with attention to relative support

At - .
¢ ) . s, . . . _
1 - '

needs. -’ : - ., -

' 9, Efforts must be made to see that reform in high
) - - : .

. edycation is self-generated and not imposed by external

-

" forces, c e ' g

These efforts should 1_>e’at all levels -- institutional consortiums,
) - i
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:and our society continue to'change: but such new ventures

ified. ©Older programs must be Feviewed. modified as

necessary,er elimipated. . /
. : . .

rd ” . -
Reform may gmvolve governandg as well as curriculum. Pa.{tis

¢ . M
, cipation of the student community 1n policy decisions may require

1]
1

cgn'rside;ration. Strong admi‘r;istratzx'e"leadershlp is essential, but new

pathways should be evolved for m.put from various constituenciés,

, S'elf-gener’étingreform w1ll mecessitate financial support; and
. / ,

14

hard mongy r'nusi%“be committed .in the budget for such a purpose.

—
P , -
e \

We musfﬁhavb‘ faculty and administrators who exert‘}trong and

! .
In Conclusion . ,
R . » -

. . “
. - -~ L) ~ - - .

. . .3
,perceptive leadersiup if the institutiopn is to face the issues described

in this i-eport and to scarch out effective solutions, If we in the educa-
k -~

tional wor¥ do not assume sych responsibilities, others external to us
i

are willing to impose their solutions upon us,.

Now is an appropriate time for us as individuals to examine,

evaluate? change. -and renew our institutions, and thus our society. And

in the p cess fhere must be a unified effort to inform the decision makers

.

. and the public at large about the importance of higher education and its

contributions to the dignity and welfare pf mankind.
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New Roles for Students ; . -

- . |

N " NEW STUDENTS IN A NEW ERA

A Summary of Remarks by

) DR. YVETTE FAT.LANDY

.t - Vice President for Acacemic Affairs .

-California State College “
at Sonoma

Dr.z Fcllandy paid high tribute to Austin College for the College's

'successful efforts to address tigp problems posed to higher education by

the new American undergraduate.
y 4

-

She pointed out differences in point of view of education between
students and professors in the typical college situation. - ’

“For the ?aculty education is not to be focused necessarily on .
KON '
SRR the 1nd’x1dual but rather on a field of knowIedge, its discipline, its

meéthodclopy. T}ie typical"cone'g',e professor has spent rriahy years to
* . | o . .
s master a discipline. The reward is the inimitable thrill of intellectual

discovery ahd sharing that thrill with his colleagues and his students.

For the typical professor, learning is 1ts own Just1f1cat1on "

.

Studegpts, however, view education d1f£erently. \

The:-student "longs for an education to help him discover himself,

€

and dévelop himself, He also requires some likely link between his
course of study and his future career.™ Students want to be-free to
, create, to knov_v, to know that they know, to act, and especiaily.to love,

Their view of education is deeply personal, and it is 2 meahs to an end

ra;tizer than the end itself.

29°




Too often, Dr,. F’allandy believes, disappointment awaits both
professor and student in the typical situation. There is a crisis among
educators in that many feel isolated and have become resentful because

of what they perceive to be an ungrateful public and unappreciative
. e
students. On the other hand, for students, keen disappointment too often

L]

follows through their discovery that their academic work lf just that,
‘alling short of the personal goals sought.
In contrast to th1s typ1ca] background, Dr Fallandy pomts to.

“the magnitude of Austin Coll ge's trmmph. " "More suCc:essfu'Hy than,

L - F
any other college Austin College has addresscd the problems posed to

o gy, [ 3

higher education by the new American undcrgraduate. The-genlus of - -

Fl

the Austin faculty, administration. has been to recognize ea:‘rly.';t}i'e new
. - T [

Y .
. (O

aspirations of the new students. The virtue of the Austin Colle’mumty’v

students, faculty, and administration is to have found the:-imagination, o

poivse. and courage to embark on their quest for understanding and self-

development. Their venture has been 80 comprehéns@v? "c.l‘xa.!t'i"t“i:h.c'}!i.ldes. ..
Jot only all segments of the college community, b;.xt the mst1tutmn1tse1f "
The IDEAS program demonstratc.es. for example, how Aust/in’
Cc;llege has resi:onded to the aspira iong of undergraduates, The approach
to learning permits tﬁe student to discover and to develop himself. It
) . . - . ‘

shows him how his cbmmunitg' seekp to inform him, form him, influence

and manage him. The three coursés in Heritage of Western Man introduce

. . , . .
the student to the province of values and acquaints him with what company

.".‘

- .




he keeps through the ages by holding his values. -He learns practically’

N
how the educated person can, and must, participate in gemmunity, "
l

The mentorshlp prog{am as "dopted in Austin College, restores

to[the faculty one of its sacred traditions -- the/close personal relation-

. F.

- ‘ A
s/\ip of student and faculty member, T

-

Dr. Fallandy ci'e_dits the success of the Austin College program

’.

to the people who are the College --

. ‘. ~
-- the imagination and patience of administrators and trustees

in their pu.rsuit of-a'énew'visibn of education; - - » . e

N ~ LT3 ’ -

“ - the faculty for thexr courage and stamina in wrenchmg

a-way;f;'_o,m the security of _traditional pai;t'e;'ps to undertake<

A

massxve pedagog;cal experaments, 7
l«.-—;-”’t ‘S "’V - rm( IR S

~ . - N -

-- the students who demdnstrated their wllhngness to Jom
. i

. thei'r _'teai:hers_ in the‘ noble but risky experiment.

+ - . N -" . A

Dr. Fallandy paxd special trxbute to Dr Frank Edwards a priine

L. -

fo‘rce in. on’gmatmg the Austm Cnlleg‘e program and in gettmg it well

‘ under way ‘before hlS death o - ‘ ..

IS A M N s -
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1
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~New Roles for Stud'ent‘s :

: tea.-pber student roles,

[ — c T
SUMMARY OF AUSTIN COLLEGE PANEL DISCUSSION

ON NEW ROLES ,AND TASKS FOR STUDENTS

-

Members of the Panel -
* Dr. Howard A, Starr, Associate Dean, Moderator
. Dr. Dean M. Batt, Agsistant Profess_aor of Education
Miss Rhonda Blackshear, student __.
Miss Melanie Anne Dorsey, student
Dr. Myron J. Low; Professor of History

As a primary theme of the Total Institutional Project, Austin

College carefully reviewed new roles for students., Just as 1n the case

of faculty, the coMege recognized that with the Total Institutional Project

the student'body would be faced with assuming relatively ndw levels of

//e‘sponsibility. In the research that had gone on I;rior to the IDEAS

. . ) N . . _ ’

) - »
program, most consultants had warned the college that the ''new student"

-

g - . ~ .
would’enter with a wide range of academic experiences from the secondary
LN -" € .

school, and that they would net need further groundingfin the fundamentals

{ 4

of r:nath'elmatics, grammar and reading. Needless to $ay, the consultants

-

were right in terms of the wide range of experiences jbut considerably

ouch with the reality of the modern studer;t's sic skills.

‘ ¢
The Total,Institutional Pro_]ect recognized ea¥ly that the student

¢

n,

must be dealt with as a whole persom. “For that rea the doordination

.

of .the new student role involved rew tactics in the classroom, mentor .

-~

relations, and the use of.faculty in facilitator roles rather than traditional,

The entire IDEAS program confronted the student . s/

vnth a wide range of new demands in hig'/her role as a student. Sf:udents

\
1
)
4
: L.
‘, S \
|




. . )
. . ; Al 3 ~‘
were faced with modular cqurses, competency based courses, Kellerized

v

approaches, contract courses, contingency management courses, dis-

cussion based courses, highly media-oriented courses, as well as
N ‘ . ‘ i
, _ !
traditional lecture method courses. Going from one methodology to . \

another in various courses presented the student with many new demands.
It 'req?éred of the student a flexibility that pgfviously had not been an
issue. Students were exposed to.not onlyb véide range of teaching tech-

' I -t *

- b
‘niques on the part of faculty but also a wide range of calendar situations.

The new role of the Austin College student meant that he/she would take
courses in seven week sessions, four week sessions, and fourteen week
sessions, and, at the same time, be exposed to various styles of teachin

Thus the assumption made by the institution’ was that the stude

would come to the college in a relatively depex.xder;t mode and movy through
. ‘ ’ . | ¥

a series of growth patterns to a more independent mode. ¢ mentor.
would serve as the sounding board for this developmerital growth process; .
The coaching and guiding of the mentor was designed to support the

-

s;:udent as he/she would encounter various new expectations on the part 1
of facu1’1:y. Beyond these issues, the student faced a more experiential

and experimental type of curriculum than pr_eviou‘s}y. Students were
éxposed to the Hfﬁa.l world' of academic material’as compared to the highly

theoretical content of traditional.teaching. .Faculty that once had ‘'spoon

fed" students were now asking for a high degree of participation‘on the

.student's part. - Participation and involvement thus created a secondary
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L " New Roles fer Students ) - ‘,‘\"- = o .

L f g QUESTIONS TO BE DISCUSSED e

3 : : - : o b , T e
S - - = g ASummary ofRemarks by : S - ',

- ." /Drf Mairtha Pet°1,'st5n LR o R

/_.o N ) ‘ . - ,‘
. . S, : ‘ P,j;e§1dent T . ‘
Ty s en 0 T 7 Béleit College . - s ' ' T
L o " (Dr, Peterson summanzed the.questions discusse .. '
o - .};{ in the mornjng group sessions on new roles,for , _ -
- . _ . . students, preparatory to further discussion. )
3 . ' . ’
Some participants raised the questioﬁ: '"Is it a new role beirig
filled by stuéent's, or the same role with new cirecumstanceg? '’
pr can studer_li:
Y I . l Ceo
- be.made effect;ve% i .
- rd p}
. ‘ How dcj’we develop\within studepnts, faculty, ahd administration
. Lt \r ” . - "{-.- :.
a sensé of community? ; )
) oy / . -

YA it? In particular, should the individual who enrolls for aj single night: . - .- -3
: cla.ss'.‘beini'cedvt

> }
“~

'.‘student'? L f" ‘, -

«
-
’

Fl

A1

"\,. Vo ".

e respanjihmty" How‘f;ee is a student at A\xstur Coilege t

m e e e ey e AR S :‘. — ._,.‘A..u_“,ﬁ__._,N-.',,-_x. e ey

@ o7

AR D
ety
TR Pk

d.\\q’&u“w«, g 3
. s s oy
& ‘,"‘”'F‘“""' S \f,‘




- the prografn authoritarian?  ~ = - - E - e

"'How can we adequately evaluate the process of education in . s

- ve
s

.4 . e s e v e e e

- * any college -- evaluating what takes place within the student in his . .

’ ' ’ y S [} - . L en em . at A . e o2 gl
w-. . four years of college?s - ~ =~ = Ty _ T T
. Are the College s goals (that‘xs goals ,§ eercted in demands .o ,

. upon the student) djfferént from society's goals and standards?
. ':,/ R ' . _' . . ; . . - N .- N P
- ~ How much'_mature responsibility is it fair to ask of a student---

partxcula::ly the 18 to 20-year-old student? ) - Lo

How dc we go about altermg attxtudes brought W1th them T)y the ' Lo

. R R
L4 » - N -0 s, wF

':'student3? r : LT

‘

. . , 3 ¥

- . ) What do we .do.in the Te-educational proaess that remforé:es

i

e ' __the best that a student is? - . T Y .

+ N - ¥

* K %
N

.
”

*
|

. “« . 0 A 1 : . ’ . -
j _What they (adminis_tgﬁo‘ﬁ./facqltv, students) are questioning .

5

at Austm College has to do w1th relat1onsh1ps of fa.culty, student and»

5 - h . . .

Vsoczety Therefore -- 1t 18 Important to know - - how do you ask the-
R e | -
§ questibns that make the most. difference, thus creating a campus that:
o o e 3 .
is a lively,' vitalp],a_.ce,' a place wliere there is grnwtlt toward indepencient ‘
”_'Ieifnifn”g, toward becoming selfZdirected, BeeOmi.ng’é‘respon,sible and "~ ‘ ce

. \ . 4 ;
/‘ - X - - . N
- . . .
Kd s -
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New Roles for Fat:ul_tx I ’ et
- ES-‘»-OE.‘~~1E:JDLIC«¢\—¥IQJSLlN~A—(;%LA&AN(:?HSK,;sec:—H:e'r—*sLL.»wmm__._m_.w“.w___é
% . & - . . ;
‘ﬂ,, . R 3 - -& a . A : ) ;
. . A Surnmary of Remarks by - ng i
H ; - ., N , . X’ ) * --" * . |
. DR, JACK POV'ERS ) oo | ] 1
ey . [P . . ¥ice President : . . St “
C B e e m am o m
. . v ot e ﬂrogram dapport -~ W ,,, .
e T ' Resgarch Corporation ‘
.« - *. Dr., Powers emphasized.first.the strategic dependence of society
‘ T B . . .
upon 'highe_r education for }eadership and then, in the face of diminishi;fg ~
. : v . D ,
588 resources, the necessﬂ:y‘ for inore sharply focused educational programs
HE . .

. S ..

; . with stricter evalua.tion_‘of results, , .
° . i * . e

ry 1

In,support of the leadership role, Dr, Powers cited a statement

! »
L - t »

from Adlai Stevensqn who said the privilége and the penalty of higher

—————
.

* education is £hat, er the coming decade, it will be the pace-setter for

. political ahd social thought in our community, It maf not accept this - .
' » - ‘ )
- N . : 4 '
Q'esénsibility, but it makes no difference for it'is inescapable, For if :
., education ‘decides to set no pace, pgs"h forwa d no new ideas, dream no . W\
,‘ . A by - - M

’ dreams, it v;rill still be the pace-setter. It will simply have decided that

i - . - . . pa . N z e T L T Tamr

there will be no pace, Stevenson said. ’ L
Y . -

.. o . .

