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EXECUTIVE SUMMARY

Advisory committees are effective ways to help connect uni-
versities and colleges to their environments. Interest in advi-
sory committees has increased in recent years as institutions
of higher education and their programs face intense chal-
lenges in adapting to and meeting today's needs. Driven, in
many cases, by declining enrollments and/or diminishing
budgets, institutions find themselves under increased pressure
to do more with less. At the same time, demands and expec-
tations for responsiveness and accountability have increased,
requiring greater interaction with the world outside the ivory
tower. Advisory committees represent a "bridge to the exter-
nal public" (Thompson 1984, p. 27), and the growth of inter-
est in advisory committees shares its roots with the recent
surge of attention to strategic planning and total quality man-
agement. Advisory committees can provide mechanisms at
all levels of higher education to help improve communication
and interaction with the outside world. They can provide fresh
insights, powerful connections, access to valuable resources,
and excellent public relations. In conjunction with a strategic
plan or total quality management, they can be key elements
in renewing and revitalizing an institution.

What Are Advisory Committees? What Do They Do?
The simple definition of an advisory committee is a group
of volunteers that meets regularly on a long-term basis to pro-
vide advice and,/or support to an institution or one of its sub-
units. Advisory committees can range from those that consult
to university presidents on the broadest of policy issues (Scott
1988) to committees that focus on the nitty-grittywhat
machine shop tools a community college should buy, for
example (Corley 1988). By opening a window of exchange
with members of the broader society, advisory committees
can help institutions with a host of important functions:
strengthening programs, improving management, reviewing
and evaluating mission, programs, and services, recruiting
personnel, raising funds, promoting public relations, and
improving relationships with other organizations (Cuninggim
1985, pp. 5-16). The first three functions, and sometimes the
fourth, are truly advisory in nature, as the committee provides
external input into internal processes; the last three fall more
into the support category, with committee members serving
the organization by helping in the outside world.

The Advisory Committee Advantage iii
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What Is an Effective Advisory Committee?
The level of the advisory committee's work varies tremen-
dously along a spectrum of involvement and activity. Some
committees exist in name only and have never met or, after
one organizational meeting;go on for years on paper. Others
meet once or twice annually, for largely ceremonial purposes.
Others are largely a collection of advisers who might indi-
vidually provide advice or support but whose committees
rarely, if ever, meet. At the other end of the spectrum are occa-
sionally overinvolved advisory committees. They provide
advice where none is wanted, and they get involved in affairs
that should be left for program directors, staff, or faculty.

Effective advisory committees avoid both extremes. They
are committees that meet regularly and work together to pro-
vide advice and/or support that contributes significantly to
the program's or institution's improvement. Even within this
definition of effectiveness, however, can be a broad range
of activity. Some advisory committees serve mostly as boost-
ers, raising funds, providing connections to outside resources,
promoting public relations, and, in general, providing impor-
tant support and service while offering little or no advice.
Although not technically "advisory," they are included here
because they are a common type of advisory committee and
because they can make significant contributions to a program.
Committees that do provide advice range fLom those whose
focus and direction are carefully directed by the staff, admin-
istration, or faculty to those with significant independence
whose advice covers a wide scope and range of topics. Some
committees provide service as well as advice.

How Many Advisory Committees Are Effective?
Determining how many advisory committees are effective
is difficult for two reasons. First, not everyone agrees on the
definition of effectiveness. Some deans or program directors,
for instance, might be happy with a ceremonial committee
comprised of high-profile individuals in the community who
meet once a year and say nice things about the program.
Other administrators, who reluctantly establish an advisory
group because of an external mandate, might be pleased to
have it exist solely on paper. Some deans might he very happy
to have a committee of advisers r.) call on for individual con-
sultation and advice. Such committees do not meet the earlier
definition of an effective advisory committee, however, be-

it
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cause they do not work together to contribute significantly
to the program's or institution's improvement.

Second, studies of advisory committees' effectiveness are
very rare. Institutions might list their advisory committees
in their bulletins and reports, but they are unlikely to collect
information about their effectiveness and even less likely to
report it in the literature. The few existing studies on effec-
tiveness are in the vocational education and community col-
lege sectors and were conducted by outside agencies that
contacted committee members directly. They document the
widespread existence of paper committees whose "mem-
bers" did not even know they were "serving" (Massachusetts
Dept. of Education 1985, 1986). Other, anecdotal evidence
also suggests that many programs and institutions do not ef-
fectively use their advisory committees for advice or support
(Axelrod 1991; Laney 1984).

What Makes an Advisory Committee Effective?
An advisory group is more likely to be effective at providing
advice and support when:

1. Institutional representatives (deans, directors, staff, faculty)
genuinely desire the committee's input;

2. The committee is comprised of knowledgeable, com-
mitted individuals whose interest in volunteering their
own time is sustained by appropriate recognition and
rewards; .

3. The committee's group processes and procedures for gov-
ernance allow for regular meetings, a sense of engagement
and ownership, and sufficient access to information about
the program or institution so that the committee can offer
useful advice and support;

4. The expectations about the roles of the committee in pro-
viding advice and support are clear, consister' and well
communicated.

How Can Those Woridng with Advisory Committees
Improve Their Effectiveness?
The staff, faculty, and administrators who work with advisory
committees need to think through how much support and/
or advice they really want. Advisory groups, although they
afford great potential, usually require additional work for man-
agement and can complicate matters. Institutional represen-

The Advisory Committee Advantage



tatives need to decide what kinds of support or how much
advice they want and then clearly communicate it to potential
committee members. The greatest source of dissatisfaction
with advisory committees comes from poor communications
and a mismatch of expectations. Potential members who
accept an invitation to join an advisory committee to provide
advice and input are usually pleased and even proud to be
recognized for their "acknowledged expertise" (Light 1982),
but if they find themselves in a ceremonial role, lacking the
information and the opportunity to make a contribution to
the program, they can become quite disgruntled. Many such
problems can be avoided if institutional representatives clearly
and consistently communicate their expectations for the com-
mittee's roles in advice and service. Similarly, individuals
invited to serve on an advisory committee should seek infor-
mation about expectations and roles before they say "yes."

The potential benefits of advisory committees in a pro-
gram's improvement are enormous, but for many advisory
committees, the potential is not fully realized.

ter
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FOREWORD

Throughout the history of higher education in the United
States, boards and committees with some members from out-
side the organization have been used to help guide an insti-
tution's internal activities. The purpose of these advisory com-
mittees was to ensure that the institution kept to its mission
which was often defined by the board. Similarly, many doc-
toral dissertation committees contained members from out-
side the academic program to provide greater expertise and
peer review.

This tradition of seeking advice from outside the academy
is taking on a more important role as academic leaders realize
that, properly used, advisory committees can be very useful
in directing, supporting, and furthering the organization's
goals. When the membership of a committee includes repre-
sentatives of the beneficiaries of the organization's services,
it can be yr Ty useful in offering advice to make those services
even more effective. For an academic program educating stu-
dents ,or a specific career, an advisory committee's member-
ship could include students and employers whose primary
responsibility is to offer advice on the skills and knowledge
needed for success in a career. For a center on policy studies,
an advisory committee could generate discussion on the most
significant or promising areas for policy research. And for
administrative areas, such as buildings and grounds, an advi-

sory committee could help the institution stay up to date on
the latest products and equipment that would help to keep
maintenance costs as low as possible.

The potential of advisory committees to be a positive force
for any organization depends upon its leadership. First, that
leadership must believe that it will be able to work more satis-
factorily if it seeks advice and guidance from people who have

an interest in the success of their organization. The leaders
must realize that useful advisory committees do not just
happen: Meetings must be carefu4 planned and followed
through consistently. The committee's membership must be
selected in consideration of the committee's mission and
desired outcomes, and membership should not he offered
without a clear under;,tanding about expectations.

Sometimes, committees can be very useful; sometimes, they

are not. One rifle of good management for administrators is
never to ask for advice that they plan not to take, for when
advice is sought but not used, the organization loses cred-

Tim Acitl:sory Committee Adtwnlage Lr
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ibility. Eventually, it will affect the organization's ability to
maintain external support.

On the whole, institutions of higher education have under-
used the advantages that advisory committees can provide
for several reasons: the belief that outsiders cannot contribute
to the goals of the institution or its subunits; the fear that advi-
sory committees will get involved in areas where they do not
belong; and the uncertainties created by stories of advisory
committees that were disruptive and at times destructive.

The biggest reason that advisory committees have not been
used or have been underused, however, is a lack of under-
standing about how to use and manage them. This report on
developing effective advisory committees by Lee Teitel, assis-
tant professor of educational administration at the University
of Massachusetts at Boston, reviews the use and management
of advisory committees. It examines the purpose and advan-
tages of an advisory committee, discusses the determinants
of an effective committee, and recommends ways to start and
sustain an effective advisory committee.

Knowing how to get the most from advisory committees
can help organizations succeed in ways they could not
imagine. It is a low-cost way to bring normally high-priced
individuals together to work collectively on very specific
issues. Depending on the purpose of the committee, the
results can vary from just better visibility to developing a plan
of action that can result in millions of dollars of new support.
The first step is knowing how and when to use advisory com-
mittees. This report will contribute greatly to starting the pro-
cess on a firm foundation.

Jonathan D. Fife
Series Editor, Professor and
Director, ERIC Clearinghouse on Higher Education

x
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INTRODUCTION

Whether or not you have an advisory group is strictly

optional (unless dictated by your funding source). Your
decision should reflect your personal style and the way you

perceive your purposes and needs. Some programs find

advisory boards unnecessary. Others find them an outright

pain in the neck to be avoided at all cost. . . . [And] sill

others find advisory boards a decided asset and rely heavily

upon [members'] skills, contacts, and . . . opinions . .

(Borden 1984, pp. II-1, 11-2).

What determines whether an advisory committee will. be

unnecessary, a pain in the neck, or a decided asset to an insti-

tution or program? What motivates people to serve on advi-

sory committees? How much advice do program directors,
deans, and faculty who work with advisory committees really

want? If staff and committee members have differences of

opinion about the proper role of the committee, how should
they be resolved? Why do some advisory committees make

active and vibrant contributions to their organizations for years

and years, while others never meet or serve solely as rubber

stamps? What practices and procedures foster the most effec

rive advisory groups? And what exactly is an effective advisory

committee?
These questions and others frame this Higher Education

Report. It is designed to provide a practical guide to effective

institutional and programmatic advisory ce.nmittees for col-

leges, universities, and nonprofit organizations. It should be

of interest to chancellors, presidents, provosts, deans, depart-

ment heads, program directors, faculty and staff members,

and executive directors ofnonprofit organizations who have

occasion to work with advisory committees. It will also be

of interest to committee members and policy makers con-

cerned about how public funds are spent or to other outsiders

interested in the way institutions of higher education and non-

profit organizations respond to and meet society's needs.

The report is :)mprised of three parts. The first, including

the first three sections, defines advisory committees and why

they are established; explores why an institution or program

might set up an advisory committee; identifies how advisory

committees help connect organizations to their environments

and how they dovetail with institutional efforts at improve-

ment like strategic planning or total quality management; and

examines the growing external pressures to mandate advisory

What exactly
45 an effective
advisory
consntittee?

The Athisory Committee Ath vniage
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I

-:ommittees in some settings. The first part concludes with
a historical case study of what happens when funding sources
mandate advisory committees. It summarizes the history of
the sector of education with the longest involvement with
mandated advisory committeesvocational educationand
illustrates the growing use of mandated advisory committees
and the expansion of their roles, the history of their perceived
ineffectiveness, and strategies that have been used to over-
come this ineffectiveness.

The second part, including the next four sections, examines
the factors that determine an advisory committee's effective-
ness, noting that effective advisory committees have found
the balance between underinvolvement and overinvolvement.
It explores three broad factors contributing to effective corn-
n-littees: the attitudes and expectations of staff and adminis-
trators, the motivations and commitments of the committee

ambers, and the group dynamics that take place when they
tion as a committee. The part also concludes with a case

studyabout a mandated advisory committee that tried to
establish its independence.

The final part, comprised of the last two sections, includes
recommendations for more effective advisory committees.
It summarizes the practical advice of dozens of articles and
books on how to set up an advisory committee and run meet-
ings. It also, however, acknowledges that not all staff; direc-
tors, or deans always want a highly active committee and sug-
gests ways to try to get the kind of advisory committee they
want. It advises committee members and potential members
about how their hopes and expectations can be met through
involvement with an advisory committee and explores the
implications of this more relativistic (but possibly more real-
istic) approach to advisory committees.

2
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WHAT ARE ADVISORY COMMITTEES?

The Simple Definition
Simply defined, an advisory committee is a group of volun-
teers that meets regularly on a long-term basis to provide

advice and/or support to an institution or one of its subunits.

Names, however, are frequently used imprecisely: "Visiting"

and "advisory," "committees," "councils," and "boards" are

often used interchangeably, making a confusing array of pos-

sible names for such committees. Worse, names are some-

times used inconsistently, and one college's visiting commit-

tee is strictly advisory, while another's is a governing body

(Cuninggim 1985). Consequently, it is worthwhile to look
closely at the defining characteristics of advisory committees

to help sort through the maze of committees, councils, boards,
and commissions that proliferates in higher education.

An advisory committee is a group of volunteers . . .

This first, and most basic, distinction separates advisory

committees from internal committees comprised of faculty,

paid staff, or administrators. Implicit in the definition of an
advisory committee is that it is made tip largely, if not entirely,

of people from outside the organization. When properly con-

figured, an advisory committee should provide a "bridge to

the :External public" (Thompson 1984, p. 27). Although this

ideal is implicit, it is not always reached, occasionally prompt-

ing controversy over the committee's membership. For exam-

ple, a study of the 106 citizen advisory committees on services

for handicapped students that California community colleges

had to establish shows that college faculty and staff made up

the largest group of advisory committee members (Baker and

Ostertag 1981). The report recommends that composition
of the committees be changed to better reflect community
members. Similarly, a review of advisory committees in allied

health programs notes that, despite the state-issued guide-

books' prohibiting faculty from being voting members (to

ensure that the advisory committee "does not act simply [as]

a rubber stamp for th,.1 program"), all of the programs allowed

it; one even limited membership to faculty (Gross 1980,

p. 25). Frequently, mandated advisory committees specify per-
centages of certain populations to constitute the committee

as a way of ensuring that advisory committees bring outside

input into the institution.

The Advisory Committee Advantage
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Occasionally, universities set up "advisory committees"
comprised of faculty G: staff "volunteers" from other subunits,
but such an arrangement is usually called an "interna/advi-
sory committee." For example, universitywide advisory com-
mittees can be a critical means of legitimatizing and gaining
support for nontraditional programs in a large university
(Welch 1989). Internal advisory groups help build bridges
between sectors of a large institution.

. . . that meets r e g u l a r l y on a long-term basis . . .

This phrase distinguishes advisory committees from other
groups that might have a specific short-term charge, such as
blue ribbon commissions or specialized task forces. Like advi-
sory committees, blue ribbon commissions use outside exper-
tise to address educational issues, but they differ in that they
are of fixed duration, have authority given by a legislature or
executive branch, have their own staff and funding, and usu-
ally have a regional or statewide focus (Johnson 1982). Advi-
sory groups differ from other committees at an institution that
are focused on particular tasks, such as search committees
(Bromert 1984), or ad hoc advisory groups set up for a par-
ticular and short-lived purpose. such as planning before a par-
ticular activity or dealing with a specific problem that arises
in the course of a program (Thompson 1984). "Long-term"
also distinguishes an advisory committee from visiting com-
mittees or teams that come to an institution for a day or two
as part of accreditation or program review. Such short-lived
teams would investigate some aspect(s) of the institution,
write a report, and disband (Laney 1984).

° . . to provide advice and/or support . . .

Advisory committees differ from boards of regents, trustees,
or governing boards because they lack fiduciary or legal
authority for the organization or program. Several essential
differences can be found:

The function of governing hoards is to control and assist.
They haze the ultimate decision-making authority respon-
sibility, and liability for all aspects of the organization. The
function of advisory hoards, on the other hand, is to provide
assistance, to advise, and to make recominendations Unlike
governing boards, they hate no potter to make policy dcci-

17



sions, nor are they legally responsible for managing and
supervising the organization (Caparosa 1984, p. 44).

The work of advisory committees falls into two main cate-

gories: advising the institution by bringing outside perspec-

tives into internal processes, and supporting the college or

university by operating in the external environment in ways

that benefit it.
Of the seven functions of an advisory committee shown

in table 1, the first threestrengthening the program(s),
improving the institution's management, reviewing and eval-

uating the institution's mission, programs, and senicesand
sometimes the fourthrecruiting personnelare primarily
advisory in nature. Each task involves use of outside expertise

so its influence will be internally felt. In performing these

roles, the advisory committee provides a conduit fcr people
outside the organization to help shape it and perhaps have

an influence on decision making.

TABLE 1

FUNCTIONS OF ADVISORY COMMTITEES

To strengthen the program(s)
To improve the institution's management
To review and evaluate the institution's mission, programs, and

services
To recruit personnel
To raise funds
To promote public relations
To improve the institution's relationshipswith other

organizations

Source: Cuninggim 1985, pp. 5-16.

The last three rolesraising funds, promoting public rela-

tions, and improving the institution's relationships with other
organizationswhile also providing input (in the form of

money, for instance), are qualitatively different. Advisory com-

mittees performing these roles provide support or service.
Unlike the first three items on the list, the sphere of influence

and operation is external; that is, advisory committee mem-

bers reach out into the community to raise money, promote

public relations, or facilitate relationships with others.

The Advisory Committee Advantage
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e.

Advisory committees can be set up to offer advice on vir-
tually any aspect of an institution's programs, operations, man-
agement, or strategic planning. The support or service mem-
bers can provide can include anything they are willing to do:
raise money, be good-will ambassadors to external consti-
tuencies, arrange field trips or guest speakers, bake cookies
for staff recognition dinners. They can do virtually anything
they and the staff agree to, except make decisions on policy.
Some committees provide service, some advice, some both.

. . . to an institution or one of its subunits.

This last defining characteristic is somewhat arbitrary but
relates more to the scope of this report than to the general
subject of advisory committees. Advisory groups have become
very popular at all levels of state and national education, policy
making. For ,:xample:

A statewide collaboration among teacher preparation
institutions in West Virginia includes representatives of
all public and private teacher preparation institutions
and makes recommendations to the state board (Chil-
dress 1984).
The vocational education system has a national advisory
committee, statewide councils in each state, and tens of
thousands of committees at the institutional and program
levels (Walters 1986).
The National Advisory Committee on Black Higher Edu-
cation and Black Colleges and Universities (1982) offers
recommendations on financial aid, research and teaching
assistantships, standardized testing, the switch from a two-
year to a four-year college, and other issues pertaining
to the target population.
A statewide committee in New York synthesizes research
and makes recommendations to social service agencies
on how to better meet the needs of immigrants of African
descent (New York Governor's 1988).

