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PURPOSES AND AIMS OF THE COLLEGE

This portion of the self- -study reveals that the college does not
now have a commonly known, widely accepted statement of purpose and
aims. To quote the self- study report, '""The recent history of William
and Mary demonstrates a measure of uncertalnty and confus1on .as to
the real aims of the collegeoU The history of the college is too
well known to require extended comment. As the second oldest college
in the Unlted ‘States, it began as a vocational school for the purpose
of training ministers of the gospel. When it closed in 1880 for a
period of nearly ten years9 it was reopened in 1888 as a de facto
state 1nst1tut10n for the purpose of the tralnlng of teachers. In
1906, it became a state institution by contract and statute, again,
with a statutory purpose of serv1ng as a teacher tralnlng 1nst1tut10n.
But throughout its three centuries of hlstory 1t has had a heavy cur-
ricular concentratlon and admlnlstratlve emphas1s in the liberal arts,

On pages 6 and 7 of the report the Steerlng Commlttee of the
self- study proposed a statement of purpose and aims. Both the report
and conferences with the Steering Commlttee have hade it clear that
this proposed statement is the sole respons1b111ty of the Steerlng
Commlttee and that it has not been dlscussed by the faculty, the ad-
mlnlstratlon, or the Board of VlSltOISo As a matter of -fact, it has
not yet been presented to. the faculty, students or Board of Visitors,
but it is planned that it will be presented in the near future, The
present status of this proposed statement means, of course, that it
does not meet the recommendations of the Southern Assoc1atlon, that
the purpose and aims be generally known and accepted by faculty, stu-
dents, admlnlstratlon and controlllng board. It stands now as a pro-
‘posal and it may very well be that it Wlll be generally accepted
Prior to its acceptance by all the relevant component :groups of the
institution, it is perhaps inappropriate to comment on the statement
itself. Butusincenit,isrthewonly statement available to the committee,
some,remarks and recommendations may be in order. It is an admirable
statement of educatlonal philosophy in nearly all respectso The com-
mlttee questlons, however, whether or net the statement should clearly
recognlze the fact that the College of Wllllam and Mary is a state
1nst1tutlon, supported by taxatlon and controlled by state law and
state agency, consequently, obllgated to serve those functions and
those elements of the constituency of the state des1gnated by legally
constituted authority.

, Based on many conversatlons and . careful study, the commlttee
would recommend second that the proposed statement of purpose and aims
if adopted should be supplemented by a policy statement that will
clearly deflne the role of the institution for the foreseeable future.
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Such a policy statement would be very helpful in guiding planning
of the physical plant, the decisions concerning curriculum and
program, and many other matters. From these conversations it wolld
-seem clear that there is sofe mrsunderstandrng on these points.

So far as the committee was ablé to dlscernS ‘the Board of Visitors
and admlnlstratrve officers intend that on the one hand the Col—p‘
lege ‘of ‘William and Mary will nét become a complex un1vers1ty in
the usual sense, nor w1ll it remain a college of liberal arts re-
‘stricted to undergraduate curricula. On the one hand, it will not
in-the foreseeable future become an 1nst1tut1on of the size that’
is currently normal for a state un1vers1ty nor on the other hand
will it so restrlct its enrollment as ‘to fail to 'serve the needs
of the state that are desrgnated as its responsrbrlltyof The Board
of Visitors and offlcers of administration antlclpate that the
college will enter some areas of graduate work to the level of the
“'doctorate, when there clearly are resources ‘now present or that
can 'be provided in faculty, library, laboratorles3 classrooms, ‘and
finance to meet needs that are not now belng fully met by other
state 1nst1tutlonso There is an antlclpatlon that there w1ll be,
~work "in contlnulng educatron in the fields of the liberal arts as
well as in flelds that will add to professlonal competenoeov There
has béen some discussion of the 1n1t1atron of new programs at the
graduate level utlllzlng the ‘resources of the present undergrad—
‘uate department in geology and the resources of the Institute of
Marine Science to provrde educatlon and’ research in sedimentation
geology and perhaps to enter such entirely new flelds for thls
state as educatlon and research in meteorology '

Many members of the faculty do not share these conceptions{:
of the role of the university for the future. ‘Perhaps the reason
for this is that there has been 1nsufflclent dlscuss1on of the role
“of the college° ’