. . : . Roles of Education
. e :
Educatxon and 4nst1tut1ons of h1gher educatmn have 'bee,n boun’d NP

* .,

‘

s wi‘th the development of the Umted States. Dr. Powers summanzed thls

. ! - . “ / . . - ., ‘. :x_'.‘ﬂ‘u’ . <
o development thus* x PR : ) _

- . ro

B e When this. conntiy was. bmded'fﬂ&yeara a.go, Inghe: educatzonw~ a

A w&: edut:htien for the

AMJ-L s smem o AT Ve et - o M\.It,‘..w“.e. ~
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»u
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/ -- Jefferson and Madison revblutionized it and- m‘a"cié it education

Al

.. vl e
ZA
*

- frwe -A.I o — 'S .. — - s
half o£ the ZOth Century, hlgher educatzon bec e t.’nougl\of by many )

s

e v e o e it e o St o A o i [,

"t
N 2

for political leadership. : SR— .

.4: K |

__~-- In the latter half of the 19th Century and throughout the flrst

. ) -—

at least, as. educat_mn for econommc advancement
l,- I»

-- Durlng the middle of the z&th aentury the ppncefpt changed to

M . B Pe :

regardlng education as the key to progress.
- i o ’\
-- Perhaps Wwe are now starting what mlght be known as educa.tlon

for the whole person. Certainly this was one of the ‘motfvating factors

. .
.

. behind the Austin Collége IDEAS program, . : .

°

Dr, Powers reminded his audience of the many changes that have

taken place in higher edugation in recent fears.

i Y

Ww-mznmmm;nﬁb;ghe\educatlon Jun‘i’ped from two mJ.lhon in 1950

\

* (one out of two students in priva_te,eolleges),to nine million in 1976 (one '
. - . - . - - .
‘out of four students in private colleges)s ,

.
. ¢ a v
. J

Higher. education, no llonget‘the_elite preserve of scholars or sons

B

of the aristocracy, has become national'in scope, democratic in purpose;
ta

It is increa singly open to minorities and populations which have never

‘

) before been served

-~

~ To ”f’neet the new dema.nds the fa.culty has ha.d-te—step out of 1ts;~

* e

A

usual role and leérn new techniques in directing the develppment of students..

' The!Advancement of Knowledge

e 7 _' ".*And Faculty Development ]




, -
- Dr., Powers recognized the over- r1d1ng importance ‘of these

4

/_' ~ critical part of the\ﬁndergraduate. program,

/ i -
/ pecially"in the strictly undel‘.graduate college, " he said. Thus proféssional

.

e e e

e » Ve ¥ T )
~. .

hew challenges to educate greatly 1ncreased numbers,_ of YRUng, persop( ‘.- }‘q
' .o Q/N..ﬂ.a.x M *"\ '-Jv'\. -~ & w -t l" . — - - ... - |
W1th goals t/hat often differ from traditional goals ‘of the past. However .. 1|
. v ‘ . . "o ) o ) . | |
he emphasized the imgo;tan'ce also of the responsibiliaj of_ higher educa- \ﬁ o 1

> ) ; M ) + . i v
tion to contjnue the advaricement of the frontiers of knowledge. ''This*

/ ”* . N
-

is. often an aspect of h1gher educat1on which is difficult-to sustam—es- e ®

-

l. ; ', i ~f""

d'evelepment a:nd research ‘//by faculty and by students - should become a’ !

P
¢ . ., . k4

This will preba,,hly require assistance in funding from sources . C

- . L - T

outside the acadermc institution. Thus faculty will heed to concentrate

v [
- . . .

some of thelf time m developmg effective fund- -raising techn techmques
!

emerge in their owngood time. They are often ifficult to measure, and '

: _yoyﬂ;ger/generatxon v

- leﬁcult . why 7 Practical bmm kO EEEa
tend to: emerge not accordmg to. flxéd prognams o% time: schedules but they
f -

/

.thl‘ey are not easily rewarde.d,-:and thus not~r;adi1y fin'anced. o - . ‘ ﬂ
These fhncla.'mehtel adve.nces\. ip'knowliedge,‘ s-o impertant to be o } " o \w
- [ |
sought, depend grea‘.t y upon tlhe fa cujlty at 1nst1tut10ns of h1gher educat1on.
This is a role not asily adaptable to any.- other area of soc1ety. ."Thus’ h
- w'e musi continue‘ to have active pr'ograms for fachlty .im'rolve_ment in their . 3 ,,,,

respective flelds. It is th1s mvolvement whxch quahfzes faculty membens

to-be. leaders as well as- colleagues of students’ ip the educahon of tlns L

v * R . e

R R e e
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LS . + Dr, Pdwers tressed the 1mportance of a career developme\\t e men gt oo

e st e ot i vt =i ke b v s s 21— o - r.——m»o-——-

. B oo e, ‘ P . , -'1' . .
- -,.-.’ J_- \._o-hn . -D’@- 4 v ' ’ ) ) ) L4 N ¢ . M S
.. 'program for faculty "It has b,e.en my recommendation‘that Austin - o

.o
1 1

. ‘College put a measurable amount of its effort into getting this career

3, . . - ‘& . -

) o / develd.pme.nt program on an estabhsh.ed baBJ.B. ) He °°mmendm’

v et .
- L

Summer Resource Laboratones program of Austin College as a worthy

Y, 1 v

.. step, and emphasized that now.is the time to allow faculty mer:qbers to .

/ . . o w

3 3 concentrate their summer efforts in a redevelopment of their professional .

- s

. achievements. ’ o L ¢

. : Financing Inniovation -

. ~=‘ \ - ! A .\
‘Planhed innovations and changes in education, ¢bviously, require

RN} , - ' ; - . .

- . 4

- o rnonéy. /A‘nd ityis ha.rdér to attract mohey Eoday than it was a féw years

- . L]
v ., /

e agoT wmmmmmﬁf—msﬁfme in
o ‘ I )
the foreseeable future,” Dr. Powers predicted. Foundations, federal

s . - )
)genéies, and private donors will scrutinize pr6posals more critically

. thay in the past. L oL

'I’yo be efgective, future proposala' likely will“hax're ro be (1) c1‘ea

; focused as to subject matter, scope, procedures, (2) with # rply d_efﬁ; )

goa.ls, and (3)- wzth an effecbure methaéd of eva.lua.tmn- delm;ated . .

* - . -
. . Y L /
1‘Y

ST : AR InRégard to Austin College s

- PR OSN— : . 1

- - o

r:::’.\ ' "One of the reasons, for theé succeu of the 'I‘ota\'i Inlt:tutioﬁal Project

ij" N -+ you have .Aad a chance to observe in th;s two-day‘ conference is the »toul
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comimitment that all of the elements of the Austin College Community

?
-

- - . - v
‘have made to this particular experiment, " Dry. Powers said. "The
P

- suecess is also due.to a very great deg-ee to the admil"listrative leader- =

ship given to.the program by Dr ‘Moseley and by Dr, f‘rank Edwards,

.

who led the way in the formative stages of this progrdm. And te a great‘

extent it has 2lsu been aided by the leadership, enthusiasm, and coop- *
« ) . ~' \
erat:on of the Trustees of Austin College." '

~_ |
He added: "It seems fairly obvious to me that the two federal

\ \
\ ’ -

agencies which made the grant to Austin College did not consider inves'g_:'

.
hanges.

-
.

+n§z tho{flands of dollars of our tax money/in this institution ju:!"to help”

Kustinh College»upgrade its ‘academic pf-ogram and try some ¢

Rather, these agenmes were }\pmg ‘that some of theexperxence

-

.‘__

L} ‘ g ) \ i
negative and positive, would be made available to other mstxtui’ions- The. . __-_|

~ ) .
co'xifercnce being held this weekgi’s":-i’- good enrﬁple of one way of dissemi-

- AN

- c ' .
nating thlS kind fmformat,lo;[(r T~ S v ) ] \;

/
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New Roles for Faculty

=~ SUMMARY OF.AUSTIN CO
" DISCUSSION ON NEW ROL

EGE RESOURCE PANEL
AND TASKS FOR FACULTY

Members of the Panel -

Dr, Gerald H. Hinkle, Professor of Philosophy, Moderator »

Dr, Henry N. Buscher, Professor of Biology '

Dr. Thomas W. Nuckols, Professor of Religion

Mr, Harry F. Thompson, Associate Professor of , .
Communication Arts : ' °

Dr. Shelton L. Williams, Assocnte Professor of
Political Science

The panehsts'represented the fivefold manner in which Austin’

- _ N p .
\_CoJM€ge faculty had been both challenged and assisted by the Total Institu-
o . ‘ ’ e —\.

tional Project in reshaping their viewa on their reles in and-thraugh the

A

reshaping of programs for which they bore responsibility.
. - — . -

) T

Dr. Hinkle, Reddurce Panel moderator and spokesman for the =

new Heritage of Western Man core curriculum sequence of courses, noted

- - the several agonizipg decisions he and his colleagues were asgked to make

N - . . ’ Q. . . .
as they envisioned a series of courses wherein western cultural history

was utilized more as a frame of reference than as a body of content Eer se,
These decisions, moreevér, were compared by Dr, Hinkle with ltxis and N

4

others' prior familiarity with the previous Basic Shtudies courses at Austin.

College wherein one's professiona.l, d/etaile.c'i‘ grasp of 'Lonten,t was the

+

i:rincipal measure of one's effectiveness as an interaisciplinary team- teacher.

Dr, rliliiams, ‘who"fashioned and presently directs the newest core

cnrnculum enture at Austin College Policy Research, noted how therein

!
O -
. N .

also format, method and procedure were more|'the: order of the day than - * .
/" ‘J . ' N




'as a tWo-track option with one track more fitting for students in the sciences

. reorder every course they offered under a wholly different set of'ol')jectives
for the teaching of their discipline, In that reg'ard Professor Tl‘mmp'on'
. emphasized, "above all else, the vé_ry 'guppt;rﬁve--wellnigh essential-- Co

"dimension of f’ree-ﬁx’t;eL s;;eci\al-_fuh’dink latitude for tiae making and carrfing

.l
mere reiteration of data researched by students and their faculty facilitators-- .
making for yet z;nother sense in which one's role as an "e‘xpert in a discipline"
was subJ:ect -to change. For the audience’s further benefit Dr. Williams
gave examples o'f.Policy ﬁ'esea'rch topics and showed how campus research
and pelicy-making by 'studeqts in the course was monitored and often used

by institutions and agencies 'in the real world" in need of .such findings.

, L3
Dr. Buscher rep%'esented the experiences of aljout one-third of the
*
! ]

Austin College faculty who met the challehge of change by restructuring
one or two of their own course offerings along lines requiring new and

varied professorial roies. In Dr, Buscher's case a biology course open to

all students was structured on a’ modular,competency-based model fér

T— a

self-paced learning, and at the same time presented to students enrolled

» ~ .
and the other more meaningful to those whose interest lay in non-science
- * ’

acade;nic areas,

The audience next heard from Professor Thompson, Chairman of
P

the Communication Arts Department at Austin College, one of three depart-

A
*

ments that used Total Institutional Project funds, Summer Resource Lab-

. e . A .

oratory time, and outside consultants in their effort to rethink and eventually

.

~ — P

-
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-out of such uadértakingé by departments on any campus, - . - - “ e

g
iy s

Finally, Dr, Nuckols sharef his exper'iehce’s from the perspective
. A o
of a facultf ‘member who was given one Summer Resour Labora‘t;ry'\/

period wholly to develop his own lines of reséarch and a subsequent

"mini-sabbatical” under Austin College's innovative Career Development

Program for its faculty, fth, Dr, Nuckols represented most other_

faculty experiences rehearse} by his cblleaéues as well; but his was

2

one of the very first encounterg with Career ngelopr:nent--an encounter

.. . / /
"lost itself' in institutional concerns for so long a period of time
f _ . ~ "

-

. - . -




‘r 1. : New Roles for Faculty =

L

F f : . )

a "NEW ROLES FOR FACULTY: WHAT" AREZ’éY"' -

/ o - ASummary of Remarks by P C e
S : ; 4 e | '
T » P 4 ’d -~ «.. = - S{ster Joel Reld/{
L = , . President (.
. ‘ ' Alverno College, ‘
s

. : and President }
American Association of Higher Education

The long range projection o'f‘faculty roles cannot yet be clearly

Ed

foreseen; but changes are taking place., Consider the following remarks

as ""Notes to the Traveler'" -- to someone on the way,

-

1Y Where Does the Challenge Come ‘I‘rom? ’ -
. ) l - *

Factors that are changing society are alsﬁ creating chal_len”ges to
o / our modes of teaching in higher education, Sister Joel débserved. She

: / . .
emphasized such factors as -- - L

- or emphasize social goals through higher ¢ducation;.

The changing nature of the studenfs we teach, -with ‘t}‘le extensi-o\rl

-

of higher education to a larger and“larg r proportion of the populace and

. f- . .
with the greater diversity among students in regard to background and age;

.
-~

Challenges from funding agencies which favor specific goals—for '

I3

- programs in higher education which they arg w.il‘lir_gg t// ‘support fil’\aa‘ncially.

.
[N

X ' ; _ W‘li')" Now? - - '

, ' Why have these challenges to the traditional roles of the professor .

R

emerged at the present tlme" v

Y

Sister Joel sees a basic and fundamental change in the nature of -

the aubstance to be streamed thro, ‘the higher educasion channels, a.

e - ___ﬁ.)_ U S

e L s

(SR N e — —— _—
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change that is subtle though real.

— -

’ ¢

1A good deal of what we teach in the Hlstory 0 vilization has 7

fecused around migration, and then what happens to people as they try y

to gettle.- That territcyi/al migration wag probably more;or less over'/

by the end of the 18¢h Century with the/discovery.of Australia. In,one

L

way you could sfy that &1l human hisfory is migration.' But today we

are involved’in more, than an outwafd journey and a linkage between

technologica’i advances with reflegtion on the meaning of those advances. / |

|

|

|

|

. . -

What we are now involved in some persons may call persora¥ . : |

development or human developnjent, "In reality it is a different A,rm of
f . -
-~ \

migration -- migration into'discpvery of who is, what does 1t mean to

. be human, what takes place inside/the human pershn. / ‘ ’

-

" concerns. _Questions of civil rights to individyals have focused challehges

" impact on the educational world of students and professors. The natyre

" of this impact will be notéd later.

