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What is an Advisor?

The Role of the Advisor

Lake Superior State University mandates that each officially registered organization
must have a faculty or staff member serving as an advisor to the group. The
organization is free to choose their advisor, pending approval from Campus Life. The
advisor must be a full-time employee of Lake Superior State University and not
currently serving as an advisor to more than two (2) non-Greek campus organizations
and one (1) social Greek organization.

The advisor serves as an important resource for the organization, providing the basis
for long-term stability, as well as growth and development for the students. As the
students change from year to year, the attention and guidance of an advisor can have a
marked impact on the group he or she works with.

The duties of the advisor, as detailed below, may be interpreted differently depending
on the nature of the organization; specific areas of knowledge and expertise will vary
among advisors. Each advisor’s personal style will affect the degree of direct
involvement he or she has with the group, and the extent to which responsibility for
certain organizational functions are shared among the advisor and chief officers.

Ideally, organizations are to be initiated, developed and maintained by the students. It
is important for each advisor to provide support and guidance while encouraging the
student themselves to supply the primary source of organizational leadership and
initiative for the planning of programs and events. The appropriate balance of
leadership exerted between the advisor and student leader often depends upon the mix
of personalities involved. In instances when the student leadership may be weak or
underdeveloped, the advisor is encouraged, through their guiding role, to help develop
the appropriate skills in the student while communicating with Campus Life their
concerns for the organization.

By sharing both knowledge about the university and personal experiences, the advisor
can assist the organization in the conduct of its activities. In addition, valuable,
mutually rewarding, co-curricular relationships between students and advisors are
fostered.

The relationship between an advisor and an organization will vary from year to year
and individual to individual. However, the student/advisor relationship can be crucial
to the success of the organization. The list that follows contains possible roles of an
advisor. It is important that the advisor and the organization communicate their
expectations to each other. The advisor should be very clear about the things he/she
will do, and the things he/she will not do. Of course, the expectations will vary
according to the needs of the organization and the advisor.



Every student organization is governed by the standards and regulations defined by the
University. Officers of organizations are responsible for making sure their groups are
financially sound.

How Organizations Select an Advisor

When selecting an advisor, the organization has to find a Lake Superior State University
faculty or staff person who will have the time to devote to the organization. Making
sure that this person will take the role willingly and seriously, and find someone who
has knowledge or skills related to the mission and purpose of the organization.
Discussing with the potential advisor what is required of him/her, his/her duties, and
the time commitment involved. Organizations are to be open and honest with the
potential advisor about the types of activities in which the organization may participate,
and allowing the person a reasonable length of time to consider his/her decision. If
possible, the organization should choose someone who shares some of the same
interests, and who has had previously interacted with the leadership of the
organization.

Advisor Agreement

The advisor should be registered as an integral part of the group; he or she is not a
member. Therefore, additional courtesies and considerations should be extended to him
or her. The advisor should be welcomed at all meetings and social events and thanked
for coming at the close of the event. Officers should plan their meetings at a time when
the advisor is able to attend. Members should invite him or her to all activities. The
president should also meet regularly with the advisor to discuss organizational matters.
Check all dates with your advisor before scheduling special meetings or social activities.
Members should consult with the advisor for his or her opinion and advice when
problems arise in the organization. The advisor's background and experience within the
organization and the university should be used. No one should go "over their head" or
bypass advisors when working out problems and plans. Officers and members should
talk over plans with him or her first. Officers must keep the advisor fully informed of
the programs and activities of the organization and the progress being made in carrying
out plans. Necessary expenses of the advisor for social affairs and activities of the
organization should be paid for by the organization. Proper social procedures and
courtesies should be observed toward the advisor at all organizational functions. Show
appreciation for your advisor's services by a thank-you note, appropriate comments at
meetings and on other occasions, and through personal thank you messages. A copy of
the organization's constitution should be given to the advisor before completing the
Student Organization Advisor Agreement.

Advisor Expectations

Please keep in mind the advisor is voluntarily associated with the organization.



As groups vary in their expectations and needs, it is important that you, as an advisor,
develop an understanding with the organization you are to represent as to the nature of
your involvement. The advisor and group should agree on a set of expectations of one
another from the onset.

Initial questions you may want to ask the organization:

How much involvement is expected or needed?

How often does the group meet and does the organization expect the advisor to
be present at those meetings?

How may major activities do the group plan per semester?

How experienced are the student leaders?

How do you skills match the needs of the organization?

What are some of the problem areas that your organization specifically needs
advisory assistance in dealing with? Ask for past examples.

What are some of the ways the advisor can be more helpful to the group?

Will the advisor be a silent observer at meetings or an active participant?
Should you interrupt during meetings if you think the group is getting off track?
How? When?

If things get unruly, should you interrupt or remain silent?

Is the advisor expected to give feedback? How? When?

Are there areas of the organization that are “hands oft” to the advisor?

Does the national organization (if applicable) require an affiliated advisor? If so,
what is their role?

Advising Tips

Every student organization will differ and may require a different approach by the
advisor. The following information can serve as a starting point.

In the beginning of the advising relationships, agree on clear expectations about
the role of the advisor and the role of the student organization. Discuss
philosophies of the organization and reach a consensus.

Read the constitution/bylaws of the group, get to know the members, attend
events, and generally make yourself seen so that they know who you are.
Assist in the establishment of responsibilities for each officer and member.
Develop a strong relationship with the president or chairperson and other
officers. This is key because these students will be your main contact with the
group.

