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Foreword

The Southern Conference on Language Teaching (SCOLT) is
pleased to have been asked by editors Sam L. Slick and Richard B. Klein
to publish this collection of essays on managing foreign language
departments in American colleges and universities. They have assembled
an outstanding group of contributors who have vast experience and
valuable information to share with their colleagues in the profession. The
essays presented here are of prime importance and interest to all
department chairs—incumbent, current, and future—as well as to every
instructc ¢ of second languages.

In Managing the Foreign Language Department: A Chairperson’s
Primer, the ideas expressed by the contributing authors are their own,
based on their experience of chairing a foreign language department or
working in administration. The authors have been asked to share their
own experiences, ideas, and suggestions, and not to summarize previously
published information. This volume contains experiential and empirical,
not theoretical, direction.

The Board of Directors of SCOLT and the Sponsors and Patrons
on the SCOLT Advisory Board are certain that this publication will make

a major contribution to the leadership and work of colleagues in foreign
languages.

Lee Bradley
Executive Director, SCOLT
Valdosta State University
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Intreduction
The central thesis and goal of this book are simple:

The role of chairperson or chair—we use the
terms synonymously—of a foreign language
department has become increasingly complex
and demanding during the past three decades.
Nevertheless, there exists no text or reference
manual that seeks to examine the issues and
problems involved in chairing such an
academic unit. To fill that void, the editors
have invited some thirty former and current
chairpersons, as well as several administrators
who have not been language chairs, to submit
thoughtful and informed essays on a wide
variety of topics germane and often unique to
administering a foreign language department.

The contributions to this work represent an accumulated total in
excess of 200 years of administrative experience. In deciding upon a list
of contributors, we considered several factors, including representatives
of institutions of different sizes, chairpersons with different language
backgrounds, and a general sense of varying geography with regard to the
contributor’s locale. In short, we feel that the chairpersons whose ideas
are contained herein are representative of American higher education.

As is the case in most academic disciplines, chairpersons of foreign
language departments are generally recruited from faculty ranks. They
come to the job with little or no administrative experience. Often they
have no defined management style, know little or nothing about legal
issues, have scldom evaluated or supervised others, have never dealt with
conflict resolution, and have not heen involved with goal setting, long
range planning, and the development of plans of action. Additionally,
they often come to their new job with inaccurate views as to what
constitutes the chairing of a department.  And no amount of previously
published scholarly articles and books can possibly compensate for these
deficiencies.

To make matters worse, many individuals become chairperson by
default—that is, they are the only ones willing to serve, or as sometimes
happens, the only member of the faculty fo whom the rest do not
seriously object. The other extreme is cqually observable—the chair-
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person is selected/hired through a highly competitive system that places
emphasis on scholarship and reputation as a teacher—two qualities that,
while not entirely superfluous to chairing, are of at least dubious import.
The result, of course, is that many chairpersons become such through
accidental circumstances or for questionable reasons. Once installed in
their new position, these individuals must "learn by doing."

New chairpersons, understandably, often seek advice from other
administrators. Eventually they may enroll in a variety of generic staff
development seminars on everything from faculty evaluation to
management strategies to programs on curriculum reform. But most of
these programs speak only obliquely to the needs of foreign language
departments. Perhaps the most notable exceptions are the ADFL Summer
Seminars for chairpersons developed by the Association of Departments
of Foreign Languages.

Texts and manuals for new chairpersons are not particularly
plentiful either. Among those worth mertioning are Brann and Emmet’s
The Academic Department or Division Chairman (Balamp Press, 1972),
John Bennett’s Managing the Academic Department (Macmillan, 1983),
and the most recent edition of Allen Tucker’'s Chairing the Academic
Department (Macmillan, 1984). But these works, although valuable for
all chairpersons, simply do not address a myriad of issues and dimensions
that are unique to the governance of foreign language departments. Thus,
to return to our thesis, we offer this volume to the many foreign language
professors who have assumed or will assume the position of chairperson.

HIGHER EDUCATION 1960-1993:
POLITICAL ELEMENTS OF CHANGE

Prior to the 1960s, America’s universities and colleges were stable,
conservative institutions catering primarily to a white upper middle class
and upper class clientele. Chairing the department in the Golden Era was
a relatively simple job assignment. Most difficult decisions fell squarely
on the desk of the dean. But with the advent of the 1960s and the baby
boomers, institutions and their departments began to change rapidly. As
school enroliments increased, so did the size of departments. The
chairperson’s responsibilities not only grew but also began to Change.
External events, most notably the Vietnam War and the Civil Rights
Movement, brought incvitable change on campus and in the classrooms.
The student body, now inclading an ever-increasing mix of black, Latino,
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and other minority students, made new demands, often at the department
level. Chicano and Puerto Rican Studies programs, at times, sprang up
within existing foreign language units. Majors were apt ‘o be politically
active and committed to one or more causes that subsumed interest in
their discipline. In the off hours students had to deal with, if not
participate in, the counterculture, drugs, and the sexual revolution.

As these changes fueled the 1960s and propelled headiong into the
1970s, new issues began to emerge: gay rights, environmental concerns,
anti-nuclear movements. Enter affirmative action. Most importantly, the
great curriculum wars of the 1970s began. These struggles resulted in
widespread adoption of cafeteria course offerings and deconstruction of
core curricula. Foreign languages promptly entered a bleak decade of
precipitous decline.

The 1980s, although perhaps more stable than the 60s and 70s,
continued the scenario of higher education’s response, sometimes in an
exaggerated manner, to the ravages of social and political flux. In spite
of a self-centered "meism," reflected primarily by the yuppies of the mid-
1980s, change continues to dominate higher education. More recently,
issues such as minority access, global education, mulliculturalism,
cultural diversity, recruitment and retention, gender issues, women’s
studies, collective bargaining, and political correctness have come to the
forefront. Protected classes abound, resulting in endless EOC claims
against universities (end departments and individuals). Sexual and racial
harassment are now well-defined and invite litigation on a moment’s
notice. "Political conectness," an especially explosive issue in foreign
language departments hecause of their often enriched multinational nature,
now shapes many faculty and chairpersons’ comments and memos. Core
curricula and the nature of the major occupy center stage at many
institutional debates.  Faculty governance now enjoys a complete
reexamination. All of these issues produce problems, and it is often the
chairperson who must confront them first.

HISTORICAIL. PERSPECTIVE 1960-1993:
FOREIGN LANGUAGE EDUCATION

Forcign language, as an academic discipline and teaching field, has
undergone an absolutely dizzying evolution (including dramatic ups and
downs) during the past thirty years. Sputnik and the cnsuing NDEA
monics for foreign language together represent a benchmark. From that
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point in time (circa 1958) until the present, our field of study has been
changing at breakneck speed—and with this change have come pressures
on chairpersons that were unimagined by chairs of the 1950s and before.

The 1960s, then, exploded with concerns and new developments:
language laboratories, curriculum restructuring, ALM, the Peace Corps,
and FLES. The 1970s witnessed the beginning of a torrent of new
methodologies that continues unabated: Rassias, TPR, Suggestopedia,
Silent Way, the Natural Approach. With new accountability came the
proficiency movement of the 1980s. Much change occurred in the
classroom with the mass-marketing of video and VCRs, beginning in
1975. Many institutions are now utilizing a wide spectrum of techno-
logical innovations ir language instruction, insisting on considerable CAl,
video disc, and auxiliary satellite instruction. Departments anxiously
scramble for authentic materials. Additionally, the ACTFL proficiency
guidelines provide direction for many curricular and articulation changes
and reforms. '

While the how and why of teaching a second language have
undergone significant change, so have the curricula offered by colleges
and universitics. By the mid 1970s bilingual education had arrived. It
has measured impact on many foreign language programs, especially
Spanish. With an emphasis on global education has come a large variety
of interdisciplinary programs and paradigms: international business,
international studies, Spanish for communication majors, police, nurses,
and whomever. Area studies have assumed a high profile at many
schools. In the meantime, the 1980s witnessed a wide-scale reinstitution
of the foreign language requirement which, in turn, created a new job
market, new demands upon graduate programs, and, quitc obviously, a
new role for languages in the core curricula. Study abroad programs and
immersion programs continue to evolve, often coupled with other
disciplines. All of these events, and many more, have brought new
connections, demands, and challenges for foreign language departments.

INEVITABLE CONCLUSIONS

The radical incidence and variety of change confronting foreign
language departments during the last thirty years, and especially during
the last fiftcen years, have brought with them many new demands upon
chairpersons. These changes, both from historical-social forces and from
within the discipline, have greatly increased the scope of responsibility
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and demands placed upon chairpersons. While deans and vice presidents
for academic affairs have resolutely increased uncarling positions in the
form of assistant and associate deans and assistant and associate vice
presidents, most chairpersons continue to do it all. They have been
forced to become a sort of Super-Professor who not only continues to
teach and do research, but who simultaneously balances budgets and
schedules, does staff development, serves as instructional leader,
curriculum innovator, counselor, handholder for the seemingly unloved,
and much more.

To those many, then, who are serving or who will serve in this
super capacity, we commend the sage advice contained herein. May it
help you in some small way not to have to invent at least one more
wheel. May it at a minimum help clarify your administrative views on
some of the basic and most palpable issues in our profession.

Sam L. Slick Richard B. Klein
Hattiesburg, MS 1993 Oxford, MS 1993




CHAPTER 1

View from the Top:

What a Liberal Arts College
President Expects from a Language
Department

Ruth A. Schmidt
Agnes Scott College

"Everyonc writing for this book either is or fas been a department
chair,” said the letter inviting me to write a chapter, but somehow I
slipped through although I do not fit that description. I never had the
opportunity to be department chair because the men in my department 20
years ago would never have considered a woman for the position, neither
me nor my experienced female colleagues who had already been chairs
clsewhere or who went to new locations where they chaired departments.

So I became a dean without ever chairing a foreign language
department and had to learn a lot quickly, including such basics as using
a dictating machine and running an office. Because I believe a
department chair, particularly where the department has more than three
or four people, has one of the hardest jobs in a college or university, I
have sometimes felt glad that I skipped that part. But then, the academic
dean’s work is, in my view, the most difficult of all academic jobs.
Although I have now spent 20 years in administrative positions, as dean,
provost, and president, many of the views expressed in this chapter are
the same as or very little changed from the perspectives I had as a faculty
member. 1 still insist that professors and administrators have much in
common as educators. But I've been asked to write from the point of
view of a president.

18




2 Managing the Foreign Language Department

What does a president expect of a language department? Or at least,
what does this president expect? First of all, the president expects each
department to function as a department, not just as a collection of
individual professors, each with a different agenda. This expectation
applies, of course, to all departments. There is sometimes a tendency for
individual professors to use the institution as a platform for their own
agendas which may or may not be good for students, colleagues, or the
institution as a whole. The ideal department, perhaps seldom realized,
consists of persons who, while they have different interests and strengths,
work cooperatively to provide the students in their care with a focused,
cohesive program of study. Many of today’s curricula, generally less so
in foreign language departments because of the need to build skills, 100k
like compendia of individual scholarly interests rather than programs of
study carefully crafted to help a student develop in the field chosen.
Some structure and attention to the interests of the whole rather than to
pet subjects is clearly desirable from any administrator’s, and 1 would
hope any colleague’s, point of view.

Happy the incoming inexperienced colleague who joins a department
which lives true collegiality. Often a young professor’s energy is
deflected from study and teaching by the intricacies of departmental
politics and the perceived need to understand faem in order to survive.
The greatest sadness of academic life is not the budget, the teaching load,
or those administrators professors refer to as "they,” but the rivalries,
tensions, and pettiness of some in the profession, and therefore, these less
desirable aspects of one’s colleagues may constitute the biggest challenge
for the chair of a department.

Whatever the political situation a department chair may inherit, it
should be that person’s responsibility to see that new colleagues,
especially the inexperienced ones, are given enough orientation to the
department and to the college to make them effective colleagues in every
way and as soon as possible. Formal and informal mentoring can mean
the difference between success and failure, professional well-being and
disaster. The chair does not have to be the exclusive mentor, but should
see that sufficient orientation and colleagueship is provided.

Secondly, it should be rather obvious that the president expects from
cach department quality work in instruction and scholarship. A
department should teach its fair share of students, given its resources, and
its members should give constant attention to the improvement of
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What a President Expects 3

teaching by experimentation, by consultation with each other, and by
familiarity with current methodology and research. Everyone values
those persons who believe that there is always a better way to do
something and who are wiiling to put in the time and effort necessary for
improvement. They do not feel threatened by others’ evaluations or
ideas, but always seek a better way through cooperation with others.

The profession of foreign language teaching has gone through many
stages during my professional career. Not all approaches, theories, and
methods have been equally efficacious, but it certainly behooves ail to be
aware of the different possibilities for’ pedagogical improvements, to
experiment and share the results with colleagues. The possibilities in
instructional technology with the use of media and computers are still
largely untapped. Perhaps even that colleague of mine years ago, who
complained in a very thick French accent in English that her students
could not pronounce French correctly, would find some help with new
tools.

The frequent tensions between instructors of language and those who

devote themselves strictly to foreign literatures are often reduced in small
departments because every professor participates in both language and
literature instruction. This certainly does not mean that all professors
must teach both (language specialists have traditionally been in much
shorter supply than professors of literature), but at a minimum, a mutual
appreciation and respect for the importance of instruction in language and
literature should be required of all.

What does the president expect of a department in regard to
research? I prefer the word scholarship, for in it I include keeping up
with others’ discoveries and experiments as well as advancing knowledge
in one’s field. Professional growth is the essential ingredient necessary
for a life-time career as a professor. In the liberal arts college, this
growth will be demonstrated in a variety of ways, but the professor must
not get stuck in a rut.

The longer I am an administrator, the more I realize that being
professionally involved (reading scholarly papers, publishing, or being
called on as a consultant) is essential because self-esteem is tied to the
approval of peers in the profession. It is not enough to impress students
with old knowledge. Only those who feel good about themselves
professionally have the emotional and psychological health to be good
teachers in the long run. 1 believe that scholarship and teaching are not
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4 Managing the Foreign Language Department

only compatible, but essential for every member of the department. The
balance between the various responsibilities of being a professor will vary
for individuals, and teaching assignments may reflect these differences.

Thirdly, a president firmly desires that the membranes separating
department from department be permeable. In some cases there will be
a separate department for each language and literature; in others the
languages will be combined in several departments, and in some
institutions all forcign languages will be contained in one department.
Whatever the arrangement, the president looks for cooperation among the
units or departments, and hopes they will not be fighting each other or
jockeying for position. The inclusion of less commonly taught languages,
perhaps non-European languages, can produce evidences of selfish
territoriality, revealing that some foreign languages are used to privileged
status in an institution. All foreign language professors should be
building on what they have in common, promoting the teaching of
languages and cultures throughout the institution and beyond the college’s
valls. They need each other, and the college needs their collective
strength.

In addition to cooperation among foreign language departments,
however constituted, professors need to be related to departments beyond
foreign languages and literatures as well. Most students will not
experience life in the sharply segmented pieces outlined in the college
catalog. Therefore, it is truly a blessing when professors and departments
give attention to courses which cross the traditional disciplinary and
departmental lines.  Institutional rules and calculations sometimes
discourage departments from cooperating as fully as they might, but
where professors truly belicve in interdisciplinary and cross-disciplinary
teaching, it will be possible to find joint opportunities with history
departments, art departments, and even with English departments (which
sometimes believe they own the entire literature curriculum).

There are many ways to work out such cooperation, whether it be by
exchange of guest lectures, by true team teaching, by linking courses in
history, political science, and economics with cultural courses or literature
in the forcign language departments, or by the provision of sections or
some sessions of courses which use a forecign language across the
curriculurn.  Although it may not be possible to find all these interesting
combinations in small faculties, there will always be some opportunity for
cross-disciplinary cooperation. Even a few good examples for students
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What a President Expects §

will help them see the holistic nature of knowledge and experience the
electric effect when scholars from different fields talk with each other as
well as with students in the same classroom.

Fourthly, presidents who are forced, by the very nature of their
responsibilities, to take an institutional perspective dearly desire that each
professor and each department share some of this perspective. This goes
beyond the idea of cooperation outlined above. While we recognize that
the majority of a professor’s time will be devoted to his or her area of
expertise and to the teaching of that field, in order for the institution to
fulfill its mission of educating liberally, there must be attention to what
each person and the department contribute to the whole. Remembering
this synergy in curriculum committees and on the floor of faculty
meetings is essential if there is to be a true community of scholars.

Foreign language departments today have a special opportunity to
contribute to the college as a whole. There is ever-increasing recognition
that the peoples and countries of this world are interdependent, and
language departments should be key players in helping to broaden the

global perspective of colleagues and students. The foreign language
professor can be a guide to help others understand another culture and to
recognize that there are many ways not only to prepare food, or go about
daily life, but also in perceiving one’s relationship to the world and what
life should offer.

Personally, 1 am very grateful that a lifelong study of Spanish
language and culture has enriched my 1ifc; it is hard for me to imagine
being a monocultural person, However, scquaintance in depth with more
than one culture is still not the experience of the majority of our U.S.
students. In today’s world, foreign language departments have an
unusually finc opportunity to help the entire institution. Colleagues who
do not have this lifelong devotion to more than one culture can still
experience the richness of even partial understanding of another people.
Our very survival as human beings may depend on such knowledge.
Thankfully, we find colleagues in political science, history, and other
disciplines who are helping all to recognize the need for study of other
cultures and languages. Speakers of different languages in many
communitics provide other ullies in the effort to broaden student
perspectives.,

Our students’ current interest in the environment worldwide can also
be an opening wedge to a global perspective. They and we are becoming

[ 4
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6 Managing the Foreign Language Department

increasingly aware that our waste can become others’ problems and that
there is an inherent unfairness in the dramatically skewed use of the
world’s resources, the United States of America being the greatest
USUuIper.

A fifth expectation of the foreign language department (perhaps no
more so than of others), is that the department and colleagues within it
take on their fair share of institutional duties in addition to sharing an
institutional perspective. Members may serve on computer users commit-
tees, on faculty senates, or on the curriculum, admissions, or professional
development committees. Some weekend work may be required, inter-
viewing prospective students or welcoming back alumnae or alumni.
Faculty members will be club advisors to more than the language clubs,
the language clubs will not always be the responsibility of the newest
member of the department, and all members will be full participants in
the life of the institution.

It may be because of the greater presence of foreign-born nationals
who are members of language departments (and may therefore, feel

somewhat like outsiders in the university or college) that frequently
language professors and departments do not take their full share of
college-wide responsibilities. Participation in the routine work of the
institution is essential. Consistent involvement offers the possibility for
greater influence in broadening the cultural mindset of colleagues and
students.

Sixthly, as educators within higher education, it is necessary for all
of us to be proponents of education in our communities. Yes, we will
have something special to say about foreign languages and cultures, but
all issues of education and education for all should be something we care
about and will devote our attention to promoting in our communities.
Foreign language departments nced to be in close cooperation with
elementary and secondary school teachers in their area. It is too easy to
blame poor instruction at the lower levels instead of finding ways to
cooperate, strengthen, and further the education of teachers in public and
private schools. Often teachers at the pre-college level have to be better
teachers of language than many university professors, and much can be
learned from their experience.

Presidents have a special responsibility to mform supporters and the
public of the crucial nature of what we in colleges do, and, in the current
critical climate in which we find ourselves, we need all the help we can
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get. Therefore, it is important to tell the president in person or in writing
(and not forget to include the dean in your reporting) of the department’s
successes, projects, and new ventures. It will encourage administrators,
but more importantly, give them fresh examples of student and faculty
accomplishments to tell to various publics. And, who knows, the
president may even run across a potential donor who shares your passion
for foreign language teaching.

To return to the beginning, how do women fare in foreign language
departments today? In almost every language taught in U.S. higher
education, women form the majority of students, overwhelmingly so at
the baccalaureate level where there are almost three females to every
male degree recipient. There are also more than twice as many female
master’s degree recipients, and women are more than three-fifths of
doctoral degree earners in languages.

Two decades of research have revealed that being the majority does
not guarantee equality of experience for women in higher education.
Departments and their chairs need to be aware of practices and attitudes
which disadvantage or discourage female students, whether consciously
or unconsciously, whether practiced by male or female instructors, and to
provide for in-service education to ensure equal encouragement in
learning regardless of sex.

Sometimes foreign language departments reflect female-demeaning
stereotypes and practices from the cultures they teach. Examination of
these issues is mandatory if the foreign language department is to serve
well the majority of its students and to make careers in the field as
promising for women as for men. Each department must examine its
attitudes and practices toward female colleagues and students and be
informed by the growing hody of literature available. For fairness’ sake
and for the future of the world, we cannot underserve the majority of our
students and colleagues.

What does a president expect from a foreign language department?
That it be a true department of colleagues, that it be the best it can be in
instruction and scholarship, that it cooperate with other units, that it be
institutionally mirded, sharing idcas and duties, and that its members take
seriously their roles as educators within and beyond college walls. 1
might add a final footnote to colleagues: he kind to the chair; it’s a
tough job, and you never know when you may be called upon to fill this
role.
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CHAPTER 2

View from the Top:
What a Liberal Arts Dean Expects
from a Language Department

George Allan
Dickinson College

Prologue. These are unaccustomed times. The current perception
that those of you who teach foreign languages are contributing something
vital to the education of students is a recent and surprising turn of events.
Surprising, because only a quarter century ago colleges and universities
were dropping language requirements and cutting back your faculty. It
has been the American way, after all, to neglect the study of languages
other than our own. The citizens of a vast single-language, continent-
spanning nation, tied by history, culture, and geopolitics to the other
English-speaking peoples, had no need to acquire other tongues than their
own and had ample power and arrogance to presume others wishing to
interact with them would acquire theirs. Academic deans shed no tears
while reducing the ranks of language faculty. Post-sputnik wisdom was
calling for more emphasis of natural science, and the sleepy social studies
departments were turning themselves into sciences as well. There was no
guilt involved in rcassigning language positions elsewhere; it seemed,
indeed, almost one’s patriotic duty to do so.

Now suddenly that's all altered. The underlying attitude has
changed, at least, the groundwork of justification for how academic
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10 Managing the Foreign Language Department

resources are most appropriately distributed. The concept of a global
village is hardly new. A revolution in communications, electronic and
propulsive, has been going on for some time, shaving weeks then hours
and now seconds off the time it takes to get information or people from
one end of the earth to another. Half the globe in nanoseconds by CNN,
in 15 hours by SAS. This has made possible a global economy with its
multinational corporations and linked national stock exchanges, and it has
meant international coordination of political and military activity, a jet-
setting cosmopolitan elite, and the instant worldwide diffusion of culture
and technology. In the depths of wildest Borneo, one can expect Coke
machines, Penney’s underwear, and even CompuServe. We note these
things most readily when they appear as challenges to American
supremacy rather than expressions of it. So it is no wonder that only of
late, with the United States losing its economic, political, and cultural
primacy, that we have discovered the nearness and hence the importance
of what lies beyond our shore.

Like mules, academic deans often need to be hit between the eyes
with a 2x4 in order to securc their attentior. These latter-day world-
historical developments have done that for you. Language faculty are
riding high now on the catbird seat. Even in the midst of the current rash
of freezes and retrenchments, you can advocate an increase in your
department’s resources, speaking with the quiet arrogance once the
special preserve of scientists doing defense-related research. The national
interest requires leaders competent in the tongues and conceptual framings
of our competitors. It would be folly to sacrifice our country’s future just
to save a few pennies in this year’s budget. Senator Boren’s ready ability
to divert oodles of Defense Department budget dollars to international
education and foreign languages is the first fruit of the new harvest.

So do not shilly-shally. Shake off the subscrvient mentality of the
past, the habit foreign language chairs have of shuffling into the dean’s
chambers to wonder apologetically if it might be possible to get
temporary funds so that a class might see the new work of some obscure
forcign playwright, muttering obsequious thank-yous as you back and
bow your way out after receiving half of what you sought. You are no
longer the minority party in this congress, happy to settle for scoring a
few wry, well-phrased points in faculty mecting debate, good at voting
against change knowing that it will never be to your benefit. You'rc now
up with catbirds, dominating the college mecadowlands. Insccts of
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opportunity are buzzing all around. Snap them up while the snapping’s
good!

Wise, however, is the academic department that looks first through
the peephole when opportunity is knocking, and that does its snapping up
with one eye on the longer-run dietary implications of too much grass-
hopper and insufficient fly. Deans can be cajoled and intimidated into
granting you your wishes, but as when requesting things of the gods
beware lest you in fact get what you requested. Some warnings, then,
from the catseat. A friendly purr of advice to catbirds from a dean who
loves them (Nietzsche: of course the circiing hawks do not hate the little
lambs; they love them, ah yes, they love them; for they find them so
delectable to eat).

First Warning. You foreign language faculty are in such great
demand because you are needed to teach our students foreign language
skills. That’s a truism if ever there was one. The college needs to be
able to say to its constituents that it has internationalized its curriculum,
that it is preparing students for the 21st century by equipping them to
interact with non-English speakers. Especially Japanese speakers and
probably Germans for economic and political reasons; and Spanish, of
cow 'r social service jobs, or that and French also for business if the
Free Tt > agreement with Mexico and Canada is approved. Deans are
Quite content to take this as meaning sections of Business Japanese and
Newspaper French. Something to go on the transcript; something that
will catch the eye of a personnel officer. Something to appear in the
catalog, at least one per department or program or school.

You are nceded, however, for more serious work. You are needed
to teach a foreign culture through its language. Students need to begin
to see their world differently, to inhabit another linguistic world until
habituated to its ways and to the cultural and conceptual modes that are
its expressive foundation. There are intrinsic reasons for such an
expansion of onc’s horizons, but even keeping to narrowly pragmatic
reasons it is clear that nothing short of this will do. Menu German will
not gain the bright young entrepreneur or diplomat the respect, insight,
and sclf-confidence nceded to engage Germans in a German way, to
charm them by one’s knowledge of their best writers, one’s appreciation
of the most recent political joke, one’s grasp of the nuances of
negotiating an informal meeting of minds.
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12 Managing the Foreign Language Department

You know this, of course; I’'m only quoting the rhetoric of a
thousand similar language department brochures. But knowing isn’t
doing, and when the dean offers you more staff if you will offer more
Berlitz language sections, what then will you say? Beware selling your
department’s honor for a mess of pottage, even if it be true that without
pottage there may be too few faculty to bear the department’s honor
honorably. My warning is that you must see clearly the dilemma of
being popular for not quite the right reasons. Whatever choices you
make, recognize the penalty you are having to pay and be sure you think
it worth that price.

Second Warning. You are expensive. Foreign languages cannot be
taught by lecturing to a silent sea of faces. For siadents to be active in
class and for language labs to make sense, course sizes need to hover
around 15. Already by 20 the group is large enough to hide in, and so
constancy of interaction with each student is threatened. Your intrepid
dean hires you a new faculty person in Japanese and finds with a three-
course semester load that this means only 45 student enrollments. A
philosophy professor would take that many in a single class, and
historians can lecture to an auditorium of students and call it one-third of
their semester’s work. Those are not propitious odds for becoming the
darling of your dean.

Don’t settle for less, however, for then you will have surrendered the
necessary condition of succeeding and all too soon your classes will not
even be up to Berlitz quality. Yet there is a subtler surrender as well,
one in which you agree that language skills need not be taught by Ph.D.s.
For if a language instructor teaches only half as many students as do
other humanities faculty, then paying them half as much will just about
even things out. Part-time folk, and even full-timers with Master’s
degrees, abound: people with the requisite language skills and the
willingness to work for less in salary and benefits than do tenure-track
faculty. The danger here is the creation of an underclass. Not just a
proletariat of non-tenurable laborers but more insidiously a skills-only
instructorate.

Beware of heading down this path, for the separation of language
instruction from culture instruction can be a dead end. Separate is never
equal, as they used to say in Selma and Little Rock. You will have
created in the midst of your department an echo of the invidious
condition you as a department once suffered. Where once you were
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second class citizens in an university whose scientists travelled first class,
now your Ph.D. literature faculty will be the elite and the language
instructors their serfs, consigned to doing the grub work preparatory for
the higher learning vouchsafed only to those students who have proved
themselves worthy of it and to the faculty who teach them. This may not
be a price worth the resulting internal animosities. Why, the dean will
want to know, do we need to hire a specialist in Flaubert to teach first
semester French? Be sure you know the answer.

Third Warning. If you win all your arguments and fashion a
flourishing foreign language program, it will include overseas study
opportunities as the jewel in its crown. First-hand experience, total and
prolonged immersion in the culture of the target language, has no
substitute. ~ Whether the programs be your own or those of other
institutions, you will have inisted that all the classroom interactions, the
language houses and language tables, the video tapes and embassy
documentaries, the TV programs plucked off satellite dishes, will not
suffice. They will not suffice if culture is what is being taught, that is.
For how can a different cultural world become habitual without inhabiting
it?

The dean will not like the idea of so many students removed from
the tax rolls for a semester or a year; their loss will need to be made up
with increased freshmen enrollments or transfer students. But these are
not the times to be expanding the size of a freshman class and then to
realize no financial benefit from doing so. Your program is flourishing,
however, and 1 can imagine your winning your argument about the
overseas component of a quality foreign language education. So the
appropriate agreement will be struck and your students go off to Tokyo,
Paris, Bombay, and Khartoum to consolidate their growing cultural
competence.  All of them: the whole blasted junior class. And with
them goes the need for all the departmental courses for which they would
have cnrolled that year, and for many they would have taken upon their
return. A ycar of Spanish courses in Madrid is in itself enough to
comprise a major, and so the senior year is free for other kinds of study,
perhaps for completing a second major or setting up some internships.
Your success, dear Dr. Frankenstein, may bring with it undesired
consequences.
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14 Managing the Foreign Language Department

Your friendly dean, smiling broadly, will note the diminished need
for faculty. A vital foreign language program does create a financial
windfall for the general coffers of the college after all. Worse still, it is
your literati, your elite, who are less needed now. For it is with the basic
language courses behind them that your students set off for foreign
climes, ready now to study your language’s great literature and to explore
its history, art, and philosophy. How wonderful to study Derrida with a
French literary scholar rather than with you! So the language peons are
renewed and the distinguished literarv scholar upon retirement is not
replaced. And all because you are doiag so well.

The solution to this ironic twist to things is simple enough: don’t
let the students leave campus for their junior year. Or let only the best
ones go, for the others are obviously not capable enough to take
advantage of the opportunity. Yet this choice only adds a student
dichotomy of elite and underclass to the faculty dichotomy, and thus
further undermines your program. Paved with such solutions is the path
to academic hell. Embrace the irony; don’t flee from it. Repeat as a
mantra the linkage among language instruction, cultural studies, and first-
hand experience. They are together all necessary for genuinely preparing
students for life in a global village. Teach this mantra to your dean.

Fourth Warning. You have colleagues in the social sciences who
are as interested as you in foreign cultures and who wish their students
to gain some modicum of the cultural knowledge and sensibility you seek
for your own majors. The natural consequence should be cooperative
ventures: interdisciplinary majors in a geographic area, team-taught
courses, courses that count toward both majors, tracks within a major for
students with a given foreign language emphasis. It should also mean
students enrolled in your courses whose interests ar¢ not rooted in an
intrinsic love for the culture they are studying but only a pragmatic one.

These outsiders all create pressures to minimalize the sort of
cducation you have been insisting cannot be skimped. A political science
major wanting a concentration in Chinese affairs would benefit from
studying the Chinese language, but is there any reason why the student
needs to take courses in its pre-modern literature or thought? Where
simply double majoring is not possible, compromises must be made, and
your colleagues will expect you come to more than half way in making
them. The temptation is to tcll them to buzz off, that art is long, life
short, and if they want your language they will have to learn it your way.
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There is truth in this, of course. The best preparation for business
is probably to major as an undergraduate in a foreign language and then
to pick up the business courses at the MBA level. But there is truth as
well in the virtue of compromise, in getting half a loaf instead of none.
Surely the alternatives are not between humanistic cultural competence
devoid of business or government expertise and pragmatic competence
devoid of cultural acumen. Finding a middle way that doesn’t debase the
values of each approach is a difficult challenge, compounded by hoary
academic proclivities not to cooperate across departmental lines.

Language faculty have been quite good at biting their thumbs at
other departments, including other language departments. What is lost in
doing so, however, is the opportunity to build up a tissue of departmental
interdependence that will serve not only students wanting to learn but
faculty wanting to preserve their academic turf. Divide and conquer was
probably Attila’s first counsel to deans. Sometimes purity is not a virtue,
for although beautiful, your program may not be sturdy enough nor
fecund enough to survive a time of limited resources. Nor to deserve
surviving; for disciplinary purity may be protecting an artful but therefore
artificial convenience beyond the limits of its usefulness. Deans read
Darwin, and so should you: miscegenation contributes to the health of
a species, isolation and overspecialization to its demise.

Fifth Warning. You cursc an educational system and a culture that
breed college freshmen who don’t even know English grammar, who
haven’t read a novel voluntarily since they finished The House at Pooh
Corner, who think Alexander the Great is a drink, and v'ho don’t know
that FDR is someone’s initials. American students thesr. days scem to be
growing more and more undisciplined and unmotivater, academically, and
thus less and less able to think clearlv, argue cogently, appraise
perceptively, or discriminate aesthetically. Since such basic cultural
knowledge and learning skiils are especially crucial in foreign language
acquisition of the quality you scek, the deficiencics of today's students
are particularly galling for you.

Griping about students is a pleasant pastime, but such idle Faculty
Club fun drifts imperceptibly into a serious disdain of them and t0o often
eventually wrecks on the rocks of patronizing contempt—first of one’s
students, then of one’s teaching and institution, penultimately of one’s
discipline, and ultimatcly of one’s self. The antidote is to become
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involved in your institution’s general education efforts. Foreign language
faculty often seek to be excused from teaching freshman seminars or core
courses because such courses are taught in English. But you speak
English, don’t you? If so, you can teach courses using it, even where it
is not your native tongue. The point is that, short of a miracle, the only
response to a widespread failing in our society is to do something about
it in a context where you have influence: your department and your
university.

Deans like departments that contribute actively and ungrudgingly to
the general education needs of their college. Students who meet you in
such contexts may even be led to try you out in a language course, and
colleagues you meet there may even have ideas, pedagogical and
scholarly, from which you will benefit. Besides, griping without doing
anything about it produces dyspepsia. And if the choice is between
sullen foreign language faculty and cheerful chemistry faculty, maybe the
old distribution of positions wasn’t such a bad idea after all.

Postlogue. Typical of a dean. I have warned you that to survive,
you and your departmental colleagues, separately and together, must take
your teaching very seriously. You must figure out what quality education
means in your field and then pursue it without succumbing to an endless
array of debased alterpatives. I have also warned you that hoisting
pedagogical excellence to the top of your petard will only hoist you up
as well unless you are politically astute in securing the support of
colleagues in other disciplines. Political astuteness means the art of
compromise; but for it to be astute the compromise must be without
sacrifice of standards and essentials. I have not mentioned, because it
should need no mention, that you must also remain active as a scholar
and not only a scholar of the pedagogy of your field. If you slip in that
regard, don’t expect ceans and faculty personnel committecs to be
forgiving.

Unfair, unfair. Not really: you ask the same impossible things of
your students, scaled down to be sure, but otherwisc the same.
Furthermore, of those to whom much has been given much is expected,
and you have becn given for a time, two times, and half a time the
blessed gift of being thought to be teaching the most important subject in
the curriculum. If you rise to the challenge, deans will thank you but not
loud nor long, for we have budgets to prepare, presidents to soothe, and
departments that think you afe alrcady benefitting unfairly at their
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expense. In lieu of praise, you’ll have to settle for the self-respect that
comes from knowing you are doing the best you can. Perhaps a quarter
century hence some former student will look you up, shake your palsied
hand, and, in that foreign tongue you love so well, whisper you a heart-
felt thanks. And that beats deanly thank-yous any day!




CHAPTER 3

View: from the Top:

What a Graduate School Dean
Expects from a Language
Department

Daniel R. Reedy

University of Kentucky

Whatever the motivation that leads a faculty member to assume the
responsibilities of department chair, be it in units as diverse as a
department of foreign languages or one of biological sciences, the
characteristics of an effective chair differ inconsequentially from one unit
to another. Certain attributes of the successful chairperson are generally
common to unit administraters throughout the university, although some
persons may measure higher in one strength than in another. Most of us
who have served as department chair recognize that the task is not unlike
that of Sisyphus, constantly trying to push a heavy load onward and
upward.  Unlike Sisyphus, however, we should not see these
responsibilitics as punishment for offending the gods; rather, they should
be regarded as an important opportunity to manage the affairs of the
department efficiently while providing a focal point of lcadership for
enhancing the program’s quality in its instructional, research, and service
rolcs.

Qualities often recognized as essential for department chairs in the
abstract arc tenacity, paticnce, and virtue, thus making them emulate the
paradigms of Penclope and Lucretia. Yet other qualities are of cqual
importance, particularly honesty and reasonable forthrightness in
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interaction with deans or other administrators, as well as with faculty
colleagues, students, and other constituents. No single administrative
shortcoming is as great, perhaps, as the failure to deal candidly with those
to whom you report or with those for whom you are responsible in the
authority chain. When confronted by a disgruntled colleague or non-
plussed student, it becomes ail too easy to hedge the response or dodge
the problem with a non-committal or less than direct reply. This ruse
may work a few times, but such inconsistencies inevitably come back to
revisit the chair at some future date.