4 ’ - - . ,
e w_'_._,_,,.,‘“,-_,_ —_ _40 S S

. environmepg} of attitudes, appr
” o

'Conference in Ph;ladelph:a that we have reached the hm1ts of growth .and ~

.Just as each signiﬁéant tgrritorjal migration brought wit itan . -
R = - | ,
’Chg._)adfpfoblems, 80 Now does\?aeh

of{fthese migrations into the‘h,u'ma. being bringforth manifestations nd,

H ¢ t.
on whites. The women's movement focuses on the question of socialll (

N

rights. Issues of economic rights tend_to focus on the male. The con-,

.

-

sumer mov( ent -- in 3dd1t10n to its other mﬂuences -- is cormng into ant .

3 .
.
. [

1Y
R N \
Another circumstance, gaining recognition. may have exercised o

a timely influence in generating'the challenges. It was argued at the AAC
’




I
C—

N

" for the faculty member. Some of these, she sﬁggests’afe nefv roles; ~

-¢ 7 - -

that this realization has caused many to become up-tight about how

’ i

we are going to orga}xize knowledge and deliver it to autr students. One,

.speaker pointed out that, as physical resources become ever scarcer,

!
~

investing in human resources n{ay prove to be our best strategy.

Impact on the Role of the Professor

" o .
What impact have the forces described above had on the role of
, I ’ \
the professor ? . - . /

Sister Joel describes changing roles that seem t6 be emerging

o

but othersg are roles long perceived by some teachers but which now
demand much greater emphasis. ,

i

Traditionally, the professqr has been a teacher; now he/she must.

also be a learner. By inferences drawn from other paris of her address,; -

.
LY .

. X > ® - L .
' Sigter Joel 'suggests' that the role of learner is made necdssary by the

» .

T
. -

need to keep abreast of‘the flow of new in.t'ormation; to apsorb mé.re
e . . ‘.” " " ] R . ‘ ) .
knowledge about the background and capacities of students, and to relate

the teachings to the socie‘fy in which the 'educational process takes place.

. "When I am a professor, I decide what I will teach. But in some .

.
b4 .

of the newer programs I do not have that authority, Someqp'e.'clée' rha-y .

L) [ * g
décide -- a curriculum committee, a_proposal director. .
"As a professor I decide who gets the credit in my course.. In
some of the newer programs, there'is an external examining group..” . ',
. B [N s M R i

Sister Joel emphasized a changing emphasis on teacher accountability,

In part, at least, this change is a reflection of the consumer movement

La

U o I v e g
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. ! ., [ .
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! -

,rn somety Wheri you look af some of the th1ngs al?out whlch students

4!

-

"

' are prot»estmg, they may seem trivial. Yet in real'lty, they may be .-

. ' f
3 I hiding the r%xestxon in the student's m1nd' "How does a. stpdent

hd 1
'
- ’ »

. say to'a world-famous professor, the author of ten books, 'Bu’t you

aren't teaching me'?2" . , T - ,

!

. . !

+"Today, I'm not accountable to my studenté; but I am responsible -

» 2

to them, " Not only must I be an expert in rhy subject, but I must be

'
. ' ”

able to answer affirmatively, '"Do I know how to communicate what I

)

know to the students?" Anf still further, "Am I able to develop in that .

. *

—_ student the same kind of sk11‘ls that have made me a.scholar?" Students e

1S - \ Y

‘like professors, need to learn how, to be able to analyze, to synthesize, . o
LN .. . [ ' . .

LN

., . to quantifx data, to be able to reckon with not only personal values but e

.
< A)

' -also the vzlues opexative i!nAsoeietyzﬂt_o“lea,rn how to process data in T
: - - . _ﬂ‘. R
groups, to’ come to fecisions about data through group interaction.

Ny R |
But hele’s research that shou’ld warm your hearts Studies of .

7 the effectlvene s of teachlng tend to show that when' students dld their ‘best

ha.d nothxng tordo with whether it was in an open classroom, whether a

»

LS s ¥

= vzrlet‘y of visnals and other mater}als were avallable or whether the

» - * . -~
A -

dehvery was through the latest 1nstruments of technology. YThe most

. »”
.

‘ scritical varlable_was the interactior\that the student had with the teacher,
. 3 = R Y . . ' o . v - PR

- - . t v
4 .

. . , .
"So, even though we are talking about.new roles for thé professor,

- Q

< ) c T “ : . :
. there is no way that we can abdicate that radgponsibility for interaction,

- Y . - ! S PN '\~. * . ,‘ - .
- The functions of teaching, advising} assessment which we have always
. - N - teet - - ' .
‘ . \:\: :.‘ e ’ B ': * x
. s D Y e
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had must simply be raised to a new level of refinement. " ;

"Sister Joel indicated her conviction that in college teaching it

R

is becoming increasingly imperative th t the professof know more about

the students agd adapt his/her approaches accordmgly "Asg the r'x'atu're i

of your- students- -changes;' she said, '"You are gomg t'o play muhuple

&

roles if you want to teach You W111 find yourself constantly doing '
(- l - ~

- something di’fferently than in the ‘past. You will pay more attention to

LI

v . . .
what a¥e the settings in which learning occurs." Thus she énvisions an
. & b -

. .

~educational pro/r,;edure involving more field trips, more out-of-the-classroom

v
. . Y
-

'»projects more student, involvemént in iwhat takes place This 1ntens1f1ed ..
4 - ) i N

aspﬁé of the role of professor .she belleves must ""come from your N

“ , . o
.personal convictiens of how you are really gding to effect learnin-g in those

.\students, a feeling that, if the itud‘ent hasl committed himself to.an edu-
\ v 1]

catiog, 'By God, he is going to get it.'" )

Impact on the Institution

You cannot.talk about changing roleés for the faculty without

. S ' L ' )
reorganizingran institution. Sister Joel pointed.out some ways in which
a&aptatighs are already being made, . L

-
i

-- Advising tikés more of a .c‘entral fole'in the education process.-

“In"Bome schools advising for the first two years has been centralized to "
- ' . 7? : . . S - :
give it more coherence. -Adjustménts in schedule must be made for

upper level advisgu to,per'mit i‘ndre‘co,nsis en,t attention to advisees.

.
L

A W,

= EKC < " * ”’“7{9




. E
. in which professors exchange views, give lectures, teach each other,
L e o , . - - }
- exchange classes, . .
y ‘ * . . ’ ' . ! *
. : -- Committees are becoming more fluid, responding to changing
- > needs and designed to self-destruct. ; ’ :
-- A new kind of record keeging may need to be established » .-
. to retain the kind of data most required for new modes of approach.
\__« - N
L 4 . -
) ) -- New and creative uses fpr the library are being injected into
. the 'learning system. . .
Sister Joel concluded with this quotatiop: . .
- . ST
L : . ""Thé future is not a result of choiceslamong.alternate paths’ .
.. . R - " L R ”» . r
offered by the present, but a place that is credted, created first in mind
T A ) . . ~ '
- and will, next in activity. 'The future-is not some place we are going to,
L. . .- M . l‘ . ) ,’( . ) . * P
-~ - - but one we are creating. " : 4L : T Loy
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\ .
.y The approach taken by Austin- College involved many problems,

The 'I:ojal Iﬂ/stitutional Approach ' - ' / ' 4‘
’ /

/ P ,' /
/ // ’ ‘
SUI\/{MARY OF AUSTIN COLLEGE PANEL PRESENTATIO ON THE /
/ . 'FOTAL INSTITU/TIONAL APPROACH / j

@

AMembers of the Panel -

Dr. John D. Moseley, President, Moderator | ‘

Dr. A. J. Qarlson, Associate Dean for Humani es y

Dr. Dan T/ Bedsole, Executive Vice President and _ /
Dean of the Faculty

o
Servmg as moderator for the Austin College Case Presentat1on

I3
"o ~w_

President John D. Moseley introduced the subject of. al‘total institutional
f T Al

¢

’ . j
approach to self-renewal with the question, "How dd you createra College

which will meet the challenges arising from our changmg t1x2es‘7“ He

-

then expla1ned that the program to fo‘llow would present the attempt of -

1
one college to come to grips with this question and to develop_structures i

-~

and modes of operat1on u1table to thls mstltutlon as a means of ong-gcnng /
P

~ahd contn{uous adaptatxon\t\p the challenges of the future. ' ' T . /

- - >, -
r . - .

and it would not, be suitable for every kind of college or umvers1ty ‘
But for us it seemefd the only reasonable and realistic approach was| _
to emphaglze a comprehensive partnership style of operatlon ina

strategy to utilize the total resources to accompllsh program and
" institutional goals, ‘ o,

n

. = ) »
.

Involvement of the\'total community-+trustees, admmlstrators, . v
faculty, staff, and \students--had to ‘be achieved. To build and . \
maintain the kind of college envisioned, Iam convinced, must start
with the trustees; and I will talk for a tu'ne about our -Board of ’ ' R
Trustees. Then Dr| Jack Carlson, Assoé:ate Dean and Chairman-

. of the Humamhes Area, will explain the evolution of our new
acadeguc program with its involvement of faculty and students. 'Dr.

. Dan Bedsole, Executive Vice President.and Dean of the Faculty, . < .

~ will'then tell about the Career-Development Program, which is '

designed to permit ‘continuoys professional growth qﬁ the faculty ¢
member. .




E —_— —
The Role of the Trustees
- . ¢ . !
Summary of remarks by Dr. Moseley
‘ / When an individual is invited to become a member of the Board

[ " ~ of Trustees, I believe strongly that he or she should be confronted
with the real situation, to know what will be e:gpected from the trustee, - ’ .

‘ This/means that the potential trustee for Augtin College is

/ . ‘ - o '
/' ' invited to bgcgme a member of a working Board, committed to the

" Charter peésponsibilities, the leadership responsibilities, and -- in our
A
case -- the Covenant agreement with the Church. The Board is now a
self -perpetuating, self-disciplining Board with excused absef&s and

a review of Board*performanée as a part of their procedure. Thus the

Board invites others to join in the educational enterprise -- they idyit
. a president, a faculty, a staff, and students to join‘an exciting educational

- venture. This procedure establishes a kind of partnetship.relation -

A

between the Board and those who accept the invitation, and this pa'rtn r-

ship s‘tayl;a or approach affects the tone and the way the College does its
- 0
business,” Poliey is not so much a pronouncement as it is a process of !
e 0 ’ . \
, s - N 1 B
working out what should be done in the best interest of the College. |

— 4 ) ¢

President Moseley then used t'ranépérericies of charts and diagnams

in explaining the separate structures of the Corporate Office and the

B

Executive Oftice, the'new appro§ch to cqnstituéncy relations, and the

structuring of Board activitieg a,roundva.cycle efxeview of major areas \\ .l
- s I a0 . T

of their responsibility. Together with the Executiye' Committée which |

—— \ -
may act for the -Board between meetings, there are three stapdin€ \ v
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t:ommittees -- Developlmen’t,' Business Affairs, and Educatioqn. Each .
" of these Committees hss :the/special function once in each fqdr-ye'ar
_ cycle of leading a Trustee. Workshop, hela in the summer and de_v—c;‘ted’ . v
. to a).review in depth of progress asd planniné 11:1 its’area of respansibility, ’ -

_ Thes the 1974 Workshop was focused on progress and 'planning .in tke
area of Development and the 1975 Workshop on Busines§ Affa1rs 'Rhe
1976 Workshop will focus on,the Educational Program! and the%??
Workshop on Administration and the Executive Office. h

Emphasis was given to the usefulness of this cycle of review

not only in organizing the work of the Board of Trustees and.'aSSu‘*ing

a regular review of 511 aspects of the College, but also in schedulling

the staff work ax?ﬁ prepanatmn of evaluatwns, anafyses,kreports and

ROV

B, projections for the use of the .Boagc_l in its Workshops:, ——

—— P 4 . PE—

.

— Involvement of Faculty and Students -

b
1

Summary of wemarks by Dr. A, J, Carlson
N i .

\ ) Dr. Carlson emphasized that in effecting a comprehensive change

i — f Al PP

Al T =
‘ in academic approach throughout a college it becomes necessary to’

4

! ' develop a spirit of cooperation and involvement among all segments of

" the campus com‘numty -- trustees adm1n1sta'at1on, fa.culty,,—and sta.ff,
and students.“mthougﬁ AustmfGollege had‘trxe_d_a_zalriety.ofnstrategles =l
. for déveloping this spirit during préviOus‘yesrs, the Present strategy

developed most directly out of the 19'?0-’_?1 effort called OP“ENS (_C_)perationf

/
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Planning Educational Next §teps). ~. o "
At the beginning of the OPENS Prc;cess,“ four task forces were
established involving" faculty, students, and administr térs, mixing »

them in an alignment differing from traditional commijttee assignments. \

These task forces were designated "Committees of the Future" and they

v e |

“in the IDEAS curricufum legislated by the fa:cultﬁr. ’ .

were largely\resp'on;ible for developing the otiqlns that finally emerged
\ P, :

then became the major

e— -

Implementadtion of the IDEAS curr‘iculhmf
objective of the Total Institutional Project (1972-76), partly funded by ‘

NEH and NSF.| A Projeét Office was established with a Director, Coordi-

?

ropriate staff. Back-up support was provided through

[} ~

nator, and ap
three Resourde Service Units -- Educational Resources, Interactive’

Computing, ahd Developiment Research and Evaluation,
A majpr force in the Total Institutional Project consisted of' a .

—— [ e

] ) ,
series of six week 'Summer Resource Laboratories (one each summer).