Remember: praise in public, criticize in private. Discuss concerns with an
officer’s performance in a one-on-one setting. Whenever someone does
something extremely well, be sure to let others know.

Maintain a sense of humor - its college, not rocket science.

Be honest and open with all communication. The students need to feel that you
are just in your dealings with them.



Realize that you have the power of persuasion, but use this judiciously. The
students sometimes need to learn how to fail.

Help them see alternatives and provide an outside perspective.

Find a balance between being the strict naysayer and the laissez-faire friend. The
students must feel that you are supportive of them and yet that you will hold
them accountable.

Adapted from Student Organization Advisor Handbook. University of South Florida, 2012.

Tools you'll need to be a successful advisor:

Club/organization constitution/by-laws (Campus Life Office has them on file)
Contact list of officers and members

Calendar of events for the club/organization

History of the club/organization

Club/ organization policies and procedures

Attendance at meetings and events when possible (please be aware of these
events if you cannot attend)

Knowledge of Lake Superior State University resources

Willingness to assist the group and its members

Advisors should also assist student leaders in developing critical thinking skills in the
area of event planning, risk management, organization management, group process and
ethical decision-making among other areas for personal development.

Responsibilities of an Advisor to the University shall include:

1.

2.

The advisor to a student organization must be familiar with university policies
and regulations and the particular organization, which he/she advises.

Lake Superior State University recognizes that the definition of the role of
advisor to a student organization is that of consultant or resource person.
Therefore, with the assumption and completion of the duties and obligations
outlined herein, he/she should be assisting the organization’s members be
accountable for their conduct.

Because academic success is important to the University’s mission, the advisor
may wish to work closely with the students concerning their academic progress.

Responsibilities of Advisors to Registered Student Organizations

@

Maintain regular contact with officers and members.

Assist in scheduling meetings. Serve as a resource person at executive and
regular meetings. Attend functions of the organization.

Assist with the formulation and/ or revision of the organizations bylaws.
Encourage and assist the organization to plan active and significant programs.
Work with the officers to promote efficient and effective administration of the
organization.



5. Assist the treasurer in maintaining accurate accounting procedures and in
formulating an annual budget.

6. If it is necessary for an advisor to resign his or her position as advisor, he or she
will notify the organization and the Associate Director of Campus Life and
Housing.

Advisor’s Expectations to the Organization

It is very important that the advisor and the organization communicate their
expectations to each other. The advisor should be very clear about the things he/she
will do, and the things he/she will not do. Of course, the expectations will vary
according to the needs of the organization and the advisor. It is recommended that
when you first become an advisor you have a meeting with the officers of the
organization to discuss expectations and goals for both parties. It is also helpful to have
these meetings once a year or when there is a turnover in the officer positions. Feedback
and evaluation are a good way to see if expectations are being met. Some suggested
expectations are listed below:

* Members’ attendance at programs and meetings

* Advance notification of meetings or cancellations

* Written organization goals and objectives for each semester

* Written calendar of events for each semester

* Consultation regarding planned events or programs

* Accurate record-keeping

* Commitment to a smooth officer transition

* Awareness of University policies

* Sensitivity to the academic nature of University life (i.e. no meeting scheduled
during Finals Week) and support the University’s mission

*  Willingness to provide feedback to each other

*  Open communication

* Commitment to the organization

* Honesty

* Manual respect

* Ethical behavior

* Support and utilize OrgSync

Adapted from Student Organization Advisor Handbook. University of Wisconsin-Milwaukee, 2009 (7-8).
Benefits of being an Advisor

Being an advisor to a student organization not only benefits the group, but also
provides great rewards to the advisor. While each person may have a different
experience and gain different things from being an advisor, some benefits are:

* Feeling the satisfaction of seeing and helping students learn and develop new
skills.



Watching a group come together to share common interests and work towards a
common goal.

Developing a more personal relationship with students than would otherwise be
possible.

Furthering your own personal relationship with students than would otherwise
be possible.

Furthering your own personal goals and interests by advising a group that
shares those same interests and goals.

Enhancing students” experiences and lives by sharing your knowledge with
them.

Witnessing the progression/ growth that students go through as members of
student organizations.

Being registered for your service to the student organization.

Having the opportunity to network with colleagues with whom you may not
have had the opportunity to before.

Adapted from The University of Michigan Guidebook for Student Organization Advisors. The Office of Student
Activities & Leadership, 2010 (4).

Attributes of a Good Advisor

Aware: Knows what is happening within the group at all times (problems, dates
of functions, etc.).

Dedicated: Willing to assist the organization when necessary. Enjoys being
associated with the group and is very involved.

Visible: Attends meetings, social functions, and other special activities of the
group.

Informed: Familiar with the rules, policies, and regulations of the University and
the by-laws and constitution of the organization. Is prepared to render assistance
with their interpretation.

Supportive: Provides encouragement and praise to group members.
Open-minded: Willingness to consider new ideas and approaches although s/he
may not totally agree with them.

Respected: Earned respect through being trustworthy, honest, and
demonstrating a genuine interest in the welfare of the group.

Adapted from Student Organization Advisor Handbook. University of Wisconsin-Milwaukee, 2009 (4).

Guidelines for Successful Advising

1.

2.

Maintain a good rapport with the group while observing standards of
professionalism.

Suggest, don’t impose.