These advisory boards to arms of the federal or state
governments or to national or regional agencies have some
elements in common with the institutional advisory commit-
tees addressed in this report, but many of the circumstances
differ. For example, state councils on vocational education

6
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typically hire staff and might have their own executive direc-

tor, resulting in very different functional dynamics than, say,

an advisory committee to the dean of business at a university.
The primary focus in this report is on the local level---advisory
committees working with institutions of higher education or
with specific programs within them.

Institutional and Programmatic Advisory Committees
Institutional advisory committees can be one of two general

categories: broad-based (institutionwide) program or disci-
pline specific. An institution of higher education might have

one committee serving in a general advisory capacity to the

whole institution plus as many as 50 different advisory groups

serving programs or subunits (Cuninggim 1985). Campuswide
advisory committees might engage in a range of activities:

Marshall University's advisory committee is responsible

for a broad spectrum of activities, including academic
standards; curriculum development and evaluation; fac-

ulty recruitment, development, promotion, and tenure;

health services; career services; teacher education; and
minority students (Mayer 1981).
Many colleges tap the expertise of alumni and parents
with public relations backgrounds to help administrators

focus on specific areas like marketing and public relations

(Callaghan 1986).
The president of Ramapo College carefully picked a team

of corporate leaders whom he taps for help in strategic
planning. He uses the group for advice about capital plan-

ning, the college's land holdings, and issues that Rama-

po's trustees or its fund-raising group cannot deal with

(Scott 1988).
All of the California community colleges were required

to set up campuswide committees to address specific
adaptations needed to accommodate students with hand-

icaps (Baker and Ostertag 1981).
Valencia Community College dramatically increased its
enrollment of African-Americans by setting up an advisory

committee to address the issue. The committee started

by hosting several promotional activities that brought the

college into the African-American community, and it has

continued to work on issues of recruiting and retaining

people of color (Valencia Community College 1980).

The Adt.isory Committee Adt,antage
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Some small liberal arts colleges use advisory committees
for "environmental scanning" as part of comprehensive
strategic planning (Popovics and Jonas 1992).

Programmatic or discipline-based advisory committees
might address more specific topics:

An advisory committee in technical communications pro-
vides a two-way exchange between faculty and members
of the business community (Brockman 1982).
The dean of the College of Business Administration at
Ohio State University uses an advisorygroup to "link the
academic community to the external community," draw-
ing on advisers as mentors and role models for students,
sources of speakers, and help for faculty to restructure
the curriculum and to keep their own skills upgraded
(Silver 1988).
Alumni aged 60 and over at the University ofToronto
serve on an advisory committee that provides input into
the gerontology program and service as guest speakers
and resources. Some members volunteer in the library
and as guides for campus tours (Gleberzon 1981).
An advisory committee for teacher preparation at the Uni-
versity of Wisconsin at Milwaukee helps focus courses
and checks their relevance, and suggests ideas for faculty
research (Schug 1982).
The communications department of Central Missouri State
University uses its advisory committees primarily to help
keep its programs up to date with the changing employ-
ment market but also benefits from the availability ofcon-
tacts for student internships, evaluation concerning the
programs, and enhanced overall credibility (Winsor et
al. 1992).

A nonprofit organization's large alcoholism program might
have, in addition to its umbrella advisorycommittee, a com-
mittee for each of its several specific programs. Other groups
might set up client advisory committees for targeted feedback
on specific programs (Ibrahim et al. 1987). Many community
colleges have committees established for each curricular area
(Garrity 1984) or for clusters of related courses or activities
(Brower and Gates 1981) or for special functions, such as
cooperative education (Hartley 1980) or the college book-
store (Salsini 1986).

8
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The diverse suport and advice advisory committees pro-
vide underscore the tremendous potential they have for con-

necting colleges and universities to the outside world.

The Ack.isoty Committee Advantage
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WHY ESTABLISH AN ADVISORY COMMIME?

Colleges and universities interact in many ways with their
environments: attracting students and then placing them in
jobs or further schooling, maintaining accreditation, attracting
teachers, administrators, and other staff, raising funds, pur-
chasing supplies, erecting buildings, disposing of waste prod-

ucts, among others. Nonprofit organizations, too, must interact

with their environmentssecuring funding, attracting and
maintaining high-caliber staff, acquiring facilities, marketing
services, providing quality services, and adapting to a chang-
ing economic, social, and political environment. Virtually any
significant decision made by a group, academic institution,
or program affects how it interacts with its environment; each
needs to respond to a variety of constituencies. Yet most de-

cisions are made by faculty, administrators, and staff inside

the unit.
An advisory committee provides an opportunity to facilitate

some exchange between the organization and its environ-
ment. A key ingredient in an organization's approach to its
environment, it could be part of a larger approach to strategic
planning and/or total quality management. Advisory com-
mittees can provide valuable assistance for, and in some cases
complement, the "boundary personnel," those individuals

who help conduct the organization's business with the rest

of the world.

Help in Interacting with the Environment
A useful framework identifies six roles that boundary person-
nel must fill: representing the organization to external con-
stituencies, scanning and monitoring the environment for

potential problems or opportunities, processing and gatekeep.
ing information that comes into the organization, transacting
and overseeing the exchange of resources between the orga-
nization and its environment, linking and coordinating with
other institutions, and protecting the organization from exter-

nal threw,. (Miles 1980).
Advisory committees for and within institutions of higher

education can support, and in some cases conduct, mostof
these boundary activities. With regard to the key role they can
play in representation, "One of the most important purposes
for which advisory councils are established is public relations,
the systematic effort to portray the institution so as to elicit

feelings of admiration and warmth . . . , to build good will"
(Cuninggim 1985, p. 12). While deans or academic depart-

Advisory
committees
can provide
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ments frequently set up advisory committees with the "notion
of bringing professionals to campus for such purposes as pol-
icy guidance and fund-raising, . . . as vehicles for scanning
and monitoring, these committees represent expanded chan-
nels, with the capacity for processing messages of greater
bandwidth and bringing multiple perspectives to bear on cur-
rent issues" (Gratz and Salem 1989, p. 99). In their transacting
roles, members of advisory committees might be involved
with raising funds, finding jobs for graduates and co-op jobs
for current students, and recruiting personnel (Corley 1988).

Advisory committee members frequently represent com-
panies and community organizations with which colleges or
universities wish to be more closely linked. More general link-
ing and coordinating roles of advisory committees include
steps to "improve the school's relationships in several crucial
directions: with other schools in and outside the university,
with the university's central administration, with church or
state, depending on institutional sponsorship, with various
community agencies near and far, with professional orga-
nizations, and with sister institutions wherever" (Cuninggim
1985, pp. 13-14). And advisory committees are often seen
as a way of protecting a program or a school, by developing
powerful stakeholders in the community and by coopting
potential critics (Office of the State Director 1987). The only
one of the six categories mentioned earlier in which advisory
committees do not usually play a major role is processing and
gatekeeping, which is largely an internal function, although
committees can play a role in suggesting policies that can
improve that process.

Advisory Committees in Institutional
Planning and Improvement
By helping colleges and universities to open up their envi-
ronments, advisory committees have the great potential to
help them be more responsive to the challenges of today's
world. Driven, in many cases, by declining enrollments and/
or diminishing budgets, institutions find themselves under
increased pressure to do more with less. At the same time,
the demands and expectations for responsiveness and ac-
countability have increased, requiring greater interaction with
the world outside the Ivory Tower (Bok 1982; Seymour 1989)
and leading to increased interest over the last ten years in
strategic planning (Cope 1987; G. Keller 1983) and, more re-
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cently, total quality management (TQM) (Chaffee and Shen.
1992). Both approaches help organizations cope with and
respond to an uncertain and changing external environment.
Strategic planning promotes a clarity of mission and self-
renewal that provides the best positioning for the institution;
TQM urges organizations to listen to their "customers" (both
inside and outside the organization) and design high-quality
processes to best meet their needs. The growth of interest
in advisory committees shares its roots with strategic planning
and TQM. Advisory committees can provide mechanisms at
all levels of higher education to help improve communication
and interaction with the outside world. In conjunction with
a strategic plan or total quality approach, they can be key ele-
ments in renewing and revitalizing an institution.

Practical Reasons to Establish an Advisory Committee
Setting up an advisory committee requires time and effort,
and involvement in one could bring additional headaches
for management. Why, in the absence of any external com-
pulsion, would an individual staff or faculty member or
administrator voluntarily seek to work with an advisory
committee?

The simplest and most compelling reason is the sincere
belief that by welcoming and using input from a variety of
perspectives, the institution or program will be improved. A
more specific motivation, however, might be developing or
tuning a program to ensure the relevance of its content and
the appropriateness of its delivery. In Oklahoma, for example,
two home economics specialists planned the statewide in-
service sessions required of all home economics teachers by
setting up an advisory committee comprised of members of
the target population to assess needs (Cadwalader and Daugh-
erty 1989). Similarly, the nontraditional programs at the Uni-
versity College of the University of Richmond (Virginia) use
an advisory committee made up of the professionals the col-
lege serves (Larson 1990).

Another type of targeting might be to use an advisory panel
to capture the input of some significant third party. A career
training program (whether for a career as a welder or a bank
president) might want to include input from potential em-
ployers of its graduates. A teacher preparation program might
want input from administrators as well as experienced
teachers (Schug 1982).

The Advisory Committee Advantage 13
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Sometimes multiple constituencies are interested in in-
fluencing the organization. An advisory committee can hear
from different constituencies and balance different forces that
might exist in the community, freeing staff to address prob-
lems and issues they are paid to address (Ibrahim et al. 1987).
Advisory committees can also provide important access to
jobs and internships for students (Cochran, Phelps, and Coch-
ran 1980; Winsor et al. 1992).

An organization might use an advisory committee as a form
of outreach to an underrepresented population. Valencia Com-
munity College set up such an advisory committee to attract
more African-American students to the campus. Initially com-
prised of 40 of the African-American community's leaders,
the Committee of Forty staged several successful publicity
events, helping increase the college's African-American pop-
ulation significantly. The committee's role evolved to address-
ing the issues of people of color on campus (Valencia Com-
munity College 1980).

An advisory committee can help a program gain legitimacy
in a community. Sometimes social service agencies attempt
to deliver services but find that potential clients are subtly
discouraged from participating by members of their particular
community. An advisory committee can help forge the links
that can lead to sanction and acceptance (Dyer and Williams
1991). In an academic setting, the communications advisory
committees at Central Missouri State University increased the
program's credibility in the community (Winsor et al. 1992).

Setting up an advisory committee can also add clout and
legitimacy to a program or institution. Within an organization,
an advisory committee can bolster the staffs position when
approaching the college administration on issues or with spe-
cific requests (Salsini 1986). Advisory committees are par-
tica: rly important for nontraditional programs, such as pro-
grams for students with mild dyslexia or special support
services for minority students, struggling for resources in a
large university (Welch 1989). Advisory groups, in these cases
comprised primarily of faculty from traditional departments,
"provide the university community with a sense of a pro-
gram's accountability and credibility" (p. 73). Exposing poten-
tial and actual critics to a closer view of the program can con-
vert them into valuable supporters.

Advisory committees can he effective political allies in the
larger community as well. For example, the University of Cali-

14
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fomia at San Diego faced a potential controversy over retain-
ing its tax exempt status for undeveloped land it owned. Its
community advisory council explored the issue, held several
public hearings, and recommended the properties be retained
with their tax-exempt status. "If the university had reached
the same conclusion after conducting its own study, the deci-
sion might not have been accepted" (Rowland 1980, p. 61).
The opposite, of course, can also occur: An advisory commit-
tee might explore the issues and recommend against the pro-
gram's interests."

By involving potential detractors, advisory committees can
provide powerful political tools to defuse opposition (Coch-
ran, Phelps, and Cochran 1980). An advisory committee can
also augment the work of the governing board, for it can per-
form tasks that are important to the institution but might not
require the governing board's full attention. And advisory
committees can serve as a way to help groom future board
members (Axelrod 1991; Laney 1984).

Factors Contributing to the Formation of
Advisory Committees
Certain circumstances increase the likelihood of the voluntary
establishment of advisory committees. The attitudes of faculty,
staff, and administrators toward advisory groups are not static,
responding to changing personalities, needs, and perceptions.
Some managers zre by temperament and style more open
to broader input than others, seeking additional outside
expertise and advice (Scott 1988). An institution might set
up or revitalize an advisory committee in response to such
a leaderor it might dismantle or let lapse one after such
an individual leaves.

The openness to outside input might be more than per-
sonal; it might be part of a corporate culture or subculture.
The continuing education division of one community college,
for example, had a responsive, externally focused approach
to education ("continuing education mentality") that made
setting up and listening to advisory committees an important
piece of its subculture (Teitel 1991). Administrators had some
success in exporting the process to the rest of the faculty,

'Comments from an anonymous reviewer.
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which at first had minimal interest in establishing and main-
taining active advisory committees.

'Voluntary" advisory committees might be set up in
response to real or perceived external pressures. One might
be established as a preemptive strike against a pressure group
an organization senses might be forming, or perhaps because
some regulatory authority might be considering requiring out-
side input. If the community is changing demographically
in ways that are not reflected in the governing board or the
staff, an organization might set up an advisory committee to
get input from different segments of the population and to
defuse potential criticism or regulation.

In other cases, advisory committees, even though they are
not required per se, satisfy some externally placed require-
ments. For example, although accrediting agencies might not
require advisory boards, they could require evidence of exter-
nal input and evaluation that advisory committee can provide.
With regard to the increase in advisory councils in teacher
preparation, "most councils appear to be closely tied to
[National Council for Accreditation of Teacher Education]
standards for accreditation. Although NCATE standards do not
require a council, the councils have apparently been the struc-
ture most frequently used to meet the standard for 'gover-
nance of basic programs (Dearmin 1982, p. 3). Faculty in
other fields note that an active advisory committee is seen
as a plus in gaining accreditation (Winsor et al. 1992).

Changing Needs for Advisory Committees
At different points in its development, a program might have
different attitudes toward advisory committees. Many theorists
argue that an organization's need for input and output varies
substantially during its creation, transformation, and decline
(Hannah and Freeman 1978; Kimberly 1981). Similarly, the
roles of advisory committees can change over time as a result
of different needs dictated by the organization's life cycle.
Institutions might want high levels of advice at some points,
high levels of support and service at others, and both or
neither at still other points in their development.

Starting a new program is a natural time to seek input from
an advisory committee: "The group can assist in validating
the need for the program, help locate resources and instruc-
tional personnel, and promote the program within the com-
munity" (Gross 1980, p. 11). Often committees are estab-
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lished as part of the improvement or expansion of a program.
The use of advisory groups is particularly likely if revitalizing
a program requires bringing it up to date with changes made
in the outside world in, say, computer science (American
Association 1989). A "newly established or revitalized advisory
committee can do much to help the older program maintain
its responsiveness to changing conditions and needs of the
community it serves" (Gross 1980, p. 11). Although this state-
ment is generally true, institutional staff might be more likely
to recognize these benefits and establish an advisor; com-
mittee when a program is in trouble (Reynolds 1979). College
or university administrators who desire a change in a pro-
gram's direction might seek to set up advisory committees
or reformulate them for new roles as a way to get more input
in shaping the programs. Community college administrators
involved in a major transformation of their institution used
the influence of outsiders to tring about institutional change
(Teitel 1991). One administrator boasted of his success in
"cracking" seven programs through the advisory committees:
The committees were reconstituted and helped transform the
programs into being more responsive to the needs of business
and industry in the area. One must bear in mind, however,
that faculty and staff might not always perceive committee
members who help bring about dramatic change in a positive
light and that those committee members might need to be
replaced by others.

Circumstances that require greater collaboration with others
can also prompt the use of an advisory committee. A new
teacher preparation program at Emporia State University, for
example, required unusual collaboration with schools and
with different segments of the university (1985). It used an
advisory committee as a coordinating mechanism.

Advisory committees can also fill new roles during tran-
sitions. In one organization, until the director resigned, the
advisory committee was very pleasant and worked with the
organization on small projects but was never really involved
with major issues. But when the director resigned, the com-
mittee began to be more active and more involved in working
with the new director, providing her with some continuity.*

*Teitel 1991, interview notes.
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Just as an institution's needs can change over time, advisory
committees themselves evolve and might need to play dif-
ferent roles as the program stabilizes or develops. Sometimes
advisory committees meet more frequently when a program
is started but then have a less clearly defined role and lose
momentum. Consequently, committees should revisit their
purpose periodically in collaboration with staff, administra-
tion, and faculty as a way to monitor the group's performance
(Axelrod 1991).

External Pressures
Although no other sector's requirement to use advisory com-
mittees is as clear, long, and comprehensive as federally
funded vocational-technical programs and the schools and
colleges that house them, other programs and institutions face
increasing external mandatesfrom funders, from those grant-
ing licenses, or from accrediting agencies, for example. Pro-
grams might face an external mandate because the overall
organization has decided to require particular subunits to
establish advisory groups. For example, a university might
demand advisory groups for its programs or collegiate subunits.

The primary reason for external mandates is the belief that
input from outside the organization will contribute to better
programs more suited to the needs of target populations or
society at large. Advisory committees are seen as ways to
ensure accountability, relevance, and efficient use of state,
local, or federal funds (Dyer and Williams 1991; Gross 1980),
to provide a check on the way money is spent (Axelrod 1991).

Pressure often exists, implicitly or explicitly, to have agen-
cies, schools, and colleges resptnd to new clienteles. Advisory
committees or community advisory boards, comprised of
members reflecting a specific demographic composition, can
be mandated as a way to try to ensure that responsiveness
(Ibrahim et al. 1987).

In some circumstances, an advisory committee can be a
mechanism to promote collaboration between and among
organizations. An applicant for funding might be asked to pro-
vide evidence of an advisory committee comprised of poten-
tially linked organizations as a precondition for funding.