- The committee suggests urgently that the proposed statement
"of aims and purpoeses be presented to the student body9 ‘the facultys
~the Board of V1s1tors and dlscussed untll it is understood and ac—
cepted by all of these groups, Who must understand and accept 1t
if it is to be operable and that it be supplemented by some type;.
of deflnltlon of role for the college in the foreseeable future,“

'FINANCIAL RESOURCES

The financial statements in the report of the self-study
committee and supplementary reports that were placed in the hands
of the committee are thorough and adequate,‘ From these reports'
and from discussion with the president, it would appear that the
~combined income of the college available for educational program

»
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does not present a serious problem. for the qualitative development of
its educational program. :

Although recent adjustments in faculty salarles have been ‘made
and a plan has been adopted for further increases of faculty salaries
over the next four years, in 1968 the college will find itself able
to offer salaries under this plan which will be equal only'to the -
natlonal average of faculty salaries in the year 1962, * o1t seems quite
obvious that in spite of the commendable efforts and. achievements of
recent date that the college will lose ground rather than: gain ground
during the next four years in the relative position of its faculty’
salarles, and as a consequenceg it will lose ground in its: relatlve
ablllty to attract and retain superlor scholars.ﬂ,

Salaries in the central admlnlstratlon of the college are far
below the salaries in comparable institutions. For example, if a new
central admlnlstratlve officer of the type referred to under the sec-
tion of this report on admlnlstratlon is to be app01nted ~there:is.
abundant evidénce that the salary offered would have:.to be ‘a minimum
of $20,000 per yeatr and possibly $25,000. per year.- In reviewing the
matter of admlnlstratlve salarles, ‘the Board of Visitors could well
take th1s flgure 1nto account and adjust other salarles accordlngly.

ADMINISTRATIVE ORGANIZAIION AND FUNCTIONS

' The report of the self study commlttee nelther in the sectlon on
History and Aims nor in the section on Administrative Organization
glves a thorough review of recent history ef the college, which must
be faced frankly and taken into account. in dealing with many of: the:
problems of the college° For a perlod of ten years preceding the
present college admlnlstratlon, the College of William and Mary was in
a disturbed perlod Most of the disturbances and tensions centered
in the functlonlng of its admlnlstratlve organization. It is not with-
in the purv1ew of the v1s1t1ng committee either.to recount  the:history
or to make Judgments on some of the events in that history. Suffice
it to say, that during the past four years9 and partlcularly during:
the last two,vsome steps have been taken Wthh lay the base. for:better,
admlnlstratlve organlzatlon and. functlonOQ The . report of . the study.com-
mittee’ points to thée development of a set of bylaws by the Board of
Visitors which’ contributes to clarlflcatlon of the function of the"
Board of Visitors in relatlon to all matters in the college and to  the
development and adoptlon of a set. of bylaws of -the faculty, which have
been approved by the president and by the Board of Visitors.

See correction of this as explalned in Appendlx‘— President Paschall's
letter of July 18, 1964, to Dean Montgomery, Chairman of Visitation
Committee.



‘More: important than any structure of admlnlstratlon i an at-
mosphere of mutual understanding and confidence betwéen the vari-
ous elements of the college which must be created as a precondi-
tion for effectlve admrnlstratlve functlonso

oy Varloxs ‘alternatives in administrative structure have been
discussed with the Chairman of the Study Commlttee, “the dean of

- the College and the president. These d1scuss1ons were very frank
--and-all of those concerned seemed to have a vital interest in modl-

. fication of administrative structure9 the reass1gnment of dutles,

and .some personnel changes, which will, no doubt improve this as-
pect: of college life.: Although it is 1nappropr1ate to discuss in
this report many of- the items which were discussed orally, there\

are several matters that could be commented upon.

The commlttee ‘takes note of the fact that it is common prac—,.
~tice for the presrdent, ‘bursar and the dean of the faculty to sit
atiall-regular: meetlngs of the Board of Vlsltorso‘ This is a very .
~unusual ‘arrangement and ‘few colleges have found it to work well. :
+Thepreferred. plan is for the pres1dent to be the sole channel of.
communication between the governing board and the faculty and. ~the .
.staff. The president should serve as profess1onal advisor to the
board and should have the privilege with the consent of the board-
to invite other administrative officers from time to time to make
such special reports or to partlclpate 1n d1scuss1ons 1f the presi-
‘;dent deems 1t adv1sable,-" :

