To be sure, freshmen need to be made aware as earlzhas posgizlihggags
‘ ] it ; e languages over otherss i
professional realltlss favoy some 28 Ao S M
excuse for dictating their choice. e gener: on ®
2? our curriculum should be at least theoret;caﬁlthge saT; igrabgﬁgice
' if the B.S. on
degrees. There would be no harm, @owever, if c C ®
ofgdegrees were offered on the basis of a major or concentration in sci

ence.

5. After Graduation What?

Information about the careers of collegghgraguaﬁez ii gifi;cgitdate
: i t i ible in e absenc p~to-
to come by and in fact almost impossi ; ) ‘ (2n up-to-da
i ‘ i ‘ information is extremely valua
directory of alumni. Yet such in ; L e for
‘ includi Juation of the academic program.
number of purposes, including the_eva- mic ogram.
! : tain records even of their c 1
Few departments at the College main o ot e centra-
job is one
: ho go on to graduate schools. In any case, ; R
Egiieze i%self and at William and Mary the na?ural agency to do it, the
alumni office, has not collected the information.

The most reliable data available come from iecordiagftizirpigﬁgmggt
ice hoi de by seniors at or n
office and reflect the choices ma " e Tpeare
i ds are not altogether complete no do ,
graduation. These recor > o D e misitasy oem
indi . any students who go i
ways indicate settled choices Inoto military ser
i i le, may later enter gr
s ™ a2 11owi table, however, gives at least
other careers. The following e, s ‘
:Ebzziigzte of the immediate post-college careers of our graduates over

six years:

1958 1959 1960 1961 1962 1963

‘ 33.5%

i ‘ 3.00 51.0% 42.5% 26.0% 23.5% 33
Ten by & Government iggé 14.5% 24.5%  22.0% 20.0%  24.0%
Teacmgg School 19.0% 18.5% 17.5% 39.0%  27.5% 23'85
gﬁiﬁrs Service 12.5% 16.0% 15.5% 13.0% 29.0% 19.0%

Another evaluative measure, of which thelCollggg.caglbgegigsg, is
‘ Woodrow Wilson Nation 11 .
the number of graduates elected as op National Fellows.
] 1958, when the Woodrow Wilson program op rat L
gz;gz tgine g;aduates of the College were elected Fellows. Since then,
the nﬁmbers elected have been as follows:

1958 1959 1960 1961 1962 1963

L 6 0 5 3 3

i Woodrow Wilson Fellows than
il1i d Mary has been more productive of ello
Ziilgig iﬁe lzrgest and a handful of the best small colleges in its

region.
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6. Counseling Services
History

Since about 1940 the College has had a counseling office under the
supervision of a director of counseling. The counseling office was set
up at that time as a result of a special study by Dr. Gilbert Wrenn of
the University of Minnesota, and the work of the office started out
along the lines recommended by his study. The initial plan included
the director of counseling as a member of the psychology department.
One idea behind this was a sound one. Counseling services should be
identified with and carried out by regular members of the teaching staff
and not left in the hands of non~academic people. The identification
with psychology was probably a wise one. TFor one thing, virtually all
college directors of counseling are now, and in 1941 were beginning to
be, Ph.D.'s in psychology with emphasis on either clinical or counsel-
ing psychology or both. This makes it easy for psychology departments
to find counselors because more applicants desire a college associa-
tion with psychology. The first counselor was appointed assistant pro-
fessor of psychology and director of counseling in 194].

During the war years counseling services were interrupted but were
re-established in 1947 with the appointment of an assistant professor of
psychology and director of counseling who reactivated the counseling
office along lines of the original plan. During this period a faculty
committee was set up to function in an advisory way to the director. At
first this was a sub~committee of the committee on student personnel, ;
and the chairman was the dean of students. In 1950 it was made a separate
committee and the chairman was the chairman of the department of psychol-
ogy. Its membership included three teaching professors in addition to
the director of counseling, the college physician, and the dean of stu-~
dents. During the period 1950~53 this committee was very active in re~

advising programs. The committee made many recommendations that are still
valid today. It recommended an improved system of academic advising for
all students, and an "orientation" course on college life with emphasis
on intellectual matters to be taught by the then president of the College,
an outstanding historical scholar. Most important, it recommended a
division of duties within the counseling office and a reorganization of
its work so as to add a trained clinical Dsychologist who would do coun-
seling about three-quarters time and teach about one~quarter time. The
clinical psychologist, it was thought, could give brief psychotherapy, in
addition to vocational and personal counseling. It was meant to leave

the director of counseling, who was not a trained clinical psychologist,
free to spend more of his time on educational testing, orientation pro~
grams, and statistical studies. (It is not necessary that a test and

bsychologists are trained to do this work and often wish to do so. Some-
times the educational testing program is performed in part or in whole
by the dean of admissions, in the education department, or in the dean
of students? office). The 1950-52 committee felt very strongly that this
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e needed more services in the area of clinical counseling. The
clinical psychologist would consult closely with the
and with the local mental health clinic, and Eastern

The director and the college physician had always

sely and whenever necessary they consulted with

the clinic staff and, on occasion, referred students to the clinic. In

the judgment of that committee, more needs existed in this area than
were being met by this excellent but overworked team, and the best solu-
tion was thought to be the addition of a clinical psychologist.

Colleg
plan was that the
college physician
State Hospital.

worked together very clo

These recommendations were mever put into effect. The College suf-
fered a change in administration and the new administration did not favor
expanded health services or expanded counseling services. Largely be-
cause of this the college physician resigned in 1952 and physicians who
came after him were not as fully qualified, as college physicians, as he.
He had worked full time for the college and engaged in no private prac-
tice outside the College faculty. He was a member of the Association of
College Health Officers. He was a completely devoted professional col-
lege health officer and was accepted as a member of the faculty, formally
and informally. The health officers since 1952 have been general physi-
cians working part-time for the College and have not been members of the
collegiate professional association. And, for one reason OY another,
the consultative bonds aniong the counseling office, the community clinic,

and the health service were not preserved.

The director of counseling resigned in 1957 and no full-time re-
placement was immediately appointed. For a year, a member of the edu-
cation department served part-time as counselor. In 1959 a new man
was appointed director of counseling and associate professor of educa-
tion. Although he tried to revise the counseling office somewhat along
the earlier lines it was not possible. It is to be noted that he him-
self was not a clinical psychologist, the counseling committee of the
faculty was not in existence (having become defunct and not even re-

appointed after 1957), the ties with the department of psychology were
broken, and the relationship with the community mental health clinic had

been broken off by the College administrationm, with, it is unpleasant to
report, some bad feelings and resentments in the community.

unseling situation had changed by 1960.
1941 nor hoped for in 1950. Recom-
tee had not been followed and it
thetic to them.

The whole character of the co
T+ was not what had been planned in

mendations of the counseling commit
seems clear now that the administration was unsympa

the director left the College and the direction
ffice was turned over to the department of psychology
riod of one year while the col-

t of its self-study.

In August 1963

of the counseling o
as an extra but temporary duty for a pe
lege began to re-think the whole issue as par

Evaluation

d evaluate the last quarter century of counsel-

1f we now review an
we can see that the counseling program never

ing at William and Mary,
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discipline must never become reduced to a role subsidiary to applied
psychology. Certainly, too, the counselor must be permitted, whatever
his administrative supervision, the privilege of privacy and confi-
dentiality required for effective work, just as a lawyer, physician, or
minister. His work must never be confounded with discipline. Perhaps
the office should be directly under the dean of the faculty, who could
best guarantee its academic integrity and relevance to the College's

educational program.

Another question is the relationmship of counselor to faculty. Cer-
tainly he should not replace the inherent counseling functiom of teach-
ing or the inherent counseling functions of particular teachers whose
bonds of friendship with individual students are among the prized values
of college life. But, of course, he should supplement the faculty's
service wherever he can do so naturally and meaningfully. To do this he
should make himself available as a special consultant on matters of ad-
justment to any and all faculty whenever they ask for it. He should not,
of course, be assigned primary duty as the chief advisor in an organized
group of advisors; yet he ought to know more about some aspects of ad-
vising than most, particularly if he conducts research on college stu-
dents, and his advice ought to be valuable. Most essential is for the
faculty to trust and respect counselors on their own merits. If respect
exists, formal arrangements are unnecessary. Tf it does not exist, for-
mal relations are meaningless.

