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Remarks ‘to the College orf the Pacific Faculty Meeting of September 14, 1973
by Cldfroprd i Hand e Dean 8l GOl leger ofaithe iPagitie
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Discussions of College
Ghaxrter in particular,
campus. I venture to aud
us to change sl '"htly th dire
committes that pre
faculty who vo:e
and of our aims

on in which our discussioné have bven moving. The
ter and the majority of the College of the Pacific
clear understanding of the purpose of the Charter
vernance. Our responsibility now is to relate our

plans to thosv of y as a whole. For that reason, I believe we should
divect lourfefiont derstanding the work of the President's Committee on
University Govarﬂanc Until the report of tnis committee 1s complete LHadvise us

to set aside formal 1Wple rentation of the Charter for a reasonable time as suggested
sby President McGaffivey. I rther recommend that we continue our internal operations
as vwe have done for the past year. In order to explain fully the new direction in
which T think our discussions should proceed il need to say a word or two about the

College of the Pacific Charter and the historical process of which I beligve it to
be a part. I also intend to comment on some of the spezific criticisms of the
Charter. '

Rafooe seekipg to place the Charter in its historical context, let me express one
or two personal sentiments. I feel a particular responsibility for the Charter.

I urged the College of the Pacific Council and the Charter Committee to complete
this long pending task. I expected that our affairs would become more orderly as
_a vesult of completing this job but we have apparently produced both order and
disorder by our efforts. I also want publicly to acknowledge the work of the

Charter Committee. The group worked conscientiously and 11Lellloentxf, first under
the chairmanshi ip of ifalt Raitt and then under the leadership of Janine Kreiter.

+1

The approval of the work of this committee by the majority of the fﬁculty of the
College demonstrates to me how much we are in what I see as the main stream of

development here and at the University of the Pacific. : E

Basically the Charter sets forth in a coherent fashion the practices which are
now habitual in the Colleg=. Behind these habitual practices, however, lies an
important historical development within the College and. the University. The
Charter maintains the long established tradition in the:College of the Pacific and
in the University of wide participation in decision making. The Charter seeks to
facilitate decision 'making by clearly esteblishing reSp0351oility for. . dedisians.
The forms of participation zad responsibility embodied in the Charter of the
College of the Pacific have roots deep in our history. Governance in the Univer
of the Pacific during the last thirteen years has had two principal characteristic
o~

1} Widened faculty participation in policy making; and 2} Decentralization,

Widened particination by faculty in policy making is not a new tendency but a-
revitalization of the practi;es of the College when it was ILth establishe
Stockton in 1924,  Then, under the leadership of President Knoles, the facul:ty as
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a whole met w ) cuss all policy issuss. ~Over.tie years such decision

making was delegat representative bodies, first to the Coordinating Council

then ‘60 'the Faculty Czuncil, and now the Academic Council. The Coordinating

Council consisted only of the chairmen of the various divisions. The faculty as

a wnhole did not meet reg:larly afte” the establishment of the Coordinating Cownc
de

(7

1
and faculty meeti ent Knoles. The Faculty Council which
succeeded the Coor%lﬂﬂ*ing Councwl consisted of all full professors and departmer
chairmen from each school and college. Senior faculty also SEIVcQ cn the Academi
Policy Committee from 1 33 onwvards. In both of these bodies the c&ltv were
represented cnly by senior faculty members. With the growth of !
the consequent increase in the number of assistant and asscciate pr
system of representation became less satisfactory because young facu
felt themselves excluded from important academic decisions.

In 1956 and 1937 as a result of the study made under the auspices of the Methodis

Board of Education in Nashville, the Executive Policy Committee was formed and
the old Academic Policy Conmittee suppressed. At that time, a clear distinction
was nada between committees with administrative responsibility and those with
academic responsibilities. Certain duties performed by the Academic Policy Commi
Were delegated to the Faculty Council and others to.the Executive Policy Committe
which was constituted as we know it now except for the addition of the Ch”i?p“TSg
of the Academic Council and the chairperson of ASUOP. This division of administr
and faculty responsibilities was criticized as early as 1965 when a proposal was

i the FPaculty Coumcil and Executive Polley Commlttes.  This pro:

pT
€
support of neither the faculty nor of President Burns. ]
culty began to be elected annually, but at first the meal
led by President Burns who opened the meetings and then
isg over to the faculty chairman. Since 1967 the chairman of the
1 has presided over University-wide faculty meetings. The final
iaculty and administration did not come until the creation of the
i1 for the Deans of the various schools and colleges generally serve
Council as well as the Executive Policy Committee since they held

parat*o" of
AudmucC@ﬂc
V

.

