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ABSTRACT

f The purpose of this study.was to inquire into the
adoptionh of a particip;’iva.époroach to governance at Da®wson
College) Montreal. The evolution of strqctural arrange-

ments for participation werxe reviewed and some functional

aspects of ghe. system of governance ‘were d Lscussed, The

.,

study descrlbed how studerts faculty, administrators, and

support staff were adapting to a participative form of

. ’ ) . L) ’ .

organization. "It also,examined.ways in which the principle

‘of participation seemed to permeate several dimensions of

]

college ‘life.

‘Data were obtained from interviews with a cross
-

section of college members examlnatlon of college records\\///
and other documents, personal observatlon, and survey
materlals, gathered over a three month period as a part1c1—
pant observer at’ the College. Reportlng of these data was

facilitated by. a framework which emerged from inquiry into

two issues: a structure for governance, and a policy on
v - - , :
faculty engagement. Further guidelines for organization
ﬂof“haterials stemmed-from discussion of participation and

S » : :
governance in the related literature.

The 'College, which began with: short notice in 1969,

i

opted for an evolutlonary approach to development The

»

ol structure for goVernance for examplef evolved through the

part1c1pat10n of. college members Qver a two year‘period.
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TwO counc1ls were establlshed'w1tn representatlon érom all B,
college COnstltuen01es Eventually these coun01l: merged
into one College Couneil wh;Eh was 1in operation dorlng the '
preseng reseafch. leflcult;eS associated w1th the
functioning of councils. were relatedvto sporadic attend-
ance, inability to resolve problems effeotively, and the
question of defining copncil jurisdiction in an organiza-
tion which was, also implementing decentraliged decision—
making, | ‘ 1\

.4+t was learned that for most‘students and é%culty,
impottantldecisionemaking had been'deoenttalized to the’
.departmental lemel. Examination of participation at this
level established that all departments operated with a

1

degree of student-faculty parity as students were involved
¢,
in act1v1t1es such as the evaluation ‘and engagement of

faculty Parity appeared to functlon better in departments

where faculty assumed responsibility to encourage student

A

‘involvement. Positive student;faculty‘félatiOnships were

v1ewed as one outcome of a part1c1pat1ve approach and many

\

facurty reported attempts to 1mplement a partlcipatlve

style &f teaching in the classroom -

\ .The "study ‘revealed a precarious balance among a
numher of organizational factors apparently assodlated w1th

partic1patlon ancd  the College's unplanned development._
It was suggested that the pr1nc1ple of part1c1pat10n engen~
\

dered a cllmate characterlzed by’ freedom'and ex01tement,
’ . , Y e N .

s ’ - v



efficient operations in some areas of

- .
. bl
N

4

but also ohe of frustration and organizational fragmenta-

tion. Persons identified strongly with the College -and
» o
there was evidence of a great deal of individual iniative

and creativity. Over time, however, colléfe members also

recognized a need for more predictability in their environ-
: . J

ment, and respondéd by taking measures tg¢ ensure more
e College;

, -

Finally, concern was express by the researcher .

that the College consider a proactife stance .to future
: . Y
development. Such an approach ma avoid'unimtend¢d conse-

-

i
|
i

'
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.

Dawson will continue to be aijféss to some; the
terms "chaos," ""disorganization," /and "confusion"
will still be associataed with the College; some of
us will still be shocked by what we see and hear;

we will lay ourselves open to judgement based on
our failures more often than our successes. On the
other*hand, Dawson will continue to offer a climate

~in which a great variety of things arc possible and

in which the ¢nergy and creativity of many people

"will be challenged rather than thwarted. The price

is high but promises high returns.

.(Paul Gallagher, Annual Report, October, 1971)

.
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CHAPTER I
INTRODUQTION AND OVERVIEW OF THE STUDY

I. INTRODUCTION

One of the most challenging of the current issues
tacing the community college is the question of member
p?rticipation in college governance. A survey of the
literature on governance 1indicates 1ncrea51ng concern for

student and faculty involvement in the college dec181on—

making process although implementation of a participative
V4 .

mode of operation varies widely from one college to

another. It is assumed that we are experiencing a trend
towards experimentation with more participative forms of
organlzatlon within colleges and in other klnds of organi-
zatlons as well. The reasons for this trend are cited by

Bennis (1966) as due not only to a concern for new human—

¢

istic values but also a recognition of the need for

organizations which can‘adapt to a rapidly changing envir-
.
onment .,

——

Colleges are in the midst of this changing environ-
ment, but for those attempting to adopt a participative‘.
m of governance few guidelines are avallable based on

the experlences of other colleges. It would appear that
[4

colleges which embark on this pPath must rely basically on

intuitive ‘quidelines and a high degree of'coﬁviction while

1



/ B : 2
I3 // ’ | . . - - -
coping Wfth the umcertainties evolving from surroundings in

which ne&iorgahizational relationships are being worked

out.,: Reéognizing the problems encountered, but also

supporting the §o§éhtial benefits to be gained from such

® RS

an exercise, Morris Keeton (1971:113) advises:

The pogpntihl of a campus using its faculty, staff, -
student and administYator competencies in governing '
may be far sgreater than that of a less democratically
conducted cdmpus; but to govern in this way is clearly
more complex and difficult in the short run than‘. S
rsual ways. Only gampuses tnat invest substantially .
in“this more complex effort can realize that potential.

Research indicates increased desires for student

and faculty involvement in gove;nance‘(Riess, 1970; Day, - _

-

1971; Jeffares, 1971) but little is known about the gétuél
functioning of this dimension of’college operation. As
Harold Hodékinéén,'a reébgnized authority on goverhance,
points out:

At the moment, much of the research on governance
consists of large scale attitude surveys, dene with-
out corroborative interviews and field research . . .
Research on governance needs to develop ways of
integrating different kinds of data . , .

(Hodgkinson, 1971:12). i ///

He‘§uggests a need for research to be more useful to
practitiéners by emphasizing; firstly, that the roles

played by various actors in dgovernance, as well as the e
» T .

s

'processe§ by which people perform these roles, be studied;

secondly, rather than concentraté on decisjop-making,

o L]

research on governance should focus on the gntire flow of

behavior, beginning with initiétion of an idea, the t;ahs-

ition of an idea into policy recommendations, their



\
approval, ratification, implementation, evaluation and

'deification;’and thirdly} that there is a need to
’ ¢ R . .
study the effect of participation in goyernance on those
R ‘
who participate, and on the institutional environment.
Finally Hodgkinson notes:

Some of this research wi§§ not be considered
"prépeg."- Purists will find'it dirty, and will not
want to share- their Olympian heights with the prac-
titioners and their pedestrian ways. Graduate
students who suggest such research strategies for
dissertations may have difficulties with their com-
mittees. Proposals based on these notions'may not
get past review panels. But, keeping in ‘mind the
impact of more conventional research on governance
practices, one 1s struck with the next question:
what 1is there to lose by trying new ways? (Hodgkin-
son, 1971:12). \ :

The general focus of this study was to examine
governance as it functiomed in a college, much in the
manner which Hodgkinson h§§ suggested.

+ 4

.II. STATEMENT OF THE PROBLEM

o\
The purpose of this case study was ;qééxamine the

The Problem /

adoption of a participagiVe approach %n college governance.
The particular aims of this'researcﬁ within the context of

one college were: =
) .’ o ) c
1. To describe the evolution of structural
) arrangements for governance which accommodate
paft1¢1pat10ﬁ ~ :

2. To examine the process of governance and how
the .gtructural arrangements functlon in re- Y
solving collage issues. . o -

F . NN
3. To describe how college members ‘participate in

-



4

governance and to review the problems experi-
enced by the college with this form of govern-
ance. . S

.- the participative process within the college
and the extent to which it had a bearing on the
i . broader college climate. - \x/

4. To detéizine opinions about and r¥eactions to,

Significance of the Study - ' | {

N The study ggamines the dynamics of a college ingphe
midst of experimen£ing with partiéipétion in governance.
"No sgecific plan had been laid for pdffieipation as ‘the
format was to emerge from the experienée itself. Insiéhts
gaiﬁed from a review of college developments may be useful
to other colleges embarking on a'partiqipatiye approac#. .

Significantly}u{he college in which the analysis. was

carried out should also benefit from this reflection of its

operation, | ' ;

Definitions

Governance. In this study, governance is to be

considered in its broadest sense. %he term encompasses .

. t
»

‘three interdependénf'ofégnizational dimensions of struc-
ture, process, and climéﬁé;which are relatéd to problém-
solving within a collegejhygodgkinson (1971) emphasizes -
the organizational structure and process diménsions of
governance whi;e~Fooﬁe,aﬁd Mayer (1968) exbahdvqn'tﬂis,
‘pbinting.to a transactional felationship between étructure
_Ana proceés di@ensiohéfeffectgﬁg a éuality of campﬁs _”@

» -

climate, T

v °
b

£y
®

[2e]
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The manner in which governance operateg, procedures
it folldows, and the spirit in which it treats problems
and people in turn shapes the college {climate) .

It is itself a method of educating those who partici-
pate in it and those who are affected by it (Foote and
Mayer 1968:16) . - -

1

Foote and Mayer also contend that the concept of
: 0y : * [ .

governaﬁce is not restricted to one level of tHe ,organiza-

tion but applicable ‘to human interaction at all levels.

College climate. In the context of this study,
college climate is defined as tﬁe ofganizational "charac-
'éer" of the college. A college with a closed climate is
aefiped as one which is administered along bureaucratic
lines, with rigid rules, reliance on coerciwe control, and
considerable emphasis on fﬁe institutional dimension of’
organization. ~A-college Qith an Qpeﬁ climate is defined
as one which is administéred along democratic\lines,with—
out rigid rules, reliance on normative control, and in
\:which considerable emphaéis is placed on the importance of
the individual in'theforganization (Marshalli;197ol. s

.Collede mefibers. For purposes of this study, and

. : . s
in keeping with college policy, students, fadulty,, admini-
strative support personnel (ASP),and'goverﬁorsiére}defined
as college members (see Dawson Approach,'Appendix'A).

participation. Katz and Kahn (1966:381) define

participation as "the engagement of the individual in .the 2

system so that he is ‘involved in decisions which affect

E}m as a system member." ‘Purther clarification of this

term is offered by French et al. (1960) who distinguish™ .

LS



gl

between participation (direct) and perceived opportunity
to participate (indirect). In this study, when the term
partlclpatlon 15 used.without further qua{iflcatlon 1t

means direct involvement in a problem-solving activity

a

related to governance. .’ e 3

Delimitations . -

The study was_designed to exarine institutional
. .
gpovernance and was conffqed to those matters occuring
. | .

% )
within the internal operation of one college. Only those

activities related to the day, division were examined. NO
)

attempts were made to study the effects of differences in

program i.e. preuniversity and techno!ogy, on the per-
e .
spectives of persons within these programs. Also no

_attempts were made to study tRe specific effects of a

multi-campus operation on the system of governance
' 2

although .some of the difficulties encountered4become

apparent in related discussion.

Limitations

The study focussed on a broad pattern of E?vernance

'as 1t functloned in one COllege andydata collectlon was .

limited to the resources of a 51ngle researcher over a f

, period of three‘months. | ‘ oo

” The'researcher had two years’éxperience with the

college as a counsellor—anlmator and admlnlstrator. Con-

sequently it was neceSSary to take steps to guard agalnst



the possi?ility of bias. An advantage of having previous
contatt with the organization was that the researcher was
‘privy to many meetings, Q’Enning documents, and committee
reports which facilitated the work of da;a collection for
the>study.‘

III. METHODOLOGY

L4

Nature of the Study

| A cagéﬁgtudy metﬂod employind anthropological and
participant observation techniques, was used in this inves-
tigation. A general framework for research was established
beférehand, but specifics emerged as the investigator be-
came acquainted with the organization. Good {1972:328)
suggesté'tﬁe éase study approach serves to -deal with all
pertineﬁt aspedts of a unit with a view towards making a
comprehensive analysis. According to Jackson (1968:175),
"techniques of participant observant and anthropological
field study are among those receiving greater attention
fromseducational researchers." Research of this nature
may aid in formulation of new conéepts or a framework
within which to carry out controlled experiments liter
(Helmstadter, 1970:49). |

Thé nature of the problem, the examinatioh of

participation in. governance, necessitated a macroscopic
perspective of the organizatibn; ﬁTherefore‘descriégi;h

and. analysis were oriented towards a vertical picture of
thé;orgé%ization which cut across several levels, Group4
-ings such as students, faculty and administrators, and

functionaf‘units such as the classroom, departments and

LA



1 \

college-wide bodies were examined as they relate to the
overall system of participatpry governance, but none of

d

these levels waspexplored in‘depth.

The College

" The college selecled for this study was Dawson
College in Montreal, Quebec. Since its inception in 1969,
tﬁe College'hgd been experimenting with member particiﬁﬁa-
tion in college governance. It was chosen on t%glbasis of
its stated;objectives for broad participation and involve-
ment in the 1ifé of the College. And due éo its ehort
"history, many of the persons aséoclatedgwith the foundidg

of the College were still there arid@ could provide first

hand experiences about the paréicipative process.
The follow1ng are some of the paraueters wlthln

which the College operated. Dawson College is anﬂnrban

college offering primarily two-year pre un1versﬁ£g prqra

- and | three~year career, oOr technology pro&%amg f?n.

gra

473, 1t employed three hundred and seventy flvel$
&

faculty and one hundred and sixty admlnlstratlve suppd?t o

198

personnel.; The student population was 5,000, 1 sp;ead

over three campuses. ' " _ L |
In Duebec, the College is known as a CEGEP or

“public college of general and vocatlonal.educatlon and

- is one in a system of £hirty-eight colleges developed

»

‘ ,lAnnuél Report, October 1972, ) : -



between 1967 and 1972. The CEGEP's are now integrated ‘
into the educational system to the extent that they pro-
vide the only route to university within the province.
Centralized control of the system exists to the exteneﬁ
that curriculum guideiines and college budgets must hade
Department of Education approval.¥-A1se, salary scales and
some working conditions for faculty are negotiated at the
prev1nc1al level. 1 : Q& .

K Guidelines for governmental organization of
colleges were outlined %L the "General and Vocational
Celleges Act," 1967, which cailed for each eollege to
establieh two major bodies, a Board of Governors and an A
‘Academic Council. The Beard was to be composed of nine- \»
teen persoﬁ&:, five external‘governmen‘al appointees, four
parents designaeed by parents; four faculty designated by
faculty; two. students designated by students; two persons
designated by the College; and.the president (director
general) and the academic dean (coordinator of educational
services). Stlpulatlons for the Academlc Councll were
that it include the "academlc dean,.land at least three.
members designated by the professors of the College. This
”demoératlc" approach to- organization stemmed from the
phllosophlcal orientation of the province's recently com-
pleted»Parent Royal -Commission of Inquiry into Education

"in 196610 | o ' |
The focus of £his study was on Dawson College's o

¢ . v

efforts to operationalize these guidelines through an -
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e

'» 1dent1fy what they con51dered to be some of the ke§

tion was c?&rled out at the college from November 1972

Kmentioned. In rank oerr, this ‘group included:

R » .10

evolving form of participatory governance. The investiga-
e .
v,A
.

through Febluary 1973.

r”'l N .
Research fffxocedures: Data Col;ection\\\\\
X .

;fhe data gathered in the course of this study were

obtained: from such sources @s interviews, documents and
; Ao =2

¥ )' . s 3 . R
recordé of variouys kinds, personal observation and surveys.

T

Knowledgeab}?ipersons. The* main research pro-

_ cedure at the outse& entailed the’identification of

"knowledgeable" persons in the College who. would in turn
1dent1fy key issues which could be traced to portray the
structure,and process of participation in college govern—
-t )
. . :
ance.,

;*'The "sa&ectlon of respondents" method discussed by

aSeltlz gt al. .(1965.55) was employed. This process began

by asklng randomly selécted-individuals to suggest the
3 , , | |
names’ of persons who would likely "know what is going on"

withinfthe\college. This procédure enabled the investi-

gator;to dbvelop a composite of thirty persons. The list-

! -

« ing was refined to include twelve persons most frequently

1. administrator 7. - faculty
2. administrator 8. student »
administrator: 9., ASP : S

O 3.

b 4. faculty 10. faculty.

Pt 5. faculty : 11. student

" ?l . 6. ASP .12, admlnlstrator «

Key 1ssues. The "knowledgeables“ were asked to

R

RN
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problems or issues faced by the College past or present,

and to point out persons who were associated‘with these

issues. Those iesues most freﬁuéntly mentioned were as
follows: : ' . ' . , 'E{
1. Evolution of cgilege governance
2. Fagulty engagement pclicy

3. College expansion i

l
4. Departmentalization of the Colleg§
.o g :

\ 5. Operation of college service units

6. Facilities planning.’ -

4 '

pf these issdes, the first two were selected for
further- explbratlon on the basis of their: welghtlng by
respondents. 'They were also deemed approprlate to use as

guidelines for examlnatlon of the problem outlined pre-'~
I e
. il “
viously. The gquestion of governance was one which faced

"

the College from) the beginning as one of the first tasks
5

confront1 g cdllege members was to crgate .a structure for

governance. Faculty evaluatlon was underway durlng the

-

tlme of this research and an opportunlty was péov1ded to
_observe the/process.A Evaluatlon was -part of a larger
‘policy of- facult} engagement, evaluatlon and reengagement
'whlch was developgh by the major governlng bodies. |
Persons~designated as being‘assoc1ated w1th the

resolutlon of these 1ssues were contacted fﬁr interviews

and documentatlon related to the questlons ‘was examlned
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s
/

,Interviews

The puxpose of the interview was two—fold: to gain
information about'iséues, an?’to assess people s attltudes
towards the partlclpatory process adopted by the College.

e

Interview methods followed a com&;ned "focussed" and
. » > :
"depth" technique as proposed by Good (1972:244): The

.

focussed interview concentrates attention -on an event or

experiepze through a set of loosely structured questions;

=3

the-depth dnterview places more emphasis on "psychological
-and social factors such as attitudes, COnvictions or emo-

tions." °An interviewvéuide is included in Appendix B.

| As suggested by Helmstadter (1970), interviews were

;recorded 5} note-taking; in addition, some key interviewsjq
"ﬁére tape recorded and transcribed 1atere In cases where
d;rectﬁguotations were used in.the thestT“personeuwere
contacted in advance to Qerify the accuracy of the duota-

tion.

Besides,specific'persons associated with the

issues it’ was de31rable to contact a number of other

people represent ng a cross sectlon of the College fo
their v1ewp91nts.‘_These 1ncluded:v students and ‘faculty
yho‘wefe dctive in college affairs; persons identified\as
‘non actiﬁe; fornerTetndents, faculty and administrators,
bandvselebtedspersdne in officialAcollege positionﬁ'énch,as
'ldepartmental and coun011 chairmen. '

In total orne hundred and ‘seven persons were inter-

v1ewed over the perlod of three months. The number and
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grouping of persons interviewed arg listed below:

’ A
N,
A ———— e e e e ————— e ——

Number of “ ) Number of
Group Persons Group Persons
Interviewed Interviewed
: s et - “ :
EStudOntéé Present. 27 - Adm;nistrators: Present. 8
.Former.. 7 , Former.. 3
Faculty: Present. 35 S Administrative
Former..% 6 Support Personnel....... 9.
Library...... v..?.';3 Board of Governors
Audio-Visual,.... .2 {External Members)...... 3
Student Serviees. 4 ' - N
: PR \ . : ) e To tal ’ 107 R
Y - v - ! !

. 3
t L

5 ~‘ .x«’,
Several other college membérs were also contacted
. .o [ ]

4 .
@

on an.informél basisléither individually or in groups. It
shoﬁid also be.noted that eleven members of the board were
interviewed, but eight of these were internél members and
have been ipclﬁded in other groupings.

%

L)

" Documentation s S . '
‘ In support of the informatiod'!;ZLered.from inter-

views, further data were gathered from analysis of the
s N '

L]

following documentation:
. - ‘,‘,::‘ -(’i . .
‘ Reports from city and ee¥lege newspapers
Minutes of board agd ¢ouncil meetings

The College's daily bulletin

RNV
~ Memoranda A S
. . 7 o . \“ BN
. College calendars - gfgafﬁ‘:_gj; “
.+ - College committee repoxrfs. *
N . . L i

;“cfs‘fn : C >



Internas Colfcgo projects,

.
[y

Survox_Data\\

\

To corroborate impressions oained f}om interviews
and to determine fhe‘extént to(yhich certain perspectives
might’be genorolizabie, three instruméﬁts'wére eﬁployed in.
‘thi§ study. | |

-1.. College éu}vey. _Near.the conelusion of the \A
study it'wag decided to corfoborate interview impressions
by sugveying ghe degree to which some interview_stotemeﬁts
were shared by other members of the College: It Qaﬁjalso
considered desirable to.have moré:épbstantive data on
paféerns,of participation ahd perceiyed,influénce of
college mémbers; A suryey instrumeﬁf w§s dévised whico
included for the mosovéort, stoﬁémeats ﬁade'by'intervieweeo

&

about some aspect of college goverJance. The remaining
, { .

items were adopted from_Baldridge'é 11971) study on govern-

i
r

X

ance., A group of ten pérsons 1nc1ud¢ng representatives

{

from abl groups within the Collegz examined tHe survey and

suggested changes. In viey of thg secondary role this

, L 1

instruﬁent‘&as to play ih the study, no further validation

»

‘was performed. . e .

* ’
The survey was adminlstered to a random sampling

of one hundred students and faculty through the 1nternal

collegewmail~ahd by personal contact. 'gwenty-five ASP and'
“a
',nlne administrators were. also contacted and asked to com—

p}ete the survey, Usable returns;were as follows.
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Nuhbé/ Percentage

e o1 Réturnecd Returned
Students W 100 70 70
Faculty 100 58 58
Administrators 9 7 - 78
ASP /;77\ 25 18 72
Total 234 147 66

to‘faculty was possibly-due to the fact that

The high rate of return for students as conmpared

RN

-

were contacted personally.

was lengthy”(six pages)
item, k
as high.
Appendix C.

»

- 2.

and

- Survey items used

..

t Students

Also, considering the survéy,_

.asked for comments on each

the overall return of.

sixty-six percent was.regarded

in the thesis ‘are ‘included in

A3

Project Dawson Questlonnalre.

naire was develOped as part of. a class prOJect by a Q‘?bup ;
of Dawson students in a polltlcal science course.
dlstrlbuted to students throughout the. College and apprOx-
1mately three hundred were Teturned

agble te be of some a551stance in the progect "and a sampling

'\

This

The questlon—
It was

researche; was

of materlals from the questlonnalre provided additional

1nformatlon for thls study.

Questlons abstracted from the

Project Dawson Questlonnalre are 1nc1uded in Appendlx D.

»

3.

The Instltut;onal,Functlonlng Inveﬁ&ory (IFI).

[
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The Freedom subscale and the Democratic Goverrance subscale

of the IFI (1970) were administered to a randam'sampiing of
fifty students, fifty faculty, and nine adé&niétfators.
Forty-two forms were returned by students, thirty-six by
faculty, and seven by administrators. The scabgs were not
administered to support personnel because the IFI did not

take this grouping into account.

Methodological Note

A great deal of research for this study was

carried out by informal means--by unstructured interviews,

-observation, perusal of documents, and surveys. The

material produced in this manner was a somewhat disordered
aggregation of information related to the adoption and
operation of a participatory approach to governance; but
by this means, a rich fund of irformation was accumulated.
Interview materials were put into order through an
analysis in which a series of themes or topics were
derived. This procedure furnished a cross reference
according to both topic and interviewee. ‘Convergence of
alloresgérch information was achieved by ﬁeans of a frame-
work provided by the issues which we#b exémined, and by

the previously defined dimensions of gove;naﬁce,
IV, ORGANIZATION OF THE REMAINDER OFiTHE STUDY

The second chapter of égis study is devoted to

. e
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an examination of the litetrature related to participative
forms of organization andv£é;a review of the concept of
governancaq; In the followihg chapters various dimensions
of governance are exploréé. Structure and process of
governance within the College are revieWed via examination

'Of‘issqes. Discussion also centers on the participative

‘process and its relationship to attitudes and the college

Lead

environment. 2

In érranging the materials for chapters tbree and
four, an elementary "systems"” frameWork was employed as a
background guide for writing. The framework assisﬁed in
establishing relationéhips between key persons or groups,
‘related environmental conditions or events, and new
developments in the-particular %afue.

éhapter three reviews the first issue: evolutioﬁ
of an orgahizaﬁional structure for governance and the
founding of a participatory approach within the College.
It looks at the early publicity given to the College, and
the foundation of college committees cencerned.with organ-
izing a syétem for governance., It also discusses some of
the logistical problems associated wi}h detérmining
college-Wide consensus on an issue. The last part of the

, , _ o

chapter reviews the operation and adjustgéht of college
governing bodies. ‘
Chapter four focusses on the process of governance

- through examination of the faculty engagemiitt issue.
: ’ . et
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Interaction of college-wide bodies, departments, and indi-
viduals are traced in the formation of a pol;cy for faculty
engagement, evaluation and re-engagement. Thg chapter -
reveals a number of organizational questions whicaﬁare

seen as side effects of the parti®pative process.

Chapter five deals in detail with guestions of

[

applied participation within the College. 1Included are:
a review of how college members participate, an assessment
of the operation of student parity, and a discussion of
participation from the perspectives of faculty, students,
administfators, and persons in supportive services. Atti-

tudes of college  members and the college climate engen--

dered by the participative approach are descriped in

-

chapter six.

' The final chapter includes a summary of the ‘study,
some conclusions drawn from the data collected and the

observations made in the course of the investigation, and

<
- .

some recommendations for further research in more specific
- i /

IR Y
areas related to participatory governance.

@



CHAPTER 2

RELATED LITERATURE ON PARTICIPATION

AND GOVERNANCE
I. INTRODUCTION

The concept of participation is bfasantlylbrominent
in organizational literature related to both industry and
higher educaéion. It stems from roots in demodratib
ideology where individuaIS'affected by decisions share in
making those decisions. In industry, reference is made to
such terms as participative management, and industrial

democracy; in education one is confronted with the ques-
v

tion of shared authority in decision-making and partiéipa—
tion in governance. Altﬁghgh educational administrators
are faced with limited knowledge as to the ‘“why aﬁd how of
participation, recent writers on college governance
(Bender and Richérdson, 1972:1) point out that human
resources concepts of management, based on new knowledge'
in‘thé beha&ioral sciences, may Be useful to Eolleges,con-

¢

cerned with this problem.
A It is advocated by these educators that pr1nc1ples
of part1c1patlon, and assoc1ated concepts considered to
contrlbute to 1nd1v1dual and organizational develOpment

.are more than a'mere concern for democratlc 1deals; they
4 N . o B "

N o 19 ' s
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1 ]
have definite application to emerging models of college

/
governance.

The movement towards greater student and faculty
involvement in governaﬂhe is well documented in the litera-
ture on.higher education (McGrath, 1970; Hodgkinson, 1970,
1971; Ma;hew, k969)‘and ig not further reviewed here. The
focus of tﬁishchgpter is on‘the principle of participation
as developed in psYCh010gical’and human resources litera-

ture and its application to participative models of college

governance.

' /
IT. PARTICIPATION: PSYCHOLOGICAL AND HUMAN
RESOURCES PERSPECTIVES

/

Several writers on organizétional life (Bennis,
1966; McGregor, 1960; Maslow, 1965) advocate that our
culture is at a stage 6f development where it is now manda-
tory for organizat&éﬁs to concentratetmdre'on‘the social
psychblogical development of members. Ceﬁiral toithis
argument Es the notion that perséns must bé able to
influencé} of parﬁicipéte iﬁ; those decisions which .they

perceive as important.. In industry, Tannenbaum (1966:94)

stresses -that participation is pérticularly effective .in
' . - K Fed . .

O

creating aSMork environment that enhances'motivation and
is psyéholdgically rewarding to\@gm@ers. In,collqu
governénce, Richardson éE_El'{ (197%&9) suggest that
"Within the participative model, everyone is ékpéctéd to
grpwi change, and dévelop." How does the.principle,of

."
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participation relate to these outcomes? This question
forms a central theme for this chapter. |

It seems that ; positive approach to participation
has mo®wed into educational administration literature more
slowly than it moved into industrial management where
participétive management, Or human resources theory, ori-
ginated. An understanéing of the role of pargicipation
may be advanced by considering briefly the nature of human
resources theory and the psychological concepts underlying
this theory.

Dougias McGregor fl960)Iasserts that the assump-
tions.we make about human motivatioh and behavior act as
axioms for policy and practiée in management ;;d also
explain much about consequent” organization structure,
leadership bghavior and control mechanisms. The two;
,opposing assumptiohs are expressed in his theory X and
theory Y.( Theory X maintains that man is glotivated by
material needs; he needs external controls and directions,
and left to his own devices,. he will perform at a minimum
level. McGregor's'theéry Y assumptions;‘man.is motivated
by both matéfial and psthological needs to sélf—aétualize,
and he will p;actise cooperation and self-control in set-
tian where. there are objectives to which,he?is Committed;\
were influenced by his owﬁ‘persqnal.experiehces and his

understanding of new developments in humanistic
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psychology.l

Psychological Foundation

Humanistic psychology adOytS a vlewp01nt of man as
an "opén systems model" (Thompson and Van~ Houten, 1971)
where his behavior is viewedlas a result of a ‘&ansactional-
relationship between the person‘(interool) and his environ—
ment (external). A key concépt'is~that of man's an
personal growth being dependent on his ioteraction with

others in his social environment. Some basic principles

of interdependence associatgd with humanistic psychology
serve to illustrate the conceptual relationship between
intrinsic motivation and cooperétive aotivity which under-
lie theofy Y. These are outlined as follows:

1. Behavior is a function of the meaning or per-
ception of events in a person’s perceptual
field. And perception is mediated by one's
self-concept (Combs and Snygg, 1959).

2. Self-concept, "constitutes a person's picture
of who he is and who he is in the, process-of
becoming. It is generally regarded as having
two components: a prlvate ‘Picture or esti- ’
mate of the self, plus-a view of the self
which is reflected in the way others behave
toward the person" (Thompson and Van Houten,
1970:53). . ‘

3. A person is 1ntr1n51cally motivated towards
self-actualization.in that "we are continuously
seeking to make ourselves ever more adequate
to cope with life" (Combs and Snygg,1959:28).

\ Or, as stated by Thompson and Van Houten "man

4 : Lo )

Lrhis psychology is also known as: TFhird Force
psychology (Maslow, 1954) or perceptual psychology (Combs
and Snygg, 1959) (Rogers, 1961).
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maneouvers in his environment to attain the
most favourable self-conception he perceives
to be possible." This process of continually
trying to improve one t*s.self-concept 1is
referred to as the growth principle underlying
the process bf self-actualization. ’

4. sSelf-actualization is a socialization process
in which one .is dependent on successful.inter-
actions with others for 'his own personal psy=
chological growth. Others, includes identifi-
cation with persons, institutions and society.
Man is selfish only to the extent to which the
self has failed to grow by identification with
others (Combs et al., 1971:218). '

Given this psychological médel, freedom, responsi-

bility ahd concern for others are an outgrowth of coopera-

tive, interdeperident relationships. Because self-

actualization is also a socialization process, an indi-

vidual's requirement for freedom does not mean he is free

to do just as he pleases. The moment he intéracts with
another person, his personél‘growth must .take the other
into accounf (Kelley, 1962:324’, Aysimilar concept--

freddom and respdnéibility——haS‘b@en proposed by Fromm

3

(1941) .

Human Resources Theory

Leavitt (1965:1154) snggests that concepts of
» .
interdependence from humanistic psychology underlie par-

ticipative management, or human resources theory. And

Maslow (1965) proposes that the same prihciples serve as

-
F

L]

- }ZAn éxcellent discussion of this theory is pre-

sented by Combs, Avila and Purkey. in Helping. Relationshi

Allyn and Bacon, 1971.

'Y
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the foundation for Eupsychian, or personal health promoting,
~organizat10ns Essentlally, humanistic psychology points
towards a "naturail" tendency for individual self-direction
and cooperative interdependent behavior 3 To capltallze
on this tendency, advocates of part1C1patlon propose that
individuals be able to influence their organlzatlonai
environment through involvement in decisions which they
consider to.be important.
Maslow's (d954) motiyational hierarchy is a useful

framework to conceptualize the\relationship between

psychological growth. Although Combs

(1959)j (1961) speak of self-actualization as a

4

growth } laslow (1954) |creates a hierarchy of

motiyesa ;from low orde physiological and security'

needs, th hlgher social- motlonal needs of autonomyy
: i

self-estee) nd self-actua11 ation. In a work,organiza~

‘tion it ig bposed that lower needs are met through
ards such as salary, security, and good
3
: S
itidnss.- -Higher psychological needs, it is

extrinsici
working cxﬁ'
uclalmed, can be met only through intrinsic sa 1sfact10n
obtained in an env1ronment where one can affec those |

factors whlch have a*bq@rlng on achievement, r cognltlon

and responsibility. Attainment of higher needs enhances

N

. Expa
‘'organization,
Models of Or

on of thls theory to a "natural® form of
yrésented by Rice and Bishoprick Conceptual -
ation, Appleton Century Crofts,‘1971 ' L
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one's self-concept leading to feelings of sekf-confidence

and personal worth, while repression of these needs leads

to feelings of inadequacy, inferiority and alienation

¢

(Herzberg, 1960).

The Herzberg hypothesis brings’to poiht a signifi-
cant distinctign between the expectations or the function
of éarticipati?n within conventional human relations
approaches and more recent human resources theory. The
distinction is illustrated by Miles (1965:2) as follows:
Human relations approach: ‘ |

Participation—%}Satisfaction—%}ﬁroductivity
Human resourges approach: ,

Participation—%>Productivity—%}Satisfaétion t~?7‘
According to Miles, the human relations concept of partici-
pation was seen as a technique to make organization
members feel important and wassbased on the‘assumption
that extrinsic rewards were prime motivators. Satisfac-(
tion, it was believed, could be gained from periodic pay
bonuses; social aetivities, and parti&dpation in -decision-

: \ , ,
making through a sugéestionnbOX. This satisféetion in
turn would lead to inereased productibity. Herzberg (1960)~
‘explalns that these technlques met the lower’ "hyglenlc
..needs af employees but were not strong motlvators because
hlgher needs were not engaged. Y a

The human reso rces school on the other hand

recognlzes the nece?51t to meet lower ngégs but stresses
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that engagement of higher social psychological needs can
be'achieved through member involvement in decisions
directly related té work objectives or productivity.
Satisfaction and reiated pé:sonal growth 1is vieﬁéd as a
by-product of a feeliﬁé of accomplishment associ;ted with
one's work. As‘summariZed‘by Maslow (1965:140)s

" From which ever point of view of what is best for
personal development of people, or from the other
point of what is best for productivity, the results
seem to. be exactly the same.

Iﬁ aéditiop to an enhanced opporﬁunity for psycho-
logical gfthh, pther’outqomes related to participation
are qited as: ‘décreased alienation, improved decision-
making‘apd communications, increased identification with,
and zéﬁmitment to 'an organiZﬁtion,iand finally, the
organiZat;pn itself being moxe addptive to chamging social
condiﬁiogé (Maslow, 1965; Argyris, 1964; Bennis, 1966).

fhe form of organigét}on is viewed by'hﬁméﬁ
resourcesytheorynas a critiéal dimensidm, in that, oppor-
tunities to 1nfluence important dec151ons vary between
" mechanistic (nonh- part1c1pat1ve) and organlc (partlclpatlve)‘

. o

arrangements (Hage, 1965) ¢ Bennls (1956) “in partlcular,'

» e

argues that our present "bureaucratic" organlzatlons must

A

be modified to make fullex use of human resources. This.

is a standard assumption.throughout human resources. theory,.

and calls for.drganizatignal‘argangéhents sometimes

described as,organic-adaptiV92 decentraiized or dechratié.

. y

c . . ~ v
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. ¢
Human resources concepts of _control, power, ,

conflict and communications. Concepts of control, power,

conflict and commuiications are'extremely important to the
human resources -approach and arc viewed . from these perspec-
tives. Control is seen as a by-product of increasing
personal satisfactien with the environment focussing on

the integration of individual and organizational objectives
(Argyris, 1964). The basis for control rests upon internal

| |
elements of interdependence, self-di%cipline and self-

direction, with a decreasing need for external controls

. . A

such as thosge expressed by written rules and regulations.

Power, unlike the conventional zero-sum cohcept is

I
'

not always seen as a fixed amounﬁ in which those at the

top of a hierarchy lose proportlonate amounts if they

)

share with those below. Rather, it can be additive and

expan dlng Involvement of people in Creating their own

/

controls increases the total amount of controls directed

i

. : . : & , .
towards accomplishment of an organization's objectf&es. -

The human relations school is often criticized

a

for attempting to smooth over conflictﬁWith "good" commuhi—

catlons (Ftilonl, 1964 45), and as p01nted out by Mouzelis

©
»

(1968:141) } Coew ‘

i%- There‘is a tendency . . . to reducq!allqdiffi- -
» * culties in an organization to communitations problems
. . . the real trouble does not lie in bad :

: 2 A

A similar concept is that of normatlve control as
prOposed by Etzioni, Modern Oyganizations, Prentice-Hall T
Inc., 1964:60. .

ey
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communications but elscwhere--for instance in antago-
nistic groups fighting for power or scarce resources

Basically the human resources approach to this kind“of
problem would be to eay that conflict 1s a natural outcome

s of human interaction, bot we can doAa better job of manag-
ing it than we have 1n the past. Knowledge aboht Anter-
personal communications {(Rogers, 1961; Aréyris, 1964) the
effective functioning of groups (McGregor, 1967), and
suppo;tive relatiopships (Likert, 1961) can contribute to
the building of effective and effioient organizations

"comprised of groups which function well and that can zero

.in on problems and #al with them)effectively.5

Implementation of a Participative Approdach

®

Implementation of participation in an organization
has not been found to be a simple matter. Researchers
have shown responees toaggryvaocordihg to personality
predispositions (Tanneobaum, 1954; Vroom,‘1960); the
nature of work'technOIOgy (Leavitt, 1962); and the con-
tiogency between both pefsonality and ‘technology (Morse
and Lorsch; 1970) . Ail are quick to point out the com-
| plexities of the relationship between participation, the -
kind of work, and the p0551b111ty for perSOnal growth.

| Adoptlon of a participative’ approach may result in
v

@any'unanticipated side effects. - Denhardt-(l971) advisesf

<«

\ These v1ewp01nts are well developed in the.litera-
ture- on Organlzatlon Development (Blake and Mouton, 1964,
Bennls, 1969) .

-



29
that mecaningful participation in an organization also
shifts the focus of power and authority which may be
threatening to persons operating under conventioéal con-
trol assumptions. He also cautions agqinst adopting
artificial human-relattons approaches to participation
which can lead to greater alicnation than before.

Implementation of a par%icipative approach takes
time and patience.' Argyris (1971:28) points to some com-
panies which "tfietho be participative in the morning,
found that 1t just didn't work and reverted back to old
autho;itarian sﬁyleS‘b§ afternoon." He stresses that the
first qphsequgnce of shifting refppnsibility and authority
may weli be some chaos; release of hostility and perhaps
destructiveness, Masi@ﬁ (1965) in discussing this behav-
ior, concludes that some people in our organiz;tional
society have become more dependent on external direction
and are becoming less capable of accépting‘self—direction.

There are some people who cannot take ?ésponsibil—

ity well and who are frightened by freedom which
tends to throw them into anxiety. An unstructured

situation in which people are thrown back on their
.own resources will sometimes show their lack of

resources: they get by in the ordinary situation but
become lost in a free responsible situation (Maslow,
1965:28). ' . -

Because of the disruption &nd po£ential dangefg
associated with rapid change in organizational expectations, .
and because th® individual personality needs time to
reorient to new environment;, Maslow‘and Argyris emphasize

‘the importance of graduél, pldnned change. -puring this
LS .
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transitional phase the complexities of new relationships
between people and organizational life can be accommodated.

The concept of participationlhas numerous impli-
cations for other dimensions of organizational activity.
Starting with a focus on the human dimensions of organiza-
tion, self-directing activity and cooperative behavior
are not seen as incompatible, but their nurture requires
an environment, administrative orientation, and organiza-
tional structure conducive to their development. 1In
addition there are methods advoeated for learning skills
and changing attitudes which may enhance the success of
the operation (Beckhard, 1969; McGregor, 1967). The
development of individual personality, and identification
with organizational goals are also attributed to the par-
ticipetive approach, Finally it ;s recognized,that
motivatiog is an extremely complex issue, participation is
more applicable in some situations than others and its
operational application poses many problems.

! J

Application of Participative Concepts in Education

In reference to the applicability of participative

principles to éducational organizations, Owens (1970:88)

=3

summarizes:

. . . the importance of the individual's participa-
tion in decisions which affect him has ‘aided the
development of a concept with which names such as
Argyris, McGregor, Maslow and Herzberg are associated.
Essentlally, this concept is that organizational
behavior is strongly affected by social influences .
and the need'for the individual to control himself.
Thus the trend is not only away from the arbitrary,



31

coercrve, autocratic exercise of power, but to more
effective personal involvement,

Operative in a college setting, participation and
human r%§ources theory would seem to suggest, first, that
participation which leads to a sense of being able to
influence decisions important %o the participant can assist
in the self-actualization process and can contribute to an
increased sense of social responsibility. And second, )
that participation motivates members to identify themselves
with, and become more deeply involved in, the goals and
valuesAof the college, and that this identificatibn and
involvement in turn contributes to the personal deveiop—
ment ‘of college members. |

Human resources concepts have numerous implicatiéns
for both pedagogical style and organizational form in edu-
cation. At the classroom level a concern for human
resources is reflected by proponents of human;stic educa-
tion such as Rogers (1969) ,Combs et al., (1971),.and
others who stress interdependence and student involvement
in decision—making.G‘ And reéent writers on educational
_administration and orgénization (Sergiqunni and Carver,
1973; Richardsoﬁ\et al., 1972), demonstraté extensive

concern for human resources concepts at the organizational

level. The latter authors, in particular,.bonteﬁd that the

- 6In, A guide to Humanistic Education, University
of Massachusetts, (19,1}, Canfield and Phillips have
narized the works of over one hundred authors in this
eld. : o

€
4
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concept of interdependence underlying human resources
theory has direct application to college organization and

governance,

Interdependence operating within a system can
cause individuals or groups to permit their behavior
to be guided by one another. Recognition that the
constituents of a college are mutually interdependent
is an acceptance of the fact that they must rely upon
cne another to satisfy their basic requirements.
Administrators are dependent upon students and faculty
for perpetuation of the institution. Conversely
students and faculty are dependent upon administra-
tors for procuring respurces and providing the frame~
work within which faculty can practice and students
can learn. Awareness of these interdependent rela-
tionships can be fostered through a participativen
model of governance (Richardson et al., 1972:101) .