Work with the student leaders and help delegate. An advisor should not do the
work of the student leaders.



4. Help ensure that the group examines all sides of an issue. Student leaders may
need you to help them see differing viewpoints.

5. Help develop team spirit and cooperation. An advisor should do their best to
ensure that the group doesn’t become a one-person operation.

6. Have a relationship with the group that will allow growth and development. An
advisor should not be a parent or a reactive administrator.

7. Attend the group’s meetings and programs whenever possible. An advisor
should not assume that the group can handle everything, but even if they can,
your presence and support is appreciated.

8. Treat members as individuals. An advisor should not assume the group
attitudes, needs, issues, and personalities will remain the same year-to-year, or
semester-to-semester. It is important to get to know the students on an
individual basis.

9. Communicate with members often. Understand that there are many
communication styles and each student will need you to adapt to some degree.
Some students may need direction and guidance, while others will be more
autonomous.

10. Be available and approachable for your group members. Have regular office
hours or meeting times to insure open communication.

11. Observe the effectiveness of leaders and group members.

12. Help the group develop a realistic plan of action concerning goals/mission
statement.

13. Know the group members and understand their needs.

14. Be committed to the group.

15. Provide appropriate critical feedback. Offer an evaluation of all programs and
activities and encourage members to do the same.

16. Share in the group’s success and failure. Help guide the group to success.

17. Know available resources and provide this information readily.

Adapted from Advisor Handbook. University of Minnesota, 2009 (4).
Inappropriate vs. Appropriate Advising Roles
Appropriate Responsibilities

* Serving as a resource to the organization.

* Sharing specific knowledge in the development and implementation of
programs.

* Interpreting and clarifying university policy and procedure to student
organizations.

* Suggesting program ideas.

* Providing historical continuity for the organization.

* Serving as a role model.

* Adpvising officers in decision-making matters.

* Providing feedback about officers” performance.



Inappropriate Responsibilities

* Running the student organization meetings.

* Assuming ultimate responsibility for the group’s decisions, problems or failures.

* Assuming veto power over group decision.

* Governing content and ideas expressed in programs.

* Serving as primary recruiter for new members for the organization.

* Stepping in to “solve” problems; remember, mistakes can be good learning
opportunities.

Adapted from Faculty Advisor Handbook. University of Florida (7-8).

Working with Student Organizations

Working with a Student Group Leader

Working with the student group leaders means more than just making sure you have
an election. A new student group leader will need to know how to run a meeting,
prepare an agenda, understand group dynamics, make critical decisions, make ethical
decisions and develop relationships. Not everyone elected to office will have already
developed these skills. If you find yourself needing to conduct officer training, here are
some basics to get you started:

1. Develop Relationships: It is critical that the student group leaders maintain positive
relationships with the group members. Take the opportunity to express the
importance of the officers honoring and respecting contributions from each
member. Also, discuss the necessity of recognition. The officers can and should
recognize the work done by members of the group both publicly and privately.
One of the most important ways that the officers can develop good relationships
is to adopt the motto, “Don’t delegate anything you wouldn’t do yourself.” Also,
help the officers understand how crucial it will be to delegate some tasks. Its
easy for group leaders to risk burnout because they try to do everything
themselves. Group leaders (and their advisors) should remember that they’re
working as an organization, not a sole proprietorship.

2. Ethics: Develop ethical decision making with the officers. A fresh leader with a
newfound sense of power can be tempted to make decisions that enhance that
power. Impress upon the officers the importance of maintaining the basics of
ethics; including respecting autonomy, doing no harm, benefiting others, being
just, and being dependable. With these tenets, you can assist the officers with
setting foundation for the group and creating a base for future leadership
positions.

3. Preparing an Agenda: Preparing an agenda is something that could be in an
officer’s position description, but other groups may have their administrative
secretary organize it. When working with the officers, suggest that s/he look a
head in the calendar, and help him/her work out a plan of action for organizing



certain big events or discussion topics. This might include elections, major
campus activities, conferences, etc. Developing a planning calendar will help
student leaders feel more prepared and organized when running their meetings.

4. Facilitating a Meeting: This may be the first time your officers have facilitated a
meeting. It can be a very challenging task for anyone, but especially for new
student leaders. They may find it helpful to sit down and work through or even
role-play their first few meetings. Others find it helpful for the advisor to sit near
the officers to help them through sticky situations until they feel more
comfortable in their role.

5. One on Ones: One on One meetings are very important in developing your
relationship with the other group officers and in helping to develop student
leaders.

Here are some suggested questions that you might use in your one on one meetings:

* How are you doing academically?

* How did you think the last meeting went? Any concerns or potential problems?

* What are you thinking about for the next meeting?

* What are some upcoming dates or programs that we need to plan for?

* How are the other members of the executive board doing? Do you see any
issues?

* What are the group dynamics as you see them?

* How is your progress towards your personal/academic goals?

* What are you learning from your position?

* Are you having fun?

Adapted from Advisor Handbook. University of Minnesota, 2009 (8-9).
Motivating Students

Some students perceive an intrinsic value, while others perceive extrinsic value in being
involved.

Understanding what motivates each student will help you enable him/her to take on
responsibilities and become involved in the organization.