The pr*nc iple of faculty representation by seniority was challenged in the mid=~
sixties by the young faculty who were united in thelr opposition to the Faculty

Council, In 1567, the Acadsmic Council as we know it now was formed; it was
adopted officially by a vots of the faculty in the Spr1n1 of 1967 and Dick Reynold
served as its first chairman. There are at least two significant differencses

atween this body and the old Faculty Council which it replaced. One difference i
the principle of prODOTLIOﬂal representation of schools and colleges; and the
second is the distribution of membership by rank. The final report to the faculty
contains the stipulation that candidates for seats on the Academic Coumcil should

come from a variety of academic ranks. As a member of the committee, I remember
that there was extended debats whether or not representation from each of the

ranks should be made a Speci 1C prOVWSLOP of the new Academic Cowncil. The
difficulties such a IQQJ,re ent. might impose on some of the %cnool» and college
_Iaad finally to tne less specific requirement. The proposal for a College of the
Pacific Council, 2lso adopted in 1967, contained a specific requirement that there
be rank districution ameong the members. The mdke-up of these new bodizs, the
Academic Coumcil and the College of the Pacific Council, evidence a widening
tic1pation'in policy making by faculty in the lower ranks. Initially the membe
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the University as a whole although

nd colleges. In this .respect, the Acadenic

. Now, as you know, the nominations and

ools and colleges. This change in the electoral
acentralization which has been characteristic’

Simultaneously with these developments in the University as a whole, the College
was developing its own governance structures. t the College faculty mesting of
Seprterber 57, 1965 the creation of the College of the Pacific Coum Lll Weas f;*st
discussed. A study group recommended to the faculry the establishment of the
College of the Pacific Council in the following spring. The College of the Pacific
Council, at first largely advisory to the Dean, has become the major policy making
body within the College.

The question of the authority of the Council to formulate policy did not arise in
1 was ''advisory to the.Dean." The authority delegated to
ent from the Board of Regents and ultimately expressed in
oration of the University remained unchanged. The proposed
eavors to fix certain responsibilities clearly but the delega-
the authority to fulxill these *es onsibilities rests with the President.
authority is clearly not a matter to be decided uni-
£ the College of *he Pacific. 7The President’'s decision
e 1 1 of a wmiversity-wide governance
gally correct. President McCaffrey:
& mmittee on University Governance.
mmend .to the President the development of an
overnance this juncture in our history. Ihrougn the
eavor to say that governance at the University of the Pacific
the . historically established tradltipn of faculty participation in
ng. . Our governancs structure must also be consistent with the large:
and academic tradition to which we as profﬂssional men and womsn are
s professicnal co lmltPDHt is 1m311c1t 1n tnm 1540 StateWﬁﬂt of
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es and the Arerzcaﬂ \SJOlet101 of bﬁvvar51ty Professors. The

ic through its faculty and the Executive Policy Committce
1 tatement. The Policy Documsnts and Reports of AAUP, all
from and build on the 1940 Statement, can help us to assess our
1 those of the American Academic Conmunity‘of which we
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1, therefore, urge that we now devote our thought and energy to working with the
% ent! ttee on University Governance. .e have done what we can to put
2t us now coordinate our work with that of other wmits in
ty parilulﬁ 1tion in policy making is well established on
orms of governance are quite hignly developed. We have
(&

pus, and the
positive experience with the fo s of faculty participation in duCl ion making.

ience in dealing with our second historical ten-
Xperience. is recnvt and its forms are less tricd.