The pres1dent3 “the Board of Vlsltors and other admlnlstratlve
officers of the ‘college agree with the report of the self- study
committee. ‘that there needs to be a reorganlzatlon that will ‘require
. the:president 'to’ receive dlrectly ‘the reports of fewer admlnlstra—
tive officers and free hin to carry ou't more eff1c1ently the mani-

. fold:tasks of his: office. " Accordlng to the present organlzatlon of
vothe college 217 administrative offlcers report dlrectly to the
president,.and they make demands upon his time on the one hand
whereas his 1nab111ty directly to superv1se so many areas of re—
~sponsibility may slow down the’ effectlve Work of the persons who e
rreport:te him. ‘It has been: suggested that all of the admlnlstra—,
tive: functions of" the college could be placed under four . admlnls—,
trative.officers who in turn would" report to the office of the
-president. These divisions would be the’ academlc affalrs, bu51ness
affairsy student affalrs and external affalrso"

It is agreed that there is need for a high level central ad-
ministrative officer who should serve under the president but
could serve as alter ego to the pre51dent in working with the heads
_of the four d1v1s1ons named-, Thls new admlnlstratlve office mlght

e
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be called provost or vice-president, or dean of administration. The
visiting committee heartily supports the view of the president tha't
there should be clarification of the d1v151on of respon31b111ty and
delegation of respensibility. o

.One function of the collegeS whlch has already become’ 1mportant
and promises to become more impertant in the future, is -the adminis-
tration of graduate studies and research. This function- shéuld be
headed by an administrative officer, either a dean ot a director of
graduate studies. He should have under him a deliberative and legis-
lative body such . as a deflnltely named graduate faculty or a graduate
COU.nCll P S L RS S TR

Wlthln the last four yvears, the four chalrmen of divisions of the
faculty have been reinstated. Up to the: ‘present time,  the respon51—
bilities of division chairmen have neither been clearly defined nor
apparently have they heen accepted by ‘all members:of the faculty. -It
is strongly suggested that the responsibilities and:the authorlty ‘of
this office be clearly defined and brought to the level of . effective
function, or that it should be abolished.

Under the chief academic office there should be a deflnltely
designated officer who would ‘have the responsibility for ‘all extension
and off-campus functions ‘that are curricular in nature. These functlons
are quite extensive and the lack of a clearly ‘defined" admlnlstratlve
responsibility leaves them 1neff1c1ently coordlnated W1th regular col—
lege functions .and improperly supervised. R o : . ‘

There was insufficient study of the Institute of Marine Sc1ence
and its relations to the College of William and Mary for" the commlttee
to make recommendations in which it has' complete: confldence, Tt s
suggested, however, 'that this should be oné of ‘the areas of" study‘of
the head of Graduate Studies and Résearch; with appropriate recommen-
dations better to define this relationship to 'the: College: of William
and Mary.

EDUCATIONAL PROGRAM:

1. Until there is greater agreement among all groups:at William
and Mary as to what the ultimate aims and purposes of the institution
are, it is somewhat difficult to determine the effectiveness of the
present - educatiocnal. program or to evaluate any such program forvthe
future .. : S : EE :

A. the traditional character of'the college is" that of a-
coeducational liberal arts institution providing education of:a-high
quality on the undergraduate level.



: . .B. The place and extent of graduate education on the
master s and doctoral level are as yet undetermined.

C. There seems to be no clear and final agréement up-
on what the obligations of the college, as a state- supported in-
stitution of higher learning in Virginia, are toc those. citizens:of
the state and residents of this:rarea who want and need education-
al opportunltles over and beyond those. customarlly -associated Wlth
an undergraduate liberal arts education. :

I -D. It Would seem that the best way to meet the Justl—
flable fear that any new program, however worthy, that the college -

initiates will cause some old and valued program to suffer finan-

-.cially.-is for the administration to make it clear to the General

.Assembly, the Board of .Visitors, and the faculty that new programs
will: not-be implemented until adequate budgetary arrangements have -

.~ been made. In the end; the Administration and the faculty will
-have to: reach ;agreement on :what constitutes adequate budgetary
11mplementatlon.g _ S ~

ADMISSIONS

:onooke o The Dean of Admissions: at William and ‘Mary has résponsi-
- bility for admitting -only ‘two groups of students taking courses
-offered by the college. -These two. groups are (1) students in the
‘,day session: of the college (for.-all practical purposes this means-
the undergraduate residential student) and (2) students seeking a
degree.