The right relationship between counselor and other community agencies
can be easily worked out if the college administration is willing to
sponsor them. A college counselor should do very little long-term therapy
and should refer the seriously disturbed to family, college physician,
mental health clinic, or hospital. To do this, he must possess a well~-
tuned clinical judgment but he also must feel free to consult with and
to refer to these agencies. To sponsor this referral relatiomship, the
College must not only approve hut should actively and perhaps financially
support it. The Tidewater Mental Health Clinic has, for example, given
freely of its services to students for years, with no charge to the Col-
lege. It is safe to say that it has, in a measure, been "covering" for
us; if the Clinic were mot across the street, the College would have
had much bigger counseling problems than it has ever realized. As a
publicly supported clinic, it was designed to serve the community, not
the students. Yet it has graciously and kindly helped them as much as
it could, whenever it could. The College ought properly to thank the
clinic, contribute financial support to its budget, and develop a policy
of cooperating with it in the future.

The relationship with the Eastern State Hospital is of a slightly
different sort. Members of its psychiatric staff, too, might occasion-
ally serve as consultants to our counseling and medical officers es-
pecially on diagnosis of critical cases. Probably more important is
the opportunity afforded at the hospital for our own people to enhance
their clinical judgment and advance their own research interests. This
would come very easily in the future as it has in the past. The two in-
stitutions have traditionally enjoyed a happy cooperation. The super-
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intendent and the senior psychologist are lecturers at the College;

they do graduate instruction in our department of psychology witﬁo&t

cost to us; they have supplied all of the graduate assistantshi s for

our gradugte program and thereby made it possible. It would be ﬁost

valuable 1f.we could expand our relationship into the area of re h

and supporting consultation services. seare
The presence of both clinic and hospital in the neighborhood of

our College is fortunate indeed, for many reasons, but especiall f

any contemplated counseling program. ’ v 80 or

None of the foregoing should be interpreted to im

%ege should.go in the business of psychiatgy. Quite tﬁéyo;gizizge Cgiin_
ic and hospital, properly exploited in mutually satisfactory ways' guar-
antee that the College need not go into the business of’psychiafr’ at
all,fas has been found necessary at some colleges. It is difficu{t to
say just how chh therapy is proper for a college to undertake to sup-
port. On the face of it, very little, if any, for it is well known that
ge?y few students present frankly psychiatric symptoms. More often they

§§qg what thgy gall academic or vocational problems to the counseling
g ice. Yet it is equa%ly well known that many of these complaints‘are
but the su?face expressions of somewhat more seriously disturbing prob-
%emg. It is dangerous to underestimate or undertreat these; sometimes
it is equally dangerous to overdo it. Some local, brief ps&chothera
may be unavoidable; indeed some can be very bene%icial. Recent ex gzi—
ence at Berkeley shows that a little bit of treatment at college cag of-
ten prevent more serious trouble and that, for some students, the on
best place for treatment is at college, and not at home. ’ ©

) Finally, a philosophy of counseling needs to be d
VlYed on this campus which is appropria%e for a liberaivgiggegoiierg
This canmot be purchased or copied from a book. It must come fromgtﬁe
whole fgcglty and student body. The ready-made philosophies of person-
ne% admlnls?ration cannot be transposed here from business and indus-
trial experience; neither can the philosophy of guidance services be
brought in from the high schools. We need a view suitable for maturin
adults seeking their own meanings in life. Our task is not to assign 8
students to their own talents, or to elect scientists, or to tell stu-
dents What's best for them. Many of this age are undérgoing a trans-
formatlog of values and a crisis of identity. We owe students the best
1nf9rmat10n we have for their own use. We owe them the chance to solve
their own prob%ems and to learn to make their own decisions but we also
hgve a resgon51bility to help when we can and when they need it. It is
h%ghly unllke;y that an authoritarian or patermalistic model ‘tﬂe "one
big center of adjustment,” will satisfy intelligent students,any more
than the "daddy-knows-best™ or the "big-brother” image will Students
geek and need;to‘have growing independence. People "sent"” éo counsel-
ing seldom gain anything but more dependence. But in a voluntary cli-
mate, those who seek out professional help have a right to find it
%ESF as they havg a right to ask a teacher or a dean or a minister,of
their own commun%ty for help. Any recommendations made here or now for
improved counseling services should be made with the recognition that

2

115




though some catching up with history may have to be done immediately,
the ultimate place of counseling in an ideal college is yet to be worked .
out and that it must of necessity be worked out by the voluntary co-
operative effort of all concerned and not imposed wholly by the authority
of present knowledge. This is one field where pragmatism seems required.

Further Problems Related to Counseling

Last in this report, but by no means least in importance to the
College, is the vast array of personal and personnel services adjacent
to personal counseling: the role of student deans, academic advising,
job placement services, informational services related to pre-professional
problems, student record-keeping, remedial or accelerated reading clinics.
The area is so vast that it is the subject of another committee’s report,
but that report inevitably touches on personal counseling at a dozen points
and inevitably the two areas overlap.

Let this be said: no system of personal counseling can be maximally
effective unless it figures against a ground of good student "deaning”
and good faculty-student relations. Our whole college needs a bit of
change, if not a turn-around, in its attitude toward students. It should
not continue to be necessary for our best students to complain, with
justification, of so manv things they do complain of: of poor food; of
foolish advice fromr deans? offices; of unrealistic and puerile social
rules on dating, clothing, and drinking; of unsympathetic treatment by
the infirmary; of inadequate sources of advice when needed. It seems
obvious to the 50-year old professor that these are no more than the
perennial student gripes, but we must beware of hiding behind this easy
rationalization. The student may be right. To listen to their com-
plaints and to try to meet them is not necessarily to pander to soft~
headed adolescents. Cogent criticisms do come from some sophisticated
seniors. It's time we paid attention to them, for the faet is, our
college administrative procedures perform in a gold-fish bowl for all
to see and it's no use to pretend to hide them. Increasingly we are all
going to be living and working together in open society and in public
view of each other. Some of the older, more autocratic and authori-
tarian ways will be out of place. Dormitory counselors will have to
learn how to exercise democratic leadership in making dorms into ef-
fective social units, not merely barracks to be bed-checked. A larger
measure of self-government is needed. Students want and need more and
better advising, especially academic. We have had no effectual advis-
ing system recently for freshmen and sophomores but fortunately this
problem is being vigorously tackled now by the dean's office. We need
more student personnel service for students but whether this really means
additional student deans, or a re-orientation of the present ones, or a |
better integration of what service we do have, is not entirely clear.
The addition this year of an assistant dean of men may help a lot. The
improvement and integration of the present system would probably help
more. Is it realistically possible to hire better and more helpful »
house mothers if we paid more money? Think what an all-round boost it
might give to the students if each residence hall were staffed by some-
one who knew what a college is all about and could be of help in edu-
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e;tiongl mattﬁrs! Ehe same can be said of college secretaries. Some-~
geszz in Ehgl lo;er and "intermediate™ levels of our contacts with stu
we fail. To many a student, the dean's ioni i )
S . receptionist is th
Cases are on record of serious mal-advice from these pseudo~dean: dean-

tionss;)mewl'}ere ogt 9f all this self-study should come some recommenda-
plon or 1mprov1@g and s?rengthening student self-government, residence
nall Z?nafimiﬁt’ informational services for students, and the’coordina—

a ese activities. It is really ‘a matter of i ’
C . the social an
1nte1}ectual atmosphere, of interlocking the two in some more effectise
way than has been thus far achieved.