In the following section the concept'of governance
is reviewed and alternative models of college governance
offering variable opportunities for participation are

examined.
\

1% : '
III. COLLEGE GOVERNANCE: AN OVERVIEW

. What is Governance?

Harold Hodgkins&g (1971) ‘submits ‘that governance is
a‘relatively recent woré in educational organiiétionland f
has replaced thé ternm gbvefnment, which was more appropri-
ate to bureaucratic organization. It-has evolved tcday
because patterns of participation in governing an instiiu—
tion of highér.édupgtion have become so dispersed that
conventional organiéétion charts are'éeidom accurate

indicators of what really happens. L Governance, he says,

involves both structure and process variabjes. Structure

Pl
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i1s usually associated with the iaea of government, top
down administration and the formal organization chart with'
ite positions, roles and decision—making bodies, designed
to govern an institution. Process includes the dynamics
.of.governieg by persons in formulating policy,'implementing
deeisions, and coordinating activities.

' “Commenting further on the process of governance
and also implying a certain gqualitati®ve dimension, Corson
(1960:13) identifies governance as the

process or art with which scholars, students,
teachers, administrators, and trustees associated
together . . . establish and carry out rules and
regulations that minimize conflict, facilitate
collaboration, and preserve individual freedom.

Expanding on .the qualitative dimension of govern-

8
S

ance, Fooﬁe.and Mayer emphasize that the style of govern-
ance itself shapes a college climate which engenders a -
significant experiential l}earning experience for college —

members.

The context in whldh _gavernance operates helps to
shape the actions and style of the participants; at
the same time, the manner in which-.gowvernance oper-
ates, the procédures it follows, and -the spirit which
it treats problems and people will, in turn, help to
“shape the broader context. Campus governance then,
is not simply a method for arr1v1ng at decisions
about educational policies; it is itself a method of

* educating those who participate in it or those who
‘are affe¢ted by it. How well such a system Operates
is not to be determined solely or even primarily by )
criteria of efficgency, but must be evaluated by
reference to the quality of ljife appropriate to an
edgcatlonal community (1968:%6).

.C. West Churchman, one of the foynders of operations o
‘research, tékes the pgsition»that the quality of an S
o . . 3

S W *



organization should not be ascertained by the decisions
made, Eut by the quality of participation in the deqision—
making process (Hodgkinson, 1969:1453).
The Foote, Mayer defiﬁition contends that a trans-
. actional relationship obtains betwaeﬁ-thg process of
\
governance and individuals within the college organization.
A similar caée is advanéed by March and Hayes (1970) in
their paper on governance. Membership in the organization
itself is séen as an important éxperience in human rela-
;idnships, a concept not unlike that proposed by human

;

resources theory.

Changing Patterns of Governance =
: [

Thorﬁton;§l97l:297) points out that most colleges
began as upward extensions of the public school system:
Accordingly they adopted hierarchical patterng of govern-
ment with control centred in a board of trustees aAQ\
administration. Jhis pattern however is changing:
Community college faculties feel that they have the
competence and the responsibility to participate in
policy formulation . . . and students insist that
‘they, too, have insights of value in the development

of college policies. Shared résponsibility in policy
determination seems inevitable.

Much of the appeal dealing with reform in college
governance focusses on the necessity for.implementigg a
form of "participatory democracy" through decéntralization

of dgéision-making and redistributign of power on -the

campus. The fdllbwing is an example of the "democratic”
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appeal as illustrated in the University of Toronto report,

Toward Community in University Government (1970:12).

There is no possible justification why such an
institution should continue to exist as an undemo-
cratic anomaly in the liberal-demacratic society,
or why socicty s citizens and futurc leaders should
be educated in a paternalistic, even authorltarlan-
environment, :

With a centralized form of governance there are
limitations for participation iw that decisions affecting
lower levels of the organization are made at top levels;
participation for many 1s poséible bnly indirectly through
representation. To change student and faculty involvement
fundamentally,

we must change the basic organizational structure
of the campus . . . and bring governance down to
where the students and faculty are, that is, if we
decentralize gpvernance to small units of the campus
(Clark, 1968:197).

In discussing new configurations of governance and redis-
tribution of power, Wise (l970:#§2) suggests that:

The perpetuation of systems of government which '
were reflections of the distribution of power and
authority of a past era made them dysfunctional and
in many institutions, exercises in futility.

And Corson (1971:180) summarizes:

Decisions that will stick can only be made through
a process in which several factions can voice their
opinions .and exert an influence commensurate with
their competence in each particular area of decision-
making . , . the governance of colleges cannot be
founded on a structure that relies on the authorlty
to command.

Participation in Governance

Research indicates that students and faculty want to
0 ’ .



participate in decisions which affect them (Day, 1971)
(Jeffares,, 1971). Democratic ideology and concepts from
human resources theory are strong supportive forces, but

the guestions which still remain are, (1) How do we
J

arrange our organjzations to accommodate participati%pg
ad
W

Ry

And, (2) How do we put participation into practice?
Hodgkinson (1969:140) brings to our attention that it 1s
not just a matter of changing the orgahizational structure:

I had the notion that "tall" rigid hierarchical
forms of governance were inferior to flat, flexible
participatory organizations. But this judgement 1s
not supported by the data. On several ‘campuses which
are governed by rigid hierarchies, there is also
widespread excitement and interest in participating
in governance, and this participation is encouraged.

o There are also campuses where, even though the
structure looks loose and free wheeling, thére 1is a
great deal of suppression, intimidation and paranoia.
So if govermnance is to release as much cnergy as
possible within a system toward activities from which
the system benefits [and this .is a,pretty fair
version of what governance should do] then the people
who occupy the positions are much more important than
the positions themselves (1969:140).

Of course one cannot dismiss the question by just statin&J
that it all depends on the personality of the administra-
tor. It would appear that some forms of organization, are
more appropriate for participation than others.

P The 'conventional method for involving faculty in
governance was to adopt a dual structure of ‘a Senate and
Boafdk ‘This wds an arbitrary division between facult& run
"académic" affairs and administrator;domingted "financial" .

affairs. Students meanwhile were confined to putting om’

dances,’iﬁéging plays and running a newspaper. However
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with increasing faculty and student concern for "where the
r;él decisions are made," it was questionable as to how
long this distinctiOn would remain operational. The Duff-
Berdahl (1966) report on g?yernance recognized that the

previous division between financial matters and academic

affairs was no longer tenable. More recéntly, the report

.

‘on Comﬁunity in University Governaggt (1974) , referred to
the separation of powers as nothing but "graceful fiction,"
and called for .the formation of a Governing Council with
repfesentatidn from the public, students, faculty, and
adminisFratorsf ;The Council is concerned with all acti;i~
ties which wergqgﬂé previous,responsibility'of secparate
~constituencies. -

In Governance for the Two Year College, Richardson

et al., (1972)@ropose a similar arrangement called the

All College Senate which combines all constituencies within
a csllege. These authors also make a useful distinction
between a governance dimension concerned with legislative
activity (which includes financial affairs), and an admin-
istration dimension.which focusses on executive activity. .
They aré“Careful tépbélht out that interface between the
two is essential and that both must adopt cdmmon philo-~
sophical perspectives'if they are to function in® unison.
The administrative process makes use of “participatiée
‘management" concepts adopting séme of the efficient
chgrécteristicsAof a bﬁ{eaucracy; while governance.is
bgsédwgpon the principles of shared‘authority set forth .

~.
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by Keeto include a structure for govern-

esire to share power; cultivates a
climate { Flon; endorses decision-making at the
point ofi, etion;‘focqsses on communications prob-
lems and 1i] ‘ble enough to accommodate rapid change.
Th rnance dimensiOn,of the organization is
seen as one !h brings the human resources of etudents,
faculty and hnistrators within the college together in
a problem—ser role whereas, the administrat}ve
dimension sef' 'to coordinate activity. It is pointed
., out, that in thegless participative administrator dominated
organization, cg tion tends to become an end in .itself.
Much time and: is expended in coordinating prob-
lems rather thl Usolving_them. , '~5: .
Another concept which adds insight into this form

of governance is that of part1c1patlon effectlng a "renorm-

ing procesé" among college constltuents. Richardson et al.
(1972:186) state:

In a sense, the attempt to establish a structure
for governance is an effort to institutionalize, the
informal organlzatlon SO ggat it can be used to pro-
mote the renorming proces#and to maintain the
attitudes and values of the constituencies to the
extent necessary for goal realization.

An organlzatlonal structure whlch excludes all but

R

administrators from key deC131on—mak1ng act;v1t1es also
leads to admlnlstrators becoming "out of touch" with the
attltudes and values of students and faculty.,,COnse-

l

quen;ly 1nformal and formal systems‘(faculty*unions for
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example) evolve to promote the interests of these groups

within the orga é@tion but these mechanisms are insuf-

\ *

ficient in Fesolvfng'organizationai problems stemming from
lack of communications. A*participative governance model

allows for interaction of students, faquify, and admini-
strators and provides a forum whefein attitudes may be -

examined and altered.

Conceptual Models of Cellege Governance: ’T@d"Extremes

. What gove;nénee options are now available to
coileges? What are the vafues served, or the objectives
sought, by alternatlve modes bf governance'> Several
models are Proposed in the llterature on gevernance and
dgt is unllkely that there is any one whlch can be 51ngled
out as a pure form, 7 .As a frame of referénce however,
Martin (1970) presents two models whish are\gt the opposite
ends of a conceptual continuﬁm. He des‘ribgs these as;

i\a Gicipatory.

The first model is characterized by highl} cenfre;ized

hieraféhical—autporitarian, and egalitark n¥par

N
administrator domlnated‘pollcy formalization, achleved

through role de31gnatlons and job line relatlonshlps

usually descrlbed as bureaucratﬁé&(Stroup, 1966) A -
Richardson et al. (1972 109) summarize the characterlstxcs . -
| p N
7 ?
IlluStratlons of varylng alternatlves to college
governance are offered by: (1) Deegani (1971), (2) March
" ‘and Hayes (1970), (3) Hodgkinson (1971), (4) Shulmar (1970) N
and (5) Roblnson and. Shoenfeld (1970) ' Vo ‘
2 “\ .
34 \‘ o
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of this model as: . ¢ o '

. ,
. . inappropriate for the.tasks facing two. year -
colleges in the final decades of the 20th Century. .
The structure resists change introduced from
the bottom because of the poor quality of upward
communication and status differentials which depre-
ciate the value of recommendations originating’ at
low levels within_&&g hierarchy. ) ) .

. . . . . . - . . . - . - . . . - . . 3 . . . . . . .

“hjectives concerning hdman behavior relate to the
enforcement of standards and ‘the weeding out of the
incompetent. There is little real opportunity for

- individual growth, nor is this process considered as
one of the primary objectives of the institution.

This mogel is qsgally seen'as an efficient form of organi-.
zation, but is considered to be weak in consideration of
thé social, psychological develdpment of organizational
members (Argyrié, 1964; Martin, 1970; Knleeé'and Saxberg,
1971), '

A description of the egalitarian-participatory -
moaélfreiterateé the themé:of fnteréependence.referréd to

‘ . -
earlie{win ithis discussion. This second model'is baséd;
qudn what Martin (1970:30) describes as a form of function-
, o ’%

al collegiality. - . Wé- ' -«

!

The model assumes that diverse individual
differing responsibilities can come ogethe®™vol .
tarily imposing limitations on themse\lves, yet vﬁdut

- sacrificing their independence; so as to achiev@®® .
satisfactions available only to the group ., . . . A '
Adherents to the partfcipatory model see it as-‘a pli& L
‘consistent with their focus on humanistic values: '

_education as self-realization, emphasis on human

,?relationShips, direct encounters Q?tﬁeen~people,

- personal involvement in effecting sdctal change,
learning by doing, the legitimacy of emotion-and
enthusiasm for all aspects of life.: Also the models ,
emphasis on horizontal as opposed to vertical role con-
nections, on authority rather thaw“éutﬁqritariénism,
on improvisional relationships in preference to. set
structures’, these and gther features are seen as the

) : " w & L L : N
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Lo
means oy achievement of the humane life style that

.1 he mogelts ¢

//}é the mogl cqoal R |

. Admi*tcdly this model represents an extreme, and
I ' '

as pointed oft by Baldridge (1971:14) 1t is more normative

than Uuscrip%ive. Tt does however, have support from

human resourdes participative beliefs, and changing value

'systems such as those refetYred to by Reich %nghe Greening -

1

of America (1970) and Nash in"Authority in Higher Education'

(1973). Expandling on this view Richard Peterson (1970)
I »

writes:

In the spirit of the times 1 shall assert that the
concepts of decentralization, varticipation, resvon-
siveness, cven comnunity are valid principles of
governance for kolleges and universities, Nonsense,
many will say: difficult at best 1n a college of
2,000, unthinkabhle| in a college of 12,000. "I .say we
don't -have much chpice. The times are fast changing.
The truly great challenge . . . will be to create
environments, that realize the ideals of participRftion
and commurM ty . '

What are the implications for persons associated
. . ) i . . : 1 ! . ’ .
wlth colleg? organization and operation if, in fact, we are

approaching this Fform of governance? According to

Richardson et al. (1972:ix): .

- ' ‘Most of us must unlearn behaviers that our entire
' experience with the existing system of education has
fostered before we can begin to learn the behaviors
this [participative] system demands. It is not easy
to substitute the active involvement and accounta-
bility demanded by the participative model .™, . .
The pewards however, are as great as the sacrifice

demanded. /
And Martin (1970:30) exhorts: o ‘ .

" The experiences' and expectations. of most admini-
- strators and faculty have. beén all wrong for the
-.. style. . of life favoured by the egalitarian-participa-
tory paradigm and they are incapable of adjusting to

*
o w23

o

v
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N
1ts requirements,

Martin's étatcment may be exaggerating the point,
but 1t doee lead to- several questions‘relnting to the
functioninq of participatory QOVUrnance ir a collegc.
What are the dynamics of a college organization which

attcmpts.to adopt a participative approach? What are the

"behaviors demanded by a participative system? What are

the stresses and strains upon both the individual and the
organization? What are the organizational.arrangements
which accommodate participation? How is participation

manifested in various aspects of college operation? These

’

arc but some of the questions posed by this 1ssue.

, . IV. SUMMARY

This chapter examined the principle of participa-
tion in psychological, human resources, and governance

literature. The underlying theme of interdependence as a

" form of social cohesion was discussed as 1t related to

a .

individuals, groups and institutional governance. A common

ground between human resources concepts of orgamization and

.

part1c1patory governance was 1llustrated as both are con-

o T

'cerned with social psychological dimensions of the organi--

zational environment. Particularfattenfion was paid to the

8l

evolution overnance and to those models which allow for

'1ncreased studdqnt and faculty 1nvolv5ment in college affairs.

A mergirlg of v1ewp01nts frOm these three*{*_lds

appears to have m implications for college organization.
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For examplc, a system of participatory govcrnancé which
incorporated COncepts:from this literature might be
chafacterized by: (1) Organizational structures which
accommodate participation of all college constituenqies,
integrate financial and academic decisions, have an
administration,fpmponent operating 1n confUnction with a
governance component, decentralize decision-making to the
pqipt of implementation, and are flexible and adaptable
to changing conditions, and (2) an open college climate
thch focusses on tﬁe personal development of its members.
Such a climate would be cultivated by strategies designed
to faciligﬁte participation, communications, and group
functioning. College members would likely have a reason-
ably clear understanding of, and commitment to, the
educational and organizational rationale underlying a
participative approach.

’ The following'chapter describes the adoption of a
participativé}approach in a college where members were
faced with’thé gquestion, how do we organize ourselves for
participation? Circumstances dictated an unplanned

approach; organizational arrangements for participation

were to emerge from the participative process 4tself.



CHAPTER 3 )

STRUCTURE FOR GOVERNANCF. : AN EXPERIMENT

IN PARTICIPATION
I. INTRODUCTION

During the initial stages of this study, college
members identified the issue of the evolution of .college
governance as a critical one in the life of the College.
The issue warranted particular attention not only because
it served to portray present governmental arrangements but

N

because it also illustrated the part1c1patory nature of the
college as members set out to design their own system of
governance. ' —~

In this chapter, evolution of the system of govern-
ance is examined in ayserieslgﬁ fouF stages. The first
stage depicts early planning and the foundation of a
participatory approach within the College . The second
stage considers the involvement of persons in generaglng
proposals for governance; the work of a "Comm1551on.;n
l Structures,' and college cowﬁltlons related to the develop-
ment of governance. A thlrd stage reviews problems
associated with chposing a model for'gOVernance and the

~fourth stage examines general aspects of Operatlon and

adjustments of major dollege bodies,

44
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I1. - FOUNDATION FOR A PARTICIPATORY APPROACH

" Farly Developments

As is the case with many recent "instant" colleges,
Dawson College did not have an abundance of lead time for
planning before opehing. Paul Gallagher was appointed
president in the winter of 1968-69, eight months prior to
'scheduled opening, and given responsibility for staffing,
program, and developmént of facilities suitablé for an
initial eﬁrolment of 1,800 students. The indeterminant
nature of the College at that time was suitably~expressed
in this newspaper article entitléd, A New- Education Begins
to Emerge:

Dawson is a completely new venture for English
language education 1in this province, so the first year

will include a lot of experiments . . . . One thing
is for sure: Dawson College will open in September,
1969. Less sure is what courses will be offered, what

the admission requirements will be, '‘and where the
staff and equipment comes from (Montreal Star,
Decembeagp 7, 1968:38).

A key ingredient in the developmental process was
the notion that there be no fixed plan other than ;hgeneral
philosophical position. Persons associated with th§
College would attempt to respond éo'problems as they
occurred. "Dawson will begin life with an interim organiza-
tion flexible enough to be.easily altered in .the light bf
practical experience and the needs and desires of the col-

N

lege community" (Montreal, Star, May 9, 1969).

‘ The college philosophy "was not rooted in some

.
&
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explicit and precise organizational'theory" (Gallagher,
1972:3), but rather it was based on a number of circum-
stances 1including the president's educational ideals and
his. reading of student disaffection with education in the -
late sixties, He felt that students wanted to play a
greater role in creation of their own educational exper-
lence. Referring to Gallagher as a "student power
activist" another newspaper article guoted him as saying:
We see the students as full members of the collede
community with full opportunity to participate in the
decisions which affect their lives and their studies.
. Participation is part of their education and

I believe they have a hell of a lot to contribute
(The Gazette, April 19, 1969).

Many of his ideas were -incorporated into the “"Dawson
Approach," which was to serve as a point of departure for

organization of the College.

The Dawson Approach: A Starting Point

This excerpt froqkthe "Dawson Approach" illus-
trates how the concept of a student-centered college might.

be put into practice.

The Co_l,legsts for students and the value of
any program or dttivity must be measured in these
terms., , , ., Persons.who function best when .each
person has a clear and:explicit statement of the
powers and prerogatives of each of his colleagues
should probably be very unhappy at the College.

The structure of the College should not be envis-
ioned in terms of a hierarchy with the Board at the
apex, .the students at the base, and teachers one step
on the ladder above the students. . . . Administra-
tors should see themselves as primarily responsible
for seeing to the provision of conditions in which
students and teachers can best function. . . . All
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&
members of the Dawson community should expect to be
concerned about and actively invelved in areas beyond
their own expert compectence (The Dawson Approach,
Appendix A, 1969).

“* ‘Paculty were hired in accordance with their agree-
ment to this philosophy, and tﬂeir expertise 1in one Or

more subject arcas. NO defined departments existed at the
time; Attesting to the appeal of this new educariOnal ven-
tgre was the fact that more than two thousand applications
‘were received for approximately one hundred teaching posts
(Annual Report, 1969-70:5). Although persons were“desig—
C;:ted to coordinate curriculum, financial and educational

services, administrators were hired without specific titles

and job descriptions; these would evolve over time.

Te

There was a deemphasis on p051t10ns and titles and
concentration on attracting good people in the bellef
that leadership :and influence would result as a mat
course. One of the most commonly used phrases in -

the month before Dawson opened was."It will all work
out". +And most honestly believed that to be the case.
~--or were prepaYed at least to wait and see (Gallagher,

October 1972:7) .

Durlng the: summer months, student and faculty ,

'1nterest groups met to plan for orlentatlon, to order equip-

-

ment, clarlﬁy currlculum guldellnes, and generally o

organize for the opening of the College. They pegpe%el
avoided‘consideration of any explicit arrangemehts for

-

-

governing the College.

R
N

III. PROPOSALS FOR 'GOVERNANCE : - .
‘ @MMUNITY INVOLVEMENT - . .
- . * - LN .

JERD S JORR
. In September of 1969, the College opened ' in‘a

4 Id
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converted pharmaceutical factory. The crowded facilities
were considered to be temporary, but WOuld be suitable for
the first year.

Governmentally, the Board of Governors was func-
tlonlng but they had no opoortunlty as yet to 1ncludei
elected students or faculty. NQ academic council existed,
nor were there formal orqanlzatlonal arrangements conSlst—

-

ing of departments and chairmen.

, 0
The Commission on Structures L o \\\

The problem of college organization was expﬁqii?
at a faculty orientation session and it was proposed to
set up a "Commission oantructures" whicit would eﬁamin
‘the issue. As a starting point faqu;t; formed themseLZes
into "workshops" to discuss the queetion further. Natural
groupings fdr discussion seemed-to be those with similar
academic beckgrounds. "Within -an hour they had groupéd
themsélves into very conventional departments, along
-academic discipline lines" (Gallagher, October 1972:8).

After much discuésion faculty came- to the conclu-
sion that if they were to operate within the framework-of"
a "participatory democracyVand community" all members of tﬁ¢*w‘
the College sheuld take part iﬁ the Commission's sessi&ﬁ;“’
to determine the organlzatlon (Dawson Mind, December 196?) "
In addit®#on to fourteen faculty, fourteen,students, and anw'

equal number of administrative support personnel
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(ASP)l, were later added to create a forty-two member
<
body.

Cohparing Dawson with a new Free School, this

account of the Commission was written in a local paper:

-

Dawson and the Montreal Free School are bogh

experiments in community. Dawson Faculty and °
Students have been meceting this week to plan a
structure for the College. A Commission has been

set up consisting of equal numbers of students,
faculty gnd all other employees of the College, i.e.,
adminisﬁ?ﬁtors, janitors, and secretaries. The
Commission is receiving briefs from all members of
the College on how the College will run itself. ., . .
It has been decided to work for now without by-laws,
regulations or structures until all members of the

. community can arrive at policies and structures [The

- Westmount Examiner, October 11, 1969:8). T

The €Commission, with a mandate to receive briefs from any-
one on any aspect of college operation, met two evenings
per week oVer the next three months. Tﬁirty—seven briefs
were submitted. Of these, two were from administrators,
‘thirteen from students, and twenty-two from faculty.

Topics included: grading policies; departmental structure;
role\Ef chairmen or‘coordinators; allocation of decisgon—
making powers among students, faculty and administrators;
perspectives on the democratic participative process;
procedures for glectigg students and faculty to the Board,

and many suggestiohs as to how the Commission should con-

duct its business. Authors were interviewed by the

N

1The ASP group included all non-teachers and non-
students, originally referred to as non nons. In'later
years administrators were distinguished from ASP.
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Commission to clarify their briefs. The general under-
{ .
standing of the Commission’s function was that it would
organize the.briefs in some fashion and present them back

to -the College Community.‘ The Commission voted to have a

faculty member and ‘a student serve as chairman and

' .secretary respectivegy. It was made very clear that these

. persons were only to coordinate discussion; the Commission

itsélf stressed that "it was by no means a decision-making
body." A major concern at the time seemed to be that
neither individuals nor groups of any kind should impose

themselves on others at the College.

administrators' role. Also related to this wari-

ness of power was the question of the function of adminis-
trators within the decision-making process of the College.

Within the"Dawson Approach,"administrators were to provide

"conditions 1n which students and teachers can best <

. "{ ‘ - I3 - . )
function." . What these conditions were and what the role of
the administrator was to be, were issues addressed by many

briefs; a sampling of two contrasting viewpoints from

.

facukty is offered here.

' Admlnlstrators makéfthelr advice known at all
levels but do not make'policy and do not vote (Sally

Nelson). .

Dawson, as I understand it, began with a sense of
community. . . . There was to be a cooperatlve effort:
on the part of all members of the communlty from*
Director to- janltor, from gstabllshed professor to
the youngest of students. . .4.¢$ﬁls total cooperative
effort is' teaching; not just the part of the effort

i that takes place in the classroom, Creative adminis-
tratlon is in this sense an act of teaching, and -

*

-~
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structures which deny administrators a place in
academic decislon-making are not really founded on
the concept of community with which Dawson began
(Rollie Wensley).

Perhaps symbolic of fﬁture administrative style

was the manner in which the president had input intq ,
‘ /
Commission deliberations. The first brief the Commission
received was from Paul Gallagher. He commented on éhe:
need for: a broad interpretation of the term "faculty an

, , y !

understanding o% the term "community" as inclusive of
external college interests; temporary and adaptableb
stfﬁéﬁures; immediate student and faculty 1input igto an
Academic Council and the Board of Governors; and adminis-
trative contribgtions to decision-making according to.their
competence. "The real danger is when administratprs (or
faculty) are permitted £o make, or influence decisions in

areas where their competence is non-existent or marginal."

He further noted:

Idealistic as it might appear, it is possible that
some of the traditional tensions within institutions
might not arise 1f we don't get too structured too
quickly. I oppose the view that there is an inevit-
ability of conflict between students, faculty,
administrators, Board, and the community at large
(Gallagher, September 7, 1969).

Studentg' Role. Viewpoints from selected briefs
illustrate the monuméntal task facing the Commission. Sub-
missions included a variety of opinions'aboﬁt participation
.and the extent to which students should be.iévolved;

The philoéophical coﬁcept of the "DPawson approach" -

and its visions of participatory democracy and educa-
tional innovation will not become a reality just
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; because, in ceremonial fashion, an equal pumber of
students vote on overall issues with an equal number
of faculty (Harry Wagshal [faculty]).

' And from a student:

zf The students are in the majority at Dawson;
‘ therefore, I would suggest that the total number of
students equal 3/4 of the total of faculty and non-
faculty members on any cbuntil (Laird Stevens).

This minority opinion was exprcssed by another student:

, . . it would seem that "Dawson 1s a Funhouse, a

i B eeding-Ground for Complacency, with Freedom from
Work, and’Responsibility for Full-Enjoyment." . .
The Tyranny of Participatory Dempcracy: Assuming
that the teachers and administration are all too

: "liberal" and advanced to make rules, and, especially

' to enforce them, this presents a situation of {gldique
rule," commonly called "participatory democracy,"”

: “where the students are presumed to have the responsi-

o bility, maturity, and intelligence to self-govern,

. which, in fact, they do not and will never possess

(Chris. Chimbers). - :

*  And these interpretations of "Dawson is students . . .,

Nl %ubmitted by faculty:

b

7& ' There is a difference between a college run by the
‘ students and one run primarily with their interests
in mind (M.A. Parsons).

Students should have parity on all committees in
‘ all groups, sections and departments wherever their
i 4 interests are directly or indirectly concerned
B (English Department Submission).
i N; ]

iy j The Commission's Report

v
. 4

; After three months, the Commission concluded
i : \
2 that discussion on other issues was secondary to arriving

o

" at community-wide agreement on the "structural organi--

. zation of the College." Twedve briefs which dealt

R S A
T

directly with this issue, were éummarized and reported %
B - o : 5 . @
in a special issue of the college newspaper. The report

‘suggested thevﬁfd}IOWing as a by no means complete

L » .

L}
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list of some of the implicit issues and differences among

"the briefs":
a. hierarchy vs. participatory democracy

b. large decision-making bodies (democratic) vs.
small ones [(efficient) :

c¢. the admiristration having decision-making
~ powers vs, having an advisory/expertise role
and a carrying-out of policies function

d. the administretion having decision-making
powers vs. the faculty and students gs most-
affected members having such powers

e, one man--one vote vs, constltuency/lnterest
. groups hav1ng proportional vote

f. strong departments vs. weak departments

g. strong individual and departmental powers vs,
strong administrative or Council powers A

h. who ought to be on governing bodies (a) faculty,
(b) students, (c) administration, (d) non-
teaching staff, (e) parents, (f) outside com-
munity? (Cormission's Report: Dawson.Mind,
December 1969:12).

It is of interest to note the series of dichotomies
® . .

expressed in this summary. Thé either/or situations;
strong versus weak, and good versus bad connotations are

particularly notable indicating a concern with potential
NS

T

danger of adm&zistrative power. This researcher's ‘examina-

tion of the tweLve briefs revealed. that nOne of’ them
‘favoured a centrdllzed bureaucratlc model. This was

me:ely reflected in the summary as a possibility.

In keepihg’with their perceived’ role as a nQn—

.

decision making bddy,'the-CommiSSioniaiﬁ;not pfOpose a

. b
SpelelC model for governance, nof d1d it suggest Just how

3

b
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]
the college community of nearly two thousand persons might

choose a particular structure. Interviews with several

\

. . B \/\
Commission members three years later indicated mixed feel-
ings. about the activities of the Commission. Some con-
sidered it to be "a waste of time," although most agreed

that while they could have qguickened the procedure for

»

arriving at a form of governance, it had been an extremely

, 4

worthwhile experience. The process according to majority
opinion, was more important than the product. This state- .
ment by one faculty is representative of  faculty viewpoints

at ‘the time:

At first it felt kind of odd sitting down with all
of those students,’ secrctaries etc.” We soon realized .
that no one seemed to have any better ideas than any— .

one else.

The whole thing was part of the excitement of the
first year. [~ .,. My family knows we spent a lot of
time those nights discussing issues which no one will
ever resolve{ .- . But, I think it was worthwhile.

We talked a lot about participatory democracy.

Probably the greatest achievement was the experience
gained right there putting participation into prac-
tise. . . . Of course, as everyone knows it also
created instant identity with the'college-—why not, we
were making the place- ourselves. .

v

Ad-~Hoc Structﬁres- .
1‘ -

Another section of the Comnu551on S Report p01nted

out the need for ‘an 1mmed1ate communlty vote on governmeJZZT\

structures, because, "by now many Rermanent pQlicy -decisions
affecting the College have been made and are nécessarily -

-being made on an ad-hoc basis.".’ Offeriné his own;opiniqn

on the'Subject, a mathematice faculty and Commission -

-
®



mewher, comuentoed o op the cvolving organtzation of the N

College:

pvolution and the Principle of Ad Hoco Structures
or, How to Keep the Grass koots an Shape without

Mowing. :

The Comimicsion has beoen investigatina possible
structurces for Dawson . . . and we arce now faced w1th
the responsibility of vhoosing 4 governmental struc-
turc . . . larage elements of the community . . . are
not concerned about the spromlem oo L the reason

- behind this is that for many peeple the College secems
to be functioning reasonably well, "decisions are
being ynade, planning is procceeding, and the day to
day liTe of these individuals 1s not seriously
affected by tihe lack of a permanént, dcmwcratically'
chosen structural setup. ’

. I believe that in this phenomenon (which some may
prefer to attribute to apathy) lies a clear indication
of the type of structure the Dawson Community ought to
choose, WEOHAVID IN FACT BEVOLVED OUR GOVERNMENTAL
STRUCTUFY DURIHG THE PLRIOD OF TIME THE COMMIGSION HAS
BEEN DELIBRPATING (Idward Harper, The Dawson Week:
"November 25, 19-9). o T

}Ia_fpcr furth:: }.jo’intocl out the existence of: (a)
A Management Coemmit.t.ee (although members are reluctant to
use the fitle) thch had: formed out of a need for decisions
régarding the physical oberation and development of the
College; - (b} An Interim Advisory Council (IAC) composed of

-

students and faculty elected throﬁgh the Commission, to
advise on écademic‘>olicy; (p) anhinteriﬁ Student Activity
Council ;}SAC)_(ES}meddUring'an all night meeting -
féttended,byithree hundred students); (d) . a loose associa-
‘tion of Faculty, and; (e) tempdrérchomhittees which were
S%udyihgrbﬁdqét,ispacg allocation and other matters.

-Furthermoré; he added,vthese groups were representative,

1
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they were functional and thty would disband when thelr task
was completed, frhe Board of C()\&*l"ﬂ() rs was also functigning.
and four facul/é,Wcre about to be eclected ag menhHers,
Students had {ot yet organized to elect thelr members.

-~
e

The Vt(otlatlnq Committee on Structures Y

e —— /

- Faced with a complex report offcfing &“dozc
native structural models, and faced with
logistics problem of polling the interests of all clemcents
within the College, faculty met dufing the Christmas
holidays and ptOposed the establishment of a tri-partite
Negotiating Committee on Structures. The Commission on
Structures had completed its mnndate;»thi% new committee
Qould review'proposals} and kae,a recommendation to -the

"cohmunity." Each of the three college groupdngs would

.have to accept the model by majerity vote before imple-

L
-

mentation.
In January of the first year the idea of a Nego-
tiating Committee was preéented to students throuﬁh their
1nter1m government, ISAC, Qu1c<ly the guestion of ‘how
manw reprosentatlveq frqm cach group should be on the
committee became thg focal problemn. Aﬂstudent-inVolved
in the issuc explained: "Béhina the numbers game was the
simple fact that we just didn't trust’tﬁe_heavy'handéd 

motivess of some of the faculty on that committec."” A -
f - °

' faCulty member of the commlttee v1ewed it thls way, "The

. ) B

same small, group of radlcal students got on that commlttee

5 .
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Y v

! \

: \

and were paranoid that someons would put something over on
thom. " Needless to say, commltte deeliberations moved
slowly. This notation in the minutes .of the Board of

Governors dattests to-this fact. 11 is also an indication

of the confusion within the College regarding the progress

towards development of governmental structures.

Mr. Nemiroff (faculty) noted that this item
(Dawson Comulssion) should properly be entitled
"chort'on Activities of the Community regarding
internal College Structures," since the Commission
had completed its mandate months carlier and 1t was
now the responsibility of the inner community to
EA take action and choose alternatives. Messrs. Townsend
and Corncll (students) and Nemirof f commented on the
degree of readiness, or lacx of readiness, of the
three major groups within the College to negotlate or
work out mutually acceptavle structurc recommoenada-
tYons (Minutes, Board of Governors, March 16, 1970) .

After two and one-half months of further debating,
the membership issue was settled. The‘Coﬁmittee was to
be composcd of twenty persons; ten students, five faculty
and five ASP. Student rcpresentatiVés came partly -from
glgctions and parily from ISAC; faculty representatives
were "voiunteefcd" at the previous Christmas meeting; and
ASP were represented mainly by ;ecretarial staff élthough
the.Comptroller was also a member. the chairing of meet-
ings was to be carried out by a ﬁtriumvi;ate; rotating
chairmanship,“/an# all minutes were to be "circulated to
the sixty Humanities glasses, all Facuﬁty and all Adminis-
tration in order %hat:the who}e communi ty be kept up to

. .

date" (Negotiating Committeé Minutes: "March 19,319é9).

Within tHe College at this tiﬁe, the operations of
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the Committee were but a part of numerous on going activi-
tics contributing to a dynamic college climatc. All
aspects of this\dynamism weré not necess ar&ly quardcd as
positive.

'

Environmental conditions:  College 1n tnrm011° 1t

T ~

1s important to be aware of the climate ex 19t1ng within the
College during this period. The College newspaper and
Daily Bulletins contained regular appeals, main]y'from
students, t9 use freedom responsibly. For exdmplg this

student's notice appeared in the Dailly Bulletin2 in early

3

March.
Dawson Coptmuni ty: Unlé ss something is done to
clean up tHQ cafcteri “the building in general,
ultimate measures w111 bo taken. Act now before it's

too late. s Be responsible: Don't Abyge Your Frecdom.
Other artlclcs urged students to overcome their apathy, to
‘get 1nyolveg and to recognize tine conseguences of drinking,
gambling q%d open use of drugys which might bring tﬁé police
into thqféollege.
fIn early April, the president felt cémpelled to

speakﬁgut onl£he situation. FIxcerpts from the speech
appeé;ed in the Bulletin:
Despite our success so far, Dawson is at a critical
point. . . . Evidence of past months cledrly indicates

that some of us have not appreciated that our real
freedom, is freedom to learn. Some of us have

\

: 2The Daily Bulletin~-was started by a Counsellor
ahd a student who recognized a coffimunications problem in
the College. The Buftletin included announcements of meet-
ings, academic information and personal notices.

©
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apparently considerced our freedom to be an unrestric-
tced one--the freedom to use others and facilities as
we pleased. oo,

In all three instances--agambling, alcoholic bever-
ages and drugs--the operation of the College must take
precgdence aver the cholce of the individuals. This 1s
not an 1nvasion of your -freedom; 1t 1s a recalistic
limitation of your frecdom while you are here (Daily
Bulletin, April 7, 1970).

\

@ This address, according to interviewees, became known-as

"Gallagher's State of the Union Specch." Opilnions as to

the effect of this particular spcech on the College
. varied, although interviewees gencdrally felt that 1t was
~snimal. The nature of the College environment at the

time was such that one person could have little influcence

through a singlc instance.

Also in the samc Bulletin was this notice: "Miss-

0y

ing }ﬁﬁrary books--262 of 800 have been returned. Thanks--

!

now how al:out the other 538%"  The Library was attempting
to operate within the Dbawson "philosophy." 1In operational
terms this mecant open access to everyone, no time limits

..on borrowing, and an understanding that a book would be

returned when one was finished with it. Within the.

"spirit of community" it was hoped that persons would éccqpt

this sense of responsibility. ' ’

Recalling conditions within the College at this »

B
.

time it was pointed out by interviewees that opinions“among

’ [ .
faculty and students varied j/as to wheth@pﬁcopdltlons were

indicative of the College ﬁémise or just temporary

N7

I3 !

chaotic period which would dissipate over| time. .
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Nevertheless many persons felt that the establishment of a

governmental system would alléviate the problem,

White Paper on Governance

Tri-council system. 1In late April of the first

year the Negotiating Committee produced a White Paper on
governance calling for the establishment of three councils:
Resources Council, Academic Council, and a College

A}
Council. Membership on the Councils was as follows:
Academic Council (20 members): 9 Students; 9
Faculty (1 Professional); 2 ASP (1 Coordinator of
Educational Services (Non Voting)

Resources Council (12 monbc%%): ;é Studénts; 5 ASP;
2 Paculty ‘
College Council: Combined Academic and Resources

i Councils

A draft of the White Paper was dilstributed throughout the

Coilegg:requesting proposed c¢hanges to be submitted througth
an ASP member in the print shop.

Although neither ASP nor stﬁdents held formal meet-
ings on the paper, the Faculty Association discussed it as

»

the second item on its agenda on May 4th, 1970.

first item concerned the doubling of enrolment ant ty

for the following year.) At that”méeting,:faculty members

of ‘the Negotiating Committee explained that, tke term would

l

o

i
-)3Discussion of the functions of these bodies is
included in the fourth phase. of this chapter. .

T 0
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be finished soon and uraged adoption of the paper; 1t was

adopted in principle to allow ncgotiations to continue.

a Revised White Paver, which was changed to include

representation from professional faculty (Stﬁdent Serv-
ices, Library, Audio-Visual) on the Academic Council, was
presented to the CollogQEAt the end of May.

The document reaf fitrmed the princibles: of de-
centralized authority; minimal structures; that decision-
making be made at the level of the individual wherever
possible; that those affected by decisions have an
opportunity to affect those decisions; that academic
departments opecrate with student parity; that all meetings
‘be,open to anyone interested; and that Councils heed
depgrtmental autonomy by acting only in arcas involv;ng

more than one department (Revised '"Mite Paper, May 30,

1970).

The original intention of the Negotiating Committee
required majority acceptance on the .part of each constit-
uency pfior to adoption of the Paper. This Qés not
acéompiishcd dufing Year One. At tge end of the year, ASP
were unorganiéed on the issue, student hegotiétofs ‘com-
plained of being railroaded by faculty, and a few facultf
‘negotiafors attempted to cafry out faculty nominations
for tﬁé'cQuncils,tht tq no avail. |

Minutes of’a "special meeting of tﬁe Board of

Governors convened to discuss the issue at that £}me,

. .
. [N
H R |

-
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stated:

I't was clearly understood that the Board would not
express itsclf in a way so as to compromisce any of
the groups within the Colleqge or in a way so as to
destroy the spirit of the structure being generated
from within the College (May 25, 1970).

At the next DBoard meeting, June 9, 1970, the Reviscd!Whito

Paper was discussed again:

. . . finally it was sugocsted that the Director
General (president) mako representation to the
Negotiating Committee on his views on the Revisoed
White Paper. Mr. Revnolds, faculty, (and & member of
both the Board and the Committee) noted, however,
that the Negotiating Comm!ttee had ceased to exlct as
such. . . . No position was talen by the Board nor
was a definite immediate source of action proposced.

The Board, in struggling to promote a form of
college self-governance in the face of a problem of
college-wide inertia, was in a delicate position. 1In two
of its previous threce mectings; Bouard expectations to hear
proaress repo:ts from col]cqo-commiptecs (the Commission on
Structures and the Negotiatiné Conmittée) were mety,with
disappointment, even though some ecommittee members were

e
also Board members, the committees had dissolved. The

-
.

