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ON_CONVERTING A TEACHERS COLLEGE

Unlike Abrahem Flexner's remark to the effect that no priesthood
cen reform itself, occasionally the incentive Is given that faculty are
willing, with leadersh p to change thelir ways and d!roctlon. Such as
Introduction invites a case study of one ''State Teachers Collage" that
became & ''State College'' (but never lost the '‘Teacher' orientation) and
then, In effect, wes ''converted'' to @ Liberal Arts instituticn over the
longer haul.

The setting Is a rural campus of some 2,500 students thet lies far
from a mejor clity. In years of practice It has become Ingrown with Its
own graduates and teachers brought in from the public school systems.
Higher Education is virtually unrepresented, both administratively--where
sdministrators have come up through the ranks with little conceptual
understanding of modern adwministrative procedures--end professionslly
with few doctorates in the ''content'’ areas and with '‘professors' somewhgt
spathetic and intellectually unstimulating. The institutional heed--the
President--while amiable and warm, is & political sppointment coming from
e position as Superintendent of Schools and totally without experience in
Higher Education. The Bosrd of Trustees are plain, honest, locel folks
that want the best for the Institution yet have no real concept of Migher
Education In these latter days and tend to rubberstamp whet may be proposed
in one menner or another.

The institution hed & long and tranquil history of sutocratic
governing prior tc the incumbent president with the faculty playing



virtually no part in forming policy for the immediate or long hauls

that every ecademic community must settle. In such & situation a faculty
doss not easily assume governing prerogatives-~it must be educated to the
ways of Higher Educetion in the 20th century,

The conversion really begins with one man--a Chairman--who, although
at the Institution for close to a decade and turned out excellent teachers
in his professional area, longed for a strong Liberal Arts orlentation such
as that of his undergraduate years in the midwast (he was one of the few
thet had come In from the ''outside''). Fortulitously, the President invited
this chalirman to become Dean for Acedemic Affairs. While this individual
was wall-received by the feculty Iin his post he was without background
and experience in the ""Admin’stration’ of Highar Education. Howsver,
interest, wisdom and foresight impelled him to seek a specialist-consultant
in Higher Education in the erea of Liberal Arts. The original consultant,
8 retired Vice-President of ¢ major university, after a visit suggested o
younger Liberal Arts Dean of experience for further consultetion. The
outcome of a number of monthly visits over the academic yesr by the
Consulitant was that he agreed to become Dean of a newly crested Division
of Liberal Arts and Sclences on thet campus. It might be said thet he mey
hove felt as perhaps Dean Monroe of NHarvard felt when he went on his
mission of good will to Miles College in Alsbama with every intent in mind
to build the college. The trials, tribulations, joys (?) and certainly
the extrems challengs of sdwinistrative leadership in such ¢ case formed
the magnet to attrect a men of experience, and, in essence, formed the
beckbone for a case study In ‘‘converting’ s college in these latter days.
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Needle:s to say Mr. New Dean judged with ''feeling,' stemming from long
professional experience, thet the 'climate’ was right for change and the
time was at hand to move such a project along.

The new Dean of Liberal Arts came aboard with a few things working
for him, but unfortunately, a very large number working against him. His
background, beyond teaching, wes over a decade as an Assistant Dean in a
Liberal Arts coliege of a large university of nations! reputation. His
age bracket in the early forties worked pretty much for him.

Older, larger universities have established traditions and are
geared to patterns hammered out by "strong"q faculties, all of which were
lacking at State College. In addition, twenty-six faculty members had
resigned In & huff some three years previous when the new President arrived
and the Institution wes still picking up the pleces. Mr. New Dean called
and wrote to several of the former staff who had rcsigned-~Inciuding o
Dean and Departmental Chairmen., They were firmly vocal, yet Interestingly
enough, generally loyal in view and feeling of their former Institution.
The Insight and informetion was most valuable to the .ncoming experien.ed
neophyte. In addition, while the rubble had generaliy been clesred awey
over the Interim three years, the new Dean now felt the time wes ripe
to bulld the Institution in the Liberal Arts image.

How does one administratively begin to revemp en Institution that
has had nothing but teacher educetion in its background for over a
contury? There was no leck of intrigue, urtlwlorli when the feculty
grapavine had it out thet here wes a "hatchet men' coming In for the
Adninistration. But where does ons begin? The books on administrative



theory deeply lined the Dean's bookshelves yet no two institutions or
situations are identical and therefore administrative creativity was
readily beckoned forwsrd. To do or not to do?7?

