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COURSE PROJECTIONS AND STAFFING NEEDS FOR THE
NO HIRAM COLLEGE CURRICULUM'

George A.' Morgan

Last winter as the new curriculum began to.take shape1 the
CD

'Task Force asked some hard and serious questions. Similar questions
CD
1"-- were rais.ed by. other members of the faculty. The questions were
.4110

CD I. How are the new programs going to be staffed?

CD

w .

Z. How will'they affect departmemtal offerings and major

programs?

3. How will they affect teaching loads?

4. What extra costs will beacctued?,

1
1

President Jagow and the Task Force asked if I would take

major responsibility for gathering and analyzing the data necessary

to provide the answers. Let me emphasize that this "cost and load
A

anal/sIs' was ben after a year of discussions and planning and, .

thus, foflowed the formation of most of the ideas which-were later

At,
14:
;tt,.-

oi .

presented in the report of the Task Force. It vias indeed necessary

to see if we could afford the program,/if it could be staffed, and

how; but\l believe it is fair, to say that the financial and manpower

realities -re not allowed to take the lead.

1 'This paper based on an oral.presentation to a Hiram.College\A
faculty.and staff conference held September 18719, 1968. The
meetings were held to dispuss the proposed new curriculum which
was the result of eigl\een months of study by a zucricOum. revision

Int Task- Force appointed brPresident "Elmer. Jagow and chaired by Dean

\)
Wendell Johnson. The prOposal was passed by. the factflty In October,

\I 196$, for implementation in the fall of 1969. Appended to this
h gaper is ah.overview of the curriculum which is probably necessary

bckground for full understanding of the model:It
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,The data which were gathered were of four basic types:

I) First, we gathered information fr1 om 183 students about'

their preferences for electives if the graduation requirements

were substantially reduced.
2

2) Second, we pulled together information from the Dean's,':

andiegistrar's pffices about enrollments schedules, nUmber bf

graduates'in each -major field, etc.

3) Third,., this Ammer we asked all entering studehts to fill

in a one page' quesionnaire-for, their, advisers which included a,
V

question asking them to name their current intended. major, pr 4f
$

they.were :undecided about a major, to list the subject(si'in which.

they were most interested.

.4) Fourth; also this summer, we at-ked Ahe chairman of' each

depaitment to make'up a tentative list of department ulreMents

A for students who would concentrate or major in their field.. We

were especially interested'in thejseven,or eight CourOs.outside

the department that they might require as correlatives and in how
ti

they phiased their language requirement. (Ste page 4 and - appended

Overview for more about Area of Concentration.)

During the latter part of the summer, this information was

analyzed and4ieveloped into a model intended to pr4yide the basis

for decisions about staffing and loads. 'Several preliminary tables

help to describe the new.curricdlum and explain the model.

2This data was collected in February. 1968, during the 11.;30 clessei
of members of the curriculum Task Fprce. The sample, while of
course not random, was pwite representative of Hfram students with
respect to major and year in college.

2



Table I is a sample of the class schedule for freshmen
students under .the' new curriculum.

TABLE I. SAMPLE CLASS SCHEDULE

, September Fall Term Winter Term

Institute Colloquium Colloquium

20th Century Course 20th Century

Traditional Course "Traditional Course Traditional

Spring Term

Traditional

20th Century

Note that during the freshman year the student will take the
r

"Institute," two "Colloquiums," three terms of the "Twentieth

Century and Its Roots" course, and four traditional courses as
-

electives. (Refer to the appended Overview for descriptions of the

new courses:), The four traditional courses undoubtedly will be
0., I

used to expl'or'e' subjects of interest to the student, especially

,those related to his anticipated area of concentratidn.(major).

During the three upperclass years the student will take at

least three "Interdisciplinary Courses" to broaden' and integrate his

knowledg ih jhe three major divisions of the College. The

remaining- wenty-four courses taken in the last three years will

be in the tudent's Area of Concentration or electives.

Table II indicates th0 number of courses of each type that

04/7a typical student might take in his four'years at Hiram.