) . .
difficulty of mobilizing a "community" viewpolnt was becom-
: y , g Y

ing increasingly obvious. - And the College was in the pro-
cess of doubling its enrolment for Year Two. Patience was
extended as the Board decided to wait out the uncertain-
. Q
ties of future ' developments.,
" By the end of the year,‘no patterh of $oyernment

had been found and endqrsed by the faculty, students-:and

administrative personnel: . ’ S

L
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The ycar ended governmentally as It had begun:
in the spirit of mutual trust and good failth, and
in the spirit of shared responsibility--but also
with tensions, frustrations and indecision resulting
from the absence of an official pattern of internal
governance (Annual Report, 1970:2).

Elaborating further on experiences during the
college's first yecar, many interviewees referred to Paul

Gallagher's Annual Report as an accurate account of the

g

‘year's cvents. The followling excerpt from the report

.

5 . .
serves as and appropriate summary to this stage of develop-
ment.

. . . many elements of a,workable governmental
organization did develop through nced and circum-
‘stances during the'vear Departments formfd on the
basis of common interests of faculty mpmbera and then
expanded to include student membership; . . . inter-
departmental and intergroup negotiations character-
ized the normal methods of determining policies and
procedures.

+  .The price for operating in such a fashion is
difficult to calculate, undoubtedly some people con-
sumed inordinate amounts of time and energy in the
processes of deliberation, negotiation and
establishment of lines of action . . . the College
did not operate . . . in the most efficient
manner. Procedures were determined then changed.
Procedures were develOLcd in detail, then ignored.
Almost everyone ended the year close to exhaustion.
But an unusual oppeortunity to participate had been
/ presented and was seized--with al] the liabilities
ag well as advantages--by many.ff} '

o It would be deceitful to-imply that the College
operated without penalty to its members in_ such an
open environment. There were.tnose who abused their

. freedom and made the exercise of freedom‘py others
more-difficult than it might otherwise have beén.

. There were those who did not know or (learn how to
cope personally with a milieu in'which few. decisions
- were made for them by others. . . . The real effects
of the direction which the College took in 1969-70
will not be known, if ‘ever, for several’ years to
-come (Annual Report, 1969-70:8):

4

- 4 » -
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>

V. PROBLEMS WITIHH CHOOSING A MODEL PFPOR GOVERNANCE

Prior to the second year, college members were
sty prepdring fo; a new campus and a doubling of enrol-
ment and faculty. Development of programs, faculty
gquotas for departmerits, hiring of new fécﬁlty, space
allocation--all of these were on going activities within
departments, ‘inter-departmentai groups, andwad—hoc col-
lege-wide groups. Announcelients in the College's Daily
Bulletin indicate the existence of several task-forces,
many'tnitiated by the president, also dcaliné~with these
probicms. 4

New faculty were engaged through departmental
éommitteesl many of which included syudents. Summer
orientation Sessioné'fo% new students emphésizinq the
"Dawson Approach" wore conducted by second year studgnté5
And faéulty-Were involved in their own orjentation.pro—
gram in early September, much to the disgust of a few
acéivc students who argued that students should also have
been involved.

Méanwhile, the question of a goverrimental pattern
was still unresolved, and_dd‘ing”the beginning of the term

s 2 ,
the issue seemed dormant, or at least took second place to

[

P

day-to-day problems. As was the c#se in;thei!irél year,
ministrators (d'rticularly the president) were faced

E £ - 54‘ " . .
with making decisions, or initiatifig activities which they

- .
- . . »
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felt should be the prerogatives of other groups such as
the Academic Council. The president's problem was two-
fold: he wanted to be écccssible to students and faculty,
and his open door policy was cvident by a steady stream of
people coming to sce him throughout the day; ye£ he also
reccived complaints from other administrators, departmental

chairmen and committees, that they were being by-passed by

persons who would go "directly to Gallagher."4
Resurrcection: A Pattern for Dawson College Government

In early October of the second ycar the issue of
governance was resurrected. Remaining members of the
Negotiating Committee on Structures urged by the presi-

dent, drafted a document entitled, A Pattorn for Dawson

College Government, (Appendix E).. A secretary on the com-
mittee added a cover page which asked, "Have you Had Your

Resurrection This Morning?" And the paper was publicized
throughqut the Collgge in preparation for a referendum.
Essentially ghis document recapitulated much of
the previous Revised White Paper, endorsed thé-council
system, and outlined the mandates of theJAcademic, Re-
sources and College Councils. For the benefit of ﬁew

persons in the College, it also included a brief account':

of the first year's-governmental ac¢tivities. Principles

d

4The administrative style"'of the College presi-
dent and other administrators is discussed in Qhapter
flve. . . j ,

Y
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of goyernmental operation were reaffirmed and new sections

deal{ with: the distinction between administrative (or
{
executive) responsibility and leglslative (or policy-

making) process; the right of individuals to,speak to an

B

issuce before legislative bodies; the need for a review
mechanlsm to treat "rare" cases of misconduct apyd:lack of
cooperation; and the need for a system of effactive com-

. ¥ . . . .
munication. Individual frecdom, now a preoccupation with-

»

in the College, was endorsed by this statement:

The humanity of the Collpyc 1s more important than
the efficiency. The way oyipdrtlcx patory denocracy,
as slow and tedious as 1t oft.n appecdars, must be
chosen 1in preference to the "easy" or convenlent way
to solve problems. All eclements of the College - )
government  should attempt to guide, -not to impose.s
Creativity must often take precedence over ‘clerical
details, and the freedom of the lnulVleal must be
recognized as well as the collective needs of the
community (Pattern for uawscn College Governmaent,
October, "1970).

. ' -

Concluding statemeuts in the document stressed that the

«

College had been founded on the "premlse of part@a@my
and representative democfacy," but "coilége—wide decisions,

by necessity, were being made by administrative personnel

through consul ion," and this method was unsatisfactory

N

and "un-Dawson.

First Referendum: Tri-Council] System

In addition to the "Resurrection"” paper, notices
were placed regularly in the Daily Bulletin, informing people
‘about "structures"and announcing-a series of rallies or in-

¢ - . o7 .

formation sessions préceding the Collegegneférendum.. Two

N
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examples ate included here:
FOR THE GOOD OF THE COLL FGE--ALL STUDENT

FACULTY & ASDPTS SHOUTLD DPLUASE BRaD 7in IOLLU' NG I”fOPﬁnLIOV

A COMMUNITY WIDE REFERENDUIT ON THE PROPQSED COLLEGE PATTERN.
WILL BE HELD TULS. WED. AND THURS. OCTOBHR 137TH, AND 157TH
VOTING BOOTHS WILL PE LOCATED TN THE MAIN LOBBIFS AT BOTH
THY SELBY AND VIGER CAMPUSES. POLL Luc HOURS WILL BE 10.00
A.M. TO 4,00 P.M. I'OR THI THREL DAYS,

/
ALL MOFBERS OF THE (Oi‘UWITV STUDENTS, FACULTY ZAND ADMIN.
srA}; ARJ UR(ln TO 1‘rrc10i"th7? DEMOCRATIC RIGHT AND VOTE

' s

jST YEAP STUDCNTS: IF YOU DO NOT KNOY WHAT STRUCTURLS 1S
ALL ABOUT, PLEASE GET A COPY OF "THE
PATTERN" FROM YOUR HUMANITIES CLASS,

/ ’ DECTIDE"!
(Daily Bulletin, October 8, 1970)

-

| f/ 513 u)/‘b"\"#btx Ex ::,mpge"‘ﬂ;"‘f‘ l

J . 2
/ . BEWUDEREY STUoeENTSS ”
v O(‘Qtoﬁo ex | O™ aily Bull~ -
---/——f,w” TN ,\/\‘,.M.,,e L L
wa CUT WHAT THE WELL\S canma OFF ‘
AN INFo. RALLY CCNCER™:5 STRUCTORES .
(WtTE PAPER, PATTERAN) — THURS.OCT. 15
AT. |30, MA;N keoByY ., SELGV-lsTFLbaB

\T5 YOUR COLLEGE -DoNT ScREW 1t

TN TSR N WAL N et - > e  PTY reepy

/
PoNT sCcRew ¢y/ -
(Daily Bulletln, -October 15 19709

g el
g ‘ "

iioa -
At the rallies the Council’ system was clarlfled

‘and the urgency of establishing a form of government-was
"+ stressed. A group of active students, many of theﬁ

members qf the orlglnal Negotlatlng q'@mlttee, were jolned

\
by a small group of faculty 1n3urg1ng a neg@tlve vote on
§ L]

- : v . <

.. . -
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[ »

"structures," their main point belnyg that-the College

1

‘would become too rigid and inflexible.
The following account of the "vote" appearcd in

the Daily Bulletin. Notice the emphasis on group repre-

1

sentation and "open" conditions.

STRUCTURES The count of votes took place in the
' .. Board room at 2.30 p,m. Oct. 26th.
The scrutineers were composed as fol-

~lows: Five (5) students, Two (2) ASP.,

and One (1) Faculty. Thg count was
made under "OPEN" condit®ns. Results
as follows: .

NO ..veteveeeeo.. 690 votes

YES i ienan. 872 votes

SPOILLD BZ\.LLOTS‘,R 44
Total& 1606
A - Therefore the structure will be pre-

sented'to the Board of Governors for
their deliberetions. ;

(Daily’Bu%gatin, October 27}-197@).

Interpretation of the first referendum. A

spec1al meetlng of the Board of Goverﬁgls was called on
November 9th tqgflscuss the 1mp11catlons of this vote and
all college members were " “invited toW®submit briefs on the
matter. Three briefs were.teceived, one\from a taculty
member and two fromxsthdente; The faculty member empha-.

sized the necessity for representative rather than

participatory " fown meeting" democracy at the collEge—

-

widedlevel and/peinted out the fact that students saw the
vote on . structures as an "establishment admihistrative
.thlng. ' The flrst student brief complalned that faculty

i

I

0
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et 1ot

alvant e over stuadents bocaune theey had bmmediate accens
U d

to thedy conptrtueney where o the arwdm™s, withe a much
Tatger an U diver s iroe b consti tuency, diQ'nmt; that the
Vet dng proniedures wede iyl b and, that dnadchuate puabe
ITeaty was o grven Lo tho e o endan, TWH‘TUW(H:ifW\NR?ﬁ'}

. - . . . . . .
brre$ sticocod tioet the proporaod structures served to

S5ttt the communtity into coeeer Llocks, and 1t generated

avatiiyv- throunah 1ndiroct involvenent, thatt 1+ did not
of for cach membrer of thye Colloas comunity a vote, and

that power was to be troancierfod from the andlvidual into
Iimpersonal Zverarchies (Dol loctions: The Oyanas Shoeoet,

Undatad)

After four hours of discussion contering op "the

f—
~

Bomd's tole in (Catering Doweson, and ot

. . ’ . ‘ ) ‘ N ' . . -
vishing to allenate larace ceqgoents of the communlity, " 1t

.

was unanimously decided not to ratify the proposed

govarninental pattorns. A resolpition was pasfed recogniz-
. \ . . N - .
ing the (fxfltvl(:a I ndture of this i1ssuce, antl college menboers
. ) . | i
wore askeds. e,
. .

In the spirit of matual trust and good faith and
peration .. . to resume study of College govern-
. . . and t® collaborate’with Paul Gallagher,
anyoﬁc else consideved accentable, in retainimg -

ght founding asnirations of the Colleye tn this most "
ifficult period (Minutes, Board of Governors,
ovember.'9, 19707, \ S S

Environmentad conditions, At*the same time as the
t — : 23, N - .
e rs ‘ .

b " . ’\.‘ . - N .-<.. N
college-wide "structures" 1isgue was boiling, similar

—
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activity was occuring at the d(‘}.ux‘tmcnt.‘il level., Int,('v_rn(l]
oryanization ()f.\ ot tent s, sub-division (‘):f large depart-
ments, and formation of splinter departments was 1n pro-

Gress., (m( sttons of student involvement, the role of

!
vhatrmen, the need for cnordinators of depantmental
' ~
grouvings, the seagnentation of departments and the founda-

tion of new groupings were mn\ml\nt concerns. A sanmple

of this activityain one department was illustrfted by this

4 3

notice in the Daily Bulletin.at the time.

< ENGLISH DI P’\}\"Hi*.\"l‘ Sonday-1nyaht 8:00 p.om., Sclby
Room 1095.  There will be_ s vrrolonged meeting to
merge our visions and draw up an adequgte structure
for the Department. ALL DEPARTMENT- HMEMBE RS MUST '
ATTEND, as well as any 1nterestaed veople from the
(:ommunJ ty. Take the time to examine your .ideas and
write them down for «ll to sco, whether they are
simple or complicated. Judy <Mendelsohn (faculty)

. . ., and Cathy Beck (Mosalce student) o o owilld
collect anvthinag written. Bring food (Daily Bulletin,
November 27, 1970) . '

According to interviewces, attitudes towards the
. , .. .
"structures issue" varied from those persons who felt the

Coliege was on the verge of ruin but could be saved with a

solid struacture, to others who thouqght of the College as

having d@ free and dynami* env1r(mmont which could only bo‘

1

hampered by a struct\:g‘e. ét}l.l othcrg concluded that

.,.n~" ~n

N

any btructurc would be bdtl&fd(,tf()L){, it wag Lhe personal~

> A .

ities of the pecople in\;ol'ved in the "structure.that really"
: . g
mattered. L » , 7

Regarding the existin(j college environment, Miﬁh‘isq :

notation appeared in the November 23rd minutes.of the

. « @

N )

i Bc;@;;c}": . . Lo

#
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Colloge structures and the wresent college climate
wore discussed briefly.  Mro Gallagher _expressed thoe
sentiment . . . that the oriaginal feeling of matual
trust was still there; however it was . somowhat dorm-
ant at present. ‘

¢

A Se (()hd INE f« Yol ,’\H oy 1411\'@

')\h ls of (()\wxnxmm

Following- the Board's carlier November resolution,

-

volunteers organized a serics of tecach-ins, rallies and
debates or a new referendum.  Faculty were requested to

enerate discussion in their classrooms ag a mecans for
by L4 7

// Q

educatify the electorate. 'Three alternative models Gf

. y
governance had emerqged.  The Council System was one of

v

them. A second option, "Workshops," was ihtroduced by the

group who had opvosead ti® first "structures" vote. These

*
persons, who were mostly mombers of "Reflections," and

) . o - : .
"Mosalc, présented their position through a kReflectilons
. _ ‘ ‘
publication, The Orange Sheet.
.-
) Structures must be hased on prlﬂClDqu of
; G’ PARTICIPATORY DL.OCPNQ\ . . . The LOllegO should
QaVe a "whole-College Council," where voting members
woyld be anyonc who was interested enough.to attend
. . . business would be conducted - -through "WOrK -
shops" (The Orange sSheet: undated).

The workshops would be sub-units of the larger council
and would evolve accordf%g-to need. - A third alternative,

‘that of Autonomous Departments functioning without the L

“ Tl : k - R
. v . ) . > N

- . o L e e

. .- > . . ’

SReflectlons and Mosaic were two 1nterd19c1p11hdry

programs founded by students and faculty in the flrst.yegf//ﬂ)
References to pertinent aspects of these programs are made

throughout thls study. . . P

s +

v.'b, - . — 3



influence of -a central council, was proposcd by the

Electrotechnology Department .,

v

The altcernatives; Councils, X.(\Nc}m s, and Deport-
3 g ¢ !

ments were voted on by mail.  The forty-sccond meeting of

the Board of Governors, bDecember 21, 1970, reviewed these

t

election results:

\\.
e T IITITT T _..__t_‘,_'..‘ T T T T T I It oo T
Workshop iCSC”FQtIVQ Departments Totals
Councills !
_ T  m—— e e - - ———
Students 221 208 74 e 503
Faculty 13 44 11 - 68
ASP 6 14 .9 29
Totals 240 266 90 " 600

Lengthy discussion ensucd regarding the disappointing vote

which was fully 1,000 less than' the original referendum,
Finally it%was‘agreed that the Board, in this instance was
commit ted to agtioh and must request the community o

-
-

adopt a gbverninq process. Paul Gallaghe:rmovcéAﬁpg

folloﬁing resolution which was unanimously accepted.
- .Whereas the will of the Community has not. been

conclusivedy expressed;
> € -

— " s’ - Whereas it has been conclusively expressed that

a form of government_is necessary; ’

.
- .

-_Whereas there Wlll be an attempt to make a form
of government Wwork at Dawson, '

vBe it reSoivedvthat: ’ -
£ . .
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' ‘ . i

The College be reqguested by the J‘Bo(lrd: {a) to
establich a Collaege Council without restricting
opportunitics for hepartmental and Workshop views to
operate and, (L) to revort to the Board, not later
than aprit, 1971, as to the cffectivegess of Govern-
ment at Dawson &nd to present recomme@ations as to
the future dircction for Government at Dawson (Min-

utes, Board of Governors, December 21, 1970).

Flection commiticees were formed by volunteers to
-
oversce the establishment of the Councils.. On March 25
. - . \ A L 5 .
of Yecar Two, the first m(zé\g.lm_; of the combined Academac
' 4

and Resources Council--the College Council--was convenod.
The next section examings the operation of these councils,
and changes which took place during the fdllowing ycars.

Evolution of the College's system of governance 1s pre-
- 9
sented in Pigure 1.

v

V. THE COUNCIL SYSTEM: » OPERABION AND ADJUSTMINT
4 .

As stated in the "Patfern 'or Government," the

~ t

.
- : ) L4 .
Academic and Resources Counciis were to mect !Egularly
wherecas the combined College Council was to meet only on

issues which spanned the mandates of the other two
Y, . \
A
ouncils. A review of some aspects of ﬁ‘he councils'
; s review 0L SOle CcCts B L

. -

operation 1is included here to add insighk"into the problems
. . \ .

encountered with this dimension of participatory govern-

/

. -

S ‘ . ¢
ance. . '
. . : R
¥ . Discussion of council operation i% copsidered in
. P
14

.~terms:of: mandate; significant agenda concerss; analysis

’

) ® ) . Yol o :
f attendance including the Board of- Governo
v :
% 2 - : "
spectives of council members gained through 1

»
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and supportive survey data. Changes which took place in

the Tri-Council system and recent proposals for govern-

mental amendment are also presented.

The Kesources Council

—_— . 3

Mandate. The Council shall be concerned with
college-wide policy in non-academic arecas including,
but 1in no sgnse restricted to: utilization of space,
services and resources of the College; and excluding
matters falling under the jurisdiction of- student
government, Faculty Assogiation or ASP association
(Pattern for Dawson College Governmoht:6) .

[

o The Resources’ Council was convened thirty'times
between March of 1971 and April of 1972, before :disbanding.
An analysis of minutes indicated an early cqncern for;
procedural rules and the fenction of theé chair. "It was

agreed that rotating chairmanship would be 'democratic'

and provide a valuaple rning experience" (Resources
Council Minutes, March 29, 1971). The first four meetings |
e . )

-

were chaired by students; thereafter this function‘alter?'

, :
nated between student and ASP members, ‘ .

Agenda concerns. ‘Agenda for meetings generally

included a student's report on thc'“Senlor Admlnlstratlve

. 6 N . C c o : -
Meeting""; and discussion of bu81ness ‘drising from the .

’

four sub commlttees on\plant utlllzatlon fimance, per-

5
sonnel and College serv1ces. Minutes of‘s'x meetings
. N . P - ' Q ' R
: - 6Sometlmes referred to as. the Managenent Mee$1ngé-

convenéd by the“president @long with the Coordinator of -
Educational Services, Director of Student Services, “Direcs »
tor of Continying qucatlon, the Comptroller-and sometimes

a sfudent obsdrver, Purpose of these meetings was to ' ..

. share 1nformat10n ‘between various operatlng unlts.-

® ‘.1

.-
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. . . - . * . ' -
indicate the scervices cormittoe was particularly active
In reviewing the problems of operating the Library and

Audio-Visual services under "participatory” conditions,
L
Concerning the loss of property in these arecas, one state-

ment read " . 1t may be necessary to use 'supervisory'

methods which might be contrary to enunciated College

philosophy” (Minutes, Resources. Council, May 10, 1971).

b
In November of tpe third year, Paul UJLlaghgr rade

a second "State of the v¥nion” speech (Appendix p) appeal-
ing to College menbers to deal with several college-wide

problems. A special meeting of the Council was called to

discuss the specch:

o . . . the Rcso!!ce Council agrees with Mr.
Gallagher's analyses of the current crisis but that
> it finds it very difficult to react to 1%;omw<1dafions

whose meaning 1s not clear. . ... the Councid feels,
the crisis is ohe of structures, relationships, and
accountability within the College, and tilat conmun-
ity-wide .1alyscs 0of these matters becone ,the focus
of the College within the next few months. Until
such time asgﬂew structures are approved--the
Council reétommends that the College trust the Direc-
tor Genendl to determine areas of responsibility.
within the Cbllcqo in accordancn with thé Dawson
Phl]OSOpl} and apvoroach (Minutes, Resources ﬁounc1l

) - . , . (

- Attendénce. Minutes of several mecetings ‘contain

reference to problems of poorLattendance and lagh;oi‘

t .

uorums Stud of” attendance fl ures 1nd1cates the
g \\\ Y g

s

twelVe members (flve.students, flve ASP,ftwo
« - . * . ’ 4

ten nirty meetlngs were 'held with less than

Al

 person§_requ1red fog a quOrum. Analy51s of attendance by

; e



&

naled the lagt meeting of the Kesources Council:

L% , :
77
» -
- . . ) .
grouping demonstrates: fifty percent attendance for

students; ses ‘ntwwfl“e paércent for ASP, and sixty-five
) ) 7 i r_( . :7 . . . - .
percent for faculty. . _ -

On April 26, 1972 this cntry in the minutes, sig-

. . : the Pesource Council was not functioning the
way. s colleye-wide legislative body ought to, and
should it therefore, disband or amalyamate with the
Atadgnjc Council. . Tt was agreed that the Secretary
‘should explore the possibility of having all Council
bUblnGaS (t.e. Resources and Acadomic)_dgﬁe'ﬁhrouqh
the College Council.

‘ﬁnﬁerview perspectives. Why did fhc Counc11 dgs—
' >

L)
band? Oné council nember felt th reason was becqyse'rt

v

A

’

lacked input from senior administrators, "genior ASP
o ‘ o o
hacked 'it for a while, but quit or resigned beCause they

didn't have thm time . . . lowor echu]ons like myself got

PRy

a@s

voted in who didn't ha% ‘CIUO on blgoer iSsues.

)_,

Another member Offeled Lh 5 pers OCthO on the Réso UrCLS

o

Council: i S o ST

-« . 1t would never meet as a quorum; d lot of

+ASP didn't want to, or didn't know how to get into -

it--people reslgned and it was difficult to 'get new
members, Thére was thc feeling tpat some individ-
uals used it to advance their own causes; it was
nevér clear how much jurlsdlctlon they had .over
things like Library'and A-V or how much they wanted
to have in relatlon to recognlzlng the need for a-
+ degree of autonomy for those unltq. T]ﬂa]]yﬁlt was
recognized that everything here.is related to the

academlc proCess, the real,acolon was in ‘the Academic
_ adrsacl .

- %

. 7A comparison of attendange for all coyn01ls is’

presented in Fl@&re 2, N . . -
‘.'l g M S v .
; , | . ; .
) . PR , Se .

.

.
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Tne ﬂ(dﬂowlc Council

. “ . - .
This Council was conmpesed of twenty persons; nine

students, nine faculty, and two ASP, onc of which was the

coordinator of Fducational Services.
Mandate.  The Council was to be: . . . concernced

with collcge-wide policy in all academic matters
ipcluding, but 1n no senss restricted to: student
adnmission and standing, curriculun dcveloPmenL’and
programme approval, course evaluation, college-wide
iniplications of student cvaluation, faculty cngage-
ment. It shall advise the Board of Goverpors on all
matterssof acaderic administration. Acad<m1g budget
estimates and all college-wide policles reagarding
academic budyets, services, and utgllzat{on of

academic facilities, shall g(uuire avproval .of the

. - Y
Council before 1m)lo nentation (Pattern for Dawson !
College .Government, 1970:6) . . '

D i . . Do
The Acalehic Coupc¢il met thirty-scven' times over a four-
teen month perio&, between Maych of 197X and May of 1972

when it merged with the Resources. Councll to become the
. ¥

College-Council.

The minutes of early mectings indicate concern
R T .
with prOCQdural qu@"thnq of chairmanship, time of meet-

ings, voting proccdureq;uulsiijing of quorumd. . These
‘CONCeYNns Were indicative of the enviromtent in which ‘this

Council was to function as noted by the'following'minute:

Heated ‘discussion followed reqardlnq the value apd

role of chairmen . . . a fixed chalrman would siphon

Coff- probably one of the best contrlbuttrb + .« . that.

to rotate chairmen might tend to split| the community
(further), whercas one trusted. person ight hope- to

< " bring it together (Minutes, Academlc 8buncil, March ,
31, 1971) C : o ‘ ‘. i

. . - : |
e ' . »

Flnally }t was agreed that 4 student and th@ Coordlnator

L

**of~Féﬁe&t;onal.SLrlegq ,would act as co- chaeren,

c . . . :
‘ [ i B :
a.. . ’ - ] . HEEN



» . 80

. alternating every meeting.,
) ab “‘v

. And this observation occurs in the minutes of -

-~

danother meeting which 1llustrates once of the perennial
. : : . :
* © concerns within the Cellede.

.
¢

The cternal. question of efficiency versus humanity
was aired yet another time, agaln to no unanimity.
For example a fundamental poilnt was made that the
Council had to be efficlent, to proceed with an

L4 admission policy in ordef, to expedite the humani-
. tarian aspect of 1nfoxm1ng applicants of their -
-‘ status (Minutes, Academic Coyncil, April 8, 1971).
4 . , . ‘

Agenda concerns.- A review of all the Council

3

'S

minutes indicated thirty separate items of bus iness: Not
’ <

all of these were deemed to be of equal 1mportance by

’

A interviewces who ranked the following six items as most
N _ ot a -

-,

significant: (1) Faculty evaluation and re-engagement

boliCy;v(2) Academic regulations;' (3) 'Endorsement of
student barity; (4) Audio-visual library priorities,

\

"., 45) Integration of day and evening programs, and (6) .
Intervention in the E}ectroteChnqlogy—Hathematics depart-
mental dispute, -

- : , ' ‘ !
Attendamce. Several persons interviewed peinted
= out the prablem of pbdr attendance at Council meetings. .
B » . - , N

. AR ' o, . .
‘ . - S - , ' e
In particular a student member complained of "lousy
‘faculty participation," while a faculty member stated, =

uwe3re trying to invblve studchks, butqbalf of thém

A never show up." Ana1y51S/of attendance flgures 1nd1catesn

’

\;

. \p§%t1C1patlon by the two groups ﬁo be qultef51m11ar w1th
: v .
Jusb over flfty percent attendance. It was.alqp noted by
. P ) T, B . . . ’ L

B
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obscervors, "that the same few students .and faculty show:
up at every nceting.”  Pecords indicate two students and
two faculty'dﬂd at@end ninety percent of the meetings,
these same persons wore very active in several Othor colleqge
bodics. The two ASP membeéé, oﬁe a sccretary, the other
an administrator attended all meetings. Also, and perhaps
of significance, the College Sccretafy,-attended ail
meetings. This'same person, actéd as sec tﬁr) for the

three councils, as well as the Board of Govarnors ggd’%ﬁg//

Arts Scctor Council. Congequently he was very knowledge-

R A A v :
able about college affair?band‘was a.valuable contgct for
” ) Yo .
information pertaining to this study. ! )
[
Interview perspectives. Sixteen persons mnade

refercnce to the Academic Council durinq-thq;tpurse:of
interviews. 1In all cases, they felt the Council was
ncecessary but therc were several negative viewpolipts

éxpressed about 1its functioniny. . Feelings of frustratidn

with long evening meetings; a sense of non-accomplishment;
. ~ . Y .

-

dissatisfaction with internal bickering; perteived lack

' 4
attendance,. and persohs

of interest as reflected by pog
, ; .

drifting in and out of,mbetypgs,‘were‘quite,geheraliﬂ‘i

One faéulfy whO'had served on the Academic Council

A

f 4

for a year had this to say: . ‘h’

- I thoudht it wOuld be, a place for dékldlng import—
L and thlings, like methodg of teachlng, evaluation, )
' ,and serjous analysis of academic issuyes. Instead we

"had lon . rhetorical debates,. not gn academic issues
~ but polltlcal ones--the eternal hdssle of democracy
| - versus comoetence, efflcxency etc. - More time was

pae LA . )
- . | . P . ; :

i

N [ C : ' .
. ' i : . i . o ’
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spnnt debating how decisions were to be made rather
than with the particular issuc. Pecorle got punchy,
it was a bit of a-joke, I was cventually disgusted
and resigned. .
| . . -

Now as I look batck on it, we did achieve somne
good thinas like developing a conplexppeolicy on
faculty evaluation and re- engdq(mﬂnt but you still &
wonder whether the effort was worth the time.

Another prominent Council member, who had seldom

missed a muetlnq, was of the opinion that,
€
This whole busincss of group dec1910n maklng is
new to everyone, it will take time to work itself
out,.peOJle complain, naturally, but most of us are
trying to make this pafticipat;ye thing work.
A _ : )

e viewed the Council as hawing an important role to play
e /7 . "
: . .~ . .3
in cultivating the "anson I1llosoohy,' and pointed ocut
& '

Council resolutions reﬁardino student parity and studentjw

‘ $ A
évaluatIOn of faculty, as examples of tHla cdncern&

\ En the spring of Year Three the Rosohrces Council
¢ . D

*
)

merged with the Acadcrlc Cou1c1l to become the College
CQuncil.‘ A que:nmental Amendments (ommittee (three ";ﬁ,

faculty, thrce students) was established to review the /

. /
«

value of a twa counc1l syvtem and to Jnake recommendatl®ns
Tt gt T T T s A - e e A e e 77~“ . .' o

for future governance.

The Cbll&gngouncii ‘ S .

e © Mandate. As cutlined.in_ the oriuinal Pat
. i

GOVernnent the College Counc11 was ohlyl to meet/on

1ssues which wera.the comblned busxness of~the Academlc

’ i

’and Resources Councxls. _ - ' . o
“ : : ‘, . |

. ’
i

Y
. , .

Agenda coﬁgerns. Three organlzatlonal meetlngs' ,
T 3 - " ) I ) ; o P .
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were held in the spring of :Year Two and the Councll was
—~ .

not reconvenced until May.of Year Three. This meeting was

>

called to discuss tofd -items: (&) A Preliminary Report of -

the Coverpmental® Amendment Committee; and (b) Investiga-
tion -of a -"Student-lachulty Incident.

3 ' 1 , .
The Governmental Amendment® report reiterated.

1 A . ] .
many philodophical. principles of the College; participa-
tory democracy; human%&y over effdciéncy; creativity;
decéntralization; and:toléyance fof individual differ-

'éﬂcée ) It suﬁqestéd adopﬁion of a review meghanism to

®

K} . .
,—g "treat rare cases of mlsconduct and also statedE
~ ‘t L 2 3 ’M
L] ,‘ - -
T -~ There are some peopLe at DaWSOn who dlsagree wnth

>

el "the phllosophy ard Openly state’ tigat it can hever -
work. Thdse peopl® have not offered terhative s
, prlnc1pleq & phllOSOpny to this bod yt*: o‘ln oux Qpin-
' '.f ion their-only dptlog is 1o leave..- . o
4

The commlgtee recommendeg "adjustment of structures
’,\\ T R b J
patrer than startlng ail over agalm. The need flor

o &

adjustment stemmed from ‘these stated deflClencles.

: (1) Membershlp was unrepresentatlve. Ohly -
_ ' students with light. loads participated.
Faculty part1c1patlon was less than adequate.

(2) Few people Have the time,’ energy and commit-
ment to be concerned about all aspects of
college life. Meetings ‘have ‘been too fre-
quent and too lorng--1long phllosoohlcai and
often useless arguments have ensued.

RSN <

(3) Present Councilsg have beeﬁ often forced to

‘ - think legislatively and judicially together.
Some form of 3ud1c1ary is necessary.

(4) The Resources'Council is floundering. Almost
all resources have academic implications and
policy concerning these resources are related

" to academic¢ matters. . e . -
.- . , e

A

N

V3 »" ’
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(5) Thc College Council, while_perhap§”having
the best chairman, is for all intents and
purposes an obsolcte pody (Amendment Commit-
tee Report, The Dawson Planet, lssue No. 19,
Undated, Spring 1972).

The Amcndment Committee made two r-recommendations:

=

(1) Establishment of an Ombudsman (Judicial) Committee

-

composed of two ASP's, two faculty, two students and the.

Director General; and (2) Creation of a_forty-one member,

. & ~N .
All College Senate. The College Council discussed the

report paying particular attention to the composition of

\

the Senate, over the next four meetings in the spring of
1972, (Year Three). At the same time several in-camera
sessions were held to deal with the "student-faculty inci-

dent," allegedly a scuffle botween\a student and teacher

' - o . : <o
over teacher evaluation. This case' added impetus to the

- proposal for\ a Judicial Committee. )/
-~ C |
: The two recommendations were put to a college=

wide referendum, in which each of the student, faculty

and administrative groupings would have" to register a

§=major1ty vote before acceptance. At the sevemth COliege

\

Counc1l meeting in September of Year Four, it was reported

/

thatgthe proposed Ombudsman (Judicial) Committee was
;acceptedabut the idea of a Senate was'rejected. Evidently

¢ faculty, were opposed to the "over—weighting" of students

-

|\ on the Senate and voted against it. .

' Counc11 deliberations during the time of this

\research, 1nc1uded discu851on of alternative arrangements'

\ o
\for(the Senate. It was reported that all members of .
Fed N . P .
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. ,"A‘.‘\) . - ; -
the Judicial Committee were elected by acclamation. Alsa,
emerging from discussion of the "student—fdculty incident”
the Council proposed that a "Code of Behavior" be estab-

lished and submitted to referendum. Three students volun-

teered to "look into" the matter further.

Attendance. Records of College Coun011 meetlngs

indicate less than flfty percent attendance for the. thirty-
two member Council was- ettalned Fifty-one percent of
facult), forty-six pereent of Students, and fifty-one éer-
cent of the ASP membership pafticipated. Of these, nine
persons attended regularly having over n;neé; percent.
attendance. This included: four faculey,“one of whom 1is
mthe chairmaniand now also the Directof of Student Seérvices;™
two ASP, a seeretary and the Coordinator of Educational
Services; twe;Students,vand the College Secretary. . Worthy
of note is the fact that many of thesé same people were

\

also “regulars" on the Academic Council,

Interview perspectives, In several interviews

persons suggested that althqQugh the Council was important.,

the "real action" for involvement|wad at other levels.

‘One English teacher commented: "Host people are only'

concerned with the operation of their departments and

that's where they want to partici ate."' This dimension of

“;"\‘.

part1c1pat10n is ftirther examined Wh‘Chaptgr five.

Oplnlons about the operatlon of” the College Council

were similar to thosefexpressed about the otheﬁtgéshplls.

._‘:‘_ R A ot
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5

that he recognized the frustrations of poonl

On

tllt
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were too high.
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Joined in the discucsion of Jfsoues. At the two meetings

in, cucstion the agonia included presentation of reports Ly

the orosident which verce then discusaca

Dy nenbperssat
Jength.,  In one mecting.lasting for cioht hours the speak-
oE ,

ding Ndne was noted for cach grouw over two one hour

~

periods. The president -occupicd thirty-fourvpercent of
‘ . &
the time, followed by students with ninetcen percent,
' ‘ J
faculty with sixteen percent, external members with four-

teen percent, non members with twelve percent and another
~administrator with five percent of the tine.

It was noted that the chairman (ap external member)

- 4
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WAS o very patient ino o lowing discoussion to o ran it course
- ' : ¥
‘

as o the Poard attemptod to oporate through consonsucs,
Tnterviows with Board nenboers poade 1t very clear that thoe

o v . ) _ , , .
precraent was consracted to bhecthe most o anfluential, porcon
onoothe Board.  wWhen eskoed why, onoe faculty menbor supunare-
1zed by saying, "It's quite simdle really,  le usually has
the Jbhest 1dogs "

' V1.  SULMMARY AND ANALYSTS .

This chapter bas scrved to place the develowment of
; P ;
r
1
the Collece's governmental structures in historical per-

spective while also illustrating som¢ of the dynamics of

the participative process which the College was evolving,
" o A L

The chapter reviewed the carly vhilosophical position

which was to serve as a foundation for a participative

v/ -

approach. It traced the cvolution of hnember involvement

in developing a model for governance and also noted con-

n
current organizational developments which had a bearing

on the system of governance. The difficulties faced by

- \
v

the College in deciding upon a three council system were

examined and the operation and adjustment of the council

system: were reviewed.
At the outset, the College,.-and in particular the

president and the Board, was faced with a problem of plan-
_ : J
ning for a very complex organization in a very short period

of “time. They‘chOse’to adopt a position which stressed
!‘ ! .. v ) , | ) v '
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R a )
involveraont in decisions by those affccted by the decisiond
. . . . . . hi
It 15 possible that thio orientation wvas also an extremely

practical éne consrdering the constraints of time and

thexperience 1n starting a-community college.

i

i
.

v

Fxamination of the governance 1ssue reveals the

College's: struggle to cope with normal operational demands
while also attempting to evolve the ideals of "community"
and “"participatory democracy" into.a workaole form of
governance. No well constructed plan or thcoretical base
existed for this adventure intd participation other than
a general -philosophical guideline known as the "Dawson
Approach" and the ideals of persons who became assoclated
v » : o

with the College. The experiment rcceived continued
support from the Board of Governors which in itself‘geprek
sented a dimension of institaticonal self-control as the
majority of persons in attendance were from within the
College 1itself,

Although some guidelines calling for a Board and

some form of Academic Council were established beforehand,

the systém of governance, as‘well as many other aspects

-of the College's operation, were to evolve according to

the perceived needs of college members. Advaﬁce.planning

‘was almost frowned upon as answers to problems were to

~emerge from action. An attitude of, "we will set up

v

mechanisms to deal with problems as we recognfze the

problems," seemed to pervade early college deveIOpménts.

*

/
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There appeared to be qlny positive outcomds to this .
apprqgach as nembers identified with the pioneering spirit,
. .

. ° .
of the College but there were also’a number of related

v

difficulties,, . .
Why did convcntzonal departmcnt structurds form so

quickly? The idea that the Collegye was "structureless" at
the beginning was hardly truo. There existed a form of
"administrative structure, " witﬁ gengral ;esponsibilities
not unlike those which could beLfound %n otﬁer colleges,

and much of the curricdlar,program was outlined for the

.College at the‘provincial level. Faculty werec hired on the

14

basis of subjectjarea expertise and worked together in

1nformal disciplihe groupings prlor to the College .opening.

Facu]ty workshops set up to gene:dte proposals for the

Al

Commi'ssion on Structures were fore-runners of present day
. \

departments. . - 1 -

»

Departments, ad-hoc committees, and administrative

decision-making by default, \constltuted an informal system
b)

of governance pafallel to the formal coun01l arrangements.

Some dlmenSlOnS ©of these developments, such as department-
allzatlon and unlntended admlnlstratlve control, may have

']
been negatlve consequences assoc1ated w1th an evolutlonary

'rather than Planned approdch to organization. The adminis-

trative ‘and governance organization of the College ‘is
pPresented in Figure g |
Lack of agreed-upon mechahisms for decision-

mak ing posed many‘probléms for the Collegé. The task of
’ 5 .

-brlnglng together college—w1de oplnlon on a matter such
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as the selection of a govérnance structurc, was compoundedc
by tha's def1c1ency. Concerns for decentrallzed Operatlon; »
'~

non-hurried.decisions, and'"democratic"/procedures were

-

pre&élent,vbwt it became increasingly'difficulf to trans-
late these ideals into practise on issues oOf college-wide
concern, ‘Problems of o:éanizing.studekt opinion, of com-
municating the essence of issues, of e&ehanging viewpolnts,
and lnterpretation of votlng results—-even the questlon‘of.
whether. voting was an aporopriate ﬁechanism itself-—were'

all manifestations of ﬁhis'malaiseu
The waning in%erest‘ln voting on a etructure %or
governance seems to have been relatedrto a‘nuﬁber of chi
o r
tors. The College had developed advhog‘arrangements‘for‘

N

»

- dealing with day-to-day operations; administrators had

. won the trust of college members and their involvement

was not percelved as threatenlng the “democratlc" base of

the College governance; .and the problem of communlcatlng

*. -

~\‘_;nformat1on in the College, all seemed to contribute to/a_'_

. . . o, _ | o _ 7 k9
de¢;eg§1ng concern for the 1ssue“of formalized gOVernance. ~,/_/
S ' \ -
. Another 1ssue whlch emerged from this. chapter was

. *
-t

that of the functloPing of colIbge authorltles ‘in thelr ,(f,

e

attempts to esﬁabllsh parthlpathn as a mode of opera- .

+

vtlon. In partlcular, how should a presldent give leader-
1}

.

'Shlp to a college attemptlng to 1mp1ement part1c1patlon?

) .

X
HlS 1nput 1nto varlous commlttees was demonstrated many

tlmes. Was 'this a contradiction to his de51re for the

College to?become\Self govern1ng°‘ How mucﬁ 1n1t1ative .




~

‘Wﬁen ‘it was recognized that no clear d;stlgctlon ex1sted

. - .
should the president take ‘and §c>what extent should he !