What are motives? Needs, wants, drives, or impulses that are directed toward goals.
Motives may be conscious or unconscious. Of course, each individual is motivated by
different things, and students join an organization for a variety of reasons. Doing an
activity with students may be beneficial when helping identify what motivates them.
Some students may indicate that they are motivated by the attention received by others
for a job well done; some may say they are most motivated by inner desire. There is no
one right answer, but an advisor should be turned into the variety of factors that affect
motivation so that he/she may better predict what will work and what may not.



What motivates? A student may be motivated by a variety of factors, and no form of
motivation will be 100% effective. The following is a list of different forms of
motivation. Some examples are extrinsic (motivation comes from an outside source)
others are intrinsic (motivation that stems from the internal desire or goal of the
student).

» Recognition: Recognition is used frequently by advisors. Recognizing a member’s
contribution verbally or in print, in front of the organization or alone. This is an
easy and effective way to motivate someone- almost everybody appreciates a
“Thank you!” or recognition of a job well done. Also note who enjoys public and
private recognition.

» Achievement: A student motivated by the need for achievement may have a
tendency to overcome obstacles, to exercise power, or to strive to do something
difficult as well and as quickly as possible. Achievement is often tied to positive
recognition from outside sources. In a few cases, there can be an internal desire
to achievement, so completing a task to the best of his/her ability would satisfy
the person.

* Desire: Some students are interested in becoming members of organizations or
organizations that will lead to a desirable outcome. So, if the outcome of
organization activity is known to be desirable, the student may be more likely to
participate.

*  Value: If the student perceives value in participation, he/she may be more
motivated to participate (friendship, professional goals, personal interests, etc.).

» Peer Approval: A student can perceive approval, and may be more likely to
participate if provided with appropriate recognition. Caution: There are many
students that join organizations to gain approval/acceptance from their peers to
cover up personal issues. Watch for students who are struggling with self-
confidence or that stop showing up. Follow-up with students who leave to make
sure they are doing okay, and ask them back if appropriate.

Adapted from Student Organization Advisor Handbook. University of Wisconsin-Milwaukee, 2009 (16).

Setting Goals with your Organization - How to use the S.M.A.R.T. Methods to help
your organization reach its goals

Specific - Goals should be straightforward and emphasize what you want to happen. A
specific goal has a much greater chance of being accomplished than a general goal. To
set specific goals, you must answer the 6 “W” questions:

*  Who: Who is involved?

*  What: What do I want to accomplish?

= Where: I identify the location?

*  When: Establish a timeframe.

*  Which: Identify requirements and constraints.

*  Why: Specific reasons, purposes or benefits of accomplishing the goal.

10



Measureable - Establish concrete criteria for measuring progress toward the attainment
of each goal you set.

When you measure your progress, you stay on track, reach your target dates, and
experience the exhilaration of achievement that spurs you on to continued effort
required to reach your goals. Ask questions such as “how much?” “how many?” and
“how will I know when it is accomplished?” to determine if your goal is measureable.

Attainable - You can attain most any goal you set when you plan your steps wisely and
establish a timeframe that allows you to carry out those steps. When you list your goals,
you build your self-image and see yourself as worthy of these goals. You grow and
expand to match your goals.

Realistic - To be realistic, a goal must represent an objective toward which you are both
willing and able to work. A goal can be both high and realistic: your organization must
decide how high your goal should be.

Some ways to know if your goal is realistic is to determine if you truly believe it can be
accomplished, if you have successfully done anything similar in the past, or to ask
yourself what conditions would need to exist in order to achieve your goal.

Timely - A goal should be grounded within a timeline. Putting an end point on your
goal gives you a clear target to work towards. If you don’t set a time, the commitment is
too vague, and it tends not to happen because you feel you can start at any time.
Without a time limit, there’s no urgency to start taking action now. Time must be
measurable, attainable and realistic.

Adapted from The University of Michigan Guidebook for Student Organization Advisors. The Office of Student
Activities & Leadership, 2010 (28).

Arina. "SMART Goal Setting: A Surefire Way To Achieve Your Goals." Goal Setting Guide. N.p., 20 Feb 2010.
Web. 26 Jun 2012. <http.//www.goal-setting-guide.com/goal-setting-tutorials/smart-goal-setting>.

Characteristics of a Good Student Organization

* A good organization has a clear mission, sense of identity, and direction.

* It communicates effectively both within the organization as well as externally.

* [t continually maintains strong, competent leadership.

* [t stays committed to the organization’s shared values.

= It sets out to accomplish clear, measureable goals.

* It has a desire to continually evolve and create new visions to enhance the
mission of the organization.

* It continually works to meet the needs of its membership as well as its
community.

* It makes thoughtful, purposeful decisions based of the organization plans.

* [t manages its resources wisely.

= It takes time out to reflect on actions and reward itself for outstanding efforts.

11



Adapted from The University of Michigan Guidebook for Student Organization Advisors. The Office of Student
Activities & Leadership, 2010 (18).

Resolving Organizational Issues

Types of Problems

The following lists are provided so that an advisor may have a better idea of the types
of problems he/she may face with their organization. This list is not all-inclusive, but
hopefully the suggestions can serve as a guide. Under each listed problem are
suggestions for addressing and fixing the problem.

Leadership Problems

» The leader does not consult with the organization before making significant decisions.

o Have a meeting with the leader to discuss the importance of consensus
building and developing ownership in members by letting them be part of
the decision making process.