Recommendations

1. App01n? two.pgychologists for 1964-65 qualified by the
Ph.D. in clinical or counseling psychology and one of
them.by ho%ding the Diploma of the American Board of
Examiners in Professional Psychology or its equivalent
Qoth_should also be selected on the basis of‘théir bem.
ing 1§terested in doing personal counseling primarily
but with strong secondary interests in teaching and
research. Each should be expected to do from one-half
to threg—quarter time counseling; this amount of
counseling time should be guaranteed and protected

from invasion b ini . . -
duties. y administrative, mass testing, and other

2. These appointments should be made initially to
par?ment_of psychology. One should be ginn thghiigie
qctlng director of counseling because of the existing
job title. For the immediate future, while the new
program_dgvelops, counseling should be under the over-
all administration of the present associate dean of the
faculty because he is the most highly qualified coun-
selor and clinical psychologist on or near the campus '
and also because the development of the new program
needs the sponsorship of the faculty and the office of
the dgan of the faculty if it is to be congruent with
the aims and purposes of our College.

3. Inlt%ally the counseling services should be located
physically within or adjacent to the department of
psychology and should be made but one function of a
broader psychological service or consulting center
operated jointly by the associate dean and the de-~
partment of psychology.

4, Es?ablish in_the center a new position of psychome-
trist or assistant psychologist along lines presently
drawn up and in operation now on a temporary basis.

?gis person can do much of the routine and mass test-
g. . v
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5. Appotnt e oo D ety a woman, articulated with the rest of
1= Iy > 1cant I . or t
selected for their interest in working with college ; Stitutiggrovement in the intel?:CEOIIEge program will lead
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‘o . . ‘ political 1 ge. In addition th nsively in the in
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Clinic and later, if necessary, with the Eastern must mak of an academic atmo frequently represent ectual and
State Hospital for the use of their services as an the V?:isaggggegary and other a§£?§§5t0f£real excellencg ﬁgé Ci?f the
adjunct to our own. E Nationally o o this campus of rative provisions f. ege
Yy and internati the most creati or encouragin
winners of Nob ationally known sch ive minds in the —
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are deemed appropriate by thé President. It would andca are traditionally thé s'e arts, and politics wigﬁdhdlStinguiShed
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{ coordination of the personal counseling services to esgiﬁf%ghshould seek, fromoisghdlsglnetlons by thos:nﬁhgnrthe§e areas
with other student personnel services and to make ‘ of the type dand Taintain a Programpufll? a?d brivate funds eceive them. l
recommendations on policy to the President and the : escribed, of distinguished visitiﬁgr:gﬁuices !
i faculty. Admini : olars {
strative ‘
9. Establish a faculty-student ittee on student Speakers to lecture :ﬁé’pg” of programs in which d !
. §ta is ha acu %;S u ;n cggml e Ol‘n ent o their field ig also to b iseuss with their Stude epartments invite
e nder the chaismanshi of the dean of | Dlemented by the philosophy depanter, SUCh @ progpar T problens in |
students, whose function wilipbe to sit in con- k tiosr schools in the areg stepartment, could cal% zmsnas already im- 3
tinuous review of all aspects of college life as & can iéisinggimal discussions ;;%i :zhgthlars at mOrg di:::n:tiifi'Of ﬁ
! it is seen by the individual student. S bution to the gggeigimﬁlating questionsa:sd0;2£r than the reSldeifl::;ff
i intellectual at € a significant {
7. Intellectual Atmosphere In - atmosphere, ‘ contri- ,
t 7 L
. . : .4 to be COmggngéglg Of the arts the present |
The intellectual atmosphere of the College is the expression of {  or five concert ut should be extended b brogram of musical events 1;
the aspirations and achievements of all of the component elements.of 4 for bringing + S @ year. The William o gyond its meager limits gfs'ls |
the college community: the faculty, the student body and the adminis- 4 as the Canagiag ;he campus national co nd Mary Theater is to be ap rour 28
tration. Every action taken at the College from the 191t1al address B of the Willimm layers-- in programs z?aﬁles of professional actommended N
of welcome to the freshman class to the final comvocation address has -4 Art exhibition and Ma?y Theater should b igh excellence, The rors_- |
its impact on intellectual atmosphere. Excellence in intellectual 4 trative actions and similar activities sﬁosigpgrtEd and furtherpexgrag d ?
i . ) u € encoura anded. . Cf
ged by adminis-

rious activities of the college o8

her under a central idea of the B :
ational mission. All of these :
contribute to the ordered pro-

| atmosphere is achieved when all the va
or university community are fused toget
purpose of the institution and its educ
activities, having a unity of purpose,
gress of the institution toward the achievement of academic excellence.
The suggestions listed below deal with some specific and more narrowly
conceived aspects of intellectual atmosphere. They discuss present
procedures and make recommendations which if properly interpreted and
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and acting addressed acting and directing classes at the College and
discussed the Oriental theater with students and faculty; the Assis-
tant Director of the German Information Service in the United States,
who had participated in the Common Market negotiations on behalf of
his government, discussed these negotiations at a luncheon-seminar

and also spoke to an advanced class in German literature; the Ambas-
sador to the United States of Sierra Leone addressed a government
class on Africa; and the director of an institute concerned with the
study of totalitarianism as a political ideology spoke to an advanced
German literature class. 1In each case the foreign visitor proved to
be a stimulating and eager interpreter of his subject and students and
faculty profited greatly from these contacts. The administration’s
support of this program is to be commended and it is recommended that
this support be continued so that an expanded program of this type may

be offered in the future.

The most significant internal influence on academic atmosphere is
the character of the research activities carried on by the faculty.
Tnvolvement in research means continuing involvement with the unsolved
problems that lie at the core of one's discipline. It manifests a
vital interest in one's subject which can be communicated to both stu-
dents and colleagues with beneficial effect. Tt establishes the public
image of the College as one concerned with the progressive advance of
knowledge and it encourages faculty and student body alike to make a
maximum contribution to this advance. The Faculty Research Awards
established by the College and the Alumni Research Grant by the alumni
society are welcomed steps designed to stimulate the research activity
of the faculty. The further expansion, in number and amount, of these

grants is to be encouraged.

An important stimulus to research activity and thus to an improved
intellectual atmosphere would be the institution of sabbatical leaves
so that members of the faculty, after several years of sustained teach-
ing, might have a chance to recover their enthusiasm and enlarge the
scope of their intellectual abilities through relief from all teaching
duties for sufficient periods of time so that they may complete a
significant research project. Provision should also be made for re-
duction of teaching load on occasions where this would assist in the

completion of research projects.

The encouragement of increased faculty participation in visiting
scholar and exchange programs here and abroad would make a significant
contribution to the intellectual atmosphere of the college community

through the broadening experience acquire
ars and student bodies.

Active
ture Series would make a signifi
atmosphere of the Cellege. Such programs provide an
members of the college commumity, the faculty, the student body, and
the administration to symbolize the primacy of intellectual activities
in the broad program of college activities. The publication of these

cant contribution to the intellectual
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have been requested by faculty and students; but this has been found
to be an undependable method of obtaining audio-visual materials to be
used directly in connection with class-room study; it is, nevertheless,
an influence on the atmosphere of the College. The local movie house
depends almost entirely on student attendance for profits.

The radio station run by the College, WCWM, has shown a spurt of
activity recently in distributing to faculty its weekly program notes,
and in putting up placards announcing its frequency. Hovever, most
people have been disappointed when tuning in to the station to flnd the
programs of an inferior quality when compared with those heard in larger
cities and in university towns. The station needs to drastically ¥eform
its programming, perhaps to become a subscribing member of the National
Association of Educational Broadcasters. The station should make an
intense drive to establish contact with townspeople and students.

Recently the two magazines published by students, and including.
student materials for the most part, have been consolidated into a single
magazine called the William and Mary Review which has now issued two
successful nurmbers, including articles, stories, poems, and art work.

Almost every department has an honorary fraternity or other group
which satisfies the need for an organization for departmental majors.-
Perhaps the most successful of these has been the Philosophy Clgb, Whlc¥
has sponsored numerous lectures and such activities as the "Raft erate
which had faculty members representing different disciplines arguing for
the survival priority of their respective disciplines. Otber organi-
zations sponsoring lectures have been the Philomathean Soclgty, Ybung.
Republican and Young Democratic groups, the homorary dra@atlc fraternity
which has sponsored a series of lectures on the plays bglng performed
by the William and Mary Theater, and Chi Delta Phi, a girl's honorary
literary group, which has invited various members of the fgculty for
readings and discussions. Perhaps the most unusual d?amgtlc presenta-
tions, in addition to the regular activities of the William and Mary
Theater, have been the plays in French done by the French Club and the
Ty - L olclock™ production class plays, in the round.