The next section explores what happens when advisory
committees are mandated.
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THE VOCATIONAL EDUCATION STORY: A Case
Study in Mandated Advisory Committees

When advisory committees are mandatedwhether by exter-
nal funders, accreditation groups, or higher levels of admin-
istrationa number of special issues emerge. The history of
advisory committees in vocational education provides a case
study of what can happen when advisory groups are externally
mandated. In comparison to other sectors, where advisory
committees are more recently being mandated; vocational
education has the longest history (almost a century) and is
the best documented (more than 40 percent of the documents
in an ERIC search of "advisory committees in education" refer
to vocational or technical programs). But the issues that sur-
face in a study of vocational advisory committees bear on
other sectors. Three themes are particularly relevant:

1. The growing use of mandated advisory committees and
the expansion of their roles;

2. The history of advisory committees' perceived ineffec-
tiveness; and

3. The efforts to improve advisory committees' effectiveness
by providing program and institution staff with instruc-
tional advice and appeals to their institutional self-interest.

The Growing Use of Advisory Committees
Using advisory committees to shape the policies and curricula
of vocational education dates back to the beginning of the
20th century. Even before the Smith-Hughes Act of 1917 pro-
vided the first federal money for vocational education, the
National Society for the Promotion of Industrial Education
was on record urging that any federal program be adminis-
tered by a board representing employers, labor, and education
and that those boards be required tr appoint advisory com-
mittees to assist them in their work (Hawkins, Prosser, and
Wright 1951). From their early use to shape national decisions,
advisory committees have permeated all segments and levels
of vocational education and spread from national to state to
local levels, following progressively increased mandates in
federal legislation. The National Advisory Council was man-
dated in the Vocational Education Act of 1963, state advisory
councils in the 1968 amendment to that act, and local com-
mittees in the 1976 amendment. The Carl Perkins Act of 1984
added greater specificity to the requirements, detailing com-
position of the committees and clarifying responsibilities on
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all levels (Corley 1988). It calls for two common types of in-
stitutional advisory committees: the craft- or subject-specific
committee, and the more general occupational or vocational
advisory committee, which might be comprised of people
from a variety of different vocational areas (Finch and Mc-
Gough 1982).

The primary focus of early federal and state legislation
requiring the use of advisory committees in vocational and
technical education was the concern that graduates of such
programs be prepared to meet the needs of the job. Conse-
quently, early advisory committees included craftsmen and
potential employers. By the middle of the century, the pur-
pose of advisory committees had expanded beyond curricular
input to issues of inclusion: In the mid-1950s. the group to
be included was organized labor to defuse potential sm.-,
picions of vocational education (King 1960). More recently,
the membership of advisory committees has been specified
to include both sexes, people of varying ages and ethnic back-
grounds, and representatives of a variety of community agen-
cies in an effort to ensure access and to include diverse seg-
ments of the population in vocational and technical education
(Corley 1988).

The History of Perceived Ineffectiveness
The perception that many of the mandated vocational edu-
cation advisory groups were ineffective paper committees that
did not even me-'t appears to be almost as old as the com-
mittees themselves. In 1939, for example, over 1,300 local
craft advisory committees for specific local programs were
reported in 40 states, and 26 states reported provisions for
general state-level advisory committees. Yet:

The difference between the number of states having pro-
visions in their plans and the number of states having active
advisory committees at work was so great as to cause ad-
verse comment on the part of organized labor. Charges were
made that the provision in state plans was "window dress-
ing" (Hawkins, Prosser, and Wright 1951, p. 427).

More recently, many state-level councils on vocational edu-
cation have published how-to books and pamphlets that indi-
cate the persistence of this problem. Common in the pref-
aces of such books is the acknowledgment that amid the pro-
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liferation of advisory committees are many that function inef-
fectively or do not even meet: "Despite all the emphasis and
support for the formation and use of advisory councils, they
have been less effective than one would hope. They fre-
quently exist largely on paper and meet informally and irreg-
ularly if at all" (Office of the State Director 1987). In one
study, one-sixth of the individuals who were identified by
schools as members of advisory committees had no knowl-
edge that they were even serving in that capacity (Massachu-
setts Dept. of Education 1985). A study in South Carolina
found that most of the 1,000 respondents who were members
of advisory committees reported that, in their view, their com-
mittees had no impact on the programs they served. Seventy
percent of those surveyed reported their committees had had
no recommendations implemented (Oswald 1984). Because
ineffective advisory committees cannot properly be blamed
on the committees or their members, a long history exists
of efforts to change the attitudes and skills of the faculty, staff,
or administration responsible for setting them up.

Efforts to Improve Advisory Committees' Effectiveness
To help vocational educators and school and college admin-
istrators handle what for many is an unfamiliar challenge, the
instructional handbooks many states have issued describe
everything from the selection of members and possible agen-
das for first meetings to thank you letters and recognition
ceremonies for the committee members (see, e.g., Maryland
State Advisory Council 1984; Nebraska State Advisory Council
1982; Office of the State Director 1987; Oklahoma State Coun-
cil 1988).

In attempting to promote the use of advisory committees,
the state councils offer more than just instructions on the
number of mandated meetings and hints on running meet-
ings. They have tried to overcome the perceived reluctance
of local educators by appealing to their own self interest. The
handbooks, in addition to spelling out federal requirements,
highlight other political and economic benefits of maintaininv
an advisory committee. Typical are the guidelines from the
state director for vocational education in Hawaii (1987),
which, in addition to stressing the obvious advantages of hav-
ing a mechanism for keeping the curricula relevant and pro-
viding guest speakers, field trips, internships, and job place
ments for graduates, suggests that businesspeople become
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"stakeholders" in the school or college. The report suggests
that the "business sector will be more likely to offer technical
advice and assist in fund-raising if [it feels it is] involved, rec-
ognized as contributors, and will be benefactors of the pro-
gram" (p. 4).

The report cites other gains that might be appealing to pro-
gram administrators and staff. An advisory committee, for
example, can lobby with school or college administrators to
acquire state-of-the-art equipment without being subject to
the suspicion that such a request from a teacher might raise.
It can also be useful for "derailing detractors of a program."
Offering a voice through the committee will either involve
or silence the critic (Office of the State Director 1987).

Issues and Implications Involving
Mandated Advisory Committees
Although no other sectors of higher education have had as
much experience with mandated advisory committees as voca-
tional education, many of the issues described in that liter-
ature are broadly applicable. In other settings, particularly
those that are publicly funded, advisory committees are
increasingly required for accountability or for relevance and
to make sure programs meet the needs of target populations.
Further, ample anecdotal evidence suggests that the rest of
higher education and the nonprofit organizations have their
share of underfunctioning advisory committees (Axelrod
1991; Thompson 1984). The vocational education story
underscores an important point about mandatory advisory
committees: For mandates to work, institutional represen-
tatives need support and guidelines and need to be convinced
that an advisory committee is not only in the interests of their
programs, but also worth the time and effort.

The necessity for guidance in establishing and
maintaining a mandated advisory committee
Often a requirement for an advisory committee comes with
no clear definition or guidance. The California law that man-
dated citizen advisory committees for programs and services
for handicapped students "stated simply that an advisory com-
mittee must be established and that the committee must be
[comprised] of representatives determined by program need"
(Baker and Ostertag 1981, p. 1). A review of the process by
which the allied health accreditation hoard began to require
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advisory committees draws parallels to the rise of mandated
committees in vocational education (Gross 1980), noting that
although the accreditation board for respiratory therapy "re-
quired" advisory committees in its 1972 guides, it provided
neither guidelines nor penalties for any programs if they failed
to comply. In 1978, the board announced that reaccreditation
and certification of new programs would be jeopardized by
the lack of a committee, but at no point in the process of man-
dating advisory committees did the accreditation board issue
any guidelines that went beyond composition and number
of meetings annually. The lack of readily available education
or training materials potentially undercuts the very purpose
of a mandated advisory committee:

The educator who is required to develop and maintain an
advisory committee for conformance with la] . . . require-
ment is in a dilemma. He has to respond to these external
forces but likely without the necessary understanding or
guidance to achieve the final goals of such standards which
are program improvement and quality assurance. This
situation has led to perhaps one of the greatest concerns
mentioned in the literature, unused or misused advisory
groups (Gross 1980, p. 23).

This lack of guidance is even more pervasive in other sec-
tors of higher education, which have less access to the type
of instructional advice available to those in vocational edu-
cation. One of the few handbooks available (although for non-
profit organizations) warns of the drains of dysfunctional advi-
sory committees and stresses the need to educate staff in how
to work with and use committees effectively (Axelrod 1991).
The dearth of other literature is highlighted in a university
president's urging other presidents and deans to start actively
using advisory committees; his citation for some specific
advice is from a manual published by the Indiana State Advi-
sory Council on Vocational Education (Laney 1984).

The necessity to be convinced of
a committee's usefulness
The collected wisdom of the instructional books from the
vocational education sector stresses that effective advisory
committees need "proper guidance" from the program staff,
yet it would be faulty to presume that program faculty under-
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stand "the underlying principles on which the advisory com-
mittee concept is built." The consequences could be dire
exactly the kind of paper committee external agencies do not
want: "An advisory group developed with an incomplete
understanding of its role and purpose will likely conform to
the letter of the law or standard but just as likely not accom-
plish its real purpose" (Gross 1980, p. 24).

As a practical matter, accreditation agencies and other exter-
nal sources of funding have few or no means of assessing
whether advisory committees are genuinely providing input
to a program, whether they are rubber stamps, or whether
they exist largely on paper. Unless advisory committee mem-
bers themselves are assessed periodically (Massachusetts
Dept. of Education 1985, 1986), external parties must rely on
the reporting of meeting dates and membership from the
institutions themselves. The weak enforcement arm under-
scores the importance, from the point of view of the mandat-
ing authority, of trying to change attitudes so that institutional
representatives truly value input. The key to it is having orga-
nizations mesh external goals with internal ones. "Many . . .

organizations have been successful in expanding the role of
these 'required' groups from performing exclusively for the
benefit of an external party to vehicles that genuinely con-
tribute to management and governance" (Axelrod 1991, p. 2).

The next section explores this critical change in institutional
representatives' attitude as one of the determinants of advisory
committees' direction and effectiveness.
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ATTITUDES AND EXPECTATIONS OF DEANS,
DIRECTORS, AND STAFF

Many deans, directors, staff, and faculty members find the
extra effort they put into working with an advisory committee
time well spent. But that involvement with an advisory com-
mittee has its down side, and, despite the benefits, some insti-
tutional representatives approach advisory groups with cau-
tionor at least with some ambivalence. Administrators,
faculty, and staff play such key roles in setting up and main-
taining advisory committees that their attitudes and expec-
tationsespecially the depth of their desire for the commit-
tee's inputare important determinants of an advisory
committee's effectiveness. If they do not find that the benefits
of an advisory committee outweigh its costs, they are unlikely
to provide the critical support necessary for an effective committee.

Clarifying Advisory Committees'
Roles and Expectations
Active advisory committees bring complications along with
their many benefits. Even when committees focus primarily
on service tasks like fund-raising, public relations, or em-
ployee appreciation dinners, working with them takes time
and energyanother nine or so people to work with, to keep
engaged, productive, and happy.* When the committee's work
includes input and advice, additional complications can arise,
frequently over how much advice is desirable and appropriate.
Much of the instructional literature on establishing and main-
taining an advisory committee focuses on clarifying the
amount of input expected from such a committee (Cochran,
Phelps, and Cochran 1980; Corley 1988; Oen 1985). Defining
the scope of an advisory committee's input is difficult. On
the one hand, school or college administrators should not:

Initiate programs without, at least, "consulting" with (their'
advisory council; take action within the realm of the desig-
nated functions of the advisory council without consulting
the group; or ignore the council's recommendations without,
at least, an adequate and well-articulated explanation
(Office of the State Director 1987, pp. 30-31).

'reitel 1992, interview notes.
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On the other hand, even as they are told to be responsive to
the advisory committee's input, educators are also told not to:

Permit councils to become "administrative" in their func-
tions and exercise authority beyond their legitimate man-
date (Office of the State Director 1987, p. 31).

Defining exactly what is "legitimate" input is a challenging
task, subject to many different points of view and having many
ramifications. How detailed a response should staff prepare
for committee members? How much access to information
should committee members have? How far in advance should
members have agendas? Should members be asked to re-
spond to a lengthy report they have just received? Drawing
the line is not simple. Confusion about what is appropriate
"advice" combines with the ambivalence some educators have
about outside input and leads to a broad range in the type
and level of advice offered by advisory committees and
accepted by administrators.

The Spectrum of Advisory Committees
Some programs and institutions are successful in finding the
appropriate balance between too much and too little input.
They have developed effective advisory committeesdefined
here as committees that meet regularly and work together
to provide advice and/or support that contributes significantly
to a program's or institution's improvement. Even within this
definition of effectiveness, however, the committee's role and
how much advice it offers vary. Some advisory committees
provide important support and service but little or no advice.
Committees that do give advice range from those whose focus
and direction are carefully directed by the staff, administration,
or faculty to those with significant independence in address-
ing a wide range and scope of topics. Again, the attitude of
institutional representatives is critical in shaping the commit-
tee's focus and scope.

Other committees are unsuccessful in finding the right bal-
ance. In some, the advisory groups overfunction, providing
advice where none is wanted and getting involved in affairs
that should he left for program directors, staff, or faculty. Sev-
eral types of committees operate at the other end of the spec
tnim and are unused or underused. Some exist in name only
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and have never met; others have one organizational meeting

and then exist for years on paper. Some committees meet

once or twice annually, for largely ceremonial purposes. Oth-

ers are largely a collection of advisers who might individually

provide advice or support but whose committee rarely, if ever,

meets. Even though such committees are defined here as

underfunctioning, many deans, directors, faculty, and staff are

entirely satisfied with them. The committees that rarely meet

might nominally satisfy the requirements of an exte:nal man-

date, they take little effort to maintain, and, an institutional

representative might argue, they are ready to be galvanized

into action if needed. Ceremonial committees also take rel-

atively little effort and could provide important symbolic sup-

port in the larger community or for the staff. Those who use

a collection of advisers as individuals can receive input with-

out the hassles that can arise from a more active and cohesive

advisory group.
Another common type ofadvisory committee that also

underuses its members is a rubber stamp committee. In such

a committee, administrators, faculty, or staff resolve the ques-

tion of how much input to ask of the advisory committee by

bringing important matters for the committee's consideration,

but only after the decisions are substantially or entirely made.

Although it might feel like a good balance point for institu-

tional representatives between giving the committee too much

or too little input, it is probably the greatest source of dis-

gruntled committee members.

The Rubber Stamp Syndrome
Members usually accept an invitation to join an advisory com-

mittee to provide advice and input, pleased and even proud

to be recognized for their "acknowledged expertise" in an

area (Light 1982). On some committees, however, they find

themselves witirout the information needed or a real oppor-

tunity to have an impact. Many advisers from industry com-

plain about their role on vocational advisory committees

where they find themselves rubber stamps whose genuine

advice is unappreciated and evidently unwanted (Cochran,

Phelps, and Cochran 1980; Rice and Buescher 1984). As dis-

gruntled committee members put it:

I attended three meetings, all of which turned out to be

social dinners. The teachers in charge . . . did not want our
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input, never gave us a chance to comment in our areas.
. . . I do not need [and] will [not] waste my time going to
dinner meetings and socials (Massachusetts Dept. of Edu-
cation 1985, pp. 8-9).

Basically we as a committee serve as a front. We do what
the administration wants. We are told only enough to feel
comfortable in okaying what they want. . . . I don't feel that-
anyone wants real input from the committee (Massachusetts
Dept. of Education 1986, p. 9).

Some advisory committees really want their members'
input. Others feel like show and tell, letting the members see
only what they want to be seen.* When the staff does not want
substantial input into how they were planning to do their
work, they might try to use the committee for surface activities
like forums or hearings, all the time knowing exactly what
they want, creating a frustrating experience for members.t

Disgruntled advisory committee members have only a few
options: They can fight to have a voice and to make it heard,
they can resign (quietly or with a public show of displeasure),
or they can drift away, attending fewer and fewer meetings
(Axelrod 1991).

In one case, an advisory committee chose to fight for influ-
ence in shaping a program (Dahl 1986). The principal who
was asked to serve on an advisory group charged with con-
sidering improvements in a university's educational admin-
istration program was at first flattered, then disappointed when
university faculty "became protective of their program and
talked at length on the reasons that certain elements of the
[planning] document should be retained" (p. 2). When meet-
ings began to be taken up with lengthy discussions by the
faculty, other members of the committee gave up, citing pres-
sures of their own jobs and a lack of confidence that they
would have any impact. It looked as though the committee
would dwindle into insignificance. But when a faculty mem-
ber maneuvered to abolish the committee, the members
rebelled and unanimously (and successfully) pushed to con-
tinue and to be heard. In retrospect, the principal is pleased
to have had an impact and glad to have asserted herself but
also understands "why the professors could not let go of

*Teitel 1992, interview notes.
freitel 1991, interview notes.
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their ideas. They belonged to them, they were taught these
concepts, and they were not about to surrender their turf with-

out a fight" (p. 2).
The frustration of committee members is a key factor in

contributing to poorly functioning committees (Axelrod
1991). To illustrate, one hypothetical committee member
resigns in disillusionment from his role as a member of a pub-
lic television station's community advisory board:

He agreed to serve on this committee with high hopes for
becoming a productive member and contributing to the sta-
tion's public affairs campaign devoted to celebrating cul-
tural diversity . . . , [but] he still does not understand what
the station is all about and what is expected of him indi-
vidually. He had been excited about the prospect of applying
his experience as a successful marketing executive to the
station, [but] he has seen no real opportunity to contribute.
Furthermore, [he] suspects that the community advisory
board was established merely to fulfill a requirement by the
university licensee for this station (Axelrod 1991, pp. 11-12).

It is hard to estimate how widespread the rubber stamp
syndrome is. Authors of instructional books and articles often
talk vaguely about how advisory committees are "less effective
than one would hope" (Office of the State Director 1987,
p. 2) or about "the growing gap between expectations and
performance" (Axelrod 1991,.p. 3). Others conclude that
"advisory committees are often dysfunctional" (Cochran,
Phelp and Cochran 1980, p. xix). In even more blunt terms:

All vocational technical education institutions pay at least
lip service to the use of advisory committees [comprised]
of "outsiders" who help guide their separate occupation pro-
grams. As a matter of fact, the reality of the situation is that
advisory committees frequently operate with a minimum
of effectiveness, or do not operate at all (Light 1982, p. 1).

How Much Input Do Institutional
Representatives Really Want?
Is serving primarily as a rubber stamp necessarily had? After

all, the staff or faculty or administration knows more about
day to -day operations than outsiders. Perhaps it makes sense
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for them to formulate policy and then seek approval from the
committee.

Who judges effectiveness? If members of the advisory com-
mittee do not get their way, is the committee ineffective? Must
the advice be accepted for the committee to be effective?
Instead, perhaps merely raising issues and subsequently dis-
cussing them would serve to clarify issues for those who run
a program or plant seeds that bear fruit much later. Do those
outcomes make the committee effective or not?