» The leader appears incompetent because he/she does not have self-confidence, is non-
assertive, and lacks interest in the organization.

o Since the rest of the organization looks to the leader for direction and
support, try to work closely with the leader to develop his/her skills and
confidence. If the leader lacks interest in his/her position, ask why he/she
is in the position and help him/her to see how he/she is affecting the
organization.

* A rivalry exists between leaders in the organization.

o Depending on the situation, the advisor can meet with the leaders to talk
through how things are working within the organization and lead the
conversation to the leadership of the organization and have them reflect
on their roles and effectiveness as leaders. Highlight some of the issues
within the organization and ask each of them how they can help to resolve
what is going on. Let them take ownership of their actions. A more
passive way to handle this situation is to do a team-building exercise with
the leaders or a personality assessment (i.e. Myers-Briggs), which will
allow the leaders to see the various roles that are needed to make a group
work, as well as the preferences of each personality type.

»  The leader is overloaded with work, and has too many time conflicts.

o Many student leaders take on too much. When you see that a leader is
overloaded, talk about it and see how you can help, but don’t take on the
student’s responsibilities for him/her. Teach him/her about the
importance of delegation or time management, or selecting the most
important things to be a part of... even if it means you'll lose him/her as
the leader of the group.

Membership Problems

12



* Low attendance at meetings.

o There are three basic reasons why attendance at meetings can be
consistently low: (1) the organization has not recruited many members; (2)
the meetings are not well run; or (3) the members do not feel a vested
interest in the organization because they have not helped to produce or do
anything. It could also be a combination of these things. The first step is to
identify what is, or is not, happening, and then determine how the
organization can fix the problem.

*  Members have low satisfaction and morale, are bored, do not communicate well, feel left
out, are apathetic, or appear to be incompetent.

o Start with the leaders because these are the students that the other
members look to for morale and motivation. Discuss with them what is
going on and how they can turn things around.

*  Anindividual member’s goals differ from those of the organizations.

o Have a mission and goal-setting meeting. It is important for the
organization individual member’s goals to match for the group to move
forward. In this process, the group should change or reaffirm its goals, or
students could lose interest and leave.

= There exists a lack of trust among members.
o Do an exercise for team building or trust-building.
o Figure out the root of the problem and work on that
* Programs fail.

o When a group does not work together or know how to do something,
failure is right around the corner.

o If a program fails, reflect with the organization on why it happened and
what can be learned for next time.

» Program succeeds, but only a few members do the work.

o This is a common situation, and it is not necessarily a problem. Some
events/activities only require the support of a few members. Problems
arise when the whole organization needs to pull together to produce an
event and members do not pull their weight or let the team down.

o Following up with the individuals that did not pull their weight to see
what went wrong. During that conversation, and at the general body
meeting, highlight the importance of teamwork and being dependable, as
well as the negative effects of not being a team player. Understanding
consequences is an important step of personal development.

» There is a lack of ideas.

o Lack of ideas comes when members are not interested or they do not feel
their ideas are valued. Help them feel valued and interested.

o The brainstorming process is a delicate one. There is no bad idea in the
brainstorming process, so treat this process as a safe zone for ideas.

Organizational Problems

13



*  Meetings are disorganized.
o Assist the leader in creating an agenda and how to delegate tasks
effectively during the meeting.
» Meetings are too long.
o See above suggestion
» There is no continuity from one year to the next.

o Changing membership is part of the ebb and flow of student organization,
but this does not mean the organization needs to start over each year.
Work with the current leaders to recruit and cultivate new members and
leaders who will take over the next year, and ensure that each
officer/leader crates a transition manual/binder to pass along to his/her
successor.

» There is a failure to complete the organization’s administrative tasks.

o Review duties with each officer so they know what their responsibilities
are, and if they do not choose to fulfill those responsibilities, find another
member who can.

» The organization has no “plan of action.”

o Itisa good idea to have a goal-setting meeting at the beginning of each
semester. This gets everyone on the same page. There should also be a few
reassessment/evaluation meetings during the semester to modify or crate
new goals.

Intra-organization Problems

* Disagreement between an organization and other student organizations.

o Talk with the advisor of that group, or if they do not have an advisor
encourage the student leaders of each organization to meet and discuss
what is happening and act as the moderator. If the problem is not
resolved, see the Associate Director of Campus Life and Housing.

» Disagreement with institutional policies and procedures.
o Set a meeting with the Associate Director of Campus Life and Housing.

Advisor Problems

»  Organization members avoid the advisor.

o Do not take it personally. Find a student or two whom you can connect

with and slowly work to integrate yourself into the organization.
*  Organization members do not pay attention to the advisor’s advice.

o The members will not always listen to the advisor. As long as the decision
the students make is not against organizational, institutional or
governmental policies/laws, there is not much you can do.

o Sometimes students need to learn from their mistakes. If the students are
always disregarding your advice, reflect on how you are offering your
words. Are you trying to run the organization or are you looking into the
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best interest of the organization and offering your thoughts at appropriate
times?
» The advisor is overwhelmed by the responsibility.
o The advisor’s job is not to run the organization. Work with the students to
balance tasks and responsibilities.
*  The advisor assumes a leadership function.
o Advisors are part of a student organization to advise, not to assume
leadership functions/ positions.

Adapted from Student Organization Advisor Handbook. University of Wisconsin-Milwaukee, 2009 (17-20).