2 -
- e

, ~ Each Laboratory involved about 40 students and 60 faculty mem:tnerg. ) \

-

» » .0 » * » . »
-working on curricalar organization, course syllabi, teaching/learning

mefhbds, educational resources, AE_A'dvisoi-y Panel of qutside educators
\ ' «

and consultants was appointed and br'ought into service, The Wth anniver- ,

sary ofthe college coinéidently fell within this l;eriod; so the administration .-

\

appointed a Committee of 125, drawn from scholars and e‘ducators}n ,

[

s ¢ +

oo . s . .
other institutions .and from COrjstituencyf groups, ' This Committee-spent

«

"more than a year in evaluation of the various acdemic units within Austin

Py
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: Th'e Notioﬁ of Partnership . . 1

"The interaction in the Summer Resouyrce Laboratories on both

curricular and co-curricular plans, it ~eems to me, went very far in E

-

creating a climate which involved at least three elements that lead :

toward our notion of partnership or cooperatiqn, ' Dr. Carlson said.
. T ¢ . . )
He described these elements as follows: .
4

Ertflightened sel -jpterest: The Project Director, Dr. Frank

%

-~

Edwards; believed fir ‘1y that if a faculty member could see that some” .

of the new.ideas were in the faculty's best intérest, these changing taskge

’ " ! »
.

a;ld roles would be‘ rendtered acceptable. Certainly, individuals still
look to their organization (or institution)*for a sense of their defined

roles and their personal identity amidst continued changes; and thus they

are relieved of anxious uncertainty. By inference Dr. Carlson intimated

. P T
that the same reasoning wouWld apply in winning student support.
- O L

More sharply defined institutional needs as determinants of the

academic, curriculum and academic calendar: Clearly und;e!!'tood'needs ’

tend to make responsive changes seem reasonable and necessary.

LA

Governarnice and management of the college that seem responsive

. 1
({o change and fair in,the distribution of the burdens of change: Achievement

of this fair distribution, Dr. Carlson emphasized, is a difficult task.
‘ b

"Anyone who has begun to add up the amount of direct involventent by »
! : < S

fatulty in departmental coﬁrses. cor.e.prog_ra'ms, mentor advising roles;

- . . 'Y . X . ~ :
is immediately strdck by the pqt.entia.l faculty workload problem, ' hetsaid. -
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-

N
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8

Dr. Carlsdn displayed to his audience an example work-load -
matrix design“such as is filied out for each member of the Austin E:ollege
faculty. The\-gvork-lclmd'is measured in terrr;s of ""building blocks, " with
a blt;ck for each significant assignm;nt. For example, the malttrix sheet- .

-of a specific facultywmembe;' will show a basic '"block" to indicate res- )
ponsibility to the major academic departmeflt'as a teacher. Another

block will indicateli':.he faculty member's participation in a core or inter-
disciplinary course, an;)ther if the faculty{nember:is charged with .
direction of a special program, another sixowing the extent of the teécl;er'é A
rpentor obli'gations, and others.from a long’list of p-otentia\l assignments.

) O N

"You are always amazed, sometimes awestruck, by the number of things

v ;
[

that faculty members do, " Dr. Carlson said. Each faculty(n‘xember's

- matrix workload is examined by deans and other administrators in i'n_h

effort to bring about a fair distribution of the burdens. With the finaricial

aid of the Kellogg Foundation, .and through interaction in developing and . .

. ~

using the work-load matrix, Austin College for the’f)a:st three years has
- .

been attempting to develop a Progra;rwanagement System.

Moving Ahead: What Comes after the Tbtal Institutional Project?
- . N

During 1975-76 all the Program Directors in Austin College --

F

»
[

: . ,, :
that is directors of all academic units -- have been requested to submit

5 \ . . ™
a Program Management Statement, asking for perspectives of their
\ ;e . . ~ N .
* programs for the past five years: (1) What are the critical changes )
: - = p

-, >

: ’
L Lo K L - 5, 6 .
N .

hl .




that have taken plate in the program unit during the life of the Total

Institutional Project?. (2) Thigoals or criticaL.concérns for what should

be ahead in the program? (3) The resources the program director is
going to need? (4) What priorities does he or she place on emerging

dev'elopments in’ the next five years? What time table do-they foresee

-~

in achieving the various goals? The Program\]:irector, with his faculty -

.F - » -
and program sharing committee, are asked to express these ideas in

'
\

" the terms that are most romfortable to them, rather than through filling'
out a\uniform and prescr'ibed form, ' \

A Self-Study of Austin College, conducted'as an alternative approach
. -
to the lraditio/nal self-study required by the Southérn Association, is being
/ ) * .

prepared. The Southern Association opened the pogsibility for an institution
N - AN .

_topropose a non-t;-aditional self-study; and?’Austin College made such a

\ -

proposal. The Total Institutional Pro'jeci:'land the reports emerging from

it will constitute a significant part of this ‘self-study. Already nearly

forty reforts have been received from Program Directons,.and more will
L]

- .

q)e forthcomi;;g.' The Self-Study amlygi}s, with ir;t'i'@ctc_)r materials—_
- .added, will be-presén‘ted toa Squihe‘rn Association visitli;'d"te_a.r.n neit fall
to _complete‘a non-traditional self-study. ° B - .
" In Ju_ne:'\}976, the Education Comn;:itt:ee of the Board of Trustees : .

Y -
-a Y \‘

aill conduct a tristee workshop on the topic of education. This workshop

will concentrate on-a study of the findings of the Total Institutional Project

DS ° .

. and the prgposéls growing out of that ¢nt;rprilg.
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o~ As one of the outgrowths of the Total Institutional Project, we
. . 1

" look forward to the completed installation of the Program Management
- : - ,

System; hoping that this system will provide the incentive for a continupué

-

'procéss of wha.j:\:we are calling "Self-Renewal. "

»
/ ) Career Development Program

7

Summary of remarks by Dr. Dan T.. Bedsole
s @
Any college which'embarks on per\;asive change needs to consider

the impact such change will have on its faculty and staff., We triéd to

anticipate this impact. I think we really didn't anticipate adequately, but

-

we are certainly trying now to respond to the need. Béfore installing our

new educational‘j)rogram, back in January 1972, we set up an advisory

4

committee of twelve faculty members. After an extended period of dis-

: (33 v T i ' i
cussions there evolved our present,Career Development Program.
~ ~

The Career Development Program at Austin College involves the

entire faculty and administragive staff. Each person is required to work

L3
.

out and attain approval for a carefully considered long-range. caree?
fo

development plan. The individual then is expected to conscientiously /l/fow

_that plan, revising it as needed, throughout his service at Austin College.

For the faculty member this plan meass that each teacher, whether

0 4 . ~
tenured or not, works out at foug-year intervals a pegotiated statement -

of career;i;lans and aspirations for continued professional development,

with etnphasis on his creative role as an effective teacher and faculty

-mnember during the five-year. p,.er‘iod ahead. This plan requires careful

- .
»

¢

-

/
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¢

analysis of one's roles and respon__sibiiities, as well as professional

status. It necéssitates the establishiment . f long-'range\a'nd intermediate

Ay

goals, and the projection of steps toward their accomplishment. The -

: : 2
Career Development process is-individualized and thus need not be

<

the same {for any two persons, .

A key person in this process is the Area éhairman, who typically

serves as career development.advisor for the individual faculty member

teaching within the chairman's academic area. Chairman and faculty

’

member sit down together at least once a year to consider the faculty

member's situation, aspirations, types of programs in which he or she

is particularly interested, possible avenues for self-renewal that may be

opened for that faculty member.:

Working with the system,-also, is Dr. Virginia Love, who has '
been appointed to a position’ called Faculty Career Planniﬁg Counselor. |
We thought it important to have a person outside the administrative chain

who could talk with faculty members on a confidential basis, who could

/

advise them and be attentive to their concerns. In Dr, Liove we have a
person who is very sensitive to personal communication and mid-career crises.

She also keeps informed about various opportunities for self<renewal. - ~
" i . . l. »:\\7)
Implicit in the process is the commitment of the College té support

-

self-renewal efforts on the part of the faculty member,, to the limits that

such support can be r'mi'stered. When a fac“ﬁlty has been hea'viiy involved :

in the burdens of change, as ours have, it is ‘important to pi-ovide for "

-




-study leaves and sabbaticals which are planned sq that individuals can

< -

be renewed in their ‘dis.ciplines and teaching fields, and can do things

’
N A
- b

which make thém more creatiVe. We want to support research, writing

.

. "and publication, ficulty exchanges, and various types of creative activities

/ "y J .
such as attendance at conferences, workshops, institutes, training courses,

and visits to other colleges and universities. .

We ﬁa\;e found that short-term leaves are often more satisfactory -

*

to our faculty than longer .sabbaticals. It is often difficult to take a

»
v

] .
semester or longer away from local situations, family, home. But often

.

a faculty membet can fruitfully uséqa seven-week perio:i in the fall or

spring, or a whole summer. In other words we are trying to adjust the )

. underwriting of individual self-renewal through this process. .

time period to the best convenience of the faculi:y member. We have been

v
N LJ

able to secure fina)nq’ial support in the amount of $50, 000 per year for ;sl;pcjal
. /:’ . . , . . .
The Career Development Program, pbviously, is a part of a reward

structure. We seek to empl'x\asize that rewards are not just in terms of )

-

promotion in rank or salary. o .
3 .
“* You might agk: How i8 the process working?
] 4-\\’ .
‘ So fir about thgee-fourths of the faculty have developed long-range )
. : e

L)

ca'i‘eerplans and are updating. them periodically. Many -- including both
) - S . ‘ ‘ >
those who have completed a plan and“those Wwho are still struggling with

one -- are doing thi# sorf of thing for the first time. Some find it some-

™
4

what t;aﬁmatic. But faculty in éeneral have testified that they have found «*

the process beneficial. One of lhg-r;atebst benefits is in impro{red-commu'ni- y

.
L 4 ’ . . . .
. . p

. & .




cations between faculty members and administrative cfficials, We think
the progrém has gotten off to a good start.

. What We have Learned from Our Experiences

. ’ - s o
- Summary of remarks by Dr. Moseley

In trying to pull all of this together and summarize what we have
. r - ’
fearned from our experiences, Iam just going to list what might be

"some elements of a total institutional approach to self ‘renewai. The

o
AP
Trustees, if the faculty,

s

- -~ first is institutional commitment. If the Board

if the institution itself is not really committ¢d to undertake s

 an approach,

- /-
don't touch it. Second, you must have the’kind of leadepship and structures
/ 7, ! I\
i

tl}at' really get the people involved in/handling épecific assignmerts of '_

responsibility and in learning wa#gs of working together. Thrcgﬁ that

must come a creative climatefthat b}xilds trust and mutual concern --.fo

k4 £

L4 .
really see the mutual concergs and to build trust.with one another in the

process, A cycle of program ahd operational review /- we haven't used
%3

-

much the term ""accountability” in this presentation,’ but it's going abroad
in higher education a great deal. If we have a cycle 'of program of review

for the Board of Trustees so that once every fou‘r‘year% they have looked .

-

. in detail at each part of it, that backs up -- that makes each of those ,

administrative units get ready for the Board of Trustees.. ‘Getting ready .

y

to say what we've done and where we are and where we're going is more
i P o

vURS g . . R
- -

important aimost than what the Board does. It's notienotgh just to do

that in the central administration but in each one of those programs --
' ap ,
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o .

the b'\‘zi‘icnling :talocks that Jack Carlson was referring toe-- program analysis,

projections, and really a creative approach. How can we do this better?

What's happening in the field? All of the ideas that can be pulled together

there. And then we must recognize in all that is new that we are changing

as infividuals - individual renewal. We've talked a lot about the difficulty

of fa:cuitir renewal. Let me tell you sorme administrative renewal is f)retty
1 -
"
tough, too. Ihave had to change my role as president. Ican't' be the

kind of président I was when [ first came here or even in mid-stream., So* °
. ‘F

. I have to change and that doesn't come easily. Iam mogt sympathetic with

the whole proi:lem, but it is a matter of individuals facing up to it. And

i

then, ffinally, it seems to me, outside assistance for sélf-renewal. We

R . *
had an Advisory Panel that was very helpful. We had a 125th Anniversary

Commission that looked over our shoulders.- We've had all sorts of people

helping us. But I am sure that if we had had people who had gone through
: \ o _

some of this, we could have shortened our time and been reassured that

the pain would sometime soon go away, and that we could get on with the

| S 4

business and be happy about the r.esult).

.
]
c -
- 4 - N
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PARTICIPANT REACTIONS TO THE CASE STUDY PRESENTATION

Bl © v

~ »

L - - Following the preﬁsem':ations0 by Drs. Mogeley, Bedsole, and

Carlson, the part1c1pants were divided into fow groups on the topics of

(1) Governance and the Pro-gram Management System (Z) The Total

Institutional Approach to Self-Renewal, (3) The "Ca.reer Development

Program and (4) The Process ,of The PrOJect and the Use of Outslde

‘ N .
Resources. These groups exchanged quest1ons and comments for about

1
thirty minutes and then each participant shifted to a. different topical

group for another tl;jrty minutes before éorning,beck together in gener‘al ’
session. Mrs. Edith W.-Seaghore, newly appointed President of the -
.W . -

National Training Laboratory and a mefnber of the Advisory Panel of

* .

. the Aystin .Colleg"e" Project, visited a ong the varjous groups and after- .

. e
’ : " Summary of remarks’By Mrs. Edith W, Seashore _ )

t
i

discussion and some of y'our reactibns to it.

The first reaction was "Tell'us about’

" in half ag~hour. It 1: Iy does make sense,. bu 1t is an mxolved procesg_

10




‘e

-

college programs directly to the faculty in those programs and to insure

* -

continued self-renewal; and it is difficult to get it underway. .The goals
~ . . .
" and directions of the system -- and the fact that Austin College is working

hard at gettirg it underway -~ these are what most of us will remember

.
1
. .

about the Program Management System.