Ly
stand back and wait for the "community" te take qction?
o [ 7
. <

What if the "community" dogs not, or is incapable of

. - A4 . . Lo '
taking action? Should he assist in organizing the com-
R ) .
\

" munity, or is tiris iﬁ{erference? And finally, -how does

i

' !
he reconcile contrastlnq v1ewp01nts from thost who on®the

one hand, percelve the College to be out of control and

expect hlm to establish law and order and from others
“h

who feel that the open cllmate 1s extremely positive and

Hfshould not be restrlcted by admlnlstrat1Ve actlon. Many

'

., 0f the same questlons also apply to the role of the Board

within the College " The dellcate balance betw en giving

direction and allow1ng the College to develop iXs own =

-dlrectlon, is a recurrent theme in this study

Regardlng the development and operatlon of the .
~ .
counc1l ~system; onte commxttees overCame "the problem of

tﬁe correct "mlx" of students’ faculty and ASP; ~and the

councils settled thelr many procedural problems, the
»

council. system operated w1th varlable success. 'The Re-

-

sources and Academic CounCLIS each convened more than-

thlrty tlmes and many 1tems of bu51ness were transactéd

.

& ‘.‘, %

t,r"' ’

*

between academlc and resources matters, these two counc1ls

'amalgamated 1ntp the College Counc11 In the Splrlt of

';the Orlglnal Whlte Paper on Structhres, whlqb called for

e ;
flexible structures whlch could adaptéﬁp,new condxtlons,-

y 4

pamalgamatloq of,%hese twg Coun01ls may{be ithrpreted as

T . . . . e
A, S L. . Lty

R wa . ,,: .
. g I P A H . Lo 4
. : v S . - . : ) .
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) . . ~ .



making.

.a positive feature.
Still the operation of the Council system por-
trayed maﬂy unresolved problems in adopting~a participa-
tory form of governance, Jurisdiction of Celtege—wide
*bodies 1n relatior; to departmental groups,” ang to indi- a

. , .
viduals within the College was a constant concern. Inter-
' »

pretations of the concept of participation and the rights’

of the incividual were as varied as there were people 1n

thae. Colleqe Lack of attendance at council meetings; with

« Te

.
the exceptlon of the Board of Governqrs, was a source of

1rr1tdt10n for taose who atthde often at personal cost.

S

"The“Councils themselves were never consicered to

K

- X4
be well functioning groups as members expressed much ,)

frustration with the. painstaking process of decision--\_ f«

S lﬁlghSUgh the Poar& of Governors endorsed the
S i“';‘_" oo e .
-Couﬁcil‘system,ln favour of autonomous depi}tment and

wofkshop concegts, 1n practice these other alternatives

o 3

weme Stlll present té a hlgh,degree.. Meetlngs were often

attended “by WhoevEr snowed up,” and some departments

.
functlened almost 1n@ependently of the councils.

L o)
R The next chapter examlnes "in more depth the process

v

'of\qove;mance and the 1nteractlon of the major counc1ls/

'the Boqrdl nd other college elements in the development of

a pollcy on faculty engagement. T T 4?>
, RN N N o ' : ) P

: . ) .
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CHAPTER 4

>
PROCESS YF GOVERNANCE: DEVELOPMENT OF

A POLICY OF FACULTY ENGAGEMENT
%

I. ‘INTRODUCTION

-

- % (4" .
During the time of research’ on gavernance at sthe

' *

. College, evaluation of faculty was.ih'pfogress and an

? opportunity was afforded to observe it first hand. Notices
Asgch as these were common in the college's Daily Bulletin:
. _

Teacher Evaluation, Math, Department: Question-
naires in class to he filled out. Please submit 1in
writing any comments you have on the re-engagement
of any staff member of the Math. Dept. to J.A.
Guetrriero, before Decs.15th (Daily Bulletin, January
22, 1973). ) '

Humanities: Re-engagement: Teachers are up for
re-engagement. Please submit any complaints or
remarks to Shirley Verney, Hiring Committee and/or
Leslie Lynn, Ombudsman Committee. Please we need
students tq do a gogd ]ob (Daily Bulletin, December
8th, 1972).° R

‘x/

The issue of faghlty,engagement was,idehtified as

an extremely important one in the College. Examination of

o

the .issue serves to illustrate the process of governappe,
as major college bod}es such as the Academic and College
".Ceuncils and the Board interacted in the development of a
policy on the subject (See Flgure 4, ) Althougﬁ-etaiuafioh

vas’ con51dered to be af"hot" 1ssue at the time of research

* 7

1t should be kept in m;nd that the procedures had evolved
] , ’
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Jan. 127: Doard Dracuse s MNeoeoo for Pe—conaacenent Proccodnrg

Jan. 20 Wrrepartac e Coronte o crplarnts subaatied o Animator
Feb, J6: M conmploants oo

’ Oct. 26: Pooard Paculey
Nov. 23: brolamanay ;
Dec. 7 NMavionsie Pacutley

Legur st Ta Folicy on Engacencnt

ol t
+ Strudent Viewpouilnt

YEAR 00, 1 09T70-71

b 4

The president's proposals to Agadenic Counci)

Academic Councl) Foeonponpoe
- i N

Task Foroe set-up June 22

Initial 2 Ycor Contract June 23

1971-72

'YEATC THRE
e
Teacher Evaluat: Tash Porce: oot 15
Teacher Lvaiugdron 5 pornto: Goet. 22
) Oct. 2%: Acadenyc Council Reports to Beard
Outline Deopt. PFrodiures: 0ot 27
Appeal Mechanmrso: Nov. 5 .
Nov. 22: 14 point Appead Mechanisr
Jan. 11: Sona Departiments not Cong
pedes 24
26 v
Har. i ‘
crzod: o ay. 3}

»

slyang

Task Force on Faculty Fnoo
Censure of the Lnclien
Rever e poeeisl
Decision Not to, Re

THC

Discuscion of Hirino iTtice: Mar, 10 . . . G
Student Parity on Hiring Conisttec: Mar. 20 .
. Brown Report on Faculty Engaccment Tabled: May 25
,
. YEAR FOUR, 1972-73

Acaderic Council merues with Collcco Council
Brown Peoort. Miscussced: Oct. 17
Brown Repoit Accepted by College Councal: Doi. 30
Kov. 6: Collese Council Report Accepted
Student/Faculty Representatives Lo CCHR: hov. 15 - \
Dec. 11: bvaluation Process Underway
Jan. 22: Appeal Board biscussed

3

A FIGURE 4

‘II’TERACTIO.N OF GOVERITING LODILS 1IN THL
/DEVELOPMLIIT OF A FACULTY ENGAGEMENT '
: o porfcy, 1969-1973 - - .
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over a éﬁur year ﬁcriod and were part of a larger process
- i Lo _‘-"
of engagement,,eialuation and re-engagement. The 1issue
was also just ohe.of several concurre issues.,

° S‘ ¢ ' .
Minutes of coli%ege-wide bodies such as the Board,

k]

r

-

the Councils, andvthe faculty assoc1atlon, make over

fifty separate refe?énces to this issue. Numerous hours

of study were pnt 1n by 1nd1v1duals, commlttecs, and task
forces to draft pollcy for drqcu3510n 1n{the'coun011;‘
And more than thlrty depa;tmonts formed commlttees of
~studént and faculty té &evelop eééluatlon 1nstnuments | -
admlnfster them‘to students, analyze the results,pand

conduct revieéw procedures.

Examination of the evolution of an employment

policy within the College is divided into four stages.

Initial terms of faculty engageméht; interim evaluation’
procedures, and related environmental conditions in the

first two years constitute the first stage. Stage

two d@SCusses thp efforts of Academic Coup01l and the
Board of Governors to develop a policy on reengagement _/
for. Year ;hree. Stage three is concerned with the Col}ége
Coﬁﬁéil‘; position on faculty reengagement and evaiuatigp ‘
as a reﬁult of the Brown -Report, and finally stage four

deals with a discussion of the 'finalized policy, its

impleﬁentation,;and‘the'responses of.sbme students and

-,
LN

faculty te the evaluation process.
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mont was that o colioy won ey A W
stance was reflocted by st atornt o e Poreny )
Board of fGevernor's mrnntor:
-~

Jt owas the aoneral ' U ﬁ
teaching star! chouwld Pt : '
ments without ang SRCE I AN ‘
ditions otbhor toeay ool Vi e T ;
benellts wrovosed, gl v ot R -
appointment would Lo ovoreesadl oo bes : :

e .o TU was thioe amed oo e o ot ( !
policy should bhe to olior a7 ot ! x ‘ )
ROssible toerms and o fie o . AR
the first rart ol 1uui-70 <o IO .
o set of conditlions in oonnalioat o ;
the staff, . - .
Acceptonce of the gouneral Contl! oo Ll N
the "Dawson Approach™ by P EVERICR I S, X HRIREIN
his contractual agreerent with e Collod S Ut ot
1
year" :

The College exista for thoe studonts anpd the w0
of any program or activ®y nuct Foon oot i o '
terms. Tt is taxen tor grantod that T b
the teaching stai{ will accort thie = ot
College to the extent that hic compitment io et
measured in number of hours rien to the wors o tha
College. . . . The tine commitkent of oach monbor of
the community should not he moasured v anvone pat -

himself. . .

should evolve with t

{The Dawsbn Approach* 1969:1).

lAs noted,previdusly, salary scales and otheéer

. The prerogatives of
Ime and changlng circul
Job descriptions should Le no more
trust and sense of shared recronsib

staff

n G
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broad working cpnditions such as the length of the college
year were negotieted at the provincial level.
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prolirinar s rerort of thoerr yrogress Lo the Pooard in
v s In becenbeor o S0y menhers of the Faculty

Atcociation divcoencoed ond o oneended the ronory ot og lengthy

Prve Neur wectine. A sionificant feature of the report
. ; J
wonotnoat departments wore to play. 4 central role in the
Ye—ensagement of faculty. A gsystem of tenure was also
Prozoscd, The renart also included the reguest that the

precident bLe designated as o person to examine Depart-

5
mental Rewviow Mecnanioms and that he also serve as con-

cilia tor {or any digs tes wit "J] n denartineats, For some
P / !
]

faculty, this represcented 2 dramatic change from Drevious

3
towards aflministrdtors.

(84
+
bt
s
=
~
S}
%)

sSusrtlcicus a
)

: . ) .
In nid-becenbar, the Faculty Association Revort

was approeved in principle by the Board of Governors. It

was pointed ocut that the report was not the work of a
' k)
"Joint College Committce" in the scnse of the ©ricinal,

January 1970, Board resolution, and that input from other
segments of the "community” (i.e. students) would be

0 ,
welcomed., At .the same meceting, a student prescnted a case

against the faculty proposal for a tenurc system, He "

) . : - o
stressed the "importance of teacher evaluation, the poin
. : . {
being that the comfetent tecacher need not fear firing™

1nutes, Board of Governora,ADeéember 7, 1970). Faculty

A -

3Note prev;ous faculty concern about excessive

administrative power in the discussion of the Commission
on Swructures, in chapter three.

’ v

5’1
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menbers present did neot strongly support the notion of
tenurce 1tself but did \-.'zm’;l procedure for re-engagement

)
establishod,

For the sccond year, it was decided to make use

of a system of Departmental Review Committees for re-

[ 4
engagement. Committees were to have both faculty and

studenyy membership; Ehoy were to develop their own evalua-
tion insirumcnt to determine "tecaching effectiveness;”

and ﬁhcy were to include an appcal mechanism similar to
"the one §£0posed in the Faculty Report. Thé Board r§~
quested that a more standardized evaluation instrument bé
developed for use the following year.

According to persons interviewed, ‘the review

g

proccdurco used were Succcssful in some aenartments but .
chaoﬁlc in others and resulted in a great deal ‘of ill
feeling. There wasivery strong opinion that a more
specific policy was necded outlining criteria for evalua-
tion. No faculty/were asked to %eave the College qEring

the second year.

Environmental Conditions

During the spring term of the second year geveral
events happened in the College which were to influence
future d%velophcnts in the faculty engagement issue. The
'fiﬁal vote on "Structures" had taken place, and the
inaugural beetings of the Resources, Academic,;ahd College

Councils were held. The Faculty Association, which was

4 - . -
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until this time solely an internally oriented Lody, was now

scc¥ing rc&OQniLion as the Assoclation of Dawson Educators
(ADZ) under the-provincial labor code. The Fdard mirutes

of March 1, 1971, noted: .

The notivation for certification had been the
desire to play an active role in Quebec's affairs
. . . the organization had been formed not for
internal rcasons but for matters which affccted ‘ﬁ%
their (faculty) welfare in the total context. &
Affiliation was not an issue, althougn it could be
later. . gg%

Durinc this time an "administrative reorganiza-
tion" had also taken place. Two "senior" administrative

posts; academic coordination, ,and educational services,.

.
’

. A 1“ . i
were combined with the naming o§ a new Coordinator of

4

Educational Services. ‘(The appointment wastmade'byia

student, faculty,_ administrator, committee of the Board.)

+
s

Also, coorclnaths of Tecnnologles, Sciences, and Qrts

were elected by students and faculty from those gsigctorg
N ‘9’
Related to the question of admlnlstratlve rébng 11—
W

LY

o zation was the fact that, of four persoms who mlghQﬁ%;
. - * L

de51gnated as being-in second level admlnlstratlue‘(v1ce-

? -

pre51dent) p051t10ns, only one remained at the College

-after two years, and he submitted hls,re51gnétlon in Ye
» Three. As one of these persons - stated in an interview:
. -, . . ) | ” )
It wasn't a case of incompetence as werall have
-4 administrative jobs elsewhere; it's just that the
participatory nature of Dawson requires an adminis-
trative style which is a whole new ball game—~and
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it's not for me.

-

IIT. PROPOSALS BY THE BOARD AND A(J\.DFMIC COUNCIL

Academic Council Task. .Force _
.__-k(. = . o %

In May of thé second year, the president tabled

documents with the Board entitled: Report and Recommenda-

tions on_ Mhcademic Employment Practlces, and, A Draft

—_——

Position on Faculty Appointments,ﬂReview‘and Non-Review

3

Vs

‘of ‘Initial Contract. He réquested authority to present

. these to the ADE -and the Academic Council during the June
- N . . R ) \

workshops5 for ‘their opinions, stating: "to avoid per-

sonnel and morale problems, in the fufure . . . the Board @

must tome to some decisions, even if oﬁly temporary, On
the%é‘quc§tions before September," of !he third year'of K
ogératioh (Minctés, Board of. Governots, May 31, 1971).

In June, the Academic Council selected é student

¢

and a secretary to convene a task force which was "to
digest and collate varying viewpoints on contractual, "
arrangements for teaching staff" (Minutes, Academic éopp{7

cil, June 15, 1971). The task forcevinvited interested

persons. to submit briefs on the topic. Six briefs were

-\

t : - L L )
_ 4More specific problems posed for administrators
Wlthln a part1c1pat1ve enV1r0nment are dlscussed in chap—

ter five. , .

_ 5The month of June was set aside for faCulty work-
shops to deal with college academic and organizationals

g issues. Faculty were-on a ten month contract and legally
were to be available to the College during this period.
Interviews with seveéral faculty indicated that only’
fifteen to twenty percent of the faculty attended the ¢

.-- workshops. » : '
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received; one from'the president, two from students, and
three frog’%aculty In: summarizing their report, the task
force coﬂb nors emphasized the guestion of tenure as a

central ;Fsue (ACad@mic Council Task >“£Ef on Faculty
Employment Policy and Practice®, June 22, 1971). They

exp;gsééd concern that the ADE in requesting tenure;
N ‘_ Rt ’ o )
"would precipitate a severe cleavage in the Dawson Commun-
1ty ... . eventually excluding student voice in the 1life
»

of the College." Further on the issue of tenure they
gubtéd this statement* from the pr#sident's brief:

. I suggest that the total good--individual and
“College--might best be served by a "policy" which
..does not guarantee tenure, but an appllcatlon of the "'
" policy- that provides sufficient security to competent
people. . . . All faculty members should have iron-
6lad; guarantees that they will not be dismissed ,
}arbltrarlly at any time, especially for reasons .
felatlng gxadltlonally to academic freedom (express-
-ion.of pdditical views, activities as individuals ,
vs, activities as mémbers of faculty, citizenship,
of\whlm of any individual or group within or outside
the College ) (Brief No. 3).
_ ’ . ,
Another v1ewp01nt was expressed in a brief submitted by a
R . ‘ ‘ »
member of?ﬁaculty and‘the ADEy // 

X i . ' . the proposal of no tenure and renewable
Y, .“threg-year contracts may work for as long as Paul
. ° GallagHer is principal of Dawson. It would serve ,
Y- td keep teachers alert and it would eliminate ‘incomp-
o .“ékence. Unfortunagely, this proposal is tied to . -
- . Paul's personality and to his ‘way of operatlng What
w1ll happen when Paul leaves Dawson and is replaced
by aiprincipal &ho does not like long hair or liber-
als or .the Dawson Approach’ (Brlef No.‘6). \

i

The tas§ force report alsd surveyed several alternatlves,

- for i "3 gnd subsequent contrécts, and crlterla and

. . . ; :.' N ) . . . . . . . . " '. . ) . —
mechanisms for review and dismissal of ‘faculty. . Further
' S S PR . S £
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.Council deliberations on the report were delayéd until the-

fall of Year Threce. ‘n -

Mlnutes of the Academlc Council and the Board of v
Governors over the following months illustrate the 1ntegP
action between these twO groups in drafting, amending

and ratification of a policy.

A policy for Year Three. On October 15, 1971, the:
, ~oPf -

. .u - .
Academic Council akked two of'its menmbers, a student and

the Coordinator of Educatlonelsqerv1ces, to prepare a

0/

worklng paper on the bas1c principles to be followed by

departments in the evaluatlon of faculty The neyt Coun-

\‘-.
-

cil meetlng dlscussed thelr proposals and accepted that’

R

EN eualuatlon crlterla be based on’ the follow1ng - -

gf 1. Teachlng and clas§§oom effectiveness shall be
- ~ the major crlterlon. The. resnlt 6f this
-evaluatlon w1ll then be modified in- Eerms of:
- o (a) Responslbmlity to studehts (in terms of o
-~ reasonable office hours,; “willingness to
‘ assist in academic advising, submission
= of grades and reports en time, etc.).

S (b) Competence in the 1nd1v1dua¥'siacademic
T dlsc1p11ne. S f
A (#) Contrlbutlon to the work of- the department
R and o&-the College in general, (Minutes

A‘ademld\Counc1l October. 22, 1971:)

3

At tHe same meéting, a Standing_pommgttee-on~Teaoher~?

Evaluation Vasfproposed,withﬁa;mandate:_'“to preview and -

>approve'evaluation»mechanisms of~departments; and'to
certlfy that the procedures were followed prlor to the

/.
'pnomulgatlons of any recommendatlons of review commlttees.

e -
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Target dates wereéset for departmental reviews, and the
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This committee was to be composed of two Academic Council

members, and one Board member.

As one of its eighteen agenda items, the next
Board of Governors meeting (October 25, 1971), ratlfled
the Academlc COunCll proposal addlng the stlpulatlon that:

’ The fundamentad responsibility of review ‘is to

determine, on the basis of available knowledge, if
the interests of the College would be best served by
the renewal of appointment. .

Paul Gallagher was asked to serve on the Teacher Evalua—
tion Committee as the Board's representative. It was also

resolved that each department should establish.a "Parity

Commlttee on Teacher Re-engagement" to implement evalua-

tlon and re- engagement procedures. Except~

In recognltlon of an individual' s_need to adjust*
- to Dawson. College in his first year,6 he,/would ’
be subject to review but a decision on’ re-engagement
would normally be made only 1n the case of segond
or thlrd year faculty.

o

Academlc Coun01l was requested to dlscuss and make recom-

mendations with respect to establlshlng an Appeal N

Mechanlsm for the next meetlng.

~'~mj4

‘*3 Reallzlng that faculty evaluatlon'would have to .

e — —

take place‘LVBs\ﬁhe hext two months, Paul Gallagher sub-

mxtted an Appeal Mechanlsm to the Academlc Council for ;

themr con51derat10n. It was: accepted with three minor

3

©

6I‘n’d‘lscussmg the College enV1rOnment most inter- -

_'vxewees indlcated a similar notion.  As stated by one
- faculty. memhcr, "It takes you at least a year tu get used
- to the place. et o o ,

- sl .
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amendments. After approval by the Council the Appeal

Mechanism was pfesented back to the Board. Here:1it was
! L 5 ‘

X, “““—‘ “ - . ‘..
¥ "ot

carried unanimously.

s

xw

As pagt of a process of developlng a comprehen-

q
'l

t;3'*-§1ve faculty engagement pOllCY (1) .evaluation crlteria;
g !
(2) .a Standlng Comnmittee on Teacher Evaluation, (3)L»[

Departmental gommittees on Teacher Re-engagement, and (4)
. . ( . N

an Appeal Mechgnism, were now available to the College and

' were to be in‘effect during Year Three.
B ‘\ F :\J -‘-> i .

Env1ronmental COndlthnS Affecthg the
" Development of Future Policy e

14

. e
College Assessment., During the latter part of

the fall term of the third year several events took place

U .
T

whlch were reflective of the unsettled nature of the
College at the time. One of these was a college evalua-
tion and plénning project called"Operatlon Beaver.," It
' was undertaken by gﬁfaculty member wi:i?ﬁ’e support of
tHewéresidegt, and consisted of a eerieéfof open meetings
° ihsidé andsoutside of Dawson. A questfonnaire was dis-

trlbutedtto all persons in the College. The"Beaver Report

/ N
(]

stressed the presence of a. "ghiIOSophlcal and operational”
dlchotomy between the majorlty of college members who '\

- favoqred a“ "human development" goal and a/ﬂ?cal mlnorlty

o who saw- tralnlng for the labor fbrcé“as a' primary goal.
g -t ?\ -

Ny e There is clearly W1de-q;sag e;ght as to thpse&

- % ., two goals and apparentIPyvery“1dtt1é concern for*f~

% - u flpdlng interaction betweési.. ’

. nep. . . Communlcgr
#& “tion is- almost non-exlstént amdng the diverse .

hd 4
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elements of the College" (Preliminary Report:
Operation Beaver, October, 1971).

Using some of the information generated by

Operation Beaver, Paul Gallagher -addressed the College in
. < )
what one observer termed as his "Second State of the

Unipn"7 message (Appendix F). He analyéed the College in

terms of jts initial philosophy and present operation,

outlining where it was beingféuccessful and what the
preéent‘crisié seemed to be. A special meetingvof the
Academic Council was convened to discuss the implications
of the speech: | ‘ o

Suggested as roots of the problem were poor com-
munications, distrust of the Councils, lack of a
clear mandate for the Councils and the administra-
tors, people becoming disenchanted.with endless
meetings and rhetoric and the lack of an adequately
functioning committee system (Twenty First Meeting,
Academic Council, December 13, 1971).

" One council member commented, "everything's a crisis at

Dawson; why get excited."

P g

Gallagher proposed the establishment of a number
‘of College Task Fo}ces ﬁciinvéstigate several current
1ssues and called dpon the Academlc Counc1l for their
a551stance. One of the issues 1dent1f1ed, was the press-
ing neeéd for a cbmprehensiVe study of Engagement and Re-
engagement practices within the College. Grant Browﬁé’a
faculty member on the Academicxcbuncil agreed to £ake on

the study. He would submit‘his report to the Council

5

The ﬁFlrst State of the Unlon" mqssage is referred
to in chapter three.k _ L :
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'f‘ifw’émentingvfaculty evaluation. ‘At _

) o

oard it was menticned that th

Tidp il

a January meetlﬁif%f
. \‘ 4

process of evaluation was proceeding well although some

‘w_ P i,
&he. B

difficulty wad reported with a department which had not

8

yet taken steps towargs faculty evaluation. 1In February
the Academic Council received notice from the Standing
Committee on Teacher Evélnation, that the English depé£t~
ment had not carried out a review of facultyﬁ) A resolu-
tion was paséed stating thét letters of re~é‘ agemént not
be sent out-to faculty in the English department until.
evaluat?qp‘was carried out; The following week, upon
considef{;g the internal difficulties within théfdepart—

ment, and "in the interests of promoting positive réla-

tionships among the various units of the College," the
Council revérsed its previous decision (Minutes, Academic
Council, March 1, 1972). At the next meeting,

There was débate as to whether or not the Council
.= should reconsider its decision of March 1st, 1972,
regarding the re-engagement of members of the English
. Department. Eventually, it was -ascertained that the
‘majority of members did not wish. to pursue the matter .
further (Minutes, Academic Council, March 3, 1971).

*  Interviews with English depaftment membexs about

this event revealed many problems. As described by one
' .l " v

department member:

In the third year we had a Review Committee that
couldn't agree on the time of day. There Was a split
" between the philosophy of what the committee was try-
ing to do. - Half of them felt that it was not right
" to fire anyone, while the other half felt we had “sope

)
i d

i Jr . ' | o

*
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bad teachers and we would be acting 1rreépon51b1y
in keeping them. The committee came to sthe depart-
ment with the problem and we told thejn they must
settle it themselves . éﬁ :

Dissenters in the group went to the Council and
the Council came back to the department and said we

fmust ; do the evaluation . . . the evaluation was a
farcde. The Council ‘voted to censure us but later
reversed the decision. It was a case of Council

vershs departmental autonomy, which, in reality,
amounts to individual personalities on the Council
versus individuals in the department,

Another English faculty member confided:

It all started in the second year, too many
people found evaluation reviews to be unpleasant,
we couldn't get along, people were burred by student
radicals, morale was way down. So in the third year
people just shied away from the whole process. Our
biggest problem, you see, is with ourselves.

- An external Board member had this opinion of the
situation, a p:oblem which he associated with Dawson's
. barticipatory approach:

The Board had lost control, some departments had
defied the procedure. . We got browned off and said
they can't get away with it. Democracy éntails
rlghts and pr1V1leges, and obligations, The problem
is with an elected chairman, he has no power and is
put into impossible social positions where he doesn't
want to comment on his colleagues. The Chairman
should be 'appointed. : N

~

e Fac&lty rejection of uniOnigetion. Dgging:the
:epriné of 1972 and at the same timesagﬁgﬁexissue of
‘faculty engagement was being worked out, “some faculty
"

were.c0n51der1ng unionization. The exeeatlve of the ADE
called for a meeting of the Association.to vote on affili-
ation with- the Confederation of ®ational Trade Uniens
(CNTU). It was pointed out that only three Qf more than

thirty CEGEP's were not affiliated. From D on newspaper



accounts, an ecmotionally charged-atmosphere was precca lent
) ) . - f - - ) \
in the College at the time.  Although somewhat Dloset oo

comparison to the personal insults fradel throw:h tae news
paper, the essence of differing vicwpolnts are charactors

ized by these two statements:
There are two major reasens why ha Trie o

Dawson Facultyv to join the CHTU: Tirat o to o toale oy
rightful placce in Quebec; and sccont o goin ot
working peop15 in protecting all or us frow o oabatrary
firing . . . from no matter wdat direction (Cary
Campbell, Faculty, Dawson Planct, Tssuwe o, ooyl
1972) . v

And @ countering vigwpoint:

T chose to work here because the declared
Approach" promiscd frecdon to innovate in 2
ent kind of cducational environment. 1 owas

N believe that we would cxperiment onoenly witn
munity" and now I am told by the Unlon cxocutive
that we arc back to the worker/hboss dichotony
(Bernie Kahane, Faculty, Dstgh Planct, Iscuce 14,
Spring 1972).

*
l\
According to intervieweces there was much concoern

.

that the CoTllege becomé integraged into the Quebec milicu
‘but at the same time many facuity were concerned that the
presence of a union would harden relationships within the
Colleée. in particular it was felt tha£ a-union could

have an adverse effect on procedures being developed for

‘ L)

a faculty evaluation policy. It might also lead to dras-
tic alterations in the College's open climate.

~¢The "active" students at the College were very

v

anti-upion. Issues of the college newspaper carried

A

several articles by students who argued against affilia-

tion. They felt the ADE executive was being~ R
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During the syvring soroestor of e t,hjrg yeay he ’
published scegments of his roeportin the colleye newspaper

and 1nvited response from collece menbeors. Disdussion of

¢
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'fl (SR ! x NS AN oot ]"}')f: xl]f",(' oo I!l‘”.'; \Xt, [&(‘\1\’1&,’”]1‘(‘

m\/ . et R - . v . R
ST R T B CAPRTARIL N S S I it of thoee reeet Inags 1ndlocate a

et el CF b ite e e oo of whethor the Council

Sl et ool 1o dderan treental o activitices but 1t owas

G Dl e tht a0 polioy was necdad in the Collegye
il ool oot he bt et nn e b et albl o detear tmento,

In Moy a v limna s TErownt roenert o was prosentod

o
fo 4 Acadinic Counciloamd, inoordery to elicit further
respen e, 1t was decided to send coples to faculty through
. . N . _ ~ N > ’
depaartrent chialynoen. Chairmnen woere reggnted o suggest

Grocn oo st by the following Octeber, which time the

Council could develor o fipal presosal for consideration

by the Board of Governors, /

Yeginninag in October of th%)urth.y(*ar, the

Colleae Council (The Academic Countil was now part of the

Collec Council) held a series off four me ctings to dis-

cuss and ancns the Brown Report,’and on Novenber 3, 1972

A

adovted The (&ﬂ leae Counci 1's Position on Faculty

e e a

Fngagenient 1& RPe-cnaagement.  In effeot-this report
. c“‘

represented a pynthesis of ‘the prdctlc es and policies e

bullt up over ihc past threc ycars An outllne of the

4

main proccdural noints < are 1ﬂclhded in Figure 5.

In sumrary, the reporﬁ contained the following

N

sgctions: : .
(a) General principles for faculty employment:
- compctence; sensitivity to students; avalla-

bili'ty for consultation and planning and,
active participation in college life.
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(b) Departmental prerogatives in hiring and,
procedures f{or Parity Departmental Review
Committees: '

- Elect representatives, half students and
half faculty to Departmental Review Commit-

tees.

- Design Evaluative Mechanisms using College
Council guidelines. Submit to the CCFR for
approval.

[

- Hire students to carry out evaluations 1in
each class. : '

- Analyze results and interview faculty.

- Make recommendations to the Director General
(president) as to: 1. Re-engagement; 2. Re-
engagement with colleague consultation to
improve teaching effectiveness, or 3. Non-
re-engagement,

(c) College Committee on Faculty Re-engagement
{ZCFR) Composed 0f three members: one student
and one faculty from the College Council; and
one Board member.* To approve departmental
Review Committee .procedures, develop model
guidelines,. and to research the-effectiveness
of evaluation procedures over time.

(d) Judicial Committee: To take action against
delinquent departments. and to receive petitions
against faculty.

(e) Appeal Mechanism: A fourteen point procedure
including the establishment of a final Appeal
‘Board composed of three persons: a student,
designated by student government; a fagulty
member designated by the ADE; and one person
external to the College.

I
On November 6, 1972, the CoﬂlegekCouncil's recom-

ﬁendations were presented £o the,BSard of Governors. The
next issue of the college newspaper contained this brief
account:

The siXEy—eighth meetiﬁg of the Dawsbn College

Board of Governors saw the adoption of a Faculty

¢
'
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i

Re-engagement policy for 1972-73. The policy was
passed unanimously after lengthy discussion and
after a short digression from the agenda8 (Dawson
Planct, November 7, 1972). ¥

‘

7

‘ V. THE POLICY IN PRACTICE

While this research was in progress, f;?ulty
evaluation procedures were in operation. Departments had
_elected Review Committees, the College Committee on
Faculty Re-engagement had completed a review of departmen-’.
tal procedures and Teacher Evaluation was on goind.
Fourteen out of twenty Daily Bulletins issued between mid-
November and mid-December contained announcements about
evaluation guestionnaires, and informed “community members”
of their right to air complaints directly to review
committees. For example:

FACULTY AND SUPPORT STAFF: The English Dept.
actively splicits information and comments, both
favourable and unfavourable, on English teachers
from the community at large, not just from the
students. If you have anything to contribute feel

free to get in touch. CONFIDENTIALITY ABSOLUTELY
GUARANTEED! (Daily Bulletin, December 15, 1972) .

Another example of concern for evaluation was

‘expressed in a letter publishea by a group of technology .
P X " . 3 -

students, and posted qﬁ‘ihe college walls. The letter

I
¢

explained that evaluation procedures used in the previous

_ 8rhe "short digression" involved moving the Board
meeting to the cafeteria to discuss another issue with an
assembly of students. This "digression" is discussed in
chapter six on college climate. :

.
{
‘
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year were a "joke" in that they did not discriminate

between competent and incompetent teachers. Students in
the department were urged to "get off their collective

asses" and play a more active role in departmental

evaluation.

An opportunity was presented for this researcher

to interview students hired by departments to administer

: . o .
qués;ionnaires; to examine guestionnaires and faculty

evaluation forms; to attend a mock, review committee

hearing, and to interview several faculty as to their

RN

‘attitudes towards the process.

Students administéring the quest?onnaires ex-
plained that faculty know beforehand when they are coming,
and usually .the facult?.member leaves the classroom while
his students fill out the quesﬁionnaire. They perceived
no resentment on the part of faculty élthough one inci- |
dent was cited from the previous;year when a teacher and

a student allegedly 'came to blows over the matter.9 The

Astudentsthought that faculty were generally positive about

evaluations, as one student commentéd, "They are probably

more in favour of evaluation than are some of the students

who think it's a waste of time."

A general impréssion of student an&‘faculty opinign;

.
v . -
<« 7>

+

.

RN 9Thls was -the same 1nc1dent referred to"T ln the dls-

cassion - of College Council operation in the previous

chapter The indident provided 1mthus for the development
of a Judicial Commlttee and an- 1nqu1ry into a p0551b1e Code

’of Behav1or.

-
o,
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regarding faculty evaluation was gained from responses to

. the survey statement, "Students have too much say in

faculty evaluation." Only twelve pexcent of faculty and

ten percent of students surveyed agreed with the statement.

Comments from several faculty indicated they were_in

favour of morq.student input.

Five faculty, for example, stated that students
should have total say in evaluation. On the other hand a

humanities faculty commented: "It is unfair to students

i .

to put the entire onus on them; by so doing, faculty

avoid sharingy g@sponsibility." Several pereons, both

lty, were concerned that evaluations were

~

so unil tive, it was almost impossible to detect
incompe! Finally, three student government members,
_ery involved in departmental review pro-

. X . . ) . PRE."S *\\
that most students would "cop out" %¥n

"~ evaluatiol fThey would not say if somecne should be

because they didn't want to harm anyone and .

:iSe_Ehe feel they don't have enough over-all

~information to make a decision." \

Review of evaluatiohhquestiOnnaire indicated
+that they ranged iq%lehgth from one questidn to a series

of questlons. A technology department questlonnalre for'

example, stated the College Councll criterla for teacher

: paragraph and 31mply asked,the student S
/ ; 3
oPinion,on_i er the teacher should be re-engaged and
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to state the reasons for his d90151on.‘ Membexs of this

.. -

department felt that it was extremely gifficult to separ-
ate teacher evaluation from course evaantion and since

N ¢
the purpose of this evaluation was to make decisions

\

about firing, then why not ask the questlon point blank.

Other departmental questlonnalres attempted to determlne

l

teacher effectivenees by including items on the teachers:

v o

preparatlon for« class, his manner of responding to

r )

quesﬁ;ons; personal &elp out51de class{finterest %2

etudegts, and his aBility to communicate effectively:— -~

—_ Manyfgepartments asked foriteacher self-evalua-

tipn and, ‘as per College Council guidelines, some indica-

‘tion of their involvement in college governance. A

MedicaldLab..TechnoIOgy form for exémple stated, "Please

~list all contrlbutlons you have made . to the running of

your department and the College as a whole durlng this

°

- semester.," N ) o ]

Ohgérvation was made of a "mock" facﬁlty inter-

view held by the Humanities Review Comﬁlttee in prepara-

\o ‘t.

“tion for review of thelr colleaguee/ The committee

- consisted of ‘four students and'four faculty-under the“f3

-on it; how he. percelved his relatlohshgéa with has

i

co-chairmanship of a representative from each group. The

o meeting involved role playing where one pérsdn pOSing as'

an . 1nterv1ewee would be questloned‘wy the others. He was

.asked about the nature of his course- how he mlght 1mprove

_’r‘» ’
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teachergshared this viewpoint:° ‘_w'*
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studeﬁfs, and his involvement in departmental "administra-
tive" work: Discussion which followed, was concerned with
fhe creation of a non-intimidating environment during tﬁe
interview, althdugh some participaﬁ%s_questioned whether
this was really possible uﬁder the circuhstanceé.

Interviews with faculty who had undergone'review
indicated wide varlance in their perceptions as to whether
or not the‘xxperlence was stressful. The majority made
favourable comments saylng that it was a necessary and
constructivevproeegs with very little threat invofved if -
you were afcoﬁbetentiteacher. However oﬁtthe neéétive
slde, one perSOn, who was not recommended for re- engage~ |
ment ’expressed the opinion that "the whole thing is a '

sham, there is no-justice;*It's ;§ke a kangaroo court."-

o R : MR . Lw
, And expressing concern about the-potential negative

consequences of the evaluatien process, a technology

-

o o
The re-engagement poligy is 51mp1y another mani--
- festation of the Qureaucratlzatlon of this College.
" .The policy -has a‘met result of generat;ng an atmos-
- phere of mistrust and, to hell with Dawson. . . . .
. Poor teachers can‘easily get around the rules, .-
. eventlually we will have to béﬁpere nine o five, a
person may be here physically, but not really- puttlng
out as most-of ys do now. The whole process of :
evaluation here is a perpetual process of self— -
. mutliatlon. ,

e

A pSychelogy facuIty member c1ted evaluatlon as,

]

belng é very p051t1ve experlence whlch made people aware'

of the 1mportance of all aspects 92‘colle,e contribut~‘
1ng to a’ student s educatlon. Development of reV1ew

LWL S N * . o - ‘
. P o . LI

CoeT
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. ‘ *

hpﬁdcédures in his department had gencrated a great. deal

OI diocu551on about teaching methodology

’ It has made faculty aware of the‘need for .good
teachlng and what some -of the variables are. .
~The thing has been pretty hectic at times, but 1t s
probably been more effective than any faculty of
education "methods" course on how to be a good
teacher. ’ T

And finally,-a review committee member ‘in the French

department, offered this perspective:
At first departmental evalu&ﬁion and re-engagement

was se€n as inquisition, but now it is more develop-
mental; we are trying to improve our teaching. O©One p,
or two people may still be threatened, but our meet-
ings are generally pleasant and enjoyable . . . we
usually have a little bit of wine and cheese to go
"along . . .=

. .J VI. SUMMARY AND ANALYSIS
“‘ “' ot "{: 4 | s
‘4'5ﬁhe‘genesis of a faculty engagement policy wes

~

v & -
examined iN this chapter beginning with the initial
consultative stance of the Board and the general commi t-

ment of faculty to the Dawson approach The gol&%g

' evolved through perlods of interim meﬁsures and three

years of interaetion betwe%n the Bogpd,-the Councils, -and

various groups 3dnd individuals, to the present practice
. ° Voo , . ) “ .
of student evalu&tion of faculty, and the use of ‘repre~ .,

]Eentatlve review and appeal commlttees at departmental and

C

Wit zi*{i*'
o

I' &
college levels. ém a

The chapt Y examlned ‘the development of‘i pollcy,
and through thls xamlnatlon it- also 1llustrated several

aspects of the partlclpatlve process and related

N e c

0 -



125

organizational iesues‘ .
As evidenced_by'this‘policy, participation as an
organizatienal principle manifests itself in many ways.
For example, students had the opportunity to participate
through the evaluation process in important decision-
making activity at classroom, departmental and college—
w&de levels. Evolution of the policy 1tself indicated
chucern for student ihput as the Board had Yeqguested
AViewﬁoints from~all college constituencies. Also the
;, policy're—endoreed the principle of faculty involvemeutv
| in college affairssgy listing this activity as one of the
re-engagement criteria.
&he policy itself appeared to be well received by

most faﬁulty who appn801ated more deflnlte procedures

'f\tﬁangﬁad\been the case 1n the past. Although regarded as
\

~ Lo ———

a p051tbve step, an_ungntended negative feature may result

from its use 1n some departments 51mply as a mechanlsm

.

for weeding ont rpcompetent faculty rather than Using it

v

primarily as part of a developmental process., ‘

A crucial organizational issue whichremerged from
tﬁéléxﬁminatioﬁ of the ehgagement issue was that Sé the
]urlsalctlon of the Counc1ls 1ﬁ relatxon to the depart-
ments. The question of accountablllty of smaller, or less

'exclu51ve, units to larger more lnclu51ve units was ‘breught
to the forefront by the’ Engllsh department s nOn compll—

. ance with the College Council's procedures. Althoughlthls

&,

(¥ el
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department encountered internal difficulties articulating
individual faculty freedom and collective departmental
responsibility, the problem was‘further compliéated when

\

- . \. *
one considers that the Council recognized the need for a
degree of individual and departmental autonomy, balanced
by a concern for accountability to the organization as a
whole. Gernerally the Council avoided making specific-rules
and regulations but tried to create broad policy with a
high degree of leeway for departmental interpretation.

A significant aspect of this particular issue was
the decision of the Council to reverse its decision on
censuring the English department. ' 1In retrospect, a
Council member offered this analeis of their actions:

We were angry at the time and felt we should put

our foot down, legally we had the pover to do it,
But our credibility rests with gaining agreement
from departments. We weuld have polarized the situa-
tion by exerting our authority. - It's not the first
time an individual or a group has defied something
here--and often they have been right. Anyway, look
at this year. That department was one of the first
to complete its procedures. The real key to this
participatory game is to have patience.

In which direction did accountability flow in this
organization?' Certainly the Board had legal powers, aé_
did, the College Council. 1In many respects however, the
Council's function within the College was viewed as a
service or coordinating role for erartments rather than
' ) Y - : ©oe
as a directive function. ~In a sense ‘then, the Council was

accountable to the departments. To whom were faculty

. ‘ . . . Y
accountable? Legally they were accountable to the
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president through the Board. But as stated in the "Dawson
Approach}'"The College exists for students and the value
of any program or activity must be measured in these
terms." Was the process of student involvement in faculty
evaluation also indicetive of fJEulty accountability to
students? . -

Another significant issue illustrateo in this
chapter was that of administrator participation in govern-
ance. The president's input into the development of the
policy was notable as he submitted his ideas through the
Councils and the Board over the four year period. The
president, and other administrators, were generally'well
regarded in .the College community. Their ability to

function through groups on the basis of their ideas rather

than position was evidence of this regard. The fact that -

t A £
they were extremely influential was openly recognized by
both administrators and faculty; as noted in interviews,

it was not ‘a hldden issue. Administrators were often

requested to chalr commlttees, or were elected to sit on

councils or sub- commlttees wlthln the College.