Good managerial skills are not necessarily an innate part of a new
chair's background, but they can be acquired. Most experienced chairs
devote at least a signiﬁcarit segment of each week to administrative duties
while zealously maintaining some allocation of time for their own
instructional and research activities. (Remember that you will likely
return to the faculty ranks at the end of your term.) Inefficient
management of time usually means that administrative duties may
consume the chair’s hours in the office and dominate much of his/her
time outside the institutional domain as well. Completing reports for the
dean before the due date, being responsive to students and faculty neecs,
answering correspondence in a timely manner, and budgeting time for
other administrative duties on a regular basis are essential if one is to
enjoy a non-administrative life. I recall a foreign language department
chair in a large state university whose lack of timely response to
correspondence from prospective graduate students resulted in few new
students and teaching assistants for the next academic year. Unanswered
and unopened letters had gathered dust in stacks of correspondence on his
desk. (His tenure as department chair ended with his second year in
office.)

The chair’s ability to provide leadership will be constantly tested, but
the well-being and future of the department and its programs may ride in
the balance. Strategic planning in collaboration with one’s faculty
colleagues is paramount. What are the research and instructional
strengths in the department on which solid future programs can be built?
What improvements can be made in existing baccalaureate and graduate
degree programs? Do they meet the needs of students entering the
professional job market? What can be done to recruit better quality
graduate students? Are the department’s objectives in keeping with the
stated goals of the college or university? Do the faculty understand and
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support the needs of constituent groups and are they prepared
professionally to meet those needs? In providing leadership for the
future, the department chair may well conclude that it is easier to set the
agenda him/herself (as a hallmark of personal or professional
accomplishment), but the effective chair recognizes the value of
collaborative involvement of faculty (and students) in the process. Unless
they are partners in the formulation of goals and objectives, they will
likely demonstrate little interest in or desire to contribute to strategies to
achieve them. A leadership style which values "we" over "I" or "they"
most often leads to administrative success.

Whether in interaction with the college or graduate dean, the
department chair often feels gripped like a spring in the jaws of a vise.
One pressure point is constituted by departmental colleagues whose views
deserve to be represented, and the other is the senior administrator whose
perspective may not coincide accordingly. As leader of the department,
the chair must represent the view of colleagues, when they are reasoned
and legitimate, while trying to convince the administrator above that they
have credence and are worthy of due consideration. In times of budget
reductions or when other difficult decisions must be made within a
university or college environment, the chair must be prepared to
communicate decisions by senior administrators to faculty colleagues and
other constituents as objectively as possible. All too often, the easier
course of action is to posit the situation as "us against them". Portraying
the dean to one's faculty as an ambitious, entrenched, power-oriented
administrator (even though he/she is), may work for a while, but it will
likely lead to an ineffectual relationship with the senior administrator to
the potential detriment of a department. Thus, the role of the chair as
spokesperson and arbitrator—"the spring in the vise"—is not unlike that
of the negotiator of a diplomatic treaty. Somewhere in the process,
between opposing viewpoints, a position may be found which is
reasonably acceptable to hoth sides.

Maintaining collegial relationships with one’s colleagues is another
expectation of the department chair. Do they, the staff, and students
perceive the chair as an antagonist or as somecone in whom they can
confide with a sense of trust? Ferreting out information about colleagues’
personal lives is not advisable, but the good administrator notices when
a collcague or staff member is not performing at a customary level of
achievement. Personal problems such as illness, divorce, financial woes,
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interpersonal relationships, and job dissatisfaction can all diminish
productive professional lives. Sympathetic, caring, and non-judgmental
interactions are the most appropriate response; give them time and
support to get their lives back on track. This approach is effective also
in assisting faculty colleagues in their professional development.
Advocacy for their legitimate desires for advancement, letters of
recommendation for fellowships or other awards, sponsorship of their
petition for sabbatical or leave time, and constructive approaches to
remedying their shortcomings are important contributions to their
professional well-being and effective performance in the department.
Their success will reflect favorably on the perception of the chair’s
administrative effectiveness.

The role and responsibilities of a graduate dean in most colleges and
universities are generally distinct from those of academic deans of a
college. Whereas the chair of a d -partment reports directly to a college
dean or other officer, particularly as it relates to personnel matters,
interaction with the graduate dean is usually concerning issues related to
graduate curriculum, graduate students, graduate faculty, and the research
environment of the institution.  The graduate dean has broad
responsibility for the enhancement of scholarship and research on the
campus while playing an advocacy role in the central administration on
issues relating to graduate education. Other duties include administrative
support services such as institutional dissemination of information about
all graduate programs. Depending on the administrative authority of the
graduate dean, he/she may play an important role in recommending
budgetary support for teaching assistants or in advocating increasing
numbers of TAs or RAs. As well, the graduate dean’s office usually has
fellowship funds available for non-service support of outstanding graduate
students throughout the university.

In some institutions, the graduate dean has a key role in interaction
with the arademic ombudsperson or legal counsel and department chair
when charges of cheating, plagiarism, scientific misconduct, or
intellectual dishonesty are brought against a graduate student. In this
function, the graduate dean must be an advocate for graduate student
rights while being mindful of the institution’s intellectual and procedural
integrity. Interactions between the graduate dean and department chair
in today’s educational environment may come as well from charges of
misconduct or harassment of graduate students by faculty members. If
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the student is also an employee (TA/RA) of the department, the dean of
the graduate school may be the likely person to hear these charges first
rather than the department chair. Allegations of inappropriate frater-
nization and sexual harassment continue t{o surface in greater numbers
today than ever before.

The main linkage of a graduate degree-granting department to the
graduate school is primarily related to the admission and degree certifi-
cation of graduate students. This connection may be through a person
designated as director of graduate studies for the foreign language
department, or it may be the chair who exercises this role. Through a
graduate council or other representative body of faculty members, each
graduate program may recommend admissions standards for graduate
students, except that minimum expectations may not be less than those
of the graduate school. Such is true, as well, for the certification of
degree requirements. Together, the graduate faculty of a program and the
graduate council set degree requirements, with the dean of the graduate
school charged to determine that these requirements are met by graduates.

Regular review of recommended changes in graduate curricula or
new degree programs falls under the purview of the graduate council, the
dean, and in some cases the graduate faculty of the institution.
Additionally, periodic reviews of departments and of their degree
programs involve the graduate school and its council. In such reviews,
a committee (composed of internal or external representatives—some
perhaps external to the institution itself) examines and evaluates the
quality of the graduate faculty, their professional productivity, their role
in meeting the goals of the graduate program, the quality of students
being admitted to the department, and the success of its graduates. In
times of financial retrenchment and mandated assessment of program
outcomes, all departments may expect close monitoring in terms of
effectiveness, i.e., the quality of the product which they produce.

Most colleges and universities have clearly established standards for
determining which faculty members may teach graduate level courses,
direct theses, or supervise doctoral dissertations, although criteria for
membership on the graduate faculty may vary from instituion to
institution. These criteria are usually monitored by accrediting agencies
such as the regional Associations of Colleges and Schools. To carry out
graduate education responsibilitics, faculty should usually hold the
doctor’s degree or its equivalent in scholarly reputation and should be at
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the rank of assistant professor or higher. As well, graduate faculty
members should demonstrate scholarly maturity and professional produc-
tivity as demonstrated by publications or other creative activities appro-
priate to the position. In recommending to the graduate dean that a
faculty member be appointed to the graduate faculty, the chair should
have clearly in mind the instructional role and other responsibilities which
the graduate faculty member will be expected to carry out within the de-
partment. Consultation between department chair and graduate dean on
these matters is often beneficial in the appointment process.

In planning for future development of the department’s graduate
programs or in determining which positions should be filled when they
become vacant, the chair and faculty need to examine carefully the long-
range needs of the program. The hiring of a specialist in Catalan studies
may add an important new dimension to the graduate program, but does
it leave vacant a more important need in linguistics or 20th-century
fiction? Again, interaction between the chair, dean of the college, and
graduate dean may be beneficial in future hires. When recruiting a
person to meet responsibilities at the graduate level, department chairs
would be well-advised to include the graduate dean in the interview
process. Have candidates already completed requirements for the
doctorate? Do they have a research agenda that is consonant with
programmatic needs and graduate student interests? Do they show
promise of being granted tenure within a reasonable length of time,
depending on the institution’s minimum standards? Are they likely to
continue to be prcicssionally active once tenure and higher rank are
achieved? These are among the questions which graduate deans will
inevitably ask when the promotion/tenure dossier is reviewed in their
office.

The department chair and dean of the graduate school share an
important responsibility—the latter at the institutional level, the former
at the unit level—to champion values and ethics in graduate education,
integrity in the scholarship of faculty and students, the promotion of
cultural diversity, and the enhancement of intellectual collegiality. High
sounding as these goals may be, department chair and dean are
responsible for collaborative efforts to achieve them by establishing
policics which lead to good practice in graduate education, to the
development of high quality curricula, to standards of excellence in
student selection, and to rigor in graduate faculty appointments.
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As dean without portfolio, graduate deans are often more political
than administrative figures, thus serving as brokers within the college or
university for issues of academic quality. Their ability to advocate high
quality graduate education within the department or institution is largely
dependent on a sense of values shared with the faculty. When faculty
quality is high, they hold a concomitant expectation of quality outcomes
from the students they admit to their programs and from those who
receive degrees under their tutelage. To this end, the standards of
department chairs and of their colleagues will largely determine the
overall quality of their graduate program. Without a shared sense of
educational values among graduate faculty, department chair, graduate
dean, and other administrators, graduate programs will seldom attain the
level of success of which they are potentially capable.
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CHAPTER 4

Raison d’étre:
Foreign Languages and the
Liberal Arts Today

Murray Sachs

Brandeis University

Historically, ours is an ancient and noble calling. Many venerable
figures whose names have come down to us as great leaders—Moses,
Aristotle, Jesus, Augustine, Maimonides, Erasmus, to cite only a few—
attracted followers because they had the knowledge and the knack of per-
suasively interpreting texts, sacred or profane, for those who could not
read, or did not know, the language in which those texts were written.
For their time and place, the role of such leaders was essentially that of
a teacher of language and literature, though that role was, for obvious
reasons, much more central to those civilizations than it can be to ours
today.

Not only ancient leaders but also ancient texts warrant the antiquity
of our calling. For example, the biblical account of the tower of Babel
(Genesis, chapter 11, verses 1-9) can quite legitimately be viewed as the
"myth of origin" for our profession, since it "explains" the existence of
many languages as a confounding of human language by divine decree,
lest the creative achievements which a cominon language makes possible
instill in humans the arrogant ambition to rival God’s creation some day.
What is often overlooked in this myth—though not, of course, by foreign
language teachers—is the enormous creative power it attributes to
language. The lesson we take from this myth is that it is our mission to
counter the confusion of languages and restore communication among
peoples, thus unleashing more fully the power of the word, wherein
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resides the secret of human achievement. For the contemporaiy world,
a modernized mission statement might read: to liberate humau beings
from the isolating confines of the prison which knowledge of but one
language has become, and thus to enlarge humnan consciousness to include
more than one way of thinking about, and understanding, our common
world and our common humanity. So defined, the mission of our
profession can claim both true nobility of purpose and the dignity of a
venerable origin and a distinguished history.

American colleges and universities, however, in this closing decade
of the twentieth century, give scant recognition to our claim of dignity or
of nobility of purpose. At least since World War II, our profession has
been receiving a succession of contradictory signals, based on expediency,
from the general public, from government, from academic administrators,
and from students, with regard to what our mission is perceived to be.
In times of national peril—the outbreak of war (Korea, Vietnam), a
technological revolution abroad (the Soviet space program, symbolized
by Sputnik, or the Japanese electronic hegemony), a political crisis abroad
(the 1979 take-over of our Embassy in Iran, the collapse of the Soviet
Union), or an economic disaster (the loss of America’s competitive edge
in world markets)—the signals we receive are urgent assertions that we
are necessary for national security, and even more urgent, often impatient,
demands that we produce, for the nation, legions of competent speakers
of German or Russian or Farsi or Japanese, depending on the particular
crisis at hand. In calmer times, and especially when the national
economy is becalmed or in recession, the signals we receive tend to be
exactly opposite: the study of foreign languages contributes little that is
tangible to our national educational goals, and the resources devoted to
such study might more productively be applied to such practical studies
as medicine, engineering, or business.

This cyclical waxing and waning of interest in, and enthusiasm for,
foreign language study, both within and without the academy, has had
painful and paradoxical conscquences for our profession, afflicting two
generations of foreign language teachers with a most unsettling and
intractable dilemma. The waxing of interest in our discipline, for
example, may appear to support foreign language teachers in their
insistence on their own importance, but in fact, being crisis-driven, this
awakened interest actually imposes a temporary and highly disruptive
alteration of their curriculum on foreign language teachers, deflecting
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them from their purpose while, at the same time, darkly implying that the
profession’s neglect of duty and methodological incompetence were to
blame for the crisis in the first place. The periods of waning interest, on
the other hand, bring on draconian budget cuts by administrators, in
which are implicit both the accusation of failure by foreign language
teachers to carry out their mission successfully, and the ultimate mezace
of possible oblivion for a profession suddenly being viewed as irrelevant
to the educational mission of a modern institution of higher learning.

The most frustrating aspect of this acute dilemma ("are we
necessary, or are we irrelevant?") is that it has exposed to public view,
and aggravated, a long-standing and highly divisive internal dispute in
many departments of foreign languages, which has now taken on the
dimensions of a professional identity crisis. {ndeed, most departments
today are driven by the conflicting demands of students, administrators,
and the general public, and by the conflicting views of their own
members regerding the educational philosophy most appropriate to our
discipline. ‘The current atmosphere, nationally, in our profession is one
of bewilderment, fragmentation, and anxiety about the future. The most
painful irony is tnat it does not secm to matter whether a department’s
current enrollments are waxing or waning, or whether the level of student
interest is high or low; the only real issue, which preoccupies and
bedevils all of us, is how {0 define the department’s mission in these
troubled times, how to explain to an uncertain and ill-informed public our
raison d’étre. For what has been shattered in all of the recent ideological
turmoil is the confident sense our profession once had that ours is a noble
and respected calling whose clearly defined mission belongs, without
question, at the very heart of American higher ecducation. Such
confidence in the clarity and integrity of our mission no longer seems
viable in today’s academy. The compulsively repetitious wrangling that
has gone on in college faculties, since the 1950s, over the definition and
the very existence of a foreign language requirement for graduation, is the
clearest symptom we have of the drastic change of status which has
overtaken foreign language study in colleges and universities.

How has it come about that, in so short a time, foreign language
teachers have journcyed from a secure place at the core of the college
curriculum to an unstable position on the margins, where we are faced
cach day—as it scems to us—with the Sisyphean task of satisfying once
again the implicit demand of our colleagues and students that we justify
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our existence? However weary we may be of pushing that particular
boulder up the hill again, we must remind ourselves that the alternative
is, after all, unthinkable. Under such circumstances, it is surely worth
rehearsing a bit of hoary education history in order to understand
contextually what is now happening to the academy and to our discipline,
and to chart, with some wisdom, a viable course for ourselves in the
future,

We must look back at least as far as the beginning of the medieval
university, to have an adequate measure of our discipline’s long fall from
academic grace. In those days, foreign language study constituted, in a
sense, the entire university curriculum. The two-part curriculum-—the
trivium (grammar, rhetoric, and logic) and the quadrivium (arithmetic,
music, geometry, and astronomy)—making up the liberal arts, were
without exception text-based, and most texts were composed in Latin or
Greek. To study, therefore, was to read the [foreign language] texts
considered authoritative for each discipline. Knowledge was at first
simply defined as what was recorded in those authoritative texts. A
gradual change in that definition of knowledge came about, as the
information in certain kinds of authoritative texts which could be readily
summarized was assimilated into common knowledge (e.g., basic treatises
on medicine, law, or science) to the point that those texts no longer
needed to be studied. There resulted a system which recognized two
kinds of knowledge: the accepted truths and facts basic to certain
disciplines, a knowledge that was no longer text-based; and the
understanding of, and familiarity with, major works of historical,
philosophical, or literary import, whose contents could not adequately be
made available by means of a reductive summary, a knowledge that was,
therefore, still inescapably text-based, since those texts yielded their
knowledge only through close study.

Those two kinds of knowledge, which at first tended merely to
separate the frivium from the quadrivium, evolved over the centuries into
what we now recognize as the arts and humanities, on the onc hand, and
the physical and social sciences on the other. Foreign languages, of
course, no longer constituted the whole curriculum, but were subsumed
under the humanities, as a specialized, text-based discipline. In modemn
times, there has been a proliferation of new disciplines, and a manifold
expansion in hoth kinds of knowledge, forcing upon colleges and
universities the obligation of periodic curriculum review, in order to
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decide what new disciplines deserved to be recognized in the overall
curriculum, and what knowledge remained so central to our ability to
understand our world and ourselves that it must be retained in the core
of required studies that constitute a college’s General Education Program.
We are ail familiar with the consequences of this curricular review
process: over the course of the twentieth century, all disciplines have had
to accept a smaller and smaller share of students’ time, and have had to
redefine repeatedly what is essential and what is expendable in the
discipline, since full curricular coverage in depth has become an
impossibility in every field of knowledge. Foreign language study has,
of course, not been exempted from any of these forms of diminished
"presence” in the college curriculum. Certain other, quite recent
phenomena, such as the rapid increase in the percentage of high school
students who g0 on to college, the spread of doctrines like semiotics and
deconstruction which challenge the notion that language is capable of
communicating decidable meaning, and the consciousness-expanding
campaigns which challenge the notion of a traditional canon of significant
texts, have also exerted pressure, intentionally or unintentionally, for
curricular change which has further diminished the role of many
disciplines, foreign languages included.

The growing interest in interdisciplinary approaches to knowledge
is perhaps the most significant index of the kinds of far-reaching changes
that are taking place in the academy, prompting the sometimes radical
redefinition of the disciplines, and blurring all of the old boundary lines
between departments, disciplines, schools, and modes of critical and
analytical investigation. It is all of these forces—and more—which have
pushed foreign language study (along with the rest of the humanities)
away from the central core and out to the margins of the college
curriculum, and which have brought to the surface the severe identity
crisis that seems to me to be shaking the confidence of departments of
forcign languages in the validity of their traditional raison d’étre.

These would indeed seem to be bleak days for foreign language
departments in American colleges and universities, and the problems of
chairing such a department in the present atmosphere might well scem
daunting. Yet I belicve that the vast spectrum of change now unfolding
in the academy is best understood, not as a threat to our profession, but
as a unique opportunity to reassert our rightful place in the educational
process, and to remake a consensus within our own ranks that will take
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us into the twenty-first century strong and united in purpose. Let it be
said unequivocally that the forces of change are firmly in the ascendancy,
and seem to me to be irreversible. That we are going to have to change
is now incontrovertible—that is our fate, which we share with all our
fellow academics, in all the disciplines. How we change, however, will
be very much up to us—this is our opportunity, and we should not let it
slip away.

It should be emphasized that there is no evidence, so far as I know,
that foreign language departments have been singled out for special
hardships. Everything I read and hear tells me that the pain of change is
being spread rather evenly throughout the academy. What may, never-
theless, prove to be a greater hardship for us than for others—though it
was not so intended—is the steady reduction in the share of students’
time that is available to us. The difficulty, for the modern languages
especially, is that the discipline is, by nature, what might be called "time-
intensive,” i.e., it takes many hours of study and practice to attain
proficiency in all four skills of a foreign language. Yet, from another
perspective, this difficulty might be seen as a blessing in disguise. It is,
after all, physically impossible to allot to foreign language programs the
amount of class time we feel they need. That has been the case for years,
and the problem is inevitably getting worse and not better. Should that
not suggest to us that, since we cannot achieve our goals under present
conditions, and will be even less able to achieve them in the future, since
time is not a commodity we can ever hope to control, what we ought to
do is change our goals? The "four-skills" goal in language study is surely
a luxury we can no longer afford, as is the "full coverage in depth" goal
in literary and cultural study. If we insist on those goals, we doom
ourselves to perpetual failure.

Why not set goals we can reach, in the class hours available to us?
Opinions differ on what such goals should be, but mmy recommendation,
which falls outside the beliefs held by most individuals currently in the
profession, would be that, in language instruction, we aim for the
acquisition of the rudiments of grammar and a really solid reading
capability, stressing all the while the linguistics perspective by which the
student becomes fully aware that the language being learned is a complete
thought and communication system, comparable to, but in significant
ways different from, the student'’s native language. In such a course, the
student comes away with a durable and highly pragmatic skill: the ability
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to read, and a theoretical and practical understanding of why the speakers
of other languages do not perceive or comprehend the world in exactly
the same way as we do—a truly mind-enlarging idea. Once the student’s
reading skill is strong enough to tackle literature, I would recommend
limiting the choice of texts to be studied to those works the teacher feels
are absolutely seminal in nature, within the culture of the language being
studied, and therefore most likely to be part of the literary knowledge of
any educated native speaker of the language. In that way, the student
will take away some genuine insight into the mentality and outlook of the
people whose language is being studied, and will have attained a degree
of literacy in that culture that approximates that of the average educated
native speaker of that language. Again, the student’s gain is truly mind-
enlarging, assisting in the process of freeing the student from the
unilingual prison in a most concrete and practical way.

Since we are now clearly obliged to make some hard choices, I
would advocate going all out for the reading skill, since that will, in my
view, pay the richest and the longest-lasting educational dividends. As
in the medieval university, so in our contemporary institutions of higher
learning, the reading of seminal texts still seems to me the surest road to
true knowledge. The emphasis I am recommending will also demonstrate
to students, colleagues, and public a conception of our mission which
comes as close as the modern world can to fulfilling the noble tradition
of our ancient calling: to counter the confusion of Janguages by restoring
communication between people, to release as fully as possible, for each
individual, the power of the word, and to enlarge human consciousness
through direct contact with another way of thinking about, and under-
standing, our world and ourselves.

Perhaps the greatest value of such an approach is that our teaching
could become—as it surely should be—a genuinely subversive activity.
Is not the goal of a liberal arts education to disturb and unsettle the
young mind, to challenge the complacency of received opinion, and to
cxpose students to alternate ways of thinking? Who can do that more
effectively than the foreign language teacher, whose very mission it is to
Icad students out of the solipsistic comforts o1 one’s native language, and
into the strange new vision and thought of another linguistic sysiem?
That kind of "leading out" to the unknown is the very essence of educa-
tion, as the etymology of the word suggests. Why should we not incor-
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porate that essential idea, explicitly, into the way we describe and practice
our profession?

Can this particular approach to teaching a foreign language that I
am advocating be expected to make anyone a better person? Not if what
is meant is a better person morally—that is beyond the reach of any
educational technique yet devised. But this approach can make anyone
a better educated person, which is to say, someone better able to
comprehend and appreciate our world than the person would be without
it. That seems to me no paltry claim, and I hope that, by the twenty-first
century, under the gentle guidance of those who may chair foreign
language departments in the near future, a consensus will have been
reached by the members of our profession to include that proud claim in
every public statement of our raison d'étre.




CHAPTER 5

Administering Graduate Programs

Ivan A. Schulman
University of Illinois, Urbana-Champaign

American universities and colleges find themselves constrained today
by a fiscal crisis which in turn has generated a programmatic and
curricular dialogue about values and priorities in graduate education. In
the wake of this involuntary, vexing debate, restrictive budgets that are
wreaking havoc with the quality of our instructional programs have
become the general rule. This clearly is not the first period of economic
constraint in higher education, nor is it likely to be the last. However,
current budgetary difficulties present singular micro characteristics that
refract seemingly unique macro socioeconomic problems tied to our
post-industrial culture. The reflection of these problems in the university
environment can be observed, for example, in the frequent admonitions
of university administrators that the paring down of today’s budgets, in
amounis varying from 8 to 25 percent, will more than likely not see a
turn-around. That is, the reductions need to be viewed as permanent, and
that, furthermore, futurc budgetary modifications will have to come about
in the form of internal reallocations. Haggling over such interna!
readjustments comes at a time of heightened anti-intellectualism coupled
with a strident, myopic critique of the value of academic research, a
citizens’ revolt against higher taxes to maintain and improve the quality
of higher education, a demand for fiscal and personal accountability—
especially in the arena of instruction, and a call for the reduction of
university expenditures in line with the budgetary downsizing of both
government agencies and private enterprises in response to the exigencies
of a faltering world-wide economy.
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For foreign languages and literatures departments, these colliding
social, economic, and cultural problems have forced a reconsideration of
the priorities, objectives, and composition of graduate programs in a
period of diminishing resources with regard to budgets, faculty, and
student applications. Some faculty reductions are the result of
retirements—due to peak in exceptionally large numbers in the next five
years; others stem from departures without the customary replacements
of lines or positions. Where these reappointments have been approved
by deans, they have been restricted by and large to entry level positions.
The reduction in student numbers has been driven by economic factors.
That is, since most foreign language graduate degrees, particularly at the
doctoral level, prepare students for a career in college or university
teaching and research,' and since salaries in higher education have not
kept pace with those in other professions—e.g., law, medicine,
business—talented students have gravitated to the study of other
disciplines with the result that within a generation we will be faced, all
things remaining equal, with a constantly diminishing pool of quality
students who will be preparing themselves to educate the future
generations of secondary and university students in this country.

Diminutions in the student body have also been the inevitable result
of the downsizing of departmental budgets, especially funds for temporary
or part-time instruction normally reserved for the hiring of Graduate
Assistants. And since the number of Graduate Assistants, especially in
larger universities, determines the number of graduate students that a
given program can sustain, cuts in assistantship budgets such as those
presently being experienced in most institutions across the country mean
that graduate student bodies will (indeed, have) become smaller, thus
providing the future student bodies at colleges and universities with a
potentially smaller number of faculty in language and literature
departments.  This shrinkage is occurring in a time of rising
consciousness of the importance of instructional programs that deal with
the problems of multiculturalism, an increased interest in the study of
foreign languages and literatures, and curricular reforms of foreign
language teacher preparation programs—all of which will of necessity
require larger budgetary outlays. Hence, in the face of today’s faltering
finances, departmental executive officers need to assume convincing
postures with deans and vice presidents in arguing for a larger share of
programmatic dollars. As humanists we must describe and defend our
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needs and those of our students with greater insistence than in the past or,
as in the past, we will be passed over in the distribution of funds in favor
of our colleagues in the social sciences or the natural sciences.

The Pressures of Balance. The classical tradition of curricular
balance has been held up as a model in constructing and maintaining
graduate foreign languages and literatures programs. However, in an age
of flux and rapid change in educational demands and pressures, foreign
language departments might well consider other paradigms, ones that are
more responsive to student interests, to transformations in disciplinary
canons, and to the advisability of specializing more in one area of
instruction and research instead of reaching for a sometimes utopian
concept of harmony and balance, particularly when resources are scarce.
It is not our intent to argue against balance per se, but rather to suggest
that each department in micro managing its programs would do well to
take stock of its strengths, its resources, its library holdings, its
community responsibilities and relationships, its educational mission, and
build program priorities accordingly.

The threats to balance cannot be attributed on an exclusionary basis
to today’s crisis. On the contrary. They have been a perennial source of
conflict and concern in foreign language departments in which the
rivalries within literature and linguistics programs are proverbial: conflict
between applied linguistics and formal linguistics, Spanish and Spanish
American literary studies, French and Spanish, Germanic and Romance,
basic language instruction and advanced undergraduate or graduate
instruction.  These rivalries have plagued the development and
administration of both graduate and undergraduate programs and often
prevented departments from achieving the modicum of collegiality
indispensable for the devclopment and enrichment of their programs.

Over the years, the search for balance has created other sources of
conflict. There is the perennial conundrum of deciding how much of its
resources a department should devote to graduate studies and how much
to undergraduate programs. The decision is not an easy one, and no pat
answer can be developed that will apply to the particular circumstances
of cvery institution and department. Even in large "research universities"
with departmental student registrations of 5,000 or more, there is usually
a very clearly defined mission to serve the undergraduate student body.
Pressures from either state legislators, state residents, alumni, or parents
can creatc intense pressures to privilege the needs of the undergraduate
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population. How, it can be asked, should a department decide the amount
of instructional time and/or funding to be set aside for graduate
instruction? The decision can be painful, but in our opinion, it must be
made on the basis of the department’s previously formulated commitment
to support M.A. and/or Ph.D. instruction.

When well mounted graduate programs are in place—and have been
for many years—, and when there are students in these programs, it
becomes the responsibility, not merely of the department but of the
administration, to see that there is a level of support appropriate to
providing meaningful instruction at the graduate level, while providing as
much as is reasonably possible for undergraduate studies. All of this
suggests that in departments with both graduate and undergraduate
instruction there needs to be a clear understanding between the
appropriate dean and the department regarding a minimum level of
funding for both areas of instructional activity. Having established this
basic principle as a sine qua non, the executive officer of a department
and the faculty must think imaginatively about maximizing resources so
that courses, workshops, proseminars and seminars for graduate students
can be offered on a regular basis without vitiating diverse quality
instruction at the undergraduate level. Such devices as team teaching, the
cycling of courses, a controlled program of individual study courses, or
the scheduling of selected classes each semester that serve both
undergraduate and graduate constituencies can help to expand sparse
resources,

The Role of Research. Graduate instruction without an attendant
faculty commitment to meaningful scholarly research is a contradiction
in terms. Courses at the graduate level, if they are to fulfill the mission
for which they arc intended, that is, to provide professional training in a
given discipline, must be taught by practitioners of the art of scholarship
who are involved in “"cuiting-edge" professional dialogues, whether they
be in French nineteenth-century literature, the contemporary Spanish
American novel, or second language acquisition. Faculty at the graduate
level need to engage their students in a lively interchange whose purpose
cannot be limited to passing on information; from the critical dialogue
there should emerge new insights into the further development of
knowledge in the field: new literary readings, new linguistic theories—all
of which implics that on the part of both faculty and students there exists
a willingness to go beyond authority, to expand the horizons of a
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discipline. Faculty, in addition, have the responsibility, in meaningful
graduate education, to eschew their self-conception as repositories of all
knowledge and be willing to accept new ideas that suggest themselves
from the community of concepts to which well prepared graduate students
contribute. The unwillingness to abandon the magister dixit complex on
the part of many, if not most humanists, is damaging to the continued
fruitful development of graduate studies and stands in sharp contrast with
the cooperative, insightful experiences more commonly shared by senior
and junior researchers in graduate science programs.

Active participation in research implies that those who are teaching
in graduate programs need to have adequate time to carry on such
research and not be overburdened with departmental committee duties, or
with so many class preparations that time for reading, thinking, and
writing becomes impossible. Hence, in a department which has a faculty
not all of whose members participate in graduate instruction, there should
be a two-tiered teaching load in place. Inlarge "research universities" the
assumption needs to be made that all of the faculty are involved in
serious research activities and that they are communicating the results of
that research to their graduate students. Hence, their teaching load should
perforce be lighter than those in a department of an institution that
regards jts primary or exclusive function as providing undergraduate
instruction. Distinctions in teaching load are not intended to establish
hierarchies; they should not be interpreted as value judgments with regard
to the superiority of one activity or anothér. For whether it is graduate
or undergraduate instruction that is being imparted, all faculty have an
obligation, in our opinion, to prepare carefully and teach with enthusiasm
$0 as to capture the students’ interest and inspire them to greater heights
of understanding and knowledge. Both undergraduate and graduate
courses require meticulous planning; without it, resources of both time
and personne] are wasted.

Therc is one further dimension of research that merits exploration in
this relatively bricf overview: the responsibility that faculty involved in
graduate instruction must assume in mentoring graduate students. All too
frequently, this task has been embraced in a very haphazard fashion in
most departments.  There is an ever-increasing need to work with
students individually, "hands on," so to speak, to initiate them into the
problems of conducting research, to show them the opportunities for
communicating their research to the members of the profession at large,
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to sensitize them to issues of professional ethics—both in research and
teaching, and, finally, to introduce them to the strategies for successful
grant application. Today’s need to invest more personal time with
graduate students stems in large measure from two insufficiencies: 1) A
prevailing lack of knowledge among graduate students—even among
those in doctoral programs-—about the profession, including what faculty
members do with their time, how research should be integrated into
departmental teaching programs, how faculty gain access to participation
in professional meetings, which professional journals accept different
types of articles, how one applies for teaching positions, how to interview
for such positions, etc.; and 2) The lack of sophistication and elegance in
communicating research in written form, or, stated alternatively, the
disturbing problem of writing, so much on the mind of those concerned
with curricular problems at both the graduate and undergraduate levels.
With regard to the second point, it is imperative that faculty members ask
their graduate students to do significant amounts of writing in all courses
prior to their reaching dissertation stage. In addition, such written
assignments need to be read not merely for the content, but for the style
as well. And, when the latter is deficient, faculty should spend time with
their students to enrich their writing skills. Writing across the curriculum
has been identified today as an undergraduate problem at most
educational institutions. And, at that level it is receiving a fair amount
of attention. But we also need to deal with this problem at the graduate
level. If we wait until dissertation stage, it will be too late for our
students to learn what traditionally should have been acquired either in
secondary school or in undergraduate studies.

In addition to training in writing, departments should provide
graduate students, particularly those at Ph.D. level, with the experience
of delivering formal papers. In other words, students should be taught to
understand the difference between a spoken/read paper and a written
manuscript. This goal can be met through different types of activities: by
organizing student colloquia (preferably arranged by the students
themselves); or by having faculty set up periodic mectings at which
revised papers that students have written for courses, grouped according
to disciplinary interest, are presented to student-faculty groups. Either
or both of these activities will help graduate students sharpen their oral
presentation skills. However, just as in the case of writing, so with

respect to the delivery of spoken/read papers: faculty must assume an
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active mentoring role and work in close cooperation with those students
whose skills in this professional area need upgrading.

The Role of Advising. Advising graduate students in today’s
educational environment should imply more than simply assisting students
in choosing courses. The multiplicity of tracks or programs within M. A.
and Ph.D. curricula has grown to a degree that students, even those with
fairly definite career choices, are often confused—M.A., M.A.T., Ph.D.—
with a specialization in literature, linguistics, or applied linguistics. And
within all of these degrees, the disciplinary subsets. It is important that
every department have a faculty member responsible for the over-all
functioning of the graduate program, preferably a Director of Graduate
Studies. To administer such a program, the faculty member should
receive released time (at least one course per year under a semes'er
system; two under a quarter system). The director needs to work with a
full-time secretary if the program has more than forty graduate students
enrolled in it, for it will fall to his/her loi to answer queries from
prospective students, file forms with the graduate college, work
cooperatively with both the executive officer of the department and the
undergraduate advisor to make sure there is a proper balance of courses
in the department as a whole, and to assure a sufficient spread of courses
for the various graduate constituencies of the department.

Although the Director of Graduate Studies should be responsible for
organizing the recruitment of graduate students and the general super-
vision of the program, one of his/her principal roles is to see to it that the
students receive proper advising from all of the faculty members of the
department. Some departments ask the Director of Graduate Studies to
assume the full task of advising ail students. At the University of Illinois
we tried this; that is, we had the director advise all students excepi for
those who had chosen a Ph.D). dissertation advisor. Our experience was
negative with regard to this practice. Students compiained they were not
receiving focused, specialized advising in terms of their ultimate career
goal. Thus, we currently distribute students among all faculty members
according to two broad classifications—Iliterature and linguistics.
Advanced Ph.D. students take their advising from their Director of
Dissertation Research. This arrangement, so far, has functioned well, and
it has the added advantage of engaging all the facully in the adminis-
tration of the graduate program.
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The Function of Proseminars. We began this section by noting
that advising should not be conceived as being limited to course selection
or, by extension, to counseling regarding the sections (or fields) students
choose for their M.A. or Ph.D. examinations. Properly planned and

-delivered it should include: advice on conference attendance, the writing
of abstracts, the fine points of preparing a paper for a professional
meeting or a journal, the preparation of CVs, the writing of letters of
inquiry for employment, the preparation of dossiers, assistance with the
planning and writing of dissertation chapters, and the preparation of the
dissertation abstract. Teaching, mentoring, and advising are, or should
be, closely linked activities.

Graduate programs should be conceived as a training ground for
professionals. But such training should not be limited to traditional
disciplinary coursework in either language or literature. As part of their
professional preparation, and in order to meet the demands of the

- marketplace, students, particularly those in a Ph.D. program, should be

trained in both the teaching of basic language and in the teaching of their
subject matter—whether it be literature or linguistics. This can be
accomplished by including two proseminars in the graduate curriculum:

1) A proseminar on basic language instruction in which students

absorb the latest theories in foreign language instruction and second
language acquisition. This course should be taught by an Applied
Linguist, preferably the Director of Basic Language Instruction. In
their basic language teaching assignments as Graduate Assistants, the
graduate students should apply the materials learned in the
proseminar under the supervision of the Director of Basic Language
Instruction.

2) Proseminars on the teaching of literature and linguistics. These
may be organized in many different ways. Idcally they should
provide theoretical readings on the subject of how to teach literature
or linguistics. But such courses should be both theoretical and
practical; in addition to learning thcory, students should have the
opportunity, under the supervision of a faculty member, to teach a
segment of an advanced class in their major discipline.

Meeting Today’s Challenges. In administering graduate programs
today departments might well wish to keep a number of issues in mind:
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1) Teaching programs should not be permitted to atrophy because
of their perpetuation without review. They should be subject to peri-
odic evaluation in order to see whether they are effective and are in
sync with evolving national standards and new areas of knowledge.
2) In reviewing programs, the voice of the graduate student body
should not be marginalized. Students often have some very cogent
and pertinent notions about their graduate education. They should
be brought into the process of ongoing change.