:TABLE LI. DISTRIBUTION OF TYPES OF COURSES

Type of Course Est. Ave. No. of Courts

General Requirements
Colloquium
20th Century
Interdisciplinary

2,
3

3
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TABLE II. (continued)

T e of ourse' Est. Ave. No. of Courses

-Major 0 partment 10

Correl tive or suppOrting 7

Forei. Language 2

Elect, ve
In ajor 2

Ou side Major 7

36

/1

ble 111 gives an indication of the staffing requirements

for t e new curriculum. One should take note of the following

aspec s of Table III:

) The "In'stitute" has not been included because, at least

for the present, compensation for faculty participation will be

in !erms of supplemental income rather than course load reduction.

b) Staffing for the Freshman Colloquiums assumes 360

r shmen and a 1 to 12\ faculty-student ratio.

c) The Twentieth Century course will be staffed by a-

c 'Ilmittee receiving a total over the year of nine courses in ,load

r action for teaching this course.:11

d) The staffing requirements for the Interdisciplinary

- C Urses are hard to estimate because it is difficult to anticipate

the number of students who w-i'l l take them as electives. At 'a

minimum we would appear to need twenty-five faculty to teach 750

upperclassmen who would be required to take Interdisciplinary.

courses. As planned this provides a student-faculty ratio of

30 to 1.
1 4



TABiE III. .STAFFING'REQUIREMENTS FOR THE NEW cyRRIcaum

Oeshman Colloquiums

Twentieth Century

Fall
Winter
Spring

Fall
Winter,
Spring

Sections
Needed

30
30
0

ED

1.

1

J

-9.

Faculty
Needed

30
30
0

'ED

3

5

39

No. Students

360
360

0
TIII

360
360

;-;360
',TWO

Interdisciplinary Courses Fall 3 7, 210
Winter 3 8 '- 240
Spring 4 10 300

71 75 7913
I

TOTAL 73 94 2550

,e) The totals line indicates that 'ninety-four faculty

courses (sections) are needed to 'staff the program next year. As

will be seen below, this VS approximately ten sections more than

the model indicates can be obtained by, deleting introductory

courses. This implies the need for additional' staff and/or

deletion .of additional. courses.

'Table IV is the model itself. The following statements

include a'few comments about each column in the Table.

a) On the left are listed each of Hiram's departments and

the introductory courses which are now used by students to satisfy

their general graduation requirement.

b)' Next is the average number of students nrolled in each

of these courses during the last three years. n some cafes this

5
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,

a

is also the average class size, e.g., Art 106' which hay one
aP \

section per yes,. Usually, as can Exe seen from.the seccnd to

last column" (i.e., :11968-9 Section"), there have been several ,

section per year.
tfk

c) The following column shows the average number of majors

per year for each, department based on the last three graduating

classes (1966-8).

d) The next two columns come from Ole responses of the
r",(

entering (1968).class-to'questicins about their i Ended major

or their preferred subisct if they did not have an intended major.

For example, four new students inte4Pnded to be.Art majors and it

was a first preference foreight who were undecided. An extra-

polation was Trade from the 31-1 questionnaire respondents in L968

to an anticipated 360 freshmen in 1969. 6is produced a prediction

of the number of students in the 1969 c9ass who would begin college
/AW

with a.preference for each of various4departments,. i.e., a predic-
.,,

tion of what I have called "freshmen i,molars." By comparing the

number of "freshmen .majors" and the average number of "majors

graduated," departmental differences in the attrition of majors

can be noted. This differential attrfitiom rate is important

becaus it was used (in e,anid f, below) to help estimate the '

numbe of studehts who would take a given course.

e) The next column was an estimate, based on the reports
_ .

. .

submitted by
.

department chairmen, about what courses outside t, he

department they would require of their majors.. For example, it

was predicted that 80 students from other majors (e,g., 'English,

1
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.Fine Art, History, *etc.), would be expected'to take Art 106.

This estimate was tomputedoising the reports of each chairman

AtS1' and the number of "freshman majors" (see d, above) in 15?!...

'department.

In some casesa chairman was quite specific about what

courses would be required of all majors in his department. In

that case the total number of his "freshmen majors" was predicted

to take the course.in question as a "correlative"--except in a

few cases where it, was known from experience-that such a course

would often be taken after the freshman year. In these cases the

.
attrition rate described above was used to help intuitively

estimate the number of students who would in the end take the

'course. For example, calculus, although required for a bidipgy

major, is often put off; and in fact, fear of taking it may be

a reason for some of the biology attrition.