All of the churches in the mneighborhood support student groups
which have their influence on the College's intellectual atmogphere.
These student religious organizations arrange for speakers, dinmners,
outings, discussions. Faculty speakers have been presented by Channing
Forum, the Presbyterian student organization, and others.

The student committee on lectures and art, a subsidiary group of
the faculty committee, has sponsored a commendable‘geries of lectures
by various faculty members on the topic "The Good Life and American .
Society." This group also sponsored a reading of poetry and prose fic-
tion by various faculty members. It is to be hoped th§t the student
committee will be encouraged to increase its scope to 1nclude.rquests
for outside speakers and for increased student participa?ion in discus-
sions, debates, etc. There is very little studentlspgaklngz with the
exception of the Student Government sponsored panel discussion of college
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A library is the heart of any first-class college of liberal arts
‘and sciences. It is the organized accumulation of learning that is in-
dispensable for teaching and learning, and it provides means for origi-
‘nal research in the advancement of scholarship. As the faculty are the
‘teachers and research scholars, so they are best qualified to select
‘the books that should steadily enrich the library and enhance its pres-
ige; indeed, a college is dependent upon their advice and recommenda-

ion, if its library is to enjoy a healthy growth and represent well-
alanced education in the arts, sciences, and humanities.

The College happily anticipates completion by 1965 of a new libra-
uilding, for which ground was broken in the fall of 1963.
ilding is long overdue. The present structure cannot contain the 1i-
rary collections and its congestion seriously hampers operations of the

aff and use of the facilities by faculty and students. Many books
ve had to be stored in relatively inaccessible and unsuitable basements

ttics around the campus. Working space for the staff is cramped
attractive. The reading and reserve book rooms are far too small
he present student body and faculty. Individual study spaces do
xist. - These physical inadequacies of the present building have con-
ed Importantly to many of the problems which will be discussed lat-
this report. Since they are generally recognized, however, and
eirectified in the new library building, these inadequacies will
tressed. Other matters which will not be materially improved
y-a new physical plant deserve and will be given more attention.
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Bookkeeper
Accessions Clerk
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ticular policy is under consideration or when budgetary matters require
consultation, especially departmental book allocations. The committee
has in recent months reviewed the development of plans for the new 1li-
brary building and has provided valuable criticisms and suggestions for

improving them.

Although formerly the chairman of the committee was picked from the
teaching staff of the faculty, this post has for the past few years been
assigned to the librarian. He determines when the committee meets, what
business is included in its agenda, and what relationship it adopts to
the faculty and to individual departments. Although the transfer of the
chairmanship to the librarian may have had some merit from an adminis-
trative point of view, the interests of both the library and the faculty
would be more effectively served by a preturn to the original arrangement in
which the committee chairmanship (an advisory function) and the librari-
anship (an administrative function) were separated. Reestablished as an
autonomous organ of the faculty, the library committee would continue to
provide the librarian a source of advice and consultation, while assum-
ing a greater degree of responsibility to the faculty in all matters
that have to do with the welfare and development of the library.

Iibrary Budget

College budgeting procedures make it impossible to describe the 1i~
brary budget realistically except in terms of actual expenditures. The
major categories of the budget are for (1) personal services, (2) books,
periodicals, and bindings, and (3) other expenses such as office sup-
plies, replacement of office equipment, travel, Library of Congress
cards, general repairs, and insurance. Sources of revenue are state ap-
propriations for "maintenance and operation” and an appropriation from
the state General Fund specifically for "hooks, periodicals, and bind-
ings," plus a negligible amount (less than $1000) from endowment income
and contributions. Prior to and including 1961-62 the state appropri-
ation for books, periodicals, and bindings amounted to $10,000 annuallys;
for the 1962-64 biennium, this amount was increased to $30,000 annually.
However, a sizable additional amount is usually transferred from "main-
tenance and operation” appropriations to the second category of the li-
brary budget when excess funds are available. This additional revenue
cannot be counted on as continuing annual income and is not determinable
until near the close of a fiscal year. The amounts actually expended
by the library and the sources of revenue for 1962-63 are illustrative:

Sources of Revenue Expenditures

Maintenance & Operation $170,147 Personal Service $101,575 +

General Fund 29,955 Books, etc. 86,022

Endowment & Contributions 952 Other 13,457
$201, 054 $201, 054

Tt is apparent that in this year the library actually spent for books,
periodicals, and bindings nearly three times the amount specifically
budgeted for this purpose in advance. The additional funds came from .
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smaller new programs.

The following figures give some significant measures of the library:
budget over the last six fiscal years: T

.aff or on recommendations from the faculty. No uniform system of or-
ring books exists among the various departments. In. some the responsi-
;1ity. for checking book catalogs for old and new titles is shared gn

e by_m?m?er§ of thg department. In others, requests are left largel
the initiative of individual members, although orders must be app%oVZd

Total library
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gether accurate picture of t
of the College.
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and letters, diaries,
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for books Total library as per cent of - th . - professors object to this requirement, but it cen-
Total library periodicais, expenditures total college ralizes inform:tlop and may provide the means of equalizing’demands in
Years expenditures binding per student expenditures lation to most urgent needs. This system must be based on confidence
“the chairman to act promptly and reasonably and to consult openminded-
57-58 $129,083 45,881 $70.149 7.5% y with hlstcou‘?agge?' There is no way of superimposing any system on
£8-59 119,251 35,022 57.14 6.2 epartment agalgs 1ts.w1l% and expecting it to work; but without at
59-60 135,494 43,358 £8.83 6.4 Est.a W;?lmumlo organization no group of faculty is likely to contrib-
60-61 163,951 57,362 68.03 6.2 e significantly to the development of the library.
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1nt9 a new building, this problem will be alleviated. But in con-
on with the move, the library needs to consider the possibility of
ing out and discarding some materials no longer worth keeping.

the maintenance of the permanent collecti i
£ on, binding of periodi-
oses a prgb%em. Owing to the limitations of %unds and thepuncer—
y.that addl?lonal fuqu.will become available, there seems to be no
te scheduling for bindings and in some cases the process makes is-

It is a go

tion and Use of the Librar

espite limitations of space and budget, the library has functi
gir 1eYel of gffectiveness. Lack of individual stidy spaceg agged
.conditions in the reading room have made it difficult for both
y-and stu@ents.to use books in the library itself. The table be~
gz:‘fir five fiscal years the size of the student body (undér-
>0 :z agd other graduate students, and unclassified students),

2 per fz ;gulty,.and the recorded book use (withdrawals) per stu-
ey culty. Figures are not available to show the recorded

5? r student fqr each category. But the combined number of grad-
ngwt;?udents 1nclgdgd in these figures slightly more than dou-
- th:s perigd, rising from 65 to 138. Taking this into con-
o | ef;emembuse of books per student seems to be low, though it
b ﬂ o b ered, of course, that these figures do not show the use

; Nlch are not actually withdrawn from the library. Faculty




use also is probably lower than it should be. In both cases the gen-
erally low rates of use and the tendency of these rates to fall off rath-
er than rise probably are results of several causes, as for instance the
increasing use of paperbacks. But it is likely also that the physical
inadequacies of the present library have been a contributing cause.

Book use Book use
Year Students Faculty per student per faculty
57-58 1904 159 14.3 30.5
58-59 2087 160 15.6 38.5
59-60 2303 173 16.7 36.0
60-61 2410 194 16.1 38.3
61~-62 2519 205 4.3 31.4

Twenty-one academic departments maintain reserve shelves in the re-
serve room of the library. These reserve collections range from three
books for omne course in biology to over fifteen hundred books for thirty-
one courses in English. The grand total is somewhat over six thousand
books. Larger space and more careful supervision would materially pro-
mote use of the reserve book room. Study space is inadequate and
shelves would not hold the multiple copies which are needed of some books
even if they were available. Lack of books and study space leads some
students to hide or remove books in violation of the Homor System. The
loss of books in this way, or through sheer carelessness, is sufficiently
serious to raise a question whether the provisions of the Honor System
should apply to the library, or whether a system of control is not neces-
sary and preferable. At present, the library staff is too small to ex-
ercise the necessary supervision.