Graduate students, except for those in the organized
Schools of Law, Education, and Marine Science, are admitted upon
‘recommendation -of the Committee on Graduate Studies which in.
~turn has acted upen: the- recommendatlons of the departments in
which:the. student plans.to. enrell:.- R :

3. The Dean of the School of Law, the Dean of the School
of Education, and the Dean of the School of Marine Science send -
their recommendatlons for admissions dlrectly to the Dean of
::Admlss1onsoy- : Tip ' ~

4. 1IherDirector'Qf Extension, who is also: the Director of
the Summer Session, and:the Director of the Evening Session ad- "
mit students to courses offered by the college. These students
are admitted as ''unclassified" and apparently solely upon the
decision of. the director of extension; of summer session, or of
evening session. : - : ' ‘
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The Director of Extension and the Summer Sessiorn admits =
upon the basis of '""good standing' in the institution previously
attended and requires no transcript. ~The Director of the Even-
ing Session admits upon . similar ba51ss but does requlre a trans-
crlpte el : e \ _ :

5. Admission practices in Extension, in the Summer Session,
and in the Evening Session seem to indicate that there is no
quality control over the students admitted to these divisions
other: than the judgment of the director. Yet students who take
and pass courses in these divisions and later decide that they
wish to work for a degree_w111 be glven credit for: thesz courses°

This practice secems to suggest that the student who may
not be quallfled to enter William and Mary and work for a degree
can become qualified by taking courses in Extensien, in the Even-v
ing Session, or in the Summer Session, and then be given credit"
for the courses which he has taken in order-to prove that he is. =
qualified.

. Presumably the standards are.the same in courses offered
in the day session, the organized schools, and in extension,. in.
the summer, -and in.the evening, and yet it seems somewhat: illogical
to say that a student-not qualified to be admitted to the day ses-
sion can be admitted to the evening session and by taking the same
or similar courses-that: he was unable..te- take in the day session"
prove that he is qualified to enter-the. day . session and then re-
ceive credit for the courses he had taken in the evenlng se331on
toward -a . -degree. . .. .. - o TR ~ :

6. It would;seem,wise‘to bring admissions “to all courses
carrying degree credit under the.central office of radmissions and’
that standards of quality control -be established and supervised ‘-
that would be approximately the same across the board. The present
system-of - the deuble, standard does not ‘seem- te be currently defen-
sible. : - ~ :

7. There appears to be some sentiment on -the ‘faculty for say-
ing that the best students who apply, regardless of their place
of residence, should be admitted to the College of William and Mary.
This sentiment does not seem adequately to recognize the obligations
that William and Mary has as a state-supported institution. The
present practice of the admissions office :in mildly recognizing
certain geographical considerations seems reasonable and realistic.
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CURRICULUM

1. When general agreement has been reached on the educa-
tional goals of the institutien, there should be a searching ex-
amination of the curriculum which would undoubtedly bring about
a re-organization. Even witheut such an agreement thls examl-
nation and re- organlzatlon should take place. e Ve

2. Under the present System:each:departmentJis‘almost“ah7”
independent unit in preposing course offerings and in determin-
ing what courses their majors shall take outside the distribu-
tion and concentration courses. This whele area of the elece
tives should be carefully re- cens:.deredo '

3. Cons1derat1®n should be given to the 1ntroduct10n of
a miner as well as a major field of concentratioen. - If this-
were dene, students wishing te teach in the secondary schools
could take a:‘major in a subject- -matter field and a miner 1n edu—*
catioen. R

4, Greater general over-all supervision of the curriculum
and requirements for majoer and minor fields of concentratien -
‘and-for electives sh@uld.be exerclsed¢~ :The view' that the curri-
culum in a-particular-department is enly of cencern to the pro-
fessors and the students in that department 'should be replaced
to some extent by a cellege-wide perspective. ' There should be’

a view of the forest as well as the trees. =~ =~ = ° o0

5. The place of professienal courses in educatien in the
curriculum at William and Mary should be carefully re-examined
and prescribed. . Theepresentlfeeling~with~semeathat'thefdepart-
ment of education has second-class ‘citizenship in the ‘academic -
family at:William and Mary 'and is, therefore, a dumping ground +
for poor students unable te make ‘the 'grade in the first-class
departments shoeuld receive attentien from all who.are ‘concerned
with the morale of the institution. If any department is worth
keeping, it should be worthy of rece1v1ng flrst class membershlp
in the academlc fraternlty° Yoo Do : o

ATHLETICS

. -ﬁo A close study of: the work of the Commlttee on: Athletlcs'
(Men),; which is responsible for inter-collegiate football, re- -
veals that the 'situation at William and Mary is reasonably satis-
factory in comparison with other colleges in the Southern Con-

ference and in the Atlantic Coast Conference. The Committee
has recently participated in the selection of a head fooetball
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coach. It goes over the schedules of athletic contests, and, ac-
cording to its chairman, it takes up every issue that relates. to
athletics and education.

