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JANUARY, 1987 - '9 

Dear Faculty and Staff: 

Welcome to this special edition, #9 of the New Mainly 
Malaspina! As you can imagine, ever since we introduced the 
plans for Phase Two of the INTEGRATION plan, there have been 
many meetings and much discussion of pros and cons by Faculty 
and Staff . 

During my travels around campus I get the feeling that the 
majority of people think it is about time that programs, faculty/ 
staff and services were melded together into a more cohesive 
style of management and delivery of operation. Most are in 
agreement with the "concept", however, there are differences of 
opinion on how we reorganize programs and where we physically 
place programs and services. More discussion will take place and 
a plan will be worked out eventually to accommodate the majority 
of needs. 

Since much of the Integration plan affects instruction, Gary 
would like to provide the following update to give all of you a 
progress report as of January 14, 1987. 

Meetings will continue during January. The Executive will be 
holding a retreat on February 9th to discuss all of the ramifi
cations of the various plans. We will meet all of you in the 
Theatre later in February. 

Thank you for your interest and concern. 

Cheers, 
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TO : All Faculty and Staff 

FROM: Gary Bauslaugh 

RE: Progress Report on Integration plan 

DATE: January 12, 1987 

I have been meeting with groups and individuals to discuss the plan , 
and have received many interesting suggestions and ideas. As we had 
expected, there is some apprehension about the proposed cha nge s and 
some desire to leave things as they were. As well, many sugges tions 
for quite different changes have been received. We are assessing 
all of this information in the hope that we can refine the plan in a 
way whi ch will work best for the College. Needless to say, it is a 
somewhat complicated task, but one which we feel will, if properly 
done, ultimately benefit the Colleqe and its students and fac ulty. 

I wou ld like to clarify certain points in the original plan, as 
there seems to be some confusion about them. 

1) The calculations of release time for Chairmen, Department 
Heads and Chief Instructors were based on our initial 
assessment of minimal time required. We anticipate revising 
these figures as the needs become clearer to us. 

2) Release time which currently exists for Coordinators was not 
reflected in the document, in either the current release time 
or the projected release time. We do not anticipate that 
this would decrease in any area, although we expect a careful 
review of this after the new plan is in place. Coordi nator 
release time will be a matter of ongoing assessment, and one 
which we think will be handled in a more equitable way under 
the new plan. 
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3) Because of our financial position, we felt that it would not 
be right, at this time, to spend a lot of money on the new 
plan. Therefore, we were very conservative in estimating 
release time. It is quite likel y that we were too 
conservative , however, and our goal of fiscal conservation 
can still be met hy allowing more release time at the 
Chairmen, Departmen t Head, Chief Instructor/Coordinator 
level. 

4) Preliminary job descriptions for the positions reflected in 
the plan have been distributed to Area Chairmen, Department 
Heads, Chief Instructors and Directors, and we would like any 
suggestions which would help encourage the general management 
approach we are trying to develop, an approach which 
incorporates the following ideas: 

i) Rather than management by individuals we are 
developing interacting management teams, whereby 
administrators work interdependently within small 
groups, and the groups work interdependently with 
other groups. This is shown schematically on the 
attached page. 

ii) The functions of the three sets of management teams 
will be, qenerally, as follows: 

Executive - Overall College management, establishing a 
cooperative, collegial management system, ensuring 
that an instructional/student perspective is taken to 
all College activities, ensuring that the next level 
of management functions in a similar manner, and 
assuming certain specific functions as designated in 
job descriptions. The Vice President, Instruction, 
will be responsihle for seeing that the other 
instructional management teams function in the 
described manner. 

Associate Deans of Instruction - Ensuring equitable 
treatment of all instructional groups , ensuring that 
instructional management assesses situations, problems 
and allocations in a cooperative, collective way, 
minimizing empire-building and defending of turf as 
driving forces for decisions. The Associate Deans 
will also have specific functions as designated in the 
job descriptions, and each will be responsible for 
developing an effective management team with three 
Directors of Instruction. While having the authority 
to make certain decisions , the Associate Deans will do 
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this in the context of beinq a memb e r of a management 
group (with the other Associate Dea ns and Vice 
President, Instruction) with t h e responsibility to 
review and discuss matters of im por tance with that 
group. 

Directors of Instruction (3 g roups) - These three 
management teams will each consist of three Directors 
and an Associate Dean of Instruction. Each of these 
groups will function in a colleg ial way to neal with 
issues and problems arising in instruction. These 
groups will be responsive to instructional needs ann 
concerns, and will be responsible for dealing with 
those needs and concerns. Each Director will have 
specific responsibilities and authority as designated 
in the job description, but wil l carry out these 
responsibilities in the context of a member of a 
management group, with the need for constant review 
and discussion with other members of that qroup. The 
Directors will act as advocates for the instructional 
needs of their program areas, while at the same time 
being encouraged, by the Associate Deans, to recognize 
the overall College ne eds. 

iii) The management groups will all be interdependent , as 
shown in the diag ram. The Executive will be dependent 
upon advice and recommendations from the Associa te 
De ans, who in turn will be dependent upon both the 
Executive and the respective Directors' groups . The 
Directors' groups will be dependent upon good inter
ac tion with instructors and Chairmen, Departmen t 
Heads, Chief Instructors and Coordinators. Thi s 
interdependency will grow in part from the proposed 
structure, which encourages it, and in part from 
commitment to a mangement style which shows respect 
for the views of others, appreciation of the 
contributions of others, and a desire to institute 
collaborative management. The Executive is committed 
to th is management style, and we believe that the 
collegial style we have developed within the 
Executive, and within the Associate Dean's group, can 
be extended to include all instructional management. 
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The advantages of this approach, if we can properly 
develop it, are many: 

The plan will ensure a s tronq instructional orientation 
to management at Malasp i na College. 

Collegial management will encourage better interaction 
between all those involved in management and delivery of 
instruction. 

The team approach will minimize the potential for power 
abuse, by setting an expectation for consultation and 
review within teams and between teams. 

Integration is strongly supported by a structure and 
management style which is compatible with integration. 

Equity and fairness on a college-wide basis, will become 
more feasible. 

The need for program advocacy is balanced by a strong 
commitment to cooperation, integration, and collegiality. 
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