The audio-visual collections of the library, supplemented by some
departmental holdings of similar materials, are on the whole satisfac-
tory and in good use. Appointment of a specially trained audio-visual
1ibrarian would encourage some instructors to use such aids to instruc-
tion.

No particular means are employed to instruct students in the use of
the library. Freshmen are given an instructional tour during their ori-
entation, but there is no further formal program. In past years the
freshman English course devoted some time to such general instruction;
more recently, although students are still required to do a library pa-
per in this course, the English staff has taken the position that it
cannot assume such a general responsibility as teaching students how to
use all the library resources. If the library staff itself had suffi-
cient trained personnel, this instruction could probably be provided
through day-to-day assistance of individual students as they need help.

Taculty Evaluation of the Librarv

Only the departments of ancient languages, geology, and history
rate their library resources as excellent at the undergraduate level,
and they have some qualifications in making this rating. The depart-
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ments of biology, chemistry, economi i
0 . L s cs, English, home economi ilo-
sophy, physical education, psychology, and sociélogy regard iﬁzirpngo

sources as good, as does the Marshall-Wythe S
ments rate their collections as only fagr. chool of Law. Other depart-

At the level of graduate work
. 1 , only the departments or sch
Zz;zezﬁeiinggi%zsé.9ducat10n,dhistory, law, and physical educat:?gisrgf
. ctions as good; the department of hist i i
resources in early American hi;tory excellent. Hetory considers its

These judgments, although subj i
‘ [ Judg S, jective, do not suggest that th ac-
ulgy is satisfied with the state of the library resoggces even atetizc
undergraduate level. The materials available for graduate work, includ-
El

g g al
in some exercise 1In origin resear Ch. are eXCEPt in some narrow areas
2 "

The value of the library?
. O y's contents to the general public in the

gigzzsgiaiariﬁ is gftin confused with its value to faculgy and students

s the only large diversified library in this area, i ice

y ; ‘ : its servi

tot?he general publle.as a regional library leads to an exaégerated evgg—
uation of the_collectlon by criteria that have little relation to its
primary function as a college library.

Recommendations

As the heart of a college's educational program i i
more than a building. If the new library whigh %he éoiliggrizzkgsfgif
ward tg s0 hopefglly is to be more than a magnificent physical shell, its
gpergtlon.and maintenance must be supported by a professional staff ;nd
0y iﬁnanglal resources in keeping with a three million dollar investment
in lgbplant itself. For the proper operation and maintenance of the
new library, we therefore strongly urge the following recommendations:

1. Although the recent tripling of appropriations for
growth and maintenance of the library collection is
extremely gratifying, the budgeted amount is still
far from sufficient and every effort must be made to

increase the library's revenues fo i
) r this purpose from
all possible sources. P

2. Wl?hln the College, much improvement can be made de-

‘ spite thg difficulties imposed by state budgeting pro-
cedurgs 1f_the bursar takes positive action to inform
tbe.llbrarlan as soon as possible what initial and ad-
dltloqal funds are available, and if the librarian in
turn informs department chairmen.

3. If the new library is to become the dynamic force in
?he Qollege's educational program which it should be
it w1%l have to be administered with vision and unde;—
s?andlng.as well as with professional competence. A
library is more than a book-collection, although this
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is i ter. In anticipation of occupying thg
;Zwl;iagiT therefore, seriogs‘thought Tust bedgizzn

to the kind of staff that w1%l be required an

it should be organized. It is clear ?hat the ggw aid
library will need an enlarged professional sta zn
appropriate salaries. But i? may need even :ﬁﬁze D ieh
enlarged vision of its functlonslgther than hose

are narrowly professional. The library com?.thiS com
should undertake at once a thorough study o

bined question of policy and staff.

i i ittee should be ap-
The chairman of the library commi
pointed from the teaching facul?y, as was ggrmiilzl
the practice, so that t+his committee can effectively
function as an advisory body.

Since it is to be expected that the mnew libréry buitii
ing will generate increased use, by th; pﬁﬁ%?ﬁeaihzck
: stem of rouw -
as by faculty and students, a sy s check-
i 1d be instituted as in many 131
ing and control shou . ot
' d other collections
ries to protect the book an s o
. The open stack privi
carelessness and other abuses ack pre
1ty should be maintal .
lege for students and facu . e
serve book room in particular mne !
g:ivizion to ensure all students equal opposzzglg%eihe
its use. As a matter of course, every
fggrzry should be required when leaving to passtg gﬁ;ﬁk
point in order to diminish the losses of bopks ey
inadvertence, carelessness, and actual theft.

ildi i i he library a
to a new building will give t L )
iZZdzgvgpportunity to discard hqldln%s Yglgg zﬁikggso
nd a policy as to discarding should ; 1
ﬁigelel inpadvance of the move by the librarian with
the advice of the library committee.
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‘ VI

THE FACULTY

By way of preface to the description and evaluation of the faculty
in this section, it is worthwhile to recall a truism often overlooked.
Any living institution is the men and women who conduct its essential
affairs, and in an educational institution these persons are the fac-
ulty. This inescapable truth is somewhat disguised by the organiza-
tional patterm, borrowed from non-academic sources, which historically
has developed in American colleges and universities. But the College
of William and Mary provides striking evidence that this pattern is of
relatively recent growth. The Royal Charter of 1693 made the "Presi-
dent and Masters, or Professors™ a corporate body which, from the time
the original six masterships were filled in 1729 until 1906, actually
held title to and controlled the property of the College and conducted
its "ordinary government"; the Board of Visitors, though it was vest-
ed with paramount powers to make all rules and regulations for the
governance of the College, was a supervisory body as its name suggests
and was not then actually the corporation of the institution as it is
now. The legal structure of the College today, like that of other
American institutions, is of course quite different. But it still re-
mains true in a very real if not a legal sense that the faculty of any
college is the college. A college can easily be better (or worse)
than its physical plant and even, for some time, than its administra-

tion; but it camnot for long be much better or worse than the group
of men and women who teach in it.

The practical implications of this truth may be seen if we con-
sider the relation of the faculty to institutional aims and purposes.
A "good faculty" is a rather meaningless concept unless it is related
to a particular institution, a particular kind of college with recog-
nizable objectives, which the faculty in question furthers. If the
faculty itself does not actually determine these objectives, still it
is true that a faculty to function harmoniously and effectively must
understand and agree upon them. But the objectives of the College of
William and Mary have not been easy to discover. A long institutional
history is generally associated with well-established arrangements and
traditions; but this College has had a most unsettled past, and dur-
ing the past half century the transitions from one administration to
another have been marked by disconcerting shifts in direction. Unable
to fix upon any coherent objective which is assured of administrative
acceptance and consistent support, the faculty has tended from time to
time to become fragmented, and administrative coordination by direction
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. . ’ If the faculty is arbitrarily divided into havi 1 h
‘ means for effective action. I A y 1 Y groups having lengths of
has often become the only service respectively of ten years or more, between five and ten years,

. . out precise objectives, the faculty o and less than five years, the sizes of the three groups are not what
e t22;§r202§u;;§2 aglliaa and Mary a college which is su- one might expect. A group of 52, approximately 28%, have served for
sha?e a.stron%.t and which enjoys a reputation worthy of its history. from 10 to 43 years and 18 of them are veterans of more than 20 years.
perior 1nlgua ;mger has made a‘personal investment in associating him- As might be expected, members of this group hold many of the positions
Fach f§0§ ti mColle e. and his professional standing is affected by its of leadership; they include 15 department chairmen, 25 of the 37 pro-
silfdwlt Hz itegn;turally becomes deeply concerned when he per- fessors, the dean of the faculty, the dean emeritus of the School of
| stan 1n%ﬁ . inq:any respects the College in its present state fails to Law, and the dean~of students. The second group, with between five and
L i;i:eip ti ite distinguished past, its prestige in distant places, its ten years of service, numbers only 25, roughly 14%. Those with service

> . f less than five years number 103, or about 57%. The si d -
t potential. of : ve y u b e size and propor
] handsome campus, and its great p tion of this third group probably is accounted for mainly by the recent
growth in the total size of the faculty; but it may well also be con-
nected with the high rate of turnover in faculty manifested by the small

i 1111 1ity college of lib-
The wish to develop William and Mary as a qua i Lib-
eral arts and sciences has been the most durable ideal of the institu