Conflict Management

The ability to resolve conflict is one of the most important skills a student leader can
develop. Conflicts arise in everyday situations between leaders and members over both
organizational and personal issues. It is often the responsibility of the advisor to ensure
the conflict is managed in the most effective way possible. First, it is important to
identify some different ways in which individual’s handle conflict:

1. Awvoiding: Individual pretends conflict is not there or ignores it. This tactic is often
used when the person believes it is not worth the effort to argue.

2. Competing: Individual pursues his/her interests at another’s expense. (Examples:
Standing up for one’s rights, defending one’s position or belief, or trying to win).

3. Accommodating: Individual neglects his/her own interests to satisfy another.
(Examples: sidestepping an issue, postponing issue until another or better time,
or withdrawing from the situation).

4. Compromising: Individual seeks to find expedient, mutually acceptable solution
which somewhat satisfies both parties’ needs. (Examples: splitting the difference,
exchanging concessions, or seeking mutual ground).

5. Collaboration: Individual seeks to find a solution, which fully satisfies both
parties.

Collaboration is the style most recommended for student groups. Collaboration allows
both parties to be fully satisfied, it allows for creativity in developing resolution, and it
gives participants a sense of accomplishment that they together have resolved the issue
without losing anything. Advisors should provide guidance to help their organizations’
deal effectively with conflict. Here are the steps for collaboration:

1. Assist student with determining the nature of the conflict.

2. Help the student’s state the real effect the conflict has on them.

3. Encourage the students to listen carefully to each other.

4. Foster initiation of the problem-solving process. Help the students:
a. Clarify the issue.
b. Discuss each person’s wants and needs.
c. Generate a list of all possible solutions. Be creative.
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d. Decide together on the solution most acceptable to both parties.

e. Discuss how the solution will be implemented.

f. Develop a process to evaluate the solution after a specific time.

g. Discuss how discrepancies/problems with the solution will be handled.

Adapted from Advisor Handbook. University of Minnesota, 2009 (24).
Failure: A Problem or a Teaching Tool?

Many advisors struggle with the question, “should I let (fill in the blank activity or
program) that the organization is planning fail?” The general rule of thumb is if the
event/activity can fail without creating a huge financial deficit or negatively affecting
outside groups, and can be used as a learning tool afterwards, it can be okay to let it fail.

People learn from their mistakes, usually. A prompt and detailed evaluation of each
activity / program coordinated by the organization will reveal ways to improve
upcoming endeavors or show minor mistakes that can be avoided in the future.
However, if major mistakes are allowed to happen, the impact on the organization
could be detrimental or crate a poor image of the organization on campus. Major
mistakes may be something the organization or the University cannot afford since they
may result in loss of volunteers, budget cuts and negative press. The organization
stands to lose the most, so assist them in avoiding these mistakes.

Advisors can act as a mediator for members to minimize the number of events that may
fail. Training programs for students can provide discussion about the prevention and
ramifications of failure. The organization needs to know that cancelling organization
traditions may result in the loss of funding, a decrease in the number of future events,
or a decrease in membership because of bad publicity. Organization members need to
understand that the each of their events extends beyond the scope of the active
members.

As a result of training, success, rather than the acceptance of failure, will be the criterion
established for events.

Advisors can make failures a learning situation by emphasizing the positive and asking
students how the process can be improved. At times students may be too hard on
themselves if the event did not meet the group’s expectations. As an advisor, it is
important to help students set realistic goals and evaluate the positive and negative
factors that affected the event. Encouraging students to make checklists and timetables
can help create a successful program for future years. Students also learn how to handle
complaints as well as examine their own personal skills. As a result, leadership may
change within an organization, or students may decide that they want to participate in
activities in a way that is more suited to their abilities. Generally, it is recommended
that advisors limit their input about the selection of programs and events the
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organization may choose, but ensure that the production and planning of the activity is
handled well since mistakes seem to occur most often in this phase of event planning.

There will often be times when advisors are faced with the dilemma of deciding if they
should intervene or if an event should fail. Advisors need to understand the
organization’s members, the campus environment and the expectations of the
University community before the decision can be made about letting an activity fail.

Advisors can assist by setting goals early, and they can seek advice from fellow
professionals/advisors who have faced other similar situations. If the organization does
fail, advisors can help students lean by not ignoring problems and by rationally
evaluating what has taken place. Advisors then can make the experience beneficial and
the program will not have been a total failure.

Group Development

If you have been an advisor for an extended period of time, you may have realized that
your advising style will vary over time - even within the same organization. This is
due in part to the changing dynamics of the different students involved. Your advising
style may also change depending on the dynamics of the group and the development
level of the organization.

Tuckman developed a sequential model with the foundation being that groups develop
through an orderly, invariant sequence of stages or phases. In 1965, Tuckman reviewed
approximately fifty developmental models and research studies and developed his own
model of group development. Tuckman’s model categorized group development in
five identifiable sequential stages: forming, storming, norming, performing,
adjourning.

1.

Forming - This developmental stage is devoted to issues of membership,
inclusion and dependency. Members at this stage are trying to determine their
place in the organization, clarify goals and group structure.

Storming - This period is defined by internal conflicts around tasks and
interpersonal issues also develop.

Norming - This third stage is defined by a development of group cohesion where
members discover new ways to work together and accept the defined acceptable
rules of behavior.

Performing - This is the stage in which group members work actively on the task
and fulfilling their responsibilities.

Adjourning - This concluding stage is not necessarily relevant to every
organization. Adjournment refers to the termination or disbanding of the group
as they have finished the task at hand and members will anticipate a change in
their relationships.