One cause of the rubber stamp syndrome is the difficulty
in finding how much advice is appropriate. Perhaps advisory
committees are undenised in part because educators do not
understand the value of an active advisory committee or
because they (along with committee members) are unclear
about what the role of the committee is (Cochran, Phelps,
and Cochran 1980). While an organization might see a com-
mittee's potential "to help the staff and board do wondrous
things, [members] are often ambivalent about what they really
want them to do or how they can help them do it" (Axelrod
1991, p. 27). Others note that some faculty and administrators
do not want the input or fear that they will have to implement
a recommendation they do not agree with (King 1960, p. 55).
Some believe that, as highly trained experts, they do not need
to seek the advice of others (Schug 1982) or that the locus
of control should remain within the institution. It might be
"inertia, a sense that learning can [occur only] within a
school, not knowing how to organize such a group, and the
assumption that co, aiunity representatives are not inter-
ested" (Gross 1980, p. 14).

But an advisory committee that contributes a large amount
of advice and help presents a number of challenges for pro-
gram management. While an advisory committee might be
helpful for activities like fund-raising and employee appre-
ciation events and occasionally as a sounding board on new
initiatives, one might avoid asking the committee for real
advice about central issues for two reasons.

First is a question of information. The organization would
have to spend much time and effort to bring committee
members up to speed, to educate them well enough so they
,:an provide meaningful feedback. Second, even if that

*Comments from an anonymous reviewer.
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effort were made and the organization would get a more
complete picture than just its internal decision making pro-

vides, it also would make administrators' jobs more com-
plicated, because they then would have to deal with con-
flicting information. And if administrators do not agree,
how would committee members feel if theiradvice were

not followed?*

In addition to making life more complicated for admin-
istrators, having an active advisory committee that provides
large amounts of advice implicitly opens up the decision-
making process to a greater level of scrutiny than some might

want. Even if a director or dean makes clear that the advisory
committee's input will be one of many factored into a deci-

sion, he or she still has to report back to the committee on
the decision and what influenced it. According to one admin-
istrator, explaining the control of a program director over that

program's advisory board:

The agendas were all created in advance and the committee

could do nothing but move through them, orchestrated by
the program director. She was afraid they might ask her to

do something that she didn't want to do or didn't know how
to do, and she made sure not togive them a chance.t

These tensions between staff and committee can be exac-

erbated in some settings where committees are more likely

comprised of recipients of services, who might be more crit-

ical (Ibrahim et al. 1987). Having an advisory committee that
really gives advice will have an effect on the organization's

style of management. The program leader's personal style is

tied to whether he or she finds advisory committees "an out-

right pain in the neck to be avoided at all cost" or "a decided
asset" (Borden 1984, pp. 11.1, I1-2).

Institutions should decide what they want from their advi-

sory committees:

Mn advisory) committee moves between two poles. At one

extreme is a committee informed only of what the school

sTeitel 1991. interview notes.
reitel 1992, interview notes
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wants it to know or even allows it to know. At the other is
a committee charged to learn, to investigate, what the school
itself wants to know but doesn't have the personne capac-
ity, or judgment to find out. Between them lies a wide var-
iance. The implication is clear: The committee is either an
active one or a passive one (Laney 1984, p. 31).

Some will argue that this picture overdraws the choices,
not leaving room, for instance, for an advisory committee that
is appropriately focused on a specific topic. Even though the
issue is not as clear-cut as this description, it does pinpoint
one of the central issues contributing to effective and active
advisory committees. And the attitudes of upper management
are key: Effective use of an advisory committee requires the
commitment of the institution and the program to the use
of advisory committees and an interest in the input they pro-
vide (Parry-Hill 1981, p. 2; see also Light 1982; Rice and
Buescher 19E4). "The value and use ofan advisory council
can vary widely, depending on how much the administration
and board genuinely seek community involvement in iden-
tifying and improving secondary and adult training" (Carroll
1931, p. iii).

The lack of openness on the part of the institutional repre-
sentatives is likely to doom a committee's input to irrelevance
unless external pressure is brought to bear, members are
highly motivated to change circumstances, or a particularly
powerful group dynamic develops. These factors are discussed
in the next sections.
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THE MOTIVATION AND COMMITMENT OF VOLUNTEERS

Advisory committees are comprised ofvolunteers who join

and serve for a variety of complex reasons. Their motivation,

type of commitment, and willingness to put time and effort
into the advisory committee are key variables in defining the
committee's direction and effectiveness.*

Why Do Volunteers Volunteer?
When asked, most volunteers report that their principal reason
for volunteering is altruism. Since 1981, when the Gallup
organization started annually asking Americans who volunteer

why they do it, the most frequent response consistently has

to do with the desire to help others (Brudney 1990; see also
Anderson and Moore 1978). But when investigators probe
farther beneath the surface, using other research methodol-

ogy like intensive interviews, they discover that volunteers

are rarely solely motivated by pure altruism (Ellis 1986;
Smith 1981; Van Til 1988). The decision to volunteer is made

after a careful analysis, either conscious or unconscious, of

the costs and benefits of doing so (Schindler-Rainman and

Lippitt 1975).
A useful framework for thinking about why people volun-

teer distinguishes between commitment and motivation (Ils-
ley 1990). Commitment is a deeper feeling and underlying
belief structure that shapes the thinking of a potential volun-

teer. But commitment alone does not a volunteer make: Vir-
tually everyone has a sense of commitment and values he or
she believes in, yet most do not become volunteers. Mo-

tivation is the key ingredient that separatesvolunteers from
nonvolunteers: "Motivation inspires one to action, whereas
commitment is a deeper feeling that may or may not produce

an action directly" (p. 16). To understand volunteers fully is
to understand their deeper sense of commitment as well as

their motivation.

Types of Commitment
Unlike motivation, commitment is to somethingan idea,
an organization, other people, a vision of the world (Ils ley
1990). The commitment of volunteers can be categorized into

four types:

*Because little has been written about volunteer advisory committee

.nembers, per se. this section draws on the broader literature on volunteers

and volunteerism.

A useful
franseuork
for thinking
about wby
PeoPle
volunteer
distbiguisbes
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commitment
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motivation.
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Organization-centered, where primary loyalty is to the
institution. A classic example is someone involved in an
alumni association, whose links and devotion are to the
college rather than, say, to higher education in general.
Client-centered, in which volunteers see working for a
particular organization as a means to the end of helping
the ultimate recipients of the services. Examples include
those involved in hospice care, in working with victims
of AIDS, or in literacy programs. For many of them, at least
initially, the commitment to the organization is relatively
low; the organization is important mostly because of the
access it provides to clients.
Social vision-centered, in which volunteers see them-
selves as working to promote a cause or in some way
working to improve the worldvolunteers with political
organizations and causes, such as civil rights or peace.
Others with less obvious but just as strong social visions
might volunteer in schools, hospitals, or other community
groups. Like client-centered volunteers, their attachment
to the particular organization might be relatively low.
Volunteer-centered, in which volunteers' primary loyalty
and commitment are to other volunteers. Many work in
hospitals, where a strong sense of mutual reliance and
affiliation is developed. Some begin volunteering for
other reasons but remain because of the strong connec-
tions and affiliations that develop with other volunteers
(lIsley 1990, p. 35).

People do not fit neatly into one category, and commitment
to one does not preclude commitment to another. Conflicts
and shifts in primary allegiance develop sometimes. In fact,
it is common for long-term volunteers to undergo "perspec-
tive transformations"deep shifts in valuesas a result of
their volunteer activities (11sley 1990, p. 54).

The distinctions among the objects of commitment, while
far from petfect, can be useful in thinking about the under
lying values for volunteers on advisory committees. For
instance, when a hypothetical vice president of marketing
agrees to serve on the business advisory board at her local
university, is she primarily interested in helping provide a
better experience for the students or is she participating
because she in an alumna and has a sense of institutional
loyalty? Perhaps she is committed to a vision of ethics for
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business leaders and wants to influence the way students are
taught. Maybe she wants to feel connected and involved with

the other members of the committee. Although her underlying
values might evolve over time and might even change through
her involvement on the committee, the framework discussed

earlier can shed some important insights into what her com-

mitment and goals are. Imagine, for example, her reaction
if the college faculty were reluctant to even discuss a proposal

to infuse the teaching of ethics into their courses. If her prime
commitment were to a social vision ofethics in business, her
reaction might be very different from her reaction if she were

motivated by institutional loyalty.

Types of Motivation
To continue the example of the hypothetical marketing vice
president, other marketing vice presidents in the area
undoubtedly would share her commitments (institutional
loyalty or her concern about students' experience or what-

ever), yet they might lack sufficient motivation to agree to

be on an advisory committee or to come to meetings. Three

categories of motivation, besides altruism, are instrumental

in understanding what motivates people to actionto volun-
teer or to respond favorably to a request to volunteer.

In addition to altruism, motivations for volunteers are com-

monly held to include psychological benefits, such as the

good feelings associated with doing something worthwhile,

opportunities for personal and perhaps professional growth,

and the chance to try new skills or activities in a relatively

risk-free emlrontnent . . Research has suggested that

expectation of such benefits probablyplays a greater role

than altruism in motivating volunteers (lIsley 1990, p. 11).

Psychological benefits go well beyond these good feelings

associated with doing something worthwHe, extending to

the three basic needs in all people the need for achievement
(to accomplish something, see tangible results ), for power

(to have an impact ), and for affiliation (to feel connected with

a group) (McClelland 1976). For example, most (84 percent)
of the adult volunteer:, in one study were motivated primarily

by affiliation, only 12 percent by achievement and 4 percent

by power (Henderson 1981). Volunteers in leadership posi-
tions. however, were significantly more motivated by achieve.
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ment than other volunteers, volunteers on decision-making
committees by a need for power (pp. 24-25).

More pragmatic needs that can be met by volunteering
include opportunities for personal and professional growth
or to develop and try out new skills. Many novice volunteers
can readily point out the perceived benefits of volunteering.

I am not looking for a job from this, though I am hoping
to expand my present job and to make contacts. I consider
myself fortunate to be working here. The training is useful
to me, the people are great, and I think there are some real
possibilities [I hare committed my time! fora yearthen
I'll reassess the possibilities (fisley 1990, p. 23).

Practical motivations include gaining access to a facility, net-
working, resume building, trying out skills in a safer arena
for future employment, impressing present employers in the
hope of a promotion, and gaining prestige by joining a high-
status group (Murk and Stephan 1990).

These motivations can change over time. Interviews with
long-time volunteers (10 to 15 years) show that not only are
their motivations different from those of novice volunteers,
but also that their own motivations have evolved over time,
often in response to the norms and expectations of the orga-
nizations for which they are volunteering (Ilsley 1990). Mo-
tivations met no longer motivate a volunteer. Some organ-
izations lose volunteers because "they continually treat the
volunteers as if they were new and had new volunteers'
motives" (p. 32). In general, volunteers who continue to
learn, to be recognized, and to have continuing opportunities
for service, involvement, and influence are more likely to
maintain their motivation. While commitments also change,
they generally change more slowly because they are con-
nected to basic values and require a greater change in
perspective.

Degree of Effort
\lotivations and underlying commitments prompt individuals
to decide whether or not to volunteer. They also influence
the magnitude and the direction of the action. At any given
moment, people arc willing to put more or less effort into
their volunteer projects, influenced by "a myriad of internal
and external characteristics. People respond to their environ-
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ment on the basis of inner reflexes, impulses, perceptions,

and goals, and on the basis of perceived and actual oppor-

tunities and reinforcements in the external environment"
(l. Keller 1983, p. 389). Degree of effort translates into the

amount of work a volunteer is willing to do. It is more volatile

than motivation or commitment, far more likely to change.

To continue the example of the hypothetical vice president

of marketing, when she agrees to serve on the business advi-

sory board, she might be willing:

To come to meetings regularly and to work in between,

including preparing for the meeting and perhaps even

suggesting additional tasks that she and others on the

committee can perform;
To come to meetings regularly and to prepare for them;

To come to meetings regularly;

To come to meetings sporadically;
To be consulted on the telephone and be nominally listed

as a member of the committee;
To be nominally listed as a member of the committee.

The degree of effort can decrease until there is no effort

at all. The last category is not to be dismissed lightly. Many

people are willing to have their names used, perhaps listed

as advisers, and even refer to it on their own resumes without

ever attending a meeting. (Others might be used without their

permission. One survey asked schools to list the members

of their vocational advisory committees. More than one-fifth

of the "members" contacted had no knowledge of being on

a committee (Massachusetts Dept. of Education 1986).)

The degree of effort one is willing to put into a volunteer

project can vary dramatically, even day to day. An executive

director whose program has several advisory boards and who

herself sits on several more, points out that fluctuations of

effort depend on priorities and other circumstances:

At first you are very enthusiastic about the committee. It's

nice that you hate been invited and your expertise has been

recognized. So a lot of people come to the first meeting. Then

when you really start rolling up your sleeves and getting into

work, people realize that it not just sitting around giving

advice. There is uork in between, conferences to attend,

material to read and write. And you start wondering, does
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my participation in these meetings justify this amount of
time and work? In a relatively short time, you start making
choices. You get the agenda mailed to you and you wonder
whether it is worth it.

I believe in what they are doing [with this project), and
I like the fact that they are really listening using our advice
to shape the project, so I continuegoing But of the original
25 members, sometimes our meetings have only five people. *

The amount of sustained effort volunteers are willing to
put into an advisory committee is clearlya necessary (if not
sufficient) factor in having an effective, active advisorycom-
mittee. If most or all the members have stopped attending
meetings or working on the committee, the committee func-
tions at less than the desired level. The degree of effort volun-
teers put in daily or weekly is closely tied to the volunteers'
expectations of the organization and their perception of how
they are being treated. One dedicated and hardworking advi-
sory committee member, without being asked, for several
years prepared a monthly report for the staff, which never
failed to thank her and tell her how useful it was. But when
the staff became too busy to thank her, she stopped preparing
and sending the reports.t

Organizations can help bring out volunteers' highest degree
of effort by the way they treat their volunteers. Administrators
should know what they want of volunteers, communicate well,
provide meaningful and challenging lobs, and give volunteers
plenty of recognition (Gibson 1986, p. 64). A list of volun-
teers' expectations clusters into six general areas (see table
2) (Goodale 1981): How well staff and administration meet
these expectations is a powerful determinant of the degree
of effort volunteers will sustain.

Integrating Motivation, Commitment,
And Degree of Effort
Volunteers are complex mixes of commitment, motivation,
and degree of effort, and the combinations contribute to the
different roles committee members play, the amount of work
the commiaee gets done, how effective it might be, and the

*Teitel 1992, interview notes.
'ite] 1992, interview notes.
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TABLE 2

A VOLUNTEER'S EXPECTATIONS

Clear and Constant Communication
As a volunteer, I expect constant communication. I don't want

to be put in an embarrassing position because the executive

director has not clued me in.

A Well-Defined Relationship withStaff
1... expect clarity about what thestaff's and (committee's]
responsibilities are. They can overlap; this isn't a black and white

area. There is a vast gray area, but there.still has to be a frame-

work in which we have expectations [of] each other.

I expect to have a professional relationship with the staff. I respect

what staff members can bring to theirjobs but I expect the staff

to recognize me as a bona fide coworker who has a professional

attitude toward my job.

Respect for Volunteers' Time
I would not dream of conducting a [committee] meeting without

having all resources marshaled ahead of time. The [committee]

should know that the staff will supply those resources.

I expect the staff to see that the time I have committed is used
wisely. I'm not going to tolerate going to a . . . meeting that is

filled with trivia, where we don't make decisions or discuss meaty

issues
The Staffs Willingness to listen

/ . . . have something to contribwe that I think is important not

only to the [committee] but [also] to the staff. I can bring a per.

spective from the field to the staff, and I expect the staff to listen.

Support for Volunteers' Role
I expect guidance in my job. I want to be pushed occasionally.

. . . I expect a staff member to be sensitive to this [expectation],

to know when to push and how far to push. It's all part of the

support I expect
I want training in my job. . . Over the wars, I've found that

training or orientation is often inadequate.

Personal Growth and Recognition
. . . I evect to have an opportunity forgrowth. I can always

learn.
I want some recognition, too. Sometimes I need only a simple
"thank you." It means a lot to me to have a staff member say
"Thanks so much for doing that professional job, for running
that meeting so well for being in control" . . . I want some

respect for the contribution I'm making

Source. Go(xiale 1981. pp. 33-35
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TABLE 3

MATRIX OF COMMITMENT, MOTIVATION, AND DEGREE
OF EFFORT

Commitment: Volunteer is committed to:
Organization
Clients
Volunteerism
Social vision

Motivation: Volunteer is motivated by:
Psychological needs, including altruism and needs for power,
affiliation, and achievement
Opportunities to try new skills
Personal or professional growth

Degree of Effort: Volunteer's effort ranges:
From a high level, in which he or she seeks additional tasks
To a low level, in which he or she seeks to minimize the work

What causes a person to volunteer is a complex mix of these factors.
For example:

A client-centered individual volunteers as an opportunity to try
new skills and is willing to expend high levels of effort as long
as she feels she is learning from the experience.
An individual with a strong commitment to social justice volun
teers in the hope of meeting his needs for power and influence
but exerts only minimum effort because he feels the organiza-
tion's staff does not respect his opinions.

Source. Ils ley 1990. p. 35, J. Keller 1983.

different loyalties that might exist. The matrix of possibilities
is shown in table 3.

Because volunteers are complex individuals, staff members
interested in motivating volunteers as much as possible need
to understand that "There's no such thing as a typical volun-
teer.. . . People don't volunteer without expectations... .

Volunteer programs should be coordinated with volunteers
in mind[, which] means planning tasks based on the indi-
vidual's needs, recruiting [volunteers] by appealing to needs,
supervising in a way that allows needs to he met, and reward
ing people with what's important to them" (Henderson 1981,
p. 26). How well staff, committee chairs, and others accom-
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plish these tasks helps influence one determinant of a com-
mittee's effectiveness: If volunteers need to be highly involved

for an effective advisory committee, then the staffs attitudes
and behaviors are critical. Volunteers' level of effort changes

easily and is extremely responsive to how they feel they are

being treated by staff.
The single most important motivator to a volunteer is a

sense of accomplishing meaningful work, and how institu-
tional representatives structure and recognize that work is key.