: . umber in the middle group, whose appointments date f the middl
- dely held among its faculty. In one sense, o n L group, wh PP rom e mi e
tlon and tzeogngh?gSZeY;_:tzdy is to define William and Mary's proper 1950’5.. T@ere.ls no implication here that these groups within the fac-
| thi purpgich a coilege and to take the measure of its Sucgesses.and e ultya distinguished solely by length of service, correspond with any
i | ' igiiuiis in fulfilling this role. Once the liberal arts ideal is ac- factions, for they do not. What is disturbing is the high rate of turn-

| > N i lities to ; over in the recent past and the possibility that it could ti
k biective of the College, the various gqualit ~ p . p y could continue.
it CePEEd'asdtgi Eriieﬁliscmember receive thei; proper emphasis anq cer- ' ?he College now has a relatively large group of faculty members senior
be esl?i ;a for faculty development and recruitment become evident. ’ in length of service but a relatively small middle group from which to
giznegzlrgzignize for instance, the desirability of a new faﬁFlgy mgﬂ- - replace them in positions of leadership.
. o ? . 3 3 athy for it.
: i derstanding of this ideal and some symp ‘ .
! bﬁr’g h%V1E§ Sggim:ﬁtethat he %e competent in his field and have a : There are 37 professors, 55 associate professors, U5 assistant

\% ! zeiolziis ingzrest in it remains fundamental, but whether or not he has i professors and 43 instructors. Slightly more than half hold the doctor
|

1

i

- taste and talent for liberal undergraduate teaching also becomes cru- of philosophy degree, or a comparable one. Approximately half the fac-

ulty received their graduate training at leading universities, though
there has not been a conspicuous dependence upon any single institu-

cial. A fair proportion of a liberal arts and sciences faculty must be

” - i i specialt
ii:u i men whose interests extend beyond the narrow confines of their sp vy
Hi

E
i
i
i
i L capacity to concern themselves with students as human beings and not

i the ‘ tion. The universiti t f t1 d i -
I PRI : i - st be men who have the impulse and versities most frequently represented are Chicago, Colum
! within a given field; they mu bia, Duke, Harvard, Michigan, North Carolina, Ohio State, Pemnsylvania,
{8 ‘ : » X - ‘ ‘ Virginia, and Yale. ‘
. §%% : just as neophytes in a vocation. .9
1 g \ Composition of the Present Faculty ' ulty in recent years, the muber of women he remined sethen conctant.
i , ather constant.
| . : : TEFi the raw s i : ] o Y 3 .
g Statistical analyses of thi gacui?y 2r§ngl£§;§§£tige:iﬁ;evaried There are now nineteen women in the rank of instructor or above.‘
. : alification . '
&w i %ig;sazﬁaiuziistmi:tsgemigzeggreted with caution. Nevertheless, some . . Appointments to the Faculty
i : : faculty are suggestive. o
i‘ Jy figures about the present raculty | lect : The President is empowered by the Board of Visitors to make all
i i . School of Marine Science and all lectur- ; ~ faculty appointments and promotions, subject to the board's approval
t! , EXC1ud;ngh2;mgizspzittzime) but including the Schools of Law and : which is ordimarily given without q&estion. The President relies
1?’i1] oS (m?St othw faculty of the 1962-63 session numbered 180. At the . heavily upon the recommendations of the dean of the faculty. Depart-
i Educat%on, h ¢ tudent body approximated 2800. Thus the ratio of fac- P ment chairmen usually bring to the attention of the dean the names of
‘ same Tome tde i uwas 1 to 15.5. This ratio is slightly better than .. those proposed for appointments and promotions, and the dean usually
‘i i u}ty tz SE% gnrztio duringlthe 1947-48 session at the height of the, . makes recommendations to the President only if he is assured of the
v 52§eianoinfiux but poorer than the 1 to 13.3 ratio in the late 1930%s. : department chairman’s support.
i i . ‘
g s 1) dian age 36. The The de f i iti i h id de-
] faculty is 40 and the median ag : : gree of success in recruiting varies rather widely from de
p The éveragefage 3§cghis igarlz nine years but the median 1s %ess , ~  partment to department, largely depending upon the chairman’s skill
w% ‘ - lengggeosiigrof this discrepancy is a statistical reflection and industry. The chairmen who are most consistently successful prob-
ML | than four. members of the faculty subjectively sense to be a some- ably follow a procedure fairly close to the following. When a depart-
%Y Oiazhzinziggl situation. Another analysis suggests the same thing. , ment has an opening, the chairman consults members of his départment
I W, * '
a1
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ecialized field would most strengthen its educat%onal pro~

;ggﬁf wgzttiﬁncconfers with the dean to agree upon an app?gpiiatiaizéfry
and qualifications and to get permission to search for sul g ; o lop-
dates. If the chairman and his colleagues @ave kep? gbreas O't velop
ments in their discipline, thi ihairmﬁ? 1skigwieggzlg;o¥hzomzzlbgst
university professors most likely to ave _ 2 men oSt ion

i i e specialized field who might be 1nte?ested in the po
gzgizigeé? tgo wgrk directly through persoqnel off%ces of profeszlggiier
associations and the placement bureau, as is sometlmesldone,dls
hit-or-miss proposition; employment agencies are rarely used.

After securing the papers of the men suggested by thefuﬁ%vegzlzzt_
professors, the chairman gets the opinion of t@e membegstg iiiteﬁ
ment as to which of the candidates seem mogt.llkely an i3 enbe ; S e
those whom he believes to bg the most Q:o?;sigﬁé iﬁizi hzsmus%uEO“if
search a full year before the new man 15 - '1ab1e—¥

i ve a very good chance of getting the best man aval
EZ :ﬁdtgtgir memberz gf his department can arrange to i?teiviizrgtiﬁm
professional meeting many of those who in response to his le

dicate an interest in the job.

Then after consultation with his depgrtmen?, he dgcideshyhighbgf
the candidates, preferably with his w%fi 1§ he iigm232i§ &e;bgﬁ P e
invited to the campus. He makes a polnt oI giv gnber of The
the faculty and the Presiden P
department as well as the degn of > a e e the
ity to talk to a visiting candldate: Ta ing
ggggﬁiznzes of the department, he makes his choice and recommends to
the dean that the man be appointed.

i i i tment as a whole in the en-

The importance of involving the depar ; ; ;
tire procézg is not only to obtain the benefltloi_th:;ipgoéiggtizg e
i for harmonious relation
judgment but to pave the way IO . S e e Pt

jod t+ is unfortunate that more chal
man joins the department. I L : N no

i to follow such a procedure.
e the knowledge or the willingness L1o |

Zime cases. most of the initiative in recruiting must be t;kiﬁogzutge
dean, who érdinarily is in no position to make this sort o g

®

search.

i i most of the new po-
ing the expansion of the past five years, £ )
sitiogzrthit have opened up have been at‘thg_rank of a531st;?tep£g£§s
sor. followed by that of instructor. Only flzebprgizzzorzllazields
¢ i i ) i and busi , &
ded--in physics, mathematics, economics, .
;ﬁeie compztztion,for teachers is great. A Eumggz ﬁigﬁggaiﬁzsnzzgizf
: etitive fields, have made no appointme
iiﬁi ;gggessor——all of &hich strengthens the view expressgd ge§2i£§§f
that competition in the market place is the prime factor in de

ing salaries.

One practice related to the matter of recruiting faculty--the ban

i i ideration. As the
ine both husband and wife--requires reconsi
nggzgigzongfor highly trained teachers becomgs more and more.igﬁgi,
the absufdity of denying the College the services of those emi v
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equipped to take their places as their husbands'? colleagues will be-~
come manifest.

Faculty Organization and Institutional Governance

As was pointed out at the beginning of this section, faculty par-
ticipation in institutional governance has deep historical roots at
William and Mary. Although the original and traditional corporate
character of the faculty has been weakened in some respects, the fac-
ulty has continued to hold regular meetings and to take action on mat-
ters of academic policy and regulations. Since 1938 the faculty has
operated under a set of by-laws, which were adopted in that year and
approved by the President. As amended by the establishment of a fac-
ulty advisory council in 1951, these by-laws remained in effect until
similar but revised by-laws were agreed to by the faculty and then
approved by the Board of Visitors on September 7, 1963.