Adapted from Student Organization Advisor Handbook. University of South Florida, 2012.
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Twenty Tips to Increase Group Productivity

N o=

10.

11.

12.
13.
14.
15.

16.
17.

18.
19.

20.

Know what the student expect of you as an advisor.

Let the group and individual members know what you expect of them.

Express a sincere interest in the group and its mission. Stress the importance of
each individual’s contribution to the whole.

Assist the group in setting realistic, attainable goals. Ensure success in the first
project undertaken, and then increase responsibility.

Have the goals or objectives of the group firmly in mind. Know the purposes of
the group and know what things need to be accomplished to meet the goal.
Assist each member in meeting his or her needs while helping the group achieve
its goals. Understand why people become involved. Learn strengths and
emphasize on them. Help each person grow and learn through his or her
involvement by providing opportunities.

Know and understand the students with whom you are working. Different
groups require different approaches.

Assist the group in determining the needs of the people the group is serving.
Express a sincere interest in each member. Encourage everyone to be responsible.
Assist the members in understanding the groups” dynamics and human
interaction. Recognize that at times the process is more important than the
content.

Realize the importance of the peer group and its effect on each member’s
participation or lack thereof. Communicate that each individual’s efforts are
needed and appreciated.

Assist the group in developing a system by which they can evaluate their
progress. Balance task orientation with social needs of the members.

Use a reward and recognition system for work well done.

Develop a style that balances active and passive group membership.

Be aware of the various roles you will have: clarifier, consultant, counselor,
educator, facilitator, friend, information source, mentor, and role model.

Do not allow yourself to be place in the position of the chairperson.

Be aware of the institutional power structure - both formal and informal.
Discuss institutional developments and policies with members.

Provide continuity for the group from semester to semester.

Challenge the group to grow and develop. Encourage independent thinking and
decision-making.

Be creative and innovative. Keep a sense of humor!

Adapted from M.]. Michal.

Eleven Skills for Advisors to Teach

As an advisor you are a role model, mentor, and teacher for the group. In your role as a
teacher you can help the students develop certain skills that will help make the
organization more effective and that they can use in the future.

18



Kathleen Allen, in the December 1979 issue of Programming Magazine, outlined eleven
skills that she recommends be taught to students through consistent, planned advising.
Divided into the categories of accomplishing tasks, improving relationships, and self-
improvement, her outline provides a clear, comprehensive lesson plan for advisors to
utilize in their efforts toward student skill development.

Skills for Accomplishing Tasks

1. Problem Solving: the ability to solve problems creatively. The process includes
these components: identify the real problem, assess all components of the
problem, weigh what is relevant, pursue alternatives, and identify a solution.
Example: developing a policy.

2. Planning and Organization: the ability to set goals and coordinate a variety of
human and material resources to accomplish these goals. Example: producing a
specific event.

3. Delegating: the ability to identify or develop a task, and then share the
responsibility, authority, resources, and information needed to accomplish it.
Example: committee leader assigning a member a task.

4. Decision-making: the ability to evaluate existing information and to be willing
and confident enough to make a choice of what should be done. Example:
choosing a speaker for a lecture.

5. Financial Management: the ability to plan, develop, and implement a budget,
including cost and expense estimates, budget implementation, and budget
evaluation. Example: implementing a budget for each event.

Skills for Improving Relationships

6. Persuasion: the ability to identify our own opinions and use logic and
communication to change the opinions of others. Example: choosing between
two programs.

7. Relationship-building: the process of creating, developing, and maintaining
connections between groups or individuals. Example: scheduling frequent
casual meetings with organization members.

8. Adaptability: the ability to cope with a variety of situations and kinds of people.
Example: working with people with different cultural backgrounds or values.

Skills for Self-Improvement

9. Stress Tolerance: the ability to cope with taxing situations, while getting the job
done and having a satisfying life. Example: performing leadership
responsibilities while anxious about a personal relationship.

10. Initiative: The ability to take responsibility for originating new projects, ability to
think and act without being urged, the ability to develop new ideas or methods.
Example: initiating a recruitment campaign for new members.
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11. Risk-taking: the willingness to try something new or make a decision without the
assurance of success or improvement. Example: planning a program that has not
been attempted before.

Adapted from Student Organization Advisor Handbook. University of South Florida, 2012.

Risk Management

Lake Superior State University Hazing Policy

Since the time of its founding, Lake Superior State University’s primary goal has been to
provide excellent instruction and an educational environment which will produce
broadly educated responsible citizens who are prepared to serve and to lead in society.
Academic instruction and co-curricular activities couple to meet the goals of Lake
Superior State University. All members of the University community must be provided
the opportunity to function to the best of their individual abilities. One activity that has
been an inhibiting factor in achieving the above stated purpose is the practice of hazing.
Although hazing has concentrated itself in the social Greek community, other registered
student organizations are not untouched by this unacceptable practice. Therefore, this
policy shall apply to all organizations and clubs at Lake Superior State University.

Hazing is defined as: committing any intentional, knowing or reckless act, occurring on
or off the Lake Superior State University campus, by one person alone or acting with
others, directed against a student, that endangers the mental or physical health or safety
of a student for the purpose of pledging, being initiated into, affiliating with, holding
office in or maintaining membership in any organization or athletic team whose
members are or include students at an educational institution. A person commits an
offense if the person engages in hazing, encourages another to engage in hazing,
knowingly permits hazing to occur or has knowledge of hazing and fails to report said
knowledge to an appropriate official of the university. It should be noted that it is not a
defense to prosecution of an offense that the person against whom the hazing was
directed consented to or acquiesced in the hazing activity.