P
B

" Self-Renewal, The‘ques\'ioh that was asked of John Moseley .

several times is, .""Where does it start?'' ,That is a hard question to

- ]
. i

answer, Some say that it starts with the Board of Trustees, sbme say

with the faculty. ,Around'l'a,e“rg, ,many people saf that it starts with the

N P - / - . -
. President, But there's. né question that there. is a great dea] of commit- )
) ment - commitmeént fro everybody a'nd.we have seen that in these two

he ]

days.. 'Recong‘izing that President Moseley sees.himself in a new role,™

_ the question'was asked whether others perceiyed him thatAWay..,.I think

. N i . . ." ~N ) . ..
that is one of the things he means svhen ke says that -he knows how" difficuylt .

]
“
P 3

. . . . . v
it is to'change. " ¥t 'fs’\ not orly to change your own way of be‘i\‘aving, but

.
‘

also to change other people's 'pérceptions of your behavior., .A point that
e A ‘. [ . N - .

was added by. the visitors was thdt communicating this projeet effectively

- . .,

both internaily and externally is tdrribly impbrtant. Of ct;ur'se this is s
the beginning of dqingjust'that fol:';:he éxterndl.oommtinity. "t o .

o . - i - I

s e
.~ Career Development. There were a number of questions regard-

0 d .

- . s 3 : . .
ing the faculty coordinatot for Cateer Development. She is trajhed as

3 psycholegist and is,up-to-date an grants, épecial:.st&dies, nd activities

— . - -

" like that., Career Developmerit.seems to have ca'ptui:ed the i’ntere‘st of

. e’

LX)
N
N




.. Ipicked up as of pa.’rti‘culazf interest<to me. E

A - That is a very bi'ief capsule of some of the queotigns you have'.

-

some who are instituting, ar thinking of instituting, this kind of program

) . t | ‘ o
in their own,colleges.’ﬁ “Another question tha; was asked was,' "Can féc.ulfSr
breal£ out of. whaf they are‘doing and go into 40, I,ething quite ciifferent‘ .
i . ‘
in their career developmen; ?'" I think that ma 'forn‘Out for sorr‘)e to be
" a reality, That can happen with deyeioproent, and I think that is.goingl )
“to be ‘one of the things that the fa cuity will oo e to see, | T g

Project Processes and Outside Resourj es. There was a good ) I

t VA

deal of‘discussionyf the importance of the Summer Resource Laboratory

.

over thé four- year period and the importance of bringing consultant's ' .

. . ?

into that laborAtory to work with students, faculty, and administyators

all at.the saxée time. There was Some c.oncetpcaboﬁt whether that&ind Y
of‘opport.unitay for-students.and faculty to work togeiher and ‘to work with . " .
outside.consultants ‘would be continued. Another ,questmn that was asked .,
> ’ s L] ! M - -
T as R L L
was " was the Adv1sory Panel kept 1nformed ant how often did they oo
* . . \ -

. meet?'" We met, twice a year for three years, and we were kept extensively
’ ‘o . ", s ’ - , - o

informed. We wete prepared for each meeting as though we were coming

- . \ . . - v

Y fox, .t ’ ' ’ - N '
*toa site visit, From time to‘t1me, ‘most of us also dropped in between, .

Y 2 . ’ - - * co
v meetmgs to Spena SOm'e time on campus to follow the act1v1t1es of the
- AL
campuys that had iak_en ona Speciél.interest for.us. And in my ;:age, the

- . »
. L - A .
I‘ ~ . .

' Summer Resource 'Lal%ora‘_tory-and‘ Program Management are thé two that -
» . . ' - . \ ’ .

- 3 A s . v .o °
,
R

-
. - -

. Al - B [
[ .

- 3 - . o
-. asked. And in the contextr of some of the: quest;ons, I tried to give Very
) ) K f- * iy o :

brief anfwers to a few of.them. I hope that they will stimulate you to" .:

65
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‘these. «By the.timé.yoq get to the end, you realize what you would have

continue to ask questions and to look for answers.

™

. Now a few words about the past two days. The first thing that
came to my mind is that'we have had a wonderful time. Ithink it is

importa' t to be able to say that about a conference. In many ways, it
. : Ry

has all been quite extraordinary. Imagine sending out 200 invitations

v

and h,avfng 150 guests afrive! Espeucially with our schedules and this -

' -

.time of the year! Imagine even being so excited and committed in what

‘e

you're into that you can invite top educators to come look at it. _And then

.

imagine most of all keeping all of us on schedule for two _whole days. v

That is a tribute both to the organization of the conference, and also to

¢

the cooperation of all of us and probably our wanting to be where all the

action was'at the right time.
Most of those of you with whom I spoke have been both elated and

frustrated -- ;o;’have been elated because of the stimulating company
e
. / ‘
you have enjoyed and from being so royally entertained. But you have
Che h
been frt\xstrated, ag I have been, -not to have had more time to pursue

some of the details and issues around.the Austin College program and

ES
.

not to have béen able to share with othérs some of your own innovations.
. . L

.That is often the problem of a two-day conference. I have also discovered

-

't_h_.at it is the problem of a 5-day con'fer?nceyor a 2-week conference. So

s

. Lo v / N . .
those kinds of frustrations are where we generally leave experiences like

really liked to have known, and wish that that had come-at the beginning,

L 4 . a . ,

" But as I listened. to ‘todéy's session, itgseemed-to me that it was coming o

. - .
, ‘




 _

‘at the right time.; I was abl\e to unde/rstand better where the pieceé fell,

P . —

having struggled with them earlier. ¢ ’

I think that this should be the start of many rhore conferences

where an instft;!ution can stimulate our thoughts as to the way we look* *

at'’how we are doing things -- and pos_sibly consider our own self-renewal.

o
. L . A .
- - - 4
- We are all into a process which continues, Even though many are ex-

hausted here at Austin, I know that they, too, believe they are into a
’

process -- that they will continue to evaluate and I hope will contirtue to
change. We actually don't live with problems that can be solved these ' ,

days, ,but we livé with predicaments that have to constantly be dealt with.

-

"And that is a different'wz}y to Jook at the kifids of questions we've raised.

‘They aren't even questions in some ways -- they are predicaments that
.~ Lo . ' o s

we ;111“‘fa‘ce. The ‘experience of dealing with those predicaments through

the process that Austin College has been into is one of the things that they

o

1 haye wanted to communicate to you during these two da‘ysl.

. o .

, - What I woild like to do now is something we haven't done enough

& ' o . ‘

of during this conference, but we don't want to leave without having a : ‘
chance to do that -- and that is to hear from some of the rest of you. o

/ »

- take a few minutes to have you share with us some of your reactions to ‘

/the COnferénce, some of the Questions you-aze still left with, and also,
e -

»fer‘ir impartantly, ways in which Austin College can continue this coopera- L ]

tive venture, sharing what it ha®s been into these last If‘ou_r years, There °°
A . . Y - ' . .

‘are.all sorts of ways of disseminating information -- many .of them most

O , =
. . ineffective. If you have any ways- that you know of that would be more .

———— . . S
4
. ———— w—

o ‘ '
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exciting and ways in which Austin College, can continue to*cooperate

M N - v . .
with you, we'certainly would like to hear them. So let's get some

comments from you. o / .

i . * x Kk % v
* . - PR 1 -t %,

Participant responses in the general sessjon were quite varied

4 ‘ J )
within the range suggested by Mrs. Seashore. A number of participants

endorsed the idea of fur‘th\er conferences for interinstitutional sharing . - .
, , . .

.
ae .

- . ' ) .o :
with sevesxal e(npha\sizing thg desire to losk at other institutional case

- .

Ce 4
*studies., Some suggested that further such conferences might be most

- ¢ »

useful if there waré less variety in the kinds of institutions represented.
—_ o~

t g N

Some sr.'gesgeg that’conferences involving institutional teams of faculty,

.
.

. ’

students, and adoministrai:ors might be éspeciallly helpful.

g Y

Among the %dpics identified for special attention in such coeerencesr

-
o

) v:'ere (1) planning and sfaffing interdisciplinary studies, (2) ways of

selecting and educating members of governing boaxrds, (3) ways of © .
- , .

14 N L . ’
measuring what students actually get from their college experiences,
: : - ] .

(4) reconsidering the scope of what is credited as legitimate college .
" experience,- (5) prograins for fatulfy development including fagulty '

| -

exc‘bange, (6) ways og understandin%anﬁ quantifying the elements of ' s

i ¥ y
faculty work-load (7) wayssof simplifying the handling of management

‘ ways of evaluating what Iifferent institutions are doing in
Lo : ‘ )

o
' "

_terms of their different institutional rtf:l{es and missions,
: |
. | !
~ /
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,arts college as it has operated in the pastand as

: overall-educ&.tion‘ economy: !

) ‘in some parts of the country ~- can provide th1s mformatwn and

THE FWE Rom OF LIBERAL AR TS COLLEGES

Summ'ry of remarks by Df, Lanaxum R. Bolhng g
3 Fs .
DA e
"I would like to qiproach the 'topic of the fﬁtpré of liberal
ey, 1 /\ ) 14 p
! - * . bt o * R :
arts colleges on the bagis‘of the rather sober judgment that we'do
not know what the future of the liberal arts coHege is, and as of

now, we cannot know, " ) o

AN

On that kind of be inning, therefore, it seems best to approach
) [ 4

.the subject by e:@ing the functions and ﬂ?ﬁaﬁof the sma\l liberal .

:“zpe rates today,

By s&\domg we can seek to deterx;'mne whether these functions and

3

values are imp&rtant emm\an ongoing significant way to justify

the survival of the liberal arts c?ﬁkges in the future./§

-~

¢ K ) LY
Some funchons of the 11beral arts college even though well

13
- -

carried out, seem not distinctive enough to form the basis alone
- ‘ _ N R " » - . -

for future continuance.

”A* conveyors of information 4nd\skills, as producers of

"-_ "' SR

‘baccalau;'eate ésgrees, 'these.colleg’es are useful components of the

f “*
R] ' t "

\, Yet the great expansiomof the state-
i .- ¥ .
supported mstltutmns of hxgher learning -- ow ségm)mgly overbuilt

N -

fow

31(1113 }copveyance ,"'If the chief rationale for the small, privatq;‘;c

libergxl arts college rests upon.the assertion that it can do better
‘ ) ‘ - L. L . ' Y
work of information dissemination than can the stafe usdiversities, -




~

. then its future is dark indeed. " . . .
B . In terms of cost efficiency tl;e small lib;ral arts.,coilfzgé,

I believe, wo_uld show up be&er than many expect; y;'e't the basis

for survival cannot be built upon prod;;cing course crggjts' at lower

unit costs than public institution;. ‘ ,
"Nor should the libéral aris colleges be too sure about

building their case for the fut;lre on clair;‘ls about being more ’

imaginative, more innovaive in educational methodology." Some

of the most creative ;aducational experimentation in America is - 1

going on atsome of thle community colleges. ’ T

* \'T’he future of thé liberal 3rts colleges, I believe) is related

primarily to their effectiveness in fuifilling the ancient compre

misgsion of liberal education. That mission will remain important
f - . N ‘

and will become even more important as the years move ahead, "
; Y \, N

What\is that mission? . - o

»

v Fxrst that mission has to do wzth liberating the individual N
\ / - .
from certain burdﬁe,ns, certain restramt, certa.ni fears that 'must be

<

overcome if an indivi‘duaf is to l::ecomé'a free and responsible person. ~

’ L ]

. [

"A truly lierating edl;]catlon will help the md1v1dual to: dmc0ver

0‘-‘

that the world does not ravolve: around Lxe. that I cannot control it
.8 -

or:manipu.l'ate it to suit my private purposes, that I must accept

’ « v - ‘
certain givens in the univers®, that Imuat come to terms with my

- v -

. . ‘own finitude. " The study of, hterature and phxlocophy. x:ehgxon, .
-' ‘ M R ) '\: ‘ . - .
~ - 75“? SR
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" upon their being able to articulate and to fulfill significantly a functi? )
' . N

liberating. education should also help the individual to affirm his/her -

openly with younger people their own searchel, their own }Sevi}dermenff

s
L

"physics, history and economics, these and other disciplines help

us toe.overcome some of the burdens of our inn’egocentri&fy. A

personhood, to discover glimpses of one's own human potential,

A liberating education is one that frees the individual from

- .

earthboundness. It stimulates a sense of wonder and awe about the
whole universe. Thus the liberal education must create a sustained
intetest in both the sciences and the humanities so that we all come

to have some ap'ciation‘ in the intricate patterns, vast design,

complex processes, the ongoing evolutionary.thrust of the universe.

- h .

"A truly liberating-education is one which is infused with a

sense of values. " It should lead-an individual to comrmt hxmself or

- - - . - T J— - me———

herself to values that transcend personal appetites, personakacquxsl.-
tiveness, personal ambition, personal desire for power. .

"I do believe that the future of the,liberal arts colleges ‘d-epenéls

‘v ‘- .
of helping students to come to terms with the great ultimate issues of

life. " - ' ) . ' T
. . g/}:‘ i
How do we deal with values eiiectively and creatively? It is

I

done, I think, on the basis of two kinds of approaches -- (l) through

the w1llmgnen 5( teechers administrators -- older folk -~ to ihsre- \:‘\\ .

- ~ -
- N

-

their own sense of the need for clear purpose and affirmation of value; °




- -

and {2) through the way we liye, through example, 'to communicate to - -

others what our values really mean to us. - Values are caught by
. LY e

contagion, not by exhortation,
""How dqes a college go about dealing Wlth these challenges
responmbly" I have a few personal ideas -- blases, perhaps -- I
~ # share them with you without apologyf "

If a college is to take seriously this task of communicating
A ) : : :
values, one of its great responsibilities is to stay small. It is very

%

difficult to keep big institutions honest, and to keep them human. A

-

hunger exists in so many people to break out of the superficialities

’ .

'of our daily existence, to be oneself, dpen, honest. vulnerable. In

a small community and a caring community -- such as a small

hberal arts college may be .- thxs objectxve can best be accomphshed
The small liberaFarts college -- to survive -\must-be the kind ’
- .