3) One of the hallmarks of today’s programs, in response to our
rapidly changing educational enviroument and its restrictive fiscal
picture, is flexibility. A quick glance at the MLA Job Information
List today, compared with that of five = “vs ago, will show some
dramatic changes in what departments and programs need and
demand. Programs must be responsive to these needs without
surrendering standards of excellence in the preparation of the new
generation of scholars.  Two examples: a) There is a growing
realization across the nation that the teaching of basic language
courses must be in the hands of or supervised by faculty whose
research centers on issues related to the teaching of foreign
languages. Hence, the increase vacancies for entry level positions
in applied linguistics and foreign language teaching methodology to
oversce basic language instructional programs. This demand must
be icflected in the preparation offered by foreign language
departments across the country; b) Positions in literature are more
often than not defined today in terms of narrower specializations
than in previous years: the narrative, or Andean literature, or the
contemporary short story. Combined with this focus is the insistence
that applicants know contemporary iiterary theory and use it in
effective, imaginative ways in their writing. Departments must
respond to this change by modifying their curricular offerings, their
syllabi, and, where applicable, introducing changes in the fields
allowed for Ph.D. examinations. The theory dimension should not
be handied simply by asking students to enroll in a theory course
given in either the English or the Comparative Literature depart-
ments. Theory must be an integral part of foreign language depart-
mental seminars and advanced courses so that students have a model
constantly before them in order to absorb the use of theory as part
of their reading and writing.
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4) Students should be encouraged to take courses outside the
foreign languages departments. Given the current state of cultural
illiteracy which, unfortunately, reaches into the graduate student
body, every inducement should be used to see to it that students
broaden their horizons by studying other, related disciplines and/or
literatures. They should also be encouraged to engage in interdisci-
plinary programs such as Italian Studies, Latin American Studies,
Women's Studies, Latino Studies, etc. We need specialization as
noted in point 3 above, but we also need students who finish their
Ph.D. with a broad social, historical, and ideological perspective.
5) The need to instill a sense of professionalism. In recommend-
ing the introduction of proseminars we spoke above of the need to
provide training that is not limited exclusively to coursework. A
corollary to this statement, with regard to curricular matiers, is to
make certain, in devising new courses or revamping existing ones,
they do not merely reflect changing knowledge in a particular
discipline, but also focus on the development of professional
aptitudes.

Conclusion. In administering graduate programs there have always
been challenges. Today, as noted, they are aggravated by short budgets.
The diminution in funding will undoubtedly affect quality. Without
proper funding it is often difficult, if not impossible, to modify programs,
consider new initiatives, hire senior faculty, provide graduate students
with the proper library materials or the extra-classroom activities, such as
guest lecturers who constitute an enriching element in graduate education.
But, on the other hand, the realistic view of today’s fiscal and intellectual
challenges imposes the unavoidable task of rethinking program adminis-
tration in order to deal with current problems. And, if we do so, without
sacrificing standards of excellence, we will be able to move our teaching
programs forward and redistribute our resources so as to continue offering
our students a challenging educational cxperience.
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NOTES

"The writer is aware of the alternatives for professional choice that students
in foreign language programs have. However, most students who come into
graduate programs in foreign language depariments do so without such
alternative career choices in mind. And still others drift into alternative careers
only when driven to do so by the realities of a limited job market.




CHAPTER 6

Recruiting and Hiring Faculty

Edward J. Mullen

University of Missouri-Columbia

It is axiomatic that hiring and matters related to tenure and
promotion in rank arc probably two of the most significant decisions
department chairs are involved in during their period of service. In the
paragraphs below, I would like to outline some of the major issues
involved in the recruitment and hiring of faculty, stressing those features
that are not only unique to academics in general, but to foreign language
professionals in particular. Although the goal of this essay is to offer
practical information, I have occasionally incorporated into the text
references to essays and booklets that I have found particularly useful for
department chairs and, in particular, chairs who are new at their jobs.

While the role of the department chair is certainly central to the
hiring process, it is important for the chairs to understand at the onset that
hiring authority is typically not vested in the office of chair. At most
colleges and universities, academic departments conduct their own
recruitment and selection of faculty members under general guidelines
furnished by members of the upper administration: the dean, the provost,
the vice president for academic affairs, or others. Authority to select final
candidates and extend official offers of employment is generally delegated
to the chairs of the academic departments or the individual faculty
members responsible for chairing search committees. Although varying
degrees of consultation with the dean and provost may take place before
the finai offers arc made, the dean, the provost, the chancellor, the
president, and ultimately, the board of regents, governing board, or board
of curators retains in theory the authorily to veto these decisions.
However, this event is probably extremely rare. The actual chain of
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command and vesting of hiring authority depend typically on institutional
size and type. In smaller institutions, it may, in fact, be the president
who has the final authority to tender an offer, while at larger universities,
this responsibility is delegated to another member of the administration.
Early on, the department chair should discuss with the academic dean
issues related to hiring authority and try to get a clear picture of the
various stages he or she must pass through to obtain approval; first to
advertise for a position, and ultimately to tender a formal offer. There is
no question, however, that in the past decade, the process of hiring has
become more complex and more intricate; and all of these factors mean
that effective department chairs need, above all, to be good managers and
be aware of a number of details that will be dealt with in the following
paragraphs.

A basic assumption (one often forgotten when discussing hiring) is
that although the majority of the obvious work related to recruitment
takes place in the early fall and during the interview period, there would
be no recruiting whatsoever if departments, in tandem with their chairs,
did not communicate effectively and early on the need for the position.
As Robert Weisbuch wrote: "I learned by failure to do everything out of
season—to start proposing positions in February, say, or to lobby for
salary increases in October. I also learned to discuss everything during
off-seasons—that is, to involve the administration in the ongoing life of
the department. This approach means publicizing achievements, of
course, but it also means total frankness about the problems."' The
recruitment and hiring process, then, cannot be viewed as a discrete
period from early fall until late spring, but it is an ongoing process that
involves constant communication with many levels of the institution’s
administration, about the real needs to fill vacancics. Here, 1 would
strongly suggest to chairs that if their departments are not already
members they join the Association of Departments of Foreign l.anguages,
a membership which entitles them to a subscription to the ADFL Bulletin.
This journal publishes essays dealing with professional, pedagogical,
curricular, and departmental matters. In particular, the Bulletin reprints
invaluable statistical information concerning enrollment patterns in post-
secondary education, which arc essential in the “convincing process.”
Armed with convincing data on enrollment patterns, teaching load
policies, etc., a department chair is in far better position to sccurc
approval to recruit at a timely point in the academic year. It should be
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remembered that even during the best of times, academic deans are
constantly juggling priorities, and chairs who are able to present a case
for a needed position, supported by reasonable data, are in a far better
position to get what they need.

Once permission to recruit has been obtained from the proper
administrative officer (in most cases, this would be the academic dean),
[ would strongly suggest the chair read the following: A Career Guide
for Ph.D.s and Ph.D. Candidates in English and Foreign Languages,
revised by English Showalter and published by the Modern Language
Association.” This revised version of the Guide for Job Candidates and
Department Chairmen in English and Foreign Languages (first published
in 1973) represents the collective thinking of several generations of
members of the MLA Committee on Careers of the Association of
Departments of English (ADE) and the Association of Departments of
Foreign Languages (ADFL). This standard, indispensable guide is the
booklet that respective candidates probably have already read. This will
not only sensitize the chair to a number of important issues in academic

hiring but also alert him/her to the expectations that prospective
candidates will have already formed about what a job search ought to be
like. Another useful article is Ann Bugliani’s "Strategies for Successful

Hiring."® This readable article by an experienced department chair who

hired some 28 faculty members in a period of five years, is a must for
anyone about to embark on a national search.

The next juncture in the hiring process is the appointment of a
committee to oversee the initial selection process. At most schools,
recruitment committees are not hiring committees, i.e., they don’t hire the
candidate; they assist the department in selecting the finalist for the job.
While department chairs are not vested with hiring authority, they do
have the authority to appoint committees, and a good recruitment
committec is 4 key to a successful job search. Ideally, a committee
should be appointed carly in the process (late August is a good target
date) in order that it might shape a draft description of the job, which will
be later shared with the faculty. While there are no absolute rules, it
secms to me that a three-person committee works well. In departments
that consist of all modern languages or groups of related languages, it is
also a good idea to include a member who does not teach the language
of the person being sought. Once the committee has been appointed, the
next stage involves the drafting of a job description.

" )
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When writing the job description, think of it as a newspaper story
with the most important information coming first: rank, followed by
level of job security, i.e., tenure track, non-regular, etc., followed by field
specialization, followed by teaching expectations, followed by other
useful qualifiers. [ would suggest the advertisement end with a request
for full dossiers, including letters of recommendation, and with the
address of the person to whom the materials should be sent, preferably
the department chair. Remember, in most institutions, the department
chair is the department’s affirmative action officer and to comply with
necessary requirements and to see that papers are processed in an orderly
manner, it is best to have them sent to the person charged with these
responsibilities. I agree with Ann Bugliani that, although the MLA
Committece on Academic Freedom and Professional Rights and
Responsibilities discourages departments from asking for full dossiers, |
have personally found it useful, at the initial screening stage, to have
candidates present at least three letters of recommendation. The chair
should see that the ad is clear, to-the-point, and that numerous qualifiers
are avoided. I call this the "“ice cream sundae syndrome,"” in which
faculty members add on, willy-nilly, a host of personal interests and
subtexts that clutter the ad and make it difficult for the reader to know for
whom you are looking. Here, the department chair must exercise some
firmness and remind his or her colleagues that there is a finite limit to
what can be put in an ad and explain the real limitations of space. Truth
in advertising ought to be your basic guide. Also set a realistic date by
which you expect to receive inquiries and stick to it.

While there are a number of avenues for publishing job announce-
ments, the standard is, no doubt, the MLA Job Information List, which is
published by the Modern Language Association four times a year.
Typically, materials arc due at the MLA office in mid-September in order
to appear in the October issue. Knowing this information in advance is
crucial for a good search. Other sources often used are The Chronicle of
Higher Education, and on occasion, the professional journals of language-
specific groups, e.g., French Review, Hispania, German Quarterly, etc.

The mecting at which the job description is defined is also an
excellent opportunity to share with the faculty concerns about the initial
screening process. Typically, this process is the responsibility of the
committee, especially in a large department. If the department is smaller,
the search committee ng consist of the whole department serving as a
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committee of the whole. Even in large departments, an invitation to
interested faculty to review letters of inquiry and make comments and
suggestions to the recruitment committee is a healthy way of keeping
lines of communication open and gleaning valuable information from
colleagues who are technically not on the committee.

Once the job description has been drafted by the recruitment
committee and reviewed by the department chair in order to see that it
complies with certain institutional mandates, it should be shared with the
faculty as a whole. My experience has been that most problems related
to job searches, misunderstandings about whom the department wishes to
hire, and the protocols the department wishes to use during the selection
process start at this point. Here is the time for the chair to lay all cards
on the table. Not only do the qualifications of the prospective candidate
need to be discussed candidly and explained to the faculty, but the
process itself needs to be reviewed. This is consensus-building time. It's
the time when the chair outlines the procedures that are to take place,
invites faculiy participation, explains prior discussions with the dean
concerning levels of salary and rank, and tries to ascertain honestly what
the faculty want to do. This is also an excellent opportunity for the chair
to review the institution’s Affirmative Action policies and remind faculty
of their responsibilities and obligations with reference to recruitment and
hiring. The inside cover of the MLA Job List contains a list of do’s and
dont’s for job interviews. While I would find it inappropriate to lecture
the faculty, it’s a good time to remind them how often innocent, some-
times even well-intentioned comments can be misinterpreted and damage
the search process deeply or even irreparably. At the end of this meeting,
the faculty should know what kind of candidate they are looking for, who
will attend the MLA interview sessions, and, above all, whether the
recruitment committee will have the authority to invite candidates to the
campus or if this committee needs to bring back information to the
department before tendering such invitations. Are special considerations
for hiring minority candidates an issuc in the department? If so, say so.
If the department clects to conduct a pro-active, non-national search, in
consultation with the upper administration, it should go ahead and do so.
Placing ads that are fraudulent is an affront to the profession, accom-
plishes nothing, and breeds a quite justifiable cynicism.

After the advertisement is placed in the appropriate publication,
inquiries will arrive at the department office. Receipt should be
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acknowledged by letter or postcard. Be aware that Affirmative Action
procedures (in particular, see the section concerning the hiring of non-
U.S. citizens) require the collection of certain statistical data. I have
found the easiest way in the world of word-processing is to produce a
standard letter addressed to the applicant, in which you acknowledge
receipt of the dossier, note on the bottom of this letter if materials are
missing, and describe the department’s recruitment plans, i.e., when they
are likely to select finalists for an initial screening interview. Here’s
where the department chair becomes manager. Remember, you will be
responsible for reporting to the upper administration a great deal of
information about your job search. If you fail to acknowledge the
inquiries, fail to collect necessary data, your search may come to a
screeching halt. When letters of inquiry and dossiers have been collected,
the chair of the recruitment committee or department chair should notify
faculty in order that they may begin to review dossiers before the final
meeting to select candidates for the initial screening, typically at the
MLA meetings held in late December. The recruitment committee has
now screened the initial applicants (ideally with an invitation extended to
all faculty who, although not voting on the issue, might supply expertise)
and now is the time to pick the finalists. I would suggest that in order
to conduct professional interviews in depth and not to exhaust the already
worn-out recruitment committee, a reasonable number of candidates
should be selected. The "interview-them-all" technique is bound to fail.
The number, of course, will be related to the number of applications you
have received. There is no secret number, although interviewing more
than ten candidates seems a bit extreme. This is the last chance the chair
has to see that the faculty are informed about the identity of the
candidates to be interviecwed. Files of finalists should be available in the
departmental office for the review of the faculty, prior to any final
mecting, so they may ask informed questions. This meeting is not a time
to recite the CV of everyone who has applied or answer extraneous
questions about their qualifications, but to cxplain why the finalists have
been selected and to seek the faculty’s approval and help.

Although there are no hard and fast rules about this next stage, many
departments have chosen to conduct initial screening of candidates at the
MI.A's December meeting since it provides a common ground for
prospective job applicants and cmployers to meet. Depending upon the
finances of the institution involved, recruitment committees can vary from
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as few as one (a department chair) to typically three. A committee larger
than three may become awkward. Personally, I find a two-person
committee with a faculty member in reserve (in case of illness) to be the
ideal. The finalists should be notified of their selection with sufficient
time so they can make appropriate plans. Candidates who have not been
selected for initial screening interviews should be so notified. I've also
found from experience that calling a candidate to arrange an interview is
an important step, since it allows the chair an opportunity to have an
initial personal contact. In short, initial screening interviews should be
scheduled for a reasonable length of time (thirty to forty minutes) with
breaks scheduled in between to allow for candidates who are late. The
interview team should rehearse a set of standard questions to ask each
candidate, so they can be judged fairly. In our field, of course, a portion
of the interview should be conducted in the target language. I've often
found the most comfortable way to conduct this part of the interview is
to ask the candidate to speak about research interests or teaching interests,
or perhaps something in their dossier that strikes the interview team as
particularly interesting. After having seen all candidates, the team needs
to get together while their ideas are fresh and determine their finalists,
which will then be shared, hopefully, with the department upon their
return to campus.

After finalists have been selected, and presumably with the support
and backing of the whole department, it is now time for the department
chair to invite the candidates to campus. Here again, it’s important to
check with the dean or another academic officer to see if the institution
needs further information prior to making this crucial offer. Typically,
two to three candidates are brought to campus for this final narrowing of
the selection process. It's best to put all arrangements for the campus
interview into the hands of one person for obvious reasons. In most
institutions, this is the responsibility of the chair. The recruitment
committee, after all, has now finished most of its work, having narrowed
down the ficld. 1 would suggest calling the finalists to see if they are, in
fact, still interested in the job. Be forthright about salary expectations
and cexpectations for rank and period of tenure review. These, after all,
are your finalists, sclected after a great deal of hard work, but there is
certainiy no point in inviting someone to campus who expects to be an
associate professor when the dean has indicated the level of assistant
professor to be the only rank for which you can recruit. This is the last
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chance to save time, money, and a great deal of frustration. If your
candidates are all willing to come to campus, the next stage is clearly
setting up a reasonable itinerary which allows them an opportunity to get
10 know not only the faculty, studerts, and administrators, but the
community as well. Candidates should be sent a typed itinerary in
advance, including their flight schedule, who is to meet them at the
airport, pick them up from their hotel, and take them to various offices.
The schedule offered candidates typically includes a number of fixed
items; meetings with individual faculty members, the academic dean or
chancellor, and the department chair; a presentation to the faculty and
often an opportunity to teach a class in their field of specialization.
Remember, candidates rarely forget campus visits, particularly bad ones.
It's the chair’s responsibility to organize & day or two in which candidates
have an opportunity to show their best. This can hardly be accomplished
if the campus interview is tantamount to a gauntlet, with the candidate
dragged from office to office, with little opportunity to rest, or see and
enjoy the campus. Give each candidate some completely free time.

After all candidates have visited the campus, the faculty need to
meet quickly to select the finalist. Remember, if the department has done
its homework well and selected the best, the candidate is likely to have
other job offers. Here the department chair again can play a crucial role
in guiding the department through the selection process in such a way as
to maximize the experience and minimjze the mistakes. In most
institutions, selection of finalists is done by departmental vote which
follows a discussion of the campus visit. I've always found it important
to remind the faculty at the beginning of this meeting to avoid undue
criticism and negative comments: they will come back to haunt you. I'm
always reminded of a colleague who referred to one of our candidates as
a "mindless grind.” That "grind” then went on to get an appointment at
a prestigious Ivy League school and ultimately to achieve tenure there.
This is also the time for the department to decide in what priorty it
wishes to rank candidates. What happens if the first choice declines? Is
the second choice acceptable? Now is the time to decide. The chair,
after all, will need to tender an offer soon and will not have time to
reconvene the department constantly as circumstances may change.

The last stage in the process of hiring is tendering a formal letter of
offer to the candidate after he/she has had the customary campus visit.
This is an important document, and in some cases, particularly those of
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non-U.S. citizens, it is crucial that certain details be reviewed. Since
letters of offer cannot be tender.d, wypically, at most universities, without
the written approval of the dean, the institution’s Affirmative Action
officer, and academic provost, the process can be somewhat protracted.
Once your finalist has been selected by the department and you have
received approval from the university official most likely to have hiring
authority (translate: the academic dean), it’s a good idea to call the
candidate, explain that he/she has been selected as the department’s
choice and that a formal written offer can be expected within a reasonable
period of time. Now is the chance to ask again if the person is still
firmly interested in your university or if, in fact, there is a competing
offer from another school. I generally explain to candidates that upon
receipt of the formal letter of offer they will have a fixed period of time
during which they must accept or decline the offer. This preliminary
phone call is also an excellent opportunity to answer candidates’
questions about such things as moving expenses or other details not made
clear during the campus visit. If the candidate expresses continued
interest and final approval arrives, the final stage is the drafting of the
formal letter of offer. This document, since it represents a contract of
sorts between the hirer and the institution, should be reviewed with great
care—in most institutions, the academic dean will review your draft—and
should contain all the essential information: rank to be offered, years
towards tenure, teaching load, salary, and any other expectations that have
been agreed upon between you and the prospective employee concerning
his or her overall responsibilities at your school.

Mistakes made here will come back to haunt the department chair
and the institution as the hour of tenure appears if things have been left
muddled or unclear. Another important caveat: because a large number
of hires in languages and literatures departments are not U.S. citizens, it
is important that you review with appropriate administrative officers in
the university any special wording required by your letter of offer.
Remember: you may be hiring a recent graduate on a student visa or a
faculty member who has had a visiting appointment or a number of other
visa catcgorics which allow for visiting schelars  In any case, cvery
recruitment which cncounters an applicant in this category should be
referred to a designated individual within your university who has special
expertise in dealing with non-citizens. Most foreign scholars whom
departments recruit are keenly awarc of what the immigration laws
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require of them. Bear in mind, the Immigration and Nationality Act

provides distinct tests for job offers as college and unjversity teachers.

The statute permits the employer to reject applications for the job from

qualified U.S. workers who are less qualified than the alien. However,

the employer must show that the alien was selected for the job pursuant
to a competitive recruitment and selection process through which he/she
was found to be more qualified than any of the U.S. workers who applied

for the job. All this goes to underscore the importance of conducting a

job scarch rigorously. The department chair, no doubt, will be required

to complete a number of documents detailing the process of the job
search and supplying important statistical information.

The letter of offer should also contain wording to the effect that the
job offer is contingent upon the candidate’s obtaining a visa status which
permits the university to hire him or her in the capacity for which he or
she was hired and for the period of time specified in the letter of offer.
My experience has been that non-U.S. citizens are generally well-
informed about the process and are happy to cooperate in the completion
of the paperwork, since it is in the best intcrests of both the candidate and
the institution that things be done properly.

Even after the most carcfully worded letter of offer has been sent
and prior discussions have taken place, circumstances often change that
requirc the department chair to respond to any number of candidates’
queries. Listed below are a couple of typical scenarios, which many
department chairs have encountered:

1) The candidate calls and requests an extension before accepting the
offer in order to explore other possibilities.

2) The cendidate announces that he/she is willing to accept the offer
contingent upon employment responsibilities for a spousc or
companion.*

3) The candidate returns the signed offer, and then announces he/she
has accepted a position at another university, because of pressing
personal circumstances.

The list, of course, can go on. Clearly, no essay can offer answers
to complicated and often last-minute changes in urcumstances The one
thing department chairs ought to do is seck counscl from their departmcnt
colleagues. If you are required to make an immediate response, perhaps
the recruitment committee ought to be the first group to approach with
your dilemma. If time allows, a meeting of the whole faculty might be
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appropriate. At any rate, all of these unforeseen circumstances place the
department chair in the classic dilemma inherent in the position itself:
the hydra head of responsibility on the one hand, and lack of authority on
the other. 1If, however, the department has done its homework: adver-
tised properly, screened candidates well, offered potential employees a
rewarding campus experience, and developed a list by consensus of
alternate candidates, many of these problems can be solved.

Common sense and honesty are probably the two elements which
ultimately have to be put in place when last-minute decisions are requir-
ed. And if all else fails and the department is unable to locate a qualified
candidate, it is always best to agree to start over again. In most cases,
this option will require a limited search for a one-year replacement. Even
though it is frustrating to admit to a failed search and the temptation to
hire any warm body is very real, in the long run it simply isn’t worth it.
In summary, good searches need to be well-managed. Even in the most
congenial departments, those with the most hard-working and fair-minded
faculty, it will, after all, be the chair himself or herself who must assume
responsibility for the organizational aspects of a good search—which,
when well-handled, has a good chance of being a successful one.

NOTES
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CHAPTER 7

Evaluating Faculty

J. Christopher Eustis

Virginia Polytechnic Institute and State University

Faculty evaluation is one of the key factors determining the health
and happiness of an academic department. Indeed, it is essential for the
smooth administrative functioning and collegial interaction of a depart-
ment that there be clear, consistent, and equitable published guidelines
which faculty members can rely on to provide them with the standards
and procedures by which they will be evaluated. From the point of view
of those charged with carrying out faculty evaluation, too, such guidelines
are an indjspensable reminder of the department’s commonly held values
and expectations for all of its faculty as well as a means of facilitating
and ensuring uniformity in the evaluation process.

For all regular faculty, annual merit reviews are the basis for salary
adjustments which reflect the assessment of one’s professional perfor-
mance. For tenure-track junior facuity, evaluation is the North Star by
which untenured professors should be able to judge with certainty if they
are on course toward earning tenure and promotion. Tenured senior fac-
ulty at the associate rank depend on evaluation for promotion to full, and
for faculty at the rank of full professor there may be the opportunity for
advancement to a chaired or distinguished professorship. In the case of
non-tenure track temporary and part-time faculty members, reappointment
or the ability to get other jobs may well depend on thorough, regular
appraisals of their professional activity. Some sort of evaluation general-
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ly also must support the nomination of faculty members at all ranks for
teaching, research, or service awards.

Whatever the rank or nature of the appointment, faculty evaluation
is perhaps the most delicate and potentially most problematic personnel
exercise in which academic departments should without exception engage
on a regular basis. When done well, evaluation can be a powerful force
in fostering faculty development. If done in a slipshod, unfair, or even
captious manner, evaluation can have far-reaching negative consequences,
not only for the individual who is the victim of such action, but also for
the department as a whole, for the college within a university, and even
for an entire institution. As well as being potentially ruinous to an
individual’s career, unjust or capricious evaluation is likely to cause low
departmental morale, disgruntlement, disunity, rancor, and resentment, not
to speak of possible legal ramifications.

Careless or arbitrary evaluation may well compromise a depart-
ment’s ability to obtain support within the college or university, to recruit
and retain faculty and graduate students, to have its faculty members
selected to serve on committecs, or t0 hold professional offices. Above
all, evaluation has a direct bearing on faculty members’ livelihood, likeli-
hood of success or failure, self-esteem, and attitude toward their col-
leagues, their department, their institution, and the profession itself. An
appreciation of the issues involved in evaluating faculty, therefore, is a
sine qua non not only for effective departmental leadership, but also for
the preservation of collegial relations among department members, and
ultimately for the maintenance of a strong overall academic culture.

A broad discussion of faculty evaluation cannot account for all of
the different approaches to this activity taken by departments according
to varying size, composition, and mission. There are, nonetheless, certain
basic considerations upon which any system of evaluation should be built,
several nearly universal professional decision points where evaluation is
of crucial importance, and a number of general policies and procedures
which should apply in most instances, regardless of the character of an
institution or department. One might expect the following fundamental
questions to underlie any set of guidelines for cvaluation:

1 Why conduct evaluation?

2)  Who should be evaluated?

3)  What should be evaluated?

4) How, when, and how often?
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S) What are the criteria and procedures in ea.h case?
6) Who evaluates and how is he or she selected?

7) How are evaluations used?

8)  What safeguards are built in to ensure due process?

The answer (o the first question, “Why conduct evaluation,” will
seem glaringly obvious. Faculty evaluation is required so that informed,
reasoned, and defensible decisions can be made about raises,
reappointment, tenure, promotion, and other kinds of recompense a
department or institution may offer its members. Another way of saying
the same thing is that evaluation is a means whereby departments seck to
maintain standards by smiling on those who perform satisfactorily and by
frowning on and weeding out if possible those who fail to meet
performance expectations. In this regard, reviews of faculty achievement
can be seen both as an incentive and as a threat intended to motivate
professors to measure up to the norms established by the department or
to pay the consequences. If evaluation is viewed or practiced principally
as an admonitory or punitive device, however, its primary, most important
function will be diminished if not thwarted altogether. Except in intract-
able cases and lost causes, when evaluation can result only in justifiable
negative action, even in identifying problem areas the role of evaluation
should not be to disparage and discourage faculty members, but rather to
encourage them and to suggest ways in which improvement can be made.
In other words, evaluation is most effective when it acts as a means of
mentoring and serves the ends of faculty development at all stages of a
professor’s carcer.

The remaining questions posed above can be discussed largely ia
the context of the various major judgmental junctures at which evaluation
comes into play in most academic departments. These decisive moments
are:

1) Merit raise reviews

2) Periodic probationary reviews

3) Mandatory tenure and promotion reviews

4) Promotion reviews separate from tenure decisions

S) Evaluation for retention of non-tenure-track faculty

In cases where a merit system is used, the actual cvaluation
procedures employed are likely to vary greatly. In general, nonetheless,

73




62 Managing the Foreign Language Department

all regular faculty members must be reviewed annually for the purpose
of salary adjustment decisions. Such reviews should take cognizance
primarily of the three basic areas of professional competence: teaching,
research, and service. Collegiality, too, is an important consideration,
although this facet of professional life is somewhat less tangible than the
other three and can be harder to define, measure, and agree upon. Of
course, the weight assigned to each area will vary according to the
priorities of a given department. In some cases, for example, research
and publication in the traditional sense may not be a departmental
requirement. So too, within a department variable weighis may be
attached to the different areas on an individual basis, either permanently
or temporarily, by mutual agreement between the chair and each faculty
member. Assuming that merit adjustments will be based on evaluation,
there must be an unambiguous understanding of what areas of onc’s
professional competence are to be evaluated and what criteria are to be
applied.

In evaluating teaching, it is vital that multiple measures of
pedagogical effectiveness be taken into account.! These should include
consideration of student numerical evaluations and written comments;
peer evaluations; teaching materials, i.e., syllabi, copies of handouts,
worksheets, tests; and possibly also copies of student work with evidence
of sound grading practices and of thorough correcting and guidance.
Evidence of the successful use of imaginative techniques of innovation
and of creative course development might be considered as well. Perhaps
a teaching dossier with statements of the faculty member’s philosophy,
objectives, methodoiogy, and goals might be required or encouraged. In
all cases, evidence of improvement should be acknowledged and
rewarded. Advising effectiveness, too, may be viewed as an extension of
the teaching mission and can be assessed through surveys to ascertain
student satisfaction much the same way as student perceptions of
classroom performance are obtained.

The obvious ground rules for cquitable, constructive evaluation of
teaching include the usc of a standardized form for student perceptions.
The way in which the responses to such a form are interpreted, especially
numerical scores, must be consistent as well and must correspond to
agreed upon departmental definitions of what a given number on a
particular scale is understood to mecan. Likewise, the rules for
administering student evaluations must be the same for all members or
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for different groups within a department such as untenured versus tenured
professors, including the number and range of classes which must be
evaluated, the period during which evaluations are conducted, the amouni
of time students are given to complete the forms, the absence of the
professor from the classroom while students are writing their cvaluations,
the prohibition on faculty members’ seeing their evaluations until after
the final grades have been handed in, and so forth.

Classroom peer visitation requires especially well thought out and
sensitive procedures Here, too, a written guide for reviewers directing
them to pay particular attention to certain areas of teaching competence
or standards for performance is extremely important for the sake of
fairness and consistency. Equally indispensable are safeguards to protect
faculty members against biased or mistaken characterizations of what
occuired in the classroom. Whether it be a sole class visited by a single
evaluator, or one or more classes observed by a pair of evaluators each
of whom does a separate evaluation, or a team which visits several
classes in succession and writes a joint summary, any peer evaluation
arrangement must allow the person being evaluated the opportunity to put
the day’s activity into perspective by talking with the evaluator
beforchand, providing a copy of the syllabus, explaining what the class
has been doing and what the objectives of the day are, etc. Similarly,
after the class visit the evaluator’s impressions must be shared with e
faculty member in a timely manner, no more than a day or two later, and
the sooner the better. It is also desirable that this communication first be
done verbally and then in a tentative written form after which more
discussion should take place if the person cvaluated feels it necessary.
It also should be the right of faculty members to request another
evaluation in the ¢vent that they might feel that the first class observed
was not representative owing to demonstrable extenuating circumstances.
Only once thesc steps have been taken should the letter be submitted for
the permanent record, and the person evaluated should receive a copy of
the letter as well. Finally, if convinced that justice has not been done, the
faculty member who has been evaluated should he able to express honest
disagreement through a verbal hearing or written rebuttal or both, which
will be given due consideration and also be incorporated into the official
proceedings. If it is the practice of a department to include all peer
cvaluation letters in tenure and bromotion dossiers, then it should be the
prerogative of the chair and the departmental personnel committee to
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exercise their judgment in possibly climinating any flagrantly unfair,
prejudicial letters from a colleague’s file.

Scholarship in the traditional sense of published work and
conference presentations, etc., as opposed to the broader definition Ernest
Boyer has proposed,” must be evaluated according to established local
standards regarding both quantity and quality. Such an undertaking
requires careful reading, some knowledge about the outlets in which
published material appears and about the meetings where papers are
presented, and an ability to judge the work’s depth, breadth, polish,
originality, and significance. To be sure, this may be a tall order for an
evaluation committee much less for a chair alone, but the job must be
done to the best of the evaluators’ ability. For merit reviews in some
departments it is left entirely up to the chair to make these judgments,
while in other instances the chair may have the benefit of a committee
recommendation. In any event, as with the evaluation of teaching, some
sort of scale may be used to gauge and rank a faculty member’s scholarly
accomplishments on an annual basis. One approach is to assign to each
kind of rescarch activity varying numerical values which attempt to
account as well for quality: twenty to thirty points for an original critical
book-length study, five to ten points for a journal article, three to five
points for a conference paper, or whatever. According to the total
number of points earned, the individual then can be located on a more
general scale of productivity and quality, divided, let us say, into the
categories "Excellent,” "Very Good," "Good," "Fair," and "Poor.” It
really does not matter what scale is used as long as the process of
evaluation is not entirely subjective or whimsical and provided the scale
has been ratified by departmental consensus and is applied to all equally.
In the final analysis, however, the determination of quality may be
resistant or even downright inimical to any numerical categorization or
scale, and thus may have to rest largely on an evaluator’s experienced
professional judgment.

Service also often is difficult to assess in terms of quality. Unless
committee chairs are asked for writ'en appraisals or unless an accounting
of time spent and detail=d individual descriptions of service contributions
and accomplishments are required, evaiuation of service perforce will rely
largely on quantitative measurement. Still, different kinds of service
involvement legitimately can be accorded greater or lesser value, and
certain assumptions can be made concerning service on one commitiee
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versus another. While what counts as service will vary widely from case
to case, here, t00, a flexible numerical system may be worked out to give
a fair reckoning of each faculty member’s activities. As always, what is
essential is that the system be known and be acceptable to the department
as a whole.

Turning lastly to the penumbrous region of collegiality, there is
little advice that can be given except a reminder that hearsay, unfounded
allegations, individual dislikes based on personality differences which a
faculty member being evaluated may be unaware of and have done
nothing to provoke are not valid professional grounds for impugning an
individual’s cooperative spirit. If collegiality is called into question, it
must be on the basis of concrete instances of uncooperativeness,
discourtesy, abusiveness, and like actions which general agreement holds
to be uncollegial in nature. Although there is no scale to be applied here,
such behavior can and should figure prominently in general faculty
evaluation.

The procedure followed in communicating to faculty members their

annual merit assessment and salary increment recommendation also can
make a significant difference insofar as faculty morale and the
atmosphere of a department are concerned. An open, consultative system
is likely to inspire more confidence on the part of faculty members in the
system and in the decisions reached zbout their performance than a
closed, secretive, unappealable procedure. It is advisable, thercfore, for
a chair to give faculty members an opportunity to discuss their evaluation
in person. Individual conferences held after a preliminary written
appraisal has been provided permit possible clarification of unclear issues,
reconciliation of points of disagrecment, and revision if the chair so
chooses, before the evaluation goes to the dean in its definitive form.
Just as with peer evaluation letters, the faculty member ultimately also
must have the right to contest formally the final report.

Especially in the case of medium-sized to large departments, if the
annual merit raise review of all faculty is conducted solely by the chair,
separately from a committee-hbased promotion and tenurc review, 1t is
implausible to expect the chair’s recommendations for salary adjustments
to be based on such exhaustive assessment of teaching, research, and
service as has been suggested above. For that matter, often the complcte
records of tenured senijor faculty are not subjected to scrutiny at all except
once or twice for consideration for promotion. When it comes to periodic
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tenure and promotion review of junior faculty, however, it is imperative
that the most thorough evaluations possible be carried out at reasonably
spaced regular intervals.

Periodic review of progress toward tenure and promotion normally
involves only tenure-track junior faculty over the course of a five-year
probationary period, in accordance with AAUP guidelines. Some
institutions conduct periodic full review of senior faculty as well, in
which case slightly different procedures may be applied. In any event.
the schedule adhered to by departments varies as much as other
governance procedures for, and may be dictated by, institutional policy
on how contracts are offered. Thus some departments conduct a
complete evaluation every year, others only every two years (second and
fourth), and others in the third and fifth years, prior to the mandatory
tenure review in the fall of the sixth year. Whatever the schedule, full
evaluation must take place often enough to give untenured professors an
accurate idea of whether they are making the grade, and where
improvement may be needed, so as to avoid at all costs a "sixth-year
surprise.” It is unconscionable to allow a faculty member to believe that
all is well and then disclose at the last minute that performance has been
inadequate. For this reason comprehensive evaluation of junior faculty
must be frequent and consistent, so that a pattern of progress or the lack
of it will be apparent and well documented. In addition, it cannot be
emphasized enough that these reviews have to be entirely forthright,
pointing out in no uncertain terms any serious deficiencies and offering
constructive advice and guidance. Perhaps the most difficult task a chair
has lies in striking the delicate balance between prodding and praising,
never equivocating where hard truths must be told, but always attempting
to encourage and acknowledge accomplishments, giving due recognition
without either inflating or deflating out of proportion.

The same areas of faculty activity and the same procedural
concerns apply for annual probationary period reviews as for separate
merit reviews. However, while a chair alone may be responsible for
merit (salary adjustment) decisions, if possible, an advisory committee
should be used for the periodic evaluations of untenured faculty.
Opinions vary on what the composition of such a committee should be,
but it is common for only tenured, senior faculty members to be cligible
for this duty, so as to avoid any potential conflict of interest between
competing junior faculty members. Likewise, the committee may be
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entirely elected or partly appointed by the chair or head, or it simply
might include all of the senior faculty members of a department.
Sometimes overlooked, however, is the importance of also empowering
the chair and the committee to call on other senior members of the
department and perhaps even on persons from other departments within
their institution, for adc‘::::aal, more authoritative opinions if it is felt that
greater expertise is needed in judging an individual’s scholarship.

Once the chair and the personnel committee have concluded their
deliberationg, proper, timely notification must be given to the junior
facul.y members under review. As always, the chair should convey the
departmental perception to each untenured department member in writing,
but as has been suggested before it is useful to hold a personal
conference, perhaps with the entite committee, certainly with the chair or
head individually, before the letter goes into the file. Furthermore, in
many programs the second and fourth year reviews, or it may be the third
and fifth years, are especially important, for at these points individuals
whose performance clearly is unsatisfactory in one or more critical
areas— normally teaching and research—may be told that their contract
is not going to be renewed. Wherever the problem may lie, when no
amount of mentoring seems to help and a faculty member appears
incapable of mecting departmental standards, it is neither in the
individual’s nor in the department’s best intercst to prolong the decision
to terminate a contract beyond the point at which the need for this action
has become obvious. Such decisions can be very hard, but they must be
made and must rest on a history of thorough evaluations. It is a
professional obligation as well as a humane requirement to take such
measures when they plainly are called for.

