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AR L Coemernon
Tl . B .
::: The 1deas that I want to talk about today are based on a number of -,
S;:r assumptlons (1) The complexity and soph1st1cat1on of our field have
;;; grown “well beyond the~ab111ty of our generally small faculties t0 handle
1 well. (2) The same can be sa1d about_most fields. (3) In splte\of

5\__;bis prob]ep, Wwe can look forwa}dqto no increase in the number of faculty '
members that we have; as a matter of fact, we should not be §urprised if we
are forced to reduce the size of our departmenté (4) The costs of

‘ peratJng a co]]ege or unlver51ty will contlnue to rise faster than 1ncome

(5) Additional across-the-board cuts in budgets or the squeezing of all
departments'}s no longer a viable solution to the economic problems of
most colleges and univeraities; there is—1ittTe~blood in the;g'tbrnips,
left that can be spared.’ This means that our adﬁin1stratigns must turn

k3

increasingly to ghe elimination of total‘RgograT§ if they are to make‘ Y
- d \
.,meaningful reductions in cost. " (6) The last, and most important of my °

. ' \

assumptions, is that the departments that are most likely to be e]iminated
are those that are parceived as least central to an institution's mission;

SN——’ .
this means those whose elimination will léast affect other departments, those

whose elimination other departments will miss least. ‘ \;

-

,Thus, as I see our problem, we must find resources- beyond the scoﬁé/»

of aur ‘departments' resources to get our students‘tayght and, at the same

Ny time, to make our faculties, our facilities, our courses, and our programs

JUN indispensable to as many other departments as possible. This is what we:

™~ . ’ ) ) .
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have been trying to do.ag the University of Iowa and.what I will try to

fdescriba, None of these ideas is especially new,or startling. I sugpect,'
f c /. © . ° .
though, that we have pursued them more vigorously and. successfully than

most departments of Speech Communication and much of our sugcess and our

esteem within the University off lowa stems from their ust! To put the

»

matter in its simplest form, we try to uSe the strengths of other depart;.

-
-

ments to the fullest to add strength to our own, and we support the werk. -
- \ *

of many other dgpar;ments with our s%réngthsf ke do these things jn a
numbér of qus. I do not haye time Fo talk about all of éhém,abut will’
tfy/to cite representative exaﬁp]es.

* First, even though we have an extremely 'free situation at lowa that

permits us to offer any courses that we want to offer, we have avoided

.

dup]icatidg'o? even approximatipg_good courses offered by other departments.

s

"Thus, unlike many departments in’ Speech Communication, we offer no courses
- - . Py -
in statistics. We are-certain that we cannot improve significantly upon -

the quality of the ones.offered in psychology and education, so we think

it foolish to squander ourflimited faculty resources on duplications. At
.f . ‘

. the same time we make certain that those departments are aware of the fact ;// o

hd ]

P

-

" that we-are helping to populate their courses--a major concern of some

" departments. .
‘ - - : . ’ - .
We believe that we could improve upon ‘the quality of some of the courses

in dramatic literature offered by our Englisk department, -but not enough to

-

justify their'ﬁub1ication. instgéd, we think we can enrich our curriculum

- *
[

far more byadoub1671isting those Eﬁg]ish depa?tment coursés, so that our

studénts can usB them to fulfill dépértmenta] requﬁrementsg and at the szﬁk
eoind o L,

time g;xiagiddr faculty, teach some more advanced courses that qre“pant1cu1arlx'

suited to our needs and for which we have specia1‘expertisg. For example, -

. 3 . . . . . /
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a play script says that is relevant not only to a director or actor, but

’

.,

“one fromt our department )

hw’/ S ; :
wedaust develgped a set of script ana]ys1s courses in which plays are

ana}yzed not as finished 1iterature but rather as raw material for

theatrical events., In these ‘courses we deal with the question 6f what

.