< - \
of institutionthat is concerned to maintain and strengthen the sense of
and/tl;é experience of community. “The corporate lifé of the campus
e H . - ° . .
communi’ty is vital to the success of this enterprise. " Among the deep .

hutnan yearnings are to feel that you are a part of ‘something, that

-

-/i( something is an‘ongoing enterprise, and that what the enterprise
i

>

is doing is worthwhile. This -sense of.commqnit’y emergeo best where

P —

facu.lty and students work together, often even in menial tasks euent;al

to the commumty To the mdundual student, this exper:ence of
~

. developing ltrong persong relatmnshxps in this growmg sense of .




- community prepares him to feel more secure as he enters the -

hurly-burly outer world. .. \

. ®

Experiences are worthwhile that get faculty and -

I'e

students out into the community -- work-study pro§rgms, field

-

social services, foreign travel. The linkage between the campus

» and the outer world is trernenciouslsy important as a part of the
N , student's education. . |
i * % %
\>f B What has been said {s this: O

. Thougiu the future of liberal arts colleges cannot be
precisely foreseen, the most promising avenue for survival is the

continued fulfik-nent of the comprehensive mission of liberal education, " -

. This mission has to do with lil;erati’ng the individuals
from an egocentric approach to the wbrld,ﬁ stirring within the individual

Y

a sense of awa renheds and awe about the umver;e, enabling the individual
to evolve a sense‘of values, '

Th.e ;::ollege may best fulfill this mission by remaining &+ 7
srnal'l, by strengthening the sense of a cominunity o{ ,‘s“haring and caring,
and by relating the outer world and the campus in a meaningful way.

Thus we perceive that the small college ought to think s'eric.)iisly’
abc.mt‘hc;_w-w it cultivates a style; ofJlife. '""Most of us on liberalﬁartl_ college NG

. \ S

campuses, or any kind of college campus, will never really over the

long run be able to maintain the kind of material life we would like to -

I 2 ‘ _
3 - N
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. 'how we may-"s:implify the job that we do, and that we do not create »

, become accustomed to. We are going to have ‘to find ways to simpli

Y

the job'that we do, -- to reduce our demands. " 'T\his does not ?aéan

M e
Iam asking that salart€s be cut; but rather that we look horestly at
- \ e . .
'! . v X . )

e :
unlimited expectations on how we will become rﬁg/re plush and richer

year by year. Within this style of life, also, it is important that we
ch;.llenge earch other about questions of value, ’that we strive to av%id
pretenses and pioué platitude;, that we récognize the right of the young
to challenge th'e old:r génération about tl:leir inherited values, but f

- PN -

L4
that the faculty preserve the right to challenge unwarranted assumptions.

"I haf(réa parti‘cular sense of commitment to the maintenance of.

the smaf‘ﬁ&ate l1bera1 arts college. If it really does its job, if

e

it mangges its affairs with respon31b111ty and frugality, if it has clearly

in mind what its central purpose is, A=nd 'if it works like’hell, Iam |

convinced it will survive 'with distinction. "

- B . s .
- B
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PART II - SUMMARY OF PARTICIPANT RESPONSES
g _ .

The Invitational Conference engaged the participation of a large N
R LT N
and varied group of distinguished edutators, as shown in the list of

-

, .

s in this section. The structure of the Confg;ence was

section of t};e report is foouséd on the reactions and rééponses of the
balfticiﬁants., summarized from two different sources: through the
leadérship of the twelve small discussion gro'{ips tha't rn;t duringth/
morning and afterhgon of Friday, March 26, and through written resbo.nses
7 )

to questionnaires,
1 . N ’

Participant Reactions in Discussion Groups , )

The largest portion of one full day of the conference was spent in

-

two segsions of small discussion groups which focused on changing tasks
N

and ioles first for students and then for faculty. Each discussion period

. »
followed a group presentation on how Austin had dealt with these issues 4

-

in their total institutiona] project.. Cénference participants were divided
) L T '
into groups ranging in size from seven to twelve and composed of repre-

sentatives from like institutions, i.e. liberal arts colleges, private
universities, public colleges and universities; and égencies and organiza-
. .

tions, such as consortia, federal offices and national boards or projects,

A.pérvading reaction discernable across all the groups was a strong - -




c —~
s

sense of gratitude to Austin College for its willingness to share openly

w
- -

. . - - . ,_&, -
the lessons learned and the progress made in dealing with the develop-

" ment of a new program over the past*five {rears. There was general

excitement about the conference being built around the type of case study

4 ’

presented by Austin. Another general reaction discernable throughout

/

the discussion groups was the realization that Austin has pot-solved all

’ \
the problems or arrived at dramatic new insights.unheard of elsewhere.

.On the contréry, a good bit.of discussion centered around the point that

’,

Austin College may not be so vety different from many other pla‘ces,
except for the fact that program f]evqlopment had been dealt with in a

total 'sy’stematic way. Discussions indicated that conferees were gettihig .

. o

. . ;

new ideas to take back home and weré gaining new insights into changing
circumstances and crucial questions to be asked. ’ !

Throughout the day discussants seemed to remain preoccupied with
. s . :
the questions of transferente to their own settings. There were constant .

probing questions addressed to the Austin resource persons specifically

about institutional characteristics and the sense of community that seems -
. . .

to exist at Austin. The concern for most participants was whether similar

. . .
~yt .

: new developments can be.,achieved in other settifigs, particularly where e
o * ) . ! ~ ’? i - : A
size and circumstances inl{ibit, the development of a close-knit residential -

«

'coml;nunity. . In other words the question still being asked at the close of

.
-

. -

discussions was, "Will this ki'rgd of program work with.a more heterogeneous

student and faculty gzoup?" _ , } N , ' DN
o . - \\v'.‘ - 2 - ' o

-~
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- Focus on Studenfs ot ' ’

The opening discussion period focused on\ the conference themé.

\ *
.as it related to st‘udents, but most of the groups &egan by questlomng

whether there are new tasks and rbles for students or w_hether, mstead

. we are seeing a shiiting~emphasis ‘on moyving studé\ﬁts from passive to 1__"’ -
* . 3 I - R . - . L

dctive learners. This speculation caused nearly all the groups to begin

» with a discussion of'fa\cu.lty,roles‘ and -to.de:-il with the question of ‘how

" to help or prod faculty to change so that they can wbrk More suci:es“sfully

with today s Students and this changing emphasis..

, .

Whe/her they thought it was.a new task and role, or merely a

shifting empha sis, most groups seemed to agree that“\the major new
. ’ |

| »

" considératian about today's students is their apparent &?esireoto be more

. . ) \
' -~ active participants in 'decision makjng regarding their émn lives and their -~ - - -
own education. The discussions centered around thé point that today's

FOEEN

\ ‘ *

assuming responsibility for

~.students want and need the experieng:e\

» .

making their own choices. One group goncluded that gréater. student S

mvolvement in his or her own educati

* 1\ ‘_ *
Js perhaps the primary new . 1
-

v

- element /ﬂ—, higher education toda,y

/ R
(e . ‘ [ }
- The discussion grogn.-ielt that t}le Austih College progra.m success-

%

-directed, mdependent patrticipants
’ i m‘hl-kl_ﬂv_u e Bbete

rong sense of community at Austin College,

fully mvolved students as actlve, se

to a great extent because of the

.. . . . "‘ .
ntor program. These two eleménts were -

-,

“not 8een as , m y{ﬁ ind_eijnder.lt. however. The mentor program doubtless

s

-t

> . - ‘ v .
gt'deal to do With the existence of a strong sense of community.




.

But many participantsg se.emed contmually concerned about whethei' the

- " - %
} -y .

'Austin program wqrks because of specia} circumstances at this institu-

AN

‘societal responsibility in view of the great emph‘asirs' placed on the

by . . N

. tion and if so, whether sucha program could succeed under other’

L
. . .

¥

-- Does the mentor pr.ogrém require a"homogeneous student
. i body ? 'Would it'work with a heterogeneous student body ?:

(Several Austin officials maintained that the College has a.
- +heterogeneous, not homogeneo"us, student body. ) i )

’

-~ - Are there certain assum'ptions about readiness for the

. mentor program? Does the program require students who
arg highly mqtivated? Can it serve those, who have ba#ic N
skills weaknesses? - . . <. .

.
? N ]
' - - RS

-- Can there be meaningful student involvementat larget .,
institutions where a sense of community is more difficalt
T to achieve? .

‘s -

- e . .
.. A few participants wondéred about the suceess of the Austin

a
t .
.

program, for example, in developing a genuine sense of cdommunity and .
Al . N - ‘. 0

individual. Some wgﬁdﬁered if stude‘n'ts.were Tooking more closely at .

e

. their own wvalues, or at Austin's values, Qg‘.ﬁers were concerned with the’

. . ’ b 2

question of evaluation, especially evaluation of student outcomes, and

()

.
“» »

suggested the need for hard evidence to indicate how well the Austin

College p;ogram has succeeded.

- : - >

.

Finally, a number of the discussions dealt with concefns about
- - ’

~

focusing too much on new tasks-and roles for students to the possible

o

detriment of the traditional liberal arts. Some_ felt that students who are

o - L : * . ‘
more career oriented today confuse the fleed for wo‘x;it skills witha -

- ~ .
" - -

. 78 : ‘ -
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' circumstances. Some of the- questlons asked, for examp‘e were: .

«
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LY

-
\/J

rejeétion of liberal leagrning One group suggested that there is a . ]

need for colleges to define 11bera1 educatlon more carefully and to ~

™

' . - ‘I . N ' I3 . Y
.Jpoint out its .relevance dnd impprtance to futur;e vocational and leisure”

pursuits. This group felt it important that colleges not laose sight of

their own integrity in adapting to current conceptions’of changing |

’
* . LN ‘

students' learning tasks and roles,. They suggested also that }n reality

.
.

_the real change has been in the process and in the setting in wHich tasks

. . * , . N ‘
. . . @

and roles must be performed. A ;

Focus on F:é:ulty . " . - . . .

3

¢ - s . i . -~ .
Group discussions about faculty generally revolved around the )

point that the Aystin College‘faculty member's role is now vastly:different
] \ :

N : ' . 'R .
from the traditional faculty role., This was recognized beécause the

. *

Austin curriculum is so directed to student .n'eedsand ‘because this ex- -

icipation in the = -

- 4

perience demands ‘and cultivates increased student pa

- . ~

A -

ongoing educational pr_ogram.‘ ﬁiscussiqn group: bers concluded that

- -'. .. ‘ -

f_hé fact/h'at the Aust1n

the characteristic diffei'ence in role, requts Jro

. o .

£é.cu1ty mémber bears a large 1nst1tut10nal res o-n31b111t/y along with the

-~
- ’ . .

trad_1t1o.na1 disciplinary responsibility, . A% one group stated 1t,‘ the Austin’

program‘reauires the faculty t6 bécorhe‘ more person-centered than

.';

& - - ’ .,

. ¢ . B / e
- -

. discipline centered. " . v DR : ot ..

- ‘- ‘ ‘ . ’ -
Anether group syggested that sincé the traditional academic model- *. -
. .. ‘ ~ . . ‘ . Ve

® N

. R . . . . . .’

- 4.

L3

of;pr‘epa;ration for g:‘a.'duate study is not so"¢ritical for stuc%}nts"today,‘ -

. we need to rethink the outcomes of"the edutational process and especidlly _ ..

¥ A ] -
: . . i

. \
4 " . s
.
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;o i '

‘address the question, "What is undergraduate education for in téday's

| .
r ] [ LT ‘e ] . .
world2' ‘'This rethinking and redesigning of purposes will require a

-

new set of faculty skills. One group proposed.that faculty will need

more diagnostic ski:},l'vs:?q‘md ahjlities; faculty must be méreuadepé_at
distingu"‘shing individpal differences and designing educftion programs
' - %

@

e

to reépond to different learning needs. More personal relationship witl °

students seems a major element in the role éxpect’atiﬁns for faculty in

the seventies. But close relationships pose coi ‘licts with the necessity
being a friend and being a judge

-

for grading students; the tension be

' .

[ 1
2

enter the learning proce’ss.”
. - . . ” -
sFThese perceptions of new tasks and roles for faculty caused - -

+
N »

participants to raise a number of questions and concerns; The first and

foremost on ‘most participants' minds seemed to be how can institutions

o

assigt or encourage faculty to change from their traditional roles to the
newer roles? The Austin ‘College summer resource lab program was
recognized ‘a‘s a major element for this institufion! but how does an
: R . . . ° i . .

institution with more Jimited financial resQurces accomplish the sanre

' R . .. © = ,\
task was a question repeatéd in several groups. An effective faculty
[ . v & . - ) ’ . ! '
_ reward and fevaluation system was seen by ‘seyeralﬂdiscussion groups as

.
>

important for stimulating faculty development: Austin's Career Develop-
ment Programr was considered a good example for fulfilling this need,

-

_The issue of evaluating new faculty roles seemed to_be of parf:icﬁlar

’

oo 80 .
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concern to several j)’articipants. It was felt that traditional mo#els of
- scholarly e\;aluation would not be appropriate in a setting spgh as Aust%n‘s.
One group was concerned with the }elé.tionship between fac’ulty evalua;tion
« ajd fa/culty development and wanted to explore the quegstion of how.an
evaluption system can be used to stimulate development.
‘T Another major point o(f discussio;x focused on-the implications
for a faculty member's pr9fes sior:al career when working in an inno”ti\.re
. progl;ar}u such as Austin's: One of the reactions was to question whether
.a faculty member could successfully move from Austin College, 'especia'lly
if he or she has developed a seté of new interpersonal relationship skills
to the h-eglect of traditionalfpursuitsd of research ‘arid ;)ublication. Is it

‘fair, asked another group, to make demands on younger faculty to parti-

cipate in programs which are-outside théir area of professional competence

»

when they probably will not be g{ven tenure and thus-may be out in the job

«

J;ﬁai_rket in the near future?