The most stressful and emotionally charged period in the
professional life of many faculty members is the time of the mandatory
tenurc and promotion review. At this milestone all of the elements that
figure in merit and annual probationary reviews come into play in a
definitive, culminating fashion. Here, however, many departments, and
especially those which emphasize research and publication, will want to
seck authoritative outside opinions on a candidate’s scholarship. Such
outside evaluations can be extremely useful, since they lend greater
objectivity and a broader focus than may be possible from within a
department alone.  Of course, the whole process can be of little value if
the outside referees are not chosen with care, with attention to their own
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credentials and area of expertise, so as to get the best possible match.
Also essential is to ask them to do only what they properly can do, which
is to evaluate the quality of the research from the point of view of their
sense of the standards of the discipline, or better yet their sense of what
constitutes good work. So t0o, they should be given a clear idea of the
expectations of the candidate’s own department, some general information
about the candidate (a CV should be sufficient), and a profile of the
department (programs, size, teaching load, etc.). As a rule, outside
referees are asked to comment only on the quality of the candidate’s
work, not on the quantity. Nor are they asked to suggest what the
individual’s chances of earning tenure or promotion would be at the
reviewer's institution. Needless to say, the outside referees must be
provided with copies of the candidate’s work, or with a manageable,
representative sampling, and they must be given sufficient time to read
the material and to reach their conclusions. In selecting outside
reviewers, the faculty member under review may be asked to submit a
short list of names of possible reviewers. The candidate also may be
permitted to name, within reason, any persons whom they prefer not be
asked to evaluate their work. The chair characteristically will ask senior
members of the department for recommendations as well, and it is advis-
able to contact chairs and senior faculty members at other institutions for
further suggestions in arriving at a list of some seven to ten possible
referees. Assuming that from three to six outside letters will be sought,
the chair then most expeditiously can make first contact with the
reviewers by phone, in priority order, until the required number of
commitments has been obtained. For the sake of objectivity and to avoid
possible personal complications, it would seem advisable that the
candidate never be made responsible for contacting or be told the identity
of the outside reviewers. Once the tenure and promotion procecedings
have been concluded, it is a small courtesy for the chair to send the
reviewers a brief letter of thanks together with an indication of how
matters turned out. Whether or not an honorarium is offered to outside
reviewers seems to be a policy that varies greatly from department to
department.’ Likewise, the weight given to cutside letters must be a
decision which also rests with the department and college or institution.

Non-tenure track full-time and part-time faculty should be accorded
the same professional consideration as regular facully insofar as
evaluation is concerned. To be sure, it ought not to be necessary in these
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cases to engage in such comprehensive reviews as for tenure-track
professors—research seldom is a requirement of non-tenure track appoint-
ments—but the interests of both the department and of temporary faculty
require the protection and potential benefits afforded by systematic
evaluation.

Ultimately, of course, evaluation of faculty at all ranks is of vital
interest to an academic department not only because of the constructive,
mentoring function, but also as a safeguard of the right of a department
to exercise judgment in upholding its standards. In these litigious times
no department can afford not to have in place and not to adhere
scrupulously to a set of formal, fair procedures for evaluation. While the
courts have been disinclined to question the professional judgment of
individuals and commiitees making retention and promotion and tenure
decisions, they have ruled in favor of plaintiffs where irregularities have
occurred and when stated procedures have not been followed to the
letter.*  Of course, a satisfactory set of guidelines for evaluation, if
followed, should preclude the possibility of discrimination on the basis
of race, sex, or religion in matters of employment, but every chair must
be constantly vigilant in this regard. Also important for chairs to keep
in mind and to impress on the members of evaluation committecs is the
issue of disclosure. It is entirely possible in a legal challenge to an
evaluation decision for the members of a promotion and tenure committee
to be required to reveal how they voted. Departments should be prepared
as well to provide candidates with concrete, defensible reasons for
negative decisions, if indced it alrcady is not routine practice to do so.
Similarly, onc additional salient legal consideration pertinent to faculty
evaluation is the question of right of access. Just as disclosure of votes
may be mandated by the court, 50, too, the complete records of promotion
and tenure proceedings may be subject to subpoena.  Although this
remains @ somewhat hazy issue, good sense, not to speak of fair play,
suggests that onc should be prepared to produce the evidence, under the
assumption that all evaluation matcrials can become the ohject of legal
scrutiny. Once again, the bottom line to which we return is that if
cvaluation is carricd out equitably and consistently a department should
have no cause to fear legal action.

When all is said and done, faculty evaluation really begins at the
time of the job announcement for a vacant position and then continues
through the entire screening and selection process. What follows once an
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appointment has been made is a continuation of the process which had as
its underlying assumption the identification of a colleague who would be
able to fulfill the terms and expectations of the position made clear from
the very start. Faculty evaluation is no less than the fundamental building
block of the profession, and if the departmental edifice is to be sturdy,
then the procedures and practice of evaluation must themselves be rock
solid,

NOTES

'Donald K. Jarvis, Junior Faculty Development: A Handbook, Ch. 3,
"Evaluation and Reward Methods," (New York: MLA, 1991).

*Emest L. Boyer, Scholarship Reconsidered: Priorities of the Profes-
soriate (Princeton, NJ: The Caregie Foundation for the Advancement of
Teaching, 1990).

JAt the time of writing this essay, the Modern Language Association has
under way a survey to determine current attitudes and practices regarding the use
of outside referces in tenure and promotion cases. In addition, the following
statement was published in the ADFL Bulletin 23.3 (Spring 1992): 3.

"Statement on the Use of Qutside Reviewers"

More and more, English and foreign language departments
seek reviewers from outside the department to evaluate candidates
for promotion or tenure, sometimes because of departmental policy
but often because of a college or university requirement. Whether
or not one approves, this practice has become common enough to
creatc problems for those who are frequently asked for
evaluations. Because the work of young scholars, even when
published, is not likely to be widely circulated, reviewers must
often read hundreds of pages of published and unpublished
material before they can complete an evaluation. They are
generally asked to perform this service on short notice and without
compensation.

When a department wishes, or is required, to obtain outside
evaluations for personnel decisions, the ADE and the ADFL make
the following recommendations:

%
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Institutions should avoid inflexible rules specifying
an invariable, and sometimes inordinately large,
number of evaluations: in most instances two to
four will suffice.

Institutions, following the practice of enlightened
university presses and publishing houses, should
offer reviewers adequate compensation and suffi-
cient time to prepare reviews.

“This very sketchy discussion of the legal issues involved in faculty
evaluation is indebted largely to an essay entitled "Court Challenges to Tenure,
Promotion, and Retention Decisions,” by Peter Seldin, published in September,
1984, as Idea Paper No. 12, by the Center for Faculty Evaluation and
Development, Division of Continuing Education, Kansas State University.
Professor Seldin’s essay is itself adapted from his book, Changing Practices in
Faculty Evaluation, published in the same year by Jossey-Bass, San Francisco,
CA. Two other sources of information on this subject, also included in Seldin’s
list of references, are P. M. Balch, Faculty Evaluation in Higher Education: A

Review of Court Cases and Implications for the 1980s, Washington, D.C:
Educational Resources Information Center, U.S. Department of Education, 1980;
and W. A. Kaplin, The Law of Higher Educaiion: Legal Implications of
Administrative Decision Making, San Francisco: Jossey-Bass, 1978.




CHAPTER 8

Motivating Faculty Performance
and Encouraging Scholarship

James A. Parr
University of California, Riverside

What follows is based on personal experience, on abservation, and
on a middling acquaintance with human nature. Actual experience
includes six years as chair of modern foreign languages at Murray State
University (1964-70) and four and one-half as chair of Spanish and
Portuguese at the University of Southern California (1978-82). The oddly
configured term at USC comes from taking on the position midway
through the term of a collcaguc who was obliged to step down for rea-
sons better left unstated.

If that last remark adds & note of mystery, it serves my purpose well,
for the first point I would make is that, as a leader, you must never reveal
cverything you know. The misguided egalitarian impulse that tends to
overcome us all in moments of weakness must be resisted. Those of us
born and bred in the USA, in particular, possess a natural but
disconcerting ingenuousness that impels us to reveal more than is
necessary, whether it concerns travel funds, monies for student help, or
what was said in merit recommendations. But, clearly, to do so
diminishes power and control; and without a modicum of power and
control, it will be more difficult to motivate performance. Understand
that T do not advocate playing the cards so close to the vest that no onc
clse is privy to any information whatsoever; nor am 1 promoting
cnlightened despotism.  Moderation in all things is still a good adage.
What 1 want to convey is the simple fact that a bit of mystery about
certain things confers an aura of privileged insight and, hence, authority.
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Machiavelli was not entirely right when he assumed that men are
naturally evil and must be governed accordingly. A more moderate
assessment would point out, however, that all of us have as great a
potential for evil as for good. I shall never forget a comment by one of
my more worldly-wise colleagues when I assumed direction of the
department at USC. He told me on the first day that I would not
last—not hecause I was unfit in any of the more usual ways, but, as he
quaintly put it, because 1 did not understand evil. At the time, I was
blissfully unaware of the import of the remark and was uncertain whether
it was a left-handed compliment or a recognition of my having lived a
sheltered life. Somehow I did survive that half term and a three-year
extension, but ultimately I was done in by the machinations of two
individuals who executed well-timed end runs (sports metaphors are de
rigueur in academic writing nowadays, thanks to Stanley Fish) in order
to seduce two deans who were major players in the scheme of things.
Suffice it to say that one of those colleagues had occupied the chair at
some time prior to my own tenure, while the other assumed the position
sometime after mic. How do you prevent end runs of that sort, and how
do you deal with hypocrisy and ingratitude? One could spend the better
part of a career seeking answers to those imponderables.

The anecdote is intended to certify war wounds, on one hand, but
more importantly, to lead to the next point about a kind of diffuse "evil"
to which all of us sometimes fall prey. I think it behooves a chair of a
department to try to bring out the best but always to expect the worst in
human behavior. In that way, you are not disillusioned and, moreover,
forewarned is forearmed. We are dealing, obviously, with peers who are
gifted intellectually and who are capable of important contributions to the
local and larger academic communities but also, at times, of considerable
deviousness and cven destructiveness.

The question is, then, how to encourage the positive contributions
and discourage or diminish negativities. There is no onc simple answer,
but there are strategies that can be effective in most cases. First and
foremost, it is essential that the faculty member, senior or junior, feel
appreciated and important. There used to be an advice column in which
the writer made a great point of urging that you picture each person with
whom you come in contact wearing, prominently displayed, a badge or
button saying "I want to feel important." And the follow-up point was
that you should find, a way to indulge them in that very human need.
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How do you do that? Well, not by divulging all information to
which you are privy, but rather by elementary kindness and courtesy.
Simply greeting people and inquiring how their weekend went, how their
spouse or children are, even whether the weather is to their liking, make
them feel that you value them, their lives, and their opinions. And you
must validate them if you want them to validate you. It does not seem
at all unreasonable to say that if you are not a people person you will
never be as effective a chairperson as you could be.

In my estimation, the very best move you can make in showing care
and concern for faculty is to take each member of the department to
lunch, individually, at least once a year: Ordinarily, there are some
discretionary funds to cover this sort of morale building, but, if not, it is
a good investment even if it has to come out of pocket. I have learned
more from and about individual colleagues over lunch, sometimes with
the aid of a glass of wine, than on any other business or social occasion.

It is important that people be involved in the functioning of the
department on committees that relate to their interests. A great deal of
care should be taken in committee assignments, and one way to be
informed of those interests, and somctimes hidden talents, is to have
sounded them out ahead of time over lunch.

Another strategy—although I hesitate to assign it such a
manipulative name, for it simply involves caring and concern—is to see
that everyone’s reasonable needs are addressed. Does someone need a
more powerful desk light? A new element for a typewriter? An upgrade
for a computer? Some student assistance? Get on it immediately! Little
nuisz.aces and irritations impinge on morale, and low morale lowers
productivity. How do you know whether such things are needed? You
poke your head through doorways periodically and ask "Is there anything
you nced? Is there anything I can do for you 7" Department meetings
are not the appropriate forum for such inquiries. They need to be
personalized.

While it is probably self-evident that one leads best by example, the
point bears repetition. If the chair is active in professional organizations
on the local, rcgional, national, and international levels, others may be
inspired to follow suit. If the chair publishes in leading journals and with
major presses, colleagues will take note and likely set their sights at
similarly high levels.
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Among the rapidly diminishing perquisites of the profession are
travel funds. A concerted effort needs to be made, perhaps in an ailiance
with other chairs, or through the good offices of the faculty senate, to
preserve as large a pool of funds as possible for this purpose. Although
one school of thought has it that faculty should hole up at home or in the
library, produce their articles, and send them directly to journals, my
experience has been that it is always preferable to present them as papers
before seeing them set in cold, hard, unchangeable type. In order to do
that, travel funds must be available. At least one professional meeting
cach academic year should be funded for every faculty member. If the
divisional or college dean has no designated or discretionary monies,
sometimes other sources can be tapped, possibly the graduate school or
programs abroad, or, extramurally, maybe a consul general, a foundation,
a corporation, or a wealthy patron in the community. Ideally, every
department should have a Maecenas.

What of those who stop publishing? Here again, you must know
your colleagues well as individuals. It may be that a situation has arisen
that interferes with concentration. Perhaps the person necds to talk about
it. Make yourself available—wherever you will both feel at ease: over
lunch, over a drink after work, or in one of your offices. Considerable
tact and discretion are required, obviously, and mutual trust is essential.

Naturaily, there are those who were never meant to be on the cutting
edge of the discipline, but they may be excellent classroom teachers,
particularly on the undergraduate level. Assuming that local policies
permit, the most humane approach is to negotiate a performance profile
with each faculty member—not just the ones who publish less—so that
everyone knows exactly what relative weight will be assigned in merit
evaluations to the three major areas of endeavor: rescarch, teaching, and
service.

A standard profile might show 40% of total effort channeled into
research, 40% toward teaching, and 20% for scrvice of all kinds. But
other arrangements should be possible, taking into account the overall
mission of the department, the talents and present inclinations of the
individual, the current status of research in progress, and other variables.
Someone could well have a 60%-30%-10% profile (with research,
teaching, and service in that order). Another, less inclined toward
contributions to scholaship, might show a 20%-50%-30% configuration.

87




Motivating Faculty Performance 77

In each instance, the person is assessed annually on the basis of how well
the "contract" has been fulfilled.

The profile itself should be r=viewed by both parties at least every
three years, but preferably every two. The objective, always, is fairness
toward faculty, by allowing tham to contract for certain kinds of
anticipated performance, then rewarding them based upon fulfillment of
those mutually agreed upon criteria.

A point to be made, but best not belabored, is that different
expectations will reasonably exist within a doctoral program from those
in a four-year liberal arts college. Doctoral programs are housed in
research-oriented institutions, and it is therefore not unreasonable to
expect everyone involved in those programs to show a profile designed
to enhance extramural visibility. It is not in the interest of those
involved, or of the discipline at large, to demand similar scholarly
productivity of those who are obliged to assume more demanding
teaching and service assignments.

Another potentially rewarding strategy for encouraging scholarship
is the mentor system. The way I have implemented it is more or less as
follows. When a junior faculty member is hired, you determine which
senior member’s field or critical orientation most closely coincides with
those of the new hire. Very likely, some contact has already been
established between the new person and one or more established members
of the department. After sounding out the junior faculty member to see
with whom that person might find it profitable to work, you then
approach the senior person to ask whether a mentoring arrangement
would be acceptable and fulfilling.

As always, a certain amount of tact and sensitivity is called for on
your part. Also, please note that the alignment can conceivably be
effected along one of two axes, either the specialty or the preferred
critical approach. Sometimes critical approach may be the precominant
consideration.  Even though hoth persons may specialize in, say,
nincteenth-century literature, the pairing of a neo-Marxist with a dyed in
the wool Formalist is likely to be more productive of tension than tenure.

The objective of such an arrangement is probably apparent. The
senior person can draw upon years of experience and, presumably,
numerous contacts in order to offer advice on submissions—to confer-
ences, journals, and presses—and should be able thereby to ease the
transition from term paper and dissertation writing to full-fledged article
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and book preparation. It is also likely that the mentor can use those
accumulated contacts to help place the mentee on conference programs
at various levels.

Obviously, there needs to be good rapport between the two persons
involved in the mentor/mentee relationship. The mentor must have
confidence in the mentee in order to offer meaningful support
extramurally. And the junior person must respect the judgment—and the
scholarship—of the mentor. It is a potentially troublesome relationship
that bears frequent monitoring by the chair. It is also one that can lend
itself to abuse by the mentor, but, on balance, its positive potential
outweighs the more obvious problems that can arise. If the chair siays
alert to the dynamics of each such assignment, it should be possible to
foresee and forestall any problems of consequence.

Needless to say, the chair should also do a considerable amount of
informal mentoring of both junior and senior colleagues. The chair can
also play a very constructive role in motivating performance by
nominating colleagues for any number of awards, both for teaching and
research, both intramurally and extramurally. It is also a valuable and
generally appreciated service to call to everyone's attention published
deadlines for submission of papers to various conferences and for
soliciting internal and external grants. You may also be in a position to
nominate colleagues for membership on advisory boards, such as your
state Council on the Humanities. All of these overtures can increase
morale by making colleagues feel appreciated, and they can lead to
renewed dedication and heightened productivity, to say nothing of the
gratitude and loyalty that may accrue to you as a byproduct.

One area in which the chair can take an initiative is in organizing
monthly brown-bag—which is to say "noon-time"—seminars in which
faculty present to their colleagues and any other interested parties, like
graduate students or advanced undergraduates, the preliminary fruits of
work in progress. Such occasions offer an opportunity for airing ideas
in-house, in a relatively friendly environment, prior to sctting them forth
in more formal circumstances at a professional meeting, or in print. It
may be possible to attract a receptive and reasonably critical audience by
offering onc unit of credit to those students who attend and participate by
asking intelligent questions.

Different academic environments will naturally call for differing
approaches. 1f you serve under a strong dean, you will face one set of
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problems; a strong senate, on the other hand, may call for different
tactics; a strong faculty union, for yet other ways of coping. In every
case, it is a matter of testing the waters, finding out what is possible and
what is not, discovering how much relative authority you have in the
circumstance in which you find yourself and, consequently, how you can
best respond to the need to motivate faculty performance and encourage
scholarship. If you have been named head of department, you should
have more freedom and leeway than if you are chair, but, again, local
variables and faculty governance statutes must always be taken into
account.

Two terms as president of an AAUP chapter convinced me of the
value of committees and strong committee chairs and, also, impressed
upon me the importance of running a meeting according to parliamentary
procedure. Too often, department meetings degenerate into group therapy
sessions, as we are all painfully aware. It is therefore important that they
be structured and businesslike, and it is clear that this will not be the case
unless considerable planning is invested. My strategy would be to
appoint standing committees at the beginning of the school year (for
instance, library acquisitions, graduate studies, undergraduate studies,
curriculum, lecture series, language program, etc.), making sure that each
has a strong chair who will in fact call committee meetings or at least
sound out the other members. Then you devote at least 90% of the time
of cach regular meeting (usually monthly) to hearing, discussing, and
accepting reports from the chairs of each standing committec. You
naturally serve as chair of the cxecutive committes, ex officio. The
naming of chairs 2'lows you to recognize the movers and shakers of the
organization and to share power and authority with them. Assignment of
other faculty to committecs allows them to add a line to their annual
scrvice report and, more important, to be involved in the functioning of
the department in some capacity that is meaningful to them.

There are doubtless many additional tactics and strategies for
accomplishing the major mission of encouraging scholarship and
motivating performance in general, and some additional hints will be
found in the other chapters in this book. The ones I have proposed here
have heen particularly successful in my own, particularly those centering
on informal brown-bag seminars, performance profiles, and mentoring.
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CHAPTER 9

Employing and Managing
Part-Time Faculty in
Foreign Languages

Herman F. Bostick
Howard University

During the past two decades, there has been a fairly rapid increase
in employment of part-time or adjunct faculty by American colleges and
universities. Foreign language departments have not escaped the impact
of this; to the contrary, they have been heavily affected by it. The
widespread use of part-time foreign language instructors has added a new
dimension to the role of the department chairperson which demands that
greater care be given to the screening, management, and evaluation of
part-time instructors.

Because of the substantial increase in the number of part-time
faculty teaching in colleges and universities today, and because of the
complexitics of academic and legal requirements and attendant
ramifications, it has become mandatory that institutions of higher
education have in place or move to develop expeditiously sound policies
governing the employment and management of part-time faculty. These
policics are to be implemented in all units of the institution. This
mandate involves chairpersons directly and requires that they become well
informed on the policies and practices governing part-time instructors
under their supervision. A thorough knowledge of these policies on the
part of forcign language chairpersons will contribute immeasurably to the
cffective use of part-time instructors and may spare the department and
college or university some embarrassing and sometimes costly litigation.

The definition of part-time or adjunct faculty varies from one
college to another. However, a common understanding of these terms is
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that individuals thus employed teach fewer hours and have less
departmental responsibility than full-time faculty. Thus, a vital task that
incumbent and prospective chairpersons face is how to manage effectively
and equitably part-time instructors in foreign languages. "In the pages that
follow, the author ofters some guidelines for accomplishing this task.

A .najor responsibility of the foreign language chairperson is to
ensure that the department is staffed with well-trained and linguistically
competent instructional personnel. Therefore, the academic training and
linguistic competence of persons to be employed as part-time faculty
should be carefully evaluated to certify to the fullest extent possible that
their academic and professional credentials are comparable to those of
full-time faculty holding the same position or rank. If a doctoral degree
is usually required for persons employed at a particular rank, the part-
time appointee for that rank should either have the doctorate or should
have made substantial progress toward achieving it. To employ part-time
or adjunct faculty with qualifications that are less than comparable to
those of full-time colleagues holding the same rank or position in the
department can undermine academic integrity an3 threaten departmental
collegiality and faculty morale.

The chairperson should also seek to employ part-time faculty who
have had some college or university teaching experience. Where this is
not feasible, she/he may wish to assign an experienced full-time faculty
member to serve as mentor for the new instructor. Such an arrangement
serves at least two important functions: 1) It ensures that the quality of
instruction will not be jeopardized, and 2) It gives the new, inexperienced
instructor a seasoned colleague with whom to interact on a day-to-day
basis.

Proper documentation for part-time faculty is very important and
necessary. The chairperson should be knowledgeable about the various
documents that the college or university requires for part-time faculty
employment and should obtain current copies of cach one. Most
institutions require the prospective appointcc to provide a current
curriculum vitae, a specified number of letters of recommendation
(usually three), valid academic transcripts, and copies of peer and student
cvaluations if the candidate has had recent prior teaching experience. A
personal interview with the candidate is highly recommended if it can be
arranged without placing too great a burden on the candidate or the
department chairperson. The interview should involve faculty other than
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the chairperson at some point, affording the candidate an opportunity to
meet and interact with prospective colleagues and adding an aura of
dignity to the position and to the candidate. The involvement of full-time
faculty in the hiring process for part-time colleagues can contribute to
lessening or eliminating any possible barriers tc full acceptance of the
new faculty members when they join the department.

An appropriate question that the chairperson may ask her/himself
when evaluating a prospective part-time appointee is: Would this candi-
date be considered for a full-time instructional position in the department
if one should become available?

Part-time teachers in departments of foreign languages are usually
appointed as temporary faculty or on a year-to-year basis as long as the
necd exists. As temporary faculty, the individual is appointed for a
spocified period of time (one semester, two semesters, etc.), and the
contract should clearly state this. Employment on a year-to-year basis
offers a type of "open-ended" affiliation with the department which may
continue each year as long as there is a need, thvs giving an illusion of
permanency. Where year-to-year part-time employment is operative, the
chairperson should make certain that the part-time appointee fully
understands the nature, letter, and intent of the contract of employment.

Most colleges and universities have published policies and
guidelines for employing part-time faculty which cover matters of
financial remuncration, contracts, faculty benefits, teaching load, other
professional responsibilities, performance evaluation, promotion and
tenure, gricvance, affirmative action, and due process. It is incumbent
upon the department chairperson to become familiar with the policies and
guidelines in effect at the institution. If the college or university has no
such policies or guidelines, the chairperson and the department’s
exccutive committee or tenured faculty would do well (o develop
departmental policies and guidelines for the employment and management
of part-time faculty. The importance of having in place such policies
cannat be overemphasized since implementation of equal opportunity and
affirmative action guidelines occurs mainly in the academic unit, in this
casc in the department of forcign languages.

Remuneration for part-time faculty ought to be commensurate with
the instructor’s academic qualifications, professional cxperience, and
teaching load. The salary should be sufficiently attractive so that well
traincd und highly motivated candidates will be encouraged to apply. A
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flat salary for part-time faculty should be avoided because over time it
diminishes the professional stature of both the position and the individual
who fills it. The chairperson should take an active interest in determining
the salary package for part-time faculty in foreign languages in order to
safeguard excellence in foreign language instruction. A system of
remuneration for part-time faculty should contain a built-in facto. for cost
of living increases, for inflation, and for any meritorious achievement or
change in rank.

Fringe benefits for part-time faculty vary widely from institution
to institution. Therefore, it is very important for the chairperson, the
dean, or personnel officer to make available to the prospective part-time
instructor unambiguous information on fringe benefits for part-time
faculty at the institution. According to Biles and Tuckerman, some
institutions offer no fringe benefits to part-time faculty. Others may offer
a combination of two or more benefits such as social security and life
insurance; or partial life insurance, partial retirement, and social security;
or some other combination of these benefits which may include library
privileges, parking and/or subsidized meals in the faculty dining room or
club.! Because there is no standard package of fringe benefits for part-
time faculty, the chairperson or a representative from the office of
personnel should discuss with the part-time appointee the benefits offered
by the employing institution. While such discussion may be of little
value for the temporary appointee, it is of utmost significance to the year-
i0-year appointee who may remain in the department for any number of
years.

As administrative head of the foreign language department, the
chairperson has the responsibility to implement the institution’s
affirmative action and cqual opportunity plan and policies. It is his/her
responsibility to ensure that announcements of departmental vacancics
reach a wide and diverse pool of applicants in terms of race, sex, age,
etc.; to provide a fair and equitable system of evaluating part-time faculty
performance; and to provide a conducive work cnvironment and oppor-
tunity for professional growth and improvement. Since colleges and
universities are required to publish their statement on affirmative action
and cqual opportunity employment, it is 2 simple matter to provide part-
time faculty with a copy.

In addition to handling the aforementioned tasks, the chairperson
should keep a record of each activity in the recruitment and employment
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process for part-time faculty. Periodically, institutions are subjected to
an equal opportunity compliance review during which all administrative
units are required to submit a report on their hiring practices. The
departmental report usually contains the following information: title of
faculty position, name of department, type of contract, job description, list
of publications in which the vacancy announcement appeared, the number
of responses received, effort made to ensure diversity of applicant pool,
the number of applications screened, the number of applications seriously
considered; name, race, sex of each applicant interviewed but not
employed, criteria to determine that the candidate hired was best for the
position; name, race, sex of candidate employed; names, race, and sex of
members of the search or screening committee; names of approving
officials, date of official approval, date of submission to the affirmative
action office, date of approval by the affirmative action office.> This
record should be prepared simultaneously with the act of employment to
ensure accuracy of all information contained in it.

Fundamental to effcctive integration of part-time faculty into the
departmental program is providing the new appointee with a written
contract, a job description, and a statement of the department’s
philosophy.  Together, these three documents give the new faculty
member a feeling of security and a sense of belonging. Part-time faculty
should be accepted as colleagues in the department, not as hired heip.
They should be provided with unambiguous information about their
teachin2 schedules and other duties and responsibilities. The depart-
ment’s system of faculty evaluation should be explained to them as well
as its relevance for part-iime faculty. The general objective is to develop
a healthy esprit de corps among the foreign language faculty. In this
regard, a special welcoming reception might be held for the new
appointees.  Such a reception can prove very effective for departments
that cmploy a sizeable number of part-time faculty in overcoming
barriers, in creating a greater sense of collegiality, and in fostering greater
departmental loyalty and cooperation.  Another important aspect of
integrating part-time faculty into the departmental program is acquainting
them with the institution’s grievance process, with collective bargaining
rights, and with due process as these relate to and affect their
cmployment status.

Although the chairpersoa of foreign languages is expected to be
knowledgeable about each one of the topics discussed in the foregoing
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pages, she/he will find it beneficial to consult from time to time with the
appropriate administrative officers responsible for implementing campus-
wide the policies and practices governing academic employment,
personnel management, remuneration, affirmative action, collective
bargaining, and the like. Institutional circumstances and policies change,
and these may not always be disseminated to academic units
expeditiously. The initiative in establishing on-going contacts with these
offices should originate with the department chairperson.

NOTES

'George F. Biles and Howard P. Tuckerman, Part-time Faculty Personnel
Management Policies (New York: Macmillan, 1986): 53.

Biles and Tuckerman 22-23.




CHAPTER ]. O

Grantsmanship:
Establishing a Process

Ray A. Verzasconi
Oregon State University

Money chases money, which is to say that what follows is not
intended for department chairs whose faculty are already successful in
obtaining grants and fellowships, but for those who have little or no
experience in this area. In addition, my focus will be on individual grant
projects, rather than those involving several faculty members or
coonperative or consortia projects involving several depanments or
colleges.’

Specifically, my perspective comes from the experience of my own
department.? Until 1988, our grant and fellowship record was minimal:
one or two individual grants or fellowships a year, rarely exceeding
$1,000 each, and most of them from internal sources. In the past three
academic years, faculty have submitted a total of twenty-four individual
grant proposals or fellowship applications, twenty of which have been
funded or received. Sources have been both internal and external. Grants
have ranged from $400 to $21,000 (for a total of more than $80,000),
have funded research, curriculum development, and improvement of
teaching, and have included such items as tcaching-load reduction,
national and international travel, and acquisition of forcign language
vidco matcrial and computer hardware and software.?
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Two factors convinced me of the need to improve our department’s
grant record when I was appointed chair in 1989. First, some five years
ago the university president and the provost sought to improve the
visibility and reputation of the College of Liberal Arts by making internal
grant funds more readily accessible to faculty in the college and by
expanding the role of the university’s Research Office to include support
for the liberal arts. Of course, with that new commitment also came
increased expectations for scholarly research and improvement of teaching
for purposes of promotion and tenure.

Secondly, the state’s decreasing support for higher education was an
equally motivating factor. Budget cuts of four percent and twelve percent
in the immediate past and current biennia, respectively, and the prospect
of a twenty percent cut in 1993-95 have created an imperative to seek
grant funding and private contributions to avoid even further retrenchment
and the total destruction of faculty morale—a reality clearly facing public
higher education in many states.’

While we have enjoyed modest success, I would stress that before
trying to motivate faculty to devote time and energy applying for grants,
department chairs need to be convinced that success will not be used
against the department; that is, the deans or other administrators will not
automatically offset grant funds received by making additional cuts in
existing departmental budgets. Chairs also need to be very honest and up
front with faculty interested in projects that will require continued
funding after the grant ends. As we well know, there are no one hundred
percent guarantees of continued funding in our profession. A pledge or
commitment of continued internal funding must always be clearly
understood in the context of the well-worn phrase. “if funds are
available."

Department chairs who wish to motivate faculty to seek grant
funding will more likely be successful in their efforts if they make an
advance commitment of staff resources to assist faculty, specifically, in
the form of a department grantsperson. In our department, my manage-
ment assist. nt devotes about one-fourth of her time to the tasks described
hclow. In smaller departments, the tasks might have to be undertaken by
the chair or assigned to a faculty member who receives some form of
compensation, ¢.g., a reduced teaching load. It could also involve the
development of a time-share plan with one or more other departments for
the cooperative use of an office staff person.
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There are five areas in which faculty can benefit immensely from
such an advance commitment of resources:

1) Identifying and cataloguing sources of grant funds and fellowships,
and tracking deadlines.

2) Identifying current and future interests of individual faculty members
in terms of research, curriculum development, and improvement of
teaching. .

3) Developing a thorough understanding of one’s own institution’s
regulations.

4) Developing budgets.

5) Editing proposals.

Quite simply, without an advance commitment of staff resources in
these arcas, faculty who are or who fee} overburdened by teaching and/or
service responsibilities will not easily be convinced of the possible
benefits of grant funding if they must do all of the preliminary leg work
themsclves. Even if they can be motivated to apply, it might take only
one rejection notice to convince them that the dozens of hours invested
in the preparation of a proposal were not worth it.

1) Identifying sources and tracking deadlines. While the
Federal Funding Guide for Language and International Education,
by Beth J. Nohmy (JNCL/NCLIS, 1991) identifies major sources of
federal funding, and while it will be periodically updated, the Guide
cannot speak to deadlines or specific regulations, because they often
change. Moreover, the federal government is not the sole source of
individual grant funding. In addition to many national foundations,
local (state) foundations are sometimes a possible source.® My
experience also tells me that many faculty members may not be fully
aware of internal grant funding sources.

As important as having a departmental grantsperson become
thoroughly familiar with finding sources is having that person keep
track of application deadlines for faculty members. It can eliminate
a typical frustration: finding out about a grant only days betore the
application is due.

2) Identifying current and future interests of faculty members.

This task dovetails with the first one. It allows the departmental

grantsperson to perform two important tasks: a) To bring grant and

fellowship announcements to the attention of the most appropriate
faculty members, rather than distributing announcements to everyone
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(which merely contributes to the mass of printed materials that
already fill faculty mailboxes), and b) To seek funding sources for
specific faculty interests.” It also provides an even more important
service to faculty, which I will discuss below.

3) Understanding the institution’s regulations. All institutions
have regulations regarding outside grant funding. For example,
many now have complex rules governing the use of human subjects
in research, which can run the gamut from interviewing authors to
having students participate in classroom teaching experiments.
Institutions also vary considerably in terms of determining who will
actually administer a grant, i.e., who controls the funds. Will it be
someone in a research office, the dean, the department chair, or the
grant recipient? Whoever administers the grant can siguificantly
affect the amount of funds the recipient or the department actually
receives. For example, if a grant provides for a teaching-load
reduction and a senior faculty member is replaced with a junior
faculty member, will the salary differential be retained by the
department? On the other hand, if a grant that involves a teaching-
load reduction will not cover the institution’s medical, dental, and
retirement benefits—and many grants in the humanities do not—who
will be expected to cover these costs for the faculty member hired
to replace the recipient of the grant?

Individual faculty members should also not be expected to
cuntact one or more campus agencies in order to gain an
understanding of the many regulations that may exist; this is
information. that should be readily available to them in the
department before they begin to write a grant proposal. Indeed,
department chairs need this information before they add their
recommendation or their signature to an application, lest they
discover belatedly that a grant will actually drain funds from the
departmental budget.

4) Developing budgets. Again, the development of a budget
adequate to complete the intended project can be extremely time
consuming if faculty members are entirely on their own. Whether
dealing with a research project or curriculum development, faculty
will frequently overlook many minor expenses that will be incurred.
Not to include tiiese expenses in the grant budget can undermine a
project or lead to conflict between the grant recipient and department
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chair. In addition, my experience has been that those who are
entirely new to grantsmanship will underestimate funding needs with
the mistaken notion that it will improve their chances of receiving
the grant. A worthwhile project needs to be funded adequately, or
it will not likely come to fruition, a fact well-known to grant
proposal reviewers.

The idea is not to have the departmental grantsperson develop
budgets but to assist faculty in developing budgets that are adequate
to the task at hand and, again, that will not drain funds from the
departmental budget.

5) Editing proposals. Helping faculty edit proposals can involve

overcoming a major hurdle. Those of us in the humanities do not

readily subscribe to the idea of cooperative ventures. Unlike our
colleagues in the sciences and professional schools, or even in the
social sciences, we rarely co-author articles, and we resist the move
to introduce the principles of cooperative learning to our students.

Whether writing an article or a grant proposal, many of us cling to

the idea that the finished product must be ours and ours alone.®

Helping foreign language faculty accept the necessity of a team
effort in order to improve the chances of obtaining grants and
fellowships, therefore, may require a considerable amount of tact and an
understanding of individual sensitivities. After all, we are language
experts with litle or no need for help from anyone else. Faculty
members whose self-esteem is intact will be able to have their proposals
totally rewritten; some may respond only to a kid-glove treatment; others
may not be receptive to editorial advice until after they have received a
few rejection notices; still others may never accept advice and will blame
the system or something else for the rejection notices.

In our department, the first three support services described above
are assigned to my management assistant. It may appear strange to
assign her the task of identifying current and future interests of faculty
members in terms of research, curriculum development and/or teaching
improvement, but this is a responsibility that applies only to fellowship
and grant funding possibilitics. She deals with numerous wish lists which
some faculty are reluctant to discuss with me until projects have a
possibility of coming to fruition. Having faculty consciously articulate
futurc wish lists, even if they change from year to year, also helps them
to focus and avoid going off on a dozen different tangents, something
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which usually ensures that they will not accomplish their proposed
projects.’

The fourth and fifth support services, that is, helping faculty develop
budgets and editing proposals, are shared by my management assistant
and me. In this respect, I require that faculty submit to me a preliminary
draft of each grant proposal at least three weeks prior to the official
submission deadline. Since my management assistant keeps track and
informs faculty of grant deadlines, our departmental deadline has rarely
presented a problem.

My management assistant also serves as the departmental liaison
with both internal and external funding sources. We have found
employees of both private foundations and the federal government to be
extremely helpful in providing advice and suggesting revisions that will
make a grant proposal more acceptable; however, given their own time
constraints, few welcome telephone calls from several individuals in the
same department inquiiing about the same grant.

To summarize, the advance commitment of the support services
described above:

1) Eliminates the need for each faculty member to reinvent the wheel;
2) Makes it easier for faculty to focus on developing a project that
truly interests them, rather than trying to come up with a proposal

that satisfies grant X, y, or z;

Eliminates many potential surprises, both for the faculty member and

the department chair; and

Enhances the odds of receiving grant funding.