For some volunteers, "meaningful work" can be support or
service activities like fund-raising, public relations, or orga-

nizing staff recognition parties. But for others, the meaningful
work is giving advice, which could lead to conflicts if admin-

istrators are reluctant to receive such advice. The next section

discusses group dynamics, including the idiosyncratic needs
and motivations of volunteers and disagreements they might

have with institutional representatives about the committee's
purpose and direction.

The Athysury Committee Advantage
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THE IMPACT OF GROUP DYNAMICS

Advisory committees are small work groups, subject to the
personalities, social group norms, and all the other vicissi-
tudes of the group process. This section draws a few key ideas
from the literature on group dynari tics that contribute to the
discussion of an adviscry committee's effectiveness, identi-
fying first 11 tasks that fj, groups must face and second pre-
dictable stages groups go through before they gain cohesive-

ness and become effective. The section also asks whether the
group's strong cohesiveness and standards of high perfor-

mance are desirable features in an advisory committee.

Tasks Facing Any Group
To be effective, any group needs to resolve certain basic ques-
tions about how and why it operates. Any group, no matter

its purpose, faces 11 tasks (table 4) (Cohen et al. 1988). Those
involved in planning or establishing an advisory committee
should review the list and make some choices: How advisory
committees go about addressing these basic tasks shapes their
direction, tone, purpose, and, ultimately, their overall effectiveness.

TABLE 4

TASKS FACING ANY GROUP

1. Atmosphere and relationships
2. Members' participation
3. Understanding and accepting goals
4. Listening and sharing information
5. Handling disagreements and conflict
6. Making decisions
7. Evaluating members' performance
8. Expressing feelings
9. Division of labor

10. Leadership
11. Attention to process

Source: Cohen et al. 1988, p. 144.

Atmosphere and relationships
What kinds of relationships should exist in an advisory com-

mittee? How formal and businesslike should meetings be?
What role, if any, should socializing and developing personal
relationships play? The first meetit Ig of one newly formed
advisory committee, for example, was purely social, with

members getting to know each another informally. Some
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members liked that approach, while others just as obviously
wanted to get down to business.* Planners need to find the
right balance, factoring in institutional or programmatic goals,
the personal predilections of the people to be involved, and
the needs of the committee to accomplish something. And
that decision needs to be made early, as the tone generally
is set at the first meeting and could be hard to change later.

Members' participation
Are expectations for participation the same for all members?
Does participation necessarily mean coming to meetings reg-
ularly--or even at all? The dean of one business school has
an advisory committee of 30, only ten to 15 of whom ever
come to meetings. Some, however, are available for telephone
consultations, and he values their input. But he also inherited
the committee with about a dozen members whom he has
never seen or heard from in two years. t. Planners need to
decide whether people who never come to meetings (but
consult on the telephone) are considered members and at
what point members should he dropped for nonparticipation.

Understanding and accepting goals
Many, and sometimes conflicting, views exist of what advisory
committees should do. Planners need to he clear about under-
standing goals and expectations, sort out how much agree-
ment is necessary for a smoothly functioning group, and
determine who decides where the emphasis and direction
should he.

Listening and sharing information
How much information about the program should members
of an advisory committee have? The flow of information often
becomes the key ingredient that affects what roles the com-
mittee can take (King 1960). Framers of an advisory commit
tee need to think through the implications of the flow of in-
formation and decide whether all information should be
funneled through the director or dean, or whether members
should have independent contacts with faculty and staff.

*Teitel 1091, interview notes
1Teitel 1901, Inter\ icw 'lows
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Handling disagreements and conflict
One of the most common conflicts is when members, either
collectively or as individuals, make suggestions that the dean
or director or staff do not wish to implement. Planners need
to sort out how these and other less predictable areas of con-

flict should be resolved.

Making decisions
By definition, advisory committees are not decision-making
bodies, only offering advice to program or college leaders
and staff. But how will that advice he offered? Planners should
think through procedures: Will the director or dean poll each
member and then make the decision, possibly with the help
of his or her staff or faculty? Will the committee, under the
leadership, of the chair, come to a decision and then present
a unified position? Three common proces ,es can contribute

to the dissatisfactions people often express about how group
decisions are made: decision by lack of response (letting sug-

gestions "plop" and be ignored), decision by authority rule
(usually by the chair), or decision by minority (an individual

who railroads a decision without allowing discussion) (Schein
1969). Planners would do well to think about how these
decision-making processes would affect an advisory commit

tee's functioning.

Evaluating members' performance
Because advisory committees are voluntary organizations,
formal evaluation is not very relevant, but informal evalua-

tion, measuring contributions and commitment, is common.

Planners should think about how subcommittee chairs will

be chosen and about who will be asked to continue on the
committee when his or her teem is over.

&pressing feelings
Do members of the advisory committee express personal feel-

ings, and, if so, do they concern only the task? Will they he

talked about openly and directly? People entering new groups
face four kinds of emotional issues, regardless of the task:
identifying what their role will be in the group. wonder-
ing whether they will be able to influence others, wondering
whether the group's goals will meet their needs, and wond
ering whether the group will accept them and like them
(Schein 1969). Planners should think about whether the group

will address these basic issues.

Three
common
processes can
contribute
to the
dissatisfaction
people often
E xpress about
bow group
decisions are
made.
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Division of labor
Whether involved primarily in advising, supporting, or both,
active advisory committees have a great deal of work to per-
form. To assume a leadership position in a voluntary organi-
zation (unlike in paid employment) usually means accepting
more time-consuming and tedious work without the perqui-
sites, such as clerical help, that usually accompany paid em-
ployment (Pearce 1980). Planners should consider whether
committee and subcommittee chairs will do the bulk of the
work, how tasks are to be assigned, and whether members
of this volunteer organization will select their own activities
or have them assigned.

in addition to considering how tasks will be divided among
members of the advisory committee, planners need to look
at the division between the advisory committee and the paid
professionals of the college or universitydeans, directors,
staff, or faculty. They need to determine who will do the work
between meetings and .how that work will be delegated.

Leadership
Most advisory committees have a chair. Those planning the
committee should determine whether the chair is to be an
outsider or a staff or faculty member or administrator from
the institution, and whether he or she is to be elected by the
committee or appointed by the institutional representatives.
Will the chair be a genuine leader, or is it a ceremonial posi-
tion, with the leadership of the advisory committee coming
from the dean or the faculty? And who sets the agenda and
defines the scope of work for the committee?

Attention to process
Do procedures exist for monitoring and improving thepro-
cess of the advisory committee? An important measure of a
group's effectiveness, particularly for a voluntary one like an
advisory committee, is the satisfaction of its members and
their willingness to sustain activity over time (Hackman and
Walton 1986). Groups should take a few minutes at the end
of each meeting or on some periodic basis to ask members
how they feel about what is going on (Schein 1969). Planners
need to incorporate some attention to process and self-
evaluation in their operations.

With these 11 issues as a checklist, administrators, faculty,
or staff setting up an advisory committee can plan for and pay
attention to details of group process.

46



Stages of Group Formation
Groups go through several predictable stages on their way
to becoming high-performance groups (Cohen et al. 1988;
Johnson and Johnson 1975; lacoursier 1980), identified in
some of the literature as "forming, storming, forming, and
performing" (Arbuckle and Murray 1989). While groups pre-
dictably evolve through these stages, each stage could last
for one hour or one year, and it is not possible to IGnow ahead
of time how long a particular stage will last (pp. 4-9). The
process is not always smoothly linear, and groups might
regress to an earlier stage with the addition of new members
or a turnover of staff or when they face a particularly contro-
versial issue. Nonetheless, the stages provide a useful frame-
work for looking at the development of advisory committees
and offer particular insights into those that never reach "per-
forming" (table 5).

In general, relatively few groups reach the highly collabo-
rative "performing" stage (Cohen et al. 1988), and those that
are successful develop sufficiently strong connections, clear
expectations, and effective processes in their forming and
forming stages that allow them to survive the challenges and
frustrations of the storming period. Many groups fail to do
so and either fall apart or find their long-term effectiveness
undermined by unresolved conflicts.

This framework of forming, storming, norming, and per-
forming can be very useful for those thinking about and
involved with advisory committees. For advisory groups, the
challenge of reaching the high-performance stage is com-
pounded by several factors. Generally, work teams and other
groups are comprised of members from within an organiza-
tion, but members of advisory committees come from outside,
usually with relatively little knowledge of each other or about
the institution. In the forming stage, this condition adds tasks,

and committee members, often sorting out what it will be
like to he associated with a new organization, usually have
only a vague sense of what a committee or a committee
member is supposed to do. In the formation of newer advi-
sory committees, institutional representatives might them-
selves not be very clear about the focus, direction, and specific
tasks of an advisory committee, so they are unable to provide
the needed clarity and direction (Cochran, Phelps, and Coch

ran 1980). This lack of understanding and clarity could lead
to dysfunctional advisory boards or to hoards that form in
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TABLE 5

TEAM DEVELOPMENT PROCESS

Forming: Members are eager and have positive expectations.
They are likely to wonder what the purpose of the group is, what
their tasks will be, how the group will be led and organized,
and how likely it is that their work will be fruitful. They depend
on the leader.

Storming: Members are dissatisfied and frustrated because their
expectations and the reality of the team's work do not coincide.
Dependence on the leader is not satisfying, appropriate resources
are not readily available, and some problems are not easily
solved. The frustration might lead to anger toward the leader
or other members of the group, and could raise questions about
the task and the goals.

Norming: Members work toward resolution of the conflicts;
personal satisfaction and self esteem are heightened as expec-
tations and reality are more clearly meshed and the group begins
to figure out how to work together effectively. Beginning efforts
at collaboration are reinforced by some early successes and pos-
itive feedback.

Performing: Members are once again eager to be part of a
team. They feel greater autonomy as well as a strong sense of
mutual interdependence. leadership functions are shared, and
energy and time are focused on achieving the committee's
purpose.

5ource. Arbuckle and Murrat 1989; pp..4 9.

name only but remain paper committees (Gross 1980).
The storming stage can also he a difficult stage for advisory

committees to survive. Members from outside an institution
with relatively weak ties to it are less likely (than, say, em-
ployees) to stick through the frustrations of the storming
period. They are, after all, volunteers; they can, and do, simply
not reappear for subsequent meetings. And if the committee
is still run by the director or dean or faculty, the dissatisfaction
with the leader that commonly occurs during this phase could
he directed against the institutional representative and lead
to the committee member's withdrawal. This situation can
easily be exacerbat,..1 by any differences about the kind of
input expected, v, acre members brought on for their exper-
tise find they are expected to he rubber stamps (Light 1982).
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Frequently groups pull through the storming stage by suc-
cessfully completing some task together (Arbuckle and Murray
1989). Those who work with volunteer groups should give
the groups an attainable task that will be visible and can con-
tribute to the volunteers' continued belief that they are help-
ing (O'Connell 1985). Especially in the start-up stage, volun-
teers should be given tasks that are doable in P. short time
and have visible results, even if the early activities are not cru-
cial to the overall program (Blake, Beach, and Hopkins 1976).
In terms of group dynamics, the successful completion of the
task eases the group out of the storming stage and at the same
time helps it define what its norms for operation are. This strat-
egy can be risky for advisory committees, however, because
of potential disagreements about the scope of the committee's
input to the organization. A sense that a project is busy work
can quickly undermine any developing group spirit and serve

as a powerful demotivator (Wilson )81).
Those advisory committees that reach the performing stage

are characterized by a clear purpose and by collaborative roles.
Before a group can reach high performance, it has to have a
clear focus on whether it is to provide advice, support, or both.
In a high-performance group, the meshing and sharing be-

tween the committee members and the staff or administration
transcend the status of insider or outsider and exude a strong
sense of people's working together for a common goal.

How Important Are the Group's Cohesion
And High-Performance Norms?
The preceding discussion of high-performance norms and
the group's cohesion assumes they are desirable features in
an advisory committees. Yet advisory committees come in
many different forms, with many different expectations for
their involvement. The importance of these factors varies
according to the committee's focus and differs depending on
the amount of service or advice expected of it.

For an advisory committee's support or service roles, the
group's unity and expectations of high performance are help
ful but not necessary. An advisory group that rarely, if ever,
meets and is not unified can still help the institution through
the individual services of its members. In this sense, the group
becomes a volunteer service organization. While it is impor
tant t() recognize, to reward, and to respond to individual
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needs, it is not necessary for such a group to meet. On the
other hand, successful meetings and a group that develops
a sense of purpose, mission, and camaraderie will be more
productive in supporting the institution. Members will be
more likely to have a sense of ownership along with their
involvement. With an advisory committee that provides ser-
vice, the total output from a high-performing group will be
much higher than the sum of individuals' output. A positive
group spirit can dramatically increase the effectiveness of the
group's service but is not essential to it.

For a committee's advisory role, the answer is more com-
plex, and it depends more on exactly what type of advice is
desired. Advice can be provided by individuals, making group
dynamics irrelevant. In fact, it might be simpler for a dean
or director to poll committee members on particular ques-
tions or consult with them on their areas of expertise. For this
type of input, an active, cohesive advisory committee is
neither necessary nor, possibly, desirable. As discussed earlier,
getting input from an advisory committee can complicate a
manager's life. Getting advice from individuals is considerably
more flexible and leaves control in the hands of the director
or staff, albeit at the expense of diverse or independent input.
In a loosely knit council of advisers, however, a strong sense
of ownership and involvement with a program or institution
is less likely.

Many deans, directors, faculty, and staff consider the devel-
opment of a strong sense of group unity a mixed blessing.
While it brings the advantages of substantial, thoughtful input
as the group develops a strong sense of ownership and in-
volvement with the program or institution, it also has some
risks. The committee might get too strong or too independent
and might begin to overfunction, moving into areas outside
its scope or mandate from institutional representatives.

In most cases, the representatives of the college or univer-
sity who establish an advisory committee start the process
with a great deal of power and influence over the direction
and focus of the committee. They establish committees, con-
vening them and determining their initial composition,
agenda, and group norms. A strong, cohesive group can help
balance this influence by giving greater power to the members
of the advisory committee than they would have as individ-
uals. They can collectively ask for information and suggest
approaches that no one member could.
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If it is not a unified, independent group, an advisory com-
mittee is easily controlled by institutional representatives. But
an advisory committee is, after all, not a decision-making
body. Institutions set up advisory committees to help improve
their programs, and who is better positioned to direct and
focus them than the staff, faculty, or administrators? On the
other hand, if institutional representatives do not highly value
advice or are too concerned that their committees might
become overinvolved, they might curtail opportunities for
the group to work together and lose some of the benefits that
an active, involved committee can provide. Furthermore,
external funders who mandate advisory committees do so
to have them play more the role of independent watchdog,
ensuring programmatic accountability and responsiveness .
to the community and underserved populations (Ibrahim et
al. 1987). The appropriate balance point varies from situation
to situation, but it is useful to understand what variables affect
an advisory group's independence. Can committee members
develop a cohesive, independent group even if institutional
representatives do not want one?

Proponents of activist, independent advisory committees
believe that it is possible and desirable to do so and have tried
to teach group process skills to advisory committee members
(Biagi 1978; California State 1988). For example, one way to
motivate committee members to play a more active role is
to question their level of satisfaction:

Do members accept imposed agendas, goals, programs,
and tasks without participating in their development?
Is the communication primarily one way; that is, does
the director or chair do most of the talking?
Is leadership for only a few people, and do the rest follow?
Are decisions always made by a higher authority, with
little or no involvement by the council members?
Is the council evaluated only in relation to goals, with
little attention to how group members feel toward
each other?
Are meetings stiff and formal, and do they often seem
pointless and a waste of time?
Do council members have little opportunity to express opin
ions, feelings, and reactions? (Sweningson 1984, p. 3).

A "yes" answer to any of these questions indicates a need
to improve the committee (Sweningson 1984), perhaps
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through a minicourse on group dynamics to enable commit-
tee members to have more influence and control over the
committee's direction. The California Department of Educa-
tion, for example, publishes guidelines for citizen advisory
committees, providing instructional advice on the group pro-
cess to help empower members. The advice includes hand-
outs on understanding and analyzing roles in a group and
clear (state-mandated) guidelines for the roles and respon-
sibilities of committees and their members. It also makes
more explicit the responsibility advisory committee members
have to understand enough about group dynamics to become
an activist committee:

Will a [citizen advisory committee] be an effective means
of parent involvement or just window dressing for the school
district it supposedly advises? A significant share of the
responsibility rests with the members themselves (California
State 1988, p. 15).

This approach presupposes an adversary relationship
between committee and staff that, one hopes, does not exist
in most advisory committees in higher education. Nonethe-
less, the questions posed are good ones, and the underlying
issue of an advisory committee's independence is an impor-
tant one. An understanding of the factors that influence inde-
pendence is useful to anyone interested in working effectively
with advisory committees.

Factors Contributing to an Independent
Advisory Committee
For a committee to s essfully provide independent advice
when the staff and administrators do not seek it, the commit-
tee must replace the norms and expectations placed by the
staff with different ones that have evolved through the group
process. The process of norming, or establishing the formal
and informal sets of rules that will govern the committee's
functioning, does not always follow the planner's intentions.
Some norms are explicit, spelled out by the person who con-
venes the groupin this case, usually the deans, directors,
and staff of the institutions setting up the advisory committee.
At the outset, they might select the members, organize a
schedule of meetings, set the agenda for the first meeting,
and perhaps spell out expectations for the committee. Once
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the committee begins to function as a group, however, things
might not evolve as planned.

Inevitably, because people are social beings with needs
greater and more complex than those of machines, a variety
of behaviors and attitudes will begin to emerge and over
time take on relatively stable patterns. . . . It is this emergent
(informal) system [that] gives the group its particular iden-
tity its view of who should do what, who should have influ-
ence, and how close members should feel Even the actual
leadership of a group may emerge as different [from] the
designated leader (Cohen et al. 1988, pp. 79-80.

This emergent group dynamic could be one in which com-
mittees push for real advisory rolesbut only if the commit-
tee develops a sense of unity. The advisory committee that
refused to be dismissed provides a rare but dramatic example
of emergent processes that can occur. It took a crisis for the
committee to pull together: "The fact that our task force was
nearly abolished seemed to help us form a group loyalty"
(Dahl 1986, p. 4). The likelihood that this group unity and
a sense of independence will develop is influenced by three
sets of factors: membership of the group, the ways its meetings
are organized and run, and the clarity and scope of its man-
date (table 6).