” /I -
what'it says that is relevant to a designer, a costumer, a theatre technician,

etc. < T e

) . 2

JIn some cases, neither we nor another department has the experg?se to
develop a course -for which we feel, a need. In these cases, we often have

had the course developed and taught go1nt1y by ‘one of our faCu]ty and a

.

facu]ty member in the other department This -was the case for our courses

.
Ld

in Language and Commun1cat1on The Modern German Film, Mass Commun1cat1on

Po11cy Research, and Commun1cat1on and Social Change. . (For that_]ast

\}
course we had a facuity member from Journa]1sm,.one from sociology, and

-

Taking th1s,1dea a step further we have aven developed a number of

I +
’

Jo1nt majors with other departments In most cases., we have done this

quite 1nforma11y--Jo1nt}y agree1ng upon the redu1rements .and wh1ch depart-.
ment was to offer what«-and then letting the student formally maJor in e1thgr
department while pursuing the program This was done for our’ P]aywr1t1ﬁg

program, our program in Arts Management one in Theatr1ca1 Des1gn, for a pro-

gram des1gned to develop administrators for undergraduate Commun1cat1on Sk1lls

s . 13
. programs, and we are currently working on one oh the French film that we will

. - ' S
offer joint]x withythe French department. Most of these have been*quite

popuﬂaa.and effective programs. In only one case have 'we ‘found it desirable \
to formalize the interdepartmental structure; th{%.yas”fdr our undergradiate
Communi cation Studies major, which is a joiht offeringgof our department g and - -

the departments of Linguistics, JournaTism, and, to & somewhat lesser extent,




- Soc1ology and Psychology. This program, stanted just a few years ago, has

been growing steadily. At last count, it had 45 to 50 majors and it feeds

many ndp students into-a number of our underdraduate theoretical courses.
Even without_the formality of a joint major, ue are‘doing'joint

. Al . .
planning where we can. For example, as some of you krnow, there is in-

creasing interest in the academic community in the study of popular quture{

? ) . . .
Some of ‘our students in rhetoric, theatre, and mass compunication want to
‘ . 45 o/ ‘ ’ @
explore the field either $o¥ research or a’'teaching area or both. This
. A .
area has great potential for our field, but we do not have the faculty

resources to deve]op it--at least, not if we try to do SO a]one Hence,
— /
oyr
we asked a]] of the faculty members on campus who teach a course about
RN /

popular culture to meet with us to see whether our efforts .could be co-
_orindated. We are getting descriptions of all of their and our courses
now. Once ue have these we will study them to see whether there is un-
necessary overlap, whether there are 1mportant parts of the f1e1d not be1ng
'covered, and whether we can cover those parts by reduc1ng dup11cat1on e
will then try to coord1nate the schéduling of all of these courses in the :
various departments in order to reduce cbn?]ict’and.to see that students -
w%th]najor interests n the field haue something available each term.
There is one major b]ock to this _use of other departments at most
‘1nst1tut1ons today—-thatp much abused statistic labelled "Credit Hours
Generated," or credit hours per fu]]-t1me equ]valent faculty member.. Each

@

time you send students to another department for a course instead of .keeping

R Y

them home, you increase the credit ours genérated by the other departme&t

and. decrease your own. For this reason, some departments refuse to PR

N

part1c1pate in cooperat1ve activities. Of course, if each department sends

as many students to you as you, spnd to it, there will be.no problem--but

<

that is not a pract1ca1 so]ut1on There is no way to m%1nta1n such a ba]ance, )

\ . ~
. 5
.
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S0 We are: attemping to reso]ve ‘the problem in two other ways .’ One is to o

concetnin
educate the admln1strat1on/n\ the jgains to be ach1eved by encouragementﬂ

~ >
of such 1nter-departmenta1 cooperatlon and therefore, to the damage done

by too great re11ance on cred1t hours generated when mak1ng budgetary .

decisions. We @re also trying to get our administration-to add the factor

>

of number of maJors to the equations that they use, ‘and add it 1n such a
way that departments are encouraged, rather thin discouraged, from having

their students take many courses 1n'other departments.