In addition to the support services described above, department
chairs can encourage faculty to seck grant funding in two other, very
important ways. First, they must be willing and able to reward faculty,
even in a small way, for applying for grants or fellowships. The possiblc
benefits of 4 grant or fellowship are not in themselves sufficient, initial
motivational factors to convince many faculty members to apply. The
size and form of the reward, of course, have to be commensurate with
funds available, but faculty members have to be convinced in advance
that the time and effort required to write a proposal will, in some way,
enhance their careers.

Second, department chairs must be willing to convince faculty that
grants and fellowships can be a "ticket out,” not just a “ticket up.” We
all know why the potential implied by a Ph.D. frequent!y does not come
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to fruition. Many of the Ph.D. graduates we produce have heavy teaching
loads and work at colleges and universities without graduate programs.
Many seldom have an opportunity to teach an advanced-level course in
their area of interest and expertise. They often have no colleagues who
share their research interest, and they do not have easy access to travel
funds to attend conferences where they can exchange ideas. While the
stimulus provided by being a graduate student is often sufficient to carry
one through the tenure and promotion process, the initial drive withers,
and tenure, in effect, becomes not the promise of continuing productivity
in either teaching or rescarch, but rather the death of that promise.
Discouraged by the lack of oppertunities they thought the Ph.D.
promised, many faculty turn inward and needlessly become "deadwood."

Even by the time they receive tenure, many realize that the only
“way out" would involve a demotion; ten years later, place-bound, most
are already convinced that there is no "way out." Youthful dreams and
idealism die painfully. But the "way out" is not necessarily a more
lucrative job offer; it can be the knowledge that one indeed does have the
opportunity of once again drawing on the potential that was so much
more evident ten years earlier.

Not all faculty can 2 convinced of the potential benefits of grants.
There will always be those who give up, who no longer have an interest
in research, curriculum development, or service, and who, despite
evidence to the contrary, are convinced that they are outstanding teachers
and, consequently, need to do nothing to improve. My experience in the
past three years convinced me they are in the definite minority. For the
majority, the psychological benefits of receiving a fellowship or a grant
cannot be overestimated in terms of building faculty morale which, in
turn, leads to improvement in teaching, research, and service.

Quite simply, when education is everywhere under attack, when
higher education budgets are being slashed, when faculty are now called
upon (as their public school colleagues have bheen for the past two
decades) to help resolve society’s problems and to do so with fewer
resources, the receipt of even a small grant can be as stimulating as that
first notice we received that an article would be published.

Others may disagree, but the advice which Dorothy James provides
in her article (sec endnote #1) leads to another suggestion:  before
considering applying for a major grant involving several facuity members
in your department or faculty in several departments, concentrate on
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helping your own faculty obtain individual grants. This action will help
you and your faculty understand the grant process, particularly as it
involves your institution’s regulations and budgets. And then, money
chases money.

NOTES

'For an informative article on the problems, pitfalls, and benefits of major
curriculum development grant projects, see Dorothy James, "The Aftermath of
Funding: Making it Work and Making it Last," ADFL Bulletin 21.3 (Spring
1990): 30-34. Much of her advice is also pertinent to individual grant projects,
and the prior commitment of resources I discuss in this article would be even
more critical for departments seeking major grant funding.

The Department of Foreign Languages and Literatures at Oregon State
University offers a B.A. degree in French, German, and Spanish, and a minor in
these languages and in Chinese, Japanese, and Russian. We also participate in
a university-wide M.A. in Interdisciplinary Studies, but rarely have more that one
or two students enrolled in any given year. Of nineteen full-time faculty, twelve
hold a Ph.D. and are expected to conduct scholarly research for purposes of pro-
motion and tenure and merit salary increases. Excellence in teaching and advis-
ing and a commitment to curriculum development, however, remain prioritics in
promotion and tenure and merit salary deliberations at both the departmental and
college levels.

*The availability of grant funds has also reduced internal competition for
very limited funds in our services and supplies budget.

“The Dean of the College of Liberal Arts also appointed a Development
Officer who works in cooperation with the Dean, the OSU Foundation, a CLA
Development Council (currently comprised of fifteen OSU alumni and friends),
and department chairs in an effort to increase private contributions to the college
and to individual departments. A four-fold increase in anm ~* contributions to
our departmental accounts in the OSU Foundation has also provided us with a
modest, but increasine, source of internal grant funds.

SFor the same reason, when putting their stamp of approval on grants that
require matching funds and/or continued funding after the grant period, chairs
need to understand clearly what commitments from central administrators really
involve: the use of new, recurring, or existing funds? In the latter instance, a
central administrator is merely pledging funds that already exist in the

departmental budget.
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*One of our instructors used a $1,000 grant from a Portland (OR) founda-
tion as seed money to obtain an additional $12,000 in grants, which helped her
complete a major monograph recently published by the University of Wisconsin
Press. Most libraries have information on local foundations and the type of
research, if any, they will support. Again, however, individual faculty members
should not be expected to spend hours identifying possible sources of local
foundation support.

’I take as a given that faculty will be more successful in obtaining grants
if they start with a project about which they are enthusiastic, rather than trying
to tailor a proposal to fit a grant announcement that just happens to cross their
desks.

®Aside from the fact that few of us received training in writing grants while
in graduate school, as humanists we are also reluctant to suggest that we know
beforchand what we are going to discover or that we have a theory of hypothesis
1o test. While we may rightly reject this low-context cultural bias, if we want
to be successful at grantsmanship, we need to keep in mind that advice of
Nobelist Albert Szent-Gyorgyi: ".. . sitting in an easy chair I can cook up any-
time a project which must seem quite attractive, clear, and logical. But if I go
out into nature, into the unknown . . . everything seems mixed up and contradic-
tory, illogical and incoherent. This is what research does; it smooths out contra-
dictions, makes things simple, logical, and coherent. So when I bring reality into
my projects, they seem hazy and are rejected. The reviewers, feeling responsibil-
ity for the ‘taxpayer's money," justly hesitate to give money for research, the
lines of which are not clear to the applicant himself." See Albert Szent-Gyorgyi,
"Dionysians and Apollonians,” Science 176 (June 2, 1972): 966.

’One of my management assistant’s first tasks, when hired three years ago,
was to meet individually with cach interested faculty member to discuss current
and future research, curriculum development, or teaching improvement projects.
The twelve faculty members who availed themselves of this service now periodi-
cally meet in order to keep her updated. In the past three years, all twelve have
received one or more grants and most have new proposals in the pipeline. Their
renewed enthusiasm for excellence in teaching, rescarch, and/or service also
convinced me to apply for our first major ($300,000) grant.




cHAPTER 1 1

Staff Development for
Foreign Language Faculty

Robert M. Terry

University of Richmond

Jack H. Schuster, one of the authors of Enhancing Faculty Careers:
Strategies for Development and Renewal, has said that "the quality of
education depends on what we can do to provide adequate support to all
the new entrants in academe who are beginning their careers, and to all
the older faculty members who may need to revitalize their careers."!
The idea of staff development quickly brings forth a flood of negative
thoughts, often based on recalcitrant rejection and a reluctance or refusal
to change. But there is a positive side to staff development: retooling,
rethinking, revising, reviewing, renewing, and especially rejuvenation.

“The only difference between a
rut and a grave is the depth."
—Jennifer Burton

I propose that there are three basic stages of development of a
university faculty. These three stages are actually points on a continuum
and not distinctly separate stages. Each stage exhibits some rather
stereotypical characteristics that are developmental in nature. Let us
examine cach of these points on the continuum, looking at the
characteristics and the mind set of cach.
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1) Fresh out of Graduate School: Les "arrivistes"

These newcomers have several hurdles to overcome: they aie new
to the school; they are unfamiliar with the students, operational
procedures, curriculum, and the individual faculty members’ interests and
areas of specialization. Many suffer from gradschoolitis, i.e., "I'm so
used to an extraordinary workload that 1 expect the same from my
undergraduate students.” Over an extended period of time, these hurdles
can be slowly surmounted, and often extraordinary expectations and
demands become tempered by the pragmatics of the realistic abilities of
students in courses that should still remain demanding.

New (and younger) faculty members are frequently considered
"young turks" by the older, established faculty who are often resistant to
changes and innovations proposed by newer, untenured faculty. For fear
of alicnating their senior colleagues who will evaluate them for tenure
and promotion in five or six years, these junior faculty members are often
eager (0 please by not making waves.

On the positive side, many new faculty members bring an exciting
enthusiasm to their new job. Many, depending on their training, bring
with them new and fresh perspectives. They also bring along a
familiarity with current pedagogical practices which are often at variance
with certain foreign language teaching practices in their new school.
Care should be taken, however, to ensure that their interests, enthusiasm,
and efforts be sustained and shared with their colleagues and not be
directed toward satisfying totally personal goals.

2) The Newly Established, Tenured Faculty: Les "arrivé(e)s"”

As faculty members develop in their academic career, they slowly
and inexorably become set in their ways, having apparently found their
own successful methods of teaching in a variety of courses ranging from
lower-level ("required”) courses that are typically highly participatory in
nature to more lecture-based upper-level, specialized courses. Quite
often, the longer the faculty member remains at a given school teaching
a relatively consistent sequence and range of courses, the more resistant
to change he/she becomes.

On the positive side, the faculty in this middle group find themselves
in a period of productive research and active involvement in professional
organizations. Certain faculty members are now becoming recognized as
experts in their area(s) of specialization. Unfortunately, while their
expertise is recognized by but not often shared with their colleagues at
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their own school, they do share their knowledge with colleagues who a)
come to hear their presentations at professional meetings, b) read their
articles in professional journals or in books, ¢) teach at other institutions
at a significant distance from the expert’s own school, and d) pay an
honorarium for the opportunity to hear them.

3) The Senior Faculty: Les "figé(e)s"

This is the most secure and established group of faculty. They have
sought and eventually found their own teaching style, be it successful or
unsuccessful. These are the experts. They are also the most stereo-
typically resistant to change.

Being the experts, they should be role models for the junior faculty.
Nonetheless, they, too, should be continuing to develop, to keep up with
th= changes in education, to maintain their enthusiasm for teaching and
their “freshness" in the classroom. It is patently true that stability and
lack of change are synonymous with rigor mortis.

A faculty can stagnate by not seeking renewal and rejuvenation
through efforts of ongoing development, and as a consequence, they will
assuredly deal a death blow to a program. Foreign languages are
dynamic: they are in a continuous state of development and change. We
should reflect this dynamism in our own thinking and teaching.

Teachers at the K-12 levels must periodically renew their teaching
certificates by participating in a variety of activities, including enrolling
in undergraduate- and graduate-level courses in their discipline. This
requirement helps assure that they keep up to date in that discipline and
that they stay abreast of current pedagogical developments. Such is not
the case with college/university faculty. It is indeed surprising how many
foreign language faculty members are not yet familiar with the concepts
of proficiency and communicative competence. It is equally surprising
how many faculty members remain computer illiterate. There is simply
no excuse for the slowly graying professoriate to maintain the status quo
and to remain ignorant of changes, deveiopments, and advances in foreign
language cducation. Nor is there any cxcuse not to expect ncophyte
faculty to be involved in faculty development, thereby exposing them to
varicties of teaching styles and focuses of instruction before they move
into the realm of the established teachers, a realm that is often character-
ized by an insidious inflexibility.

Staff development leads to professional well-being.  Efforts to
provide staff development opportunitics for the foreign language faculty
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can be directed toward all aspects of their various fields of interest,
whether it is schoiarly work in languages, literature, culture, or pedagogy,
the improvement of teaching skills; or stressing the personal growth of
professors. As Jack Schuster’s statement indicates, staff development
should "provide adequate support to all the new entrants in academe who
are beginning their careers, and to all the older faculty members who may
need to revitalize their careers," not ignoring that middle group of faculty
members who have recently been awarded tenure, who are beginning to
shape their professional reputation, and who, over a relatively long
period, run the risk of becoming firmly inured to one specific mode of
teaching.

It is incumbent upon every department head/chair to ensure that the
entire faculty of the foreign language department has the opportunity to
avail itself of the widest variety of staff development opportunities. The
most obvious first step is through encouraging and suppdrting the faculty.
Moral and personal support and interest in each individual faculty
member are the keys to success, for without them, financial support, in
most cases, is of little benefit. Certainly, without financial support, it
would be fruitless to fan the coals of enthusiasm.

It is ohvious that there are varied arcas of interest within a
department. It would be impractical to expect each faculty member to try
to develop fully and competently in all areas or even to have a deep-
seated interest in all areas. Nonetheless, the faculty must be receptive to
ideas and suggestions that are dirccted toward the well-being of the
department and its program(s) and not so narrowly focused that they lose
sight of the whole in deference to their own specific "bailiwick.” Faculty
members must realize that each person contributes to the success of the
entire foreign language program. As trite as the saying may be, a chain
is as strong as its weakest link.

Institutional support is a sine qua non of effective staff development.
If the institution sees its component departments as integral parts of a
vita! whole, then it should offer the necessary support to ensure that its
faculty not become stagnant. What kinds of institutional support are
available?

Released time. The concept of released time was developed to
provide individual faculty members with a reduced schedule of teaching
obligations so that they can engage in academic pursuits that will help
them develop personally and that will, at the same time, make a strong
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cortribution to the department and to its program(s). When faculty are
engaged in certain long-term projects that lead to the production of
immediate, timely outcomes, or when pertinent one-time opportunities
arise, it is appropriate for that faculty member to request released time.
It is not appropriate to request released tiine every semester in order to
carry out ongoing research on long-term projects that have very limited
outcomes or simply in an effort to try to reduce the normal teaching load
by one course. The department head/chair should weigh the impact of
the support of released time against 1) the staffing situation for courses
that will be offered in the next quarter, trimester, or semester—courses
that are essential to the specific program; and 2) the contributions that
such released time can eventually make to the entire departmenc or
program(s).

Sabbatical Leave. The sabbatical leave program is provided by an
institution for the enrichment of the teaching capabilitiecs and the
professional growth of its faculty members. In most cases, a sabbatical
leave for one semester is granted with full salary, a year-long sabbatical
with one-half salary. A sabbatical leave removes the faculty member
from all teaching (and cther) responsibilities for the duration for which
it is granted. Such an opportunity allows the faculty member to pursue
extended research and travel for a variety of purposes which should
provide professional and personal enrichment and growth, all of which
should still, in the long run, make a contribution to the institution and its
program(s). One is eligible for a sabbatical leave generally after a certain
period of service to the institution, often after each six years, with the
sabbatical taken in the seventh year.

Leave of Absence. Other than sabbatical leaves, leave time may be
granted to a faculty member as leaves of absence. These are geucrally
of two types: thosc taken for personal reasons or to fulfill the
requirements of an advanced degree, and those taken under a grant or
fellowship. Most often, faculty members on a leave of absence ordinarily
do not receive a salary during that period.

International Institutional Support. Most universities offer a
variety of sources for international funding for special purposes. There
is often a faculty research committee that promotes and encourages fac-
ulty rescarch and scholarly activities, with funds being budgeted by the
institution to support research, travel, and publication by its faculty.
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Quite often there is another committee dedicated to the enhancement
of teaching effectiveness. This internal funding source provides a variety
of teaching enrichment grants which will allow faculty members to attend
seminars on teaching effectiveness, tc carry out research designed to
improve an individual faculty member’s teaching effectiveness, and to
acquire minor equipment and supplies designed to improve teaching
effectiveness.

In the fall of 1992, for example, the Department of Modern Foreign
Languages and Literatures at the University of Richmond received an
internal $3,695 grant from P.E.T.E. [the Program on the Enhancement of
Teaching Effectiveness] for a two-day training workshop for the entire
faculty of the department and assistant teachers (drill instructors) in our
accelerated and traditional lower-level language courses. With this grant,
we were able to bring professors John Rassias and Micheline Lyons, both
of Dartmouth College, to our campus for an in-depth training program.
With a complete teaching staff of 28 in the department and with
approximately 42 assistant teachers (drill instructors) in attendance, both
groups worked closely together for the two days.

The Office of Foundation and Government Grants. Many schools
have an office that is responsible for initiating, coordinating, and directing
proposals to foundations and government agencies, particularly those
organizations created to assist academic programs and faculties. The
director of such an office is trained in grantsmanship, i.e., the writing of
grants according to specified guidelines. These grants include, among
others, NEH and Rockefeller grants for summer study.

Institutionally-budgeted Travel Funds. The department head/chair
is often in charge of allocating institutionally-budgeted travel funds.
Travel to professional meetings is a primary source of professional
renewal and rejuvenation. However, with the current economic situation,
budgetary cutbacks have greatly reduced such travel funds, and when
available, they most often prove insufficient in view of the escalating cost
of travel, food, lodging, and registration fees for conferences. It is
essential, nonctheless, for the institution to make a financial commitment
for its faculty to attend and participate in professional meetings. It is the
job of the head/chair to make certain that travel funds are allocated
equitably to those who request them, insofar as such allocation is
financially feasible and practical.
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It is clear that the department head/chair is a resource person for
his/her faculty, encouraging them to apply for both internal and external
grants, for the appropriate leaves and released time, for participation in
developmental programs both on and off campus. But the department
head/chair should also be an initiator, even an instigator, by setting up
periodic staft development opportunities for the faculty. He/She should
share, with the appropriate faculty members, information relevant to staff
development that crosses his/her desk. The chair should especially
encc  we sharing among departmental colleagues. In an informal
con  tion, one colleague said to another: "Isn’t it a shame that you
travel all over the country and abroad presenting workshops and helping
others, and none of us here has ever heard what you have to say?" The
sharing and exchange of ideas among colleagues are enormously impor-
tant in maintaining the morale factor of the faculty, as well as in
illustrating the importance of on-going faculty development. It is also a
very healthy activity.

One primary opportunity for staff development is strategic planning
that often takes the form of a periodic self-study. Such an occasion
forces the faculty to question its very essence. Are we effectively doing
what we claim to do? If not, what can we do? How can we change to
make our program(s) even more effective? This internal soul-searching
leads the faculty to carry out a significant amount of research on what is
going on at other schools and in the profession at large. The obvious
goal of such a self-study is to review the department’s current activities,
to effect changes in program(s) where needed, and to develop plans for
the future.

There are many questions that can be asked in a self-study, questions
that are relevant to the department’s particular program goals, to the
curriculum that reflects those goals, and to tcaching in this specific
discipline. We should also question our methodological and pedagogical
emphases, taking into consideration the characteristics and interests of
both the students and the faculty. We must not lose sight of the fact,
however, that our very raison d’étre is our students.

Individual faculty members are expected to continue to develop
throughout their career. In fact, the very nature of the teaching profession
is also that of constantly learning. The longer faculty members teach, the
more difficult it is to keep in the proper perspective the amount of work
that they demand. It would indeed be a challenge to established faculty
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members to enroll in a beginning-level language class and to face the
fear, trepidation, and insecurity of the rest of the students in the class.
How quickly we lose sight of the novelty of our classes: learning our
class content is a fresh activity for new groups of students each semester,
but teaching the same course has become a repetitive routine to us.

The department head/chair must assume that all faculty have a strong
motivation to continue to develop throughout their career. He/She must
also realize that such is often not the case. There are indeed occasions
when the head/chair of a department should step in as the initiator of staff
and individual development. He/She must clearly understand the situation
in which each of the three faculty groups mentioned above finds itself.
Each of the stages of development of the faculty has its own ruts,
particularly in stages 2 and 3, but there are also potential dangers in stage
1. Ruts begin as a series of behaviors that become established throughout
one’s career. They are created on a trial-and-error basis. Some prove to
be impractical; others lead us straight toward our goals. In the latter case,
ruts can be good, provided the ruts do not get too deep. They provide a
path to follow, a path that we hope leads to success in the Classroom.
When the ruts get too deep, one can either create new ones, or slowly but
surely transform them into graves.

Creating a new path is exciting and challenging. At the beginning
of this chapter is listed a group of six key words that help define what is
meant by staff development: retooling, rethinking, revising, reviewing,
renewing, and rejuvenation. We can become rejuvenated in our teaching
careers if we make a concerted effort to avoid creating and maintaining
ruts that are too deep. Just as each semester’s group of students views
our classes as new, so should we strive to make them new for ourselves.
How? Retool. Rethink. Revise. Review. Renew. Rejuvenate.

NOTE

'Debra E. Blum, "Colleges Urged to Prepare for a Gap Between Young and
Old Professors,” The Chronicle of Higher Education 28 Feb. 1990: A22.




CHAPTER 1 2

Coordinating Foreign Language
Graduate Teaching Assistants

Spurgeon W. Baldwin

University of Alabama, Tuscaloosa

In a "Chairperson’s Primer," it seems appropriate to approach the
subject of coordination of graduate teaching assistants (GTAs) from a
broader institutional perspective, and therefore this essay will not have as
its purpose merely to give the outline ¢f a "how to" manual. I will also
devote some attention to the function of the GTA instructional system
within the context of the university.

First, a brief description of the typical program: Newly accepted
graduate students, most often with no previous experience as classroom
teachers, are granted teaching assistantships. The graduate school or the
department conducts a brief orientation, a crash course in pedagogy, and
then sends the students off to class, where they follow a pre-established
syllabus, which not only gives a step-by-step prescription for the conduct
of the course, but fixes the basic components in the grading system. New
assistants may be required to attend an ongoing practicum, during which
they continue to learn the elements of pedagogical theory and its practical
application and are coached through the course syllabus. They are given
instruction in the principles of testing, and they in time participate in the
composition of common examinations, as well as in the subsequent
grading process.

In actual practice, some of these elements may be missing, or they
may be put into practice in a perfunctory way. In spite of iustitutional
provision for supervision, "TAs are virtually in contro! of their individual
sections” (Azevedo, 18). It scems appropriate to remark at this point that,
in putting brand-new graduate teaching assistants in positions of virtual
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autonomy in the classroom, the university places its accreditation in

possible jeopardy, for accreditation standards not only call for supervisory

procedures, but also they typically exclude graduate assistants from the
classroom until they have taken a significant number of graduate courses.

There are some programs in this country which do not allow new M.A.

students in the classroom until they have had a semester of training,

including a methods course and practice teaching, but in many institutions
new graduate students are immediately pressed into service.

- The use of gradua = students to teach elementary language is not
a new phenomenon, for it was fairly widespread by the 1930s. With
what might reasonably be called a "boom" in higher education following
World War 11, there was pressure to meet increased demand for language
instruction. Such increased demand inevitably attracted graduate students
in relatively large numbers. With a perhaps inevitable decline in the
traditional intellectual ideals associated with the Ph.D., creating in the
Ph.D.-holding university faculty a growing impression of the inferiority
of these neophytes and a growing psychological gulf between the ideals
of high intellectualism and the banalities of language instruction.

In the early stages of the "boom," elementary language instruction
was simply delegated to candidates for higher degree, who were given a
textbook and sent off to class. This system was to some extent viable,
based on the presumption that the regular faculty were mentors for their
graduate students on an individual basis, not only iz nursuit of advanced
degrees but in their language instructional duties, but the situation grew
out of hand with the mushrooming of the language instruction compo-
nent, the proportions of which soon led facuities to the conclusion that
some sort of "coordination" was needed.

It was inevitable that the duties of coordination should be assigned
to that member of the "regular" faculty judged least capable in and
inclined toward "normal” scholarly activities. This person, also inevi-
tably, became a victim of further polarization. As time passed, coordina-
tion duties were routinely assigned to new, untenured faculty who not
only were not accepted on equal footing with the rest of the faculty, but
who were to find it increasingly difficult to attain equal status, precisely

’ because of the burden of their administrative assignment, with heavy
dutics which tended to guarantee the non-achievement of higher intellec-
tual distinction,
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In the isolated language instructional environment there began to
develop the idea that intellectual distinction in language instruction was
indeed possible, i.e., those charged with administration of the elementary
language programs began to develop a self-image of professional
respectability. The students themnselves began to see it no longer as
merely a way to be able to eat while they climbed the ivory tower, but
as a legitimate professional goal in itself, and the university began to
perceive that graduate study must prepare students not only for high
intellectualism as professors in institutions of higher education, but for
elementary language teaching as well. The result has been that the ivory
tower syndrome probably no longer predominates in this country’s
universities, but there is nevertheless a perception that is still widespread,
that its goal is to "train intellectuals, not professionals,” and that it fails
to prepare students for the "real world" (Van Cleve, 18).

The isolation of the pedagogical specialist has resulted in an
adversarial relationship within the faculty environment; while traditional
Ph.D. faculties have had to recognize the necessity of supervisors for
language instruction, they have often denied to these specialists any
measure of intellectual respectability. Such disdain has provoked
acrimonious irdignation (Lalande, 15-18).

The rising curve of primary training in pedagogy thus intercepts the
descending curve of faculty esteem. Under these circumstances we can
make two gencral observations: having relegated elementary language
instruction to inferiors, the “"real” faculty then adopt the position that the
level of language proficiency attained by the students is also inferior, and
conclude that pedagogical specialists have no legitimate claim to
respectability if they cannot produce a quality product. All of this is
patently self-fulfilling.

The polarization in the regular faculty is also secn in the graduate
student population. Again, there are two scenarios. In one of these, the
graduate teaching assistants, while obliged to perform language
instruction in order to suppoit themselves, do so with a certain level of
detechment and disdain, as they gravitate toward the high intellectual
tasks expected of them. At the other end of the spectrum and driven by
the monumental instructional obligations, high intellectualism is
eschewed, little attention is paid to original inquiry into literature or
linguistics, and M.A. theses and Ph.D. dissertations are conceived in a
much more mechanical way, all of which militates for graduate programs
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designed to produce a “professionally trained” product for the “real
world." Fortunately, not all of those who address the reality of
professional training have such a one-sided point of view. In this regard,
see Milton M. Azevedo’s "Professional Development of Teaching
Assistants; Training versus Education" for a thoughtful consideration of
professional training not as an end in itself, but as part of intellectual
education at the highest level (24-26).

In our discussion of the coordination of instruction in elementary
language we are never talking exclusively about graduate teaching
assistants, for in most, and maybe nearly all, institutions the number of
qualified students in the language department’s graduate program is not
sufficient to meet all instructional needs, especially if the institution is
both large and possessed of a broad requirement in the foreign languages
for all undergraduate students. In this situation the elementary language
instruction is carried out in part by bona fide graduate teaching assistants
with pedagogical qualifications in the language, but also by graduate
students (often native speakers) from other departments in the same
insttution, and by a sometimes small, sometimes large, cadre of
temporary instructors, persons with a wide range of professional
qualifications who have one thing in common: they are tied to the
community by personal circumstances. While some of these people may
display impressive academic credentials and professional dedication, on
the other end of the continuum there are also temporary instructors with
minimum to adequate qualifications and adequate to zero professional
dedication. As a last resort, when competent instructors can no longer be
found in the three categories identified above, undergraduate native
speakers from the language department as well as from other departments
in the university may be pressed into service. Considering all of this, the
task of coordination becomes much more complicated than it may seem
at first glance.

There is a serious philosophical problem with regard to campus-
wide language requirements (not with the existence of the requirements,
but with the degree of intellectual rigor demanded in the execution of ine
policy): if language study is required of all students, what level of
competence can we reasonably demand and not bring down on ourselves
the collective wrath of the rest of the institution? Do we simply lower
standards, and everyone is happy, in the same way that certain (usually
humanistic) courses come to be known as "easy," and attract hundreds of
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indolent students to large lecture halls?
educational disaster.

The language department may find it easier to identify than to live
up to objective standards. In order to staff the elementary language
classes, there is real pressure to attract as many students as possible to the
graduate programs, and it is equally obvious that this is a factor not only
in the quality of the elementary instructional program, but in the quality
of the graduate program itself, its rigor and intellectual standards. On
campuses with broad foreign language requirements, I know of very few
graduate programs which can claim that the number of fully qualified
applicants is excessive.

Even if we view the intellcctual trajectory in the area of language
instruction and its theoretical foundations in a positive light, we run the
risk of putting the students whose elementary language training has been
carried out according to the independently developed methodology and
standards (whatever the methodology’s virtues may be) in a difficult
position, for they have to make what is sometimes a quantum leap from
clementary language training provided by the pedagogues to upper-level
studies which are the purview of the "real” faculty. There is a persistent
opinion among upper-level faculty that students do not acquire the
language skills needed for upper-level work. The literature faculty
continues to expect of the students (or indeed expects more and more)
linguistic precision ard sophisticated reading ability, while their classes
may have emphasized the ability to understand the speken language and
express oneself verbally, to achieve "cormmusication” which is the goal
of contemporary methodology.

The solution is simple cnough to formulate: to make sure that
student linguistic achievement matches upper level expectations and that
these expectations are reasonable, it is in a department’s best interests to
foster the liaison between faculty charged with the clementary language
program and those who do literature. The second year is the crucial
transition period, wherein the final basics of the language are meshed
with preparation for advanced study in culture, linguistics, and literature.
Every effort should be made to have full faculty input here, and it might
even be that clementary language instruction can take on a special
character, to the extent that the voice of the literature and linguistics
faculty is heard. Just as seminars and discussion groups on linguistic and
literary topics are a regular feature of upper-level programs, similar
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activities dealing with pedagogy and the exploration of pedagogical
problems, especially those related to advanced study, should also take
place.

Against this varied background, let us now consider some of the
problems associated with putting elementary language instruction on a
broad scale in the hands of graduate teaching assistants:

1)  Leaving aside the often minimal intellectual formation of the
beginning GTA, one of the main problems is youth and
inexperience, often reflected in a tendency te think and act as one
of the students, rather than as a professionally trained mentor.
Failure to establish an appropriate professional environment in the
classroom may have disastrous consequences if, in a too-informal
atmosphere, personal relationships develop between a young
teaching assistant and a student: we can say categorically that such
relationships are detrimental to proper professional conduct of the
class, and if the relationships turn from serious to sour in what is
properly called a "power" situation, the conditions are ripe for
possible sexual harassment.
2) In an environment with built-in potential for conflict
between obligations as classroom teachers in elementary language
and pursuit of more lofty academic goals, much depends on a
positive, collegial attitude, and among the graduate students there
are always some who offend the cooperative majority by failing to
approach their duties in good faith., The department chair must
above all be vigilant, for things will only go well through the
combined efforts of all those involved, and without a determined
pro-active spirit of cooperation, the program may be seriously
impaired.
1) A related problem arises from the failure of certain GTAS to
achieve an acceptable level of professional responsibility and
dependability (for example, missing class with the same
insouciance they had sometimes shown as undergraduates). This
kind of unprofessional attitude is often a by-product of intellectual
disdain for ianguage instruction and the supervisor.

4)  FEspecially in larger departments, where literally thousands

of students are given elementary language instruction each

semester, the scheduling problems involved in dove-tailing teaching
responsibilities with academic programs are immense. In these
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circumstances, priority must always be given to the GTA’s aca-
demic program, and the temptation to resolve difficulties based on
scheduling expediency must be resisted.
5) Graduate students from other departments may have limited
opportunity or inclination to participate fully and energetically in
the language instruction program. They will sometimes tend to
regard it as a job, a burden to be borne in order to be able to eat.
A low level of dedication may be a more severe problem in the
case of the temporary instructor. In the case of graduate students
from other departments, the pressures of their own academic pro-
grams may reduce their effective dedication to the pedagogical
program in language, but if they perform at a less than satisfactory
level, the institution has at least some form of direct control over
their destiny. If they do not perform satisfactorily as TAs, there
may be repercussions in their own programs of study, not the least
of which would be the loss of a tuition waiver. On the other hand,
an otherwise unattached temporary instructor, having no such
institutional ties, and often burdened with incompatible responsi-
bilities elsewhere (such as another job), is someone over whom we
have only the most tenuous control, and that person can cause
serious harm if he or she performs poorly and then abandons ship.
6) If there is a shortage of qualified instructors, to yield to the
temptation to allow GTAs to teach a heavier load (with parallel
and obligatory reduction in the amount of graduate work which can
be taken for credit) delays progress toward a degree not only in
that it will take longer to fulfill course work requirements, but also,
by providing a significantly larger stipend, may tend to make the
teaching assistant more comfortable economically and as a result
less diligent in pursuit of the degree. A related danger lics in the
creation of an impression of favoritism among those instructors
who are not asked to teach more (and consequently earn more).
On the other hand, there are legitimate rcasons for differential
duties connected with providing the graduate with a variety of experience.
While there may be little opportunity for variety in a graduate program
which offers only the Master’s degree, the case is different with those
programs which also offer the Ph.D. For the post-Master’s student, the
opportunity may—even should—be provided to take on a more organic
role in the program through participation in the administration of the
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elementary language program and through a variety of teaching
experiences, including even third-year language and the introductory
courses to advanced study in linguistics and literature. There are
compelling arguments in favor of such advanced Ph.D. students receiving
differential stipends, but we should always remember that this also runs
the danger of creating an impression of favoritism. In my view, the
advantages outweigh the disadvantages.
lct us now turn to the program itself, and first of all its
meshodology: a paradox of the era of mature teaching methodology in
the foreign languages is that, while the field has developed for itself an
impressive level of professionalism vis-3-vis its own scholarship and
publications, the practice of subjecting the tangible results of language
instruction to national achievement norms has to a great extent been
neglected. Such standardization seems to me essential for two reasons.
First, the validity of the method needs to be tested in the laboratory,
which is the classroom, and against the experimental control represented
by the national norms. The first and most obvious objective is to
establish the credibility of our programs, but we should also note that
through accurate analysis of national norms, on-campus practice, and the
situation in the secondary schools, we will be able to institute effective
placement procedures for appraisal of previous language study and
integration of students from the secondary schools (as well as those who
transfer from other colleges and universities) into our instructional
programs. Liaison with the education college and with the secondary
schools and their teachers is crucial if we arc to maximize mutual
awareness of level of accomplishment and subsequent expectutions in the
university environment. !t is important to recognize that this is not just
some kind of fuzzy-headed ideal. Consider for example the concrete
question of whether the subjunctive is taught in a two-year high school
program; because in practice it sometimes, and even often times, is not
taught, and lcaving aside the question of whether it should be taught or
not, the university, for proper "articulation,” needs to know. Through
such liaison, we will accomplish three goals: we will 1) learn what is
actually going on in the schools; 2; coordinate high school and university
language programs; 3) help bring to the teachers in the schools the latest
methodology.  The point should also be made here that the latest
methodology is in large part precisely what the best teachers in the
schools are actually doing. We must never assume that the relationship

121




Graduate Teaching Assistants 113

between secondary school and university knowledge flows in only one
direction: it is clearly a two-way street.

A word of caution with regard to a methodology which tends to
require in the teacher both near-native competence and a firm method-
ological foundation. [The instructor] "must have both a near native
command of the target language and a sound theoretical understanding of
its synchronic and pragmatic aspects” (Azevedo, 19). There may be
compelling reasons for modification of the method in the real world of
elementary instruction by graduate teaching assistants. The average
beginning graduate student may have neither the linguistic competence
nor the theoretical underpinning to achieve the more ambitious goals of
the method. While I would not advocate a return to the practices of the
past, it will sometimes produce better results if the method is based on
thoughtful distillation of the language as used by a native into some kind
of elixir which contains a large dosage of some of the essential elements
which make up native competence, organizeu in such a way that the less-
than-native, less-than-thcoretically-sophisticated classroom teacher can
effectively deliver the goods.

The "real world" which one enters on completion of a graduate
degree in fact lies somewhere between the extremes of ivory tower
intellectualism and the hard facts of teaching undergraduates, especially
freshmen and sophomores; the most common situation in Academe is a
complicated amalgam of features from both scenarios. It seems to me
that we can make progress in bhoth pedagogy and in traditional
intcllectualism, and that to adopt a policy of complete adherence to the
onc or the other is a mistake,

In order to achicve other goals, we nced to do two things: broaden
the traditional belletristic program (o give added emphasis to cultural
consideration (while language pedagogy has made its mark, a movement
toward emphasis on broader cultural studies in doctoral programs is still
in an embryonic phase) and institute alternate tracks, certainly at the
master’s level, but also in the doctoral program, designed to train teachers
for the schools and junior colleges, and not just for high-powered
tcaching in colleges and universities. To do this most clfectively, we will
have to learn to foster relationships with the College of Education. A
number of graduate  programs around the country alrecady have
incorporated such pedagogical tracks into their programs, not only at the
master’s level, in the form of what is commonly called a Master of Arts
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in Teaching, but also in more advanced programs leading to the
doctorate.

These programs should be configured so as to maintain 2 careful
balance between professionally determined methodological standards on
the one hand and helping the teaching assistants toward optimum
development of their own skills on the other. Technical competence is
without question a requisite, but a teacher must also have a strong sense
of awareness of student needs and concomitant responsibility for their
welfare. Out of this sense of responsibility a GTA may develop a high
level of intensity and rapport with the class, and there is 2 degree of
danger in imposing methodological orthodoxy if it inhibits development
of the traditional human values of the dedicated teacher. Supervision and
mentoring should have as their purpose not only the correction of
methodological error, but giving the teaching assistant the advice and
counsel needed in the formation of the sense of dedication which is the
heart and soul of what Gilbert Highet described as "The Immortal
Profession."
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CHAPTER 1 3

Long-Range Planning:

Crisis Intervention and

Putting a Troubled Department
Back on Course

Charles M. Tatum

University of Arizona

I have just begun my second five-year term as head of a
department that, until recently, was known throughout the profession as
a pariah. 1 would like to share my perspective on the reasons 1 became
interested in the position six years ago and to offer some thoughts on
how a once very sick organism is now well on its way to recovery. What
follows is not intended to be self-serving or self-congratulatory, but rather
is meant to describe one of many possible models of how a department
chair or head might go about exercising positive leadership in a troubled
department in order to help put it back on course.