The steps taken by Mr. New Dean fell into a pattern by design.
It seemed to the Consultant turned Desn that a number of psychological
steps were in order and had to be taken prior to substantive measures.
During the year of monthly consultations, beyond gaining insight and
information concerning the institution as well as suggesting timely
interim procedures for the College, the Consultant made it a point to
meet Chalmen in particular as well as faculty. He had to sell himself
as a leader of faculty before he could peddle his wares of knowledge and
procedures in Higher Education. Concurrently, and fortunately, some
forty-one new faculty positions were authorized for tha institution during
this consulting year with twenty-nine going to the ''substantitive' or
"content'' sreas of what was to be Liberal Arts. The balance largely
went to bulding the Library and Librar: Science staff with only a half-
dozen to staffing Education as replacemants. The new twenty=-nine faculty
members designated for Liberal Arts were by and large younger, more
sggressive and holding a much larger percsntage of doctors| degrees than
the incumbont staff. The new Liberal Arts faculty had backgrounds from
Maine to Oregon, with memy points between, thereby adding fresh breath
ond life to the Iinstitution. The Dean saw this ss a wedge working for
him in shifting the balance within the Institution towsrd ultimate faculty
governemnce. (nterviews Indicated thase were men of the “new breed" that

were going to add soms yeast and ferment to the faculty.



In 1ight of the psychological steps envisioned by the new Dean
and in keeping with the fact that the Administration wanted hir to come
to the institution very badly, plans were submitted by the Dean for a
large panelled, draped, carpeted, nicely furnished office with adjoining
conference room and a secretarial office and waiting room. In addition,
a complete wall of built-in bookshelves backed up the Dean partially as
psychological window dressing to help the intellectual climate, yet who
responded to comments concerning his library with the fact that the other
half was at home in his study--which it was! |f anything, the institution
lacked 'class' and sophistication. Whatever measures, large or smll,
taken toward a remedy for this "ruralitis' would pay off in the longer
run.

What does one do procedurally in order to effect rather radical
change In an educational Institution? Trauitlonally, Institutions of
Higher Education are conservative In nature and change stowly. This Is
both healthy in that institutional matters are hemmered out prior to
instituting them, yat administratively frustrating in getting things Into
gear. However, exparlienced administrators have learned to live with the
latter--time being on their side. There Is the old adage In working with
faculty that administrators plant the seed one year, water and nourlish
it the second year, and perhaps In the third yesr it may begin to bear
fruit in that the original Ideas begin to ripen in the minds of the
faculty. State College could not walt that long nor was there any
history that the faculty could or would be wiiiing to accept responsi-
bility thrust upon them. A democratic sdministrator coming into a

somewhst autocratic institution is torn idealogically, yet In Instituting



new measure:s a new Dean In an autocratic institution can have a real
thrust in revamping toward excellence by virtue of this very fact.

Mr. New Dean chose a middle road of inviting faculty participation
and elected coonmittees, yet instituting change and plugging in higher
watted procedures where needed. When a college is single-purpose, informal
procedures can prevail and work reasonably well, but as an institution
shifts to multi-dimensional capacities then procedures must beéome more
formalized. In an institution without background snd understanding of
what Higher Education is all about an experienced, optimistic administrator
can view this as a compeliling challenge that comes sbout rarely, yet fully
realizing the tremendous cost in energy, time, resourcefullness and often
frustration that a century of stratified measures cen form causing selected
surgery to become eminent.

Mr. New Desn, out of necesslty, took excursions into many fields
from Alumni Relations to tactful presidential advising yet reserving the
full thrust of his energies for his inherited child-~Liberal Arts. One
citation, as an example, was the fact tﬁat State College had twenty~two
committees--all presidentially appointed. Mr. Desn advised radlical
surgery In greatly reducing the number of conmittees and not having them
sppointed, but generally elective from the faculty. Committee work Is
the disease of small colleges with a seeming lnvors; relatlionship of
numbers to slze of the institution. Essentlal committees that were
formerly all-college; e.g., Curriculum Comittee, were to be pulled out
and Instituted directly under the aegis of Libers! Arts on an elective
baslis.



Without former machinery or means of instituting committees within
Liberal Arts, choices were obviously available. One could appoint, or
allow election, or both. In s self-governing, settled, traditional
institution only election i1.: a really viable alternative, yet State
College was certainly not in this category. I|f time warranted, the
faculty could d2cide procedures but this would set hope of revamping
the institution back a considerable pace. (Fortunately, the Dean came
aboard | July and had two months to get settled.) The tentative decision
was made by the Dean to invite, by mailed secret balliot, elective members
from the incumbent faculty to represent the Humanitles, Sciences and
Social Sciences on the Curriculum Committee. Ballots for each division
were malled to each faculty member in that ares, excluding new faculty
memoers. Four names we.'e to be checked on the ballot in rank order one
to four. Three from each division formed the conmittee with the fourth
as an alternate for the future, If needed. This gave 8 balanced committee
of nine. The first year (only) the Dean chaired the committee.