-
P -
LR

By the way, when we double- 11st ‘the coqrses of other departménts in
r

. JU .
order to encourage our students into those courses.b;\gixlng~them credit . e

. toward their major, we are also helping our=department's credit hours
generated statistic because all registrations under our departmental

humber, whether in courses taught by our faculty or not, are credited to
Lout ‘ ' ' '
. tid< department- ’ - ' .
AN 7 : e T S
. He find that split ggpointments with other ‘departments are another good

~way to expand ‘our facultysand our course offerlngs with no-increase 1n

budget. We have one facu]ty member in our broadcast1ng and f11m area, for

° i c

example » who is half on our budget and half on the budget in "the department of
English. Almost everything that he teaches in EngTish though, is related

to fllm and we double 11st those courses SO that, even though we pay only
. “half- his. salary, he teaches }FOSt as many courses for us as any full-time ’

- s
facu]ty'member . U

El

Virtually by accident, we also got'tuo very good faculty members a couplé

»

N i . ~ . . v -
of years ago.for the price of one. . As most ofy you kndow, whenever one fras an
. : - -]

open?ng on the faculty and a commjttee assesses the position to see what needs

to.be taught_énd how the job ought to be described, the responsibilities of

.




. T o ~ . T .
the job expand. This happemed—to us when we Yost.a faculty member in the
theatre. By, the time 1zr,gommittee finished its descriptfon'of what the

new faculty member was to'do, it was obv?6hs1y impossible for'any one

| . . .
person on this.earth to qualify. Fortunate]y, there was a young<coup1e

' b Juszgsomplet1ng Ph.D. d1ssertat1ons-who wrote “and said they were 1nterested

1

lying. Though the two were qulte d1ﬁferent between them ‘they fit

%

the destr1pt10n beaut1fu11y So we hired them (They told us, by the

way that we were the only department that took their app11cat1on seriously.)

»

L
Now I am working on our dance proqram to p1ck up the-’ other ha]f ‘of one of e
these facu]ty members time and the Eng11sh department to Q]Ck up ha]f the

other one. What they will teach in those- départments w111 obv1ous1y be

s

of use to us, so that not only will they doublé their salary, we will in
» A 7/

effect'have two fu]] t1me facu]tx members for the price of one, and dance

and Eng11sh w111 receive s1m11ar benefits. . ' ? Ry

~

I hasten to add that these sorts of arrangements are not without their
orobﬂems. I worry a great deal about our taklng_advantage of th1s coup]e,
mhen each is on]y paid for half- t1me As you know, if a facu1ty member is

cébnscientious there is no way that he or she can 11m1t working t1me to

tJenty_or thirty hours a week; “We can schedu]e ‘only half the normal teaching

N

“load for each but that is only a sma]] part of. any facu]ty member's job, and

there is no way to scbedule only half a 10ad of all of the other things. In’

—aR— -

addition, we recogn1ze that we m1ght get up to the tenure dec1s1on and find

that we can only recommend one of them for tenure. At that™ point, we will

either lose both_or have one disgruntled mémber of the faculty. Sp]it-appoint:

ments a]so have thetr problems. There is a potential for each department’ to
4 3 -
trest—the faculty member as though he or she—has no responsibilities except '