In other cases departments merely.made recommendations, e.g.,

two- courses from the social science. In this, case, the students

were divided between the various introductory social sciences in

a rather intuitive way, but one based.on extensive knowledge of

courses, patterns, and preferences of Hiram students.

f) The next column was extrapolated (as described in d,

above) from 04.columns lbout intended majors. That is, it is an

estimate of the number of students who would'take Art 106 with

the intention of majoring in Art. Notice that in departments with.,

two or more introductory courses it was assumed that not all

"intended freshman majors" would take both or all of the intro-
.+

1 F.
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I

ductory courses. This was based on two typds of previous experi-

ence on the part of 'the author'.

First, is the factor of attrition noted above Attrition

between courses may either be due to the difficult nature of

certain seguene/%1 courses (e.g., in mathematics) ,which causes

some students to change their intended malo'r and/or to the fact

that some students transfer or drop out of college before -taking

all the courses listed in the model under their i,ntended major.

Second, kr) certain fields (e.g., foreign languages) many

"freshman mgors" receive.adVanced placemen;.gnd thus skip over

the first tourse(s) in a sequence.

(J) The cotomn labeled "electors- is an estimate of the

number of students not planning to major in Art no required to

take Art for .4other major who would take Art 106 as an elective.

It is based on the data collected from enrolled Hiram students

about their preferences for electives. The students had been

instructed not to pick.courses in their major department or

courses required by their department (correlatives). The estimate

in this column took into account three factors. First, freshmen

and sophomores were often not sure about the requirements of

their major, so adjustments were made by eliminating any choices

which later proved to,violate the above instructions. Sedond,

only 183 students (about 1/6 of the student body) were questioned.

Third, they picked electives For all four years, whereas the model

applied to one year. Appropri te e trapolations were made to

take-these Factors into acco n4 arrive at reasonable estimates

''..of the number of lectors wh Might choose each course. .
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1)) The next column gives the surA or the.threLprevious
-

',

....)*.4144uMns ehd/
:
s the 'best current esAimate of the number of... - '\,

,,tudents who would register for each course. Ahe table. It.

should be note page'.9) that the ',1, a for all courses,is
ir''s i A

k072 mpared to t erage of 5973 student who had-itaken-"t4re.

..co.courses. in bhe last t rec y rs.
r

If one adds
\._

the anticipaC4d -'
r\

2550 studtnts expected to take the near c%.;).-riculum courses to 046

4072 total, it can be seen that 6622 student courses have be n ,

eir

accounted for in-lie model. Since the College -has grown some over.
-......_/---the last three years, sit would.be ex ected tha the number of

.
1

--..,courses in the model 1,,{o9,Id be slight y h than the 5973' average.

verafother methods were 0,1"SQ 0.ed to deck its accuracy. For

4xarrile, certain d
?partments, e.g., ma ematicsc for which there
c

d been no r t ge nea) college graduation requirement, would

d tia have about th,samenumbe of studentri,,the

model an the last thr years. Th was in fact c;se.
*2',Afpl

column labeled "needed" is the number of sections

be ex

that would' m to be needed to serve the total number of students

_P P cted to' enroll in the cour:,-dt. It has been assumed that

intro uctory.courses will rtma4n at approxima ly the same size

a.S in i recent past.

TheVvext column lists t e'number of sections that are

actually being tau0t this year'(1969-70).

kL Tie fin4(1column shows the glifference between the number

of
,

sect.io6 needed n. -t year under tie new-curriculum and the

numbe't o ffered this year. It cane seen that the sum of this

p

\-/

I



14'

cm

col,umn is 84,

used to iiirf

theSe faculty may Participate inithe new curriculum. In some

a
,-13-

means that 84 secttons or courses currently

graduation requirements can be dropped so that

cases it may be that department sizes or personnel shotild be

---fted around to provide the best faculty for the new programs.