In 1987, 1 accepted the headship of a department that had been
chaired by eight different heads in the preceding thirteen years, that had
twice been placed in receivership, and that had been characterized by a
university evaluation committee in the most negative terms. Family,
friends, and colleagues typically reacted with astonishment and disbelief.
"Why," I was asked, "had I of my own free will left a secure and tranquil
administrative position at a smaller institution to venture forth into an
area of danger and uncertainty?" [I'm sure that many who knew me
suspected that too many readings of Don Quixote had tipped my reality
scale into the fantasy and delusion zone.

In retrospect, my answer today to their puzzlement is not
significantly different from my response then. It would be grandiose to
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say that I accepted the challenge because "it was there," much like a
mountain climber climbs an iceberg or an ultradistance runner goes a
hundred miles over hill and dale. But at the same time, I probably had
a closer affinity with such types than I was willing to admit at the time.
The challenge of taking on a task that would draw on my best and
deepest resources as a person and as an administrator was probably the
single most important factor in accepting such a difficult assignment.

If anything, however, I underestimated what such an administrative
position would require. I was convinced in 1987 that a department that
had engaged in several virulent forms of self-destructive behavior for over
fifteen years could be salvaged, could be put back on the right track. I
remain optimistic, although my idealism has now been considerably
tempered by a heavy dose of reality based on several difficult years of
eye-opening and sometimes confidence-shaking experiences.

Any individual contemplating the headship of a department beset
by serious problems should, once his/her sanity has been examined and
determined to be reasonably intact, seek answers to the following
questions: How long has the department suffered from its troubles?
What, in general. is the nature of its problems and how serious are they?
What specific factors have contributed to the creation and persistence of
its ailments? Why have other department heads failed to exert positive
leadership? How committed arc current department members and the
dean and other university administrators to supporting a protracted
treatment of the department’s ailments? How committed is the
prospective department head to guiding a frustrating and often torturous
process toward a long-range solution?

Like most long-term illnesses that afflict individuals, an ailing
department’s problems have probably taken at least several years to
develop. The nature and gravity of the problems may have resulted from
a number of factors, both internal and external to the department,
including unwise hiring decisions involving difficult or unproductive
faculty members and staff, lack of institutional support, an inherently
politicized atmosphere resulting from a university’s specific sociocultural
circumstances, and the response of the university and departmental
members to these circumstances. The department I have chaired for over
five years had heen perceived by the city and state’s Hispanic community
as antithetical to and disrespectful of its culture and history.

125




Long-Range Planning 117

Once an aspiring head has obtained rather complete answers to the
above questions, he/she should dvtermine the degree of change that is
reasonably possible and the corresponding role of the head in bringing
about such change. In other words, one department may require
immediate crisis intervention followed quickly by a series of personnel
and other decisions while another may need the firm hand of a
benevolent but determined head to calm troubled waters and oversee a
process of more gradual change. Ultimately, each individual must decide
if a department’s particular needs fit his/her personal style and
administrative priorities. Anaggressive, take-charge head would probably
not be appropriate for a department in need of calm, steady direction; a
more cautious head would be better suited to provide such administration.

During an information gathering phase and well before I accepted
the headship, I spoke to numerous colleagues in the profession. They
were an excellent source of information and insight. They told me, for
example, what the general perception was of the department as a whole
and whether individual faculty members were perceived to have either
contributed to the unit’s ills or to have maintained a high degree of
professionalism. Former graduate students were also a useful source of
information; some of them had suffered the consequences of survival in
the department’s trenches during its worst years.

attempted with some success to determine the department faculty
members’ teaching effectiveness and their scholarly reputation. I also
requested documents such as the department’s long-range plans, its
promotion and tenurc guidelines, its annual performance review
guidelines, minutes from faculty meetings, and a recent university
committee’s evaluation of tie unit. This and other information were
essential to me in determining how sick the unit had been as well as the
nature of the illness. The information gathered painted an overall bleak
picture of the department during the past ten to fifteen years, yet at the
same time I knew that I was fortunate in that many individual faculty
members enjoyed fine reputations as scholars and teachers. Knowing this
made easier my decision to accept the headship.

It was also helpful to know about the ratio of tenured to non-
tenured faculty members and how the former group may have influenced
the department’s collective behavior. My future department was top
heavy with senior professors who had played a dominant role in deter-
mining the unit’s policics, practices, and behaviors. It was thus important
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to ascertain how close certain individuals were to retirement and how
much flexibility I was likely to have to make new hires on both a short-
term and a long-term basis.

Faculty members with strong opinions and sometimes unpieasant,
overbearing personalities are endemic to academic departments every-
where, but healthy units have learned to adapt and accommodate such
individuals and their scmetimes idiosyncratic behavior without letting
them obstruct growth and progress. Unhealthy departments, on the other
hand, have not learned to prevent these individuals from setting the unit’s
agenda, determining its course, and dominating its decision-making,
including the hiring of new faculty. Unfortunately, my department fell
into the latter category.

Fortunately, at the time I negotiated my department head contract,
I was able to securc the administration’s assurance that I would be given
two new faculty lines and that I would be allowed to hire on all vacant
lines. As a consequence, the department was able to hire six new
assistant professors in four years. This infusion of new faculty members
served to alter significantly the department’s critical mass, a factor which
made possible a change in the general atmosphere of personal and
professional interactions. It also made collective decision-making
considerably smoother. Initiatives such as undergraduate and graduate
curricular reform were thus able to go forward after a few years,

Early on in my tenure as a new head, it was important for me to
make contact with administrators, fellow department heads and program
directors, and community leaders to hear what their perceptions were of
the department and then to begin to dispel what was largely a negative
image. It helped to establish links with other academic units on r ampus
and to begin to cooperate on joint ventures ranging from shrsing the
expenses for outside speakers to planning for interdrpartmental
programmatic cooperation. Linkage with other aduunistrators and non-
departmental faculty members helped to identify myself as a person
interested in the department’s future and not its past. It also helped to
create extradepartmental opportunities for the department’s faculty
members and students, Underlying my outreach activities was my strong
belief that the sooner my department turned outward towards productive
academic and professional pursuits the better off it would be. My hunch
was that it had become increasingly isolated and turned in upon itself
over the past decade, a position that encouraged stagnation and insularity
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and discouraged the initiation of exciting intellectual pursuits and projects
across campus and in the community. My contact with key campus and
community leaders also afforded me many opportunities to give positive
progress reports, to brag about my department and its new image, and to
garner support for its programs. Such contact helped to deal quickly and
effectively with a seriously eroded credibility gap that had developed over
the past decade. I found that after a couple years of intensive contact
with administrators, students, faculty members on campus, community
leaders, and colleagues elsewhere, the department began to shed its
infamous reputation as a quarrelsome and fractious unit.

After almost a decade in academic administration, I am convinced
that department heads and other administrators are often assigned a
parental role by those with whom they work. This is especially the case
in a dysfunctional unit where previous heads may have encouraged an
unhealthy relationship of dependency between themsclves and others in
the department. Soon after starting my new position, I visited with a
steady stream of faculty members, staff, and students, many of whom
brought me complaints and real and imagined grievances involving
celleagues or co-workers. While a few were serious and demanded my
intervention, the majority of their complaints were suspiciously similar to
those of sibling rivals in a large family. As they had probably done with
my predecessors, department members were attempting again—albeit
unconsciously—to assign me a surrogate role of a castigating parent upon
whom they could call to punish an offender. I made a concerted effort
to respond to such situations by emphasizing the importance of mature
behavior. For example, I strongly and consistently encouraged faculty,
staff, and students to deal directly with those against whom they had
made a complaint in order to work out mutually satisfactory solutions.
I considered it appropriate and helpful to teach healthy behaviors by
modeling them in much the same manner that a counselor might model
such behaviors to a group of teenage children in a dysfunctional family.

In the wide varicty of interpersonal transactions in which I have
been involved in my capacity as department head, I have found it
comforting to refer to advice offered (facetiously, I'm sure) by a widely
experienced administrator at an ADFL Summer Seminas for department
hcads a few years ago. I remember vividly the moment in his
presentation he put down his prepared remarks, looked at us neophytes
intently, and said, "If you want the sccret to success as a department
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head, write down the title of the management book that’s going to see
you through thick and thin.” We then dutifully jotted down the title of
the department head’s bible, the key to our success: PET—Parent
Effectiveness Training. We all laughed as he then explained with mock
seriousness that if one could successfully parent a rebellious two-year old
child, one could certainly learn to deal with any angry, obstinate, or
recalcitrant faculty member, staff, or student.

As humorous as the thought was at the time, the principles
embodied in PET, the guidebook that has calmed the fears and
frustrations of thousands of bewildered parents, have served me well over
the years. I have found that in many cases individuals, rather than
seeking a solution, simply want to experience being heard. The active
listening techniques described in PET have been invaluable to me in these
situations.

Another useful tenct of lay psycholngy revolves around the
affirmation and rewarding of productive behavior, specifically the ways
in which an individual has contributed to an overall sense of departmental
cooperation and mutual respect. The corollary of this tenet is to ignore
or at least to give little encrgy or recognition to behaviors that foster
recrimination, suspicion, and distrust. For example, one faculty member
had become accustomed to taunting others in faculty meetings, provoking
them into reacting to his taunts, and thus transforming meetings into
chaotic exchanges of insults. Obviously, very little productive discussion
and decision-making went on in such meetings. As a new department
head, I have tried to model a healthy and mature response to such
taunting behavior by giving it little energy, that is, by not allowing my
self to be hooked by the individual into his childlike game. I found that
after a few meetings, he stopped the behavior simply because nobody was
any longer reacting to it. Thus, positive, productive behavior was
rewarded while nepative, destructive behavior was ignored or at least not
given undue attention. Faculty members thus learned that they could
engage in intense discussion, disagree passionately, and yet not be
inappropriate in their behavior toward each other.

New department heads sometimes fall into the trap of believing
that they can, through their intervention, caring, aud concern, change an
cmotionally troubled faculty member’s personality. It is wise to leave
such illusions behind as one begins to deal with difficult individuals who
have had decades to develop their negative sclf-concept and warped view
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of the world. The best one can reasonably hope to achieve with such
individuals is a modest degree of behavior modification so that they can
begin to behave appropriately and productively in the work place. A
realistic view of the human psyche has helped me distinguish between
faculty members who need encouragement and support to become more
professional and those who may suffer from some form of neurosis or
even psychosis well beyond my control and expertise. I have regularly
referred those who fall into the latter group to professional counselors on
campus. (Most universities now maintain programs to assist faculty
members, staff, a:d students to take care of their mental health needs.)
While I have tried to remain compassionate and available to individuals
who are obviously in need of support or a kind word, I have been very
careful to avoid venturing into situations I was not professionally trained
to handle.

Despite my best intentions, I found that after a few years of dealing
day after day with a host of large and smail problems ar.d crises, I began
to question my initial resolve as a department head. I also was suffering
from some classic symptoms of stress including a short fuse and
interrupted sleep patterns. I was plagued by doubts. Could I stay in the
headship for the duration of my five-year term? Had the department
made any real progress during the past few years? Were additional
sacrifices of my own scholarship worth it? Did I really want to face
going to the office day after day? Why had I done this to myself? Were
those who had doubted my sanity years earlier right after all? Battle
fatigue had clearly begun to take its toll. It was time to reassess, to
develop a long-range strategy.

I offer the following suggestions to those who are themselves
prospective or current heads of troubled departments.

1) Avoid falling into Manichaean traps. Leave easy divisions
between good and evil to clergy and politicians.  Remember that
the best, most productive people in your department sometimes
behave inappropriately and err in their judgment and that others,
whom you may have dismissed as unprofessional and unproduc-
tive, can change. Be open in your perceptions of others.

2) Do frequent reality checks. Are you losing your objectivity?

Have you, too, become infected by the collective pathology of the

department with which you have tried to contend?
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3) Maintain a proper balance between your administrative
responsibilities and priorities and your own scholarship. For
professional as well as intellectual reasons, it is essential to remain
current in your field. Although it may not be practical to plan to
finish a monographic study, it is important to continue to read,
give conference papers, and publish.

4) Monitor your health and take good care of yourself by
taking vacations and shorter breaks and by maintaining a regular
recreational schedule. An administrator’s life is highly structured
with endless mectings and other commitments. It has been
important for me to put into my work week unstructured time and
to vary, whenever possible, the routine of a ten to twelve-hour day.
I frequenty schedule working days at home to write reports,
prepare my class, and occasionally read in my field. While I am
available by phone to deal with crises or answer urgent questions,
I have at least changed the physical work setting, allowing myself
to return refreshed to the office the next day with a sense of
accomplishment. Relatively uninterrupted time for research and
writing has given me an incentive to commit myself o department
administration over a long period. Oh, yes. I forgot to mention
that at home the microwave and the refrigerator are only a few
steps away.

S) Don’t take yourself too seriously. Maintain your sense of
humor. Try to keep your ego out of the daily transactions with
deans, faculty members, staff, and students. Introduce some levity
into personal transactions and departmental meetings, but
rigorously avoid sarcasm and offhand comments that might be
offensive to others. Idress up in disguises on Halloween as a way
of modeling a healthy sense of humor. The office staff and most
faculty and students seem to respond positively; others, however,
are probably confirmed in what they had suspected all along: that
I have gone off the deep end.

6) Avoid developing a messianic complex. You are not the
only one who is equipped to do the department’s essential work.
Share responsibility judiciously with colleagues on whom you can
rely. Let them know that you both trust and depend on them to
follow through with their commitments. Emphasize to the faculty
as a whole that they have a collective responsibility and role in the
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ultimate success or failure of the department’s goals and mission.
Remember, you as a department head can facilitate a process that
will allow them to achieve their collective goals, but you can’t do
it without their help.

7)  Don’t try to write the perfect memo. Meet essential
deadlines and complete the important tasks that keep the
department running from semester to semester, but keep in mind
that you can’t physically deal with all the requests and demands
that come across your desk. Learn to prioritize your tasks.

8)  Finally, don’t become wedded to the position of the
headship. It is immensely comforting knowing that my sense of
self-worth is not tied to the position. Learn to recognize when you
have overstayed your visit, when you are becoming pari of the
problem and not part of the solution. If you find yourself
becoming increasingly irritated and resentful, systematically
avoiding <ontact with faculty and students, and coming to the
office later and leaving earlier, it’s probably time to tell the dean

you’re ready to move back into a regular faculty position.

Wouldn’t that be nice? All you have to worry about is teaching
your classes, mentoring your students, writing your book, and . . . and
dealing with the new department head who wants you to chair a search
committee, start a fund drive, revamp the graduate curriculum. . . . Good
luck!




CHAPTER 1 4

Chairing the Small Department:
Or When You’re the Only One

Carol Ebersol Klein

Beaver College

A "small" department can range from one person who teaches all
forcign language classes in a small coi'ege to one person who supervises
a few other instructors. usually offering more than one foreign language.
My situation is another alternative: I am the only tenure-track person
who chairs eight to ten adjunct instructors. Taken seriously, the
chairmanship of a small department is at best difficult and time-
consuming, and it often brings few immediate rewards. Nevertheless, it
can he a tremendously rewarding experience to interact with others in
your field and, often more importantly, with people in other academic
areas. If only for survival, you have to be able to work efficiently, get
the most out of people with the least effort possible, and collaborate with
faculty in other departments in order to form important alliances for
collcge issues. What follows are general principles that 1 have
established and examples from my own experience that can be useful for
other chairs of small departments to help make the job rewarding and fun.
Yes, fun; maintaining a sense of humor and not taking yourself too
seriously are among the basic requirements for survival!

Generallv speaking, chairs of departments of up to five full-time
imembers have the same functions as those of larger departments.
Frequently, however, the college administration assumes that because we
have fewer people to supervise, we have less work and therefore require
less college support. It is not uncommon for the chair to carry a standard
teaching load and to carn little or no additional salary for additional
administrative dutics. The arcas of responsibility are numerous, and the
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detail work is endless. If we’re not careful, we can be overwhelmed and
feel overburdened. At my college, for example, in addition to teaching
a full three-course load per semester, my administrative responsibilities
include scheduling and supervising of instruction in Spanish, French,
German, Italian, and Japanese; authority for the departmental budget;
representation on college committees, particularly pertaining to
international issues; recommendations for hiring and reappointments,
including salary increments; record keeping and correspondence; adult
and student staff supervision; curricular initiatives; coordination of
auxiliary units (language laboratory, foreign study programs, honor
socicties, clubs, etc.); development, scheduling, and grading of placement
examinations; student advising; textbook and library orders; and
preparation of departmental annual reports.

To a certain extent, smaller departments are easier to manage
because we have fewer people to deal with, but unfortunately, much of
the .eporting and administrative tasks are the same, regardless of
numbers. The main problem is that you wind up doing all of the work
yourself, whereas in larger dcpartments you can rely on staff and
colleagues to share tasks. At Beaver College, since the faculty secretary
serves six departments in addition to other duties for the administration,
chairs do all of their non-routine work and handle calls and
correspondence. It is common in small colleges, particularly, to have a
division secretary who can be counted on for some, but surely not all,
correspondence and paperwork.

It’s a juggling act, at best. For most faculty, teaching and research
are enough to keep them busy. In addition, chairs of small departments
have few people to share the administrative load. How can they possibly
manage to accomplish these things and in addition be effective
department chairs? It can be an enjoyable challenge or an unsur-
mountable burden, depending on how one approaches the situation.

Upon assuming the chair at Beaver College, 1 realized that I could
very easily spend all my time doing administrative and teaching duties,
with no time left for writing and rescarch, let alone a personal life. 1
determined from the beginning thet it would be unacceptable and unwise
to fall into that trap. So, I decided to identify the most important asp-ts
of the job, work on those, and hope that the others would get adequate
attention. Chairs have lots of things going at once, and we cannot get
totally engrossed in any one single item, Furthermore, there are fewer
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disappointments when we realize from the beginning that not everybody
works at our own pace and that work habits run the gamut from the
methodical plodder to the absent-minded scholar. Some people are self-
starters who can be left alone to do their work, while others require
specific directions and frequent feedback. My past experiences working
in a variety of academic and non-academic settings have heightened my
natural fascination with people. For me, in fact, this is one of the most
intriguing aspects of being chair; it keeps me constantly alert to people’s
needs and forces me to be creative in working with them. Furthermore,
kecping a fresh outlook toward people outweighs the occasional
frustrations that secem to be endemic in academia these days.

Effective chairs of small departments first keep in mind a set of

coretical principles and then base their day-to-day operations on them.
If you can keep your eyc on what you determine as your guiding
principles instcad of being driven by worry about paperwork and
administrative details, you’ll be able to maintain equilibrium. First, see
your role as a facilitator for departmental activity. You'll get more
mileage out of your people if they feel part of the action and can own
decisions. Start by deciding as a group where you want your department
to be in, let’s say, the next five years, and work toward that goal. Don’t
be afraid to dream. Naturally, there are always systematic, historical,
financial, and personnel considerations, but one needs a road map. At
Beaver College, we determined to make foreign languages more visible,
and every initiative is related to that goal. -We are providing top-notch
instruction, more interesting courses for a variety of audiences, day and
evening classes, and encouragement for overseas study. We're not where
we want to be yet, but we keep plugging away, and so far everyone is
energetically working toward our goal.

We need a proactive focus: identifying things we can do some-
thing about and diverting time and energy toward them. You won't get
bogged down in thinking about what can’t be or what your political foes
might be cooking up, because you don’t have time to waste on things you
can do nothing about. We can’t fret about poorly prepared students,
inadequate computer facilitics, or an unsuitable gencral education
curriculum. Instead, we need to concentrate our efforts on working as
well as possible with what we have and going through the necessary
channels to improve cxisting conditions. This takes time and energy, but
it's focused activity and will ultimately produce results.
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Effective leadership entails creative thinking and vision, in other
words, looking at and sizing up a situation and asking how to deal with
it. At Beaver, we have been stymied by the low enrollments in upper
division foreign language classes and have to imaginc ways to change
this. If only this situation were based solely on instructional method, we
would have easy solutions, but it is a much more complex campus issue.
Our adjunct faculty cannot understand what is happening, since they are

- on campus for limited hours and rarely have access to faculty or student
forums. This situation puts morc responsibility on the chair to
communicate with adjuncts with regard to policies and concerns and to
encourage their involvement in campus discussions and activities.

Department chairs who are effective managers give colleagues
license to think and establish their schedule and work habits. Naturally,
instructional quality is very important, but individual instructors should
be left to devise methods that are the most effective for them. The chair
should outline the thrust of departmental instruction, particularly to new
faculty, but it is not necessary to make constant checks on individual
faculty unless there are obvious problems. At Beaver several people will
teach multiple sections of one course. Instead of telling them how to
proceed, I ask the people teaching the same section of a course to get
together to determine guidelines, material to cover, and general focus.
When they send me their course syllabus, I can see how they have
collahorated. As chairs, we need to ask questions, give options, share
opinions, and be flexible. The cooperative interaction of a department is
proof of effcctive management.

Chairs communicate with the dean on behalf of their department
for purposes of personne! matters, money, equipment, and other special
requests. Therefore, we have to make clear what the expectations are for
cach faculty member and the parameters of their duties. At the same
time, we need to know how we can compensate them for extra
responsibilitics and encourage them to be professionally active. To do
this effectively. the chair has to appreciate the initiative of individual
members and be willing to fight for their due reward. Recently, when a
department member concerned with the low profile of foreign languages
at Beaver asked if he could establish a French Club, I immediately
broached the subject with the dean and requested special monics for the
project.  Similarly, last year another member volunteered to supervise
computer instruction in the department, and, at my request, the dean
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provided her the necessary means to carry out these duti>s. This is often
a negotiating process and can be awkward, but active department
members who can count on their chair to support them will be willing to
take risks and will be much more effective than those who are merely
told to do things and expected to carry out their duties pro forma.

Chairs should be honest with department members. By all means,
praise faculty for good student evaluations but if performance is off,
discuss the matter frankly, trying to provide guidelines for change. If the
nature of the position is tentative, as is the case with adjuncts, this fact
should be made clcar. If you cannot promise specific courses, say that;
make a preliminary schedule and give a reasonable date by which classes
should be determined. Be prepared for faculty dissatisfaction related to
course cancellations, but if you have done the proper preliminary work,
you should not worry about faculty complaints.

Time management is essential, and you need to put first things
first. If you’re not careful, just the mail and other paperwork alone can
cause you anxiety. One look at all of these reports and questionnaires,
mectings, campus events, grant initiatives, etc., leaves you wondering
how you can ever be caught up. The truth is that you will undoubtedly
always have unfinished business, and you’ll just have to get used to that
fact. But there are several options for dealing with this situation. One
choice is to work yourself into a frenzy doing urgent matters. These
usually consist of deadline-driven projects, pressing matters, mail and
calls, and reacting to crises. All of these entail reacting to situations that
come up. People who spend all their time putting out fires, so to speak,
are very stressed and quickly burned out. They can feel victimized by a
cumbersome system as they react to priorities set by others. This short-
term focus means that in essence they are out of control, very unhappy,
and probably ineffective chairs.

Another choice is to turn your energy toward making things
happen.  This approach reflects the proactive focus you've alrcady
established and means that you control what is important instead of
constantly reacting to others’” mandates. You'll be surprised to find that
you can have reasonable peace of mind if you concentrate on building
rclationships, seeking new opportunities, and planning for the future.
This is not to sound naive; everybody would want to be chair if all he or
she had to do was to sit around all day and think and imaginc new
possibilitics. Naturally, we have to deal with crises and urgent situations,
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but if we're putting important things first, the number of items that
require our immediate attention will be reasonably small in comparison.
Preplanning and prevention will help stave off emergencies. The key is
balance and discipline to keep looking at the big picture and not to get
bogged down with the trivia that trap you and starve you of energy to be
creative.

The chair of a small department wants to get the most done as
efficiently as possible. Most of the issues you face are people-related, so
you want them to feel good about themselves. Praise them for jobs well
done; a note or call of thanks to recognize someone for going beyond the
call of duty will go a long way to make a person feel part of the team.
Even sometimes difficult people feel proud of being given a designated
title when they are responsible for a particular operation or event.

With only a few people in a departmeit, you cannot afford to have
il feelings or animosity, since you need as many hands as possible to do
the work of the department. If you're careful from the beginning to
establish respect for department members, you'll be more likely to
prevent personnel crises later. But on the other hand, you cannot spend
all your time holding pcople’s hands, so you will want (o devise some
workable systems for members to report to you in order to get feedback
without wasting too much time. This effort involves some up-front time
at the beginning of each semester in order to get things organized, but
that time is well spent.

Automatically assume that the first two wecks of the semester will
not bhe yours, because you will be dealing with a series of problems,
ranging from book orders, classroom changes, last-minute extra sections
of courses or cancellations, placement testing, the language laboratory,
student help, equipment, ctc. You might get your department ‘together
socially at the beginning and/or end of the semester so people get to
know who their colleagues are, and then most subsequent communica-
tions will probably be in forms of memos, phone calls, and small group
meetings. Don’t skip this part of the job, using the excuse that nobody
had time for extra events, because a workable esprit de corps makes life
easier and more pleasant for everyone.

Adjuncts either present special problems or prove to be unusually
delightful colleagues. They are underpaid and are exploited by the
institution. Many would prefer a full-time position, but for personal and
professional reasons, that option is not in the cards. In a metropolitan
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area, it is usually very easy to find well-qualified adjuncts, but it takes
time to replace people when there’s a high turnover. If they are good,
you want 1o try to keep them, and this will mean that you’ll want to go
to bat for them. Having adjuncts is a lot of work for chairs, because you
often wind up taking the role of a TA director, particularly for new
people, and this task can be very time consuming. My experience has
been that they are usually very loyal and cooperative colleagues as long
as you see to it that the college provides office space, phone access, mail
service, and the ordinary creature comforts for regular faculty. It's been
my policy not to ask them to do more than teach their classes and hold
office hours unless they are compensated financially for extra duties.
And they should know from the onset that their position is tentative,
depending on enrollment. The advantages to you of having adjuncts are
first of all that some very interesting and stimulating people form part of
the department, and since most are not on a standard career path, they
more than likely bring a certain freshness to the job that more seasoned
instructors often lack. Also, you can demand top performance, and if
they don’t measure up, you just don’t hire them back.

It is important for the chair to be available for faculty and students
on a regular basis. Unless it is stipulated by your faculty statutes—and
I have yet to see this—chairs aren’t glued to their office chairs all day
every day. Set reasonable office hours and communicate them to your
faculty and students. When you're not on duty, make time for your own
work and refuse interruptions. If you need to be in your office, close the
door and let the answering machine or faculty secretary take your calls,
or work elsewhere, such as in the library or at home for blocks of time.

Departments are part of the college or university, and your job is
not just to chair your own department in a vacuum. In the larger sense,
as chair, you represent the department on your campus, and you need to
pay close attention to building relationships with other departments and
the administration. It is easy to be so engrossed in departmental issues
that you don'’t stick your head out of your office door. Sometimes you
feel so busy that it seems like wasted time to chat with colleagues or the
dean’s secretary. But you'll pay later for your shortsightedness when
you're seeking support for something related to your department, such as
new course approvals, foreign language requirements, or interdisciplinary
general education courses. Mingle with a variety of people, eat lunch in
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the cafeteria, have coffee with colleagues, or talk casually in the parking
lot so that people get to know you as a person on whom they can count.

Keep fighting for what you believe, and don’t give up. Put your
efforts into things you can control, develop a thick skin, and maintain a
sense of humor. Don’t stew over the dean’s unwillingness to budge on
a topic dear to your heart or over the poor quality of undergraduate
preparation. It can be discouraging to have to defend your every move,
but if that's what it takes on your campus, just accept it as part of the
territory.  Defeatists are dominated by their environment, whereas
proactive people are in control and exercise their freedom to choose their
path of action.

After all, this is only a job; it is not a life commitment. Asa small
department chair you won’t be bored, you won’t want for things to do,
and you won’t get stale. You can count on new things to intrigue you:
people react in unexpected ways, enrollments soar or dip surprisingly,
tight money brings hard choices, and campus issues can take their toll on
faculty morale. At first, expect to be on a learning curve, but as soon as
you have defined your overall principles so you can act on important
matters of your own choosing, you will find that being chair of a small
department has intrinsic merit, albeit little related to financial reward or
campus status.
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CHAPTER 1 5

Purpose and Function of
Professional Associations and
Meetings:

Networking

Raymond Gay-Crosier
University of Florida

One of the least understood respunsibilities of faculty members is
regular attendance at professional meetings. The public at large, alarmed
by some legislator’'s campaign against "waste of tax dollars" or "lack of
production,” frequently associates those meetings with abuse of public
trust. This common view is reinforced when local county or city
officials, congresspersons, or senators are taking part in increasingly
scrutinized meetings or junket trips, often taking place in distant, not to
say exotic, locations. Suspicion turns into righteous anger when
investigative reporters in series such as ABC's Prime Time (June 18,
1992) correlate luxurious cruises taken by doctors and their families with
overpriced drugs that sick people can barely afford. Small wonder, then,
that in the prevailing mood of public distrust, "professional” trips of all
kinds are lumped together and seen as unnecessary frills disguised a3 job-
related necessity. Even some campus administrators, responding to the
pressures of accountability, tend in lean years to consider professional
travel as a non- or less-cssential activity likely to be among the first
budget items sacrificed. The purpose of this chapter is to contribute to
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a better understanding of the necessity of professional travel both for
faculty members’ intellectual and scientific growth and for institutions’
standing and recognition.

Clearly, faculty members and institutions have to do a better job
of informing the public of the more than symbolic importance of
professional meetings. Professional associations are far more than mutual
admiration societies. Their function, range of influence, and importance
vary widely and often are not readily evident even to persons conversant
with the system. It is often assumed that the geographic area covered
reflects an ascending level of significance because of the presumed
breadth of the net that is cast. Local professional groups hardly exist
outside the fields of medicine, technology, and primary or secondary
education, Foreign language scholars are usually members of regional,
national, and international associations.

But these designations are of a generic rather than qualitative
nature. It is quite possible to organize or participate in a significant G.e.,
refereed) international meeting on one'’s local campus. Conversely, in
this age of academic jet-setting, gatherings of limited or questionable
scholarly importance held in attractive albeit distant lecations can be and
arc presented, often in glossy programs, as national or international
conferences. Most difficult to judge are highly specialized meetings
whose number has mushroomed because of the fragmentation of
disciplines and subdisciplines. The presence of leading scholars reading
papers or organizing sections is not only reassuring but also a sign that
a colleague’s attendance contributes to the improvement of the
department’s and his/her own academic network.

Without a doubt, a presentation made at a regional meeting can be
of higher intellectual caliber than some vague participation in a round
table at a national conference. Still, regional meetings such as SAMLA,
SCOLT, etc., often play a somewhat different role in the sense that they
function as an important annual information clearing agency. Wkhile
similar exchanges also take place at national meetings, such as those held
by the MLA, the more closely shared geographic and socio-economic
environment allows participants in regional meetings to compare notes
among sister institutions with similar problems and program objectives.
Still, in assessing the importance, not to say legitimacy, of a colleague’s
subsidized attendance at a professional mecting, department chairs should
base their decision primarily upon the intrinsic value of the proposed
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activity and suppress, at least initially, its public relations effect.
Therefore, a proposal to attend an international meeting of limited
scholarly importance should be given a low priority or turned down.

Department chairs know that, especially over the last decade,
doctoral students in their Ph.D. programs, many of them prospective
college teachers, demand and receive (or should receive) preparation and
assistance for their life in the "real world," i.e., their profession.
Conversely, applicants for tenure-track junior faculty positions display a
steadily more sophisticated, occasionally exaggerated, horizon of
professional expectation. This trend comes at a time when the public,
especially undergraduates and their parents, demands a greater focus on.
quality teaching and job placement. Seemingly contradictory, both trends
reflect equally justifiable goals.

On one hand, the pedagogy of higher learning remains a relatively
uncultivated field that rarely produces more than some hands-on
orientation given to incoming graduate teaching assistants. By and large,
students continue to take their cues from their most inspiring university
teachers, whom they attempt to emulate. Most of the time spent in a
doctoral curriculum has to be devoted to the acquisition of highly
specialized knowledge. On the other hand, graduate institutions and
professional schools (including liberal arts colleges which are their
feeders) have become a keenly competitive educational "industry" whose
products, i.e., the knowledge they develop and transmit and the students
they graduate, have to compete successfully.in the international world of
science, business, and the professions. Because that world depends on
affordability, efficiency, and tangible results, management principles
adopted by universities tend to follow the corporate model. This means
that for faculty members and the institution to which they belong,
“success” is measured with an ever more demanding yardstick.

It is readily understood that to teach at the university level, all
faculty members must remain current in their fields. In addition,
everybody takes for granted that the business of a university is not only
to impart existing knowledge but to refine and expana it; hence, the
premium attached to research. Junior and senior facuity riembers alike
are, therefore, facing a career of complex, occasionally coaflicting and
changing, demands from many sides: the students want more attention
paid to their individual problems, whether educational or personal. In
addition to cducation, parents expect that their children will receive
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training for a particular job. The profession, through its associations and
meetings, provides forums for the advancement of knowledge and the
basis of the peer group judgment by which most faculty members estab-
lish their standing and reputation in the field. Finally, institutional senior
peers, i.e., tenured faculty members and university administrators, collate
all the reports on candidates’ pedagogical and scholarly achievements to
determine not only their salary increases but aiso their career
advancement, through tenure and/or promotion. What do relations with
professional associations and professional travel have to ao with all this?
A great deal.

The guiding principle at work is the interaction between the
elements that constitute professional success. Good teaching, currency in
the ficld, productive research, advancement of knowledge, graduation and
placement of students (whether in competitive graduate programs or the
job market) contribute to a university’s reputation which, in turn, depends
primarily on its faculty’s reputation. It has been argued (see, e.g., the
1992 May-Junc issues of The Chronicle of Higher Education) that
teaching should be separated from research because too many professors
aliegedly "hide" behind their research and ncglect good teaching. It goes
without saying that, especially at universities, teaching and research
remain inextricably linked. All teachers must constantly update their
knowledge lest they be caught recycling outdated material. The question
is one of dosage, not "either teaching or research” but how much of each.

It is the responsibility of the administrator (in most cases, the chair)
to assign departmental tasks to each colleague in such a way as to
maximize his/her display of particular talent, i.e., efficiency. For some,
this might mean periodically writing a book or articles in lcading
journals, or developing scientific breakthroughs, new techniques or new
products for the industry. For others, it could be writing an occasional
article in a respectable journal or refining an existing scientific or
technical procedure while concentrating their efforts on good teaching of
larger classes. The first group is more likely to find a responsive level
of discourse among a smaller set of future peers such as graduate students
or undergraduate majors. The latter group might be morc adept at
reaching a larger audience of undergraduates. But even just to stay
current in the ficld does not mean passively to register its output by
reading sclected publications only. Knowledge is dynamic, not static. It
is shaped and reshaped through shared discourse. Participation in the
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professional dialogue, whether in its written or oral form, is, therefore, a
necessity even for the instructor who wishes mainly to remain current.
Currency and expansion of knowledge ir a field in fact overlap at the
proverbial cutting edge. Both the university and the faculty member have
a mandate to be at least cognizant of this cutting edge and, in appropriate
cases, to contribute to its articulation.

Interaction at different levels chosen in accordance with one’s
predispositions and abilities explains the paramount importance of the
professional network. The purpose of any type of network is to facilitate
the transfer of information, i.e., communication. A first condition to
successful and productive networking is to be properly plugged in.
Institutions of higher learning with their academic, fiscal, and
administrative responsibilities and the numerous local, regional, national,
and international professional associations are linked by macro- and
micro-networks all of which ultimately feed each other. Every network
acts as a layer of preciscly defined activities whose quality is assessed by
in-field experts with a proven level of achievement or knowledge.

Experience shows that allocation of competitive travel funds is best
handled by the chair and not through committees. Criteria governing the
selection process should be discussed and presented in the context of a
department’s chosen mission. The following examples represent typical
cases which a faculty member and department chair (or dean, if the
allocation of travel funds is made at college level) might encounter.

Let us assume that a unit of 20 faculty members is given a specific
amount, say $4,000, earmarked for travel funds by the dean’s office. The
manner in which this amount is distributed reflects in many ways the
department’s and—to some extent—the university’s style of governance
and general culture. ILike other adminjstrative dictates, travel policies and
not the amount allocated are an indicator of the degree of institutional
maturity. The more restrictive, uninspired, and uninspiring these policies
are, the less likely it is that the unit or, possibly, the university belongs
to a leading group of programs or institutions.

The easy way. I.cster Drummond, department chair at a land grant
university where salaries have heen notoriously lagging, is besieged by
budget problems on all fronts. To keep the peace, he will simply divide
the amount among all his colleagues, including himself, and allocate a
$200 travel allowance to each.  After all, he rationalizes, proportionate
distribution of scarce funds has the advantage of treating everyhody
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equally in terms of travel opportunity. Two hundred dollars will either
cover a major portion of a low-priced air fare to a national meeting or
enable a colleague to drive to a regional meeting and thus compensate for
his/her accommodations. Whether his colleagues read a paper or not,
whether they function as elected officers at the meeting or not, matters
less than the fact that everybody has an opportunity to attend a
professional mecting. On the surface, this egalitarian scheme makes
sensc, because nobody is deprived of the opportunity to attend a meeting
and to "cnrich” him/herself. But in reality it penalizes those participants
who make a significant contribution to their profession by either reading
a paper or acting as clected officers or section organizers.