/
The part1c1pat1ve nature of. the College seemed to

demand an administrative style which p ed heavy empha-

o ,\

sis on personqllty. However this“characteristic also’

posed'challenges to the College. 'Some faculty viewed the

ex1st1ng,open cLimate as de ndent upon the personality

.and ideals of thewFollege pr sident. Although the faculty

. T
rejected the prlnciple of joihing a powerful union, perhaps

i



becausc they already had o volce within the Colleo, thore
was skepticism as to what volrce tiey micht hove if o dif-
ferent president takes over.  Onc tash facing tie aoininio-
tration %as the necessity to institutionalizo the partici-

.
pative process so that it was less depoendent upon aood
will and personality. The faculty cnaagenent policy with
its primary emphasis on stucent anc {eculty invut, was o
step 1n this direction.

Thefé afe some final guestions on the functioninc
of the participatory systcem of covernance and the long ﬂ
of time required to develop a policy. Fould the policy
have been developed more expediently?  Should colloge
authorities have presSed for a more definftive policy in
the beginning? What.kind of policy woulae have cvolved if
the Board and faculty negotiated according to an adversary
system? Would the college climate have been ‘such that |
?aculty would reject tenurc, and would the vrinciple of
student evaluation and student parity ONn review conmittoes
be acceptable? 1In the cultivation of a climate wicre
these events did take place, was the slow, participative
four-year process in developing a policy at least as impor-

tant as thé'prbduct?

gl
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ive process roviewed in the following drocussion.
€
.

Related organizational concesrns such as thae particular
demands made upon adminiatrators, and the problems of

implementing a participative style in academic and

administrative scrvice arcas, arc alkso exanmined.

» L .
Emphasis on Particination

Expectations of the College were that persons

; . . L .
would opt to become involved in secveral dilensions of

129
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rril~q. Prteo In the carly staces of development, Daily
Palltetrne, college e irarcrs andd the college radio
CAITtGr T Ti b o U he noaed dor participation.  So much were
oo perbors dnundatoed with the concept, that one
Pulletin coarie D tnds headlbine announcing o successful
Dlood dyarver  "At Toast 450 people bled }wwf;t(rréiakf——-N(ﬂv
'i‘]f:‘”f"fQ 1‘.""\/:()!.‘[1Zf'::ﬁf\"l"' (bat ity fﬁtlll;‘tixl, March 20, 1970).

At the end of the flrst year, the college presi-

dent wan noted in the studont handbook s
[3
The fewer pecorle vou have exercising their oppor-

Stunlty to particiiate the worse it is, 1 hear
plorle srear of als on the vpart of various peop le:
wlithin the comrunit L o L, 1t's true that viallance
1 the prlce voun pav,  Peoonle should participate,
othorei=c the coromnaity o ill 1ot work it the interest
of the total groun (Community 70, 1970:3).

A vecont wadrting of the "Dawson Approach," reaffirmed the
particizatizve princinle,

The coramitnent Lovweon demands of faculty menbers
“frecuently Includes countless hours in meetings and
confertnces and dobating secsions-——of ten unproduc-
tive on the surfoce--above and bevond the basic
heavy respohabhiltities,  The person who ‘will cnjoy
life at Dawson will be one who exypects and welcomes
heavy involvement (The Dbawson Approach--Today,
1972) .

’ ] Lo -,
While participation and involvement in the Col-

v
¢

lege were encouraged, at the same time persons, within

the spirit of individual freedom, could choose not to

participate. No ohe.wd% to be coerced into participation.

As stated by one faculty méﬁb%r, "I think of participa-’

tion and a sense of community as bging interdependent, but

there is Ligtle pressure to become involved here, most
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people sceem to bhe doing their own thing."

Other comments made it clear that one could become

‘involved if he desired. For example, another faculty * =

member spoke of his own personal involvement stating:

There 1s nothing explicit which makes you get
involved, but the open environment here is-such that
1f you have any organizational skills, you get
pulled into situations where you have to fill a
vacuum and usec them. :

Educational Value of Participation

Why did college members favour a participative
approach? In discussing this gquestion with a oross sec-
tion of persons at the College, the general reason given
for adopting a participative approach was that it had
educationallvalue for students. During the course of
interviews this viewpoint was often implied, although
seldom was it expressed as érecisely as in the following

brief presented to the Commission on Structures:
f:

. . . decisions are educational in their nature
and should be considered as an integral part of the
function of the College. We are teaching by the
very forms of our structures and a hierarchical,
authoritarian structure teaches students one form of
functioning, and a Participatory democracy teaches
another form of functioning, in our society. If we
are, as we are, preparing students for their mature
lives in society, and that society functions as a
democracy, it is our teaching responsibility to pre-
pare students for the responsible exercise of adult
participation in civic life, by teaching them group
and individual responsibility and involvement in the
structures of our community of’' Dawson (Sally Nelson,
English Faculty, September, 1969) . :

‘ Survey results indicated that the large majority

of persons agreed thét‘student»participation had’
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educational value. When presented with the statement

"Student participation in decisions which affect them is

of high educational value," the respoﬁse was as follows:

Percent Percent Who . Percent No (N)
Who Agree Disagrece Cpinion

Students 80 6 14 70

Faculty ) .90 8 2 58
(Administrators 72 0 28 .7
CASP 83 17 0 18

II. DIMENSI“ONS OF PARTICIPATION

A Measure of Participatory Gevernancé
~N, To,sﬁpplément impressions gained. through inter-

views and survey data, a standardized measure of college
10 : -
goverrmance wag administered to a small sampling of

studenté, faculty, and administrators. The Democratic
Governance sub-scale of the In%titutional Functioning
Inventory (iFI, 1970), is described as reflecting,

- « . the extent to which individuals in the
campus community who are directly affected by a
decision have the opportynity to participate in
making the decision. High scores signify extensive
and meaningful faculty and student involvement in
institutional affairs, decentralized decision-making,
and shared (horizontal) rather than hierarchical
(vertical) organizational arrangements.

Results were as follows: , . o



Democratic Governance \\\
Group Mean Percentile (N)
(Out of 12) Equival;nt
Students 10.1 95 | 42
‘ 8
Faculty - 10.4 96 «6
Administration 9.6 92 : 7

The percentiles, all over ninety, project a
general picture of the high degree of democratic or
participatory governance in practice at the College.
Although this reading offers an objective measure of the‘
overall system of governance, the focus of this study was‘\
on how governance functions, how people participate and
how they feel ébout be}ng part of a participative form of

organization. The following discussion considers these

dimensions in more detail. ..

N |

Levels for Participation

An aspect of governande which clearlf emerged
from this stpéy was that there were several levels |
for participation within the Collé@e. And this aspect
had to be con;idered Qoth in organizational and individual
ute;ms. Fgr exa@gle, a person couid participate in
decisions which affect him at several levels: (a)
At the coilege—wide level, where Qnéﬁjs a member of

the;Board, a.COllége Council, a sector council or a
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sub-committee of one of these bodies; (b) At the depart-
mental level, as a faculty or student parity member or as
a participant on a sub-committeé; (c) At the classroom
lével, where one can participate in decisions related to
the feachihg—learning process, and (d);At a personal level
where'participation is interprected as feeling a sense~of
control oQér one's own behavior qgthin the College. Class-
‘room participation is considered indirectly in this
chapter andlparticipatioh at the personal level is dis-
cussed within the context of personal freedom in the next
chaptex. Theﬁigliowing discussion p;rtains to participa-
tion at departﬁéntai;and‘colleée levels. |

Ah both of these léVels, interviewees suggested
"that participation could take the form of indirect partici-
pation through informal contacts as well as participation
in meetings or on committees. A survey question was
designed which ésked éollege meﬁbers to indicate activit-
ies, i.e. informal contacts, meetings; committees, in
whichﬂthey regularly participate. Responses to the
qﬁégtiOp are preéeht%arin Figure'ﬁ.“:Interpretation and
related commenhs afé?as follows.

Brlefly, the graphs illustrate hlgh rates of

\ - S

informal contacts for all groups at both departmentgl é@@;

T
IS S

-
“

college levels. Persons genérally reported higher S

part1c1patlon at departmental levels than college leVels(

,‘

and within each level persons reported more part1c1patlon

/
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in meetings th on committees. L
e Studenjgkgenerally reported lower rates of parti-

) ¢
cipation than faculty and administrators. Moreover,

interview impressiohsinaicatedthat the reported percent;
age of student participation at the.colleée level may be
inflated. A possible reason for the liberal interpreta—
tion could be that this survey took place a month after a
Board of Governors meeting was held in the college cafe-

/
teria with approximately one thousand students in attend-
: \ :
ance. 5 . \
\\‘ . ‘ Q

Ninety—eight percent;of-fépglty repotted attend-

ance at departmentél‘meetings} whereas less than half’

\

d?lndlcated attendance at 51m11ar\college Jevel meetlngs.

\

Although departmental attendance flgureé\may be accurate,'

o '~

it was p01nted out by 1nterv1ewees that 1n\most depart— w -
..*- \\ \ . o

ments it was a small group of people,yho "end up d01ng all

the work. Intervie 5 also felt tha only f1fteen to

Y v .
twenty percent of faculty (u ually referwed to: as the
"yvisible 50," Annual %eport 1971), were “reaily
involved in college~w;de act1v1t1es It was p01nted out .

that college-w1de 1nvolvement g%rled accordlgg to the

& 0

Py

partlcular issue at hand _ . , .
- G
o Admlnistrators, although 1nd1cat1ng much\dess; .

- part1c1pat10n than faculty 1n'%epartmental activxtles,l

L}

1

repdrted highet part1c1patlon on co}ﬂege committees. It

©

~ should be noted that maqy«colrege commlttees were of an
] "' 2 . \ . "“.‘ '
_:“,“-‘.. " . ) . \\.

.\'f’
|

-
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ad-hoc nature and .it was on these chmlttees that many

V

A

",admlnlstrators seemed to have their 1nput.1 Flnally,'
apart from the fact that they were involved in college
gOVefnance‘at all;.a;significant feature abodt ASP.parti-
cipation was their hlgn percentage of fhvolvement through
1nformal contacts Secretarles in particular, noted tne

1mportance of 1ﬁformal contacts in their work. Some also

'part1c1pated regularly in meetings and on. committees.

- . ‘-/‘l
- - - [

a Following up on the impression- that onl& a few v
persons were "really" 1nvolved at the- college-w1de level,
the statement "Most college-wide decisions are made by a

very few people," was included on the survey.  Responses

indicated general agreement with this viewpoint L

- Percent . Percentidho _ Perc “ent No

, ; Who Agree  pisagred = | Oplnloh\~ ,fN)
Stqdents o | ‘64‘ | 23 ,: 13 Y - 70 \
Faculty . - 83 - 5 7 T | 58
Administrators lsei_ " %4 : ?& 7
Asp _, 83 17 o 18 -

. Interpre'tatj.gpn of tnese data however, \@ b
#@ .

~:tempered by«Other ﬁe;dback from@survey comments and

RS TN

.'“-'
Ce

v;ews. Many persons 1ndlcated that dec151ons made at tg&

A‘ - ‘.1'- ) ) ' _:J)
: lFor example the Dally Bulletin, October 2Q, 1970,-
;1lsted eight college committees,;with/'a total volunteer,

" membership of eighty-seveh persons.. Each committee was - .

composed of students faculty, and admlngstrators

e

S

e

N
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Py

college leve wera. not considered as important as decisions

[ 4
at Eyé/éepartmental.level. Decision-making, it would
appear, had been décentralized to the point where meaning- .

- . ‘
ful involvement was at the departmental level.

Importance of dn Qpportunity to Pa;ﬁécipaig

r

In spite of the fact that many students, faculty/
and_ASP may be considéred as non participants; at least at
.c/}lege levels, a domipant 1mpre551on was gained from talk-
ing with college members that the opportunity to partici-
pape in relevant decision-making activity existed for most
persohs. The contention that m&st’persons perceived an
opﬁprtunity to e involved was suppérted by the fesponses
to this statement, "Anyone at/Dawson has the opporgénity

to6 become involvéd-in decisions which affect him."

~ ‘ Percent Pé;centKWho Percgn? No (N)

Who Agree 'Disagree . Opinion
Students L 73 I | 11 70
Faculty | 84 d 10 6 y Sé
Administrators 86 i 14 - nvO'_ '. 7
asp . 82 L 18 o | 18

Several .persons wha disagreed with this statement

included comments “on the survey indicating that ta much |
timekwas ré&uired to follow up on this opportunity. ForA
them it was bettgr[to concentrate on SSme p?lorltles and
“trust others to make some{dec151ons on. thelr behalf,

Inqulrlng further‘lnto-the issue of actual

v . ~ .
- . . .
B -~ . N ~ »
s - - ’ « -
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involvement versus a perceived opportunity to be involved,

discussion with the gollege president revealed an added
+

-

‘dimension. He stated:
I am coming to the belief that many students,

faculty and others are not so much interested in the
pPossibilities ofa.positive participation as they are
in avoiding the opposite, i.e. I would want to test
the hypothesis that, given all sorts of demands and
Priorities of various individuals within a community,
what they really want and need i$ not so much the
ability to participate as the assurance that they!
will not be "manipulated" by other individuals,
groups, or the system. -

He further added that the size of the unit in which
persons are members, seemed to be an important_fdcfor
affecting the degree to which they were actively involved.

Persons may be able to digest the dynamics of ‘a smaller

unit such as a department, but it may be.too much to
expect a large percentage of them to ccpé with global

college- concerns. At the same time he stressed the

¢

importance of a mechanism which allows - for their input when

‘théy do wish to become involved.

Changing Styles of Participation

One notable aspect of participation patterns was
N hd : . & .
the changing emphasis or styles ofsinvolvqment for many

EY

~ . . - Y
individuals over a, span of four years. For a few persons -

_heavy involvement has been standard practic%'frqh,the
beginning, while .others who were very involved'réceded
from college-wide partigipation toMdopt a departmental

£y

or classroom focus. Ang; in the other diréé?}!ﬂ some ~

et -

oS B
A . . i
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persons indicated that their participation at all levels
-

-

was increasing. : .

From discussions with students and faculty who had
been consistently active, most seemed to be motivated by a-

sense of mission or opportunity to promote educational and
LEFIRY ) \
o

organizational change within. the College. Here was a

chance to do something a{i::e)he ills of education; to
create an "alternative." ording to them, the only
obstacles to participation were one's own resources of

time and energy. An abundance of time and energy was

needed to generate information pertaining to issues, and to
9
also attend meetings. One also had to be very energetic

!

in terms of beihg abge to express opinions at meetings
often characterized by an emotionally charged climate.

Persons had input into the participative process
in” different ways. An example of continuing activity, but
an altered style of partiéipation, was offered by this

faculfy member's description of a colleague's style of

i

participation. N
You take (X) for example, he was a member of
‘everything in the first few years, but his person-
ality rubbed people the wrong way. Now he is not an
official member of any college group but he is
perhaps even more active. He ducks in and out of a
lot of things. He is brilliant at writing proposals
_and position papers for committees and they are ‘more
.often than not, accepted. )

Regarding persons who were becoming 1less activec

at college-wide levels, interviews indicated’ a common

-

feeling of frustration with group decision—mSking.>

s
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Problems ‘associated with council operation discussed in
chapter three were indicative of this feeling. Also, dif-

ficulties in making an impact on large groups 6r depart-

N

ments were suggested as sources of MNissatisfaction. A e

Humanities faculty's perspective wag representative of the

)

viewpoints of persons whose involvement in broad college

concgrns was diminishing. He commented:

I am withdrawing to the cldssroom environment.
"It's a question of haw do you make change? How do
you relate to the larger group? Take a large meeting,
like the College Council, or our Humanities depart-
ment. If you're lucky you can get people excited
about making a whole scale change, but it doesn't
last, they go hbme and forget about it.

On the educational scene, I can do something for
people in the classroom, yow can get a good return:
for your energy by working with the kids, and getting
them to be involved in the College. I will still be
part1c1pat1ng, but at a level where I can see
rewards. You can't get the same rewaxd: for trying to
change the departitent or the College.

Interviews with people who were not involved in
college activities yielded t{?)main reasons for their

“noéhninvolvement. A feeling of shyness where persons did

1

not feelkagéressive enough to speak up at meetings was one

reason. The foilowing quotation from a matpématics

teacher is illustrative of this feeling.

I enjoy the sense of freedom here and feel
responsible for this college. I guess it is a

M b

2This researcher made ,contact on separate occas-
ions with three studentg, all active in college affairs,
who said they first developed an interest in invQlvement .
as a result of eXpen;ences in this faculty member s
classes.: g :

«
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‘weakness that T am not more involved but o Towe
teaching, that 15 iy wortd o o 0 T sroend abhoat oty
hours a weck hera, not bLoecaus T o have o, dord baas vane
I want to. I am involved Lohindd the soenen Don g i-
mentally but T oan not the outaoins winl o
can work 1in a large grou;.

"Others simply expressed thelr refusal to e involved in
activities outside their clacscroon teaching.,  As ostated

«

by one of them for example, "1 was not told 1 owas ewnectoed
to get involved in administrative activity when ofirst
came here., It 1is not my responsibility.”  (This sane
person WéswaLSo aghast at the 1dea of student- evaluation
of faculty.)

Faculty, who considered themselves as "late
bloomers" in the participative arproach at the College
discovered that as time progressed thoey
interest in the Collecae increascd and thus they begoan
attending meetings and volunteering for committee work.

[ —— o

Fina%‘y it was noted that intervicwees were genor-
ally of the impression that therec was less excitlement
associated with involvement now than in previous years., A
technology faculty spoke of the situation in this light:

It's more difficult now to cet -people to go to

S ! b ®
meetings. In the past when you would return from a
meeting,-peonle were excited, it was usually contro-
versial stuff, others asked what hapuvened. Mow you
might as well be rcturning from a mecting. of the Llks
for all the interest it generates.

For many, the novelty of participation had worn off. 1t

was not considered a norhal pa’t of college life. o
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ments. . Indeod the criteria ol success wore varianie o
well, although 1t was cenerally Concoded that hich student
attendance at departmental meet ings was a good indicator

of parity working well.

y
participation within many Gopartnentst was sporadic
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dinl 1soue centered, A stated by one teacher:
Parity is not oworking all o othe time, but varies 1n P )
o, difforent committoeo . the hnrinag and tiring commit-

fteer 1S oacltive gt onow, a0 student 15 co-chatrman and
all stwiloent o cntatives attend, waille another
compittee T i one on student-faculty relations,

seldoers meeots,

An illustration of the differencees in the function

,\
-

)L parity boetween departnoents was offered by o technology
faculty as he described parity in four different depart-

ments, et
In the technolooy scector you have department A

where we arve gencrally paternallstic with students,

they scecm to cxeect o dad to ouide them and know we

won't screw thioemnm, In deoartment B, 1t's ;ﬁrc-tt‘/ w1l .
an authoritarien autocvatic situation, the chairman

is boss and that's it.3  Devartment € is virtually .
run by studoents, the devpariment 1s small, there are
only a foew faculty and students hove to carry the.
Joad. In the fonrth <ia,-x::n‘tn‘t(>nt, D, I would say theray
Is participatory democracy as studoents and facully
eaually share 1In runnino the Uc‘ artment. ‘

1 <

According to intervieweces, one of the main diffi-

chltics with operaticnalizing parity was tnat of obtaining

<
sthudent representatives.  The following notice in the Daily

Bulletin illustrated the problem.

TO ALL FINE AND ADPPLIEND ARTS STUDENTS If -you do

not sce fit to suiply a class rev., for our depart-
ment, decisions will be made concerning you without

“Departmenit R was an intercesting case in point.
Many persgps in the Colleqge shared the view that it was
run autccratically. But an interview with the chairman
indicated that he perceived his department to be once of
the few in which students had real input. Interviews with
several students within the department revealed agreement
with this Vviewpoint.
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consulting you, recgardless of repercussions. Tough
luck. Signed--Present overworked student reps,
(baily Bulletin, February 2, 1973).

A series of comments from faculty members provides further
perspective on the problems of getting students to partici-
pate 1n some departments.

- We quibbled for hours in the sciences, over how
students should be/répresented. We finally
settled on the idoé of class representatives.

In theory this codld mean at least double the
number of stddentp over faculty at a department
meeting, but in jfracticz it was no problem, they
‘don't ¢ll come (%hysics Faculty).

- It's not a lack of good will on the part of
faculty but in & bhig department with sixty
faculty, the:lgbistiCS and the size scares them
off. Out of §ixty students, we have avout
twenty regulars (Humanities Faculty).

ings are too boring, a few kids come, other
think it's a good idea but don't want to e
the energy (Chemistry Faculty).

- In our department, we can't get them out, Zzet—

end

L

Some problems with getting representatives from
the studcét viewpoint were revealed in the "Project Pawson"
questionnaire. 4Seventy percent of students said they had
elections for parity representatives in their classes but
in half of the cases positions were won by acclamation
| In two programs; Moséic andifeflections,lstudents

~noted that £he question of student pgrity‘was non applic-
able. In these smaller unité, the nature of their
organization was such that students were a dominant voice
if they, so chose; pdrity was not an'issue. i )

If an overall assessment of student parity were
posgible, the folléwing balanced survey rééponses to a

-~ 4
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faculty member's statement, "Student parity in departments
-« .
is a myth," may be indicative of the situation

Percent Percent Who Percent NO (N)

Who Agree Disagree Opinion )

Students 27 39 34 70

wi

Faculty 40 ' 41 19 ) 58
Administrators 42 29 29 7
ASP 32 18 50 18

Attempts to Improve Student Participation

What was being done to improve the parity opera-

ol
.

tion? Faculty attitudes reflected three possible po§1-
tions. One viewpoint was that studerits had the chance to

be involved, and if they did not seize the opportunity

nothing more could, or should, be done.(.A second viewpoint

was that students should be obligéted to participate, as
were faculty, and somehow measures should be taken to
énsure.participation. This coercive attitude was héld by

)
a minority of faculty. A third viewpoint, and one which
seemed to be growing lin strength, was that faculty had a
resp0n§ibility to encourage and facilitate student involve-
ment a£ all levels of governance. The essenée of this

position was put #orth by an English faculty member who

had been very active in helping students to become involved
. Y

in the College.

When the College started most of us had the atti-
tude that student participatiop was to be solely
initiated by students; that we®were to stand aside.
We have lealned that attitude is wrong, it was part
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of the Dawson rip-off to let students fend for them-
selves. I am not advocating paternalism, we bent
over backwards to avoid that. But if we believe in
social action, we have to pass on our political
, skillsy to them, make sure they know how to get
. involved, make sure they get information, teach them
how to get things done.

The degree to which othet college members shared a
similar viewpoint is indicated by the responses to the
. following survey'stetement, "Faculty and administration
have a responsibility to encourage and facilitate student
involvement in the College."

Percent Percent Who Percent NoO

Who Agree Disagree Opinion (N)
Students 60 19 i 21 70
_Faculty 76 12 12 58
Administrators 72 .14 14 7
ASP 60 10 30 18

An example of faculty taking the initiative to pro-
. mote student parity was seen in the operation of the ‘
&

psychology department. According to individual students

attendance was high at all meetings and often students who
were non members attended as well. Interviews with
departmental faculty revealed that the department made a

& consc1ent10us effort to involve students. Faculty

"talked it up" 1in thelrfclasses, neW‘stydent members were~
orlented to the department and students were ekpected%
1 share equalLy in the work of departmental commlttees.

- At the time of thlS research, the College

Council tabled a facultyvmember's report, entitled
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Improving Student Participation. The report urged depart-
ments to‘péy special attention to orientation of new
studenf members and asked tha£ departments officially
endorse participaﬁion as an cducational function for wh}ch
students could receive partial course credits. Some ' |
students were presentiy receiving partial credit fgf
involvement in governance activity but this was indivad-
ually negotiat ,-rathér than being general policy.
,,/”””#’//;’;:;;ij;ion about student participation‘with a
group’of faculty revealed very strong opinioms that imple-
/ mentation of a pafticipaEiVe teaching style at the class-
room level was extremely important. For them, student
input into decisions about course c%ntent, presentation

and evaluation, was at the center of the whole participa-
tive approach. In an attempt to gain broader perspectives
on this opinion, a survey item stated "Faculty attempt tb

implement a participatory approach in the classroom through

their teaching style." Responses were és'follows: }
Percent Pe;cent Who Percent No . (N)
Who Agree Disagree Opinion - .
- Students 66 20 14 70
Faculty - 53 11 36 58
Administrators 14 T 0 | 86" 7
ASP 17 10 73 18

As indicated by aéproximately half of the students and

faculty, a pafticipative style was being applied at the

’ [}

oy

-
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¥
f

classroom level, The high percentage of "no opinions"

[4

¢ - .
reflects the difficulty of obtaining feedback on classroom

)J activity.
Ry

>%tpdentReactions to Particig@tion
O

‘ ; . A synpOSisC§f student opinions about departmental
lﬂ.?arity summarizes many of the ideas discussed to this
point, It‘also introduces another important element.
fFfom the perception of many students, parity was inter-
’pfeted as having a direct bearing on the teacher—stﬁgent

4/ learning relationship. On the "Project Dawson" question-

'?:,naire students were asked the guestion, "How is parity

T fmanifested in your department?"  Written comments were

.‘l
1

ﬁ,‘ncategorized as follows: . (a) procedures for obtaining

-7? )parity students; (b) comments emphasizing the importance

o

‘Wﬁ’ of the opportunlty for student input (latent power),

: '.; 'J

o
‘f, -
“

) (c) positive and negatlve comments regardlng the functlon—
. ing of parlty within departments,and (d) promotlon,of good

X U . .
-~ student-faculty relationships. Representative responses are

Y

ppeseoted in Table 1. , c
Lo ~ Further dlscusslons w1th students regardlng
student faculty relatlonshlps, 1nd1cated very strong feel-
ings that a unique feature of the College was the_

" opportunity to make informal contacts with faculty. Many
‘,students relatéd to faculty on a first name basis.' Oﬁ/
another "PrOJect Dawson" 1tém, 51xty percent of students

i

reported callln? at least two faculty by thelr first name, -
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;j—HOW IS PARiTY MANIFESTED IN YOUR DEPARTMENT?

.~ STUDENT RESPONSE

CONCEPT . - N(300) FREQUENCY'  popeovmace

AND INTERPRETATION ' OF MENTION

Procedures for Parity - : 45

-Representatives are elected

at a general meeting of
departmental faculty and
students.-
-We elect class representa— V
tives. - ' .
-Some interested paople just
show up at meetings, T
~-Somebody in our class gets S
"Joed" into going to meet-,
ings.

Latent Power : S 21

-If something ever goes

wrong, you know there is a

way to do something about it. i
~It's . 1mportant just to khow
you can have a say if you

want to.
-Students may appear apathet-
‘ic but all hell will break
loose if it's taken away.

How Does Parlty Functlon

P051t1ve Resoonse‘ ' . bl

-If parity means equallty we
have an equal vojce but_we ,
also learn to resgpect the
. views of faculty‘Who simply \
know more. . Yool < L
-Students can have®as much .
say‘hqwanyone else in the
department if they want to,,
it depends on your personal— .
lty o T . '

A v
i

15

17
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TABLE 1 (Continued)

'HOW IS PARITY MANIFESTED IN YOUR DEPARTMENT?

STUDENT RESPONSE

CONCEPT N (300) FREQUENCY
AND INTERPRETATION OF MENTION

—d

" PERCENTAGE

-I am_ a Science student and. . _

a Psych. dept. rep., it works ., : .
wells there but not in the

Srience dept. ,
-1 am-a parlty rep. and what

I suggest is .certainly taken

into account. A student

doesn't always have to win.
-It.,works very well in- three

depts. ~that I know of, you

feel you belong . . . o
-We definitely have a say

and it does make a differ- . R
ence, sometlmes it's sur- ’

prising -

Negative Response B : 31 10

~-Students have a udte-but we -
are never given real respon-
sibility like being dept '
chairman.
* -We have parity in Commerce
but it's ineffective; .
students are put down. :
-1 am a rep. not enough P . » .
.students attend meetings, S - o
we're outweighed by faculty _ e . -
~-Theré's a numerical par1ty~—f&
but students are transitory e
and dpn't £ind out what's -

J . o -
‘going on quickly enough, N ' ‘ . ffﬁxx:w

'~Parity Promotestood Student o e _
Faculty Relatlonshlps i 38 ' . " 13

-Teachers take into account L v o 0
what the students want. =~ - S . l S
_=They try to share their

knowledge not just talk at



TABLE 1 (Continued)

-

HOW IS PARITY MANIFESTED IN

B}

STUDENT RESPONSE

GONCEPT
AND INTERPRETATION

-

*N(300) FREQUENCY
OF MENTION

YOUR DEPARTMENT?

PERCENTAGE

you. A
-We can talk to him as 1f he
were a classmate, not a
teacher. ' °
-1 can say to a teacher what
I feel about the course and
the way he teaches it.
-Teachers ask for suggestions

for improving the courses.

No Response

114

300

38

100
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and thirty percent called all of their teachers by their
first name. VFor some, this was symbolic of the College's
attempt, to move towards a concept of community, shared
decision-making, or participatory democracy. / )
Although not directly related to depaytmental
participation, two items on the "Project Dam};éo, question-
naire offer‘additional insight into‘stuéen9/ggrticipation
at the College. One question asked stud?ﬂéé the degree to
which they felt they had‘an active say 4An decisions which
affect them. Fifty-six pércent fespoﬁged that they had

"enough" say; thirty percent responded "not much" and

’-
2N

fourteen percent "didn't‘care.“ A ‘second guestion asked,

"The College should be run primarily by: (a) students;
(b) faculty and administratogs; (c) students, faculty and-
administrators?" The same gquestion was repeated, as a

second part, except students were asked this time to

! LN

estimate "how the College i§~run."' Results were as
follows: <
T?e Follege should be/run by : ' The College is run by:

} .
Students o 11% : ‘ 13%
Faculty and Admihistration 19%\\\ . 236~

L&
-

Students, Faculty and -
Administration 70% 64%

Y . v

* Perhaps the congruence bétween thesé two sets of:

»figures 'indicates a measure gf shared authority in the
- s K . . ' a R

College. It also confirms the impression that students do.

RS

3
g
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not want to "run" the Ccllege, but they do wish to share

in the process,

Faculty Reactions to Student Participation

—————

"From interviewing faculty, a definite impression

wvas yained that they arc in favour of student 1involvement,

in fact, most of them now accept 1t as a matter of course.
Many faculty, however, confided that when the College began
four years earller, they had many doubts ‘about the 1;\11-
gcatlons of student part101patlon
! A former high school teacher stated \
Frankly I was guite anxious about how students
would react, and how 1 would react. To think that
some teen~ager might call me by my first name
bothered me at first. Now I look back on it and
laugh at myself for beilng concerned about such a-
petty thing. ?
And a technology teacher recounted this experience:

I felt we were getting carried away with the
student power thing. There was a lot of pressure,
mostly from people always talking about the "Dawson
Approach'" to let kids have a say. I didn!'t like it .
in the beginning but I have been converted; it's"
just a matter of peonle working ‘with people. 1If s
anything, I sometimes wish they were more jnvolved., -!
‘ . - . w! o

Finally, a science faculty member summarized: ."I equate
my past attitude towards student involvement as being
parallel to my. previous negative attitude about long hair. -
It's just no ‘onger an issue."

At thp end Qf Year One, a city newspaper carried
this 1nterv1ﬁw Wlth a faculty member entltled,/Dawson

Student Involvement:
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The ideal of student involvement that Dawson
College was built on has been translated into reality.

The students who are making the decisions here are
all about seventecen or fighteen years old. And there
is NO anarchy, it is NOT frightening (The Gazette,
July 3, 1970:13). '

.
v

)
IV. ADMINISTRATIVL AWRGANIZATIONAL CONCLRNS

A

Administrative Stvle

what are the demands of a participatory form of
[ 3

organization on administrators? The roles of administra-

tors in the College emerged several times in the preceding

A

'discuESion of governance. It now seems appropriate to
provide a more comprehcnsive cescription of the life of
the administrator in this College.

First it should be mentioned that t He Coliege does
have a form of hierarchical administrative étructure. An
oﬁtline of this Sffucture was provided in Figure 3 in chap-
ter three. In discussing administrativelstyle, the
following examination is maiﬁly limited to "senior" admin-
istratqrs, and in-particular, the president. Senior

administrators include the presigent and two vice-presi-

e
‘“dents, .the Coordinator of Educatiwnal Services, and the
' ‘

-

Director of Stuaent Services.4

‘4Also included here, would be .the Director of
Continuing Education but this discussioh focusses only on
thosé elements directly associated with the "day" program,

; : s -

[y
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The collea proesident ooburing the initial stao

of this study, 1t quichkly became apparcent that tine contioal
figurc at the College was the proesident, Paul Callachor,
Frnowledaoean e abhont

In the provess of 1dentifying poersons

i

college activities, in every case he was ident itied {11001,

The president's adiministrative style is rof )l otod
throughout this thesis. Interviewe s pointed out ransy
! 1

IS

characteristics about the president whicih suggested thot

i

he would likely rank very high on the two dimensions; con-

cerns for veople and for rroluction of The Manacoerial rad
Iy 'S A

.

(Blake and. #outon, 1964). Numerous persons reportod

positive contacts with him in which he eonveved a foeling
of trust, encourdqvm'nt for their ideas and concern for

their ﬁgr%ondllfizﬂ('>wnt He was also highly resnoected

?
1
'

for his knowledgc of the technical aspects of the CO]l(qt
his ability to generate cBmplex position papers cuickly,

and his insights into what was "reolly" havpening in the

College. Refercnce to his Annual Reports werce, of fered as

evidence of these skills. | .
Qiscussing his perspective on ‘the role of admin{-

A -

stration during an interview, Gallagher suggested that to

encourage the pr1nc1p1e of participation, he purpo el} .

5Included here were four faculty who, although
expressing negative views about the College, had personal

. contact with the president and cxpressed positive v1éus
. about him, .
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conm nted Lhat "he vominates wecetings--mind you T don't
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1t was noted hy other adminictrators that a
participative ayorcach involvoea nurerous meetings during

the dov.. Often paner work had to be dene amt home.  Fxam-
ination,of the nresident's calendar over a period of two
montns indicated an average of five mectings per day,
cach one lastina bhetween thirily and sixty minutes.
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high-

4 ovorticinative

4
s

}

innovative

f¢

e

hore wis
Colleqge was

in

roexanple, we

e recognized the

11t tlo

1nno-

1ts

but emphasized that it was

some vocal radicals.”

governance.
in your work rout inec but also

of an cducational rationalc, not

He

the Collece reguired a particular
*administrators had now learned
"free wheeling™ nature of the College.

are now comfartable with this

You Jjust have.to

t
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1n your value judgenents,  First you have to get your
work done, you alse have to be able to volce your
“oplnions at councils, and you have to be accessible to
debate lssues with students, faculty, sccretarics--at
meetings, often ‘al]((‘ at a moments notice. At the

same time you can't let the unconventional things
which happen around hoere blow your mind.

Numcrous examples of "unconventional" activity were
i

observed at the Rollege.  Perhaps symbolic of what the

Coordinator was referring to, was witnessed in the hallway

directly following his interview: a faculty member rode
by his office on a unicycle, with a dog in close pursuit.

When asked what are some of the ncgative dimen-

“

sions associated with being an administrator in this

environment, the Ceoordinator spoke of the problem of "fire

fighting." Administration secmed to be a "constant pro-
wcess of putting out fires and reacting to crisis. There
i1s no time to reflect on what yvou arc doing or to assess

where the ship is rcally heading." ' He sugygested that many

4

faculty and students did not realize the wark administra-
tors put in "behind the scencs, i.e. fending off parents
énd public officials, to allowﬁthe open atmosphere to
exist." At times administrators were discouraged with the
perceiVDd lack of student and faculty response to the |
‘opportunity to become involved.

Many at Dawson do not 1nvolve themselves in any
aspect of college governance although degisions taken
affect them directly, and the opportunity to partici-
pate is theirs. Only a handful of the "community"
actually govern, and yet participation in this pro-

 cess -is considered to be part-of learning (Coordina-
. tor of Educational Services, Annual chort October,
¥ 1972)., 2
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Furthermore, the Coordinator singled out the council
system as being non-functional. | The College Council was

not really reprgsentative of the internal conmunity as a

1

"few administrators and faculty tended to dominate the
meetings. "

Constant attendance at numerous mecetings was one

—

of several fgctors which appeared to contribute to adminis-
tration bcfgﬁg a tiresome process.7 The "human toll"
exacted b} }he College was particularly noticeable at the
senior administrative level. Apart from the president,

none of the four senior administrators who had started
- fos)

with the College remained. Evidently the stresses asso-

ciated with the Collédge's style of operation had much to
do with their leaving. A newspaper intérview with the .

Comptroller who resigned mid-way through the third year
illuminates the problem.

I couldn't carry on indefinitely, I'm almost d
washed up with fatigue, just mentally exhausted. I
think it's the pressure and the frustration over the
lJong haul. Although Dawson has become part of ‘me, I
feel it 18 a decision I had to make . . . I think 1
have grown and developed with Dawson to somz extent,
but maybe I haven't grown enoigh to accept what o
they're trying to do’ here (Dawson' Planet, No. 14,
1972:8), o o

In the participatory environment it didn'g take long for

a

7 . . . . $ .

The Coordinator aiso empnasized thz importance of
attendance at meetings as a meaWls of communication,
"keeping in touch," with what was going on in the College.
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college menbers to recognize the acgdcmic implications of
financial decisions. Consecqguently the prerogatives of the
Comptroller and his work rwere under constant scrutiny.
The decentralized nature of the Coliege also entailed
decentralized budgeting to the more than thirty departments
which, at least in tbe beglnnwng, produced countless tech-
nical difficulties for the Comptroller

A Fhird member of the senior ddministrative team,
the Director of Student Services, was identifiéd by inter-
viewees as also being very influential within the College.

- Prior‘ﬁo assuming his administrative post he was an
animator within the. student services department-wherc one
of h}s functiohs was to lubricate the governance machinery
of the College. This meant attending college mectings,
- ) :

identifying problems and bringing thém to the attention of
! .

i

various groups, and working with student government.

\ . : . ' )

¥ While acting as animator he was elected to be chairman of
the: College Council, a function he still retained as an

administrator.

A point worthy of note here is that the ability

to chair a meeting was a prized commodity within the Col-
lege. " With its emphasis on pgrticipation and consequent
abundance of meetings, persoigiwho were "good chéirmen"
igere given high 1nformal recognlthg in the cQ’lqu com-~

munlty. Examples of persons with thlS recognltlon would

b‘_‘ a sc;ence faculty member whose services were in high
' ) : N B

e
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demand by several departments in the first two ycars; the
chairman of the Arts Sector CQuncil would be anotherf and
:the chairmanvof the Board of;édvernOrs-was also noté for
his chairmanship skills. The three senior admipistrators
would also fall into this category.

To say that the administratags within the College
did not have "position poweri would likely be untrue. But
their influence by virtue of their personality and willing-
ness to engage in the participative process was alsg
apparent. The president, as a dynamic educational vision-
ary; the Coordinator of Educational Services with his more
pragmatic approach, but still ablerto "wheel and deal" in
the uncertain .college environment;>and the Director of
Student Services who served as a f?cilitative bridgp
between many college elqments, complemented one another as
a team.- That they were a bowerful force within the Col;

lege was common knowledge recognized not ohly by other

college members, but by themselves as well.

3

Coordination: Rople of Sector and
Departmental Chairmen

The chairman's job was considered to be a very

delicate, and often difficult one within the College.

-

Because he was elected and purposely not giveﬁ any power
by virtue of his position over faculty, he had to operate

through. personal influence.’ Consequently the job was con-

@

sidered@ undesirable by some faculty.

v

i
Y
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* .

A good example of this problem emerged from obser-

vation of a regular Friday evening, Arts-Sector Council

meeting. The mecting was attended by approximately forty,

persons; departmental chairman and parity students, One
of the main topics on the agenda was the question of pro-
cedures. for electing a new Arts-Sectar chairman. Two

hours were spent on discussing the position and attempting
? .
/

. r . . . .
to arrive at a consensu$ regarding a job description.

Apart from emphasizing that the position be essentially

-

one of coofdination, most facﬂ%ty éppeared to be, yuite
guarded in their statements. 1In discuésing what went on
with several faculty after the meetiAg, it was po?nted
out that no one wantea to say too mﬁch for fear that he
might;be nominatéd‘for fhe job. As one department chair-
" man put if, partly tongue in cheek: =

We know what ik's like being a powerlesggchairman
of a department, .4nd most of us feel it's&écant
to keep it that way, but it makes it difficult to do
the job. - Well, the sector chairman is in the same
boat. Can you imagine anyone wanting the job of try-
ing to coordinate all of us.,

ﬂ" “!
Particibatioﬁ:‘ The Service Departments
4

!

departments? How did the principle of participation

affect the operation of service deparFmeﬁts? These were

questions which emerged as important issues affecting the
. A : , e '

overall opefa%ion of the College and are pertinent to this

discussion on college governance. Disgussion of library

/ .

What were the experienées,of those in non academic

/



164

-

» operation and a "managerial workshop," serve to highlight

some of the difficulties.

The library. An interview with a librarian who
e
S . . :
had becen wit)y the College from the beginning provided

perspective on“the changing operational stance of the
library as it responded to the uncertaintics engendered by

a :
. . I3 . hd "'.‘f-
a participative environment.