The Director of Athletics and the Head Football Coach are now
two different people. The Director of Athletics is also Assistant
Professor of Physlcal Education.

2. The committee concurs in the recommendation that. the Dir- -
ector of Athletics should not report directly to the President.
This elevates the poesition to a higher status in the organization-
al structure of the coellege then it should properly have..

3. The commlttee concurs in the feellng that the Wllllam and
Mary Foundation should be asked to select a name for 1tself that

Would more prec1sely identify its act1v1t1es

THE LIBRARY .

This chapter of the repoert, one of the shoertest, covered the
subject competently. It did not dwell in detail upon the multi-
tudinous shortcomings of the phys1cal plant since the building
which will correct these deficiencies is already under construc—
tion. When the llbrary collections, less departmental libraries,

are again under one roof it will be possible to improve the quyal-~
ity of service rendered the college community by the library staff.

It is apparent from the plans that the new building will serve the

college communlty w1thout addition or enlargement for at least ten
years unless the 1nst1tutlon experiences exceptional growth.

It is gratlfylng to note that there is general satisfaction.
with the service prov1ded by the library staff, which produces a
sufflclent volume of work to 1nd1cate that it is well organized
and performlng 1ts duties well. It cannot be expected that this
condition will continue, however, unless the ratio of professional-
librarians to non-professienal staff is raised. At the time the .
self-study report was written, there were 23- 1/4 staff: members,
plus numerous student employees3 of whom only four were profes-
sionally trained. To give the type service the College of William
and Mary should expect, the proportion of trained librarians proba-
bly should be much nearer one-half. One should bear in mind,- also,
that the above figures include the staff of two serving the law
school, an audio-visual assistant engaged in specialized work, and
three arch1v1sts not engaged in usual llbrary work. All of these
activities are, of course, necessary and worthwhile.

It appearshthat too much of the work load is carried by student
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employees.! A great deal of staff time goes into training suon‘”l
help, which normally moves on in not more than four years, and
which is normally not available during hecliday and vacation
periods. We recommend that the use of student help be studied
carefully, espe01ally in technical processes where the work load
remains relatively censtant whether the college is in seSS1on ;
or not, with the objective of substituting c¢lerical and non-
professlonal employees for student employees where this appears
des1rablee :

We recommend, alse, that the matter of departmental llbra—
ries be studied carefullya The new phy51cs building has a 1i-
brary, even though it is located quite near the site of the new
library bulldlngo Probably the other new bulldlngs planned for }
the new campus will provide’ llbrary spaceo Perhaps this is w1se,u
it may be inevitable. ‘But a considerable budget commitment for
salaries can be made rather quickly if departmental libraries
are developed indiscriminately. If unstaffed, the material in
such libraries is elther 1naccess1ble because locked up or it is
left unprotected. If staffed by untrained personnel, the best
use of ‘the material will not be made, espec1ally by studentsor
Special llbrarles, particularly in the sciences, are scarce and
can-command high salaries. The College s funds might be’ mnore
economlcally used if the collections are consolldated in the new '
“bulldlng untll crowdlng agaln forces dlspersal

ASSessmehtuof“the”library collections in the Self:Study re-
port appears to-‘be realistic. One would expect that’ the collec-‘:
tion on Virginia and colonial America at this institution would’
be strong since it has been built up over a perlod of many years.
The ‘manuscripts collection is exceptional for a college llbrary
of ~this size. It Would ‘appear, however, that 1nadequate plannlngv
in the area of library needs has preceded the establlshment of
some ‘recent programs’ at William -and Mary . " We “recommend that the -
Curriculum Committee and all officials involved in the establlsh-e
ment of new ‘programs or the extension of old ones should satlsfy"
themselves that the llbrary collection is or will be ‘made ade—
quate to support the College's programs° Perhaps the librarian
should be made a member of ‘the Curriculum Committee. Certalnly
he sheould always be consulted concernlng llbrary 1mpllcatlons of
curriculum changes,