Membership
Composition. For genuine input from outside the institution,
an advisory committee has to be comprised largely of out-
siders. (Internal advisory committees within a large institution
require members from other subunits.) Yet one study of advi-
sory committees shows that, even when the committee's
guidelines regarding accreditation specifically excluded
faculty members from being voting members, in all cases they
served, and in one case, membership was limited to faculty
(Gross 1980) Further, members of the committee need to
be somewhat independent from the organization, as clients
currently receiving services might not he sufficiently inde-
pendent. Similarly, the practice in vocational education of
using adjunct faculty as "outside industry representatives" on
advisory committees could prevent a truly objective review

Members of
the committee
need to be
some:chat
independent
from the
organization.
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TABLE 6

ORGANIZATIONAL FACTORS INFLUENCING THE DEVELOPMENT OF AN
INDEPENDENT ADVISORY COMMITTEE

A cohesive group dynamic, which can lead to an independent advisory committee, is more likely
if the characteristics in Column I are present and less likely if the characteristics of Column II
are present.

Membership
Composition

Selection of new members

Socialization of new members

Meetings
Frequency and timing

Decision-making structure

Control of agenda

Leadership

Mandate
Charter

Access to information

Response to advice

I U
Increases Likelihood of Decreases Likelihood of
Independent Committee Independent Committee

Independent outsiders

Multiyear, revolving terms;
selection is open and
collaborative

By committee

Regular and frequent

Done as a.group in regular
meetings

Members (or outside chair)
have input

Chaired by outsider, who
takes real leadership

Clear, preferably written,
expectations

Independent and
comprehensive

Formal response to formal
recommendations

Insiders (faculty or staff) or
dependent outsiders

Vague terms at the discretion
of director; selection by
director

By director or dean

Occasional, sporadic

Individuals polled by director

Director or staff control

Chaired by director or staff
member, or by outside
figurehead

Vague, subject to interpretation
by director or staff

Funneled through director
or staff

No clear process or required
response
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of programs. In one community college where the president
and dean tried to get vocational programs to be more respon-
sive to industry, the administration spoke disparaging of advi-
sory committees as "cozy clubs where adjunct faculty sit
around and drink coffee" (Teitel 1991, p. 10).

Selection of new members. If members are appointed
solely at the discretion of the institutional representatives (the
most common pattern in the literature), the likelihood of the
committee's developing independence is reduced. It is further
reduced if the appointments are for short periods or if
members serve at the discretion of the director. But commit-
tees with multiyear, revolving terms (so that only one-half
or one-third of the members are replaced each year) that have
a voice in selecting other members are more likely to develop
and sustain a unity that will allow them to he independent.

Socialization of new members. If committee members
can establish the norms for the group and socialize new
members into them, the possibilities for independence are
enhanced. New members can be socialized through a buddy
system, where a new member is paired with a continuing one,
through a handbook, or through a formal orientation. Again,
the chances for an independent advisory committee increase
if members are involved in the socialization process.

Meetings
Frequency and timing. Advisory committees that meet,
say, only once or twice a year are also less likely to develop
and mature as groups. Meetings held during working hours,
at the convenience of the institutional staff (Baker and Oster-
tag 1981), could serve as a disincentive for members to attend
and convey a message of their relative lack of importance,
depending on the composition of the membership.

Decision-making structure. In some advisory committees,
emergent group dynamics are curtailed because the commit-
tees operate less as a group than as a collection of it dividuals,
with the dean or director at the huh. The informal t. ,e of the
telephone to solicit quick advice from individual members
can undercut the rest of the committee's involvement (Light
1982) and keep the committee from jelling as a group.
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Control of agenda. One study shows that about 70 percent
of the advisory committees surveyed had their agendas pre-
pared by institutional representatives, with fewer than 20 per-
cent involving committee members themselves (Baker and
Ostertag 1981, p. 4). Another reports how common it is for
staff to "stack the deck with agenda items and information"
to make sure that problems they do not "want to deal with
are left off the agenda" (Light 1982, p. 9). Not surprisingly,
a majority of the committee members in Baker and Ostertag's
study wanted the committee to be allowed to discuss new
items that were not on the agenda (1981, p. 5). In addition
to being able to influence the agenda, opportunities for com-
mittee members to talk without staff present can contribute
to a more independent advisory committee.

Leadership. For a committee to develop any unity and inde-
pendence, the chair must he from outside the institution and
must truly chair the committee, not just serve as a figurehead.
Yet in one study, almost two-thirds of advisory committee
chairs are the self-appointed institutional representatives, with
most of the relatively few outsiders who serve as chairs
appointed by the institution (Baker and Ostertag 1981, p. 3).
Even when regulations forbid school employees from serving
on advisory committees (let alone chairing them), more than
half of the survey respondents reported that a school repre
sentative chairs their committee (Massachusetts Dept. of Edu
cation 1986, p. 6).

Mandate
Charter. Committees with clear charters given them by the
program or institution can develop greater autonomy, because
their activities are less subject to the staff's or administration's
discretion. Further, members can interpret written charters
directly, without their being filtered through the eyes of the
institutional staff. Handbooks and other formal documents
can give members the information and authority th,_sy could
need to exercise some independence.

Access to information. How much information advisory
committee members get, and who controls its flow, are keys
that affect what roles the committee can take ( King 1960).

Lacking information, or baring only that libel program
staff members may be willing to share. or (bating infor
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mation that] can be gleaned (only] from random contact
with program clients, advisory groups will be unlikely to
acquire the basis of knowledge necessary to support a mean-
ingful advisory role. The result may be a sense of impatience
and frustration among advisory group members (Miller
1987, p. 282).

How much access to information an institution is willing to
provide its committee is a critical choice that determines the
level and scope of the committee's functioning (Laney 1984).

Response to advice. Another important part of the mandate
for an advisory committee is the process of responding to its
advice. If committees function as groups (not as individual
advisers surrounding a director), they will recommend courses
of action occasionally. What happens to those recommenda-
tions is key. If the committee is being taken seriously as a
source of input, its formal recommendations should trigger
formal responses, including an explanation of why any recom-
mendations are rejected (Light 1982, p. 38).

The process of group dynamics underscores variables relat-
ing to membership, meetings, and the committee's mandate
that will determine whether a committee is likely to develop
an independent, unified spirit. The next section uses a case
study to look at these issues in more depth.
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HOW INDEPENDENT CAN AN ADVISORY
COMMITTEE GET? A Case Study

This section discusses an example of an advisory committee
that tried to establish its own independence, showing how
committee members, especially if they come with a prede-
termined agenda, can steer an advisory committee toward
greater autonomy and more of an advisory role than the direc-
tor and 'tall desired. It concludes with an analysis that inte-
grates the factorsexpectations, motivation, and group
dynamicsdiscussed in the preceding three sections.

The Case
The committee was a mandated one. A directive from the
chief academic officer required all institutes and centers of
the university to have an internal "faculty advisory council"
comprised of faculty from other units within the university.
This ongoing group would be in addition to a periodic review
conducted by an outside team every few years. The center's
director requested nominations from various deans and estab-
lished a committee of ten members, who were invited for a
luncheon and opening meeting in late November.

At the first meeting, the director and two top staff people
spoke for the first hour, describing the center and its mission
and funding and explaining the committee's role: to serve
as a two-way pipeline to the rest of the campus.

DIRECTOR: We want you to let people on campus know
who we are and what we are doing. We want to involve
faculty more in what we do. We see you as a breath of fresh
air. You can ask us questions, maybe get involved in some
consulting with us. . . . We don't anticipate this to be a do-
nothing committee. [He went on to describe the center's
finances and several projects that faculty might get involved
in. Nc..1 the end of the first hour, he said,' If this is really
to be two way, I should shut up.
MEMBER #1: What processes do you have in place for
faculty members to get involved with the center? To whom
does someone apply?
DIRECTOR: There is no real process. If we had a process,
we would have to announce it, and it would get very formal.
We don't like to operate that way. Come and see us. We'll

have a meeting like this one. That's the way we're operating.
We want you to tell them about it.

The A& Isory Committee Advantage 59

6



MEMBER #2: You might see us, as the advisory committee,
as a way to suggest a process, but you don't seem to really
want to have one. It makes me wonder how much input
you really want.
DIRECTOR: [Starts to respond but is cut off]
MEMBER *3: Let rr.-.2 speak before you. [The director] has
said that he wanted the advisory committee to be more than
just a pipeline. He wants us to advise as much as possible,
to be a pipeline for communication, and to raise questions.
Fine. I think the next step is for us ten members to meet
by ourselves and to talk about how we wish to govern
ourselves.
ASSISTANT DIRECTOR: I strongly endorse another meet-
ing with the center's staff. If the advisory committee wants
to meet by itself, [hesitates] that's fine, but why?
MEMBER *3: Advisory committees always meet separately,
to set up self-governance. If the committee is going to be
objective, it needs to do that.
MEMBER #2: Yes, we need to get our own group dynamic
goingtogether.
ASSISTANT DIRECTOR: Well, I've been on other advisory
committees, and we never met separately.
DIRECTOR: Let's not spend a lot of time talking about the
process; let's just do it. You can have your meeting, but
there will be no lunch. [laughter]
MEMBER #3: The committee will meet by itself for the
first hour. After we have done that, we will meet with the
center's staff to get a notion of what the center wants.
DIRECTOR: I can tell you right now what we want. The
key issue is that there is little communication with the rest
of the campus. We need help telling others what we are
doing and responding to their concerns. As for our own
processes: We run the center and the processes are internal
to us. We don't need any help with them.

The next meeting was held a week later. For the first hour,
the committee met without any staff from the center and dis-
cussed two sets of processes. One was about the center and
its internal policies: how the staff decided to hire people, what
criteria they used for awarding grants, and, in general, how
they made their decisions. To learn more about these matters,
committee members developed a list of information and inter-
nal documents on guidelines and procedures to request of
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the director. The other process discussed was how the com-
mittee was to relate to the staff. Members looked at the lan-

guage of the mandate from the university that had established
the committee in the first place. "Are we just a sounding board
of individuals, which is what the director seems to want, or
are we a real advisory committee, which is what the univer-
sity's guidelines seem to imply?" asked one member. The
committee decided to use the university's definition as a man-
date and to push for access to the kind of information it would
need to do so effectively. After an hour, the director knocked

on the door and was told to wait in the hall. After a brief
delay, he was invited in, followed by the entire senior staff,

looking very somber.

DIRECTOR [tight-lipped]: What's up?
MEMBER #3: We've been meeting to talk about the defi-

nition of our role. We see from the university's guidelines
that ours is to be a "regular, long-term" involvement with

the center. It seems we are not to be involved in personnel
matters, but we have been trying to clarify' what kinds of
things we can provide advice on. We also wanted to make
explicit the kinds of information we will need to do our
job. We will need a list of all personnel, the center's com-
mand structure, how responsibilities are allocated, how fel-
lows are appointed, and what the philosophy of the center's

publication is.
MEMBER #4: These requests go beyond our individual
interest. We feel strongly that if we are to be a valuable long-

term asset, we need information about the underlying

structure.
DIRECTOR: [After summarizing items requested to make
sure he understood all of them and ticking off how and
when he would provide each item,] Everything you said
I agree with. There is nothing I am trying to hide.

Shortly after the meeting, committee members were given

the materials they had requested. In some cases, existing doc-

uments were simply made available to members; in others,
documents had to be developed in response to the inquiry.

After this brief flurry of activity, winter vacation came. Com

mittee members talked about getting together soon, even if

not convened by the center's staff, but did not follow through.
The staff called only one more committee meeting, in mid-
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spring. At the start of the next academic year, all the members
were thanked for their service and were told that, in the inter-
ests of involving other faculty members, the entire committee
was being replaced.

The Issues
This case highlights several issues that frequently emerge in
advisory committees, especially for mandated boards. The
center's staff and some of the committee members had very
different expectations about the range and focus of the com-
mittee's activities. With different ideas about how much advice
the committee was to give, the battle was fought at committee
meetingsover how much information the members could
get, whether it could run itself and set its own agenda, and
whether it could meet without staff.

The attitudes and expectations of
administration and staff
The staff and director of the center did not ask to form an
advisory committee: It was forced on them. They were quite
comfortable with the close-knit, informal, and unpublicized
decision-making process they had used since the center was
founded ten years earlier. When establishing a faculty advisory
committee was mandated, staff made the best of it by seeing
it as a way to increase ties with faculty from around the uni-
versity. They were not, however, interested in modifying, or
even making public, any of the center's internal processes,
and they were caught off guard by the request to hold the next
meeting without them. The request came within the first few
minutes of open discussion and came from two members who

ii.cidy moved to back each other up. (One of them even cut
off the director to speak in support of his colleague.) The fact
that they supported each other and confidently and matter
of factly talked about advisory committees "always meeting
separately" and the need for "self-governance" gave them con-
siderable power in group dynamics. Even though the other
members of the newly forming committee were just as taken
by surprise as the staff was by the notion of meeting sepa-
rately, the concerted action of two members forced the direc-
tor's hand. To not agree made him look as though he were
trying to cover something up or to prevent the committee's
developing its proper function.

By agreeing to the separate meeting, however, he gave up
a measure of control, something he was visibly aware of. The
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highly symbolic moment when the director was told to wait
in the hall while the committee finished its private meeting
underscores this loss, and the demand for information that
hitherto had not been available is a substantive indication
of that loss of control. The director acceded to each demand
but regained overall control by calling only one more meeting
and then dismissing the entire committee.

The motivation and commitment
of committee members
Two of the members (#2 and #3 in the case study) came to
the committee with an underlying commitment to try to open
the center to public scrutiny, feeling that too many decisions
were made behind closed doors. They had planned the coup
that established an independent session for the committee.
Thus, when one spoke up, the other was ready to cut off the
director and support his colleague. With determination and
mutlIal support, they were able to gain several allies, some
of wnom acknowledged that they would not have been so
assertive by themselves but were happy to see the center's
processes opened up. Their strategy had some limited suc-
cess: Although the staff started without any apparent intent
to share or make public the center's internal policies and
procedures, the independent committee forced them to do
so. Once the motivating factor of opening up the center's pol-
icies was partially met, their amount of effort dropped off.
When the staff waited for several months before calling
another meeting, some of the ardor ebbed from the volunteer
committee members. Although they had talked of calling a
meeting even if the staff did not, no one followed up on the
suggestion. And after another four months without any meet-
ings, when the entire committee was dismissed, no one pro-
tested. The center had a chance to start fresh with a presum-
ably less independent advisory committee.

The impact of group dynamics
Several key elements made it possible for this advisory com-
mittee to have some influence, even though the center's staff
did not welcome it.

The coalition formed by two members was very effective
in shaping the direction of a new group, especially in its

early stages

Thus, when
one spoke up,
the other was
ready to cut
off the
director and
support his
colleague.
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The strategy of meeting apart was critical in allowing the
group a chance to develop its own norms and establish
its own goals out of the staffs and director's sight and
control. Even an hour was an important step, and telling
the director to wait in the hall symbolically helped ce-
ment the independence the committee was developing.
The existence of an outside mandate (from the university)
that created the advisory committee was important. The
fact that the mandate was in writing allowed committee
members to see the document and interpret it directly
(not through the filters of the center's staff).
The demand for information was a key first step toward
having any input. By establishing what types of informa-
tion it needed (as opposed to what the staff wanted to
share), the committee took a major step toward potential
input and, in doing so, accomplished one of the aims of
the key movers on the committee.

Three key factors mitigated against the committee's con-
tinuing input:

The volunteer status of the committee, coupled with the
partial success in reaching the goals of opening up the
center's processes, led to diminishing effort as members
let other priorities in their lives come ahead of this one.
The independence the committee established for itself
never went so far as to include its calling a meeting. When
it was left to the center's staff to call the next meeting,
a long time elapsed, further cooling members' ardor.
Finally, and of greatest long-term significance, the com-
mittee never established control of its successorship. The
mandate from the university was silent about length of
term (although most ongoing committees usually change
only one-half or one-third of their membership each year
to allow for continuity). With no clear policy or precedent,
the control of successorship was left in the hands of the
center, which used it to start with a fresh committee.

An understam... Of the goals of institutional representa-
tives, the commitment and motivation of committee members,
and the processes of grout- dynamics can provide important
insights into how the direction and effectiveness of advisory
committees are shaped.
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SUGGESTIONS FOR STARTING AND SUSTAINING
AN ADVISORY COMMITTEE

This section focuses on practical suggestions for setting up
and sustaining effective advisory committees. The most
explicit literature on how to set up and manage effective advi-

sory committees is targeted toward educators involved in
vocational education in secondary schools or community col-

leges. As noted earlier, federal legislation in the last two
decades has increased the role to be played by advisory com-

mittees in vocational education, and many specific instruc-

tional manuals are targeted at teachers and school and college
administrators (see, e.g., Cochran, Phelps, and Cochran 1980;

King 1960; Maryland State Advisory Council 1984; Office of

the State Director 1987; Ohio State University 1985; Rien-

cleau 1977).
In contrast, advice on how to set tip and maintain advisory

committees for other programs and in other types of insti-

tutions of higher education is much scarcer. In fact, when the

president of Emory University urged his colleagues in AGB

Reports to make better use of advisory committees, he based
his how-to section on a handbook produced by the Indiana
State Advisory Council on Vocational Education (Laney 1984).

For this section, advice about vocational education advisory
committees is augmented, when appropriate, by suggestions

on advisory committees from other sectors of higher educa-
tion (Brawer and Gates 1981; Doti 1989) or the nonprofit sec-

tor (Axelrod 1991), as well as from applicable aspects of the
literature on governing boards (Houle 1990; O'Connell 1985).

The suggestions are organized around four aspects of the

process of establishing and maintaining advisory committees:
planning and establishing advisory committees, orienting

members and conducting meetings, developing an organi-

zational structure and scope for the committee's involvement,

and rewarding and evaluating committees.

Planning and Establishing an Advisory Committee
Preliminary work
Before setting up an advisory committee, educators should

clarify the committee's purpose and function and establish
clearly how its work will dovetail with existing structures of
organizational decision making. Background work should
include undo-standing the history of and any previous roles

played by advisory committees in the school or college.
Organizers should write a brief statement clarifying the com-
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mittee's purpose, responsibility, structure, and role and seek-
ing internal approval, with a time line for implementation that
would include securing teachers' and administrators' accep-
tance (Cochran, Phelps, and Cochran 1980, pp. 224-29).

Size
The committee's size should be determined by balancing the
trade-offs between increased representation and the greater
unwieldiness inherent in large committees. In general, com-
mittees with 20 or more members are more appropriate for
institutionwide efforts and can involve greater representation
from the community. On the other hand, they are likely to
meet less frequently than committees of five to 12 members,
which might be more suitable for a specific program area
(Riendeau 1977). A larger committee has some inherent risks:

An advisory committee of 30 to 40 members cannot meet
frequently, [which) limits its usefulness, and much of the
business is consequently handled by subcommittees, while
the advisory committee itself takes on the nature of an
annual conference. In such circumstances, there is a risk
that keen committee members who are not on the subcom-
mittee will lose interest (King 1960, p. 25).