(D r»-_;

The process of decentralization begun in 1961 in the '"Pioncer or Perish' speech
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by President Burns. The process is now rather advanced but ' we arc not much more
skilled in dealing with conflict ameng the units than we werc 'in 1965. In th

\
spring of that year a conflict arose over the difference
p}ovran for the Raymond faculty and the other members of th
University. At that time there was no satisfactory means of adjuﬂlcﬁt}n\ ch 15
difference. e must have an instrument by which all programs in the University
: ity with

can be reviewed and approved by the University so as to assure cenfors

s

overall University educational and financial policy. This instrument will have
to be shaped by the President's Commitise on Governsnce. Tha recommendaticns of

the committee must, { takes into gocount our his.- and gne ratho:
recent change in University governance. Under President McCaiifrey's leadershin,
students have increasingly been included on University committees and non-acadenic
pexrsonnel have been, for the Iirst time, consistently included on such committees.

The College has, of course, included students on committees for the last several
years and the ClarL r provides for student representation on College committees.
This tendency toward a wider sharing of responsibility in decision making scems

to me wise for two reasons: one, we draw upon the knowledge and experience of
more people,and ;two, we create a stronger sense of community as we work together
on important issuves. Through shared responsivility we can create the trust and
cooperation which are negessary to achieve the goals of the University. I spoke
of the importance of this trust in February and May of last year when Bob Anderson
and I presented College financial and ‘nrollNGnL data ‘to the faculty.~ On'both

ccasions I said that we in the College feel a responsibility to the University.
In May, Bob and I propose ed a model by Whl;ﬁ we can analyzc the financial intex-
dependency of the various units of the University.

This 1s our histor

y &s 1 see it. The faculty have always participuated in pelie
making on this campus, but the procedures for providing faculty representation
ave varied. The second important historical tendency is the move tovard decentral-
less experience to guide us in finding a model for decentralized
7

ization. .ie have le
decision naking. As nember of the President's Committee on Governance, I shall
" work to create z model which localizes responsibility but meaintains tae values of
the University. A e :

W
[
i

Let me conclude this capsule history of governance at the University and turn now.
to the specific criticisms which have been brought against the charter.

1} The responsibility of the Dean has been unwisely weakened.

st

2) The College seeks to function independently of the University.

3) The rotation of the department chairmen will:be destructive of
curriculum planning and faculty developient.

I shall discuss ¢t
Initially 1 oppo

oints in the reverse order in which I have presented then.
S 1S 1 e tices
College of the Pacific Chart

¢ alteration of our existing pLac e5 in the proposed
cli BT o My fisE ou1cctlxn was ta desc b as clearly and

as. zccurataly as poss e procedures developed over the last few years. As

the discussion of the Charter i rOPCﬁdoJ ncubuhl,,l hecame persuaded of the va

of the proposed election of uc rtment Lnairmen. The ideda 15, alter all, not a

new cne in the College. It was dlscusscd in'the winter 'of 1966 and 1967 when the .
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1 fic Council was being designed. The proposed plan canno
i ts of the College. There arc ebvious instances
titute rotating chairmanships, but I believe

provide the faculty and the Dean with ways of
, I supported the proposa} because I becans
ribute to the vitality of the departae and to

n will con , -
the g h of all the members of the faculty or the Lollnnc of the
paC1L1C. dy P)qﬁlvf1 tnis effect during the tenure in office of
<°v~*11 n. They have brought new ldc15 and neW enetrgies to the
llege. I have also seen the energy, eanthusiasm, and
Larry Walker has devoted to his new respousibi l1t1v:. I saw

ractices in administering tie Introductory Year
1ese observations have convinced wme tha

The second criticism, that the charter encourages us to separatism or withdrawal

from the University, ignores anotier faculty action taken.last spring.: The. faculty.

of the College accepted the Charter, and endorsed three major educational aims of

the College at the same time. The faculty affirmed the following: )

1) A commitment to liberal education for students earning the Bachelox
of Arts or Bachelor of Science degrees in the Colle g

o

2) A responsibility to serve degree programs in every SCAOO] or College
of the University; and

20

3) A commitment to the specialized or major programs bassd in either one
or several departments of the College.