During the course of the first semester the Curriculum Committee
met bi-weekly for approximately two hours. The Desn set the agenda to
be covered. A faculty member was elected as secretary, who recorded the
official minutes and reported the proceedings of the Committee to the
Faculty at the monthly Faculty Meeting.

Primary attention was given by the Curriculum Committes to @
flexible General Education program (vs. the entrenched rigid and
inflexible program), to pre-professional programs of Pre-Med, Pre-Dent,

Pre-Law and Pre-Veterinary Medicine, to courses, programs, and curricular



relationships between Divisions on campus were among agenda items of
particular importance.

A second committee, the Faculty Executive Committee was formed

- In order that the Dean could have effective and influential help and,
more hopefully, support in the formulation of policies and procedures
for the new area of Liberal Arts. How does--or should--:n effective
administrator form such a powerful committee where far-reaching policies
are to be formulated? Again the committee could be appointed by the
Dean, be purely elective, or elective and appointive. Mr. New Dean
chose the third alternative by free, mailed secret ballot across the
entlre faculty in Liberal Arts. In essence, the faculty elected a panel
of fifteen colleagues from which the Dean was to select seven to nine
members for the Faculty Executive Committee. The Dean was to chair the
Committee the first year (only) with future chalrmen coming from the
committee at large.

With a faith born of long experience, the Dean knew faculty would
elect thelr most astute colleagues and this feeling was vindicated with
the best of what was available. The Dean could work well with a reasonably
strong group who might dlffcr.ln opinion and judgment but who viewed
Liberal Arts as an entity rather than through the eyes of thelr disclplines
and departments.

Business Items on the agends consisted of policy metters of
organl:ational and procedural rules of the Faculty to metters of faculty
welfare. As with the Curriculum Commlittes, the Executive Committes met

bl-weekly for approximately two hours. The Committee elected a secretary




who recorded the minutes and reported to the Faculty at each monthly
Faculty Meeting.

It may be said that Mr. New Dean felt the curriculum belonged to
the Faculty and, in a sense, with his experience and position was advisory
to that group, while he felt the Executive Committee, on the other hand,
was advisory to him but fully based upon a concept of ''shared authority."
The Executive Committee was his "sounding board" as well as a potential
spring of reflective faculty thinking on matters of concern to an embryonic
area of Liberal Arts at State College.

While there are a multiplicity of systems In organizing colleges,
it Is recognized each college possesses individual differences, and, there-
fore, the basis of orgenization must be in keeping with a particular
institution’s aims or any reorganization will be a stormy one with perhaps
some foundering on the shoals of time.

In keeping with the Consultant’s proposal to the Administration that
the institution consider a Lower-Upper Division arrangement at State
College, Mr. New Desn upon coming aboard embsrked--through the Faculty--
on instituting such an arrengement. At the seme time, & flexible Lower-
Division arrangement of Genersl Education wes proposed to replace a rigid
system that loc_k-stoppod every student into identical patterns of educa-
tion. This eventually entailed renumbering courses within the entire
Institution as well as revamping procedures for accepting majors as well
a3 a multitude of accompanying changes and redefining of goals. Concur-
rently, new departments, new majors, new programs, new faculty and new

priorities ware being established for Liberal Arts.
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By now it Is apparent Mr. New Dean's responsibilities were well-
beyond building Liberal Arts. Part of his administration concerned
Liberal Arts (in a settied institution it would have been "All") and part
concerned the entire institution since with a redefining of Lower-Upper
Division all entering students were to begin through Liberal Arts and a
"General Education''. At the end of two years students would ''select"
their majors and departments would '"accept' them. This Is not at all
unusual for Liberal Arts, yet was ''foreign'’ to teacher education at this
institution since more authoritarian and lock-step methods arrived at
during the preceeding century were not easlly cut asunder.

While the Dean would personally have chosen the route of democratlic
faculty participation from the beginning, with the thought of a two or
three year haul to arrive at the concept of revamping the College, he
was most anxious to cut that time down as much as possible. There was
also some pressure to ''get moving' from the Administration and without
a history of any governing or declsloh-mnklng on the part of the Faculty
the delay could have lingered. Also, the Commission of Higher Education
in the capital, with a comparatively large number of state college
teacher education orlented institutions, was interested in a possible
prototype that balanced Education and Liberal Arts.

As a leader filling a vacuum, Mr. New Dean devised a number of
representative 'models’ in General Education ranging from cholice of
courses by students within the three traditional Liberal Arts divisions
to choices within groupings yet allowing some traditional areas to be
omitted If desired. This range of the spectrum was presented to all -

faculty with time to reflect and digest, yet ultimetely coming to



review within dosertments! mpstings. TF. doa 's colender was always
cleor to visit depertmante! mseting upen Invitstion and explein cholces,
elternetives ond possibilitios for the ‘vture.