We- concur in the oplnlon that the f1gures 1ndlcat1ng thep'
use” made- of the library book collection’ by students and faculty
seem low, especially in view of the small number who can be
seated in the library and use the books in the library. The
average student uses the library only to the extent the faculty

»
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makes him use it, Figures on book usage suggest that too few en-
courage use of the library by either precept or éxamplem* In-view
of the location of the new buildings on the fringe of the present
campus, there may well be no increase in use until the development
of the new ‘campus brings the new building nearer the center of cam-
pus population.” Even then, the location will still be too remote
from the center of campus population but perhaps no better locas

tion ‘was available.®

.~ One of the persons interviewed stated that, in his opinion,
the library was better than the College ten years ago but now the
sitﬁatignfuiS reVersed°* It is disquieting to note that, as the
number of students and graduate programs has increased, the pér-
centage‘of;the.educati@nal and general budget spent on the library
ha§ been declining;* Five per cent is generally considered a mini-
mum expenditure for a minimum operation. Quality programs cannot
be suppoxted unless this minimum figure is substantially increased,
especially when the College is moving into one doctoral program
and apparently is ceontemplating others. It must be remembered,
also, .that it takes time and personnel as well as money, to 'build
good library collections.

The remaining comments and observations relate largely to ‘the
recommendations on pages 133 and 134 of the self-study report.

1.~ In.view of ‘the growth of the College's academiC'programs, ‘
we agree .that financial provision for the building of the‘library's
collections and the requisite personnel to acquire and handle 1
materials must keep pace. Advance planning is essential,

2. Perhaps '"the difficulties imposed by state budgeting pro-
cedures' canmot be corrected but it is to be hoped that every ef-
fort is made to avoid adding to these difficulties. We have satis-
fied ourselves that the acquisitions operation of the library is
sound and well organized. Desiderata lists are maintained so that
immediate action can be taken when large sums of money must be
spent in a short time. Outstanding collections can be built only
when care and time can be spent on selection and acquisition. The
librarian should be informed of his initial budget prior to the
beginning of the fiscal year, or as soon thereafter as possible.
Perhaps he could be assured of the availability of a certain amount
of additional funds early in the fiscal year, this figure being

*See statement of observation on these points explained in Appendix
President Paschall's letter of July 18, 1964, to Dean Montgomery
of the Visitation Committee.,
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based omn past experience in such matters. If somethlng of this
nature ‘can be done, the book needs of the llbrary ¢an be met more
efficientlyd'

© It appears that ‘some departmental chairmen are dlssatlsfled
with the time:at, and perhaps the way in, which they are notlfledl
of their departmen 's allocatlens from the library book fund We .
suggest that the librarian attempt to work out a system that will
be more satisfactory to all departments.

3. *-That ‘portion of this recommendation that relates to plan-
ning for the staff for the new building is, we understand, ‘already
being implemented. Expanded service in the new building will call
for an expanded staff. . It is to be hoped that an adequate number
of professionally trained staff members will be provided, Cand it
is none too soon to. begin seeing personnel in view' of the shortage
of librarians. - The report of the College to the Southern Assoc1a-
tion on Standard Nine states that the salaries of- profess1ona1 a
librarians are not comparable to those of teachlng faculty W1tﬁ
similar gualifications and responsibilities. '~ Recruitment of per-
sonnel will be simplified when steps are taken to equallze these 7
salaries. : : ‘ ‘

We note that the library building is without the service. of
a janltor from 3 to lO P.M., dally° ~Probably this-is true on
Saturday aftern@ons and Sundays as well. An addltlonal Jjanitor
as well .as one or more malds will be required when the new build--
ing is occupledo It weuld be well to employ the second. Janltor
now to go on duty when .the first one's work day ends.