, to that department. There is also the poss1b111ty that the dﬁbartments can

disagree on a renewal or tenure decas1on. These risks are great. But the
a ‘o~ -

b
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‘pq;ential benefits to the department'and to our students'I believe far out- =
weigh the risks. - ' ) oL . |
\*\f, _Angther_innovation that we have tried is to ha?e omefaéu]ty.1ine th
’ . theatré é?’which we make no pehmanent appointment but rather'use_it to
hring in'visiting faculty memhers from the‘profes§iena1'theatre for a
'seme;ter or year at a time. we have gotten éeme eaciting peop]e this‘way,
‘but thé problems fjda]]} PA outwetéhed the gains. First of a11, we had to .
beisearching for the;e Jisitohs a1most continuously. Second]y, they va;1ed
a' great dea] in the1r ability to adapt to a Unlver51ty'teach1ng and productlon.
situation ahd irr their ab#lity to teach. (Surprisingly, we founq that the
abi]tty to adapt and tq teach well were tota]]y-uqre]ated to either prior s
teaching experience or academic training. The best person we had was a yodhg i
.des1gner who had nevet}taught before, ‘who did not even have a B A. degree, who. as
knew Tittle about\\merlca or Amerlcan educatlon--hg was from Ireland, but who g
had designed in some of the best theatres throughdﬁt the world.) The third
- problem, ani\bhe maJor one that caused as to g1ve the idea up, was that we—
1ost cont1nu1ty in the part1qejar program w1th which these people were
associated. wlth our small facu]ty, e dec1ded that we needed to use every 4:75"'
faculty line for someone who would be here all of the time, building and g1v1ng
‘contlnulyy te? the program, watch1ng and guiding over a reasonable perlod of ~ ) 4

time the growtfy of our students The other f‘r that contributed to our

g1V1ng the idea up is that the best profe551onals that we found.did not want

. to commit themselves to being away from the profes§1ona1 theatre for even as

' long as one term. It forced them to pass yp too many good opportunities. - What
we are doing now is not thinking of professionals as pegular facuTty members and

" fot using a regular line for them--but rather using other funds to bring them in

QfBr short period of time to direct or design a show or whatever and to teach

! = ]

> .
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offered a Brecht semlnar

'who heads our work ‘in f11m product1on has ct\ated works Jo1nt1y with facu]ty ':

many-research projects w1t\\facu1ty members 1n 11ngu1st1cs

? } \ : ’ /

short courses in their specialties. We hope that we .can get the enrichment

of our training that'we got from the long-term visitors, but without all of

‘the problems. ' o ' . _ .
f PN . S P
Another way in which we make ourselves visible and helpful to other
s ~ | ‘\, \ .l ) .
departments is exemp]ified by the visiting faculty member in film this year.,

[ »

In addition to his know]edge of f11m, ‘he is a]so an expert on Brecht and so

we decided that 1t would be a good,th1ng for our theatre students if he

[

However' as part of OUr effort to cement re1ations‘

1]
N -

with qther departments and knowing that our small department of comparat1ve

11terature was in trouble because they have three sen1or faculty members on X
-y . "

‘leave, .we offered to let them sponsor this Brecht seminar and we on]d s1mp1y

~

doub]e Tist it. They were overjoyed of course

4 .

sh1p with th1s department, made them more dependent upon us, and yet th1s

sem1nar will still be ava11ab1e for all of Qur students who tvant to take it. f

e

We a]so help;: ourse]ves and make our department more vitak to the well-.
be1ng of other departments by cooperat1ve art1st1c %nd research efforts Our
theatre faculty have worked with facu]ty members in’music ﬁnd dance on the
production of operas and dance concerts'that those departments could not do

if we withdrew eLF support. (This sort of thing obviously has some cost to

v

us , but [ am conv1nced that the gains are worth’ the.cost ) The facu]ty'member

»

members in music and in art. Our facu]ty in conmun1cat1on research have dbne
Our faculty in

’

mass communication havé worked s1m11ar1y with faculty in Journa]1sm, psychology,

-

sociology, and political science.

’

In all of these casesy facu]t}‘n t#\osg

other departments,have benefitted—from‘those ventures and have deye1oped under-
[ , . ‘- e
_ I am convinced that most,

4

standing-and respect for what we are and what we\do¢

&)

Thus, ve improved our: re]at1on- .

.
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+¢ not 5}1 of these peop1e'would fightistrong]y against any hint that our -

department:was being considered ?or elimination because they know-that our

.

loss would be their. loss also. . CoL : J

-t * »‘ ‘a . i . . . * .