For example, Assistant Professor Susan Brodsky, who is presenting
a distilled version of the results of her sabbatical research, has t0 pay
$580 out of her pocket to attend a national meeting on the West Coast
because the cheapest ticket costs nearly $500 and hotels are expensive.
Her paper is one of three chosen among fifteen submitted. Since she will
be coming up for tenure in two years, her success at a national meeting
is a professional opportunity that she does not have the luxury to decline.
On the other end of the scale, Associate Professor Peter Stryker, who has
worked for ten years on a book whose first chapter has yet to take shape
uses his $200 to pay for meals and a hotel at a regional meeting, to
which he drives in his own car. Bored by the second paper he hears, he
escapes to the hallways hoping to run into an old friend. They meet
indeed, promptly settle in a coffee shop where they devise their evening
program which includes dinner and a play at a downtown theater.
Missing the urban lifestyle to which he was accustomed until he moved
to a small college town, Stryker decides to catch up by spending most of
his daytime strolling and shopping in & fashionable district. He manages
to catch the tail end of the paper rcad by a collcague in his department
before heading home for an early cvening arrival.

These are obviously fictitious examples whose composite nature
nevertheless comes close enough to reality. Obviously, all kinds of
variations arc possible between these two extremes. They demonstrate,
however, that the egalitarian distribution scheme risks penalizing and
rewarding the wrong persons.

The autocratic way. Pursuing an ambitious agenda geared to
propel his department to national visibility within five ycars, Hal Elliott
appropriates every dollar of his meager departmental budget in terms of
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this goal. While the dean’s office will not allow him to use travel funds
for any other purpose—a sign of a short leash that indicates insecurity on
the part of the dean, unless state statutes are behind the restriction—he
has a free hand as far as the mode and amount of allocation are involved.

Professor Carol Sheeny, an internationally recognized medie valist,
has been invited to participate in a round table of leading specialists to
be held in Italy. Unfortunately, the invitation came too late to buy a
reduced ticket or to shop for other funding sources. In fact, her ticket
will be very expensive because she has to be back for the mid-term
examinations and can stay only two days at the conference. Her ticket
plus a modest per diem amount to $1,350, and she claims to be
financially unable to commit significant funds of her own. Seven other
faculty members in this department of 20 active scholars have legitimate
requests for a travel subsidy, including a second trip with an international
destination:  Associate Professor Heidi Truax, who has had limited
international exposure and expects to be considered for promotion the
following year, is scheduled to read a paper at a conference in London.
She was able to secure $300 from another source on campus. Even with
a reduced air fare, her total package costs the department $850, i.e.,
$1,150 minus $300. The six remaining prospective travelers, all of whom
wish to read papers or act as officers at regional and national meetings,
request a combined subsidy of $3,700. This means that the $5,900 total
cost of travel requests exceeds the allocation by $1,900. Believing that
international exposure contributes significantly to the wider recognition
the department must achieve, Elliott decides to finance the international
trips fully and to allocate $300 each to the other seven travelers, thus
covering about half the cost of each individual.

Apart from the glaring inequity, this approach indicates an
oversimplified generalization of the impact that participation in
intcrnational meetings might have on a department's reputation.
Conversely, it makes professional trips to legitimate national or regional
meetings difficult or, in some cases, impossible. It also underestimates
the influence on the manner in which regional and national reputations
and ratings of departments are achicved. As a result of his action, Elliott
will gain no significant improvement in his department’s reputation and
will encounter considerable dissatisfaction among his colleagues. At the
very least, and keeping in mind the record of past allocations, he should
have asked several of his colleagues, especially the international travelers,
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to stress the importance they attribute to the meetings they wished to
attend by a personal commitment of money.

A reasonable compromise. As a widely published and recognized
specialist in Spanish linguistics, Rosemary Kowalski knows how
instrumental participation in professional meetings is for both a faculty
member’s scholarly development and a department’s visibility. Having
been appointed chair of a unit of 20 faculty members, of which
approximarely eight to ten are active conference participants in any given
year, she realizes that distributing $4,000 in travel funds requires
something other than an attempt to keep everybody content. At the
beginning of her administrative tenure, she instituted a system whereby
she could obtain information on colleagues’ travel plans every year before
announcing even tentative travel allocations. All colleagues were asked
to submit a list of professional travel plans, including a realistic cost
estimate. They also had to prioritize their trips if more than one was
planned. As much supportive material as possible had to be provided, if
and when available: pre-programs, programs, letters of invitation,
solicitations of papers, descriptions of selection modalities, etc. The more
solid a travel proposal, the greater the chance that it would receive a high
departmental priority.

The effect of such a system was twofold:
1) Quantitatively, it provided Kowalski with the approximate
total amount that an inflated "ideal" budget would require if every
trip listed were to be subsidized; more importantly, it helped her
prepare an informal request for the following year's travel budget
which asked for a $5,000 allocation, still below the hasic amount
that a competitive department would need;

2) Qualitatively, the list with attached supportive material gave

her an indication of the kinds and caliber of meetings in which her

collcagues intended to be active.
With her own broad experience and knowledge of the national and
international conference scene, she was thus able to make more judicious
decisions. Of equal if not greater importance, however, was the faci that
by collating thesc data her colleagues subjected their desiderata to a
necessary process of sclf-cvaluation while realizing and mcasuring the
impact of the cost of cach meeting. This consciousness-raising exercise
also predisposed her colleagues in a more participaiory way to accept the
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decisions she was appointed to make and to discuss the possibility of cost
sharing.

Of the four international trips proposed, she accepted two as
legitimate top priorities because the meetings presented a demonstrable
high caliber of participants. One international conference organizer had
already contracted with a major editor to publish a select number of
papers, including the contribution of Kowalski's colleague. Both
international travelers obtained partial outside funding, one from an on-
campus agency, the other from the conference organizers. Still, she
allocated only $550 to one and $650 to the other, asking both to make up
the difference of $250 and $300 respectively, which they did. The
remaining budget balance of $2,800 was distributed as follows to the
seven other travelers: $200 each for two colleagues who either read a
paper or were section organizers at a regional meeting to which they
drove with their own cars; $600 to an assistant professor who was making
his first presentation at a prestigious national meeting known for its
exceptionally competitive selection of papers; $500 each for three
participants (including herself) reading papers or acting as section chairs
at national meetings of their respective professional associations. She and
another colleague had to contribute $250 and $200 respectively to cover
their costs. Finally, one colleague received $300 to attend a national
meeting at which he was elected section secretary. He decided to attend
the mecting in spite of the fact that his cost sharing amounted to $350.

Tedious as they sound, these examples are typical of an ambitious
department that attempts to balance the need to participate actively in
professional meetings, the institution’s academic mission, the perennial
lack of adequate funds, faculty members’ carcer objectives, and their
willingness yet limited ability to invest their own funds in this type of
professional venture. What emerges from these case studies (or any
variation thereof) is the necessity to gather and compare all facts, to
consider individual and institutional interests and objectives, and to
halance all factors carcfully in e decision-making process.

Cost sharing by faculty is a thorny issue in a profession that
remains notorjously at the low end of the academic salary scale. It is the
department chair’s primary responsibility to undertake, year after year,
whatever she or he can to improve the travel budget. In mature
institutions, departments receive lump sums for their entire expense
budget rather than amounts carmarked for specific expenditures. In these
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cases, a chair should use maximum administrative imagination in order
to stretch the travel budgei, including—if authorized to do so—the
conversion of amounts from other budget categories. Because participa-
tion in reputable professional meetings is an intellectual and institutional
necessity, attending at least some select conferences is not a matter of

choice but one of obligation for both the faculty member and the depart-

ment striving for quality and recognition. Itis the aggregate interaction

at, and the cumulative resonance from, stimulating conferences, including

the numerous professional contacts of individual faculty members, that

ultimately constitute the professional networks.

Individually and collectively, the academic and professional
networks act.as major catalysts in the formation of judgments in key
areas: ,

1) Whether transpareni or opaque, these networks remain the

major sources of professional recognition for the individual as well

as for the academic unit;

2) Central administrations of universitics in turn form their own

value judgment on individual faculty members and departments by

relying on the information they gather from appropriate
professional networks (or from rating systems that rcly on these
networks);

3) By virtue of their ability to help establish a good reputation,

professional networks initially have a direct impact on the quality

and quantity of applicants for a particular undergraduate or
graduate program and, eventually, on these programs’ record in job
placement,
Networking, therefore, is as essential to a faculty member’s personal and
professional success as it is to his/her unit’s recognition as a high quality
academic program,

Because departments and their members have a vested interest in
building a strong network, cost sharing for some professional trips might
become a necessity, While the primary responsibility for facilitating
professional development remains with the institution, in times of tight
budgets, cost sharing might be the only way to enable a faculty member
{o participate in a particular meeting. As always, a careful assessment of
a conference’s significance is necessary before making a decision. In and
by itsclf, a faculty member’s readiness to sharc in costs is not necessarily
the decisive factor, although it will always remain a strong one in the
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decision-making process. Department chairs have the responsibility to
convey to faculty members all elements that inform their decisions,
affirmative or negative. Pericdically they also must inform their
colleagues of alternative sources of funding that should be tapped before
travel requests are submitted.

Proper allocation of limited travel resources is more than a fiscal
management problem: it is a building block in the establishment of a
department’s and an institution’s reputation and a key element in
maintaining faculty morale.




CHAPTER 1 6

Legal Issues:
Employment Discrimination,
Sexual and Racial Harassment

Phyllis Zatlin

Rutgers University

The scene is easy to imagine. The tenured colleagues are debating
their hiring needs: Should we advertise for a medievalist or a specialist
in Renaissance poetry? "What we really need," says a former chair, "is
a lawyer." “And a resident psychologist,” thinks the embattled current
chair, who begins to doodle directional signs for the hall: Grievances {o
the left. Lawsuits to the right.

Comparatively speaking, it is easy to identify equal opportunity/
affirmative action principles, more difficult to get everyone’s cooperation
in putting appropriate policies in place, and virtually impossible to keep
your department continuously out of conflict. New chairs who inherit
departments that have not already met affirmative action goals—in spirit
as well as in number—or that have not developed procedures to avoid
problems stemming from real or perceived discrimination may necd all
the legal and counseling help they can find, both for themselves and for
their colleagues.

Twenty years ago, many leaders in higher education were stunned
by the extension of equal opportunity laws to colleges and universities
and by the imposition of affirmative action programs for federal con-
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tractors. They lamented the anticipated demise of the "meritocracy.”
Today we have learned from experience that equal opportunity measures
not only are the right thing to do but that they make administrative good
sense. Such procedures as conducting open searches, carefully defining
criteria for employment and promotion, and eliminating personal prej-
udice from the decision-making process cannot help but strengthen a de-
partment. The implementation of these principles, however, can at times
prove exasperating and stressful.

One of the key requirements of affirmative action programs relates
to recruitment: job openings should be widely publicized in order to
achieve a representative applicant pool, one that includes minorities and
women in proportion to theis availability for the partict "~ position. In
our field, the MLA Job Information List is an effective recruitment
mechanism. Some institutions may require departments to do additional
advertising and mailings, but the MLA lists by themselves will generally
give excellent results.

Job vacancy notices should obviously be non-discriminatory. Posi-
tions may not be limited to native speakers of a language because such
a requirement denies equal opportunity on the basis of national origin.
Similarly, a position in Chicano literature may not be restricted to
Chicano applicants. Rather, descriptions should define the specialty or
skill needed (e.g., nesr-native fluency, research record in the field).

All applizants should be carefully evaluated in relation to the job
description. In our department, we have developed a cover sheet on
which each search committee member records his/her comments on such
relevant matters as degree status, teaching experience, area of special-
ization, research in progress, and letters of recommendation. The method
eliminates potential subjectivity and provides a written record of the
decision-making process. (Since we keep the annotated applications on
file for two years, they also may provide a helpful source of candidates
for last-minute or temporary vacancies.)

Ideally the selection process should be blind to such mattcrs as
race, sex, and national origin, but departments that have a past pattern of
discrimination are suspect if their recruitment efforts invariably perpetuate
a non-representative faculty. In the field of modern languages, where
women hold 60% of recent doctorates, it would be a challenging task
indeed to justify an all-male department. In Spanish, where there is a
significant presence of Hispanics, one would anticipate that the faculty in
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all but the smallest departments would include both native speakers of
English and of Spanish and that the latter group would represent diverse
national origins. For other languages, the availability of minority faculty
is, in fact, discouragingly low. Bettina J. Huber has argued persuasively
that we should take affirmative action to increase the percentage of
minority students in our undergraduate and graduate programs in order to
achieve a more diversified faculty in the future. In the meantime,
however, departments without minority representation may wish to
rethink their job descriptions. For example, perhaps what is really needed
is not a specialist in Renaissance poetry but one in Francophone
literature: not only is minority availability. doubtless higher in the latter
subfield, but the new courses to be taught by the successful candidate
may attract more minority students to the study of French.!

Those involved in interviewing candidates, at the MLA convention
and on campus, must be carefully instructed in advance to avoid
discriminatory questions. The ADFL pre-convention workshop provides
helpful suggestions, but they will only be effective if everyone on the
search committee is aware of them. Since 1972, when Title VII of the
1964 Civil Rights Act was amended to include higher education, colleges
and universities have been covered by federal legislation prohibiting
discrimination in employment on the basis of sex, race, color, religion,
and national origin. Subsequent federal and state laws have added other
categories, such as ancestry, age, physical or mental handicap, veteran’s
or marital status.” Five states and the District of Columbia also have
statutes outlawing discrimination on the basis of sexual orientation.* The
Equal Employment Opportunity Commission (EEOC) includes among
unlawful pre-employment inquiries questions relating to all of the above
categories, as well as to pregnancy, future childbearing plans, number and
age of children, U.S. citizenship, union affiliation, history of illnesses,
and date of birth.*

The easiest way to avoid the myriad of taboo subjects is to develop
a set of relevant, job-related interview quesiions and ask them, evenhand-
edly, of all candidates. For example, if the position requires directing a
study abroad program each spring, you may legitimately ask candidates
if they anticipate any difficulty assuming this responsibility. It would
obviously be illegal to ask candidates anything specific about spouses or
children or their own health,
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Although some equal opportunity guidelines suggest that certain
questions cease to be discriminatory if they are asked of all candidates,
both male and female, I strongly recommend against using them. How
will the individual candidate know that an otherwise illegal question has
now become acceptable? And might not the implications of the same
question be different for men than for women? Recently I learned of an
on-campus interview in which a highly-qualified candidate was repeatedly
asked about marital plans. He had none, and he was not offered the
position. While a woman might have perceived the questions as evidence
of sex discrimination, in the case of a man, there resulted an implied
discrimination based on sexual orientation. And what possible relevance
can there be between marital status and the ability to teach in a particular
literary subfietd?

The task of sensitizing the interview team for the convention is
considerably less challenging than orchestrating an on-campus visit where
more people will have more opportunity to violate the law and/or offend
the candidate. If your department has a clown who still thinks that

personal questions are appropriate or that ethnic and sexist jokes are
funny, I can only suggest that you seat the candidate as far away as
possible at the luncheon table. As a short-term solution, for favorably
impressing a candidate you want to hire, a little distazice may suffice. In
the long-run, however, faculty members must be educated in order to
create a climate in which sexual/gender or racial/ethnic harassment does
not occur.

It may take considerable skill to persuade recalcitrant faculty
members that their long-standing practices have a discriminatory impact
and therefore must be changed, but the chances of convincing a person
denied tenure or promotion that the decision was unbijased are slimmer
still. (Who can go through a protracted tenure review process without
becoming a bit paranoid? Moreover, all of us prefer to believe that the
fault lies in the stars, not in ourselves.) When grievances arise, the best
departmental defense is a strong record, not only in hiring and retention
of women and minorities, but of fair and open procedures: evidence of
what sociologists would call a proactive, rather than a reactive, stance.
Absent clear guidelines and standards, preferably in writing, personnel
actions may he interpreted as "arbitrary and capricious," a legal pitfall to
be avoided at all costs.
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Discrimination may occur not only in recruitment, hiring, salary,
reappointment, and promotion—the areas we think of first—but in all
aspects related to terms and conditions of employment. In foreign
language departments, for cxample, discrimination may readily be alleged
if advanced courses are routinely assigned to native speakers of the target
language and beginning courses to native speakers of English. With such
a pattern, a department will have a difficult time establishing that a
negative tenure decision for an Anglo assistant professor was not based
on illegal discrimination.

Even the times and places courses are scheduled may come under
scrutiny. ‘Two contrasting cases from my own university will illustrate
my point. Several years ago the only black faculty member in a
particular department filed a grievance when he was denied tenure; he
alleged bias, observing that he had also been the only one regularly
assigned classes away from the main campus. When the chair asked my
advice on how te respond, I asked if the charge of de facto segregation
was true. It was. Was there a signed statement in the file that the faculty
member requested his assignment to the satellite location? There was
not. Why had other faculty members never been rotated there? They had
never thought of it. From inaction, the department had established a
visible pattern of bias in scheduling that would obviously cast in doubt
any subsequent personnel decisions.

In my own department that same year, a colleague alleged bias in
assignment of class hours, claiming that native speakers of Spanish were
given the least desirable times, early morning and evening. Preparing our
response was fairly simple. We could demonstrate a non-discriminatory
pattern in rotation of faculty for the evening classes. Because we
circulate and file occasional questionnaires asking colleagues what their
real schedule preferences are, we could prove that a particular Hispanic
collcague, no longer at the university but mentioned by the grievant, had
always taught early morning classes because they were his first choice.
Case closed.

What are the areas of possible contention within the department?
The endless list of pertinent issues might include the basis for
determining teaching load, distributing travel monies, or approving
sabbaticals. Criteria for reappointing teaching assistants and part-time
faculty are also relevant equal opportunity concerns. The department
should develop policies to guide the chair. Better yet, the chair should
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have the advice of representative committees, and the department should
create appeal mechanisms in order to resolve minor problems quickly in
a collegial manner.

There are several key factors to consider in keeping on the right
side of equal opportunity laws: 1) General awareness of protected
categories; 2) Sensitivity to practices that are, or may appear to be
discriminatory, and rapid response to complaints; 3) Development and
even-handed implementation of appropriate departmental policies; 4)
Good record-keeping.

In the past several years, there has been much discussion in
academe of the need to mentor minority and women faculty. Certainly
department chairs have the obligation to meet periodically with all junior
faculty in order to provide evaluations and guidance. (In our litigious
society, it is wise to keep a log of such meetings.) Proper mentoring can
create a positive environment for professional growth. It is precisely the
opposite climate of that created by sexual or racial harassment.

Illegal harassment in the work-place is not to be confused with the
free speech issue, raised recently with respect to campus policies
regulating student conduct, nor is it limited to physical harassment.
Verbal harassment, including sexual innuendo and racial/ethnic slurs, is
a form of prohibited discrimination when exercised by those in positions
of relative authority or when the conduct has the effect of unreasonably
interfering with the employee’s work performance. Many colleges and
universities offer consciousncss-raising programs on the subject of
harassment for students and faculty and provide procedures for making
complaints. Some chairs may want to supplement these initiatives with
departmental discussions, involving teaching assistants and teaching
adjuncts, as well as faculty at all ranks.

An open dialogue may be the best way to prevent unpleasant
episodes. When and if complaints of harassment occur, the chair must
report them to a higher supervisory level; under EEOC guidelines, the
employer is responsible for acts of harassment in the work-place "unless
it can show that it took immediate and appropriate corrective action™
(Franklin, 29). While wide publicity has been given nationally to cases
of sexual and racial harassment, EEQC guidelines on language
discrimination and ethnic harassment, released in 1980, are also
particularly relevant for foreign language departments, where native, non-
native, and ethnic speakers of the same language musi live in harmony.
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While the job of department chair is often complex, the underlying
principles of equal opportunity are simplicity itself: evaluate individuals
on their professional merits, encourage them to do their best, and treat
them with courtesy and respect. By establishing a positive climate and
fair procedures, you can avoid most problems and have a basis for
appropriate response when complaints do occur.

NOTES

'In the New York-New Jersey arca at least, I believe that the situation of
the Haitian student now parallels that of the Hispanic Caribbean student of
twenty-five years ago. French departments in our region have a strong potential
for enlarging the number of black students enrolled in their programs.

“The latest of these federal laws are the 1990 American with Disabilities
Act, which became effective 26 July 1992, and the 1991 Civil Rights bill.
College and university affirmative action or personnel officers should be able to
provide information on the state and federal laws affecting a particular
institution. Department chairs should also consult non-discrimination policies in
their faculty handbooks and collective bargaining agreements; complainants are
generally required to exhaust internal grievance procedures before seeking court
remedies. Also of interest is the policy statement of the American Association
of University Professors, On Discrimination.

*These states are Connecticut, Hawaii, Massachusetts, New Jersey, and
Rhode Island (Franke).

“The prohibition on pre-employment inquiries notwithstanding, department
chairs may have (o complete affirmative action surveys for their institution in
which they guess the race and sex of all applicants. Although it is illegal to
discriminate on the basis of U.S. citizenship in the interview process, in actual
hiring a special case has to be made to hire anyone who does not have
citizenship or a permanent visa. Dealing with forms from Immigration and
Naturalization can make affirmative action reports look like a piece of cake.
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CHAPTER 1 7

Women’s Issues: Sexism,
Joint Appointments, and
Other Troublesome Matters

Constance A. Sullivan
University of Minnesota

Institutionalized higher education in this country was founded by
men for men and was predominantly populated by men until after World
War II. Now, however, more than half the population of U.S. college
students is female. Women are undertaking graduate study in ever larger
numbers (especially in the humanities and the social sciences), and the
proportion of Ph.D.s earned by women has shot up appreciably in the last
twenty years: in the field of foreign languages, about sixty percent of all
doctorates were being granted to women by the late 1980s. The last
bastions of resistance to women in academe—tenured faculty positions,
full professorships, deanships, vice-presidencies, and presidencies—are
beginning to crumble in the face of these new educational demographics
and as Equal Opportunity and Affirmative Action regulations attack the
informal Old-Boys’ networks that perpctuated male preference no matter
what the quality of the competition from women.

Treating women and men as equals in a higher education setting
is still difficult to do, and the road thus remains harder for women. As
faculty, staff, students, and administrators, women face discriminations
that run the gamut from blatant to subtle, and from difficulties sometimes
caused by their own—as well as men’s—socially-constructed expectations
about appropriatc or "natural" gender attitudes and behaviors. In
academic departments where men have long predominated, the mere
physical presence of a woman or two as colleagues may seem disruptive
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or disconcerting, often without anyone’s being able to articulate exactly
why. In this context it is women who are seen as "different,” in their
dress and posture, voice, language use, research interests, preferred
pedagogies, networking strategies, and their primary childcare responsi-
bilities.

Some people (I am not among them) think that gender problems
are complicated when the academic department CODSists of people of
multiple cultural backgrounds. Multiculturalism is the norm for a foreign
language unit, where there are usually at least three distinct cultures
represented: the North American culture that surrounds the college or
university and which may be represented in the department by some
native English-speaking faculty, plus one or more "foreign" cultures
whose languages, literatures, and cultures are taught in and through the
department’s curriculum and by faculty from those "foreign" cultures
whose ideas and attitudes about women may be a great deal more
traditional than those of their immediate surroundings. This cultural mix
can make for greater confusion and stress when it comes to preventing
unequal treatment of women of color and white women. However,
foreign language departments in the U.S. have had a greater proportion
of women students and faculty than have departments in scientific or
technological disciplines. Because the absence, or limited presence, of
women in a department exacerbates sexist attitudes and behaviors, the
problems I am addressing in this essay may actually be less blatant or
less crude in our departments than in other areas of a college or
university.

Gender inequality is as much a matter of cultural training as it is
of differential legal status. Thus, treating women equally with men
becomes a matter of fighting the unconscious biases people bring to
personal interaction along gender lines. Men and women who have
absorbed the notion that women arc "by nature” not only objects designed
for sex and reproduction but more nurturing, more emotional, less
intellcctual, less hicrarchical, and who speak more softly and diffidently
than men do, will often automatically disdain or reject women (and men)
who do not fit their preconceptions. Similarly, they automatically assume
that women who do fit their idea of the “"proper feminine" are by
definition not really suited to be taken for authoritics in their ficld, or to
have an authoritative voice in their department’s deliberations.

Il
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As a consequence, ambitious female academics who take their
careers very seriously, speak forthrightly on departmental and disciplinary
matters, and otherwise give evidence that they regard themselves as peers
of the male faculty around them are perceived as dissonant, "unnatural,”
threatening. Discrimination against female faculty because men perceive
them as sexual beings has maierially negative effects for women, who are
held to sometimes greater performance standards and attain lower profes-
sional status and pay, and fewer perks. Even recognizing today’s greater
awareness of gender discrimination and that some progress has been
made, there is still a “chilly climate" in higher education for women—be
they students in the classroom, staff in theoffice, faculty in departments
and classrooms—that inhibits learning, research, effective teaching, and
constructive collegial relationships.

The 60/40 differential between numbers ¢f women and men who
are now earning doctorates in our field will eventually lead to women’s
gaining more than half the tenure-track positions, but today men still hold
from two-thirds to three-quarters of regular faculty jobs at U.S. colleges
and universities. Further, the higher the faculty rank, the fewer women
hold it, and the more prestigious the college or university, the fewer
women one sees on the faculty. To the sounds of male academics’
gnashing of teeth and the clashes of individual or class action law suits,
women academics have struggled over twenty years to achieve tenured
positions and salary equity with men. The salary battle has not been
won: at every rank, female faculty still earn less than their male peers,
with the greatest disparities evident at the full professor level, due to past
salary discriminations that intensify with each annual percentage increase
to existing salaries. The greatest number and percentage of women
faculty are temporary or part-time instructors, untenured assistant
professors, or some variant of the non-faculty, "teaching specialist”
designation where tenure is completely out of the question. One of the
scandals of U.S. higher education today, very visible in foreign language
departments, is that more than half of all instructional personnel are now
temporary or part-time. The largest group within that group is women.
More men than womien hold carecr-track faculty positions with good
salarics, just as thcy make the curricular and policy decisions, chair
departments, and cnlarge their salarics and their institutional power by
advancing to deanships, vice-presidencics, presidencics, or—alternative-
ly—to endowed chairs where they teach a minimal schedule and devote

,. 162




156 Managing the Foreign Language Department

their energies to being "distinguished scholars." Meanwhile, female
secretaries, temporary instructors, and untenured faculty do "the grunt
work" of the department for little money and less respect.

My generalizations may seem extreme, for academe has been and
is changing along with our society. But the change is not simply slow;
it is laborious, and statistics fall short of revealing the professional,
psychological, and even physical toll that the effects of sexual discrim-
ination and harassment take on women academics.

Here is a glimpse of the struggle. If as a student she has not
already had to deal with sexual harassment by a professor, a female
doctoral candidate may hear from her adviser, in sardonic understatement,
that she will have to be outstanding in her field just to be considered as
good as tiie average male. In her first job search as a new Ph.D. she will
find that a man’s age, physique, and marital status will be irrelevant to
the selection process, while she had better be under thirty-five, attractive
but not foo attractive, and able to finesse the federally-illegal but always-
asked questions about her marital status and plans, and her actual or
potential motherhood. Interviewers will assume that she is an excellent
teacher and will devote immense energy to instruction, advising, multi-
section course supervision, commuttee work, and curricular development.
A man will be asked about his research and publishing plans, and a
"spotty" teaching performance as a graduate student will be less important
than his theoretical approach to the study of language, literature, and
culture. He will be offered a regular tenure-track job and a competitive
salary, while a woman will be expected to be grateful for a job offer at
all, and not to quibble about salary and benefits. Married or single, she,
of course, may have to deflect a "pass” or two in the interviewing process
or listen to some crude sexist jokes. If she has an interest in feminist
theory, criticism, or pedagogy, seme hiring departments will silently put
her name at the bottom of the candidate list. (Note: If he is a feminist,
one of two things may occur: his feminism will make him a top candi-
date—preferred to females—or the interviewers will wonder if he is gay,
and silently put his name at the bottom of the list.)

When the young male Ph.D. gets to his new campus onc¢ or two
scnior male faculty will immediately take him under their mentor’s wing.
They will assist his initial course development, even offering their own
syllabi as models, and persuade the chair to go easy on his teaching
assignments. He will be invited to join the faculty club, to play handball,
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or to jog over lunch breaks several times a week with other male
professors, to apply for the college’s scarce research grants, and to
participate in professional activities that will help build his tenure dossier.
‘The new female assistant professor must forge her way alone, unmentored
by the senior faculty: some men are afraid that professional mentoring
means too close a relationship to risk with a woman, and the department
may not have a senior female professor to help her. Her teaching load
may be larger than her male peer’s and consist of basic and introductory
language courses that may or may not have anything to do with her
research interests. The department will "ask” her to undertake extensive
commitiee and supervisory assignments. When she speaks at faculty
meetings, she finds herself frequently interrupted by a man who abruptly
changes the topic of discussion but later appropriates her ideas as his, as
if she had never been there or spoken at all. She probably does not know
about the jokes and disparagements directed toward her as a woman by
male colleagues in their informal conversations—the little fantasies and
insults they exchange about her body and her sex life, their put-downs of
her intellectual capacity.

The standards to which her male peer is held for tenure and
promotion are blurry about teaching and service, but prioritize the
publications and conference papers his less-demanding departmental
schedule—and his close mentoring—have enabled him to procuce
quickly. By contrast, the faculty agonize briefly over her tenure decision
because a negative vote will mean the loss of one of their best classroom
teachers and advisers, and a committee workhorse. They conclude that
it must have been the baby she had that prevented her finishing the book
she was required to publish for tenure. Besides, who wants as a lifclong
colleague a cranky, abrasive woman who may at some point file a sexual
harassment or discrimination charge? Especially, one whose research and
pedagogical technique challenge the comfortable departmental status quo?

If both these hypothetical scholar/teachers somehow receive tenure,
her already lower salary will fall progressively farther behind his with the
years. She will be asked to chair the department only when no one else
can or will take that responsibility, and in that case she will have to be
a superb administrator (i.c., no mistakes; visible and unassailable
accomplishments on the department’s behalf) just to be tolerated. No one
will ever congratulate her on a job well done. Unfortunately as well,
many male academics feel diminished when they are led by a female
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chair and tend to reassert "normal" gender hierarchy by treating her as an
exalted secretary who is at their "beck and call.”

We too easily forget that secretaries in the department
workplace—ninety-nine percent of whom are women—are the constant
victims of some of the crudest, most peremptory sexist treatment one will
see. Males in our society regard secretaries as substitute mothers or
wives, servants, or potential sexual conquests. Consequently, one might
say that a true gauge of the degree of sexist negativity for all women in
a department lies in how the male faculty interact with the secretarial
staff.

A department chair’s leadership can help to prevent, minimi-e, and
eventually eliminate discriminations based on gender. Chairs can ensure
that the department treats women and men equitably in Crucial profession-
al arcas: graduate training and first job search, hiring new faculty,
recomniending salary increments and research support, promotion and
tenure, and work assignments and expectations. I recommend that a
department review its practices in all these areas with the purpose of
developing specific written policy statements about each of them. Some
North American colleges and universities now have written guidelines for
faculty searches, hires, and promotions that try to build fairness into these
processes, but the practice is not universal. Where institution-wide
specific guidelines do not exist, a chair can work toward making equal
treatment operant at the department level by raising the issue to
colleagues and proposing the creation of relevant policies, perhaps using
models that function well elsewhere. For example, departments can draft
policy guidelines for graduate student research support and job
assignment, the composition and procedures of faculty search committees,
and specific criteria for facu: v salary increases. Of vital importance are
specific statements about when, how, and on what bases the department
reviews and recommends probationary faculty members for tenure and
promowon, and promotion to professor. Other policy statements can
address how the unit develops teaching and course supervision
assignments, and the way it decides who may take sabbatical and other
rescarch leaves. If a department can be led to conscnsus on the process
and standards to be used in these decisions, the resulting written policy
guidelines will contribute to containing or restraining tradition-bound
preferential treatment for men. Then, however, the department must
monitor its own close and honest implementation of policy guidelines.
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In the day-to-day interactions among departmental crlleagues a
chair can help minimize problems associated with cultural expectations
and practices that marginalize or actively harm women faculty, students,
and staff. One of the toughest nuts to crack seems to be sexual
harassment. It keeps happening, and most (but not all) of it is men using
the power of their positions to obtain sexual favors from women or to
retaliate for women’s refusals to play that game. And today the habit of
telling crude sexual jokes or stories that demean women or that belittle
people of other races or ethnic groups falls in some states and universities
within definitions of verbal harassment and can be grieved. A chair
might attempt to set a higher standard for informal collegial conversation,
and that may require speaking to faculty about the unpleasantness and
pain caused by sexist and racist jokes and derogatory remarks. In
addition, female students, staff, and faculty have become very aware of
how these practices damage them and now are more willing to speak up
when they occur.

What practical measures help to include women in the formal and
informal activities of the department? If there is a faculty club on
campus that serves as a focus of informal contacts, nominate female
faculty to membership. Where faculty customarily join each other for
lunch or coffee breaks, a chair can begin the inclusion of women by
doing the initial inviting of several colleagues at a time, until the faculty
get used to doing the same thing themselves. At faculty meetings the
chair might make a point of soliciting the opinions of female faculty—as
well as stopping male faculty who interrupt female colleagues in mid-
utterancc. When the chair notices that a male faculty member has
appropriated a woman’s previously-expressed idea or proposal as
something he just came up with, the chair can remind the group whose
idea it originally was. Scheduling mectings for times other than the crack
of dawn or (more usual) late afternoon can make a huge difference in the
life of (mostly female) faculty who have primary childcare
responsibilitics. They will be able to attend meetings without having to
arrive late or leave early because they had to deliver a child to, or pick
one up from, day care or school.

Female faculty members need mentoring—help in establishing
professional networks and building a career—just as much as men do.
Women just don’t receive much mentoring. Department chairs can and
should usc their position to initiate regular conversations with female
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faculty about their teaching and research, putting them into contact with
colleagues with similar interests in the department, the college or
university, or the discipline at large. Good mentoring also includes
watching that women faculty do not do too much committee work. On
many campuses women "must be represented” on committees, and the
problem is much worse for faculty of color, whose "representational
value" has them running from committee to commission, while white
males blithely concentrate on factors that will be central to their
promotions. Strange as it may scem, because of the Woman-as-nurturing
Mother stereotype women faculty often spend far too much time—and are
expected by students to do so—in instructional-related activities like
advising, new course development, supervision of courses, and special
tutoring. Chairs and other faculty can curb this female tendency to
devote intense or exaggerated cfforts to teaching, if the department as a
whole does not value it, by checking often with that colleague about how
she balances her teaching with the other professional expectations the
department has for her.

Many of today’s academic couples met in graduate school, often
in the same degree program, and some have married. Both want to
pursue a full-time professional career with the same intensity as they want
to live together. Joint appointments for a couple, in the same department
or the college/university at least, were not a problem in the simpler, if
sexist, past where assumptions all around were that the male partner alone
would dream of, and get, a full-time faculty position in a particular
college or university. His wife or partner would find a job elsewhere,
change profession, or stop working altogether, unless the department had
an occasional need for a cheap, temporary fill-in who just happened to
have the qualifications of the regular faculty in the department (the
regrettable situation of such "underemployed faculty spouses” perhaps
most abusively proliferated in forcign language departments with
unexpected, last-minute, besic and intermediate language course
enrollments: "Whose wife speaks X language well enough to teach two
sections of 103 this term?"). Nepotism rules, now vacated in most
colleges and universities, often prohibited spousal appointments in the
same academic unit. What to do, now that women professionals insist on
working full-time and regular, right beside their spouse?

No universal solution to the problem of joint appointments cxists,
but to my mind there is only one point at which a department can freely
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decide whether it wants to, or can, hire spouses or partners:; at the point
of hiring or retaining one of them. Even at those moments, the only way
a joint appointment situation will really work is if the department’s
faculty feel that they have not been coerced into hiring both partners. A
sense of coercion breeds resentments and suspicions for the future, and
the department’s faculty must have the right to say "no" to the partner’s
hire. Of course, that may mean that the candidate they want to hire or
retain against an outside offer will also say no. At worst, the situation
will force the department to look at the next best candidate or to repeat
the whole scarch. Having seen a significant number of different instances
of joint hires or deliberations on joint hires, I conclude that losing one
good prospective colleague is far preferable (because it is more easily
fixed) to having an unwanted spouse or partner forced on the department.

The department must ask itself how much it wants that top
candidate: enough to find a position for her/his partner in another
department or a local college? Enough to argue with the dean for a
second faculty line in what may not be the specialized area in which the
department’s program needs strengthening? Enough to hire someone
whose qualifications do not meet deparimental standards? Can the faculty
agree on what possible problems might arise in the unit if the couple is
appointed together and agree on how to address them? It seems to me
that the key lies in clear and before-the-fact common understandings by
all concerned of the advantages and disadvantages of the specific joint
appointment. Knowing what may arise and that they are free not to hire
both people might diminish faculty resistance to the situation and prevent
future tensions in the department.

One advantage to accommodating requests for joint appointments
is the employment stability of that couple. Joint appointments arc hard
to get, forcing the couple to continue searching until they find a place
where they can live together as they work. Once they find it, they will
tend to stay where they are, putting all their energies into their work
rather than into the stresses of a commuter separation and constant job
searching.

Other gender-related issues may appear on the near horizon—I see
ageism and last-ditch resistance to feminist research and feminist
pedagogy. But with new awareness of the weight and negative effects of
the cultural gender biases we all carry, perhaps academic women will find
the future road casier to travel.
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CHAPTER 1 8

Spaniards vs. Germans vs. French
vs. Russians vs. Italians vs.
Chinese vs. Japanese, etc.:

The Blissfulness of
Multiculturalism

Normand J. Lamoureux
Holy Cross College

Take one generic liberal arts discipline—let us say, modern
languages and literatures—and, under this single delectable departmental
rubric, blend 25 1/3 vital professorial ingredients: 9 1/3 Spanish. 7
French, 3 German, 2 1/3 Russian, 2 Italian, 1 1/3 Chinese, and 1/3
Japanese. As an intellectual connoisseur, what would be your considered
opinion of this not-so-exotic recipe from The Joy of Learning? Would
this combination of ingredients be likely to produce a savory smorgaskord
or a horrid hash? Do there exist master chefs able to combine such
seemingly incompatiblc clements, make them complementary, and
eventually create a satisfying delight for the intelicctual palate?