Since olghtesn depertments ware Imvelves botwsen Liberel Arts (9)
ond Tescher Gducatio~ (9) the Boan rescensd for the msst flexible
curricuium thet esvid be dovised. This wae felt abselutely nesessery
singce no radles! ond conplets bresk towerd Lower-Wpper Divisien could
be undortohon witheut ol leneting much of Tescher Gdusotion. And It wos
legical that under o Lanser-Upper Divisieon system thet seme ‘‘prefessiens!”
essurses (borring tessher cortification courses) hod to be undertohen during
the first owo yoors to prepere for the msjer--9.9., Clething Censtruct ion
ond Fosds ond Nutrition for lome Gsonsnics. This esuld herify o Libere!
Arts “puriet” but Nr. tiow Goen saw this o6 o chonse for students to “try
o’ o major prier o comnlment and for the fesuities within veriews
dlissipl inss 00 msacure the applitudes of thelr patentie! majers prier to
@epting then. The letter fouter wme eonslidered mset eritice! slnse both
the Matiens! Counsil! on Yessher Gdusotion and Nidéle Stetes bolobered the
fost that no selestion of future tesshers 'me teking plase. Previewely,
students envelled lmmediotely In Tesshor Gdusetion and olither fiunhed
out or gradunted oven though they hed ae abilicy or destiny as o tessher.
Yesshor Gdusation had ao other choless (come Seote Colleges saw Libere!
Arts o o possible dumplag greunde--177) oo sssuptonse or rejestion of
sotential ccsshers wee o porensunt 00epping stome In the whele endssver
ond consapt of o Lonspr=tpper Dlvisien errengsment.



Separtments of Art, Music, Mome Economics anu 30 forth thet we:
professionally oriented hed to b accommadates ot the Lower Divisioc
thorefwe, the mest flexible curriculum sesmed conslistent and prebably
polit.cally mpet asssptoble. It cams to pass thet the test winds blew
true fren the prefessions! arees and alve fres mset Liberal Arts
doportments. A few, In Libere! Arts, howover, questionsd the pessibliity
of o foreign longuage, or philcssphy, ots. beling semething less then en
sbeolute flot requirement for greduction. (nperience dictated thet with
o facsuity of seme we hundred net everyons weuld be cempletely setlefled,
yot t3 hove the majerity suppest and the alnerity sssept the pregrea
ollend the Institution to surmsunt on initiel mejor hurdle.

The flexible eurriculum finally dovised and ssespted required enly
Gnglish and Spsech 08 required csurses In the Lower Dlvisien. Students
were ol lewnd to chesee csurees frem four of flive “grewps” during the first
veor and “sontinue” with three of five during the sesend yeor. Feuwr
esurees were left epen 40 olestives during the first ond sesend yeor--
ons eosh of four semsetors or Bud eosh camsster during the sseend yeor.
A this point, pro-professions! esurses but ast *“Tescher Gdusstien’
esuress (by Gdusstion rule but wae loter relensd) esuld be uns srtahen
08 "vlestiven.” Thie ollcwnd ¢ lorge choles ond sovers! elestives fer
students and vitiantely ¢ asnioun of nlve hours or four csurses ln
sro~professions| courses. Art and Music ot found this diffieuit yor
with adjustments esuld 1ive with the pettern.

The cugges.od mumbering systen we ensmplified by Its slaplicity
of 100-300-300-400 mmbere’ csurses. Onsieslly, Y00 end 200 esurees
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fall in the Lowsr Division and 300 ond 400 courses In the Upper Division.
Courses ending In zero ware to be offered each temsster, those ending In
one in the fall only, those ending in two | . the spring ~nly and courses
having 20r0 as & midédle number Ware 40y (gned for non-wgjors.

Students were not to be "10Cked Out’’ Of gither lowsr or upper
division (l.e., Juniors might corry Sopnomere courses or Sophomores cerry
Junior cou-ses, otc.), with nusbering serving o8 a general guideline to
progremming. Also, this wes not for Temovad from the (ncunbent number ing
system which wes 100-000 but with o ditfereng rationele--!.e., 200 courses
were required for majers and 300 couftag Warg elactives 50 In & large
nmber of Instonces renumbering Was MOt necegsdry. This was perticulerly
true of first year cowrses.

Vith the sdvent of time, the prétegs wiil be reviewsd for
effestivenses ond possible chorte, Yoy o8 o "sase Study” in making
things heppon edninistretively, it 19 glearly but one of hunttuys of
“Tesshors' Colleges” being “senvartef™ gsfesg these Unisen Sammns.