Lake Superior State University will not condone or tolerate any acts of hazing,
harassment or humiliation.

Any such acts which interfere with scholastic activities, which are not consistent with
fraternal law, state or federal law, or the University regulations and policies are
expressly forbidden. Students or organizations found responsible for any infractions are
subject to disciplinary action.

Hazing Policy Enforcement

Should hazing activities come to the attention of any member of the University, the
activity should be reported to Campus Life and the Director/ Associate Director of
Campus Life and Housing. All allegations of hazing will be investigated by the Campus
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Life. The judicial process, as outlined in the Lake Superior State University student
handbook, serves as the guideline for handling allegations of hazing.

In special circumstances, a student organization may be placed on interim suspension
pending an investigation. This action will be taken only in those situations where there
is reasonable cause to believe a student organization’s actions are of such a nature as to
pose a clear and present threat of harm or injury to persons and/or damage to property.
During the interim suspension, the organization is required to cease all organizational
operations and activities.

Should the student organization have national affiliation or incorporation, the national
office shall be notified of the alleged incident and the results in writing within one (1)
week. Notification will be made by the Associate Director of Campus Life.

Should the judicial investigation substantiate an occurrence of hazing, the Associate
Director of Campus Life will assign the appropriate sanction, as listed below:

» Censure - Censure may include the required completion of a program designed
with the intent of eliminating hazing. The program will be devised by the
Associate Director of Campus Life, and the organization's officers and advisors.
The program will be monitored by Campus Life.

* Probation - The organization will be placed on probation for a specified period of
time. Conditions of probation will be determined by Campus Life and outlined
in writing for the organization. The probationary term will be monitored by
Campus Life.

» Suspension - The organization will be suspended. The terms of the suspension
shall be defined in the sanction, including criteria that the organization must
meet within a specified period of time to be considered for renewal of University
recognition status.

* Revocation - The organization will have its status as a registered student
organization revoked, with loss of all University recognition and privileges. If
applicable, the national office of an organization so affiliated will be requested to
revoke the charter of the organization.

In addition to enforcement of this Hazing Policy regarding student organizations, the
University may initiate appropriate disciplinary action against individual students for
violations of the Student Conduct Code arising from the incident.

Alternatives to Hazing

Sometimes, organizations that haze new members are confused about how to change
these practices. There are many creative ways to change from a hazing to a non-hazing
organization. The following are some specific examples of ways to eliminate hazing and
make membership a challenging but positive experience.
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In many organizations, the very term “pledge” is often equated with hazing practices.
Many national organizations have sought to eliminate this term in order to foster more
positive attitudes toward the new members. Some substitute terms include “associate
members” and “new members.”

When organizations are challenged to eliminate hazing practices, some members may
be resistant to this change. In many cases, those who are most vocal against eliminating
hazing are those who are bitter and angry about the hazing that they themselves
endured (but don’t admit this publicly) and expect that others should be abused in
order to gain “true” membership in the organization. You will also find that some of
these folks are likely to be bullies of the organization - people who enjoy a “power trip”
at the expense of someone else.

Of course, if you try to eliminate hazing in your group, you will likely encounter many
elaborate reasons for why this will be devastating for your organization. While there
will be some staunch supporters of the status quo, there will be many who can be
convinced of the negative effects and potential risks of hazing. Believers in the
supposed “benefits” of hazing may be more likely to change their opinion if they can
envision some alternatives. The supposed “benefits” of hazing are listed on the right
with non-hazing alternatives to accomplish the same goal listed alongside.

Educating to Eliminate Hazing

Foster Unity - Have the members of your organization work together on a community
service project. Visit a ropes course to work on group cohesiveness, communication and
leadership skills. In organizations with houses, the group might work together on a
room improvement project. Another option for fostering unity without hazing is for the
members to work together to plan a social or athletic event with another organization.

Develop Problem Solving Abilities - Have new members discuss organization weaknesses
such as poor recruitment, apathy, and poor scholarship, and plan solutions that the
organization might then adopt.

Develop Leadership Skills - Encourage participation in campus activities outside of the
organization. Encourage new members to get involved in organizational committees
and/or leadership roles. Develop a peer mentor program within your organization for
leadership roles. Invite university /community/business leaders into the organization
to share their experiences.

Instill a Sense of Membership - Plan special events when the entire organization gets
together to attend a movie, play, or religious service.

Plan a “membership circle” where students participate in a candlelight service in which
each person has a chance to express what membership means to them.
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Promote Scholarship - Take advantage of your university academic and tutoring services.
Designate study hours for members of your organization. Invite university or
community experts to discuss test-taking skills, study methods, time management, etc.

Build Awareness of Organization’s History - Invite an older member to talk about the
organization’s early days, its founding, special traditions, and prominent former
members.

Support Career Goals - Use university resources for seminars on resume writing, job
interview skills, and for information on various careers.

Involve All Members in the Community - Get involved with campus and community
service projects. Plan fundraisers for local charitable organizations.

Adapted from StopHazing.org, Educating to Eliminate Hazing. Copyright StopHazing.org 1998-2001.
www.stophazing.org
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