According td. the iibrarian, the library had
started’off with ideafistic notions of community and trost
as expounded by the College philosophy. 1Im operational
terms the llbrary would. not haveoconventlonal securlty and
fines systems but , w1th1n a Splrlt of utuaL‘respect, ey
students‘and faculty were expected td return loaned books.
?his was to be an exercise in resporfsibility, but many
books were lost, not only to ooilege members, but to out-
;sidefs who capital}zed on the:open'iibrary. Internally
the library "flirted withlexpeéiments in pa}ticipation and
parity but it was wasted time as students were not
1nterested in all the technical details of running a

A comblnatlon of factors, book loss ‘and lack of

2
< : 14 : ,

1nterest in part1c1patlon, were cited by a Resources 7

-rA

Council Comm1551on of Inqdlfy as major problems ‘'which must

be overcome. Because there was too much evidence of
. e« ‘
\ 1rrespon51b111ty, and the cost of los books was consid-

ereéd too high, they pressed for tighter ’Cont"OlS. A
AN v - : . : . :

<

ey
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“ distinction was made between the partlclpatlve philosophy,

or that part of the phllOSOphy 1nterpreted as "openness,'

as applied to departmoents and to service arcas. The

library had to become more efficient. Turnstiles’were

placed in the llbrary and the number of exits llmlted ,

The possibility of posting security guards was tabled,

awaiting the results of future inventories.

Referring to the "efficiency versus . humanity myth"
which pervadedlthe College, the librarian pointed out that
the majority of students did not bal at the procedures
implemented to improve service; "tﬁsgdesire for having a

book when you waot it outweighed the notion that»it be
kept as an open, free booi dispensory." In fact’a more

efficient operation was at the sam%&timova more humane

- operation.

Managerial workshop. " .The follﬁ!ihg statement, by

the COOrdinatorQDf Educational‘SerVices, reflects a

N

v
problem experlenced by ~many’ admlnlstratrve support staff

in adaptlng to the llfe of the College._ :
,\.

A I feel mofte needs to be done e e e in tralnlng
or orienting.-our Admlnlstratlve Support Staff. It
is not their fault for finding Dawson confusing or
frustrating: 1f no guldance has been»prOV1ded as to
work responsrbllltles or style. It is' not enough
to say "they don't fit in" if we haven' t done- the -
proper job of interfacing them with the Dawson
milieu (Annual Report, October, 1972). -

L The key questlon seemed to be one of appllcatlon of the
partlclpatlve approach to support serv1ces, i.e.,
‘ /

s ' - -
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bookstore, printshoo, audio-visual, security. To what

cxtent were they to participate in wider college affairs?

’

sSome ARE were very involved in college activitios; others

did not \-.'i&;& to be involved.  Some manaqgers (birectors,

N

heads, coordinators), of service departments were able . €0
A\ .

a0conpndatc a participative style of operationvin ‘thelr

(R

departments, while others were not, iand the participative

‘philosophy of the Colleqge provided many headaches for them.

While this rescarcher was presént at the College,
the president responded to the, problem of ASP participa-

tion Ly initiating a series of "Managerial Workshops" to
. ; g -

[ . . .
discuss the situation. A WorkingePaner on Managorial

Roles B g}« %v (\“1%1 )1] Tiies and Prerogatives was to serve as

a starting point. for discussion. Tt was sent to approxi-

/

mately -thirty persons considerced to he 1n managoerial
“positions, and also sent to some counscllors and senior

admireistrators who funétionad{;is resource pc"rspns.

The "Paper" recognized the' sensitive role of A%P's

with managerial responsibiTities and the problem of

?

pergonal satisfactimn;.thaR therefwere;differencés,betWQen
"academic" .and . "scrvice" departments; and that collective

dec151oh maklng was a goal but not a'préctioilxeality
)
for the present Managers were expected tp use/consulta—

tion; llsten to department members, malntaln good human

N e
a \71

X S e,

. il D
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relations with departmental members, and Lo attennt to
arply the collese philosophy™ in arriving at decisions,
Evaluation of thelr nerformance would be based not only .

L]

on o the service provided but in their ability to work well

. - : : v Losai
with other persons g their units, while providing the
service.

Obcervation ol two semlnars and discussion with

several participants, revealed several perceivedeproblons

- e
withi the Colleae's particivative approach. Some of the

general complaints included: . ]
1 . . _ .

1. A feeling that magagers did not have clearly
definced autherity or Job descriptions.  This
X J 1
loosenaess -tended to "wear ;wo}:lc out."

2. The bawson vhilosorhy was too abstract to he
ractised; you couldn't call a vote on avery-
z Y
thing,

3. Paul (the president) didn't sce himgelf as a
"power ficur~" bui ASP's cxpected a more
dirvective approacn from hinm,

4. Some managers folt t hev were a ,couniiblc\t’o a
many stucdents and taculty at the CeFlege but
the participative philosophy ‘gavst them no
authority and they were not "backed up" on
many decisions.

At a summary session many of these points were

b::oucihl,t out. Althauqh some m&nqgers were of the opdinion- . ' B

that partlelbailon "just’couldaﬁot work," the woferal
o " ( : ’ 7

tenor of ‘discussion was that-it Wis chkable ut there
o ne \ o~ . A ' . .
weére lany difliculties to.ue overcome. pLoposed soiu- . .
. : R ' - s :

tions ta the problems were varied. Ooé/ceunsellor

/

' spoke of. the need for shared respo SlbllLty, personal )
,; pOWer instead of prescribed power, and a team appr?ach;
'.I 4 ‘ . o o . - ‘_ ;‘.

\
)

i

1
b
g

1



168

but this was dismissced as being too impractical.,
‘ I

Putting the }ulrticiikithClIﬂlilOS(ﬁﬂly Into practicoa

“

Was @  real problem for most managers. 1t offered a

series of perceived dilemmas.  On the one hand, Managers

-

i
felt pressures to be participative, whatever that was, and

yet therc were also pressures from all <now@nt‘ of the

: -~ . . . . 13 . V

College to be efficient, in providing a service. In man
J 3 Y

cases thg two were percejived as being incompatible. 1In
Y

’

summarizing the problem, an administrator put 1t tﬁis way:

We're asking an $8,000 to $12,000 managor/to con-~-
cepiualizu and behave in a way a high- po&cred $25,000
guy has a1ff1culty with. How secure are our: manaocrs
for example, in working through a glquo7

<.

' At a subsequent seminar, it was decided to look to
N . ." .
management cons8ltants outside the College for guidelines
in future meatings. & steering committee was sct up to
plan for upcoming sessions. An Organization Development

. ' = . v .. .
team 1n student services was also going to be active in

-

: ¢g{solving thelproblemi
» ' N : ) /
> V. SUMMARY AND ANALYSTS

! Beginnihg with\the‘Collége's emphasis on participa-

tion and a measure of participatory governance, this *“

chaptcr described how college members part1c1pated in

1

varying levpls of the. college Organization. - The 1mportance

“

of perCQlVlng an opportunlty to partlcipate, 1f not actual
partlclpatlon, was'rev1ewed and examples were glven of

dlfferlng styles of part1c1patlon._ The functaonlng of

: : : /
{ . !

L4 » N /
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student parity at the departmental level was exaninoed,

followed Ly a revicew of administrative and organizational

. .

matters rolated to the marticipative avoroach.
Participation was equated not only with involve-

ment at ¢ollege-wide levels, but was becoming increasingly

-

important at the departmental level.  Some gencral paticerns

of participation in college guv@rndnce may be postulgitod
, N - :

as follows:

1. Firstly therd was a group of persons very
active in cdllege-~wide activities such a5 the
Board and the Councils. The group includen
most administrat Ors, some active faculty and
students and a fewv ASP,  Thesce persons have
been referred to within the Colloeae as the
"visible 50." Involvement of large“humboers of
college memboers vas situationally oricenied and

\‘\\\ . not a constant. _ ) ‘ . ' ) ,

”“(. 25 ~"kecondly, a similar QfPUPhM}(TUFA&d within
‘ most departments at the depad tmedital loevel,
Here the mdgority Ofﬂfaculty,§ the chalriman,

and a coterie of students were actively in-

volved in departmental governance Many
others: became invoived _according to the parti-
« ) ¢ular issue at nand
¢ . . . Ay
3, Thlrdly there scenps to have been a nurper of

- persons at the Collceye, 1nc1u(1ng a few faculty
and large numbers of students, who were aware

. of 'an opportunity to participate. To them this
. opportunity to be involved was translatep into
R a feeling of freedom and .a sendg they were q9t
— ‘being manlpulated by others.,. . ‘
LI . ” - S )
4. Fourthly it appecars that there were o number
. .
s ) , - . 3
. ) . . o
. 8. 4
Faculty partlclpatlon varies hetween erartmcnts.
Faculty who were interviewed felt that the small g depart-
ments had-mmre active faculty 1nvolvement ) . o
. .
3 ~ . - “

\
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It should Lo notod that theo vt tor e o

rather amorshous, sl th o o ot catoabiy caolunive s
Patterns of participation changoed over Uine,

4

egarding the functionica of stuaent ooyt g
Was (-vi(l‘gnt‘ thet stuwdents dnd nogt clanor Tor o tioer, ot bon
rounre glvon the opreriuniiy o too e o

Ayt “‘A/-]yl(\(\ 4'”(\
S el s [P

Faculty and admintstrotors wore bhoeoonr o mole raato of  the
need to cultivate stadent fpvoloaat ot all Jevolo of
Ed BN

colloae covernance,

A particiryret e arorosc ot e Clinarangs G
. /

. - ) . ' . *® B . .
avpcared to ' of 1rmoprtanoe, For many cstawdbnts, nortrol-
pation was interproted e crovidipe an opbortanity Lo

. L \"
relate with Yaculty on a more personal basia g One bt

v N A
argue that this manitfestation of the particip.tive

approach 1s the most crucial one of oll, cspecially as It

i§ directly related to the teaching/learning procons
. ) , . " ' ) . (’ .
central to the cducational goals of the Colleqge,” v
It would avpecar that the par{itipative modcel
. carried expectations ‘for coertain kinds of TadminiBtrative

P
! . -

s . . ¢ . . . . B -
A‘r,behaVIOr. Gkill.in performing administrative tasks and

oo

. - R ) - : )
sensuring efficient collegoe services was rcqu1gcd onoone
N ) - . : .
\:‘ . _ B ;
—%- ) - i
L]

< ':9 . ’ ’ T . R P o N .
r*'i “This element of governance 1is discuslked in detagl.
hy-Chickering, in "Communications-Bedrock for} College
Goverrance," Lducational Record, Spring, 197

L
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ctnborsahito. A Davionce e oG Tege ol nmate
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porconal develdorivent, Gnd o coneral v
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.
college Tt (FPooto ond ey, 1968 aroh and - Hayas, -

1970) . ’ ' - ' :

P
The g,)urg;f.»j:.i«: o' othils chapter 15 towexaminoe college
' T L . ' °
memp,era® opin 10115} alsp_{zt » andarcactions to, the ¢limate
te oy L d :

. - h 1 S .
Q1 (mnd(,:rmi by thag particivaliveg vrocess within Dawson
[ ) \- _ - » ) .

Colloage, Ba.&:e@ nointervaow maferials, observation, and
.2 , N - .

) .
v .

corroborative sarvey data, the chapoer aaompts to respond

to the qgestions} "What 1s the 'Charactii" of"'the College?"

and- "How do college membors feel about being .there?"
% ’ ’ . CoE

« o
! - . N : .«
oo . : - ' )
172~ 9 -
] 4 -
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1n describing the Colicge, interviewes poerspecs
tives contained recurrent themes which served as a4 basis

for organizing this charter,  /Zlthough the tnemes dely
[

bricd description, a pervasive theme appeared to be that
of an intangible "Dawson ASpproach.™ A scerics of related

sub-themes have bheen categorized as, coeneral impressions
. .
of climate, the challenge of frecdom, and the individual

#e _ .
and the College Lach theme is part of a composite o

opimions and attitudes intended to portray the college

climate,
/
I71. T& __DA‘.’:-’SON RPPROACH & A COLLEGE "SACA"

Discussing the f:(‘ccpt of college climate, Burton
Clark states that some colleqges develop a distinctive
. : k3 N
orgyaniz atlorml character or "saga."  He explaing’
The organlzatlon with a saga is only sccondarily
. Q@ SOCldl entity characterized by plan and reason,

it is first of all a matter of heart, a centery of
b pcersonal and collcctiye identity (Clark, 1970:8).

A 51m11a£ COnCQPt 1s sugaostea by qhonoaon (1967) in pro-
posing thc idea of an orqanjzatiOnal ideoloyy. An ;doo 7
‘lOgy.serveq to bl;d an organlzatJon togethcr glVan 1& a
5enqo o% identity and purposc. It 15 proposcd tngt the>

College under gtudy ndb ULvelopLd its own "3ga or 1dnolony

which has‘evqlted from the phllosophlcal "Dawsqn Approach

u.A.‘F

~ 3

. .
. . -
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QK this amorphous concept wae quickly interpreted as frecedom
and participation., Any activity which went against theose
) 1deals, k.4, the thouoht of posting library guards, or a

committee without student representation, was congidered

"

un Dawson." At the same time, the feeling of

as boeing
1

being part of something unique, contributed to a sense of

1 Y ;l’ 3 3 3 _ L L2 " P ) ' o "

lagentity with the participative "Dawseon Approach." A1l of

L4
these factors contributed to the oxisting collgge climate.
The following discussion examines this climate, some of
.“V'" . . . -

5hc chandes vhich have taken place, and positive and nege-—
| N <9,

tive featurecs associated with it, .

What docs the "bDawson Approach® mean to persons at

v
the College now? Table 2 presents -student resyponses 1o oa
. . - <‘ . ¥
"Project Dawson"sqguestion, "What do you understand of the
-~ : .

) . ~ " ‘: o . . ¢ N . .
'Dawson Avpprodch'?" Inteyoretations have been cateqgorized
! B ShS

“under frecdom, participation, education, others, and no

response. : ‘ -

\

A substantial number of students did not respond
. -to the guestion. This is in kecping with the blank stards

e N '
or shoulder shrugs one reckives when. asking students what

e.they know about the "Dawson Approqch."_ They do not asso-

*»

ciate the term with aﬁything SpGCiij.‘;HOWOVQY when

- asked, to describé the Collecye, thes® same persons talk

v

“about e freedom and the 0pportﬁnity to parti!!%dte.,
- \“ ~ , . rl

o Thrbuéhout interviews with cdllégé members‘the
T -8 b ¢ :
impression was gaihed that although people had difficulty
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TABLE 2 3

#® -

WIAT DO YOU UNDEORSTAND OF THE DAWSON APPROACH?

STUDENT RESPONSE

; N(‘}‘P" s N (30 LREQUENCY .
oo J X N (300) L QUERCY oy cpnracs
CAND INTERFRETATTON OF MIENTION
Free m()m
Positive ' ' 66 ) * 22
. L4
-Freedom for self ())’Ul’(“o%l()']
-Do your own thing s

-Freedom and resmonsibility
-Let doing vour owh thi; ng

benefit others » ‘ ,
-People come before bLureau- 4 i ; )
cracy /

-Take 1t.casy but got some- ‘ : ) !
thing done without being told )

~Everyone 1vs free to interpret # T
the philosyphy for himself ' X

: - . )

Negative - N ‘ 11 L 4 7

- : ¢ : ﬁ‘k - 4,
-Too far out, we am> here to ) r -
lzarn SRR
~it's been \7drped by misuse of ) IR N
frecdom . )

-It's become "riv of f" what

you cdn, like books Q,'

, ' - e '
e L R o
'Pgrtic¥_1;>at;ion S 0 ‘ o
Positive *59 ) 20
-A philosophy’of participati N
-Students and faculty fGn- th S A
~College 4 2. ," S
~Parity for studentsy faculty . )

and administrators. 4 - S
-Student viewpoints, are not p ,

. ignored. ‘ - : o ' :
~~Encourages student 1nvolvement St ’ '
sin dec1sxons . vv"- . o ;
~Anybody can'have a. say in any—‘ T » .

thlng B - LT L e
EREE : - s n

u



TADLE 2 (Continued)

-

WHAT DO YOU UNDERSTALD OF THE DAWSON APPRONCI?

STUDENT RESPONSE
concL >y N(200) FRUQUEHNCY . .
f : )\( ' e ; H .) bt PERCENTAGE
FND INTURPROTATION X OF MENT1ION

Negatlive R 6 5
-Leave ne alone, 1 den't want
to play qgovernnent '

- Educational

e e

Positive tn e 29 . 10

-1t means having teadhers who .

care about mo ' ] ,
-Beginnling to change the whole P

educational system ‘
-Fducation for personal ‘
dqvolopmcng' T - '
—Learnj:n;.at vour oyn pace .
-A community of pco?le l¢arning

from cach other : .
-Tcaching and leawrning inoan
unrestrictive cnvirgnment o .

Negative . . 3 . <1

-

-A mythical ideal about scli- ' i
Y 1T

realization | .
. v, R ‘s

~-A together community o qi / o '
-Of fshoot of the now decad ‘
"Woods tock LEra”

“=Doimg more—with less ala— s i
Fuller ’ " :

-I'm not sure what it is but I
like it

-Tsolated Athenian democracv in . ; e A .
a .Spartan society - ..t 7 ( ,
“=1t seems to be everywhere but o . .
no one can explain it . :
. : -
.No Response L . + 106 S 35y
. - —— g R — -

B - ’ v -
' 4 . ) s ¥
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.pinpointing what the *Dawson Approach" was, 1t still had

an, impact on the Ccllege. Responses to the following ~

statement would indicate gencral agrecment.  "Many people

.

: N . C
"do not know what the 'Dawson Approach' is, but it has a

strong influence on the way thiéSCollege operates."

Percent Percent who Percent No

Who Aqgrce Disdgree Opiniorn (N)
* ) ‘ RN :
. SQtudents . . 68 8. : 24 70"
;‘;ulty oo 80 5 15 58
Administrators 72 . 14 o 14 7
ASP C .83 5 12 18
¥ . ITI.  GENERAL INMPRESSIONS OF CLIMATE
- . ~ / . . . . &
W : -

1 -

In describing the CGollege, a humanities tcwclier
’ . : A r.' I- | ) ) . I- N
Jfound it to be an exciting and dynamic place n which to
. . , .

teach., This statement reflects her enthusiasn.

.r
-

' It's.an ele(trliylna atmosphere, 1t's bubbling,

thlngq are always happening, there:are few ‘hureau-
“cratic restrictions here. Thinags keeo porping up--

like someone will have an idea for 4. program, the
proagram starts up, goces tor a while and maybe radcs,

‘but meanwhile somethlng else pops up.’ It's néver

statlc, it? s'sort of ‘1ke a Spontaneous combustion.

1

Tt woulo ap,ear that the College env1ronm¢nt was
. LY

! “‘far from dull ~as one flrst year student put it, "You get

- . ) <

the feellng as soon as you come. here that thlsAplace 1s

»

al;ve. Another oplnlon, from\an external college

.. 4

bcerver, offers a 51m11ar v1ewp01nt ~“Throughout my stay
¢ . et -ts
g.A at ﬁswson, I had a very deflnlte feeling of a’ 'dream or
) LY . Y
ﬂ.;v1510n; of a certaln kind of institute . ., . E'ﬂmst admlt
T : . e Lo _ o ’ T 1

. v !
. o R A

a

.:.‘J
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ion ¢éxcited me"

»

the challenge and the obviqus‘dedicgp
(CEGEP chort)'S?Cilah Thompson, Ddﬁglas College,
Vancouver, October, 1572:4).

The following 1s a do&sribtion of an event that
occurred during the first day of this reséarchAaCtiVity at

the Colleye. The College, as reported in 1its hewspaper,

Wwas in a state of crisis. Humanities courses were to be

)

L4 . -
altered byPprovincial covernment legislation and.ﬁLerSJiii//»

-

a possibili%y of regulations regarding student attendance.

At the request of students, ghe Board of Governors®*inter-

e

rupted their monthly meeting and adjodrned %F the cafe-
te&ia to mect with an estimated one thousand students to

discuss the proposcd legislation. After an hour of dis-
L

@ussion it was decided to send a telecrg f S®otest to

P

the government; commlttees were sct upfto examine the

issue further.’ The Board had not expedted a meeting of" |

N i -
this nature, and the studerits Yhemselves had only thought

of the idea dt 4.00 p.m. By 6:00 p.m. the Cafeteriq meet-

4

Hing_gas_ouairﬁandﬁLhQ,EQQIQwiﬁconVénQQ"to its_regular ¢

S
. :' A B L -
meeting. N
During the remainder o® the week,., foyr hundred ‘ .
. 1 AN N “‘vl L,
students met in groups of twenty to discuss the legisla-

o ’-

. . > e - - . s ; .

tion and posgible gctien. Observation of one of these
. R ‘ o C ‘ ’
Yroups indf?ated that students were very concerned Wwith

pgssible restrictions.on freedom, which, as one student
\ LT T

VLo R . ! , ) .
4 : N - ‘ I

\ L «:9..1 . ’ . ) . R - )

4 . 200 - . ao- . . ™ ' .

\ . R 1 A ; .

said, "is jhe soulof this College.’
. “fr
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A1

Also during that weel, John llolt, a noted cducation

<

critic, helo aﬁ open seminar on "wWhat Eduycation Could Be"
atathe College. Anothern Scminar“?gyiewfiz ?Altetﬁéti&e
Forms of éolleaetﬁdueation" Was stegmﬂlu/?é%uIty and -
loeal uniV@réity professors. The college paper c¢onrtained
articles reviewing the visit tO~th College of Buckminster
Fuller; and the upcomlnq lectures by pOlltICdl aLthlS@>

Pierre Vallieres. A total of eighty-two Open meetlngs‘ﬂ S

were announced in thc waeks Dally Bulletlns.
>

- fPQfSOﬂS intGIViGWCd, noted that the Boaro did not

" B . ad . . )
usually mcet in the cafeteria, otherwise these actiwities ¥
' . ’ . 4
represented the normal:paee’of/liﬁe within the College.

LT \ . .o

2 majorit" af %Bdlege.members seempd tocappreciate
- 1 > :
the %-flve nace of college 11fe making Dojltlve Jntelprt—

0

tations of some orounlgatlonal foatures witich might con—

ventlonally be regaroed as negatlvc yfknfexample, 1nter—
! -
viewets commonly uqed the terms analchy and chaos 1n/

describinq the Col]eqeu A faculty member put it thlﬁ way,

¢ L;ke it hexer but- as a,SOClOlQQlSL$I_flpd‘ir i ing_m~e7

that an organlzatlon ‘can be much closer to aﬁ

*

survive than B ever thought p0531ble. A q/part'eﬁka}\

phere. ’"Sure it's terrlbly chaot1c,'1nef%1c1ent and

o A ' f

frustrétlng——l love it--it's exactly what we opted for when’

we s64d pe0p1e c0uld.get anOlVed in the creatloh of tpelr

. y , coredon : (

own learning exper}ence. o T ey NS

. . ' §% . o R .
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One student govérfment lecader described aspects

of student behavigr, as symbolic  of the College's, "loose-

noss, " ) y
. , PR | , ‘ X
When kids come into the administrative area they,
can sce the student government office right next to
Squee  Gordon's office (Coordinator of Educational
.. Services), They can sce us playing hockey, and "tackle
Yo football. in the halls. It sort of.loosens kldS up
‘ (Dawson Planet Fall, 1971: undatgg) .
Anoth(r studont*commented
K There are no big moral restrigtions on things like
dope--kids use their Qwn judgement. It's nothing to -
seesa student Wdlking’around with, 4 bottle of beer”ih
. his hand or a bunch of people gambllng, or "toking up"

_1h xhe tafeteria. - \ s S .. ‘

N

.. . ‘ - o :
L An observer is soon avWare of these behaV1ors in ‘'the
/ & ’;*, ( '— ‘ "J»\ - ,
e dllege a]thouqh the frequency @f drinking seems to be SN
/ Q b3 \ y -
- . < . [§ A\ ° |

Qw . & 4 -

‘ more assoc1ated w1tn the hollday season wheg partles 1

. . ﬁ? . _
\. ;nvblvxng a cross sectlonoof college members werg common.
I " o
? e Sbme pqrsons accentuatcd the iess deslrabie
»

. ~aspe;§s of‘the College; ye; it ﬁay be s;gnlf}cant to note
: v : .
o thatvmosé @lso e«pressedyfeeyings of'pgrsohar'satiqfaction
with the College.‘ A fécﬁnology teacher exémplified this )
attituaé in,saying, "I may-criticiée'this College a lot,

but I amhfealiy happy here. 1It's the kind of_place I

would have liked to have attended." Faculty were very

[

free with their criticism of the College, but it was”

‘

usually presénted ‘in the form of construcfiﬁe criticism,

and seldom did?ip represent»tﬁeir overall outlodk.
. n | o |

At the same time however, one sensed several
/ e ‘ -
sources of frustration yhich, in timMe, could over-ride

.
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more positive clements of the . College, Somc‘facukgy fdund

it difficult to equate the ?organizaﬁional slack" enydnder-

cd by the wafticipative approach, with other valucs relat- °©
ing to a Seﬁscﬁof academic purpose and collective or
! : ‘ .o
Organizational direction. . The' following quotation from a
‘ i : A
A . ‘ .
biology faculty member reflects this concern:

You wonder if the College stands for anything
positived) or concrete, evesything is so fluid. If yau
want to \take a. stand on anythdng, you'}elpreﬁty,well
‘On your ‘wn. There doesn't»seem to be a collective ~
commitment ta anything. You find yourself treading
water, there is no firm footing,

e, -

It appclared from interviews . that elément éf,
dissatisfaction waé growing'withih the College as faculty
and administratols spoke @f the need for more predicta-
bility in their & vironmeﬁt agd a sense. of accomplishment

;

from their activi‘ies.

\

Changing Climate V| .

Concerns wdre expressed by maﬂy intefviewées that
‘the_Céllegé‘had chapged so much over four years., A éommon‘
‘féompiaint was that.Yt had grown too big, increasing in
size.f;om.approximétely 1,800 students to nearly 5,000.
$tud¢nts. Less feeling of community spirit, bureaucratiza-
‘tion énd conéervafism were all mentioned as conseqﬁences _
of\this growth’ o

" | Apparentiy the'mostvstriking,chanae within the
Collége-took Place between the first'and second year:

.

- /\‘_'
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THe intimacy of college life so outstandingly
evidétit in 1969-70, diminished visibly i 1970-71--
two campuses, the sheer increase in enrolment, the
quick integration of new faculty members, érowded
conditiens and the loss of the effect of novelty so
evident in 1969-70 were all,contributing factors
(Annual Report, October 1971:3). -

A 'student who had beén at thé College in the first

- ,‘ LY , L] -

year and had since ‘returned, notic€d the overall change

and described it this way: -
: | <

The place got overstructured. In the first year

" students became aware .that they had to clean up

dirtyl messes in the cafeteria and the lounges. It

was total awareness of being responsible for your ‘

own things. Now they've got cleanind crews to do it.,

That's symbolic of the change here.

v < Y
"Another student who had been a member 6f the College

Comhission on Structures,.reflected a common opinion that
* . :
the College was becoming more structured in its operation.

It's not a$ open overall now. By that I mean it's
gotten so big things are not as loose as they used
to be, there-are more channels for doing things now.

Many facuify, administrators and ASP were of the
-

opinion that the student body was also becoming more

[d

conservative. Comments such as "We don't even have any

”f.\pseudo radicals anymore;" "They're younger, guieter, more

s£ﬁdigus," and "They still want to be invofved to a
degreéj\bué they don't rant .and rave about ige* were
heafd;frequeﬁtly. It was not possihle té'ascertain the
validity of. these coﬁiﬁwsnts but‘::i'.t 'did', occur t¢ thé
;esearcher’that perhapé fééulty and others a£ the College

‘ ) €y 2
had also changed in that they may have ledrned better to

/

cope with student involvement. ) . Aﬁgz‘
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Associated with the changing climate there'were a .

number of instances where rules and regulations werec .
evolving.' For example, the original "awson Approach"'ikl
stated,."The time commitment of cach member of the commun-

, ity should not be measured bv anyone but himself." ‘Some
g departments however, adppted self~impoeed minimal workihg
hours. ’A facult& member of the English departmnent S :JE
explained why they Set-d}ruling: _ J

A

.

There were a couple of peoplg who were seldom here,
they wetfen't sharing the load. | So we passed a
- departmental ruling requlrlnq minimum number of
hours. The ruling *didn't bother most of us because
‘we were going to be here ° anvyay

Mosaic: A microcosﬁ of change, DevelOpments'in

one of the College's ihnovative programs, Mosaic, are’

‘ %
illustrated here as a micrOCOSm of change in-the larger

4 ‘e

College. Both began w1th llttle advance plannlng as
directions were tO evolve out of the process of experlence,
both experlenced dlfflculty in’ feconcllang values of

individual freedom and organlzatlonai commitment; and both
. §
tended to become somewhat more structured and conservatlve
4 &

e

19,ihe1r operation.
Mosaic began 1n the first college year when fOur
faculty banded together to offer an "inter- d1501pllnary,

multl—credlt, project oriented; experlentlal and_ experl—

mental program," to one hundred students (Emanon.} Mosalc

, Issue,_1970) ' An 1nterv1ew w1th aaMosalc faculty member

P

. revealed how the program got started, what some of the

-~ .
)

IR : S S ' - }' -
e. . ) : : Q‘F ; , “i‘;—?" - » c C

[ Jis}



problems were, and how it had changed. . N

lle cxplained that the prodram,

. was an outgrowth of the freedom and innova¥ion
implied in Paul's (the pres 1dent) Dawson;Appr ach“\//ﬁ
_The rest of the College was' occomlng just, anothe?
college, so we decided to try to apply the Dawson
pnllooophy in a smaller group. —~

’

The philosophy was interpreted essentlally as one of

-
.

freedom and as the Mosaic faculty member‘explaiﬁed:

. One of the unwrittéh rules of Mosaic in the begins
ning was that, no one was to lay his trip -anyone’
else. But it didn't work, a meetlna would Qe called
and nabody would show up. Mosaic consistec
everyone going hls own way. . &,

+ 1t Jaﬁ

.

challenge in"dealing with freedom. This theme is dealt

IV,

'admlnlstrators and support persons. &he concepf¢of free-



‘,i*ﬂ M@asuro of rrendom i Lﬁ
C TR -, - e e :
e ,& FUrthor suRPort for 'the pervasive presence of this

T tncme was galned fxom admlnlstratlon of the "Freedom" sub-

.~ 7,

a.

(

Freedom, in the IFI 1s‘descr1bcd as having to do

~

with:

. .. academic freedom for faculty‘and'students

as well as freedom in thecir personal llvcs fbr all
¢ individuals in the campus community. quh gcores

o 1mply that respondents perceive themselves to be ‘

essentially free to discuss topics and organize
‘groups of their own choosing, to invite controversial
- speakers, and to be relatively free of college. re-
strictions on their personal conduct and activities.
Low scores suggest an institytion that places_.many
restraints on the academic aﬁﬁ perosnal lives of '
faculty and students (Institutional Functioning
Invéntoxy Manual, 1970:1). /

Results were as follows:

‘  scalc Qf Lks Instltutlonal ku1otlon1ng Inventory (IrI, 1970).

FREEDOM SUB SCALE

o / ' :
. Group - - - - Mean . Percentile : (N)
Out of 12 ] Fquivalent
. ) r’ | V ' N
Students 11.23 ' 92 42
. . % - . .
“Faculty - - 11.83 . R . 98‘,.',.‘ . 36
Administrators = 11.40 . S 93'55 . ce 7
o . ./ ‘ o ‘

PR

: VN s
. - ~ . "
4 °© . [
. . .. . M
. ,

The gercenmles, ‘all over nlnet*/,-' are general
kindicgt0r5=0f the. climate'of freedom which existed within
B
the Colhﬁi. How college members ferl: about freedon, and

vth&-challenqes faced b “the Collége in coplng.vlth this

aspect of organlzatlonal'> e,,are glven fhrther
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.consideration in the following‘ﬁiscussion.
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/

Coping With Freedom '

A

The majority of persors interviewed offered favour-
able iﬁpressions of freedom in the Collegé. Although they
perceived the‘College as becoming mere structured, this',

factor did not appear to be inhibiting the climate of free-

‘dom., For example a new faculty member, expressed hlS

dismay w1th others who had told him the College was becom-

ing more restrlctlve:

I am a new.teacher here and have taught in many
other places, but nowhere have I found the fantastic
freedom to do what I am competent at doing, as I have
found here. E . oo

Several students and faculty pointed to 1nnovat1ve
programs and courses as indicgators of freedom within the

College, As a technology teacher/pommented

There is a great deal of freedom here. . Somethlng
like that wdy-out Mosaic program, which I don' t )
_personally care for, is symbolic of this and has to
be preserved. The nature of our admlnlctfatloﬂ and
our structure permlts thlS kind of thing.

Although a feellng of freedom pervaded the College,

. there werelétlll mlxed EmOthnS as to the degree of demon-

strated success in COplng -with freedom\\ Some of the Rl

dlfficultles encountered 1n deallng with' 1nd1v1dual ‘and

collectlve responsxblllty are deplcted by thls student‘

\

artlcle _appearing in the college paper- f : ';,

. .
0y

1Durlng an' lnterV1ew, a Mosalc facplty member_

"asserted that the college pre51dent ‘was thelr major suppor+
tero ‘  ) L ) . . . . L

»
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e
) SORRY GQp--WE CAN'T EVEN SAY WE TRIED THIS TIMg
: \ v
Turnstiles will soon be implcmented in the li¥rary,
fire exits will be locked except-when triggered by
alarm and there will probably be pypalties for overdue
books . . . \ :

I disagree with these securiQy easures, and this
creates an internal conflict since T also know we need
them because . . . Dawson is “"supposed to be some
kinda'different® and it is not. We're not. Dawson
is ipdicative of a certain pattern of conduct which
occurs all too frequently these days: We as people
have abdicated all responsibility to others.and their
rights and uitimately to-o%réelues‘andlour rights.

Dawson's philcsophy gives each of us the right to
participate (or pot to participate) in life in the
manner that suits the ‘individual besk. What we do
not seem to realize is that this does not include
achieving our rights at the expense of someone else's.
If we. had individual responsibility 4o each other we
'could compromise on problems that arise, nullifying
the need to be policed. But I know in my gut that
this is too much to ask for. 'Then again, I still keep
hoping . . . Love Shirley (Dawson Planet, No. 14,

- spring, 1972). ' N "

These viewpoints are but a sampling of the mater-
, , o :
ials on the same theme written by a cross section of
1 ’ . . .

college members .and regularly published in the college
' 4 : '
newspaper. The pa;ticular article may appear to be some-

what dfamatic-as:it was wiitten at a time,of‘perceived
cfiéiéa(possible Iibfary restrictions).‘ Hoﬁever, as
leéfxéd during the course of interviewiné, the article
probably réfleéts feelings most persons atwfﬁe'College

thpupxperiencéd at one time or another.
PO g ‘ _ . ,
. Many issues asSociated‘with-the adoption of a

participatory style of governance émérge,here.{ The

[ 4
central one however, seems to revolve around the question.

LA

»

Sy

r
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of how to maintain an open clima%c, provide a measure of

-

efficiency, and yet a}sﬂwcultivate an environment in which
.. N * » i &

-t)peopie can become gware of their nespthibilities and

inter@ependence with others.
> - i ) :
JLearning to cope with freedom was suggested by

many -persons as one of the unique educational features of

N A

the College. A humanities teachpr's comment on freedom is

representative of such viewpoints. It also syggests a

érovocative question regarding the functioning of adminis-

A

trators within such an environment. e

The College is still a unique experiment in free-
dom, naturally there is a degree of anarchy but there
is much learning. I wish more people could better
understand that creativity can come from apparent
chaos.Y "You have to be able to put up with ambiguity

-here. The prime example of this is Pgul. He can. .
tolerate the turbulence associated with people learn-
ing to handle their freedoms; to learn more about s
themselves. 1Is this unique among administrdtors?.

-

To agsess the degree to which others in the College
- > . .
sQared the idea’that Dawson was an educational experiment

in freedom, the foilowing statement was included.in the
survey: "Dawson is an experiment with freedom. We are
6 i . )
willing to make mistakes and learn by them." Responses
were as follbws: ‘ ' |

o -

£ .
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‘
-

.Percent Percent Who Percent NQ ‘
‘- ) " Wwho Agree ’isagree ‘ Opinion \ )
Studentg 84 - 5 « 11 ) 79,,
. . . . , ;
Faculty ° 85 6, 9 58
Administrators 8% o0 - 14 I A
© asp 67 ©oar 16 18

‘Willingness to tolerate the turbulence aSSOCiated

with an open cllmate appeared to characterize the attitudes
*ll

of most college members Persons seemed to 1dent1fy with -
thlS aspect of the College as it was con51dered as part:of
the "Dawson" way of d01ng things.. It should be cautioned

however that thlS attxtude towards freedom may be somewhat

tenuous as many persods also complained about the. abuse of

£

freedom w;thln the College. This problem,coupled w1th

increasing size and more conservative trends discussed
. \

earlier,may have a bearing on future conditions.

V. THE INDIVIDUAL A&D THE COLLEGE
, . . .. ]
'Human resources literature points to the need‘for
establlshlng organlzatlons whlch are. conduc1ve to the
persolLl growth of members. COndltlonS whlch allow for

1nd1v1duals to 1nf1uence de01510ns whlch affect them are

‘- viewed as- prereqplsltes to-opportunltles for self actuall-

£
i

n;}: zat1Qp. R o ;’r;;'\ B

It was not w1th1n ‘the scope of thlS study to

examlne spe01flc 3001al psychological relatlonshlps, but
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. . .

it did: come out clearly in‘the intetviews ‘that most persons _
: &

Y
»

. exgerienced a very pos&tive association with -the College.d )
. X sampling of interview excerpts from a cross section“of
ASP,. faculty admlnlstrators and students are 1llustrat1ve
of this condrtlon. Survey responses are included to sub- -

‘stantiate interview impressions. Opportunities to be self-,
. K )

Areliant, to be regarded as an individual, 5’feellng of not
being hlndered by unnecessary okganlzatlonal constraints,

and strong 1dent1flcat10n with the College were mentioned

frequently . .or

. A malntenanee head who had worked for twenty

years in 1ndustry/ expressed his feelings about the College
. : o : '\\

this’ﬁay: . s . o R .

g This pface is 1i%e a breath of fresh air for me.
My other work was with good companies mind you, but
.there it. was, get the job done or else--make a buck.
Here there is-a different outlook,. jbu work hard,
maybe sharder than in 1ndustry, but you're treated
like & human belng, not .a blpody robot. You've got
‘to learn to work with peoplg as human beings here.
YOu,just,canLt go around- sheuting out .orders; if
you do you're dead. Fox me4 my four years here have
been wor'th twenty -in 1ndustry

Twenty—nlne of thlrty flve faculty 1nterv1ewed
were qulte expllclt about thelr p031t1ve personal relatlon- _{

sbap w1th the Collegel, A humanltles teg%her stated

Suc01nctly['“Thls fﬁﬂeée lS part of me. It 1s m;ne as

. / . i
“l much as it is anyone else s. I helped to create 1t, and I

t

,w’ ‘an also respoASLble for lt.” It s as. Smele as’ thét.ft

/ . t . . .
. . B B 0 N . » B h B . N
Qr . . ot R

Identlflcation. Assumxng that an expreSS1on of a

e
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* . ‘o ~ -’ N\ &‘ ' :. .
sense of reﬁponsibility for the College may also be an ;

indicator of one's ident;fiéati%n with the .College, the

tl

-

‘following statement was included on the survey,~ "I fee; a
- sense ef reeponeibility for - this College.". Responses were
, : A :
as follows: ’ | o 6
‘Percent PeTyent Who | Percent No )
Who Agree . D¥sagree Qplnlon
Shddents - 57 . 33 _ 16' 70
‘Faculty K .11, 9 58 -
4 A o 3 , ‘
Administrato;sv 86 A14~' ‘ 0 7
asp” ., 83 17 | o 18

A secretafy who had been With' the College since the
beglnnlng suggested that a sense of responsibility was felt j

Al

- more by those who had shared in the Collegels. development

\‘ ~ -
since the flrst year. When- the same data 1y énalyzed 1n
~ terms of the number of years one had been at the College,

" the follow1ng trend 1s-supb9rt1ve of her.hotlon.

Nwmber of Years Percent  Percent Who: Percent No (N)

at the College  Who Agree  Disagree Opinion - -
';T—N]v°1_ T s 3 1 36 b
R ST I R ST
| 3. w2 1 as
S N T SAE PR T TR R

The assccxatlon between an 1ncreased sense of

'respon51b111ty, and tlme at the‘college,,ls partlcularly v/y

a

'!fnoticeable in the ease of students. Thls may'hawe a bear*
v . :

'*hflng on the manner 1n whlch they reSpond‘to freedom at the

° ) M " - B P . . -t A . 3
I o '.. . - - S e - N STk 3 :-,’.‘ ¢



—
:
T 2

Nl - SN
~192

s I.y
College and would be deserving of more focuséod‘research.

- o
It may also be useful to note that nine faculty X
: "o«'*
“members added comments on the ‘survey to the effect that
‘ v
they felt fmore regponqlblllty towards their dopartments

\
than. to the College as a whorh, ThlS perspectlve is in

/keeping.wrth interview feedback indicating more allegifncex i.

to these smaller. units, . o o .
T . : . T %

Personal satisfaction., The interviewer received a »
i ' ",

distinct impression from most persons at the Cdllege that
they found the environment, although hectlc at tlmes, to be
generally personally rewerdlng. For examplef a lerarlan

.in relating her experlences stated.
"‘ N B - -
‘! You had to build your job from scratch You pretty
“well wrote your own job description. ' You learned ,
quickly to be self-starting, to take responsibility’
and initiatiye. If you didn't do it, it wouldn't get
done. This still applies at the College. In- a way
this place has beeneggeat for me persoﬁally.

@

&n ex-faculty member descrlbed his eyperlence w1th P

“the College this way. ’ﬂIt was a place»where#I felt I could
' A B

‘really'spread-my wings You really got the feellng that
‘as an ;nd1v1dual you had an opportunlty to grow.“2 And'a"

y chemlstry faculty member, expandlng on a slmllar theme,~

' offered this testlmony e

ve

b .