4. We undeIStand that‘this'recemmendation on‘the libréry com-
mittee has already»beenuqcted\upon;

5. The suggestion is made that nen.college”pefsonnel will
continue to be served in - the new bulldlng Care must be taken
that such service is not given at the expense of the students and
faculty. A college library is seldom equlpped to serve the gen—
eral public. There is noe ‘evidence that extra f1nanc1a1 support‘
is being made available for this serv1ce at Wllllam and Mary.
Even if such support is: madeg'lt ie unwise to- give" unrestrlcted
service. The College ‘does not make its other facilities, such as
science. 1ab@rat0r1es9 freely avallable to non- college personnel

a The recommendation on hav1ng a check polnt shOuld be de01ded
on the bas1s of the College ¢ attitude toward the honoz::system°

6. A policy concerning weeding is desirableoi In a liprary
of an institution expandlng lts graduate program, Weedlng must
be done cautleusly°

»

&
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THE FACULTY

The overall quality of the faculty of the College; by the cri-
teria appropriate to a summary inspection, is fully capable of sup-
porting the present activities of the college. - In many areas, in-
deed, the level of faculty competence as reflected in formal train-
ing, scholarly interest, and experience is more than adequate for
an upward expansion of instructional activities. Whenever this is
actually undertaken depends, of course, on a number of other fac-
tors, among which could be listed teaching loads, library resources,
research support; and the like. But it deserves emphasis that
the. College is not limited to its present level of activity by
the competénce of its faculty, S : . e

Recruitmdnt

Recruitment .ef the faculty follows cohventional procedures
with the major portion of the load falling, as it mst, on the head
of the department. THe general pattern dppears to be, except in
special cases; to recruit mainly for the lewer ranks., It is here,
it is to be noted,. that the hitherto prevailing salary scale has
been most favorable in comparison with competing institutions. It
should be said, however, that excessive reliance on this practice
may or may not be conducive to: desired results. " If the intention
is to upgrade the faculty, this is a slow methed of doing it. More-
over, there can be a tendency to establish a pattern of expectations
which may not always be cenducive to optimum faculty activity. ' It
cught also tec be noted that the results of this practice are vari-
able in quality. It can be taken for . granted, of course, that the
interest, energy and ingenuity of department heads will vary, It
is, however, a function of the-dean and president to minimize these
variations and they should make it a matter of ‘highest priority. -
Moreover, serious censideration ought to be given -to the possi-"
bility of more active recruiting at. the rank of associate professor,

Organization

The organizational pattern of the faculty does not present
many unusual features -~ at least so far as the undergraduate fac-
ulty is concerned. (Certain aspects of the faculty's graduate '
activities will be the subject of comment elsewhere.} The depart-
mental structure is fairly normal and, although some of the depart-
ments are small, the differences between the disciplines are such
that combination of departments is not recommended. On the'other
hand, especially in the case of the modern languages, further sub--
division ought to be seriously considered. :



14~
J

Each of the various departments is headed by a senicr meibper
who acts as a head of the‘department° Aithough an appoirtment as
a department head carries no tenure, the practice has been for
fairly long continuance in one position. Thisg fact, along with
the key position of the head in the recruiti ng process, underlines
the importance of the office to the academic ctaddeng of the in-’
stitution. The administration should be especially aware of the
necessity. for advance planning in filling department headshlps
falling. vacant through retirement and should alsc seriously con-
~sider the advisability of providing for alternative leadership
upon some set plan which would permit of peaceful change without
strain or embarrassment on the part of either the department head
or of the dean and pres:Ldent° It can be suggested that a time
when the situation appears to be fairly eatlsfactory would proba~
bly be the best time t@ begin.

The central- admlnlstratlve officer of the faculty is the dean,
.Although this office Wlll be discussed more fully elsewhere, it
can; be noted here that relatiens between his office and the presm:
dent should be regular; theroughly understood, and should be of
such a nature as to emphas1ze the importance and prlmacy of the
academic functlonon : .

, The organlzatldnal framewexk of the faculty in most instanceés
is sufficient. A major questlen is the position of the division
chairman -of whom there are three. In theory, the division chair-
man stands between the dean and the department head. The most
accurate:-statement p@931b1e is that the actual position is as yet
incompletely defined and there is some indication that all depart-
ment heads are not equally willing te accept the division chairman
as a channel between them: and the dean. The ‘present- inconclusive-=

ness of the positioen @ught not-to becloud its real potentialities
for future -usefulness, ~Important among these is to provide the
deaHYW1thvadvlce based upen-a breader perspective ‘and of greater
objectivity = than can be expected of department chairman. Unless
it achieves some such purpose, however, the division chairman be-
comes merely one more hurdle between question and decision. The
office should be further deflned and strengthened or it should be
abolished. : S