-

Another reaction that caused a great deal of group discussion .

was the realization of the enormous amount of time and effort required /
\ hd -

of faculty to a.ccofnplish such an undertaking as the Austin project. Group

- L4
discussants recognized that major change has an effect on faculty morale,

. N
family relationships and physical well-being and concluded that appropriate

|

scompensations to offset these effects heed to be built’into such an éffort, °

Overall, participants in the discussion groups ;seemed quite

favorably fmpres_sed with faculty attitudes, marale, and the degree of

change and development that has taken place at Austin. Their questions

81 . L “ ‘
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T . .

reflected the prob-iems they thought would arise if similar efforts weré = o

attempted at their own institutionis. The conference clearly had an

impact on participants; they were constantly probing for answers to % .

their own probmle}ﬁnfs and seeking information on how these prdblems .

were dea.lt with in Austin's Total Institutional Project. Discussion in .

the groups contlnually ipdicated a favorable reaction to what has been

done at Austin College and to the value of using this development as a

- case study for broader implications. .
. * N + ®

r

Responses to Participant Questionnaires 5 "L .

"

|
1
|

)

&

All of the part1c:1pants in the Inv1tat1ona1 Conference were asked

to complete two quest1onna1res -- one prepared by the Southern Reg1ona1

< t

K Educa.t1on Boa.rd as an a.;d in assessmg the effect1veness of the Conference

B -

1
-and in guiding the planning of further conferences, and a more extensive

L] ~
set of work sheets prepared by Austin College for notations throughout _-
f PR -

the Conference, The variations in marking these questionnaires and the N

. .
open -endedness of most of the questions make a statistical summary of
J\ ) ! i
responses unduly complex if not utterly useless, but thg fo.llowmg na.rra.tlv%

4 "D

summary may prove useful both to those who attended the.Conference and

- oy

to others who are interested in the’ issues it was designed to address.
]

-

Student Tasks and Roles 7 ] . :

)
t

‘Many participants envisioned an increase in student responsibility

p‘i - .
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=—-and .routes to degrees, with more students outside the traditional four-

this desira nd-may be'ac}}’i_e\tﬁ. - Student self:direetjoﬁ-is, irthe °

words of one respondent, an "awesbme burden." Although man
P : _ en." Although many

. . .
~ ’ Ll - ~

& . S
expected students to become more self-directed on the average, some
- o : ; a N '

. . . - ~

made it clear that this d'evelgp‘fxgent would be related to increasing enroll-

merit of somewhat older students. One respond)nt anticipateﬁ increased

student reszstancp to-the attempt to e,11C1£ self direction, another .

-

suggested that perh,aps only the ehte' can become se}.f{duected and yet
~ Py . :

another envisiéned.a widening of.th; ga’p. between the mot’ivat'éd and . °

.
. . .

unmotivated stt‘xden.t.\‘h < L ' s

Respondents also expected even more va,'ried.studeng'Ba‘c\kg'rounds
T~ b4 o - .

“ .-

. . . - e 8 s . .
year track, In some instances th1s expectation wa,svassomated with a

_— I
b

continuing

» - 4
o - 3
. —— - ey P q¢ Ep—— N —

terest in vocatmnal expertences 6nd in others w11:11}7need

’ 4

for better systems of _edﬁgational evaluati_on and of institu'ﬁonhl ccdéunt-
"o v .

e e ' . . * s - .
earch, non-classroom®learning, ‘and student -
.o ] , .

-, Ve . hd

- . .
ernance trere\al\so expected to increase.

K

. AIso many respondents e ‘yﬁﬁuzed the future students' .Kbable )

interest in a- support{ve instit ona.l commumty mvol\fmg ‘shared values
. > N «®
v

’fo m“thmr mlssfdh‘s Ehaﬁy s rly and WTFﬂPcttth'e

~ . LY

- . L . 8 3 ) - s e - T .. '
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" tecruitment and selection of students, “Some p’oinfed out potential dangers
L] . i -

in misleading students about tie mission, program, style, and effective-

. v .
ness of the institution, On&'zerharked that "students expecting teacher-
. * . ‘ ' . ] ”

: » A - . ‘
centered work may reject studenf-centered courses, ' Another refledted
. s s,::“ 4

B

[

- " » ' . .
.,

a wide-spread concern for the issue of ''vocationalism" inthe comment © ..
-+
¢ . . o

that students ''must Be made to realize that the primary purpose of.
- -~

/ ‘ o,

- A Y

-undergraduate ;dugation is not to make them*marketable. 'y Another .

te =/ vy .
emphasized T need for utter candor concerning the rarge of decision-

£ 3 . ., .

- I

" making open to studants if th‘ey are to become self-directing--

. ' One of the emyphases amdng the responses about student roles

R . ’ - '
. &
in the future had to do wi&th/e/imp,ortan.ce of faculty adjystment to
. . ) / . v

. . * . %o
changing demands and circumstances. Although the questionnaire provided *
- eae - c/ q-‘.’ . ° -
special opportugity for commenting on facdlty change separately, quite
' 7 . . .

. @ number of respondents saw fit to.raise the issue in the place for comments

»

4

Y
R

on student roles. As one r'e'spondent put ‘'t. "Faculty change i5 the key "
. ' ) - ’ . ) - : » '
to student change. " . ’ .

3
[ 4

. The clearly dominant theme in the expression of pridrities for
.S . Y

» ¢ . -
< . . v
L

further work regarding student tasks and roles was the need for 'longi-

a e -

. -
. . . p . ]y

tudinal-evaluation, L’/ipr/(evaluatxon in tﬂeﬁth, " for "assessment of
. T . ® L

Y

P .
. N affective and cognitive learning, ' and the like. Some respondents expli- -

.

. Citly related fhis need for eyaluatidn to the role and fynction of the. institu-.

' »

» L)

. ¢ . g . ) .
. tion and to its relationships with students_, parel\s, legislatures, and
other supportive constituencies. ' \ ‘ S .

I g
, , - L
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- the scope of student-faculty r!htion‘é,h“ips. _Some questioned the feasibility

\J
-+ Concerning the Austin College "case study" used to prompt th‘e

discussions, the focus of response was on the. broaa scale planmng

and’ advising sys(em in the program titled "Individual DeVelopment" i

s (i

which each student is asugned a faculty "mentor, " Several respondents

“indicated that their institutions had begun similar programs to broaden

-

L]

. 4 -
of such a program ‘in thei institutions because of its effect on faculty

load, and s?me saw this effect eventuating in higher instructional costs.

In general, the responses wére positive, but with quite a number of mis-

- ( . 4
givings about any possible attempts to replicate this program at institutions

that are larger or not so predominately residential,
\

Faculty Tasks and Roles i _;/ -

—— s

In pro_)ectmg what challenges the future holds for faculty. the
Conference particii)ants\&%tified a variety of issues affecting faculty
. ) ~ (4
. status, skills, roles, and needs. The prepo%erance of testimony was

’ ( 3 ‘s AR , - 0
that changes are not only inevitable but ar\e already undegway. Some

emphasized the need for faculty to focus more sharply on effective

.

teaching with increasing attention to what one \r'espondent called "facilitation

of learnir;g rather than dispensing of information' (respondent's underlining).

Others saw the teaching f%xction as best served through the faculty's own

""lifelong quest for knowlegge'' -- apparently as‘a role-model influence, L
Still others saw research on froptiers of knov;rledge as the most ,
essential function of ‘tie faculty in the future as well as the present and

’ . . i . - . -

past. Some identified burgeoning m?:g“erial responsibilitiés, evaluation

-

<~




accountability, and related paperwork as a distraction from te2ching

effectiveness, whereas others viewed the expected increases in o

<

‘ yattention to management and accountability as promising a poqit'nfé
- S -

: effect on teaching. \ . "

L 4
. Several respondents commented on a critical need fgr"i’;de;'ship )
- S e

td point the directions of faculty change and to foster 3,coqperative
[ 4 L . " 2

interchange among faculty -+-ranging in schpe .from'irft};adepartmental

cooperation to inter-institutional exchange. Among the responses to the/

»

questionnaire there was no clear and dgect prediction that the faculty,
vy o ~

of the future would be more amenable to change, but there were qufte a

- . .t

s
number of indications that the future would create a demand that faculty

become more open to new procedures and more willing to learn from '
¥ s -

each other -- and, in the comments of some respondents, that facuii:y

accept a new status in their institutions.

—_— «~ -

A large number of respondents expressed concern about the future

relationships between the faculty and their institutions. On the one hand,

w111 need to gwe more "'professional recogpition" to fa.culty to foster a .-

ngelf-image as other than employee%“ In this regard there were

warnings that the ''bureaucracy of institut'ions" must be minimized and g

. " i i
1 that’ emphasm must be given_to the functxons of the collective faculty in .

i "preservmg the liberal arts.' On’ the other hand a few relpondents saw.
\ . ’

.
-

. ‘. -
. - = — ettty E

R S _

.
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.as primary the faculty role as managers of the learning environment,

+ ..
—

\Vth one respondent jdentifying the academic manager’as 'the real
. i = 4
'One of the special skills identified as need y the faculty of

.

professional. "

&'xe future was effectiveness in career advising, related in some °

VAN 4

instances to the expectation that even among liberal arts'collegés there
would be a persistent interest in direct preparation for careengy As

with most other topics of comment, this expectation was not shared by
.

all respondents. But there was a broadly based expectation that the

-

projected further diversification of institutions would demand adjustments
in'the faculty reward structure to reflect more accurately the mission

P2 .
of the partic%lar institution, and a sharing of responsibility for faculty

’ .

development between the irdividual faculty and their institutions. “In this

connection and in oth¢rs as well, there was in some responses a. prediction

that faculty would be called upon to undertake a more direct role in public
-
relations, even to '"'sell' themselves and their institutions-to a society
O .o a -
increasingly reluctant to be convinced of the values of higher education,

And with all these new demands on the faculty,--one respondent rai_sed

-

the question of whether or not such demands will diminish the!‘d.ersity

-
’

amongthe ‘professoriate.

Among the respondents’ priorities for further work concerning
. 1 3 . °

—

faculty tasks and roles, themmpst frequently mentioned concern was an
apparent conflict of demands between participation in jinterdisciplinary

g .

ST
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endeavors op the one hand, and maim‘.ainix‘}g professional status in one's

own disciplir}e./on the other hand, The workload issue was also reflected

ol . . . 1qs N
in otherways. Some respondents questioned the possibility of main-

ta’iﬁing the "freshness' of faculty vinvolve}d in heavy work loads, and

some indicated a need for assessing the-costs to instructional ‘programs

of tha\heavy involvement 9f teaching faculty either in traditional sy,s'tems:- ’
| £

of curi-ifular legislation or in less traditional managerial functions. An

express/ed priority apparently related to faculty load and freshness was

the exploration of ways to maintain the vitality of pfograms once special

funds for developing them had been exhausted.
Some respondents put a high priorityson the development .of

"reasonable approaches to productivity data, " ways to change faculty

e

attitudes, -"ways to involve established taculty, " " Adowth contracts for

1

faculty and administrators, ' and ''non-threatening faculty evaluation.
Yy 1 g y s

On a related topic, one respond placed a high priori on a concern

1"

eedom of faculty and students.

and roles in the Austin College '"case study, "

M -

ost interest in the Career Development Program

agony of ﬂ'a/.c'ulty C
_ for changing faculty in the Total Institutional Project and
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Self-Reriewal in Educational Institutions . - -

I3

.

In responses to a question aljbut what was seen as éssential in

the future rolgs of their own ipétitutions, partic'ﬁa@ reflected the
R #

wide. variety of institutions represented in the Conference, -but in ways
. . . ) - P

not essentially chauvinistic, A great deal of émphasis was placed on

’}'

- - - ) - - - - ‘. -
the need for clearer definitions of institutional missions and roles in
v -

an ever more diversified system of higher education, But within that

.

divex:sfty and related to that clarification of mission, many from various

P

kinds of iniii_t}tibns referred to the need td restore a sense of values,

-
[y

one respondent specifying that liperal arts value orientation is '"also
] » ~

pertinent in large universities such #s mine. ! )
One of the moft common themes in,this section was institutional"

- * - -

accountabjlity and thg pee'cj for better meastTes of what.students get
. P . '

from college experience, One respondent refer .d to the need.to '"beggn .

LY .

underlining). Another indicated a need to broaden the scope of whaf is

. iy . = R .
considered legitimate college experience.” Another essential several
S P . , i p

participants identified.for their own institutions was the cultivation of #

nse of community irirest ampng faculty, administrators, and s

- - b

. . - " . ~
and related essentials were a better-understanding of int»y{rsonal

. g
. s - . s

relationsbips and a comprehensive plan forT faculty 'develo'pment_ .

~

- F 3 ) - . :
. Thczare was considerable overlapping of topics between respbnses-

L

-~ .

to the question on essentials for the home insi:itutiong and those to questior'x
. P 4 - , 4 ’

’

on prioriti‘es for further work on the issues and strategies of institutional

e L s S N e e e

»
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W self-renewal. In botH there vas an emphasis on the need for ideh;ifying

[}
-

the mission and role of the institution and on the need for deyeloping

- Ve
effective strategies for communicating to the general public the impor-

tance of the value orientation in the liberal arts. But the most frequen

mentioned priority for further efforts was more interinstitutional gfiaring
4

& of ideas and experiences in self-renewal, Special interest wag alsG *
o P -

expressed in the sharing of information about management, yygfems and

management data from institution to institution. The quegyfon of p “iorities

{ i 3

- received explicit endor#ement in a few responses &mph

to look ahead and plan for the future. ' .

the faculty, one saying, "Faculty self-renewal is tite heart of institutional

. . [
s " v o

self-renewal, " Others identified concern about overworked and under-

paid facult%‘r and about apparent conflicts between the administrative and’

teaching.functions of facylty. Still others emphasized the need for a

-

3

continuous system of self-renewal for programs and people, including

- . v
L
. .o

. faculty, administrators, and governing boards. The needs for attention -
—— i . - .