Selection
Exactly which segments of a community should he repre-
sented on the committee depends on the program or insti-
tution. For instance, vocational education programs might he
particularly sensitive to the inclusion of union representatives
(Corley 1988), but such an issue is less important in many
university advisory committees. What is important is that the
various aspects of the field or discipline the program is con-
nected to are represented. Those oriented toward practice
in a field must be balanced with those whose focus is re-
search. Types and sizes of industries could be important, as
illustrated by the experience of an advisory committee for
a hotel/restaurant program at a community college:

One of the problems with the advisory committee as it was
structured was that it represented only a segment of the
industry (mom- and-pop moteLs) and not the big motel/hotel
chains. One of the major restructurings of the program that
eventually took place was the inclusion of the major hotel
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chains in the program, for the program was not meeting

the needs of those chains.*

For programs or disciplines, function and focus are impor-
tant determinants of the composition of an advisory commit-

tee. For an institution, a widely inclusive approach might be

suitable, modified as appropriate:

Each community and region has its power structure, its

union and civic leaders, and care must be exercised in the
selection of committee members so that they are truly a
cross-section of the community or region to achieve balance.

Not only should representation of community or regional
leaders, minority group leaders, educational leaders, other
institutions, civic and other organizations, business and
industry be achieved in addition to geographical represen-
tation, but also the membership should represent various
business levels of administrationpmfessiona4 technical,

skilled, semiskilled, presidents, vice presidents, and hourly
employees (Oen 1985, p. 4).

Others advocate more focused committee membership,

in some cases restricting membership to chief executive offi-

cers (Wilson 1981). Some suggest taking into account age,

sex, residence, ethnic background, and type of job respon-
sibilities by composing a grid that lists existing and potential
board members by those criteria (Houle 1990). Sometimes
members are targeted for specific items or talents they can

offer: for example, a list that includes each member, his or

her attendane, special activities (committee chair, speaker),

and amount of money donated (Doti 1989).
The personality characteristics of potential members are

also a factor. Members should be competent in their fields

and have the respect of the people they work with, they
should have the interest and adequate time to be involved

in the committee, they should be of "good character" (Rien-
deau 1977), and they should be enthusiastic and able to work
well in groups (Corley 1988, p. 7). Problems can arise with

boards made up of aggressive people with professional exper-

tise if the abrasive ones are not tempered with "a good sprin-
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kling of equally bright people who also [have] the qualities
of judgment, patience, fairness, and conciliation" (O'Connell
1985, p. 63).

To find members who meet these criteria, educators are
urged to consult community leaders, religious leaders, and
heads of volunteer organizations or appropriate professional
organizations (O'Connell 1985). When members represent
specific organizations, that organization should be asked to
make the selection (King 1960), although individuals elected
by 'heir organizations might be less committed and motivated
to be active members.

Once a few members have been invited to join the com-
mittee and have accepted their role on it, they could be asked
to nominate others, not only simplifying a "sometimes dif-
ficult and time-consuming task," but also "ensur[ing] good
working relationships within the committee" (Riendeau 1977,
p. 11). Doing so, however, might work against the goals of
diverse backgrounds and/or opinions. Instead, a broad and
open nominating process that establishes a pool of perhaps
20 or 25 diverse potential members might he preferable (Light
1982). This pool could be winnowed to eight to ten, but not
handpicked by one or two individuals. "Hand selection
(selecting one's friends or think-alikes) would tend to restrict
the input of the members, and the output of the committee
would too often be a regurgitation of the ideas of the few per-
sons selecting the committee" (p. 32). Others suggest seeking
out potential opponents and using membership or the advi-
sory committee as a way to co-opt them:

An advisory council provides a unique opportunity for
derailing detractors of a program. If he or she doesn't like
the direction that a training program is taking the council
provides that person a forum to air the grievance. If such
a person declines to serve or offer assistance, he or she effec-
tively abdicates the right to be critical in other settings
(Office of the State Director 1987).

Educators should not handpick members who will he favor-
able to the program or otherwise load the committee (Coch-
ran, Phelps, and Cochran 1980). A balance is necessary to
ensure a committee that represents diverse opinions, is not
loaded with proponents or opponents, and still can function
effectively.
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Appointment
The request to become a member of an advisory committee
should come from the highest possible authority to let poten

tial members know the importance of their task (Corley
1988). Such an official invitation from the highest authority

also helps clarify the chain of command and should make
clear that the committee is to be advisory in nature (King

1960). For academic advisory committees, that person would

be the college president or chief academic officer. The official

request should come after a personal visit or telephone call

to solicit interest in serving on the committee (Oen 1985).
A broad consensus exists in the literature that committee

members should be asked to serve finite terms of about three

years, with staggered replacement dates so the committee can
serve with continuity as well as be renewed (Corley 1988;
Houle 1990; Office of the State Director 1987). Members

should not be reappointed after their terms expire, as auto-

matic reappointment establishes a precedent and effectively

means terms are indefinite (King 1960). This policy provides

a simple way of removing unproductive members, while those

whose services are particularly valuable can be reappointed
after a year and tapped privately, or as a consultant, in the in-

terim (p. 26). Members who do not attend a certain number
of consecutive meetings could be automatically dropped

(O'Connell 1985).

Orienting Members and Conducting Meetings
Orientation
Proper orientation is vital, and it should begin with the first

contact that lead' to the request to participate in the

committee:

The orientotion process for new members starts as the indi-

viduals are being selected and appointed to the committee.

Much of fit] may occur in the process of convincing the
individual of the importance of serving on the committee

or when describing the program and the role of the advisory

committee. Adeynate attention, however, must be focused

on this tusk because the haphazard orientation of new
members can result in a committee that does nothing or

one that extends beyond its intended purpose (Cochran,
Phelps, and Cochran 1980, p. 237).
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A handbook prepared by the educational institution is the
best way to orient new members (see, e.g., Oen 1985, pp. 14-
24), although fewer than half ofthe advisory committees in
one survey had even so much as a written outline of their
committees' responsibilities, let alone a handbook (Hartley
1980). If no handbook is available, each new member should
be provided, individually or at the first meeting, with an over-
view of educational offerings and a discussion of specific
career programs, an explanation of the role of the advisory
committee, recent accomplishments of the advisory commit-
tee, the responsibilities and duties of members, a list of advi-
sory committees and their members, an organizational struc-
ture, and a schedule of meetings (Cochran, Phelps, and
Cochran 1980, pp. 237-38). A "host" or "buddy" could be
assigned to each new member to assist in the orientation
(O'Connell 1985), and committee members should have
access to a library of written materials on their role and func-
tion (Corley 1988; Houle 1990). The committee chair, too,
should receive in-service training (Corley 1988; Houle 1990).

Conducting meetings
The first meeting of the advisory committee is the most
important, as it sets the tone for future meetings and helps
establish relationships among committee members and
between the committee and institutional representatives (King
1960). Unlike subsequent meetings, where staff will be pres-
ent primarily to listen, the first meeting is usually chaired
by the relevant faculty member or administrator (Cochr ,

Phelps, and Cochran 1980). (See Brawer and Gates 1981, pp.
20-21, Cochran, Phelps, and Cochran 1980, pp. 238-41, and
Office of the State Director 1987, p. 9, for sample agendas for
first and subsequent meetings.)

An instructional module on maintaining an occupational
advisory committee (Ohio State University 1985) outlines a
strategy for the first three meetings that orients new members
and provides a transition to cornniittee members' running
the committee. The strategy si ins with an educator-convened
and -run first meeting, where school personnel plan every-
thing, down to the placement of ashtrays (if smoking is per-
mitted). During the first meeting, subcommittees should he
set up to develop rules and bylaws for the advisory committee
and an annual plan of work. At the second meeting, in addi-
tion to discussing the rules and annual work plan, the group
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should discuss one particular programmatic focus of concern.

By the end of the third meeting, the rules and annual plan
should have been accepted, officers have been elected in
accordance with the rules, and the committee have had some
experience working together on a focused issue. At that point,
the educator's role should be phased out of active leadership
to become more of a consultant or facilitator (Ohio State Uni-

versity 1985, pp. 10-15).
In general, the tone of meetings should be informal but

businesslike (Oen 1985). Overly formal proceedings could
reduce, not increase, the amount of advice offered by a com-
mittee. Refreshments should be served, and valuable social-
izing (and team building) can be expected to take place dur-

ing breaks (Ohio State University 1985). Meetings should not
exceed two hours during the day, three hours during the
evening, and five hours for an all-day session (King 1960).

The literature suggests a range for the optimum number
of times to meeta minimum of four meetings per year and
special meetings only as needed, because "council members
are busy people and assisting the educational community
without compensation is probably not one of their highest
priorities" (Office of the State Director 1987, p. 13); or monthly
meetings, with a requirement that at least six meetings be
held per year (Mar; land State Advisory Council 1984); or at

least one meeting a year (Corley 1988); or one meeting near
the start of school, one near the end, and as many in between

as the committee agrees to (Riendeau 1977). New committees
might wish to meet more frequently for the first few years.

Each member should have minutes of meetings to track

what has happened and to keep a record for committee
members to look back on their accomplishments (Cochran,

Phelps, and Cochran 1980).

Developing an Organizational Structure and Scope
Organizational structure
A typical advisory committee is organized around a chair, a
vice chair, and a secretary. Because the position of secretary
often requires a significant amount of work between meet-
ings, the secretary should he a representative of the institution
(Cochran, Phelps, and Cochran 1980). But doing so can also

have the (possibly unintended) effect of making it easier for
institutional representatives to manipulate the committee, for

it gives them "control of the minutes," allowing them to avoid

Overly formal
proceedings
could reduce,
not increase,
the amount
of advice
offered by a
committee.
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recording certain things that were said and to highlight oth-
ers.* Many authors suggest that the chair be a member of the
community, elected by the committee (Baker and Ostertag
1981; King 1960; Light 1982). It is vital that institutional
administrators see the chair as the head of the committee;
otherwise, "the hard-to-define and difficult-to-establish suc-
cessful working relationships within a committee can be shat-
tered by the feeling that the [chair] is only a figurehead"
(Cochran, Phelps, and Cochran 1980, p. 247).

Once the committee has started functioning, the institu-
tional representative's role in running it should drop to one
of facilitator or consultant. Key staff should work with the chair
to establish the agenda, although the chair bears ultimate
responsibility for determining the agenda (Cochran, Phelps,
and Cochran 1980; Ohio State University 1985).

Most of the instructional literature encourages clear delin-
eation of the roles and responsibilities of the advisory com-
mittee and its members in bylaws and a constitution (Coch-
ran, Phelps, and Cochran 1980; Maryland State Advisory
Council 1984). While a formal set of bylaws does help clarify
roles and responsibilities, the structure should not be made
overly formal, setting up a "rigid set of rules that [might] de-
stroy the initiative of members of the committee and impede
the fulfillment of its objectives" (King 1960, p. 33).

Scope of the committee's involvement
Perhaps one of the hardest tasks for an advisory committee
is to clarify the scope of activities expected of it. Without
proper orientation, an advisory committee could tum into
one that "does nothing, or one that extends beyond its
intended purpose" (Cochran, Phelps, and Cochran 1980, p.
237). It is important that committee members feel their efforts
have a "discernible and meaningful purpose" (Office of the
State Director 1987, p. 13). While committee members do not
want to be used as rubber stamps, "usually reflected later in
poor attendance and resignations" (Riendeau 1977, p. 23).
they should not get too involved in day today or adminis
trative details (Corley 1988; Oen 1985; Office of the State
Director 1987). A step toward resolving the dilemma entails
making a detailed work plan outlining the issues the commit
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tee will address in the year to come (Ohio State University
1985). The development and implementation of these work
plans take on a cyclical process as the committee evolves:

The committee would normally start by developing an
awareness of the existing programs or committee purpose,
move to an identification of goals orproblems, complete an
assessment of needs and directions, identify and establish
priorities, develop plans or strategies for a program of work,

express concerns or recommendations in a report. and then
start a new cycle (Cochran, Phelps, and Cochran 1980, p.
278, emphasis in the original).

This cycle provides an opportunity, in advance, to clarify the

scope of the committee and offers a framework for the com-
mittee to review what it has done.

Some activities "lend themselves more readily than others"

to a committee's involvement: for example, technical assis
tance when solutions are sought and committee members
have expertise; ;.-nd specific, short-term assignments that lead

to a "concrete or observable result," such as a public relations
campaign or program evaluation (King 1960). A committee
is less effective when approval, rather than advice, is sought
(for example, the committee is being used as a rubber stamp
for a decision that has already been made); when the speed
of a response is critical and the advice sought will require con-
siderable preparation by committee members; when com-
mittee members are likely to disagree strongly in their delib-

erations; or when administrative matters are being discussed

(p. 40).
It is important to decide who has the expertise:

The key to asking for help is that the teacher must he willing

to accept advice. In a like manner, if the instructor is more
knowledgeable in an area than committee members, such
as bow to teach the course, then he or she should not direct
than to provide input in that area (Corley 1988, p. 10).

Regardless of the advisory committee's agreed-upon scope.
input from the committee must be clearly directed through
appropriate cilannels so as to respect the chain of command
and to avoid bypassing any portion of the administrative hier-

archy (Cochran, Phelps, and Cochran 1980).
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Rewarding and Evaluating Committees
Recognizing advisory committee members
Although probably the best reward for a committee member
is to see the committee's suggestions implemented (King
1960), most of the instructional literature spells out a variety
of ways for institutions to show appreciation: plaques pre-
sented to members at the end of their service, special presen-
tations at the committee member's last meeting, special lunch-
eon ceremonies, or acknowledgment in the institution's
newsletter (Axelrod 1991, pp. 14-15). Ongoing acknowledg-
ment of committee members during their term of service is
important, perhaps through dinners and cookouts. letters of
appreciation to members and their supervisors, invitations
to special events or special privileges (like parking or passes
to athletic events), and mention of names and activities in
handbooks, publications, bulletin hoards. and news releases
(Cochran, Phelps, and Cochran 1980, pp. 2'72-73).

Evaluating the committee
While advisory committees are sometimes used to evaluate
programs, they are rarely subject to evaluation themselves;
such an evaluation, however, should he planned at the estab-
lishment of the committee (Cochran, Phelps, and Cochran
1980). Having the committee evaluate itself gives it some prac-
tice at what could he one of its most important functions. At
the same time, it shows others in the organization that the
committee's commitment to evaluation does not extend just
to judging others, but that it is willing to look critically at its
own practices. Alternately, committees could be evaluated
by members of the community, with such evaluations focused
on how representative the committee is and whether it has
open lines of communication and connects well with impor-
tant segments of the population (Cochran, Phelps, and Coch-
ran 1980; Riendeau 1977). The committee and affiliated staff
of the institution can also jointly evaluate the committee's work.

The workings of the group should he continuously eval
uated (Braver and Gates 1981). At the end of each meeting,
the chair. secretary, and college representative should meet
to review key features of the meeting and ask the following
quest ions:

Was the agenda appropriate?
Was the meeting conducted satisfactorily?
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What were the principal outcomes?
Did the items on the agenda evoke interest and discus-
sion by the committee? Did all members understand
them? Were they valid, within the committee's field of
interest, and important?
Was the back-up material sent out in time and in the
proper form?
Was the meeting room adequate for the meeting?
Who is acting on suggestions made at the meeting? Will

the minutes be ready to be mailed in a reasonable
amount of time? Have all items requiring special attention
been identified? Who is handling them? Is the college
prepared to keep commitments made to the committee
members? Do special tasks, reports, or assignments call
for immediate attention?
Was the committee qualified to address the questions
brought before it? Did the committee understand the
underlying problems before rendering advice or suggest-
ing a solution?
Based on the way the committee handled this problem,
what other problems should be directed to it? Should the
problems have been handled by an advisory committee
or another college group? (Brawer and Gates 1981, pp.

18-19).

000
Although the sources summarized in this section provide a

great deal of useful nuts-and-bolts information, they are pre-
sented with a word of caution. Most of these works make two
key assumptions. First, they are written with one perspective
in mindthat of deans, directors, and institutional staff
members. Second, they assume that these institutional repre-
sentatives really want a great deal of advice. The next section
concludes this report by setting those assumptions aside. It

looks at these issues from multiple perspectives, including

those of advisory committee members and of external groups
and individuals. It also raises the possibility that some insti-
tutional representatives and some committee members might
prefer not to be involved with a committee that is really

advisory.
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CONCLUSION

Advisory committees help organizations by connecting them
to their environments. They can provide service to an insti-
tution in the outside world by helping to raise funds, recruit
personnel, promote public relations, and improve links with
other organizations. Advisory committees can also bring
advice from outsiders to improve management and to review
and evaluate the institution's mission, programs, and services
(Cuninggim 1985). When used for advice, advisory groups
represent a powerful mechanism to help institutions of higher
education respond to their changing environments. When
used for service, they provide important institutional support
as well as positive experiences for the volunteer committee
members themselves.

Advisory committees provide various levels of input into
programs and institutions. Some are primarily ceremonial,
combining occasional dinner meetings with general infor-
mation sharing about the program. Many exist solely on paper
or rarely meet. Others serve as rubber stamps to ratify deci-
sions that have already been made. These different levels of
service can satisfy the different needs and desires of the staff
and administrators setting up the committees, and they can
also meet the needs of many members. But problems often
arise over expectations of how much advice the committee
will offer and how deans, directors, and staff will use it. Indi-
viduals who are asked to join an advisory committee because
of their knowledge or expertise sometimes end up disillu-
sioned or disappointed if they find that their input is not
valued or wanted. On the other hand, program directors,
deans, and faculty or staff involved with advisory committees
often find that it takes a great deal of time and effort to work
effectively with a committee and that the advice they get com-
plicates their own decision making. Not every manager or
staff member has the time and skills or is inclined to believe
that the benefits of the committee's input justify the effort and
complications it might bring.

Most of the literature about advisory committees is written
for institutional staff or administrators, who are told what they
"should" do to develop a high level of input and support from
advisory groups. By fix-using primarily on telling them how
to run advisory committees, the instructional literature as
sumes that the use of the committee's advice will increase
if the knowledge and skill of institutional representatives are
increased.
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This report takes a different approach, acknowledging that
many directors and staff membersand many committee
membersdo not want a lot of advice or service from an advi-
sory committee. It builds on the factors identified as deter-
minants of an effective advisory committee (attitudes, moti-
vation, and group dynamics) and argues that any sugges' ions
for improving a committee's effectiveness must take into
account institutional representatives' attitudes about receiving
input; the complex interplay of commitment, motivation, and
degree of effort of the volunteer committee members; and
organizational variables that influence whether or not a group
assumes a strong advisory role.