For the past scveral years, my department, the Department of
Modern lLanguages and Literatures at Holy Cross College, has been
reviewing its structure and undertaking a rcorganization. Holy Cross is
a cocducational, liberal arts college with a stable enrollment of some
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2,600 students. The Department of Modern Languages and Literatures
comprises seven disciplines: Spanish, French, German, Russian, Italian,
Chinese, and Japanese. Major programs cxist in Spanish, French,
German, and Russian. There are presently some 135 maiors in the
department. Holy Cross has recently reinstituted a foreign language
requirement, which can be satisfied in the Classics Department but which
in fact is administered for the most part by our department. The
organizational model which 1 shall describe here aruse from the
department’s collective considerations.

As interest in foreign languages continues to grow and other
languages emerge to take their own place in the curriculum alongside the
traditional ones, many foreign language departments are having to
reconsider the arrangement whereby several language sections have
coexisted in one department. In an institution with fixed enrollments
from year to year, a department of modern languages like mine—in
reality, seven academic departments in one—is not apt to experience
sufficient growth in the so-called "minor" language sections 1o justify the
creation of separate departments. It is understandable therefore that, as
new areas of linguistic study are added to the curriculum, college
adminis’-ators opt to situate them in the same department as currently
existing foreign language programs. The fundamental question is: Are
the interests of cach of the various foreign languages essentially the
same? And even if so, how can one single departmental chairperson
oversee the entire structure and assure at the same time the well-being of
each individual constituency?

Rather than form separate departments of French or Spanish or
German or Russian, it has often been the rule in smaller liberal arts
colleges to fashion a single department of modern languages comprising
all of the modern foreign languages. Historically, French, German, and
Spanish have made up the nucleus of such a department, and other
languages have been added as interest, demand, and need dictated. At
first glance, it makes sense to put the foreign languages together. After
all, the study of any modern language today involves in varying degrees
the same four skills of listening, speaking, reading, and writing the
language. All foreign languages seek to develop proficiency in an idiom
other than one’s native tongue, and all modern language professionals
seemingly share common goals where language is concerned. As a result
of being housed together and working side by side, language profes-
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sionals can ostensibly interact with one another on a day-to-day basis,
and if desired, easily engage in mutually beneficial comparative work,
either in the same linguistic family or in totally differeut ones.

What is the problem then? Major difficulties among the various
languages arise from disparity of size and consequent programmatic
differences. Whether a language program at the college level is large or
small depends in great part on the influx of students who have studied
that particular language. The majority of students in American secondary
schools select either Spanish or French as their primary foreign language.
In many cases, these students are offered no other options. If they do
well at the secondary level, they ordinarily choose to pursue the same
foreign language in college, advancing as far as their abilities and
interests take them. If secondary students have only moderate success in
high school or are able to take but a limited number of years of the
language, they may still decide to continue the same language in college
in order to satisfy the foreign language requirement as expeditiously as
possible. In either case, languages that are established at the high school
level have a very distinct advantage since the other languages must
compete for the attention of first-year college students who have no prior
experience in those particular disciplines. It is clear that, in the current
situation, Spanish and French programs at the college level are being
heavily subsidized by the nation’s secondary schools. To illustrate: In
the seven language programs that constitute the Department of Modern
Languages and Literatures at Holy Cross, the Spanish and French sections
combined account for nearly two-thirds of the department’s total
enrollment (Spanish 40%, French 25%). German (14%), Italian (10%),
Russian (7%), Chinese (2%), and Japanese (2%) together make up the
other third. Fifty percent of the majors in the department are Spanish
majors while 34% are French. Only 9% are German and 7% are Russian.
There is as yet no major program in Italian, Chinese, or Japanesc.

This disparity of size gives rise to a difference in programs and
focus. Sincc most entering students have studicd Spanish or French
before, many are able to enroll in second-year or even tﬁird-year courses
in these languages. Over the four years, they can thus advance to upper-
level language and literature offerings, even without having to declare
majors. The smaller sections, on the other hand, must focus on first-year
courses in an effort to gradually build up enrollments that will ultimately

support upper-lcvel offerings.  Without a constant supply of first-year
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students, these languages would not be able to establish any sort of
program. Given the limited pool of students, the smaller sections are not
in a position to offer a wide range of attractive courses each semester.
There is thus a marked contrast in size and program emphasis between
Spanish and French on the one hand, and German, Italian, Russian,
Chinese, and Japanese on the other.

For the chairperson, the complexity of the situation is exacerbated
by the existence of the foreign language requirement which practically
guarantees that most students will spend some time in the modern
language department, for perhaps as many as four semesters, in the
pursuit of competency at the second-year level. In order to serve the 30-
40% of the student body enrolled in my modern language department in
any given semester, a staff of 22 to 25 full-time professcrs must be
maintained. A faculty of this size in any one discipline already involves
considerable responsibility. A department of modern languages, however,
with its disparate grouping of Romance, Germanic, Slavic, and Asian
languages all under one roof can prove unwieldy to the extreme. A
single chairperson, striving not just to maintain the departmental status
quo but in fact to encourage personal and programmatic growth while at
the same time keeping everyone happy, is bound to encounter more than
occasional difficulty. It is not always possible to wear seven distinct
academic hats simultaneously, but that is in fact what must be done since
the various sets of problems within the department are often unrelated.
The needs of one section do not necessarily concern the other sections,
=nd the resolution of a difficulty in one language is often of no help in

caling with a matter in another language.

The challenge to the chairperson of a modern language department
is in essence the following: to promote the academic excellence and
professional integrity of the department while working within a
framework whose primary raison d'étre is the convenience of the college
administration. Within this one departmental structure, the separate and
unique identity of each language must be acknowledged and confirmed.
Each must feel that it is being dealt with equitably at all times and is
being accorded the same dignity and respect as the others. It must be
abundantly clear to cveryone that "smaller” does not mean "of lesser
importance and value." Each language must receive its due consideration
and command a professional status equal to all others. In short, in the
best of all possible worlds, every language section in the department
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should have all the means required to function effectively and to realize
its growth potential to the fullest. The reality of limited resources.,
however, makes the achievement of this goal a chairperson’s greatest
challenge.

In principle, each of the seven language sections should constitute
a separate academic department and enjoy the same privileges as other
liberal arts disciplines, able to control their own destiny without having
to factor in the needs of others. In practice, the creation of a distinct
department for each language is simply not feasible in a small liberal arts
college, and sometimes in much larger institutions. Continuing with the
example of my department of modern languages and literatures, if seven
new departments were to be formed from the present combined
department, four of them would have fewer than three faculty members.
Not only could such smallness foster a limited variety of views and a
modest breadth of vision, but it could also compound the difficulty of
decisions related to hiring, tenure, and promotion. Spanish and French,
it is true, would be large enough to exist on their own, and Italian could
easily be joined to either one of its sister Romance languages. That
would still leave, however, a "department of German, Russian, Chinese,
and Japanese,” a unique combination of disciplines whose name would
certainly not enjoy the same immediate universal recognition as a
"department of modern languages and literatures.”

The most practical solution, then, seems to be to retain the broad
designation of a department of modern languages while working to
relieve the unwicldiness of a situation where seven academic disciplines
are managed by one chairperson. The organizational structure of a
department of modern languages, it should be noted, is not necessarily
unworkable per se. The chairperson, however, has to strive first and
foremost—and continually—to make certain that cach language section
has control over its own fate, that cach has the ability to make its own
decisions in light of its own goals and objectives, and that each has the
right or self-determination enjoyed by academic departments.  Any
practicable arrangement affording such relative autonomy could prove to
be a compromise that is acceptable both to the college administration and
to the language professionals.

Let us consider briefly one possible model in which a chairperson
serves as the overall administrator of the department, directing its daily
operation and accepting responsibility for its general functioning, while
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in each language section a coordinator other than the chairperson manages
the day-to-day business of the section. Under such a plan, the
chairperson 1) oversees the hiring of faculty, 2) presides over tenure and
promotion deliberations, 3) coordinates the departmental schedule of
courses to be submitted to the registrar, 4) administers the language
requirement, if there is one, 5) chairs meetings of the entire department,
6) makes salary recommendations in consultation with section
coordinators, 7) prepares departmental budget proposals for the following
year in consultation with section coordinators, 8) manages common
departmental budget items such as office and lab supplies, 9) supervises
the departmental office and the language lab, and assigns office space,
10) takes care of departmental correspondence, and 11) writes the annual
departmental report in consultation with section coordinators.

In summary, under this model, the chairperson is the administrator
and spokesperson for the department, the liaison between the faculty and
the college administration. The section ccordinator is the administrator
for the section, overseeing its daily operation and, in tandem with the
chairperson, presenting its programs and needs to the college
administration. At my college, the ordinary term for a chairperson,
appointed by the dean, is three years; section coordinators are elected by
the section for a one-year term. In deliberations involving tenu-e and/or
promotion decisions, sectional distinctions are eliminated, and all the
senior members of the department meet and act together as a single
committee. In these deliberations, members from the candidate’s section
ordinarily have the strongest voice.

The prevailing philosophy in a department of modern languages
should be one of shared responsibility. Since the chairperson’s main role
is to administer the =ntire department, it is clear that cach section must
itself shoulder the primary responsibility not only for the section’s present
functioning but also for its future planning in such key areas as
curriculum and faculty development. Faculty members in a section must
act as a standing curriculum committee, constantly reviewing and revising
courses, and creating new ones to enhance sectional offerings.  Senior
members must not leave junior members to their own devices after hiring
but must nurture candidates through the tenure process, assuring an
understanding of the criteria, and giving guidance and help in meeting the
norms of achievement. In short, as the chairperson’s many responsibi-
lities are reduced to a more reasonable level, it is incumbent upon faculty

174




Multiculturalism 169

members to share and take on the vision for their own section and for the
department as a whole.

One responsibility that weighs heavily and constantly on the
chairperson of a department of modern languages is that of protecting the
department’s professionalism. As personnel demands increase with the
accrued interest in foreign languages and the insistence on a foreign
language requirement, some administ: ..-ors seek to solve the problem by
hiring part-time or non-tenure-track :aculty. Even though there might be
a good supply of excellent part-time language teachers, the chairperson
must negotiate firmly with the administration on this issue.

The only way to assure a quality department is to have full-time
tenure-track positions that are staffed by faculty members who offer a
total professional dimensicn, i.e., who are committed to meeting the
highest standards of teaching, scholarship, and service prerequisite for
tenure and/or promotion to a senior rank. Part-time teachers may be
hired to meet temporary or partial needs, i.c., to take care of teaching
assignments that constitute less than a full load. But chairpersons must
insist on full-time positions where full-time needs exist, in order to
guarantee the professional integrity of the department and put everyone
on an equal footing. Given budget constraints within most institutions,
this duty is particularly onerous at this time. Nevertheless the chairperson
stands as the last defense against the gradual deprofessionalization of the
department.

The organizational model proposed above does not exhaust al}
possibilitics nor does it present the sole feasible formula. Far more
important than specific organizational details is the spirit that prevails in
the department. Given the varicty of problems that beset a department
of modern languages, the only sensible and enlightened approach is a
principle of true cooperation: one for all and all for one. Any workable
arrangement must be predicated on the good will and professionalism of
cveryone concerned. As professionals we all want the same basic things.
We want the chance to develop our discipline to its full potential and, in
so doing, we scek opportunitics that are equal to everyone else’s. That
is why we desire the greatest possible degree of autonomy within the
department.  No one section can he allowed to dominate.  Smaller
sections must not be demeaned because of their size, and larger sections
must not be begrudged their ability to offer more expansive programs.
There must be equal dignity and respect for everyone.
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Concern for one’s primary interests is natural. It is the chair-
person’s job to see to it that everybody’s interests are promoted and that
all receive fair treatment. To develop an atmosphere of trust, chair-
persons must make it a policy to share all information that comes across
their desks so that everyone is cognizant of the data and premiscs on
which decisions are based. Not only must assignments and chores be
equitably distributed, but it is just as important that they be perceived as
such. The best way to promote a spirit of cooperation within the depart-
ment is through universal involvement and shared responsibility. That is
why it is generally a good idea to rotate section coordinators on a yearly
basis. All should serve in order to develop an understanding of existing
problems and a corresponding willingness to participate in their solution.

The matter of the departmental budget, for instance, is a
particularly delicate one. The preparation of the annual budget should
involve the chairperson and the section coordinators, who together
implement an apportionment formula previously worked out and voted
upon by the entire department. In addition, to avert any possible mistrust
and to maintain confidence in the administration of the department, the
chairperson should circulate, or at least make available, copies of all
budget memos, particularly monthly statements from the treasurer’s office
indicating what was spent in the previous month, where it was spent, and
what the remaining balances are. If the chairperson handles all budget
matters with characteristic openness, no one can harbor feclings of
favoritism.

Departmental authority resides in the chairperson, who at all times
must be aware of what is happening in the academic unit. Whenever a
matter is to be taken up or a question is to be resolved, it is absolutely
vital that it be handled through proper channels. Normally, issues should
be raised and worked out within each section. Differences that cannot be
reconciled at the sectional level should be brought to the chairperson.
Only extraordinarily should a departmental matter have to be taken up
with the dean. Administrative efficiency is greatly impeded—and trust
and morale arc seriously impaired—if faculty go over the chairperson’s
head and deal dircctly with the dean. There are times, of course, when
a faculty member needs to meet with the dean. In such instances, the
chairperson should be informed, as a matter of professional courtesy.
Nothing can be so subversive to departmental organization nor so
thoroughly undermine a chairperson’s ability to function as the faculty's
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failure to respect the proper chain of authority. Faculty members must
act with the same openness and professionalism that they rightly demand
of the chairperson.

In a department of modern languages in a small liberal arts college,
chairpersons are usually not considered as permanent appointments in the
position nor are they ordinarily appointed for a lengthy term. Their most
effective role, then, is that of head facilitator; their main purpose is to see
to it that, above all, individual faculty members are allowed to do what
they do best, thus maximizing each person’s contribution to the
department. The post of chairperson in a modern language department
should not be considered a position of power but rather an opportunity
to serve one’s equals. The chairperson can do much to guarantee the
professional integrity of the department by openly embracing the double
principles of autonomy and equity as the foundation of departmental
policy.

In closing, there remains one last observation or exhortation. All
academic departments have differences of opinion. The existence of
varying points of view represents a healthy situation where an exchange
of ideas can take place regularly, to the benefit of everyone. Modem
language departments are no different. We too have our disagreements,
intensified at times by the very real differences among the languages as
academic disciplines. Although we are not unique in having such
discussions, other departments are sometimes quick to highlight these
"League of Nations debates” and come to view them as endemic among
modern language faculty, particularly if we ourselves continually reassert
factional differences. If we are to offset this unfavorable impression, we
must generously set aside internecine squabbling and, in an arena of equal
and open opportunity for all, band together instead to focus on the
clements that unite our disciplines. Rather than assume a narrow,
defensive, and ultimately sclf-defeating posture, let us on the contrary
take collective pride in and promote the broader mission in which we are
all engaged and to which we have devoted our professional existence,
viz., the study of modern languages, literatures, and cultures, within the
framework of the liberal arts.




CHAPTER 1 9

Teaching Foreign Languages
and Literatures: Confrontation,
Coexistence, or Collaboration

Frank W. Medley, Jr.

University of South Carolina

One of the more perplexing challenges any department chairperson
faces is that of promoting a harmonious working relationship among all
the members of the faculty. In those departments where colleagues have
what they perceive as diverse areas of expertise (i.e.. culture, literature,
linguistics, and pedagogy), not to mention the broader distinction of
languages themselves, the task can be even more difficult.

Departments (and chairpersons) tend to recognize and react to
professional infighting in a varicty of ways. Some look at it historicaily
and conclude that the situation has always existed and that they should
simply continue to promote some variation of a "peaceful coexistence,"
rather than confront the issue and upset everyone. Others approach the
problem in true academic fashion, forming committees who investigate
and report their findings back to the faculty, who then decide to postpone
action for at least one more ycar, in hopes that the issue will disappear
and they won't have to deal with it at all. Still others maintain that the
problem is a result of inadequate funding and that nothing can be done
until the upper level administration takes some definitive action and the
department has a larger budget.

It is the primary task of the chairperson to overcome this academic
“sibling rivalry" and to cncourage stronger departmental (or inter-
departmental) cooperation and collegiality if a dynamic curriculum that
meets the needs of the students and, at the same time, addresses the
research interests of the facully is to be maintained. Ultimately, the
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success of the department—and, by extension, that of the chair-
person—depends more upon the ability of the faculty to work effectively
as a group than it does upon the individual qualifications, achievements,
or fame of the members of that staff.

Regardless of the approach taken by a chairperson to resolve this
conflict of language/culture/pedagogy versus literature, success can be
altained only when the members of a department begin to recognize and
acknowledge that their colleagues have a contribution to make toward the
common goals of the group. Hence, the first step toward the amalgama-
tion of the unit must be to establish clearly stated goals and objectives for
the department that «eflect a consensus among the faculty.

In order to move a department toward collaborative goal se:ding,
the chairperson must continually reassure all parties involved that
consensus building does not weaken or "water down" any area. Instead,
it enables the group to identify the desired outcomes of the collective
effort of the faculty and provides insights into ways in which individuals’
efforts can become mutually supportive. Once this common ground has
been established, the group can begin to identify each person’s role in the
task of realizing these common goals, and it becomes clear that no one
faculty member can be reasonably expected to do everything. On the
contrary, responsibility must be shared among everyone if the depart-
ment’s goals are to be attained.

As departments of foreign languages and literatures, we have a
varicty of constituents whose needs must be addressed: students who are
satisfying a core requirement for a liberal arts degree, students who are
majoring or minoring in our own discipline at the undergraduate or
graduate level, and students who are majoring in another arca but who
would like to develop a degree of functional ability in a language of their .
own choosing. Thus, whether we like it or not, foreign language
departments must meet the needs of a broad spectrum of learners. And
since our program cannot cater solcly to our own majors, ther, in turn,
cannot be thought of as the raison d'étre for our existence. On the
contrary, in most cases the non-majors far outnumber the majors who
populate our classes. Our challenge, thercfore, is to meet the necds of a
very diverse audience and to do so in such a manner that we do not shift
completely to a "service” department to the extent that faculty are unable
to continuc to pursue their own agendas for research and scholarship.
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Repgardless of the mission of the department or the students who
enroll in courses in foreign languages, it is most likely that the program
of studies begins with a focus on the development of language skills,
followed by courses in which the content (i.e., genre, period, region,
culture, theme, etc.) becomes the central concern. Too often, we view the
study of language and literature as dichotomous, in that the two
seemingly represent different phases or "levels" of instruction, with
decidedly different goals. Unfortunately, it is not uncommon to find
some senior faculty members who justify the fact that discussion in their
literature classes is conducted in English, and students are peymitted to
write term papers in the same language because their linguistic skills in
the target language are not adequate to enable them to discuss the course
content otherwise. It would appear that these faculty members prefer to
think of themselves as purveyors of ideas, rather than as language
teachers, and presume that someone else—most likely a junior (and
untenured) colleague—should be held responsible for teaching the
language.

This attitude, at best, smacks of complete ignorance of everything
we know regarding the amount of time required to develop language
skills, and, at worst, it is a manifestation of an academic and egocentric
elitism that is completely intolerable in a department that is striving to
become truly collaborative and to function in the best interests of the
students themselves.

Regardless of our personal preferences for particular courses and
content areas, we need to remember that as-members of departiments of
forcign languages and literatures we are all—first and foremost—Ilanguage
teachers. Said another way, our ability to tecach content is not enough.
We must also develop within those students who continue their study of
the language beyond the basic levels the linguistic and communicative
skills necessary to cnable them to address content in the target lanpuage
both orally and in writing. For us as practitiorers, that translatcs into the
responsibility to teach language at all levels, to teach strategics in the
more advanced courses that will result in the ability of our students to
analyze, criticize, and hypothesize.

Within our departments, the programs should reflect a concern for
developing both the linguistic and cognitive skills of our students. We
need to plan every course in our curriculum with an awareness of how
that course articulates with those that come before it and those that follow
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it. This level of organization necessitates regular interchanges among the
faculty teaching those courses.

If we are to attain our goal of producing students who can use the
language effectively and accurately, and in a manner that is acceptable
and appropriate to native speakers of the language, it is likely that we
will need to begin to incorporate more literature into our language
courses, and more language into our literature courses.

In those classes taught by instructors who do not have a strong
background in literature or culture, it would be an excellent idea to invite
a colleague to visit the class and provide interesting insights that would
not be included otherwise. When this strategy is implemented effectively,
beginning and intermediate language classes become excellent recruiting
ficlds for potential foreign language majors and minors, since the novice
learners have an opportunity to become acquainted with members of the
faculty other than their own professors. Conversely, literature professors
can talk with their colleagues who have a background in pedagogy
regarding strategies that might be employed to teach students to read,
particularly in the introductory literature courses where students have had
little exposure to connected text and may feel overwhelmed by it.

Of even greater benefit would be for professors in literature and
culture classes to begin to incorporate multimedia presentations into their
instruction, perhaps through the use of overhead projectors, trans-
parencies, and videotaped presentations of literary selections being
studied. Numerous sources of these materials are available, and they are
not prohibitively expensive. For those institutions with interactive video
stations, the use of laser disk technology has tremendous potential for
incorporation into the more advanced classes, aad it is likely that
colleagues in pedagogy will have some knowledge of the application of
this hardware and software in the content areas.

The overwhelming majority of our majors who graduate with a
degree in a foreign language and who continue to use their language
skills for employment purposes teach. Thosc who obtain a baccalaureate
degree and continue their studies at a more advanced level usually do so
as graduate teaching assistants. That being the case, some pedagogical
principles should be included in our major sequence of studics. This
usually means that it would be heneficial to have at least one colleague
who has some formal training in methodology and second language
acquisition and who can develop a course for inclusion in departmental
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offerings. Sometimes it is necessary to conduct the course in a lingua
Jfranca, probably English, so that majors from different language tracks
can enroll in the same section.

It has been said that many departments suffer from having too
many experts and not enough expertise. In reality, many of our
faculty—while excellent scholars in their own field—are simply not able
to adapt to the changing needs of the department and of the student
population. Our challenge as chairpersons is to design a mechanism
through which the combined skills of two or more specialists can be
channeled towards a task which neither of them would be able to
accomplish individually. We can provide opportunities for colleagues to
work collaboratively on the development of a new course and perhaps
even use a team teaching approach when the course is offered.
Opportunitics for overlays of culture or linguistics on a literaiure base
abound, and with two faculty members brainstorming on the possibilities,
there are numerous new, interesting, and academically sound variations
in course content and instruction that could emerge.

Another approach that chairpersons can take toward generating an
atmosphere of mutual respect among colleagues is {0 encourage a
departmental initiative to reconsider the retention, tenure, and promotion
criteria of the unit. The purpose of the review would be to determine
whether the current criteria that lead to the appointment of permanent
faculty are an accurate reflection of the kinds of expertise needed in the
department. Will faculty who meet these criteria add a dimension to the
department? Are there other needs (for example, expertise in curriculum
development or computer skills) that might be identified but are not
recognized dy existing definitions as appropriate areas for rescarch and
productive scholarship? ~ Although this process calls for considerable
introspection and can be quite painful, it often serves to provide faculty
with a new perspective of the extent to which value is placed upon the
qualifications and performance of faculty members by the unit itself.

As departments attempt to redefine the academic trinity of
scholarship, service, and teaching, it is well to keep in mind that most of
us find it somewhat threatening to support or endorse changes in criteria
that represent a major departure from our own patterns and records of
professional performance. The fear is that, by agreeing to changes in the
traditional criteria, we are somehow diminishing the significance of our
own accomplishments.  In order to avoid this preoccupation, it is a good
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idea to talk more about expanding the criteria, rather than changing them,
since expansion implies that greater diversity can be embraced under the
rubric, without having to delete any of the existing manifestations of
performance.

The Modern Language Association has recently acknowledged the
need to broaden our rather limited literary definition of scholarship to
include recognition of scholarly work in the areas of language learning
and teaching. Professor Heidi Byrnes, of Georgetown University, reports
in the Summer, 1992, MLA Newsletter that the MLA Advisory
Committee on Foreign Languages and Literature has as one of its major
goals

...to foster greater professional recognition of scholarly work

in the areas of language and teaching. The widespread

unfamiliarity with this work, along with a disregard for it

and, by extension, for those engaged in it, is probably one

key reason that undergraduate and, perhaps even more

grievously, graduate departments in the field continue 10

present programs and curricula of limited vision, a practice

that is most dramatically reflected in allocating resources

and in hiring and retention policies.

The committee intends to engage in various
publication efforts to bring the substance of language-
learning research into professional consciousness, in the
hope that greater awareness of the scope of the issues this
research addresses and the insights it provides will stimulate
a much nceded internal professional dialogue in language
and literature departments, at the undergraduate and graduate
levels (p. 17).

One way in which this disdain for certain types of scholarship
manifests itsclf, particularly towards specialists in pedagogy, is in the
reluctance of some colleagues to accept textbooks as research-based
publications. Texthook authors retaliate by pointing out that they do not
have to pay subventions or resort to vanity presses to have their materials
published and suggest that perhaps the size of a print run might be a
more accurate indicator of the relative importance of a title than is the
esoteric nature of the topic.
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The November 4, 1992, issue of The Chronicle of Higher
Education cites James Lichtenberg, @ communications consultant in
education, who writes in the September-October issue of Change:

Especially in the more elite institutions, potential textbook

authors find among their colleagues aua undercurrent of

disdain for college textbook writing. Faculty mentors and
department heads are reported to counsel against speading

time on textbook authorship, portraying it as something of

“no academic value" that may even work against success in

promotion and tenure (cited in CHE, Nov. 4, 1992, p. B-2).

Obviously, neither group occupies a position that is unassailable,
and the polemic continues.

As most authors know, the broader the appeal a topic has, the
easier it is to find a journal or a volume that will publish the work. This
should not mean, however, that colleagues whose areas of interest are
highly specialized should be discouraged from pursuing those topics
simply because they do not have a wide readership. On the contrary, the
challenge might be to have the topics treated in such a way that
previously uninterested journals would consider them for publication.

A more collaborative approach ‘o resolving this problem would be
for the members of the department to discuss openly their views
regarding what constitutes research and productive scholarship—both
print and non-print—and include a range of possibilities that embraces the
areas of expertise of the entire faculty. They might also consider
collaborating on articles that would cross traditional borders of interest
and appeal to a new audience. Examples of this type of publication
would be an article that discusses the role of student-centered outcome
statements in a literature class or using literary texts as sources of
information on the historical development of language. Numerous
possibilities exist for "repackaging” the results of our expertise to make
it of greater significance to a wider and more diverse readership.

Other issues need to be discussed and resolved regarding research
and productive scholarship. Should a distinction be made between
scholarly opinion, empirical research, and descriptive research? If so,
how is cach to be defined, and what weight should be attributed to them?
How do articles or books that represent informed scholarly opinion
compare to more experimental or anccdotal reports of behavioral
rescarch? How should the relative contribution to the profession of these
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different types of investigation be determined? How will articles
published in refereed journals be weighted in comparison to those that
appear in conference proceedings? What if the conference proceedings
are refereed and include only selected papers? How significant are
presentations at professional meetings and conferences? Is there a
difference between presentations that are invited and thosc that are made
as a result of responding to a call for papers? Is it possible (even likely)
that a paper delivered at a large professional meeting might have a greater
impact on the profession than one buried in some obscure publication?
In terms of style of delivery, should more, or less, credit be given for
presentations that are delivered from notes than for papers that are read
to an audience? Should the ability of researchers to relate to their
audiences be a factor in rating their contributions to the profession? The
extent to which a faculty can agree on the answers to these questions will
determine the effectiveness with which they can work together as a
community of scholars.

A word of caution, however. One of the very real dangers in
placing too much importance on the democratic process of establishing
departmental standards is that there may well be no faculty member in the
group qualified to assess the contribution that some areas of research and
productive scholarship make to the profession. This is particularly the
case when snecialists in pedagogy or applied linguistics are asked to
evaluate the dossiers of literature professors, or vice versa. In order to
avoid this problem, especially in tenure and promotion cases, departments
should insist that scholarship be evaluated critically by outside referees
who are knowledgeable in the field and who can comment on the contri-
bution the work makes to the profession.

In conclusion, the greatest possibility for avoiding confrontation
and promoting collaboration and professional recognition of colleagues
across divergent areas of interest within our departments lies in
encouraging them to talk about and agrec on a comprehensive definition
of rescarch and productive scholarship. This chapter has touched on
several topics and will undoubtedly raise numerous questons that have
not been addressed. Clearly, research should be evaluaied on its own
merit, rather than on the basis of the medium (print or non-print), the
purpose (literary, linguistic, or pedagogical), whether a subvention was
paid, whether a vanity press was involved, or whether the author realized
a financial profit as a result of the work. It is incumbent upon the
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departmental chairperson to guide the department as it considers these
questions and arrives at a consensus.

The successful chairperson will promote activities and discussions
among faculty that generate an awareness of the fact that we are much
more drawn together by our common concerns than we are separated by
our divergent interests. To the extent that we are willing to work
together as colleagues in an environment of mutual respect, we will be
able to plan and deliver a program that will have a positive effect on our
students’ linguistic skills and on their overall intellectual development.
In so doing, we fulfill our role as educators and mentors, quod erat
faciendum.
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CHAPTER 20

The Foreign Language Department
and Less Commonly Taught
Languages

Nelson H. Vieira
Brown University

"A schoolmaster is not one who
always teaches but one who can
suddenly learn.”

—Jodo Guimardes Rosa, The
Devil to Pay in the Blacklands

"I don't want what is already
made, but what is tortuously in
the making."

—Clarice Lispector, The Stream
of Life]

The facuity of Less Commonly Taught [anguages (LCTs) fre-
quently relate to the scnse of marginalization experienced by frustrated
and disheartened second- or third-class citizens who resent the first class's
rcluctance to relinquish any portion of its domain, especially so in times
of economic constraints. However, from our viewpoint, self-cmpowered
LCTs can carve out their own space within or outside departments and,
morcover, can secure a vibrant future in the university without depending
upon the largesse of the dominant foreign languages. A less-marginalized
status is usually achieved after years of steady, incremental gains that
empower LCTs to forge their own paths cumulatively, and possibly
heyond the shadows of dominant F1.s,
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As suggested by the two passages selected as epigraphs for this
discussion of LCTs, process is the key to the LCTs’ survival as well as
the source of their strength because with LCTs the never-ending struggle
for existence can be used to instill in the staff a spirit of non-
complacency that in turn can be tapped as a positive stimulus for
independent action. As directors and chairpersons know all too well,
complacency is 2 deathtrap for FL programs unwilling to sce beyond the
status quo. And because Spanish, French, and German have traditionally
dominated the FL curriculum and will continue to do so for some time,
LCTs are prepared by experience to expect an uneven topology on the FL
battleground, a perception useful in building the slamina needed to
reconnoiter this treacherous terrain.

Added to this reality is the notion that, as marginals, LCTs do not
possess a substantial identity or presence of their own, a perspective
stemming from historical assumptions based primarily upon quantitative
values—the numerical amount of student interest in a specific FL. Thus,
it is our belief that unless an LCT creates a dynamic and unique identity
of its own with the aim of demonstrating its qualitative value and
intellectual potential, it will never be able to sustain itsclf in any
meaningful fashion. And for department chairs who may or may not
teach LCTs, the only viable stance for ensuring an LCT's existence and
maintenance is to recognize its curricular uniqueness, be it within or
outside the FL. department, assuming, of course, that the LCT possesses
a strong cnough ideatity to command such recognition.

If the staff of an LCT chooses to blame colleagues of the dominant
FLs for their lack of openness and support, for stifling the growth of
LCTs, or for coveting their own language specific hegemony, then the
future for an LCT may indeed hold little promise because its staff fails
to understand that any unit’s success in an institution of higher tcarning
Cepends upon three major factors: 1) the ability to build a professional
identity; 2) the capacity to crcatc a nced or market for one’s subject
matter; and, above all, 3) the willingness to understand how an institution
of higher lcarning functions. All of these clements constitute a learning

process entailing analysis, strategy, and vision that should be channcled
into growth activities within and outside departmental parameters, not
with the intent of uitimately bypassing departmental structures,
procedures, or policics, but with the goal of exploring and exploiting
more cxtra-departmental resources available to LCTs.  Instead of
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fantasizing over the possibility of achieving an identity paralle! in size
and status to the dominant FLs, LCTs can become meaningful
components in the larger undergraduate curriculum if they pursue and
cultivate their own uniqueness, regardless of size. Furthermore, since
university administrations themselves often fantasize, usually about
"doing more with less” during times of economic coastraint in the vain
hope of continuing to foster growth, the LCTs should not be discouraged
because their collective history reveals a "doing more with less" modus
vivendi. Thus, they should take advantage of the ingenuity and courage
gleaned from this stance. But lest the reader misinterpret the last
comment as a maxim that LCTs can never aspire to significant growth
and larger budgets, allow me to affirm the contrary most emphatically by
underscoring my conviction that LLCTs can grow and develop into
meaningful and permanent components within the university.

The path ¢f action toward the creation of a unique identity for an
LCT may follow this suggested scope and sequence: 1) A focus reflecting
a specialty, a disciplinary approach, or a well-defined role in the overall
contcxt of the undergraduate curriculum; 2) A style demcnstrating
imaginative and cost-efficient offerings, dynamic staffing, self-
empowerment, vanguard pedagogy, an active program of research and
publications, and, if possible, aggressive grantsmanship; as well as 3) A
structure designed to accommodate student and faculty needs, to
facilitate formal and informal linkages with colleagues in other units, and
to channel multi- or interdisciplinary activities as well as broad curricular
service across the university. Here, the ultimate goal is meaningful
integration in the curriculum where language as well as literature
becomes an integral part of its course offerings.

The shaky status of many LCTs is actually duc to canonical
cducational attitudes that, frankly, arc outmoded and tied to a rigid
history of course offerings linked to a traditional or First World global
stance that invariably dismisses L.CTs by interpreting pejoratively the
intentionally neutral “less-commonly-taught” as "less important.” It
therefore behooves an LCT to follow the path toward a new identity and
a renewed sense of importance in order to establish a dynamis presence
vis-a-vis the university curriculum and community as well as its own
professional field.

Unfortunately, to reach this ohjective, LCT staff members usually
have to grapple with such problems as institutional prejudice or
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ignorance, the snotbery of faculty of dominant FLss, departmental rigidity,
and pedagogical stagnation. Not easily surmountable, these hurdles can
be overcome by maintaining an unswerving commitment to the LCT’s
cultural values and a-30 by taking various pragmatic steps. For example,
an intensive search for support or assistance can be undertaken with the
aim of first tapping human resources, instead of monies—perhaps a group
of interested colleagues or a mentor/guardian angel in the guise of a
senior faculty member. The latter may be an established and well known
professor from another department who is willing to invest some time by
serving as advocate, counselor, and overall sage. This individual’s role
may be justifiably double-edged, assisting others while at the same time
expending energies and efforts for reasons of expanding and pursuing
new professional interests. Mentors or interested and supportive
colleagues are invaluable to an LCT seeking to integrate its offerings and
programs across the curriculum.

To illustrate in a more concrete manner the above perspective and
recommendations, the specific case of an LCT—Portuguese and Brazilian
Studies (PBS) at Brown University—will be used, not as a model to be
replicated, but rather as a reference for generating ideas about strength-
ening the resources and presence of LCTs in American universities. As
an LCT not even acknowledged in its original department’s title, PBS
created an identity that developed from a third-class position to an
interdisciplinary center and, more recently, to a full-fledged depart-
ment—a process spanning two decades. As director for more than ten
years of this venture, I became aware that team spirit and on-the-job
learning were the best avenues and attitudes for making gradual but
continuous headway. No two institutions are alike, and thus my focus
here is to center upon those strategies and options used by an ICT in
overcoming difficulties prejudicial to its growth.

To begin, a simple vision or plan is advisable so that pros and cons
of cxpansion may be weighed within the context of the university's
general direction, philosophy, and structure. Whether the vision be a
concentration program, or ultimately the creation of a separate unit, an
assessment of the university’s approach to recent educational innovations
and trends is crucial to understanding how an LLCT can take advantage of
these changes in gauging its own potential and development.  For
instance, it would be uscless to pursuc the concept of a separate unit—be
it center, program, or institute—if the university has no structure for its
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foundation. On the other hand, the creation of a program within a
department or between departments may be quite feasible, given today's
more favorable climate in American education for interdisciplinary study.
However, this path implies an honest predisposition to change, entailing
self-evaluation and the expending of extra energies. Also, any long-range
type of plan for growth usually relies upon a self-determining, non-
dependent stance, nurtured by good coordination and active communica-
tion with diverse elements within the university. Moreover, a plan for
expansion should also include an assessment of the university’s overall
educational direction as well as its educational position toward two areas
of interest relevant to foreign languages and literatures—the role of
international studies or education in the university and the existence of
newly-formed disciplinary alliances where the social sciences and the
humanities come together in cooperative projects. These two areas of
interest can serve as the linchpin for enabling the LCT to enter into a
network of cooperative activities and programs, ultimately leading to joint
appointments and projects which in turn will enhance the LCT’s general
efforts toward meaningful curricular integration. These areas of
consideration coupled with a university-wide search for human resources
with mutual interests in the LCT contribute greatly to the formulation of
a stronger identity for the LCT. For Portuguese and Brazilian Studies,
this search led to the discovery of a number of colleagues whose research
and professional activities related in some way, gre