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MEMORANDUM

To: President's Counc

{

From: Dave Barry \

Subject: Administrative Ewvaluation

Vice President Shoben's paper, October 11, 1971, was a welcome analysis and
commentary on approaches to evaluation of administrators. It was important
not only for how it addressed itself to what as yet remains a future ques-
tion but because (as I read it at least) it most usefully reviewed the
climate and tone of past and present administrative practices that have
allowed Evergreen to set down first definitions of program format in all
areas; to bring faculty, students and staff together in attempting to
fulfill on the statement of mission for The Evergreen State College as a
place dedicated to placing people (students all--) in contact with on-and-
of f~campus sources of knowledge, and to assist them to become active
learners, responsible for development of personal talents and resources
toward self-fulfillment as well as social responsibility and leadership

in a troubled and rapidly changing world.

I fully agree that these goals even when simply stated as above "remain so
abatract and general that they admit of congenial interpretations by those
who practice not only different but conflicting life styles." Experience
to date verifies Joe's anticipation of "fairly severe hassles in the course
of attaching relatively precise meanings to these thoroughly laudable con-
cepts." The specific question which Joe presents is ''whether all those
fights will really be necessarv and productive." I raise the further
question of whether all the doubt and uncertainty, and ambiguity (and if
not "fights'" then at least the resultant confusion and disunity) that we
have struggled through was also "really necessary and productive." I for
one despite my willingness to admit a "special sociology of mew institutions,”
am reluctant to believe that it was necessary. §

I am satisfied that it was limiting, consuming, and that it distracted most
persons from contributing at levels of experience, talent and productivity
of which thev were canable. Tt appears teo.me that all asree that the future
leaves no room for repecition obf the form of at least some of the experiences
of the past year.

Looking to the future it is no task to identify many forces that have the
potential for turning the Evergreen Program around and for re-institution of
past academic patterns; this even before present programs are in operation
long enough to have their first fair pass at evaluation. This could be
accomplished simply tnrough reduction of "formula resources." t could be
accomplished simply by impressing standardized approaches that tie unit
costs and faculty work loads to credit hour indices. Imagination camn
readily generate other forces and specters as well.
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On review of efforts on other campuses across the country, the Evergreen
Program still stands as one of the most soundly conceived. Our first efforts
at implementation look most promising. This reflects credit for "all hands"
but at the same time it's important to keep in mind that credits are ephemeral.

Evergreen remains a fragile entity. We have yet to reach a level of adminis-
trative and program ccherence and continuity that will assure that thought-

ful review and evaluation will constitute the basis for future modification

and change. We can be caught 'dead in the water" as a result of special
pressures from within or witheout. Fer this reason a whole series of ques-
tions on administrative organization, areas of initlatiwve and responsibility,
delegation and coordination, accountability and locatability, etc., need
continual review. The problems are complex and the two DIF's on Administrative
Evaluation have served their functions well in formulating first thoughts.

To parallel the trend of Jee's October 11 memo, I'm not sure what the May 26
DTF had in mind other than periodic reporting from the President on the '"State
of the College" as that "State" pertains to attainment of geals, to fiscal
problems, to community relarienships, both internal and external, to provide
continual guidance and persuasion toward our "basic purposes and objectives."
Joe's point in this paragraph deserves full support and consideration.
"Keeping alterations-——keyed to our main target, etc.———-" 1is indeed a
"central task of leadership” as defined by the DTF Report and there is none
who can substitute for the President in this role.

There are several areas which need additional exploration. I agree that
"students should learn to evaluate and judge themselves and their work
intelligently, critically, and courageocusly." This principle applies
equally to faculty and administration. The corollary of the primciple which
remains unexplored is how self-evaluation and evaluation of other sorts
become fitted together. Self-evaluation, te have meaning within any defined
community assumes a frame of societal reference to which the individual can
and must relate. I assume the first level of our frame of reference is the
total community of Evergreen and our general goals as the President has
stated them.

In a separate paper I have defined what I consider to be the basic elements
of "community" in a public institution. I include the students, the faculty,
the administration and staff, the trustees who ultimately represent the
public at large. Each element bears a responsibility to each and all the
other elements; a responsibility which requires consideration beyond levels
of individual self-evaluation. A humane responsive and open svstem of checks
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not evolve through stages of self-assertion to self-righteousness and even
"repressive tolerance" by any of the elements that I have described. This
sequence is a familiar one in the histery of human institutions in general
and campuses in particular. BSelf-evaluation is an important step in the
process but it is only a beginning. I hold this view as equally true
whether applied to students, faculty and administration or trustees.