_to reward structures for effective use of evaluative feed-back, for

.
~ - .

.analysis of workload, and for improved financial support were also
“ s
‘ ’ \ N

- ‘
» ~

identified. v . . N
i - » . -‘. . K \

R . Responses to the Austin Colleée "*case study" indi&tedﬁ é‘trongesg.y

. ~ds

* * interest in thg Career 'DQvelopment Prograge=for ‘faculty p_ersonngl','{~ -
' Program Management System for cur ular.and 'suppox;;-sefvice opegations,
) : l - e + T
. K , L " ' ¢ - ) . “ .. s - A (T
the selection and educati@i of Board of Trusteds, and the central

: MU . L Lt . . | . et
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ther the processes of the Total Institutional Project had-beenmper-"

\Lceived as participatory, whether sgudent involvement had been more -

- -
.

tha;n nomihal, whether evaluatfon had been systematic and thoroug};,

L

and whether the faculty had knowingly accepted their changed role in b
institutional govern'a..nce. Others of the respondents apparently anti-

cipated these misgivings and made positive assertions on these-various
. o —-—
" points. One respondent reflected, "Most liberal arts colleges don't

- a

"realize the dep

. ed
. . . e
of their predicament.' And another-excla1med/,“»: "Ho

" strong traditio § in resisting change!" - ©

Evaluatj

“6f fhe Conference . : /

“ e T .
. e~ . . P .
- ‘ Theffe was alfmost unanimous endorsement among respondents

e 2T - - - . e -

Py =

¢ e >

rmaﬁ'f?éie Conference, though a sizeable number

[

iOn\s, and the case study focus. uite a number of participants expressed

-surprige and gratification at the calibre of the other participants. And
there were, of course, many expressions of gratitude and commeéndation

.
LI

>

for thep-'spons . %,' t}xp,’plannprs, the logistical staff, and the resource o
! /Nj ::; j 2 . ) ) o ) - ‘ ) '
. per-sonnei. N\ - .
e e ot A by e o ,._ — T, - -,_ — _._-iyv e e e
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i

Most saw the casg study as a very useful way of~focusing the o

N \ . -
. o
AN s
N

\conference Some remarked disappomtedly that there was an absence

N .
of 1\ssent1ng voices of opposing faculty and cynical students. So{
expres\sed disappointment that they were not given detailed results \of

evaluations of the Austin College program and rojectf One respon ent -

-~

said of this facet of the Conference that it was%npre testimonial than I
case study.' But many wrote of the surprising and gratifying openness

of the Austin College resource people'to the questions and probes of R

’ - ‘ PRI

the participants. : . ‘.

. " .
-

One of the problems of the Conference was the variety of expecta- |

S |

' " \
tions of participants concerning the place of the ''case stully' of the: |

3

!
i

Austin College experience, Some either expected or wanted more analytical

details with Conferencecparticipants focusmg attention on solutibns and

- o
- . b

alternatives for the problems arising in this Austin College ,;experience. .
-» a

Others expected less attention to the case study and more to thé appNca-,

L]

©

tion of general issues to the variety of institutions represented. Respon

K4

to the major address were generally positive but varied widely..- each

‘that' was panned by someone was praised as the highpoint b&w somreone else.

. ¢

" Part of that variety reflected a difference of perspective on theapurpos-es

L4 \

‘6 . . . -
of the Conference, with some seeing the br\oad coverage of some addresses

»

o

as irrelevant. : <O

¢ The difficulty in assessing the effectiveness of the conference as

.
3

one of the means for reporting on the Austin College Total_lnstitutidnal

4 .
' . ¥,
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ustin College 1s an“indepehdent, four-year, liberal'arts college founded in'1849 :
and related to the. Presbyterian Church, U,S. Thé.College Bas a limited enroll- .
ment bf 1200 full-time students in the regular.undeggraduate program, approxi-
mately 50 students 1n the fifth-year‘grla'duatej,pmgra,ni‘a.n'téac;her education, and
about 90 faculty members withk 70 per c¢nt holding the earmed doctorate. Some
27 concentrations or ma,ors are ~ffered in the art sciences and aBou't'_6D
per cent of the seniors matriculate in graduate and professi'omi.l scl:xools.", =~
Austin College is located in Sherman, Texas, a small city of 30, 00¢ population,:
lo¢ated 62 rhiles horth of Dallas. - . o -
-+ The€ 1975-76 stuaent body was drawn from, 35 'states‘but the overwhclminé majority,
approximately 88 per cent, come from Texas, particulatly the large urban areas.
/About 90 per cent of the College's sfudents live on the 65-acre residential campus: L.
, which includes 32 buildings. N ’ :
Austin College places 'spetial emphasis on finferdisciplina_,ry. studies, pre-profess-
ienal programs, off-campus ‘study opportunities, ‘and non-~subsidized interco}lle-
. giase athletics. - o ' )

[

L

Preparatian for the Project .« .
Austin College has gone through several petriods of extensive planning and self-
exarnination. A major management study developed master plans for the campys
and program in the.early 1950's. A Ford Foundation grant fostered development
of significant new program# in liberal education in the early 1960's. Another
" College self-study in the mid-1960's brought further changes.

N .

- ~

In 1970, Austin College started 1:0’ put together the separate pieces from.previous
efforts. An ambitious p”ro‘cess was launched. It was called OPENS,; (_)pera'tion .

' fhnning'gducational Next Steps.  For two years members of the campus commun-
ity participated in additional study, discussion, and pfogram development. "Con- . )
sultants and related agencies.were involved, as-well 4s.alumni and‘:friends.

. Visigns of the future wexe tonsidered to help detérmine needs.that the College,
would have to meet.. Fundamental questions were again askéd, this time facused

+ more sharply on"educational iélu'e's, Study comnrittées And task f&:qe? contributed
suggestions. and detailed piopogals.: Enlarging on 'th'e«id"ta; 'of senyifig as a labora-
tory for liberal educdtion, anr emedging plan tock the many experiments of 'past

ryeat's--building on some, digcarding others, and adding aﬁew,concepts--‘-and forged
"a’new gomprehensive program for

.
~ .

. e the students and. ins#itition. 'The new program
48 cxlled . IDEAS at Austin College; Ir‘sdivid\n_i' Develppment: . Encounter with the . °
.. . ‘— ' . t‘. . . . Lnd N e -

[ .
< Artg and Scianees. . | ¢ . L. . ) ‘ .
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T " THE TOTAL INSTITUTIONAL PROJECT .

.
- ‘ - ] .

. l
! ~The National Sc1ence Foundation and the Natmna.l Endowment for the Huma.mt\p . 1
in an unpre%edented cooperative effort have helped to fund the Austin College Voo

. Total Institutional Project on Changmg Tasks and Roles in Higher Educatmn, to

s restructure the entire mstltutlon to makeé it more responsive to individual studeqt

O T neede and to mfuse self-renewal effores on a syetained basm -The Pro_]ec’c : 1
" - whiéh started i Jine pf 1972, aided implementation of the mew educational pro: |
~ gram,called IDEAS at Austin College by buppcn'tlng the restructurmg bf educatzonal‘
¢ programs 1n the entite curriculum, : {
. |
|

-
. -
¢ . .

(A The natural and pocxal suem:gs and the~hurnarut1ee atfe given new- fundamental
% roles, partly through three new mterd_;scrphnary cor'e 'progra,ms el Commuxmatm
' ﬁxqmry--a course where entermg students wdrk in" small. -gTOuPSs ‘with shafed
; faculty and studer;t leadershyp, usmg a contemporary pr’oblerh toplc as a vehicle*:
- to develop skills of mt’ell-ectua} 1nquiry with a valuesorientatiorn. (2) Her;Lta.ge. of +
Western Man; -a three-qdurse seguence studymg the pas‘t in reIat1on to t.he prese.nt
and future of Western man team - taug}xt by faCulty fyom the suences and hurnan-
it1es; And.(3) Polity Resea’r'ch--attacks by mterdismphna?y groups ‘of upper- .
'leyel stud'ents ¢n social 16sues to develop alternahve policy solut;ons, ysing.
%ﬁ s!:udents' mterest angd, knowledge 1n the sc1ences and l'mmamt1es
AR e w ' . ; -
’ :..In-add1t1on to n‘éw core requ1rements greater flex1b111ty 18 provided for degree
- pIann;ng tbrou_gh a'baslc Iﬂan .a contract plan, and an honors program. A‘hew
. 212.1-4 yearly calendar with longer daily time<blocks foster’s different use of
-+ 1w . time and educatmnal strategies, with the student assuming more resgonmblhty
v for learnmg while thefaculty member assumes the role of facilititor as well as
authomty Working, together, students and faculty in a series of six-week
Summer Resource Laboratories exammed and restructured nearly every course
and educational program. New: syllabi were developed, many with new ways of
- organizing classés throug self- pacing with learning units or modules, defmxng/
and determining competency levels, using.peer teaching, and 1n.fusmg m;xha and
interactive computing as tools of learning mto course structures. More broadly,
e sewveral departmental or program curricula were completely restructured in an
. Lo attempt to kgep pace with the changmg»needs of stude,nts

*
R

The most d1st1ncnve attributes of self renewal efforts at Austm are their compre-
.henswe and 1nterre1ated nature ‘and direct focus on student needs. There is a
balanoe of emphasm on cogmtwe and affective dimensions of learmng, with the
attjtudes. of peopIe- -students,’ faculty, and ad’fnmmtrators--bemg dealt with in
a var1ety of ways'as "cha.ngmg tasks and roleg in highes educatmn” are explored
& F . ' . . / . -\ » -
) - In revampmg thé curriculum, new ed%:‘atmnal t.echnologws are ala-o used in-
. * cluding interactive computm.g and telewsed instruction through a consortiumn'of '
) conegea and un1ver81t1es One of the more controversial techniques i$ the use  *
of psychologmal tools including a com’putenzed personahty profile for fa.cahtatmg
" the processes involvéd m’ttx’cudmal change. The Birkman Seminar and Method,
-] developed and used primatily with business management groups, was~used and
-studiéd for possxble adaptation to use ina co}fegxate setting. A prehmmaryl
+ adaptation produced.a new instrument used with all freehmen in the Commumcatmt

L] . o { z . 4 .. |
s




.. the Seminar_ wish usefiil regults, Sometimes it has

‘lnquiz;ymg;f)upa to fostér understanding of self and chers 4nd build group- -
. Tapport. "Anothey instrument, projected for future,'de,velopmept, would focus
on caresr planning. Faculty and administgative ggroups have also experienced
been a key factor in helping
faculty in a.department; and a variety of other groups, to get together in
wo;mn'g relationships. . ' . ' '

I

'f‘a—cdt'y, administrative, and institutional roles are affected by basic

*-. indtitutional éhanges being introduced 'concqmitantly with the educationat

programy These include a College-wide governance structure whereby repre-
.sentatives of all campys con'st.ituencie§, come together in one body, a Program
Ve ‘Mana'ggm,en't System.combinihgconstitpency participation in reviewing program
188ues with'hanagement, gccountibility for making decisions, and a Career
:  Development Program for integrating faculty needs for.growth with institutional
needs, . \

. % In the new .Careezl Development Program, for example, Austin supports each

faculty member's efforts to grow professionally in his role at the College.
Personal needs are negotiated in the context of the program goals of the College
. and. give impetus for a continuously-reformed learning environment. This is a
.p_osi'ti\‘ré approach to both the tenure and obsolescence issues, It is dependent
to a navel degree ‘upon developed levels of trust, mutual interest, and open and
" humane relatiorfshiﬁs. It changes the reward structure to match better the
liberal arts teacher's responsibilities and contributions. It helps make educa-
tional research and development respected as a part of professional growth,

Bﬁilding upon recent inténsive efforts and higher national visibility, new roles
in effective educational leadership at various levels are an opportunity and
responsibility for Austin for the foreseeable future. (!) Leaders of individual
program units must continue to be aided in discovering and c{:.ltivating their
most effective’leadership styles and to learn necessary,relational.skills.
(A strong correlation exists between the leadership skills needed for effective
* program operations and those needed fora highly participatory curricular
.program balancing the affective and cognitive aspects of education.) (2) Early
identification and cultivation of potential leaders in education is needed ]
generally and in a special way with personnel systems such as the Austin approach
in Career Development, And (3) new and expanded roles in institutional leader-
ship hoth regionally and nationally are possible, .exploring ways of measuring
the add-on benefits of blending cognitive and affective dimensions of learning,
developing mutually beneficial relationships with other cglleges, and serving
‘as a case study resource for other maturing institutions, "’

2

'Austinis Total Institutional Project is now c.o;mpleting its scheduled-evaluation
and:rep.orting phase. A variefy of reports written and otherWwise, aré being
developed to Help communicate the rationale and results’of experimental efforts,
These fi‘éscrible'the many strategies involved, unified around the concepts of '

R inqlividualization, the’ changing nature of the educatiénal task, and méetihg the

. . needs of the future’ . ‘ v ‘
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More 1rnportant even than 1ts aeeoqntab1l1ty to the fund1ng~agenc1es is thé
commiitment of Austin College to use the ‘expe'rienced*of this Pro;ect to
encourage further attempfe to 1mprove the pfdcesses of"Fugher educa-tron.
The bel1ef that institutions and 1nd1v1dual§ have much to gain from sharmg
their experiences and insights \toncernrng the critical issues In higheY
education has prompted Austin College and the Southern Regionat i-:ﬁncanon,
Board to sponsor, the Invitational Conference to focus om. }nany' oj thése 1ssues..
N
To reemphasize,. Austm College s PrO3ect and IDEAS educat1onaﬁ program
w1ll serve only as case study miaterial to get at the tndeylying issues; the . - .~
‘purpose of the Inv1tat1onal Con.f_ereqcé is to provide'an unusua} Qpportunlty for
edycational teaders to sha:eqnformahhn and engage in mutual do’p,fronta,tmn :
on some of the major problems angd challenges m high€r e,duce.ﬁ'on today..
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