In other words, we are committed to liberal education, service education, and
'syu01ﬁllzfd education. The impression of our intransigence may be owing to one
sentence in the Charter which states that the College faculty has full and final
authority for the educational programs of the College. A program of which our
faculty do not approve or are noL competent to offer could not and should not be
offered in the College, but the statement does not take into account the inter-
dependent relationship of the College with the rest of the University. Surely

the statement can be modified to be truer and less truculent. Our comnmitment

to the University as a whole is profound. Last Septenber at our opening faculty
meeting I said I could not imagine a strong College of the Pacific apart from the
iniversity or a strong University without a vital College of the Pacific at its
teart. My one year of experience has confirmed me in the opinion that the destiny
of the College and of the University is one.

-~

4

As for the third criticism, let me try to define briefly again the role of the
Pean as I see it. I said lost Septecber that I believed in what'l called teacher-

adininistrators. Wwhen I agreed to be a candidate for the deanship I proposed a
term of office as a way of assuring the vital relationship which I feel betweer

ie
teaching and administration. This relationship is particularly important in the
College. I have insisted that administrative posts. in the Qffice of the Deans be
"filled by persons holding appointments in the College. This decision restricts
the panel of persons to be considered for these posts and at another tiwe we
should seek candidates from outside the Colleg At any time, however, I believe

)

O""
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th sifope adthL strative responsibili
in '

/ Dean to implement the pelicies of the Collepc agnd the
5 Lh’, respensibilities very seriously. A clear definiticn
of ti iowever, must be concurrent with the delegation of all
Sound educational policy has to be based 1in
faculty; thus it is the faculty, tarough thi
&l pollblas of the College, The Desam, subiji
1 restrgints, then implements these policies
late cprvbcnt"’L,c bodies, can also assume
location of our resources. In making this
tried ground for this University. Also I am exprs
have endeavored to prepare the faculty for such
rts. given to you last year.
not simply implement faculty policies. He also provides
- in long range planning. To describe this leadership I wi
es of what I am doing. . With the concurrence of the Coll
& I asked ?r. {cCrone to authorize a thivd Dositiow, that
S D > the O0ffice of the Deans. 1 have been at scme pains to
plain the position is not that of Dean of Students or '"Preceptor' to use
current University ti cific jargon.- Naturally I am delighted at the oppon-
] tunity to unite in th: e of the Decans, academic advising and academic pla
These processes sepavated. .1 believe we shall also realize s :
~" obiectives recom faculty in May of 1968,  The Danforth Comni
for systenatic ge information about students in the College in orde
; ‘advise them wissly and an effectively. to meet their needs. ' The labor of a
& it ed person in the Office of the Deans ywll move us a step closer to the realiza-

tion:ef this aim.

Meeting student needs requires not short but long-range planning. I know from the
L ; -

de
experience of working witn Bill Binkley for three years and with Bob Anderson for
one year that two pesople cannot gather the information needed for serious long-
rangs planning. Bob made a splended beginning in gathering, analyzing, and pre-
' y

n I

ta. The data he, Wes Dunn, and Bill Brown prbsont ed to the facult

g is, obvicusly, only a beginning. We must know more about our students
nd about our tcaCulJ‘. We must try to discover whether oxr not we are using o
uman and material rescurces to the best advantage. I hope we can do some careful
°rn11al Lostlno' for example I want to know with certainty how much each
dditional student in Chenistry 25 costs us or how many more students we can

accommodate in Physics 53 before we have "to expend additional money. '

arow and to change in ways nong of us can now accur-
nust not be random but purposeful if we arc to neet
students. The Office of the Deans nust help the

in which we should move. To provide such help,
treces of dailv or nourly problems. The third
s will help us gain a vantage point from which
e ‘next scnester.
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leadersnip leem adpropriate Last Ser 1 OurT
attenti of these pr g

tablis?
of this revf
t on liberal
=Discdy ary Commlttee can work Improving

I i ret some light as well as heat
hat commitiee will be pressnted to the faculty later

’\.

> Dean's Tasa
that the

In addit nzve described I have bwaw creating a new Versaillles
Hzll. It has already been dubbed "Parkinson's Hall'™
ne further deawgly 1ole can be defined - cultivation
is to talk until time to eat and drink, or drink

haracter I have stlll some sense of elementary falrnass
e}
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