&

' ' -1
_ This % erson who became an admlnlstrator in a newj_
vcollege in the area, also stressed that Dawson' s uniqueness
- was not - just related to the euphoria assocmated with begin-—"-L

»¢N ning. a new colldYe. Dawson, had a. ‘distinctiveness of. its

own. ~In- descrlblng what was ,unique ‘about. the College he
~used the ‘terms, freedom, dyﬁamlc, futurlstlc, excxtlng, and E”,

N chaotlc. AR T T T . -
- C s . P . l . o . e : vl
i S v * N o o ’ T S - ;._.'"v ' ‘ \ " . ’ N l”“k .
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It may sound-corny Hut my personality has changed
a lot here. I think I get along with other people

.Jmuch'better now. You have to, to get along in all of
the mvetings thdt we have. Here you can. work with
othetrs in making your own decisions, kno\lnq that
somebody up there (admlnlstr(tlon) isn't controlling
L{he show, ’ - '

It's been a cxeative place for me, T have been
able to be myself., I am a bettcr person aS‘}I“SUlt,

" of my experience at the College.

Students did not seem‘to be quite as articulate

about a sense of personal growth. Most of their comments

centéred around expressions such as, "You can do your own

thing here," or "I.can be myself." Qne student who was

very

on several college commlttees suggested

and thlngs ‘I have learned here have, been about other people

actlve as a parlty department mgmber and participant

and myself, and I learned them through going to heetings,

not:just Ehrough classes."

vopinion of her re;ationship to the Coliege:

"The truly 1mport-

Another student expressed this

I feel close towafaa Dawson., Even thoo;F I am not

fully involved in the "government of the Colflege, I .
would .not trade .the freedom of expression ve found

‘here” for a more’ structured college. Dawson may be a

ligtle 1neff1cient at tlmes, ‘and a bit aggravatlng
as wetl, but I think it's warth sticking- it out and
worklng harde; on an individual basis to concentrate

' on my stydies. . Ig an unstructured place like “this,
. one has ‘to d1501p11ne oneself, because no one else --

will do it for you, and when. I come through this
syﬁtem I will be styonger and have more of my own
1n1t1at1Ve than I wbuld otherwise.”

In an attempt to.galn more sﬁe01f1c response

ﬁ

regardlng persons feellngs‘about themselves and ‘the Col-

@ege,ﬂﬁhe statément,_?l think I*am a better '‘person as a 4?‘

ey

. g" T ’ S 4

.

L o

. @ b e s
G . . 4 .
. - -

o

.

/
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L4

result of my experience at Dawson," was ‘included on gpe

survey.

\

Students

Faculty

Results were as follows:

Percént
Who Agree

72

74

Administrators 100

ASP

added comments to the item,

too new to the College to make a Judgement
[}

67

Percent Who

Percent No

Disagree Opinion (N)
11 17 70
] .
6 ‘ 20 58
0 0 7
/
16 A Y 18

Most persons agreed.with this- v1ewp01nt and many

. »

some 1ndlcated that they ware

-others sugges-'

tdd how difficult it would be for them to work in a more

F

structured environment,
Y [y *

and one person stated,

"this 1is

'ridiqulous, education has nothing to do with personality,"

Although the majorlty of persons expressed satis-

factlon with the College,“many of them also spoke of the

¥

human toll:

The excitement of ‘the College,

the’continual

faceFto—fece confrontation with each other in attempts to

solve immediate problems,

L)

the constant scrutiny of one's

perSOnal values as hls opinions are openly questloned the

sense.of a Jdack ofnaccomplishment in developing a harmon-

s . . : ¢
+ious communi and the drain on one's energy were all
. y g

Y

mentioned as part of this toll.

In a seemingly paradoxical

fashlon, this situation Wthh engendered both satlsfactlon

" and exhaustlon typlfled the college, env1ronment

\
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V. FINAL COMMENTS“ON THE DAWSON APPROACH =

&

'

The followiné faculty member'e viewpoint mirrors
the opinion that the existing coilege enviroqment stemmed
from interpretation gofkthe "DaW§on-ﬁPproach." Her inter-
pretation of thie iiosophy also bears striking similar-
ity to the concept motivation underlying Douglas
‘McGregor's Theory Y.

The Dawson Approach was written at a level of high
fepvor and I am glad it was. I think we still have
the spirit of it here. The ideals of freedom, in-

volvement and a focus on the 1nd1v1dual hatve permeated
\ this College.

I always thought it was better to assume the best
in a person and I think that's Paul's approach. At
least he relates tqg me jin ‘that way, and I think every-
one else will tell you the same thing. If you let -
people know you assume they can be better, they become
that way. 1It's a self-fulfilling prophecy. '

Although people  generally felt positively about the

climate fostered by this philosophy some negative comments
were. also expressed. A few persons could not comprehend
why the College seemed to be so. unorganlzed why it was
trying to adopt a partlclpatlve approach which only bene-
fited "a few radical studenis and loud mouthed, long haired

-

'faculty,ﬁQEnd.whydthe administration did not take a firmer
handvin giQing more direction to the ‘College. '
Stressing 1nterpersonal dlfflcultles and thex
'methodology requlred for launchlng a part1c1pat1ve program,
a. despondent Engllsh faculty member offered thlS v1ewp01nt-

leen the probiems of the communlty to understand

»
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the Dawgon philosophy, it was a pity we ever tried it.
People ggd no real respect for one another, We just
came togdther expecting everything to work, out, but

it -didn't, because we never really worked on the
interpersonal aspects. Being involved in a place like
this has an effpct of exposing one's real personality.
You can't get away.from it. A lot of people weren't
ready for it, dncludind myself.

Participatory Qgmocracy has to have a fist behind
it to get it off the ground. People are just not
socialized to ﬁhé‘princiﬁles underlying it, To just
trust in human. ¢eod is nonsense because people revert

 back to their old 'ways of doing things which is really
quite conservative for most of our faculty, Anyway, '
the Dawson philosophy goes against the grain'of.the
established order and the.whole flavour of our fra-
ditional education system.

Concerning the poésibility ofyimplementing a
‘Dawson Approach," a continuing problem was the extent to

which the College should be attempting to accommodate

4

diverse points bf-view. Whet about faculty who didn't

believe in a particigpative approach? One faculty member
» . ) . . % "

put his opinion this way:

The College should make it quife clear that what
we're here for is to be experimental and to be
inndvative in curriculum and organization. Those who
function better 'in a more contralled environment

should &° th(sre . . 5 .

fhgléoking baék on the "Dawson Approach," an
. \ » v

administrator, nd'longer‘with-fheACollege,'respbndéd:

/

I still believe in Dawson and th participatory
thing? I found a lot of frustrationWnd tension

- there, Some people thrived on the Co¥M®:, others
didn't, but I doubt there are many who don't get

something out of being there., ‘ o

* Another ex—administratqr h&d'this opinion: : - .

I was pot caught up in the Dawson mystique myself,
but I found some of the most creative things 'in
educatiqn'to‘take place there. Things like the -
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’

--Commission, the variety of Humanities offerings and
programs like Reflections and Mosaic.

When asked about-his perspective on.the "Dawson?Approach,"
Paul Gallagher reeponded; "Personally,, the dream is not as
Afar advanced into reality as I mighE\Qave‘hoped, but as far

"as can be expected." . )

DlSCUSSlOﬂ with a group of facelty pointed ouﬁ that

. the term, the "Dawson Approaéh " was no longer in vogue,

A 'Et’was over-used 1n-the.past, you don't hear much about

it anymore." It wasjfuihhéf'explained'that some people
had become very dieil}ﬁsioned'about it'all, "It's a case
of depfeeseé idealiste poking fun’a; someﬁhing we had: i
wanted to helieve%in buevrealized ehaﬁ we couldn't pull it

off." » - ) RS

N :

Certainly'SOme peoplexwére dieillusioned)\some }
were frustrated by the intangible naéure of the philosophg,
and eome viewed it as a measure of defeat when practice " o
did not match the ideal. But traqflation of the orig;nal
approach into organizational practice was vefy much in

'evidence: in the 1n&1v1dual freedom exoerlenced~ in the
existence of" the numerous open meetangs ihdothe opportun-
f;y to be 1nvolved, in the lnformallty of the College, and

’

in the attitudes of persons who perce1Ved the College to
'

have a sense of purpOSe in. "makeng part1c1patlon work v
" The "Dawson Approach" it seems, served as an - «
eldeology promotlnq a eense of "personal and collectlve ’

.

identlty" w1th1n the’ College. | LT ; _ 3
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College members had internalized the sﬁirit of the

»

"Dawson Approach" and thig was now reflected in the common

’

usage of terms such as frepdom, participation, and commun-

ity. 1In one College Counc meetlng observed, the term

,fcommunlty was used twenty -seven tlmes. The Dally'Bu1letin

'¥

Stlll carried reference to the Dawson philgsoph& as
eVidenced by this library notice.
[
Please do not force us to apply fjines or other
penalties for overdue books. It wWould go against
the Dawson philosophy, but not returning materials
also gges against the Dawson philgsophy (Dally Bulle-
‘tin, October 17, 1972), .

And,'at a January, 1973, Board of Governors meeting, it
o \ - .
was agreed that a proposed new campus although having
: ‘

operational autonomy, should follow the guidelines of the
AN .

"Dawson Approach."

VII. SUMMARY AND ANALYSIS

-+

In this chapter, college climate and related atti-
" tudes of college members were examined in accordance with

themes whlch emerged from the interview process. Persons‘

A 2

attltudes towards freedom, change, gnd personal effect of
. the College were reflectlve of the -overall enV1ronment.

Both' the p051t1ve and negative consequences of this organi-
) . - -

zationalrstyle“here viewed as outgrowths of the~participa-
Y

tive catalyst embodled in the. Pawson phllosophy., Indeed '

nthe very cllmate of ‘the College 1tself seems to have been

<

a prcduct of thls on901ng experlmentatlon w1th part1c1patlgn.

Te.
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In short the chapter reflected the ”distinct%ve character"

of a college learning to cope with a participgtive forﬁ\of
‘ \

organization. -

<
.

That the’Ccllege derived much.of'its uniqueness
and identity from tﬂis’experimentation seems evident.
.Identificatrép with the "Dawson Approach" serve& as an

integrating‘thread or ideolpgy within the College, which

£ . . -
provided cohesion for an otherwise fragmented organization.

>

This cohesion, however, was faced with many detract-

ors, one of the dominant ones being the difficulty of
coping wigh'individual freecom The climate of‘freedom is
| understandable as: an output of the partlcxpatlve*process
when 1t is recognized that the ba51c level of involvement
in dec151on—mak1ng is not at college wide, or departmental
levels but ‘at the individual level where one makee personal
decisions with a minimum of organizaticnal interference.
Althcugh this freedom was viewed as a positive factbrr

herein also lies the center of turbulepce whlch poses

contlnual challenge to the College.‘. .Y '

Inherent in the "Dawsen Approach“ is the cuestlon
of individual and organ;zatiopal.1nterface‘ - In keeplng
. wiih the Argyris (1964) perSpective of integraflﬁg;lndi-
v viduel and orgenizational goals, the sense of»self-direc—
;tioh,'personal growth, and 1dent1f1cat10n expressed by
) many college members may be Lndlcatlve of a degree of inte-

V4

1,gratlon.~ However, the College relled heaV11y on normatlve

~

-
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’//\;>ntrols theoretically derived from social interaction and
recognition of interdependence. And it was faced with

constantly . recurrlng problems ifsoc1ated with this mode of
N

L} A
organlzatlon.

. How is the norm of freedom and concomitant respons—I
ibility to be fostered in an organlzatlon underg01ng

dramatic growth and faced with a transient pOpulatlon of
;) ]

students each year? How does a large organization overcome

A

blases of persons who, upon entering, do not equate personal
%

respon51b111ty or a sense of ownershlp for actlons such as .
returning llbrary books, and conce1v1ng of college prob-

; lems as mine or ours rather than his and.theirs? "How does
: , L o

an organization overcome attitudes of’mistrust, defensive ,.
posture, and an inward looking stance of persons which
- does not permlt them to conceive of the p0851b111ty of

shared respon51b111ty in governance’» These are but, some -
A

of the problems féced by the College in c¢oping with free—

dom and part1c1pat10n.

7»»; : The College was attempt.mg to evolve alternative

‘forms of education and organization but has not develo§§d

- any procedures whereby these can be asse;sed ~In the

) cl;%sroom for- example, there may be“nany faculty using the_l]‘
| opportunlty to ge creative in thelr teachlng, but very few
..people'ere aware of it because it is not. communlcated to

others. Many good things may be happenlng but’ there is
(‘llttle feedback w1thin the College. ‘As -one admlnlstrator

- q
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put it:

TaKe Mosaic for example, we don't know if their
graduates have gone to uniygrsity, whether they're
living some other kind of ppy and productive life,
or if half of them aie completely disillusioned by
their experience here. +ile can only guess as to what
direction we're going in.

|
I

Although ‘the majority of persons interviewed

stated they were quite happy at the College, certainf& the
atmosphéré fpr everyone tﬁere is not positive. There were
many whose tolerence for the frustration associated with
a perceived lack of tangib}e results from efforts contri-

buted, was becoming threadbare. From the standpoint’of (
-

human resources theory, pefsons seem to feel satisfaction
about their opportunity to{bé involved but the logistics
ofllarqe scale involvement made it difficult to get things
done effectively. Much of the subsequent frustration seems

’

to have stemmed'from a lack {of recognizable accomplishment
or productivity. | .

‘ In many respects, the organization of this student-
centered‘coilege‘fefle ted the cUlturgrof its student bo%y:
The sense of immediacy and emphasis on "experiences"

- .inherent in the youth éulture was compatibl withlﬁhe g
évolutionary stanéertaken to;ébllege-develop ent. Perhaps,
as one sﬁpdent suggésted,the""Dawsbnuépproabh" is an off-
 shoot oi.g no%_dead'“WoodsEGEQAWera. The,ﬁollowihg’c6@-
ments bY?hbsz;; in.déscribing;an asQ;ctvof’thelgOUnter i

. cultiure, may be fitting here:

e . - jv.ab' ‘ Jo N . ,‘ . ,' .'. v‘
. : . L . - N o - : L - . - v Co
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. . . . the young begin to speak of such imprdcti-
calities as-"community," and "participative demo-
cracy" . . . (is it) possible to retain an open,
personalistic, unmanipulative and extremely trusting
style, ang yet mount an effective program on a nat-
ional scale? ‘The worry is real enough; organizational
slackness is bound to be the price one’ pays_for pur-
suing the ideal of participative demodracy .

' (Roszak, 1969:60). '

The "Dawson Apprdach" was not intended to be
- static, rather it was intended‘to be responsive té new con-
ditions as they arose. An attitude of evqlutidnarf change,‘
often in response to perceiyed crisié, rather than p%g?ned
éhange has dominatea past developments, Is Mdsgic.for :
example, to become a highly structured, infléxigle organi-

zation because of its reactive stance t organizational

problems, and is the Jlarger college following suit? -
. lA' N 3. . s

J

v

. . I - -

v 3A1though—Roszak'sﬂcomment may be applicable to
this College which relied on evolutionary ‘change; the
generality of his statément would likely be challenged by

”‘humanﬁresourcesDprOponents who stress the planning.of ,
change. See for example, Bennis, W.G., et al., The Plan- -
ning of .Change, New York, Holt, Rinehkart and Winston, .

. L]
..

B
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CHAPTER 7

SUMMARY, CONCLUSIONS AND IMPLICATIONS e

'AND SUGGESTIONS FOR FURTHER RESEARCH

I. SUMMARY

t

The object of‘this stud§ was to describe the adop-

[
k1) -

tlon of a partlclpat1Ve approach to governance at Dawson .
College. Part1c1patory governance within the College was
not an outcome of a well developed plan rather it was a
respoose to. the principle of participation 1mp11ed in the "<

College's founding'phifosophy. Part1c1patlon was man1—~
fested in.many dlfferent ways as it permeated several
aspects of- college llfe. Much of this 1nvestlga€1on dis-
cussed the College 1n-transitlon as it learﬁed to cope

-~

with a participatory form of operatlon.

A broad definition of governance allowed the
'inves¢1gator the necessary leeway: to examlne somé of the L
manlfestatlons of the part1c1patory process ‘withinthe
College.; Related d1menszons of governaﬁce, structural
arrangements, process or functLOnlng of governlng‘bedles,;
patterns of partlclpatlon, ‘and the college cllmate -
‘engendered by the partlclpatlve process,were stated in ,f
.;_cha%fer one as the sub-problems whlch were to gulde thls

T 203
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investigation. Chdpters three through six were based on

o f . *
examination of theSe sub-problens,

Chapteré ree described structural arrangements
for governance ﬁy tracing. developments 1ead ng to the
foundation of a/representatlv nc1l syste Evolutxon.
of the structure for governan e was 1n itself an exper-
&ence in part1c1patlon as college members organized them- :

Selves for tgis task. A myriad of dlfflcultles were

encOuntered as they faced problems with cpmmunlcatlng the

~
D
essence of issues and agreeing upon common concerns relat- :
“ing to governance. A

k \

Whrle comm1551ons and negotlatlng commlttees were

dellberatlng, there were several conc&frent~act1v1t1es
‘evolv1ng whych also shaped the dlrectlon of the College -,

Interlm commgttees and counc1ls were operatlng, depart--
. A i w
'ments were fcrmlng, ahd some college members were emerglng

J

as extremely 1nf1uent1a1 persons. People were, finding

wgys of gettlng thlngs done even w1thout formallzed

channels. f S ) : ‘ L .

The Councll system, set up after two years of

. 'q‘\
l\

. v
negqtiation, metiw1th varled success. Counc1ls were

"boqge@ down"\w1th procedural dlfflcultles and problems
»

of poor attendahce.» The formatlon of a. s;ngle College -
< 28

_Counc1l seems to<have allevxated some of the prevzous ,"‘ )

7problems.' At the time of thls research, the Operatlon of

o

»thls Council in relation to the entire system of
M N ,.J‘“" \ehg ‘ : ‘(4.;' . B . 8
: ‘t -1‘ .... L
. ;i R

NN
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governance, was under review.
‘ Chapter four ‘examined theﬁcess whereby, major
1 g . " . . N
governing bodies (the Board and the 5ollege Council),
4,' . ' - - ~0

. interacted in the?development of a policy on fgculty

Smn

~evaluation and engagement. Minutes of Board and.Cobdncil

meetiﬁgs were examined to trace the svolution oﬁ'the policy

over a period of almost foﬁr.years; The impacf\of several
position papers, input from ipfluential individuals, and

related éofiege'conditiOns, weré.discussed as factors
. _ . o : _
having a bearing on the policy.

The nature of the policy itself, reflected another

important> factor; the College's focus on a participative

mode of operation. The .policy refendorsgd‘féculty partici-

. AL, ) ' - . A ) ‘ . ® ‘

pation by including a dlause citing faculty involvement in

governance as one of the criteria f£or evaluation. Student
‘ Ril ) ‘o °

participagion was ensured as they were to be involved in

N \ ’

“all phéses‘qf the engagement'process,inchQing-primary

.

. / K . ' N
ment and re-engagement committees.

'thét:thetngere\mzpyipgoblems with operationalizing the -

GO
rd

¢
T
indicated

;input“ihto'eValuation; apd parity with ﬁéculty.otyengége—'

t oz

5

5Igte;Viewssrith-studénts and féEﬁlt&

\

»

 the light of *hiring and firing." On the wholk however, |
~ studerits aﬂa fa¢q1€y.éppgaxéd°tolhe;oye§vﬁelmingly in

c8

policy. lsomejaepargﬁggisgﬁiewedxéhéﬂbrqégssf;é'pért of a
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/

Slow development of the policy over - a fOur-year

period was indicative of a time—oonsuming, but perhaps
productive, process of oserating according to a oarticipa-
tive style of governance. One could~hypothesize,fof- .
example, that faculty tenure and unionization are‘reaotions
to organgzationshin whichAmembers feel_they.have littlé
influence over decisions which affect them. ' Several inter-
viewees in this srudy felt that. tenure and unionization at
-the College were rejected hecause faculty had the oppor-l
tunity ‘to effeor decisions. The hypothesis cries out for
further restingl‘ |

s -

Chapter five examined the, prinoiple of participa-

tlon as it functloned at different levels w1th1n the
§

V.Gollege.: It was learned that the majority of college

members percelved an 0pportun1ty to partlclpate, for many
~ 1 "' #

" this knowledge was as lmportant as actual part1c1patlon.

A Only a few people were actively involved at the college

3

lEVel. _Associated with the ideawof‘decentralization[ rhe<
focal p01nt for part1c1pat10n was at the depa tmental

\leveI There was- some 1nterV1ew ev1dence wh ch 1nd1cated
: ~

.a small group,of persons were agtlvely involved 1n depart-

™

mental governance and that the srze of the department may
have a bearlng on the ingens;ty of 1nvolvement.' Questroas

of\yho parti01pates and how, seem to require a whole-

'flserles of answers dependlng o the level 1n the College

and" on the speclfic issue. .»“;ﬁ/»

.'

<R

S
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a, o In theﬁreview of student and faculty parity, it was

y‘g%nd that parity varied %idely between- departments as

X

'.x

'ﬁ# any experienced d1f§3cult1es in obtalnlngvstudent repre-

%entatlves. In some departments this problem was resolved
:;*faculty v1ewed\1t aslthelr respon81b111ty to take a
md&h actlve role in encouraglng student part1c1pat10n, For

. -
4

many students'the value of parlty was to be found in ‘the

development of pozjtive student-faculty relationships. In
ST p ,

his regard, it w §Ssuggested that the élassroom level may

be 'a &3y level fof student part1c1patlon

2

5
The chapter 1ncluded ‘a brlef dlscu551on on adminis-

trat1Veoand organlzatlongl concerns related to a part1c1pa—

"tory approach; _It’wasrpointed out that administration in

the College, while requiring technical skill, also

required the ability to function according to oqe's ideas

»

‘rather thaﬁ one's position. .

Some of the problems of implementing a participa-
tive style of manégemen%?within the service“departments“
were reviewed. The operatiop of these'ar&‘E:'dt seemed,
required approaches to participation which ﬁere different
from those in dther'areas of the College.

Chapter six descrlbed thefeol;ege cY¥imate and
several related dimen51ons.' It was suggesteg’that the
principle of part1c1pat10n, an’, 1nterpretatlon of the

ollege phllosophy, engendéred a clrmate cbarééP;rlzed by

dyhamlsm,vfreedom, and fragmentatlgnf Inié;vleweesu
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501nted out that the cllﬁate was changing as more conserv--
ative and structhred elements set in. It was indetermin—
ant though, as to the effects of these chanoes on the
‘pervasiye feeling of‘freedom_experienced by college

3
members.

The chapter revealed that.the majority of persons
percelved a sense of personal growth assoc1ated with their
~exper1ence in the College. Some.of this positiveness
however, was attenuated by feelings of frustration asso—
ciated with inordinate amounts of time and energy required
to accomplish organlza¢1onal tasks A -

Q
!

“Finally it was, hypothe51zed that the "Dawson
Approach, " although somewhat vague, served as an ideology
which»prOmoted a sense of identity within'the‘Coliege and
provided cohesion for an otherwise fragménted organization.

" The chapter on relatedyliterature discussed the

particioative'principle emerging from humanistic psycho—'

—

-

109Y, human resources theory and new forms of college

governance. U51ng this’ llterature ‘as a base it was sugges-

-

ted that a college Openatlng w1th a high degree of
part1c1patory governance might be characterlzed by certain
organizational features, ‘ These 1ncluded structural
'arrangements whlch accommodate part1c1pat10n of all con-
stituencies, 1ntegrate’academic and financial deciSion-
making, have administrative ahd gOVernance components,

o« . “
decentralize decision-making, and are adaptable to pew

L] . < -

.
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conditions. It was uﬁrd that such a college

73, & "n”"”
would be typlfleﬁgu%%?nhg g»” £ Jtivated by pur-
ey }f)' T A |

23

poseful strateglf;, [
o :"‘ .
and communications. r&‘”e cr;térla provide a framework

for dlscu551on of conclu51ons in the following section.
~

L ) “
II. CONCLUSIONS AND -IMPLICATIONS
This study examined a college in the midst of
evolving a participative mode of operation and adapting
to new conditions as they arose. Consequently caugion
« 1t ;

must be taken in arriving at premature conclusions

“The

following comments should be regarded in this 1i

Structural Arrangements for Governance

Accommodate participation for éll'constituencies.)

The Board‘og Governors and the College Council provided

an opportunity for all constituencies to be represenied
at the collegeAlevel of governance. In keeping with the

student centered.focus of the College, students hdd pafity

- 4

on all .college governing bodies, inecluding parity with .
faculty in all departments. At the same time ié was .
recognized in the study that there was wide variance in

the deggee'to which persons seized their opportunity to
- ‘ ' !
participate. - ‘ |
K ! ! ;‘3 )
. Integration of academic and financial decisions.

Lack of'integration of decisions relating to these
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concerns caused many problems within the College’in'the\
beginning. Subsequent amalgamation of the Acaderfic andfr

, .
Resources Council alleviated much of the-proo tand‘decen—
tralization of budgeting to the departmental level resul-
ted in greater student and faculty involvement in fiscal

~

affairs.

"Existence of administrative and governance com-

ponents. In the earlg development of the College an
administrative structure existed although how it was to
fnnction in relation to the system of governance- was un-
clear. Administrators like others in the College were
faced with the task of learning to operate within a parti-
cipative milieu. A clearer understanding of administra-
tion.as essentially executive activity and governance as
legislative activity evolved. Administrators, for a
.number of reasons, still had ' a great deal of input into\
legislative activity. |, |
Recent developmente within administrative and
academic support services indicated that these functions
are mQre related to the adminlstratlve component of the~
A College. 'Demands for 1ncreased efficiggey, énd diffi<™
culties in coping with part1c1pative styles have lea to
reexamination of how to apply a part1CLpat1ve approach to

.

these_areas.

P - . - . ’ )
Decentralization of decision-making. College
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governance was characterized by ra high degree of decen-

(_tralization. Decentralization followed\through college,
departmental, classroom, and individual levels of decision-‘
making. Questions of which decisions were to be made at
which levels were .a constant challenge to the organizetion.
Problems of.coping with individual decisions (rréédom) and
collective responsibility as described in chapter six, and
the jurisdictional dispute between theétnglisﬁ depertment

<

and the College Council reported in chapter four, are

examples of these difficulties,

Adaptability to new conditions. Amalgamation of

all counéi%s into one College Council mey serve as an

| example of adaptebility. Permanence did not se€em to be -
highly valued nithin the College. 1In tne first year in
particular, all governing bodies were to evolve to me%t‘a,

need and were considered-as "1nter1m." The Pattern For

Dawson Government COntalns a section calllng for regular

review of the system of governance.,

Proposed model of organiZation. Looking at the

College organlzatlon as a whole it does not resemble
either the cla551cal bureaucratic or the_part1c1patory
models discussed in chapter two. Although closer in

: degree to the part1c1patory model it appears to combine-

~aspects of both models.;‘.

In d1scussion of models of college orgaig
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suited to shared decision-making, Hodgkinson (1969:41)

-

\
states:

The ideal to shoot for would be a system in which
decisions affecting individual lives and commitments
would be made in the smallest possible units, while
matters of logistics and support services should be?®
made in the largest context available . . .

The bureaucratic model, althOugH applicable to
some aspecté of'college organization, does not seem parti-
cularly applicaple to thqse aspects directly associated
with the teaching-léarning process. A model of organiza-
tion which encohpasses less restrictive parameters than
does/bureaucracy,‘bd;’still allows for certain bureau-
cratic functions is proposed by Shull g&_él, (1970:186) .

A modified version of their“"métrix" model (Figure 7)tis
presented as a framework"appropriate for.sﬁmmérizing sig-
nificant dimensions of college organiéat;on examined in
-this™study. . ' N o |

. The métri% model incofporaté% the éo;péﬁents“
suggested by Hodgkinson. Itwis based upon the:interaction
of two key organizational é{ﬁensions: the nature of the
task, and tbé eaucatioaal'objeétiveCSyTasks.are viewed on
a_coﬁtinuum‘from those at one end which are,gqneraily |
'rbht%?e, ;ervice oriented and other directed;'to those ati
the other end which are unique, pefsonalvgr?wth oriented
‘and largély selffdireéted;._The educétional quecQS?es'_
' dimenéibh is also on a continﬁum with supportiVe educéi
»tibnal services at ohe'endvaikfthefteaching—learning/}_,

. . >

PN

[ - L.
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process at fhe other.

The~diegonal axis illustrates the influence of
tasks‘and objectives and represents the functional enits'
within the College. These range from centrelized'system.

~oriented units such as the support services to decentral-
ized person oriented units such as the classroom and the
indivihual. : -‘

/ it is also poésihle to eenceptualize the ‘position-
ing of college constituenfs and.gerrnmental bodies along
the diagonal continuum. For exémple, ASP would be meinly
concerned with acgivities which are service centered
whereas students end faculty would focus on grthh oriented

learning activity at the classroom and individual levels.

Governmental unlts such as the Board and the Counc1ls

41'." »

would focus on college-wide activity whereas departmental
councils.would relate to their respective levels. Oppor-
tunity for direct participation in decisions increases as
one moves along the continuum from centralized to decen-

tralized activity.

Cultivation of an Open Climate ' ’ .

Openwclimate;> I# wodld'appear that the College .

_funetiohed alohg those dimensions assoeiéted with an open

climate. There is- much concern for theilnd1v1dual w1th1n»

T~ .

- the organlzat1on and mostqpersons seem to have a sense of

personal satlsfactlon in thelr assoc1ation w1th the'
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Collegé. Social controls are ﬁainly normati&e; based
on~goéd will and mutual trust._ At the same time,
however, there is a growing awareness of the need for some
'guidelines, such as the development,of a Code af Behaviqr
proposed by the Coilege Counéil. For many persons, the

novelty of a pérticipative approach is diminishing and tﬁe
vagaries associated with the loose organization of the |
College afe tiresome. For the most part, people want to
haintain positive aspects of the open climate; yet, there
‘are many factors which militate against this bossiﬁility.
The domiqant factor seems to be that there is no visible
concentrated effort to maintain an open climate.

The existing climatebevdlved with the participa-
tory nature of the College. An evolutionary'approach to
develoément--we wild resolve our probleﬁs when we know

. / & . ’
what our problems are--seems to have contributed much in

that it generated commitment to the College and capital-
ized on a great deal of individual initiative. However,

reliance on an evolutionary approach to change can lead'to

unipténded consequences. : ‘ ' : | ‘
. The‘Coliege wishes to maintain a foéus on fhéuindi;
vidual, or the human &imensioniofthe organization.
'SergiOQénni and Starratt (1971) point out thaﬁ‘an organiz;—
‘tion must take an actii;-stanEe in.déééloping and»QaintAip-—
ing such a focus. ,There is a real danger’of}unplanqu
f'de§élopment leading tsi"organizaiionai drift," Change is

[



216

haphazard as organizational members react to éroblems
:
that occur; a series of reactions over time leads to
increasing bureaucratization of the organization., 1If
persons do dG% take a proactive stance tqyéianning and
cgntrol of the,organization,'they end up being controlled
by the organization. . - é&‘
.;Changes vhich took place in the Mosaic program

serve as ancekample of this drift, and may be illustrative
6f changes within the larger College as well. At fifsg
there was a general goal that the Mosaic experience would
provide opportunitx\for self-direction as people learned
to handle their freedoms.. The.cdncept however, was nof
based on a commitment to any philosophical or éducational
rationale as to why 6r‘how this COuld.be carried out, but
rather on a "gut" feéling that it was "good." 1In times of
crisis thg *gut" feeling settled in the background as
Mosaic members reacted to'immediate problems; what used
to be a primafy goal has been displacql'and is now second-
ary, if it is a goél at all. |

| Within the larger College it is questionqple to
what éxtent the partieipative‘proceSS‘is baged on a‘comhit-
ment to an educational and organizatiqnal rationale. widl
the desire to maintain a éa;ticipafive approaéh séand‘up

in the face of continual organizational problems?
. . . T K 7

Stratggiés to promote communicafion and"ﬁg;tiCi-

. S . $ e :
pation. Human resources,proponen}s would stress that
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‘

strategies be developed to counteract bureaucretic
tendencies, to promote communications; and ensure—a
participatlve approach; In a participative organization,
both communication of information and interpersonal_com—
munications related to group functioning seem to take on
adaed importance. Firstly,'decentfaliiatlon requifes that
persons have access to, or be able to generate, needed
information for broad based decision-making. Within the
College; ﬁany interviewees complained that getting communi;
cation which informs'ratherkthan overwhelms, was a constant
problem affecéing their participation.

Secondly, the participatory epproach entails an
.sbundance of meetings and group decision-making. Both the
"Operation Beaver" report ‘and another internal.report
entitled "Thé Search for Community" (Horne, April, 1§?2,
unpublished), referred to probiems with group processes:
'‘College govefnance relied a great deal on mutual trust and
coqperation, yet group funcéiOning’wesﬂoften Charaoterized
by mistrust and conflict. “Conflict was either suppressed
or smoothed over rather than resolved ,In addition, many
interviewees suggested that meetlngs were often time-

. [

consumlng, unproductlve and hostile. No strategles

- L]

exlsted'w1th1n the. College for deallng with: these problems.
The College ~as concluded above, contalned the necessary |
structural arrangements for, part1c1patory governance yet

. as Hodgklnson (1971 1b) notes, “Structures are no better

. .
: “P.‘F - - . L4
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than the people who operate within them. No structure can

\

generate trhst;fonly people can do that."”

Assessment of college governance. It is possible
(

to make a general assessment of the College s experlmenta-

tion in part1c1patlon and to comment br;efly on the educa-
tional implications therein. The discussion of stréngths
. and weaknesses which follows is based upon aspects of

applied human resources theory. Also presented aré related

dimensions of Organization Development which may aid in

resolutlon of some problems assoceated ‘'with a part1c1pat1ve

~

approach.

Whag el ' College done well in implementation

llege governance?

~

of particii

1. two a distinction was made between

the perspectiv articipation in_human relations theory -

and that in hu: ;sources theory; . the function of pa;i

ticipation in ormer was art1f1c1al and manlpulatlve

while the lattg fproach to part1c1patlon 1nvolved an

honest desire fhare decision-making among all organlza—

tional members.prrom the point of the intent of part1c1—

l

\patlon .at Dawson College, lt is the observer s co clu31on \
. [}

tha%“there was a. sincere %gd genulne attempt to i corporate rf

2

‘all 1nterested college members as actual shareholdegs in-

the coliege and its actlvitles. ‘This. 1ntent, whlch is a

-~

‘ N o
_prerequlsite to ”“:gful part1c1patory governance,

stemmed from the.? :rtf%e actlvmtles of ‘the college L

o president and thﬁ i of Governors.
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& T

2. A college-wide Council was established which

C e

included representation from all college constitue%cies.
A highly decentralized form of decisjon-making to the

deparkment, classroom, and individual levels was also
. . ) [ s

accomplished.

3. The College made use'of’temporary‘decisioh—
making systems such+tas ad hoc task'forces and interim .
couqcile which enabled it to be flekible'and adaptakle to

changing collége conditions; partitularly conditions

.
L

related to rapid~growth.
4. The College recognized~tﬂe need for efficient

and effécti&eiadministrative practices to support the

B

teaching-learning function. 1In effect the concept of

_participation in these administrative functions was_begin-

ning to be differentiated from participation as applied to

the College's system of academic go#ernance.

‘5. A non4restrictive climate existed within the

.o

fCollege whlch allowed for a gneat deal of individual free-

dom and' creat1v1ty ' There was some ev1denée to 1nd1cate
that faculty capltallzed on this cllmat/rto be innovatlve
in thelr teachlng'practlcefssAlthough a comparatlve study
would be necessary to substantlate a clalm for creatlvxty
iand 1nnovatlon in thqbcollege s currlculum, it is ‘note-
.WOrthy that in additlon to the Mosalc ﬁiogram dlscussed
1_prev1ously, the college calendar 1lsted elqa&{other pro-

'grams whlch mlght be considered hlghly Anno

*!college settinga

ive in any

~
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B .
*by 1ts hete;ogeneous

"relatlonshlps between st.p

1nd1v1dual bellefs and

6. College members,_particularly'those whio were
‘highly  involved in governance, were aware of problems which
confronted the College and were attempting to alleviate
some of those problems. Smallerlcollegé units were—being
developed in response to the problem orﬁlncrea51ng cqllege
size apd associated problems of 1mpersona11ty,,um1lndlrect b
part1c1patlon.; For example, durlng the time of thls
research,\a faculty member was released from teachlng
duties to organize small-group,experiential learning pro—‘
jects whlch would accommodate approximately three hundred>

N

to divide the Collegevlnto smaller 1dent1flabie groupings

students at several off campus locations. Other proposa

. were also belng entertalned by the College Council.

7. College administrators learned to adapt *to.a
- - ; ¢ . - i .
participative-style of governance which entailed wo?kino/?;J
through various college groups as part of the decision'

making process. This su gested as approprlate, an

administrativevstyle hich might be descrloed as fac111—

tativ : and coordlnatvve, as. opposed to dlrectlng and con-

. ) S b

trolling. A , _ v -

8. A very'positi

..ment was 1ts‘aQ311ty to accommodate a wlde assortment of:

) “2 l -~

e values brought to the College -

aculty membership. Also,

nt, faculty,~and admlnistratrve

- groups Wlthln the College appeared to be/generally posztlvé \

v «"4\"'
; .

JORRPYY W

At

‘aspect of“the'Cdllege's environ- . '~

e et -
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9. The conccpt of participation permeated all

levels of college organlzatlon and appeared to be having

~an impact on tecaching styles at the instructional,level.

[

- The personal opinion of this researcher is that the true

relevance of this finding was the opportunity afforged
students to actively participate in the creation 6f their.

own learning environment.

What has Dawson College not done well in implemen-

)

tation of part1c1patlon in college gover;%nce and what

course of action might be taken to improve the system of

N "' . C..
p%rtlclpatory governance?

4 ’ .

l. 1In coping with day-to-day operatlonal problems
the ﬁ:llege was if- danger of bureaucratlzlng some aspects

of college pperatlons which may inhibit positive aspects of

fhe existing open climate. This issue was referred to pre-
viously as a problem of‘organizational drift and it was

suggested that the College adopt a proaétive stance togy

‘:"“’ﬁ

future development.

2. Although the orlglnal intent of the College's
. ( "
partlclpatlve form of organlzatlon was in keeping with a

a

genuine human resources stance to participation, operagipn-

alizaﬁfon'of the participative approach has takén on many

of thefnegative characteristics asspciated with!ﬁuman

relations practice. 'Thesé negative features included a’

' I
focus on participation as an end in itself, and a tendency

4
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towards preference for harmonious relationships in which
differences were resolved through compromise rather than
direct confrontation with problems which arose. Human
resources proponents endorse goal oriented participation

and the cultivation of groups which function well and,

N O

that can zero in on problems and deal with them effectively.

3;‘ College members sensed a climate- of individual
freedom and én opportunity to be,}nvolved in decisions which
affectéd them. At the same time, however, they-expressed
frustration ovér an apparent lack of coll;ctive commitment
to common goals. For many  persons at the Cbllege, freedom
was interpreted, as "doing their own thing" without a great
dea& of congern‘fér others. Human resources proponents are
guick to point out that they do not envision participation
as engendéring a.permisgive or'&aissez—faire approach to
organizat}oa. Freedom is‘ViQWéd primarily‘as freedom
through interdependence with others and integration of
individual and organizational goal;.

The humanistic psychology underlying human re-

sources theory suggests that persons require a sense of

freedom, but in relation to other needs such as a sense of

. Ly

achievement} to be moving towards somethinglqr to feel they
are getting .somewhere. ‘ participation is focussed on objec-
tives or goals and means of achieving them. Goals or

objectives may be used as reference‘points providing a

sense of direction and collective activity which appearéz

v
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_to be lacking in the existing college operation. Concepts
of management by objectives and teaching by objectives may
pppvideka framework which is particularly suitable to a

Collegé implement(;g participatory governance.

4. The College has not articulated a clear educa-

tional and orggnizatioﬂal rati&nale underiying its adoption

i .
of a participative style of governance. Adoption of parti-
cipation in college governance is not simply a question of
déveioping an organizational structure which allows for
participation. Participation is not a‘panacea for all
organizational problems. In fact new organizational
dynamics and problemé emerge which require the development
of certain organizational capagities or support functions'
to facilitate a participative approach.

‘Human resources theory and the related field of

Organization Development suggests that mechanisms be estab-

L .

-

lished which aid in promoting an understanding of the
 educational and organizational'rationale underlying parti-
cipation. For example, the concept of the relationship
between personalcgrowth and opportunity to effect decisions
which affect the individual has numerous pedagogicél
implications related to basic educational goals espousing
full development of individual poteptiala

Fufthermore, the organizatio;él concept of viewing

power as additive and*expanding ratherythan as a fixed sum,

also has implications for those who would participate in

[ - N
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organizational decision making. A student, faculty, or
administrator operating under assumptions of fixed power
is unlikely to conceive’of*shared decisioe making as a
viable operating principle at either the classroom or
college level. The object of their erticipation is to
increase their own power by taking away power from others.
The human resowrces concept of power 1is that it emanates
from a group whenimembers‘work together in certain ways.

It is enhanced by collaboration, unity, and mutual support,

and is related to the attainment of organizational objec-

tives. Organizational members (human resources) can par-
ticipate in setting the objectives which become a facal

point for subsequent involvement. Contributions of parti-
cipants in terms of expertise, varying viewpoints and com-

mitment to objectives serves to expand power directed to-
A _

-

wards achievement of these objectives.
A

.