A more relativistic, but possibly more realistic, set of sug-
gestions is presented for all the people who are involved in
one way or another with advisory committees: deans, direc-
tors, faculty and staff members, committee members and offi-
cers, and other outsiders concerned with the effectiveness
of advisory committees. The advice takes into account the
differe it goals of each party and suggests ways for each to
get the type of advisory committee he or she wants.

Practical Advice for Institutional Representatives
Clarifying goals
The first step for a dean, director, or staff or faculty member
responsible for working with an advisory group is to clarify
goals, hoth of committee members and of the organization.
What is really wanted from an advisory committee? Does the
program or department or college need external input to
shape its programs? Will it in the near future? How much con-
trol should be retained in establishing the focus and topic
of advice? How will advice from the committee affect admin-
istrators' management style? Is the committee existing or a
new one? In either case, why does the committee exist? Is
it mandated by the institution or some external party? Is the
mandate monitored in come way?

How much and what kind of support do
administrators want from the committee?
Administrators should sort out the kinds and levels of support
or service they hope to get from the advisory committee. Are
specific support activities or projects available for members,
or will they identify their own? If the committee is expected

78



to provide a sustained high level of involvement, how will
volunteer committee members be recovaized and rewarded?
Can the service be provided by individual committee mem-
bers, or will it be more effective if the committee operates
as a cohesive group?

How much and what kind of advice do
administrators want from the committee?
Where on the following continuum do administrators' wishes
fall? Do they want:

1. No advice or input, but possibly some support and service
in the outside community?

2. No advice, but it is necessary to set up a committee to
meet external requirements (although it will not he
closely monitored)?

3. The appearance of advice, to defuse critics and'or to
satisfy some external monitoring requirements for an advi-
sory committee?

4. Advice on more peripheral matters, or a sounding board
for new ideas and experimental approaches?

5. Actual substantive advice on issues and processes that are
central to the institution, with the focus to be determined
by administrators?

6. Actual substantive advice on whatever issues and processes
the advisory committee members think will improve the
institution or program?

Perhaps what administrators really want is not advice, but
the other services and functions an advisory committee can
offer: fundraising, public relations, connections with other
organizations. If so, clarifying this issue is a critical first step.

Recommendations for action
For case # 1 ( in the preceding list ), when no input is desired,
no advisory committee should he established. If administrators
are interested in some support or service activities from an
advisory committee, then they should make it clear in the invi
ration to members and in the charge to the committee. They

should call it other than an "advisory committee" one that
more closely represents what they are looking for, perhaps
"volunteer support network." The clearer the definition of
the committee's scope and function for prospective members,
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the better. With clear communication, administrators can avoid
a common problem of advisory committeesdisgruntled
members who think they were asked to give advice when
what administrators really wanted was their service.

Case #2 calls for a paper or ceremonial advisory committee.
If administrators clearly do not want input, a committee
should be set up to meet once or twice a year. The meeting
should be largely social, with perhaps some presentations
by faculty or staff about some new programs. Again, it is best
to make clear the ceremonial nature of such a committee
when inviting members. Prospective members should be
told what the expectations are for advice and for support
or service.

These first two cases require no real attention to group
dynamics, just some clarity about goals and expectations and
some honesty with potential members. Cases 3 through 6,
however, are more complicated, requiring anything from
the appearance of input to a truly independent advisory
committee.

Case #3 should be avoided, as it seeks the appearance of
input and is inherently dishonest and manipulative. Unfor-
tunately, many institutional representatives have set up such
advisory committees, consciously or not, especially when the
advisory committee is mandated and the staff or director does
not want it. Instead, they give lip service to advisory input,
contributing to committee members' disillusionment and dis-
appointment, by limiting membership to those within the
organization if they can get away with it and by using outsid-
ers only if they have some programmatic ties or loyalty. They
maintain the ri3ht to select and socialize new members. If
the external mandate requires frequent meetings, the meet-
ings are held, but staff are always present and always set the
agenda. When they can, they limit the group's formal decision
making, and, when possible, they chair the meetings them-
selves. If required to, they appoint a chair from outside the
institution but try to keep it as nominal a role as possible,
ideally limited to just chairing the meetings. They keep their
mandate to the committee as vague as possible and limit
access to information about the program as much as possible.

Case #4 is the first. scenario in which administrators actually
want some advice, although they choose to limit it to periph-
eral issues or to the committee's working as a sounding board
for new ideas. The group is built with more outsiders, selected
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with care to include people knowledgeable enough to pro-
vide useful feedback. It is best to be clear with the committee
about the scope of its advisory input. It is possible to have
more regular meetings, even an outside chair, so long as
members are selected and socialized to understand that their
advisory role will be limited. Committee members need real
information about the program so they can give useful input,
although their access should he controlled so it can be care-
fully focused on the desired issues. Administrators should be
honest about the committee's limited input, clearly outlining
it in the written mandate to the committee.

Case #5, seeking substantive input on critical matters,
requires a diverse and independent membership. The com-
mittee should he encouraged to exhibit a certain amount of
independence by allowing real leadership to be exercised
by an outside chair. Administrators might also consider a joint
process for selecting and socializing new members. Admin-
istrators should retain the ability to set the agenda, probably
restricting somewhat access to information to go along with

that agenda.
For case #6, a truly independent advisory committee,

administrators give to the committee control of the agenda
and total access to information. To ensure that this indepen-
dence cannot be easily tampered with, the committee should
have the authority to select and socialize new members, have
a clear mandate to make decisions as a body, and receive for-
mal responses to formal suggestions.

Practical Advice for Committee Members
A similar exercise makes sense for prospective advisory com-
mittee members. The biggest source of tension and dis-
gruntled committee members is the mismatch between
members' expectations and the realities of the committee's
work, but they can he minimized if individuals, before agree-
ing to join a committee, clarify their own goals and do some
research on the committee.

Clarifying goals
'Me first step for prospective advisory committee members
is to clarify their mil goals. What is it that makes serving on
the committee appealing? Is the chief commitment to the
institution, to the students, or to a vision of what the pro-
gram's or institution's work should he? Do the social aspects

Administrators
should be
honest
about the
ccmunittee's
limited inpuL
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of working with other volunteers matter? Is the most impor-
tant motivation to do some good? Is it to learn something or
to share expertise? Is it to advance a career or develop a con-
nection or skill that can lead to a change in a career? Is it
important to work on an advisory committee that performs
mostly service or support tasks, or should the committee
advise the organization or program? How much time and
effort will be involved in serving on the committee?

Seeking additional information
When asked to serve on an advisory committee, many people
ask only how frequently the committee will meet or whether
they have any obligations to raise funds. But the answers to
some additional questions about key variables will affect the
role of the committee. Who are the other members, and how
were they selected and oriented? How long is the term, and
how are advisers replaced? Are meetings largely social? Who
chairs them and sets the agendas? What are the committee's
functions? Prospective members should ask to see a handbook
or guidelines, if they exist, and should determine what access
they have to information about the program and what happens
to the committee's suggestions. If the committee is ongoing,
they should try to speak to some current committee members
or to review minutes of past meetings.

Recommendations fors on
With the information gathered, prospective members should
make their best guess about the committee's focus. Is the
committee oriented toward service and support, and is it
important to them that it probably will not be called on to
give advice? If having a chance to advise the administration
is important, then where on the continuum from case #1 to
case #6 does the advisory committee fall? If it is case #1 or
case #2, how would it feel to he on a ceremonial committee
or one that never meets, one whose only outcome is to add
"committee membership" to one's resume. Is the director
or staff genuinely interested in advice? Will the scope of the
advice he broad or tightly circumscribed? Does that matter?

Going through this process of clarifying goals and gathering
information before accepting an assignment on the committee
should minimize a prospective member's chances for disap-
pointment or disillusionment. A framework exists for reflect-
ing on goalsthe individual's, the institution's, and the corm



mittee'sand prospective members will know what they are
getting into.

Implications of the Relativist View
Of Advisory Committees
The relativist view of effective advisory committees discussed
in this section could meet the perceived goals of the staff or
administrators who work with advisory committees as well
as those of individual committee members. Except for case
#3, where staff try to create the appearance of advisory input,
most of the scenarios providing insignificant amounts of
advice are based on clear communication and relatively high
degrees of honesty. The truth-in-packaging approach of case
#1 and case #2 should probably lead to more satisfactory
experiences with advisory committees for everyone. If
members know what they are getting into, they are less likely
to be disillusioned about their roles. Paper or ceremonial
committees are thus what the institutional representatives and
the members want. Participation on a committee that provides
a high level of service but little advice can similarly he nego-
tiated in advance, minimizing the disappointments.

This self-selection and honesty can reduce dissatisfaction
and conflict for committee members and staff, but what are
the costs of this relativistic approach for the larger society?
For example, external hinders sometimes require advisory
committees to ensure accountability, relevant programs, and
responsiveness to different populations. Most fenders lack
the capacity for any significant monitoring, however, so what
really happens in advisory committees is negotiated between
institutional rvresentatives and committee members them-
selves. If everyone is happy with a paper committee, it might
satisfy them, but the goals of the external mandate are not
being met.

On a broader level, if advisory committees are seen as
important mechanisms to help institutions of higher educa
tion adapt to and respond to society, something is lost if the
opportunity to receive advice is negotiated away by the mu-
tual consent of staff and committee members. For instance,
it makes sense from the perspective of the larger society that
an organization have an advisory hoard with representation
from a diverse mix of genders, ethnic groups. and races. But
what if the c..ornmittee meets only once a year for a ceremonial
dinner? if the staff and committee members have followed

71)C:idtis(01.(.o1111111lICC
83



truth-in-packaging guidelines, they could all be quite satisfied.
But, in the broadest sense, society is the loser by failing to
have in place a mechanism that can help these organizations
respond to the needs of all members of society. What can
external funders and others do to encourage the genuine use
of advisory input?

The two following suggestions take two different tacks. One
assumes that many institutional representatives will continue
to be uninterested in advisory input and proposes ways to
encourage the development of more independent advisory
committees as a way to pressure them. The second looks at
how the decision-making culture within an organization can
be changed to make dears, directors, and staff more open
to external advice.

Mandate conditions to foster independent committees
Funders, accreditors, and others in positions to mandate advi-
sory committees can, just like institutional representatives and
committee members, use the committee's membership, meet-
ings, and mandate to try to get the type of advisory group they
want (see table 6 on p. 54). Although they cannot create acti-
vist, independent advisory groups, they can mandate the con-
ditions that would make it more likely for them to develop,
promoting the development of a cohesive group spirit that
might be strong enough to provide input even when staff and
administrators do not want it. Because compliance with some
existing regulations is so poor, external funders might do well
to add a fourth "M"monitoring--to ensure that membership
is constructed and committees operated as prescribed.

Change the context for decision making
within organizations
A second approach focuses on the way organizations incor-
porate advice into their decision making. The attitude of
deans, directors, faculty, and staff toward input from an advi-
sory committee is the single most important determinant of
whether a committee's advice will he used. As long as the atti-
tude toward improvement in most organizations is charac-
terized by comments like "If it ain't broke, don't fix it," sug
gestions from advisory groups will be just one more
complication, one more piece of input trying to influence
organizational decision making. As long as administrators,
faculty, and staff believe that the,answers to the problems of
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their programs and institutions lie within their organizations,
advisory committees will remain window dressing.

Input from advisory committees will be more widely used
only when organizations develop a fundamentally different
context for decision making. Two ideas from the business sec-
tor might help create these different contexts. Strategic plan-
ning, with its emphasis on using an "open systems approach
to steering an enterprise over time through uncertain environ-
mental waters" (Cope 1987, p. 3), gives considerably more
weight in decision making to the external inputs that advisory
committees can provide. Strategic planning overturns the com-
mon assumption that solutions to problems are internal and
seeks to position the organization to take advantage of its
position in the external environment. Advisory committees
can be key vehicles for this reorientation.

Similarly, the movement toward total quality management
replaces complacency with the notion of continuous improve-
ment (Chaffee and Sherr 1992, p. 5). By emphasizing more
information about the organization's processes and the satis-
faction of the customers or clients, TQM can create the con-
ditions for a higher value to be placed on advisory input,
especially from people who are seen as stakeholders or clients
of the institution.

Strategic planning and total quality management help
change organizational culture so administrators and staff who
work with a ivisory committees can develop different attitudes
toward their input. But these major changes in institutional
culture are difficult to bring about. Greater use of advisory
committees requires the institutional culture to support man-
agers, not just in developing the skills to run an advisory com-
mittee, but also in gaining skills for dealing with the diverse
input and complexities greater use might bring. Changes like
strategic planning and TQM move toward more open partic-
ipation in management and will support the changes that will
make it easier for advisory committees to serve as mechanisms
for institutional and programmatic improvement.
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A
action, recommendations for, 82-83
ad hoc advisory groups, definition of, 4
advice

avoidance of, 30-32
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what wanted by administrators, 79

Advisory Committee, definition of, iii, 3-5
link into the external community, 5
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volunteer nature of, 3
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7, 14

African descent, committee on needs of immigrants of, 6
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B
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Department of Education guidelines for committees, 52
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calling a meeting, power to do so. 64
campus wide advisory committees, 7
Carl Perkins Act of 1984, 19
Central Missouri State University,
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commitment
of committee members, 63
types of, 22-34, 40

Committee of Forty, 14
committee leadership, determination and duties of need

definition, 46
committee powers, factors tending to

decrease, 64
increase, 63.64
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conflict resolution, 45
coordinating mechanism, 11
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Derman, Laura, xvii
decision making

context with organization, change of, 84-85
process, 45
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46
discuss division among members, 46
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as a unified independent group, 5)
definition of, 26
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service without meetings, 49-50
size limits determines, 66

effort, degree of, 36-37, 40
Emory University, 65
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Emporia State University, need for coordinating mechanism, 17
environmental scanning, 8
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expectations of a volunteer, 39
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F
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formation stages of groups, 47-49. see also norming
forming stage of group formation, 47-48
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on, 8
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clarification of, 81.82
necessary for institutional representatives, 78
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group. see also formation stages of groups
decisions, reasons for dissatisfaction with, 45
dynamics, impact of, 63.64
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guidelines, 52. see also handbook
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handbook, best way to orient new committee members, 70
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home economics sessions assessment in Oklahoma, 13

I
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legitimacy, advisory committee can help gain, 14

M
mandate of advisory committee

access to information, 54, 56-57

charter, 54, 56
response to advice, 54. 57

Marshall University, advisory committee responsibility, 7

meaningful work, most important motivator, 41

meetings
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selection of new members, 5455
socialization of new members, 54-55
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National Society for the Promotion of Industrial Education, 19
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New York committee on African descent immigrant needs, 6
non traditional programs, promoting legitimacy of, 14
norming

process of, 52.53
stage of group formation, 48

0
Ohio State University, advisory rtroup as link to external

community, 8
Oklahoma, home economiy, sessions assessment, 13
opposition, use of committees to defuse, 15
organizational factors influencing committee development, 54
orienting committee members, 69.70

P
participation of group members, 44
performance evaluation of group members, 3

performing stage in group formation, 47-49
Planning and establishing an Advisory Committee

Appointment, 69
Preliminary work, 65
Selection, xv, 65-68. see also membership
Size, 66

possibilities, matrix of, 40
pressures, committees as response to, 16
process, attention to required, 46

R

Ramapo College, corporate leaders advisory team, 7
recognition of advisory committee members, ways to, 74
recommendations for action, 79-81
relationships within an advisory committee, 43-44
relativist view of advisory committees, implications of, 83.84
Report, three divisions of this Higher Education, 1-2
role definition, need for in advisory committees, 2526
rubber stamp committee, dissatisfaction from, 27-29

S

search committees, definition of, 4
secretary, role of in manipulating committee, 71 -72
selection of Advisory Committee. see Planning and establishing
Seymour, Dan, xvii
Smith-Hughes Act of 1917, 19
storming stage of group formation, 48.49
staff attitude and expectations, 62-63
strategic planning, 85
structure, organizational development of, 71-72
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successorship, control of, 64
support required, definition of by administrators necessary, 78-79

T
tasks of any group, 43
teacher preparation help, at University of Wisconsin, 8
third party input, advisory panel collects data, 13-14
Toronto, University advisory committee for gerontology

program, 8
total quality management, 85

U
University of California at San Diego, 14-15
University of Richmond (Virginia), needs assessment, 13
University of Wisconsin at Milwaukee, teacher preparation

help, 8

V
Valencia Community College, enrollment promote, 7, 14
visiting committees, definition of, 4
vocational advisory committees, themes with. 19
Vocational Education Act of 1963, 19

w
West Virginia, collaboration among teacher preparation

institutions, 6
work plans, development and implementation is cyclical, 73
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ASHE-ERIC HIGHER EDUCATION REPORTS

Since 1983, the Association for the Study of Higher Education (ASHE)

and the Educational Resources Information Center (ERIC) Clear-

inghouse on Higher Education, a sponsored project of the School

of Education and Human Development at The George Washington

University, have cosponsored the ASHE-ERIC HigherEducation
Report series. The 1994 series is the twenty-third overall and the
sixth to be published by the School of Education and Human Devel-

opment at the George Washington University.
Each monograph is the definitive analysis of a tough higher edu

cation problem, based on thorough research of pertinent literature
and institutional experiences. Topics are identified by a national

survey. Noted practitioners and scholars are then commissioned
to write the reports, with experts providing critical reviews of each

manuscript before publication.
Eight monographs (10 before 1985) in the ASHE-ERIC Higher

Education Report series are published each year and are available

on individual and subscription bases. To order, use the order form

on the last page of this book.
Qualified persons interested in writing a monograph for the ASHE-

ERIC Higher Education Reports are invited to submit a proposal

to the National Advisory Board. As the preeminent literature review
and issue analysis series in higher education, we can guarantee wide
dissemination and national exposure for accepted candidates. Exe-

cution of a monograph requires at least a minimal familiarity with

the ERIC database, including Resources in Education and Current

Index tojounals in Education. The objective of these Reports is

to bridge conventional wisdom with practical research. Prospective
authors are strongly encouraged to call Dr. Fife at 800-773-3742.

For further information, write to
ASHE-ERIC Higher Education Reports
The George Washington University
1 Dupont Circle, Suite 630
Washington, DC 20036

Or phone (202) 296-2597, toll-free: 800-773-ERIC.
Write or call for a complete catalog.
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