A basic continuity in the organization and function of the faculty
through the storms and stresses of the past twenty~-five years is readily
discernible. The faculty has consistently met in monthly meetings. It
has from time to time changed the degree requirements and repeatedly
determined, through its degrees committee, who were to receive earned
degrees. The rules regarding examinations, attendance, and the ac-
ceptance of credits from other institutions have been fully determined
by the faculty. Through its curriculum committee, it has considered
all matters affecting the curriculum and, as a body, the faculty has
adopted changes in the curriculum. The faculty has voted resolutions
concerning its own internal governance, has directed its secretary to
carry on correspondence, has advised the administration, and has agreed
to resolutions on general college affairs.

Faculty meetings are held regularly on the second Tuesday of each
month and additional meetings are occasionally held. The President is
the chairman at these meetings and the dean of the faculty is vice-
chairman. The average attendance during the 1962-63 session was 55%
of the faculty. This is not a very impressive showing in view of the
faculty's insistence that it be kept better informed about administra-
tive plans and actions and be consulted in matters affecting academic
policy. The agenda includes reports of committees and discussion of
proposals. The dean and the President usually report to the faculty.
At the end of the meeting there is an opportunity for the introduction
of new business. The secretary of the faculty, who is elected every
three years, keeps full minutes which are placed in the archives of
the College and are available to all members of the faculty.

The faculty adopted a divisional form of organization in 14344
and the dean of the faculty began to use the elected chairmen of divi-
sions as an advisory body. During a crisis in 1951 over the election
of a new President, the faculty moved to the establishment of a fac~
ulty advisory council composed of the four division chairmen and three
other members of the faculty elected by the faculty. This council was
finally brought into existence and functioned until the President ef-
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i i i to this council, the com-
d its dissolution in 1959. A successor 1 .
iﬁggge zn faculty affairs, was established under the new by-laws in

1963.

The faculty elects the members of t@e degregs, honor;r%bdigrggs,
nominating, curriculum, and faculty affairs c%?gigtszz;s ig tﬁe o
ittees are elected for three.years
E?ei;ecgzgiees committee) and the committees r;go?t tgngh:hzaﬁziizéulum
ive are the committee on facu%ty a alrg
gg;mﬁzzgeaCtéﬁe committee on faculty affairs mee;s at lea§§e$°2§2§Zig§s
] i il d often on o .
receding each faculty meeting and C o
;ﬁz zg;;gizez has a %road range of responsibility conceyztngstheNziially
fare of the College and assists in the.work of all commi 'iz—éhairman
the dean of the faculty preside}sl.but:,L in hl;h:biingéh:izaan e
the committee takes his p ace. v ;
giiczﬁg 2gmmittee at each faculty meeting. Business ;stgrozght.ggezhe
committee by the dean of the faculty, or by members o N essezgiEd S
or by faculty members. When the whole faculty pannot e a
committee may take action on behalf of the faculty.

The curriculum committee’s title is self—explanatgry;eszzvzeggz
as often as required, and it is usual for the member: tgat SoTVe oM e
afternoon a week in the event it is necessary to mee that ot m;y Sote
times interested parties are invited to t@e meetlng% ii ey the
inate in the committee or be referred to it by the faculty

dean of the faculty.

The degrees committee, of which the dean qf Ege iag:lggriigcggér-
: i ticularly active in the la
man, meets monthly and is partl B e e pponye wndes the
j before commencement when it meets to le: S the
é:Steeequuirements. The honorary degrees commlttee, until thingigions
19%5’5 was quite active and brought to the faculty all gegom?he Boérd
for hoﬁorary degrees, which if approv:da;eri Eggg %E;Ztsd0p¥ed i pbe
isi u
of Visitors. The Board of.Vlsltors a 0 ) e e facuaty
i ted a board committee on hoporary egr an 1
zg;;gtgz:apractically ceased to fuqctlonéhaihghgrgzzzigg :ﬁoﬁgg zzg;it
- s of the Board of Visitors 2

ﬁsgiﬁztgznia¥or honorary degrees to the boa?d commnittee may well have
the effect of revitalizing the faculty committee.

The nominating committee regularly megts in the sprin%th 2§§ESions
nominations to the faculty committees and it may meet on o ,

when elective positions fall vacant.

i i hich the President ap-
number of standing committees W :
intzherghzr;o;e important ones are discu§sed below. queg :gﬁuzezhe
g;—lawé, the faculty affairs commiﬁtee adg;szieihghggisioiz D e -
ition of these committeeg and co-ordin ;
ggﬁgoziso appoints ad hoc committees from the faculty.

The admissions committee has been only nominally a faculty commit-

tee in the past. It does not meet to make policy and, in recent years,
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has confined its activity to the reading of applications. The disci-
pline committee and the committee on academic status act essentially
as agencies of administration. At one time the library committee was
active as a faculty committee but in recent years its importance has
declined. The position of the athletic comnittee is particularly dif-
ficult, and it .often finds itself in the middle of irreconcilable con-
flicts. By the terms of a faculty resolutiom, it is required to report
to the faculty in May. The committee on graduate studies serves as an
admissions committee for graduate programs and also as a curriculum
committee for graduate work. In the latter capacity it reports propos-
als to the faculty. The committee on honors plays a like role for the
honors program. Committees on opportunities for graduate study, for
foreign students, and for foreign study supply assistance to the chair-
man who, in most respects, does the essential work of the committee,
Though the committee on lectures and arts operates on the same pattern
it does meet more often. The committee on faculty research is an ac-

tive committee recommending research awards and policy statements to
the administration.

As presidentially-appointed committees, each of these committees
should report to the President or an administrative official designated
by him. As committees of the faculty dealing with matters of faculty
concern, they should report regularly to the faculty. In the past,
several have reported to both, several to the President only, and, as
far as can be determined, several have not reported to either. The
Practice of having each committee report to the faculty at faculty
meetings at least once a year was instituted in 1963-64. Some of these
committees, particularly the admissions committee, the disciplinary
committee, and the committee on academic status, are concerned with
functions which are essentially administrative but have important im-
plications for academic policy. These functions are performed by ad-
ministrative officers who work at their task more or less full time.
Either through neglect or through bowing to the stronger will of the
administrative official, these faculty committees have often failed to
exercise the advisory and supervisory role assigned to them or to exert
the influence in policy-making the faculty demands of them. Unless
faculty committees do their jobs well, the demand of the faculty that
it play its proper role in the making of academic policy and the de-
velopment of academic programs cannot have any real justification.

Department chairmen are both members of the faculty and adminis-
trative officers. They are responsible for the personnel, the curri-
culum, the quality of performance, and the efficient operation of their
departments, and the effectiveness of the educational program owes much
to their performance in leadership and administration. The dean of the
faculty is, in a sense, their chief; they are essential parts of the
administration of the educational program which he directs.

Chairmen are usually appointed without term and after consulta-
tion with members of the department and, occasionally, other members
of the faculty. The position is not included in a man's contract; it
carries no particular tenure rights or particular rank; and it carries
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no extra salary except for a release from about & quarter of the
teaching load. However, the nature of the position requires that it
be reasonably secure and that it carry sufficient salary and rank to
demonstrate support from the administration and an appreciation of
jeadership. The chairman usually has some advantages such as ofifice
space and secretarial help on account of his administrative duties.

0f twenty-four persons now serving as department chairmen, four-
teen were selected from within the College and temn were recruited from
outside. Recruiting does not seem to extend outside the College if an
adequate person can he found within the department. The evidence of a
lack of advanced planning for the filling of this position even when a
retirement is anticipated is difficult to understand.