. Some question-alse remains as to the real validity of the
faculty meeting as a fermulator of college p@licyo» The self-study
speaks more than once of absenteeism from faculty meetings which
could as-well indicate frustration as lack of interest. At all
events; .the study continually speaks of the faculty of arts and
sciences as if it were the faculty of the college. There is no
forum which appears te unite the faculties of arts and sciences,

»

e
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law, and the marine science laboratory. The possibiiity of a form-
ally elected body ought to be explored; it may well be that a
better and fuller representation can be achieved and resources of
faculty talent more fully tapped by turning to some agency not domi-
nated by the senior members of the faculty. The present committee
on faculty affairs would appear to admit the principle even though
its closely restricted size militates against it as a representative
body. ‘ ’ Co

QUALITY OF THE FACULTY

The academic preparation of the faculty as indicated by earned
degrees should be a matter of considerable pride and it is evident
that, on the whole, considerable care and energy has gone into the
selection process. Not having been faced with the rapid expansion
of the student body experienced elsewhere, there has been less need
to rely upon the part-time teacher whose training may be less than
adequate and whose attention may be divided. The lack of a gradu-
ate school of any dimensions may alsc, while denying a frequently"
used resource of teachers, have produced a better grade of teaching
in the lower division than is sometimes the case.

It is less clear, however, that the Coilege is providing as
much support for professional growth as is conducive to the full
use of faculty talent. : :

- Whether the faculty will be able to maintain or improve its
present level of excellence depends in great part on factors out-
side the control of the faculty. A prime factor will be continued
improvement in the salary scale. Steps need also to be taken to-
ward a continued reduction in the teaching load which is heavy as
measured over-all and in individual instances, excessive. -More at-
tention than in the past must also be paid to space for the faculty
to work in privacy, time for research-and an expanded program for
research support. . The present limited reliance on the assistance
of advanced undergraduates for paper~reading and the like might well
be augmented by a thorough canvass of community resources.- Nothing
during my visit has led me to believe that there is any doubt of
the fact that good teaching and a continued research interest are
complementary. But it should be more squarely faced that good re-
search does not just happen and that it is more than merely a state
of mind. If research is to be considered an essential faculty
activity, then direct effort must go into creating the conditions
which foster it. This ought to be a major concern of the adminis-
tration with special attention in those areas where research sup-
port is relatively difficult to get from outside sources. That
this will be difficult no one denies; that it must somehow be done
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Of especial 1mpor+ance in th;s connection is the desirability
of some formalized and extended support for leaves of absence for
study and research. The present system of support of research dur-
ing the summer is plainly inadequate both from the financial and
from the scholarly point of view. The present limited and haphaz-
ard system of partial relief from teaching at the expense of de-
partmental cclleagues is similarly inadequate. A regular plan for
sabbaticals should be given a high priority and could do much to
affect a salary scale which, although improved; is as yet unfavor-
able and has not yet 1ndlcated the elastlwlty which w1ll be" requlr—
ed of salary scales in the future.

FINANCIAL SUPPORI -

The recent efforts on the part of the administration to im-
prove salaries is highly to be commended and has done much to im-
prove faculty morale. . It would be too much to say, however, ‘that:
the situation is as yet satisfactory or that the capability of
future adjustment is evident. It ought to be suggested that- while
the use of a formula may result in lessened wear and tear and com-
bat fatigue in achdieving higher salary levels,; a more satisfactory
result might follow if William and Mary were to be rated against
colleges of the sort it tries to be rather than with others merely
of a similar size. There is no reason to expect that the present
upward tendency of salaries will reverse itself; indeed, it can
be expected if anything to accelerate. :

~ Closely associated with salaries is the question of fringe
benefits. 7The present retirement system leaves much to be desired.
And although the failure of the college to subsidize the education
of children of the faculty follows the pattern of public institu-
tions, it ought also to be remembered that in the competition for
faculty, public and private institutions are in the same market.
The devotion of the teaching profession to education is too seldom
-measured by the very real support they 'give to the educationiof
the children of others. They ocught at least to be assured: that
their own .offspring have an equal opportunity. These problems are
not peculiar to William and Mary but certainly they are present.
The combinations of a low and sluggish salary scale with an inade-
quate retirement system and no arrangements for tuition offsets
may not force out those senior members of the faculty whose mo-
bility has been reduced by long service; junior members upon whom
William and Mary must in future depend, however; do not have either
the commitments or the institutional 1©yal+1es which formerly could
be taken for granted.
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