St . The kinqg of cooperative activities that I have been talking about are
\ ¢ - ’ - v,

" not restr%cted’to our twn campus. We,are also involved in some inter- ° .
1nst1tut10na] coooerat1on . '
In the years ahead when facylty” turnover slows and we get less .fresh
, blood coming intd the deparemenf at the same tlme that ‘the" average age of -
.(/ﬁ the facu]ty goes up, we foresee a potentlally seriou prob]em of maintaining
faculty v1ta11ty The use of facu]ty members from other departments and the
.interactions of our faculty members with them can help, but we do not Xhlnk
tQAPe are suff1c1enj’ We believe that we a]so need to bring new’ faquty “into

+ the department, even if only for a semester or year, and we need to get our

faculty members fhto dther departments of speech, comnunication where -they

.

- get the stimulation of different personalities, differeht ideas, different - .

ways of deing things. Therefore, we are encouraging the idea of exchange
professor§?\\T6 facilitate such eichanges, our university has made ip possible
for us to cont{nde ﬁaying our faculty member who is’teaching at another

* institution while the other institution pays its faculty member who is teaching

at ours. This e]fminates the budget and ‘bookkeeping problems for the Universiﬁy

and the pereonal problems of the faculty member who is making more money than ..
' . g ) . \ .
the person he or she is rép]a ing: It also means that neither faculty member -~ “:>
AN Lot s . - d

loses the fringe benefits which pre not normally paid to visitingrfaculty.
So far, we have done this once--when Prof. John Bowers went to Temple University
~ . P ~ ® .

to teach for a year and Prof. Herb Siﬁons came from Temple to teach at Towa.
* » .

-Both ofthese peop]e‘attest to the pérsoﬁa] ahq professiona]‘va]ue of the

. . ; 2 1
- exchange, and we who had a new colleague for a year think it was §reat for

L

us also. : ) . - . .
L} » ' N N )




artistic work of directors and designers especially. * When thesg faculty

.shoy periodically at one of the mgjor regipnal theatres, or in New York or’

We are trying to.get'more of our faculty members to.participgte in

such exchanges now. 1 am espec1a11y encourag1ng some of our faculty members

in theag;e I be11eve it can he]p us do a better job of eva]uat1ng the

members do all Bf their artistic work on théir home stage, theré isﬂonlylg/

1imi ted basﬁs for judging what they,do. Ideally; they shoyld be ﬁoing a

-

abroad. Unfortunately, for a great variety of,reasons—-not the least of-
. i

which is coordinating such work with an academic.term-ewe‘can seldom do that.

Howeven, by directing or designing a show while teaching at an institﬂéion

>

comparable to ours, we will get an evaluation of~the1r work from peers who
are detached from-our s1tuat10n (not unlike the associate ed1tors of major

Joqrnals) and we will be ab]e to compare the work of.our directors and

- \ >

designers with that'of the faculty members who exchange with them. Needsnk

less to gay, all of thesé facu]tyswillkaTso get the stimulation and learning
s : \ ’ A ']
that comes from working in different facilities and with different'people. ’ ’

: As we try to £ope w1th the "steady state"——or even the\"dec11n1ng

3

state" that we are told is rap1d1y approach1ng, when we have, fewér resources

with which taywork and yet continuing dgdands for., turning out more sophisticated

scholars or artists, ig seems to me’that we have_no choice but to break down

«\ ’ : . . .
those artificial walls between departments, and even between 1nst\tut1qns, toN

use all of the resources available anywne;é for the optimum educationqbf our

students. This is what we Fé&e been trying to do at lovaand, so far, I a? muCh

encouraged by the results.

1 4

As I said at the outset, none of these ideas is riew or startling. However,

I believe they.ggpoun% for much” of the quality of education that we provide
v < . > ~

-
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1 4

students at the Uniyersity of Towa, and\they account for much of the high

[ N .
,

\
~ [L&steem with yhich our department ;i;reéarded by administrators and faculty - . }

members throughout our institutioh.
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