Once a man becomes a department chairman he almost always remains
until death or retirement or resignation to go to another institution.
Although something may be said for limiting service as a departmental
chairman to a specified term, this has not found favor at Witliam and
Mary. The departmental staffs are relatively small and the number of
possible chairmen is limited. Long service has provided a measure of
stability in a college which has been insufficiently stable in its ex~
ecutive leadership and its aims and purposes. The chief disadvantage
of long service has been the retention of men in office who fail to dis~
play the qualities of leadership or administrative ability the position
requires. Such a situation is particularly unfortunate when there are
men in the department who have both qualities in good measure. Perhaps
more important, a weak or incompetent department chairman weakens his
department by his failure to hold the good men he has or to recruit
those the department needs.

The dean of the faculty, like the department chairman, is a mem-
ber of the faculty; he normally continues to teach at least one course;
he is chairman of several faculty committees; and he is an essential
participant in faculty meetings. gince 1938 he has been deemed a
spokesman for the faculty in the ranks of the administration. On the
other hand he is an officer of the administration and as the chief ex-
ecutive officer of the instructional program he inevitably becomes in
a sense an agent of the President in dealing with the faculty.

Filling the two roles simultaneously is difficult, especially
when the faculty and the President are at odds or when they are out of
communication. The history of the office would indicate that the prob-
lem of divided loyalties and responsibilities cam be successfully re-
solved only when the dean of the faculty uses his influence to lead
both the President and the faculty toward common goals. The remaining
alternatives are to become the servant of one or the other or to be-
come the path over which both walk.

In the administrative establishment the office of dean of the
faculty has never had the status that it should have and does have in
most colleges. To be really effective as faculty leader the dean of
the Ffaculty should have complete administrative responsibility for the
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Academic Freedom and Tenure

William and Mary has not attracted much attention with its prob-
lems of academic freedom and tenure, but it has been faced with some of
the same difficulties as many other institutions. There have been issues
over the student newspaper and badly handled resignations and dismis~
sals. Most recently there has been the issue of Communist speakers com-
ing to the campus. But it has been almost twenty years since such a
problem has been critical for the College. What cases have arisen have
not been clear cut or the parties concerned have not pressed the matter.

The primary need with regard to academic freedom and tenure has
been for a statement of principles and the establishment of adequate
procedures. On January 11, 1964, the Board of Visitors approved a
statement of principles recommended to them by the faculty but failed - :
to approve the set of procedures recommended at the same time. The ‘i
statement and procedures proposed were based upon the standards of the o
Southern Association of Colleges and Schools and the 11940 statement of
Principles” agreed to by the American Association of University Profes-
sors and the American Association of Colleges. The board invited the
President to confer with the faculty affairs committee and present an-
other set of procedures for its approval if thought necessary. New
proposals will be presented to the board at its May 1964 meeting. The
January resolution of the board is quoted herewith:

Academic Freedom

The College of William and Mary encourages the principle
of academic freedom, and subscribes to the statement on
Academic Freedom and Tenure adopted jointly in 1940 by the
Association of American Colleges and by the American Asso-
ciation of University Professors with particular reference
to the main points of this statement.as follows:

(a) The teacher is entitled to full freedom in
research and in the publication of the results,
subject to the adequate performance of his other
academic duties... :

(b) The teacher is entitled to freedom in the
classroom in discussing his subject, but he should
be carveful not to introduce into his teaching con-
troversial matter which has no relation to his sub~
ject.

(¢) The teacher is entitled to his political rights
as a citizen and "should be free from institutional
censorship or discipline:™ but he should remember
that he is also a "member of a learned profession
and an officer of an educational institution™ and
that "his special position in the community imposes
special obligations... Hence he should at all times
be accurate, should exercise appropriate restraint,
should show respect for the opinion of others, and
should make every effort to indicate that he is not
an institutional spokesman.”

1l

Faculty Tenure
An app01ntmgnt with tenure is defined as an appointment which
may be terminated by the College only for cause, or by retire-

ment, or on account of extraordinary financial emergencies in-
volving the institution. )

The College of William and Mary is a State institution and is
not permitted to grant a contract of unlimited duration. The
Collegg, however, accepts the principle of faculty tenure as
recognized by first-rate institutions accredited by the South-
ern Association of Colleges and Schools, and adheres to the
same as a moral and professional obligation.

In this recognition and adherence, the President of the
College and the Faculty Affairs Committee, which is an elect-
ed Committee of the Faculty, are requested to evolve mutually
agreeable procedures for implementing the principle of fac-
ulty tenure.

. A frequent comment among faculty members and administrative of-
flCE?S concerning the faculty resolution on academic freedom and ten-
ure is that if adopted substantially in its original form, it will be
sglutary in tightening administration. In view of the tenure provi-
sions, the appointment, dismissal, retention, and promotion of faculty
mem@ers will have a closer scrutiny. In view of the statement on aca-
qemlc.freedom it is believed that more caution will be shown in deal~
ing with issues of freedom of speech. There is increased assurance
?hat mistaken actions will receive a review. At the same time there
is a realization that freedom and tenure have foundations other than
statements and procedures. Though the student body and the faculty
are cautious in their actions and moderate in their views it is also
true that they have been quick to oppose repressive action.

The Work Load of the Faculty

During the past decade as the College has grown larger and more

- complex the official teaching load of fifteen hours a week with adjust-

ments for administrative duties or other tasks appears to have been re-~
duced.generally to twelve hours. But it is practically impossible to
describe instructional load quantitatively. Measurements in terms of
c%ass sessions or "contact hours"™ are almost meaningless in view of the
wide varigty of instructional methods employed. For imstance, to weigh
the teaching loads of a biologist and a political scientist b; applying

~an identical formula to each would only lead to distortion. Again, the

gumber of stgdents a professor teaches is certainly a component in his
instructional work load; but here also the statistical approach can be

" misleading. The actual work load imposed by a seminar for tem students

may well be ten times that imposed by a lecture course of 100 students
if someone other than the lecturer grades the papers; a statistical
description of student load would indicate precisely the reverse.

Though the point would be difficult to prove statistically, faculty
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members who have analyzed the problem agree that there is rather wide
variation among departments in actual teaching loads. This is borme
out by self-study reports by the departments. But the difficulty of

objective measurement makes the conclusion inescapable that the present

general policy of leaving the assignment of teaching duties within a
department to the departmental chairman and the dean of the faculty is
the only way to promote equitable and effective utilization of available
staff. The dean and departmental chairmen have operated on the sound
principle that certain contributions a faculty member makes to the Col-
lege and certain duties related to its operation which he performs,
other than classroom teaching, should be taken into account in deter-
mining the number of courses he should have in any given semester. For
example, it is generally accepted that when possible the dirvection of

a student's honors work should be counted as the equivalent of one hour
in the classroom. The decision whether an individual's hours in the
classroom should be reduced and by how much is based, or should be, up-
on a realistic appraisal of the value to the College of the work done

outside the classroom.

Taculty members who hold administrative positions are given a
greater or lesser peduction in teaching load depending upon the amount
of administrative work the position demands. The three-hour reduction
accorded departmental chairmen appears to be inadequate in those de-
partments where enlarged staffs and increasing numbers of concentrators
have added greatly to the administrative burden. As the quality of in-
struction depends to no little degree on the effectiveness of the de-
partmental chairmen, it is only sensible that they be given the time
and secretarial help needed to do their job. The College would then be
in a better positiomn to demand better performance from those chairmen
whose present performance leaves something to be desired.

The College has in the past more readily reduced the teaching load
of faculty members with assigned administrative duties than it has been
willing to reduce the load of those whose contribution to the College
as researchers and writers is perhaps potentially far greater. Research
and writing are not a thing apart from good teaching but an important
adjunct of it. Our productive scholars raise the tone and stimulate
the faculty, and they enmhance our reputation in the academic world,
which is of far-reaching importance. No responsible person would sug-
gest that the College is in a position to cut teaching loads drastically
and wholesale in hopes of reaping a bumper crop of scholarly productions.
Tt is, however, in a position to jdentify those scholars on the faculty
who given the opportunity would be productive and then to provide that
opportunity by giving them time to do their work. It would be no more
difficult to select such men for reduced teaching loads than it now is
+o select men to receive summer research grants. This stimulation of
presearch activity would not only improve the intellectual climate of the
campus, but the College would also find that it was able to hold good
young men who otherwise would have been lost to other institutions.

One of the more serious problems comnected with this matter of teach~
ing loads arises from the practice followed by a number of faculty
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