_The human resources perspective implies that support
functions such as those associated with an Organization

Development unit might be helpful in developing a foundation

- 'd

for a successful participative form of organization (Bennis

1969, Argyris 1971). |

Some‘é? theﬁérganization Development ‘unit's

functions would inclhde the,fpllowing:

~ i
\

' (a) to assist: college members in settlﬂg and 1nter—
preting goala and objectlves pertlnent to various
v organlzatlonal levels;
- \
(b) to assist groups i{n functioning at all levels by
focussing on 1§§erpersona1 and intergroup communi-
cations and.Dby ntroducxng strategies for conflict °

resolution; |\
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(c) to assist in developing leadership skills
appropriate to participative decision-making.
This could include such activities as seminars
on team development and leadership styles for-
administrators, department heads, and service
managers; and -

-

(d) to agsist the college in providing continuous
feedhack from members regarding the organiza-
tional health of the college.

3, If a college endorses the concept of partici-
pation, it is not enough just to allow collebe menbers Eo
become involved. nimvolvement must be achvely supperted
as &n educationallérinciple if it is to succeed. &he
examination bf departmental student parity illustrated that
' those departménts which playedlgn active rble in supporting
student participation were most successful in terms of
active student involvement. Ekpansion of this concept

» N
would indicate that the College must also endorse a reward

system which encourages involvement and is applicablé to

* participants dt all levels of governance.

1

Implications for Implementation of a Participative
Approach to Governance

What can other colleges leérn.f:om the Dawson
experience? How is a éarticipative abproach to Be imple-
mented within a college? How much structure sﬁould be
providedVand howiﬁuchcinitiative should_stém from the,__'“
par£icip$nts'themselves? An administrator, when faéed wifﬁ ,

these quéstigné, would be wise to recognize that the College .

:describéd in this study- reaped many benefits from spontaneous

G e
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unstructured activity. At the same time he should also
recognize that some guldelines gnd planning are necessary
to maintain an open climate and to enaple.the college\to
steer clear of problems'related to organizational drift.

Approathes to implementing participatory governance
would likely vary from college to college as well as
between new colleges and established colleges. A basic
: question associated with the early stages~;?\implementingl
participation is whether the initial organizational struc;
ture shocld be  outlined by the president or if college .
members_themselyes should evolve their own structure. It ]
“'is-unlikely that a participative approach adopted.by adminis-
trative fiat would be successful as this would negate &
{undamental principle of participation at. the outset.
Chances for successful imple@entation of participatory
governanéb would likely-be enhanced by applying knowledge
gained from studies on governance and related areas of
human resources organization theory. .An administrator in
a new college could opt for & tentative ofganizational
structure with the understanding that it would undergo
perlodlc review by college members. ‘" An administrator in an-
established college would be adv1sed to function as a change
agent within the. college. By worklng through college groups _.—
. he could present the weaknesses of the existing’ system and
propose alternatlve models of governance. Planned change 1n

‘both cases would also incorporate establishment of necessary

support systems and educational programs with a,{ocusVon.f'

oo
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¢

group functionipg, communications, and goal setting to \

provide a foundation for building a system of participatory

governance.

"Education of administrators. If, as stated by an

ex-administrator at Dawson College, "participatory adminis-
traﬁion is a whole new ball game," what avenues are avail‘-a
abie to, prepare administrators to operate in such an |
environment? Much work is done through grohps énd‘there is
a heavy emphasis placed upon'one‘s interpersonal skills.
Aam%nistrators are called upon to function in a facilitative
and cgordinatiVe fashion as opposed to a controlling and
. o
decisiogs largely on the basis of openness and cooperation
with other college memkhers. Also, some evidence ind;cates

that administrators may have a great deal more influence in

~
)

participative than non-participative forms of organization.
There is a danger of creating unintended dependency re-

lationships where cdllege members become reliant on.

~administrators for direction. Can present programs in

8

: educational administration contribute to the development of

skllls requlred to cope with these 51tuét10ns° s

. Maﬁy wrlters on organlzatlon and education 1nd1cate

s 'that we*are exper1enc1ng a movement towards more part1c1pa—

tive’ forms of,organizatmon. #An obv1ous 1mp11catlon 1s that

adequate traanlng for admlnlstrators will include the oppor-_‘

tunlty to: experlence flrst hand the 1ntr1ca01es of



228
participation ;nd self-direction. 1In addition to adopting
a participatiVe organizational form, programs in educational
administration will necessarily include an emphasis on

Organization Development skills for administrators.

Faculty and students. Many of the gquestions posed

abovg also have implications for faculty and students
within a participative environment. Does a participative
approach permeate a college to the extent where it also
becomes a norm for classroom functioning? What aré the

, impliéatidhs for staff development? 1Is it possible for

1

\
colleges to provide programs whereby faculty incorporate

'participati;e concepts into the teacﬁing-learﬁing'process?
E Duriné this résearch‘many students commented that
their background in other educational institutions was
inaﬁproﬁriate in.preparing’them for the freeaom and demands
for self-direction encountered at the College. To what -
extent does the College have a résponsibility-to provide
guidelines for thoée who'become "lost?" What are the

implications for the educational system at large in pro-

viding more opportunity for students to become self-direc-

ting?

III.° SUGGESTIONS FOR FURTHER RESEARCH
\ ) L

.

Much research remains to be‘done~on the concept of

i

participaﬁipnwin college governance. Some of this research

1

could be carnied out in colleges which have implemented a

o

v -
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high degree of particip;%ion, but comparative $indings
using less part%cipative céllgges, would also be useful.
The following are suggested as fruitful areas ¢f investi-
gation:

1. More épecific research is needed on the
immediate and long-term effect of participation in gover-

nance on those who participate.

( 2. A study of communication patterns--how infor-,
mation is transmitted--within a participatory system of
governance may aid in establishing better methods of com-

munication.

3. A study which focusses on group communications
and conflict resolution in colleges practising partici-

patory governance may be ugeful to practitioners.

4. A study of persvnality predispositiohs of
college members and their willingnes% to partake ip a par-.
ticipative approach is needed. A seéond aspect of such a
‘study‘could be an inVestigétion of the possibility of
~attitudinal chaﬁge throﬁgh encounter group experiences.

. )

5. A study of ieadership styles on campuses

engaged in participatory governance is needed.

6. A study examining cognitive and affective .

develdpment of college membérs on participative and non-

' rticxpatlve campuses would\aid in arriving at conclu51ons

H‘about the effectlveness of %&§t19193t0ry governance-

4]
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L
-

7. A study which examines the roleg of faculty-
associations and the appllcablllty of an adversary system
of negotiations in part1c1pat1ve and non- part1c1pat1ve

colleges is needed. )

4

8. A study whlch examines the relatlonshlp betw%fh
the 51ze of the college unit or sub-unit and member par-
ticipation may provide useful information'pertaining to

college organization.

-

9. A follow up study of graduates of Dawson College.

.

. Who are students, or members of the labor force, could add

insight into the effects of their college experience on post .

college act1v1t1es.

.

10. A study which examlnes attitudinal changes of
students whiYe at college would aid 1n a realistic evalua—
tion of the extent to which the college experience ean

’

effect attitudinal change. ‘ o

The study*reported here suggested the p0551b111ty
of interdependence between college and classroom learning
environments, and an underlylng pr1n01ple of part1c1patlon
which allows for persons to become 1nvolved in relevant
declslon—maklng. Dawson College is Stlll faced with many
nance. College members, however, have opted for a partici-
pative style of operation' they recognlze the dlfflcultles

1nherent 1n thlS form of organiZatlon, and appear to be
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committed to resolving them.

>

Interview and survey data indicated that the
majority of peréons expressed very positive feelings about

their association with the College% They favoured the open
[e]

coilege climate and perceived this climate to be personally

L

fulfilling as it fostered self-initiative and actualization

gf members' capabilities.
i )
An organizational climate engeﬁggred by a ‘partici-

pative approach may also influence the teaching-learning

process at the classroom level. If classroom climates

-
-

reflept orgénizationa% ¢limates which exist in the college
p i A

as a whole, the imp?!kation is that improvement of leafnihg

fnay be cﬁltivated by improving the organizational climaté

of a college itself. Achievement of educationa} goals may

be enhanced in a college setting which stresses u;ilizaﬁion

—

of all student, faculty, and administrative resources.

‘e
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THE DAWSON APPROACH

- ' .
A) A STARTING POINT

The College exists for the students and the value of any
pProgram or-activity must be measured in these terms., It
is taken for granted that each member of the teaching
staff will accept this focus of the College to the extegt
that his commitment is not measured in number of hours -
given to the work of the College. Each member should have
a definable "work load" or set of responsibilities; beyond
this, he should be éxpected to be available to students
according to a schedule that is determined by student

eeds and common sense. The time commitment of each

mber of the community should not be measured by anyone
but himself. .

The College should value its humanity over its efficiency.,
On many occasions many people will take action or decisiod
without reference to an authority or to an established \
system or procedure. Courses and syllabi should on some
occasions be delineated sharply only upon completion.
Schedules and timetables should be guides rather than im-
positions. Matters of critical significance to the life
and purposes of the College should take predédence over
clerical details. « -

On the other hand, the College is partly a business and
should be operated as such. Systems.and procedures are
‘important. Financial consideration and economy of opera-
tion should be valued objectives and the educational J
dimensions of the work of the College should have to be
justified in pragmatic, bus}ness terms as well.

'The prerogatives and responsibilities of staff members »
should evolve with time and changing circumstances. Job
descriptions should be no more important than a mutual
trust and sense of shared responsibility by all. Persons
who function best when ‘each person has a clear and
explicit statement of the powers ‘and prerogatives of each
of his colleagues should probably be very unhappy at the
College. ' '
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.

THE DAWSON APPROACH . /

o

ITEM IIA" \

\ :
The structure of the College should not be envisioned in
terms of hierarchy with the Board at the apex, the students
at the base, and the .teachers one step on the ladder above
the students. 1In a real sense, the College should see
itself as a community with parallel distribution of special
talents and expertise on the part of its various compon-
ents. Administrators should see themselves as primarily
responsible for seeing to the provision of conditions in
which students and teachers can best function; students

and teachers on the other hand should appreciate that
administrators and clerical staff members are also full ,
members of the Dawson community with their own special

expertise.

The College should be innovative, not for the sake of
innovation but because without continuing innovation the
College cannot best serve its students. Imagination in
instructional procedures, administrative patterns, and
course structure and content should be a distinctive fea-
ture of the College. Provided that objectives are defined
and evaluation is planned, any innovations should be _
. considered possible. The members of the College should not

--within the limits of reasonable financial resources--be
in a position to charge that external conditions have
restricted their range of options.

b A

It should be basic to the stance of the College that
students as well as teachers bring something special to
the College and that student participation in the commun-
ity's life should be continuous, all-inclusive, and when
appropriate, predominant. 1In those matters which
influenceﬁthe life of the student at the College, the
students themselves should play a central role. Tokenism
for anyone, including the students, should be totally
oljectionable. . @ A B

Each staff member has a special "expert" contribution .to G
make, However, a number of individyal experts practising '
their expertise in the best conditions fall short of
developing into a community.  All members of the Dawson

. Community should expect to be concerned about and actively
' involved in areas beyond their own special expert compet-
ence. "Each person should be prepared to make a-

«

)
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contribution beyond as well as Wwithin his own field.

It is highly improbable that all actions of members of
the Dawson community will be perfectly consistent with
this "Dawson approach." Hopefully, when inconsistencies
arise, they will not be initially regarded as flagrant
abuses but rather as unconscious slips. With good will,
dialogue, and time, the "DaWwson approach" should become a
reality. '
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. INTERVIEW GUIDE

Dawson College seems to operate according to a

philoéophy which provides college members with the oppor-

tunity to participate in decisions which affect them:

FOCUSSED

DEPTH

Technique

Interview

_Where has it been leasé successful?

P

- Could you describe some ways in which this has

been put into operatlon° How have you been
1nvolved° ' .

s !

Where has this been most successful?

What factors have contributed to its success?

i
|

What factors might have prevented it- from being
more successful'>

How does the conceét of participation affect what
you might consider to be your primary functlon
within the College?

How would you describe your college in terms of:

- the general atmosphere

- sense of being able to 1nfluence de01s;ons
which affect you

.+  how "organized" it seems to be
- being a good place to work or study | R

~ any other 31gn1f1cant characterlstlcs or
features
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SECTION A

1.

10.

11.

-

ITEMS USED FROM THI DAMSON COLLEGE
SURVEY ON GOVERNANCE

SA - Strongly Agrec o
A - Agree

N/O - NQ.ObiniOh
D - .Disagrece

Sh - Stronqlr Disagree
| L]

The College Council or some other college- |
wide legislative body 1s a necessity

within the

College. -  SA

The' College Council interferes with
departmental operation. ) SA

Studehts have too much say in faclty

evaluation,

SA

Student participation in decisions which
atfect them is af high educational value. SA

Most college-wide decicsions are made by~

a very few

people - SA

Anyone at Dawson has the opportunity to
become involved inp decisions which affect

him.

SA

Student parity in departments is a myth. SA

Faculty ahd administration have a respon-
sibility to encourage and facilitate
student involvement. SA

.Féculty attempt to implement a pafticipa-

tive approagg through their teaching style. SA

Many people do not know what the "Dawson

Approach"

is, but it has a strong

influence on the way this College operates. SA

Dawson is an experlment with freedom - We
are willing -to' make mlstakes and learn by

them,-

SA

249

N/O D SD
N/O D SD
N/O D SD
N/O D SD
N/O0 D SD
N/O D SD
N/O D SD
N/O D SD

N/O D SD

N/O D SD

N/O D SD
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12. I feel a sense of responsibility for

this Colleye. SA A N/O D SD
13. I think I am a bettér person as a 4 ,

result of my expericence at Dawson. SA A N/O D SD
SECTION B

Your participation in departmental and college-wide
activities, .

Check beside each activity 1in which you regularly‘
participate. Check as many as are applicable; more
than one may be checked under each item.

A. Departmental Activities .

Informal person to person contact which might
influence departmental policy and decisions ( ) 1

e

Departmental Mecetings () 2

Departmental Committees ) () 3

B College Activities

Informal person to person contact which might
influence collegc policy and decisions ( ) 1

-

College Meetings ' (9 2

College Committee$ ' ( 3 3
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ITEMS USED FROM THE "PROJECT DAWSON" QULSTIONNAIRE

.

Did you have elections for a class representative?
Was it by acclamation?

How is parity manifested in your department?

Do you feel that as a student you have an active
say in decisions that affect you at Dawson?

The College should be run primarily by: (a)
students; (b) faculty and administrators; -.(c)
students, faculty and administrators. The

College is run by: (a) students; (b) faculty and
administrators; (c) students, faculty and admin-
istrators.

What do you understand of the "Dawson Approach.

Q
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PATTERN FOR DAWSON COLLEGE GOVERNMENT

J

RATIONALE

Dawson College has been founded on the premise that
the College can function on the basis of participatory
and representative democracy, even with its diversity of
people, resources and services. In many ways, the unique
education offered by the College is dependent upon a
spirit of participation which transcends barriers of age,
background or role; and involves students, faculty, and
staff ih the making of decisions at all levels.

Thus, the College created only those procedures
minimally necessary to begin classes in September, 1969,
and invited every member of the College Community to sub-
mit, analyse and evaluate possible forms of college gov-
ernment. Several ‘dozen "briefs" on college-wide mechan-
isms were received and summarized by a Commission on
Structures, and discussion on the various possibilities
continued throughout the 1969-7¢Q academic year,

At intervals the College re&in@éa‘itself that
certain necessary college-wide decisions had to be made,
and were being made by administrative personnel, after
consultation with as wide a range of community members as
possible. This interim method was not fully satisfactory
since it did not conform to the spirit or needs of the
College. dt could not be replaced by a more democratic

mechanism until the various elements of the College Com-~
munity could agree on one. .

. During this period patterns of effective decision-
making at the ‘individual and departmental levels appeared.
Most of these patterns involved student participation in
academic policy, elected officials responsible to the. '
department members, open discussion, and other ele
of participatory de cracy. These patterns should
retained as fully afypossible, and should be kept £
so they may develop by adapting to real needs.

- The students, the faculty and the administrative/
support staff each found it very useful to associate and
hold meetings to promote common interests. Thé right of
each such group to continue. an identity through formal -
association and activities should be recognized by all

elements of the College,

The “"three above groups cooperated to create the
Negotiating Committee for structures, which met during

/
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the spring, and presented a Revised White Paper to the
entire community on May 13th, 1970. Since that time the
governmental framework for the College has been given a
broader perspective by discussions with the Board of
Governors, and between various elements of the community.
The present pattern thus represents a composite of serious
efforts by delegates of the student body, faculty and
administrative/support personnel, as well as members of
the Board of Governors, to achieve a workable governmental
framework for 1970-71.

"Membership" in what must be considered the overall
Dawson Community 1is not limited to the readily-identified
"internal" groups of students, teachers and staff who
enter our doors each day. It includes also those individ-
uals and groups of the "external" world who participate in,
criticize and support our activities and programmes, as
well as the entire body of citizens of Quebec who maintain
the College as a tuition-free institution. All of these
people are involved in the larger Dawson Community and bear
some responsibility for its development.

The College is at once a school, a business, a
forum, a focus for social activities; most of all, it is a
collection of individuals pursuing particular goals of ‘
learning and self-realization. The humanity of the College
is more important that the efficiency. The way of partici-.
patory democracy, as slow and tedious as it often appears,
must be chosen in preference to the "easy" or convenient
way to solve problems. All elements of the College govern-
ment should attempt to guide, not to impose. Creativity
must often take precedence over clerical details, and the
freedom of the individual must be recognized as well as
collective needs of the community. The best form of Col-
lege government will thus be simple, flexible, easy to
modify if necessary and mission oriented. The present
pattern attempts to meet the needs of each element in the
community, as expressed in numerous discussions during the

past year. At this stage in the development of the College,.

a governmental system sanctioned by the College community
is absolutely essential. .

\

Everyone of the following principles bears relevance

to the operation of legislative bodies and committees at all

levels of college operation, including the departmental
level. The implementation of these principles must be left
to the individual, and to the legislative body itself, since
the entire concept of participatory democracy rests on
effective communications, widespread acceptance, good faith
and tolerafice for individual differences. It is inherent in

this kind#f system that some persons will fear concentration

-

N\
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of power and will wish to legislate specifically against
it; othars will wish to legislate the extent of participa-
tion, fearing that people will fail to accept their
responsibilities. The Community must itself work, by
example, to limit excessive personal power and encourage
wide participation. .

PRINCIPLES

1. The legislation under which the College oper-
ates (Bi1ll 21) leaves great discretion to the

College CTommunity in determining its own pattern of govern-
ment. The law defines the roles and membership of the
Board of Governors, specifies to some extent the roles of
the Academic Council, the Director-General ahd an Academic
Dean, but is generally permissive rather than mandatory,
with respect to most elements of the College structure.
The College, as represented by the Board of Governors,
should take advantage of these discretionary powers to
develop a government comensurate with the distinctive
character and philosophy of Dawson College, as’'is intended
by the Law.

N
-
~

2. 'A clear distinction should he made, where

possible, between administrative (or "“execu-
tive") responsibility and the legislative (or policy-making)
process. An administrator, whether the Directer-General
or a sub-committee chairman should be in a position to
bring a voice of expertise to the legislative process, to .
facilitate lines of communication, and to%ssist and ™.
encourage cooperation between individuals and between O
groups. He should "advise" and implement decisions but he-
should not be in a position to veto or fill voids of legi- -
slative responsibility. , ' \ \\\

3. Each decision should be made as close to the
point®of implementation(gs posdible. Thus,
problems affecting individuals should be solved by the
same individuals. A matter of departmental or group con-
cern should be settled within that body. Inter-group
conflicts should be resolved by negotiation between the L
groups concerned. ‘A Council, or Committee of a Council,
- should discuss only matters of college-wide concern, or -
-matters which cannot be resolved satisfactorily at the
individual or departméntal level®and should convene only
when a demonstrated need exists., . ‘ .

4. Voting powers in a college-wide legislaLive
' body, such as a Council, or Committee of a
Council, should assure representation of.those parties
® generally affected by actions of that body, weighted to
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provide voting preponderance to those groups most directly
affected. '

5. The right to speak to an issue before a college-
‘wide legislative body should be granted by the
Chairman, whenever possible, to everyone who may be directly
affected by the legislation being discussed, and who .
requests to be heard, whether or not that persog is a
regular member of the body. =

6. Meetings of college-wide legislative bodies

shall be open except when discu$sind an issue
voted to be confidential. An open meeting must be
announced and pub ized to the entire internal community,
sufficiently in adyance to allow all interested persons to
attend; it should?ﬂlve a public agenda, provision for
observers from all’ segments of the Community and have min-
utes of all meetings posted in a designated, public loca-
tion. :

7. A member of the community-should, as a general
rule, serve on only one college-wide. legislat-
ive bodv at’ a time. This service should also be for a
relatively short time to assure the gifest possibl® parti-
cipation in the legislative process. The College must
acknowledge that such participation is an integral part of
an individual's role in the College and should recognize
the need for partial remission from other college respon-
sibilities where possible.
8. College-wide legislative bodies should conduct
" meetings according to Canadian parliamentary
‘procedure, to assure pertinence and freedom of discussion,
as well as clarity of resultant legislation.

9. A review mechanism must exist to treat the

_ ' rare cases of misconduct and lack of coopera-
‘tion with legislation.on the part of individuals or groups.
The College must carefully avoid establishing too many
rules. It must equally avoid a vacuum in which the minimum
acceptable standards for individual and group behaviour
are not generally known. A reasoned appeal must always be
passible from decisions which an individual feels have
violated his personal rights, or run against fundamental
principles of the College. The protection of the reputa-
tation of the individual must be assured in all instgnces.l

10.. A well developed system of effective communica- .
tion at all levels, and between all Bodies in
the College, is essential to good internal government. A
College should place very high priority on the development
. , :

b
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of a communications network consistent with open, partici-
patory and representative government.

>

MECHANISMS

A, Each member of the internal College Community shall
be identified with that group; student body or
faculty Qr administrative and support staff, in which he
plays his primary role within the College. He may, 1nso-
far as his interests and abilities dictate, participate
in College government through his group associatdon, through .
a particular department orcthrough various inter-departmen-
tal groupings. He may participate actively by contributing
to meetings, standing for office and proposing legislatién;
or he may play a more passive role with respect to College
government. The important factor is equality of opportunity
to participate in the decision- making process at all levels.
This concept, applied to academic departments 1is called
student parity.

B. The College shall establish, upon ratification of this

draft, three Councils to formulate col ge -wide policy;
.an Academic Council, a Resources Council an %ollege
Council, The following features shall be efRectlive for all
three Councils, and for any additional such Councx%s to be-
created in the 'future:

Bl. Formulas for election of students to Councils
shall be determined by the study body; for elec-
tion of facuylty to Councils, by the Faculty
Association; for election of administrative and
support personnel (ASP), by the ASP Association.

B2. Each Council and its committees shall operate by
‘the principles elaborated in this pattern.
y B3. Each Council shall be éxpected to meet in session

at least six times yearly, and should conduct 1its
- deliberative business through Council Committees
in such a way that the Council itself meets only
to receive, review, and either adopt or refer
back to committee reports and recommendations, or
to enact emergency legislation. Each Council
shall include on ‘any compji tee at least one
member of the Cguncil and%edditional representa-
tives of the Co lege communlty

B4, All Counc:.l members shall have gdentlcal *atq
with respect to determinatien of a guorum, voting
) ~and election q'ghts, and membership on. Counc11
‘ Committees, .
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B5. Term of Council office shall be: one year re-
newable not more than once, for students; two.
years renewable consecutively not more than once,
for faculty and ASP; with the initial terms at
the creation of the Councils to be partly for one
year and partly for two years for faculty and ASP
to assure some continulty.

-

B6. Each Council shall elect 1ts chairman from among

its members. ks

B7. Each Council, working primarily through its com-
mittees, shall have as its primary function to
establish, subject to regquirements of the CEGEP
system and ratification by the Board of Governors
if required, college-wide policy in designated
areas under its jurisdiction and to propose to
the other Councils policies which affect all-
aspects of college life. '

B8. The Secretary-General of the College shall be a
non-voting secretary to each Council and will
have primary responsibility for dissemination of
information about college meetindgs and legisla-
“tion.

In addition to the above specifications:

Cl. The Academic Council shall have twenty (20)
members: nine (9) elected students, nine (9)
elected members of the- faculty, two (2) elected
members of the ASP. The Academic Council shall
be concerned with college-wide policy in-all
academic matters including, but in no sense
restricted to: student admigsion and, standing,
curriculum development and programme approval,
course evaluatioh, college wide implications of
student evaluation, faculty engagement, liaison
on academic matters with the external communlty
It shall advise the Board of Governors on. all
matters of academic administration. Academic
budget estimates and all college—w1de pelicies
regarding academic budgets, services, and
utilization of academic facilities, shall require -
approval of the Council before 1mplementat10n.

'C2. The Resources Counc1l shall have twelve (12)

' members: five (o) elected students, two (2)
elected faculty members.,, and five (5) elected
members of the ASP. The Council shall be corl-
cerned with tollege-wide policy in non-academic

i ©
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areas including, but in no sense restricted to:
utilization of space, services and resources of
the College; and excluding matters falling under
the jurlsdlctlon of student government. Faculty
Association or ASP A55001at10n To review, with
the Academic Council, and ‘refer back to the de-=
partmental level if necessary, the annual budget-~

.ary estimates prior to their consideration by the

C3.

(3

Board of Governors.

The College Council shkall be formed by joint
session of all members of the Academic and
Resources Councils, for a total of thirty-two
£{32) members. The College Council shall be con-
cerned with questions which do not clearly fit ,
the mandate of either regular council, with
creation of college-wide standing commlttees on
critical issues, and with necessary ombudsman

and mediation functiohs between groups and
individuals in the Collega#s It may refer certain
questions to one of the other Councils, or create
its own apparatus to deal with them. It is to
meet once annually at the beginning of the
academic year and, after that, oniy if an emer-
gency situation warrants. '

On the agenda of the first, meetlng of the College
Council during each academi¢ year shall be:

Dl.

D2.

The creatlon of a standing Election Supervision
Comnmittee,» composed of cne student, one faculty

and one- ASP (none of whom need necessarlly bg
members of-the College Council) -charged wi hd
respon51b111ty of over seeing elections to all
college-w1de bodies, .and’ of receiving and exam-
ining all written complalnts ‘about electlon
procedures at any level.

The creati of a Governmental'Amendment Commi t~
tee, comp d of equal réepresentation . from
students, faculty and ASP .(none of whom need
necessarily be members of the College Council)

to accept, summarize, disseminate and make recom-
mendations on proposals for amendment -to the
internal governmental pattern of the College.
This Committee shall report to the College
Council every March and the Board bf Governors

- shall be kept 1nformed of- 1ts recommendations,

The creatlbn of committees, each composed of
equal representatlon from students, ‘faculty and

3
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administrative support persons, responsible for

dealing with: ’

a) Actions by any member of the community which
directly interfere with’ the educational pro-
cess for other members of the community, or

which display a lack of academic integrity;

b) Actions which endanger the health or safety
or integrity of members of the community, or
which threaten substantial property loss:

c) Gross neglect of college duty or responsibil-
ity. ' o .

Each commiftee should receive any written com-
plaints with regard to items (a), (b) and (c)
above, and shall initially arrange a conciliation

- meeting between the partigs involved. Should the
conciliation meeting' offer no acceptable solution,
the committee shall examine the issue, respecting
all elements of due process. The committee shall
either: a) dismiss the case, or b) reprimand or )
censure, or c) in severe cases, when unwillingness
to fulfill the_responsibilities of membership in
the college community has been glearly displayed,
to recommend to the College CounNil suspension or
dismissal from affiliation with t®R_College. The
penalty, but not the findings of anyN\such commit
tee may be appealed to the College Council. Both
the finding$, and thepenalty may be appealed by
the defendant to the Board of Governors. No

~ decision of suspension or dismissal shall be bind-

ing unless ratified by the Board of Governors.,

E. The Director-General shall be generally respgnsible
- for the administration of college work, should par-
ticipate actively in those legislative processes with
college-wide implications, but should not be responsible
for setting policy and should not have voting pewers in
theAlegiglative process except as a member of the Board of «
Govegﬁors; - )

Al

) oard of Governors should continue to meet regu-
- 1a¥ly In open session approximately ten times per
year, and to conduct’ its business in basically the same
fashion as it ‘did during the 1969-70 academic year. The
Board must recognize a primary responsibility to provide,
under the best possible circumstances, a quality CEGEP
education cpnsistent with the aims and general character .
of the CEGEP sygtem in the province of Quebec, Second-
~arily, the members of the Board, as all membd of the

) \

F.-
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Dawson Community, have an obligation to 1deve10p Dawson as
a true Community College, and sburce of a continuing educa-
tion process to the broad community.
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COLLLEGH PRESIDINT'S

Novenribern 29th 1971
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THE NATURL OF THE DS APPROACH
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- nuiually duppoentive sather Lian Je(&—cn(@uicct

*

§ B
- i

4

a comm{lment Io cut own siyle of cp},a(‘wn* "
- hefecddion oy a hieraichical slruclune
- dupporl for somz foxm of Lincar stiwcture

S

.

LI

z .
Leanying

» ;
LCaNOa
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@ comnidirent fo oHa;1g° oun ALJCG. og o;:e alwn as con(iuaon_s wszani

- to Leann {rom oun expeaience

P . -, e

1

a commifment fo useful innovation

hd )

2o s g ouns clues while (ca/mi.ng_
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THE PROCESS

- the academic £i4e 04 tie college was Lo depead wron the activity

and initiative and creativity of tie depantronts wiion would exercdse

academic resnoinsibilidy on behalf of 2he college 4n e shared, ccllegial
way. ‘

- on Lie basis of shered interest and conceans, individucls would find Thedn

oun ddentity cn asofuntarny basis N ]

- each group would génd &8s own way of oxrgailzing 4tself to meet £45 own
needs O

N . . /’

- initially, ro feamalized college-wide goveansenial S{huciue was to q@

Amposed - the structune of govorument o "hew 7y oge Zhings “done! was

-~ )
nreal, but infennal and exceedinaly difficul fo idealifn; Tuen o a
604Muk Lo H&L/LG\EC structune and an {ifoneal o J‘AALaduonb< readfiLdy

- but at the scric Lf4ax s

- no sysieratic preperation of cursefves fox ey of operating with

wiich none of ws nad any recd expirdgnee
. [
. .

A}

- no 60&ua€ ok Anformcl pattern fo evaluale owr activiiios - An Lact,

att&tud"%:¢o evaluacdon tended 2o be defeniive .
= gach group wes &nfff‘(@tﬁﬂfj fedt to {fy ema heseunces, accoruiable
only Lo L{seLf > ' .

- accouniability a,H,hQSpOnsibéELfv othen {han to cie's self on ore's
~N .

/ll

group weald depend o "gead wifl"
| »

. ! ) . . .

- no successful wethed was designed to keep everbody dinforned abowt

{
'

what as hapneiing

- ng sericus response 10 ¢Ac fact Liict werhad @ responsdbility Jor cun
aciividy Lo Lrie Lanqau couulhg41 which browsit wl into menJ end ey,
kept us in cuistonce . , , . o

’ H
e o . ’

.
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- no majoh preoccupation with the fact that all our operations weae
not totallfy within our cwn contnol - Lre Lmpact of the scrools, the
universities, the worfd of the emplayen, Lie Department of Education,

the othen~colleges, the public..

. = 4n general, an aﬂno&t inenedibfe optimism that somchow and 4n some
way we would by oun expericnce Leaxn hew Lo maiage owtsefved and
control all the factors that wewld go 4nto /tswfx;zx;ng our gnels -
dnd, whife obtaining +his experience, good wifl and Ehe tonse of

sharned goals would overcore all obstagles.

N
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THE CURRENT REALITY
we have acdileved much . .

- many of us nave fearmed a greal deal - in ain academic and tech-

nological scnse as weld as 4n a pensonal and sceial growth sense
- many individuals and departmends have grasped Liedn fzc/spmzubd/caes“
and ane well on the way to achicving oud goals 4n ‘a ue/zg deep and
abiding way
- impontant prinéiples of openalion heve boest enshrndined and cannot

and shoutd rot be neversed - tie prinediple ¢f patty fen students

in decision maiding processes S
. | I
- the principle of goverunmant by representation dwd dérect |
partictpation ’
- the principle of equality of ‘coflnge morbeabhip 04 gaculdy,
A/tudcwts,‘ A.S.P."s ‘ ®

- ﬂh(" prinedple of govelsazand gron the Lewest Level nainen than-

the highest -, : _
N s , ‘

1
‘bux at the same i

»

Y

%
- some 0§ us do rot accept Lre beasic cemniiacrss a% glve no fangdble

\ evidence 0§ trcsc. commiginents - .
b fon sore students, this coflege 43 poily @ convendence - rey
- would be no wonse 044 elsewhere and {he rtsi cQ yeu would be

b(’/ttclL 0§§ 4§ they weres not hexe

" Y. for some non- M‘ud(‘utb his cellesze 45 a sourge 04 dncome” - and
B ‘6 N
o not)wg mohre. .- aZE wcv/.)ifu be betten g5 4§ trey v M% not hexe

’

e M

_ . : .
- - ¥ do wot have, and cannct reasonably cxnand to have, qUL Tre xesoul

W we. wand to “do u.mr we wend o do

-t el
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»

- we ane rnot all equally cormpetent, equally encrgetic, equally

exnendenced - vt when we hold to 1w same goals
[ R g

- we have not becn abfe to provide secwiity and Ldentity fox

many - marny students ate Lest at Duvson

- we have - q‘uéia opposed tv owr goals - developed what mevy /
- percedve as a Legisfative hieranciy 0f cormillees, departmeatal
bodies, Council, Board and have developed - equally oppescd Lo
our goals ~ a Less visible and mone subtle admindstrative hieraxchy

B IR D 4 -
~ o,

0§ co-ondinatons, ciiefs, diresiony wed distelows-goneill,
i

o b
L T

as many perceive Lie curhent roalily IS



269

THE CURRENT CPISIS

- some deparntments have becore discouraged - Lost confdidence in Lrein

Ar

LY

.

ability o rake thein o decisdions - they are Looking over thein
shouldens o
péﬁsons i adrinds Zrative pesis - supposcdly focililatons - faced

with external presswres/requinerenids, §aced with Anteanal sersLtivities,
necogirizing accowtability 2o 2verybody, nave become dncreasingly
neluctant 2o act for fear 0} reprnirand o fon reasois of not wisiing

Lo establish Legislative policy on precedent
college-wide bodics ard perceived by many as centralist and obsthuckionist

ratier than sounces 0§ undio,
G {
the prinéinle of pariiy has wronged dn practice as of such Amportaice

as to dubmcrge oties cqually drportant  puncdples
Lo some extent, CHUORARRCE ¢f resontnend of cerpetence and abaﬁ&tj

“ralher Lo a db54hc Zo Lersn <hﬁm and capdialize cn 4%

in genckal
3

the Legislative and adrin{sZietive w%agﬁsscs have becer2 se vLsLQﬁa'

that tac real feawoing goals have b“ “ }b.scukca -

- action has beeenz subscrvicr! Yo phch53 | '

~
. . -~
- -

high erergy and infinite ceol have beceie pheiequisites fox [/5;

Davson ;

- cnc&gy L8 nisencire chf SN o | s

- o0k &8 renfaced by §ruszaation S B

~ fompers are shest ' '

- the wells ae roving {nv “ : .

- W@twc‘&whbm‘dfCKUICﬂmi,butnafﬁ@k&ﬁQm.ﬁyQadloﬂmél .
o - . . ‘ ' ' ’ . ‘ L

o
.

- pariicipaiion 46 being aenta uttn/u"lnd"n al - prursical

-

. o o . p.’w:cu‘fonlcaﬁ . .
st iy bedng QCQPFCg&fbV susricion - A bq wméfiation e
- dicfogue s beine repleced by continuing conflict :
: ’ : » *—"“I ,'—' o - ’ 'S iy S ‘ N
\ :
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- we ane deronstrating by cun activily that our goals caniot be
achieved - even though it 45 cur metheds natnen than goals walch

are whong \ £

- we are playing right into zhe hands 04 those who claim that what
Dawson siands for capnot be aciicved

&
- we are being cowten productive, at the expense 0§ ouwrt Long-range
goafs and the inmediate needs 0§ the vast majonity of Dasson

"

people
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\

A PROGRA!

[} . Q
- we have to stop and rcassess - now

- we should sce ounselves now as pari 0§ @ continuwn
- Phase T - an initicl tesz peviod of Anferral operalion
- Paase 1T - g finst foreicl operationel perdod which should now end

PHASE III Ce
- ob;eci&vcs - batanced op2ration
- a bataice of necessary acticn and equally recessany

parniicipation - .

(K]

Lecurd tiy and AercrAly

- excdfement asicciatod with fearmiing
- . -

-

. . . ~ g . Y P .

- princaples: - xeaffiun Lae d z By %?, ot the CCLLCQC'W{dC

«

- wnivesscl participgiion Liv coflege Life, 4n one on
©oanolien of Als forrs, ned aH ,oz”w' £Ly hdah involveme r"

0§ the few _ a

- ,

: : |
- a rore §Lexiblc appidcaiion of Lie pméncénzc 0f pariy

< - congirmaticn of sepresentalive d2eesdon- r"¢ng

. “
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RECOMMENDATTONS

I.  That tiere be general endoxsement and suprori fen the Acaderdic
Council's resclulian fox ACS«/(\{J/ 05 colfege govennmertal
strgctunes witi a tenger of 4rnferentation fon Sentenmhen 1972,

2. That the application of this resolution depend, as Little as
possivfe, on official -and genenal mectings and, as much as,

possible, on rone Lnforgal consuliaidion.

3.  That the Collece Councifs sct as thedi PIL0RLLyY {r;:rcdylvc
objective e adoplion ¢f PGS LIRS caleulated 2o baing cohiesion

. .
2

+ o the college. ’ o 7 . .

»
s

x P ) 7 /

- 4. That e Coflece Cowncd 3 ard adrdndsirative s2afl mombors -

14
take measuiess Lo have Lierselves porcadved qs sowrees of .
. peprccfum and recerendation and farlfitating rathosn than ' .<7/
‘ coas Ansirumend 5\05 coninel onidocisdoit ox annesf, -g-"
-~ 5. That atf bodics xa‘cé'li;z e college-heon e nesbex c</&5u.csé
reetings fo a nintruy ard i numhon of reetancs caleulated ‘Cﬂ;
Lo i'.mpf;(;vc dnterrersonal selotionsiips 0 & rmaxdrwn, - :
6. That L2 busincss meeidings bc /rv'.(,"‘i’;"[’g’ %_C "u ed for a reasciable
"¢ duwration in adv untc ard Lo /%{ 0g yﬂ% Wlarst inconvenicace 10
) »th.f'M tu:’,»{)\,hé. D & 1:/ 0/#;5 ij : ) R
' - "':."u

7. That zie, &/.gnt to spech (t.é bus ux‘s,é 'uvc’,tuzf's b\, ‘exeneised ‘onty
m, cxcwmomCCJ, by - SOU/LC”

S
~.
~

by the ('ufj coisfitued ronbox

perfons specdfically aoguesdad. R SRR 'rt -
. o, 8
§a Th(r}t‘cnoc‘n.f;nfcﬂ'urition—eh‘ e meelings Ed_;ﬂi:c._(_;}'u@*.)’_’y fon -
. e piripos es of “:(‘cn('ng Lifenosdod porion '.a': 0"(”’»’(150;33:::»&'
_.aad pending wucw,m_,ﬁé ay el eipeets of tie Lige 0f tac coiiege,
. . -,b.“‘t F*’“MCU[("L'C Lies /..nv(’f.vuzg e sen Lu: ! r‘cuts t\atwc Ata55
I mendeAs, o - , : . o
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9. That the Student Sexvice depantments, especially L’ze
Courselling Depaitment ranbers, articulste an action
progharne Lromediately widc recogidzes tne problem of Lirtra-

group Lnteraction as a priciddy Larcughout the coflege.

10,  That cach derandrent prepase and denos it a grapiic description
0f 418 metiiods o4 operation 20 faciliiate Lnterdepafirental

comn:unicmon.

11, That edch unit uu:un ch coilege use tie month of Januany
fon study sessions nefated Lo thein pricaitics wnd Licdh W
operalions. : ) ,

12. - That cach suct unit use Sie fattes vast O"”aj awid.eanly |
Juie %o evafuate, and repert on Lie degroe e widch Laedxr
pMcf?A'Lics favedbeenn actieved and :ch'f;n cporaiions fave beoesr o

success juk. 3 ‘

13, Theat a co;w;acf('"ﬁ ariangerent - epplicah{c to olf -3

facul cr“ u.S ard AS.P.'s - be desiaqied and adented fen s

admission to he corle nc as ¢f Sentemder 1977 and tael Zuiy

-
+n o

arangerent be Anec,cy cally related 2o the goals ox phifeSoply

04 e coflcge. .

14.  That, whexre pelicées ox procedants, !zrvg"m’ b”(‘n estahlashed

but ulu,cwt celion-is necessary, thet 1 - ox /SCJ 2 plrson ox bodn

nc)&uy on oy on".vtl - asswid /.2.5;:o;mb< i1y aid acesuns ity

o

AP

fon a’c,own, in ccnux_g with the pidseiplad of papdli,

o

’

- ES.. T,’z(d: e, ncagf,émzz cunt nccd-;m devedepiont at/a depantmoninl) in -
* poridy 2o Zie college wid 7, Level based on an nfowmal structure -
o _ o

deperitres: 1’%'1’72((‘ fox, and kepieseriificg, § .

rooZed L1 putual fnusit, An o« coimilrent (v icc'l'.;'éx‘ﬂ} eiiieh fzc—

« N

. COQ} ‘(.1.05 Oll L. 00\' chnr \.k (15 Qo N2ans )'(;Ulc v then & iC Cll(f
ypaub G /tﬂ ’I!Cr. . . . . . ,ﬁ ) X | - . ‘“_,'\
Directon (:hc,'m,ﬁ v 2 P . ‘ e o " .
L” . ) ﬂe-, ot - , “ . ) . ‘ . ) .. ) .

-