(This has in fact been done, e.g., new people were added in art

and 4Certain languagerin(prucKs here for one

wer( of rep\la d.)
41

Actually, it.wats decided, in part independently of this

model, that each dep

r

rtmgnt should contribute one course pt r year

to the. new curriculOm fort each full-time faculty member.

the exception of Engri

dropping,flle reui

and the personnel

congruence between

by the model.

%

Now 'return i ng to the questions raised,dnLrthe first ?age,

which was considerably ,6 4?y
4

A"

o term English corpo?ition,requiremen

ges m4ntioned above, there is surprissill)

"rule of thumb" and the analysis produced.
tff-.

we are ready to provide at least sdme tentative answers.

I. The program will be staffed,primarily by deleting sections
I,

of curses now used to meetthe general Vaduation req&irementsq

About 10 additi nal sections will be needed. They will be obtained

1by raising fu ds for the equivalent of one and a half faculty

members or by furth41- deletions. (Both 1.9.ere in fa01P.achieved

partly becaUse, as noted in h, the model slightly overestimated
(

need.)

2. The new curriculum will have l'ittte efffect qn majors or
r

departmental offerings other tipiryhe deletion of the above excess

4



iniroductory sections .. Each department would 5011 be'-abl to

olf r at Ieasr one section.of each introductory cdurse eac 'year.
1

3. Teaching loads will not be changed.
/

The eAtra costs accrued will be sought from out ide

sources. (The College was successful in attaining a 39 ,00p

planning and development grant from ode National End ent for

the Humanities.)

In reviser this paper I would like op add a po t.script for

persons planning curric lar aillahges-. Making a currr ufar change

as'dramatic as droppin about 1/5 of all the sectib likted in

one year's schedule and replacing them with' new cou ses srould

not be taken lightly. Evert many less ambitiou cha ges have .

been wrecked because when it lame right down to it he staff

was not available, i.e., their first commitments were elsewhere.

Although iL has not been without some problems, Hiram ha3 in

fact been able tq staff the new programs in the mao er described

above (at least for the first year). qt('''Fie author fe ls hat this

1,.s in no small measure because planntrig and predicti.n preceded

the faculty vote to accept the new programs. That is, they knew

quit specifically what was to be expected of them as departments
7

and ever\ to some extent as individuals. This prior knowledge

served as a kind of tacit agreement to give up the necessary

courses. 71

Postjcript June 1971:

Although there has been difficulty in securing exactly the needed ndfter
an optimal distribution of faculty for each of the new programs, we have been
successful in adequately staffing the programs in each of the firAt three' years;
1969-70, 1970-71, and 1971-72.

14
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SUMMARY .DESCRIPTION AND EVhLUATION OF TIM HIRAM COLLEGE CURIIICUl
1

In the fall of 1969, Hiram College launched a new curriculum. All the traditional
discipline-oriented graddation requirements were eliminated in favor of several/
types of interdietiplinary programs and more student electives. The focus of the
Hiram curriculum ie on,the freshman year.

Since Hiram is on the 3-3 plan, students usually take three concentrated courses
each quarter. The' following chart shows a typical freshman program which includes
three types of new curricul4m courses and four electives.

MidSeptember Fall Quarter Winter'Quarter Spring Quarter
Institute . Colloquium I Colloquia II An Elective.

20th Century 20th Century 20th Century

ea

An Elective An Elective An Elective

Milting the ten days before the opening of the regular school year:the Freshman
Institute provides all 400 freshmen an extended academic orientation to college
and an intensive program of study and practice in written and oral communication
skills. About one-third of the Hiram faculty members, representing most academic
.departments, take part, each-working with a group of about thirteen students. One
unusual feature of the Institute is the use of the film as a means of expression.
Besides viewing and discussing sevieFel carefully chosen commercial films, each .

group of thirteen students plans and produces its own 8mm. movie. Both students
and faculty,agree that the Institte.has been very successful in meeting its goals.

When regular classes begin in the fall, each freghman continues his smell group
learning' experience, meeting in a Freshman Corioquiurii with eleven fellow freshmen
and a professor-adviser. Student preferences, based on one-page descriptions of
each proposed topic, are used to form the Colloquium groups. Among the sixty-
lright Colloquium topics offered'this year are "Evolution and Modern Min,' "History

C:And Fiction," "Science and Human Involvement," "Modern Music: NO/88 Pollution or
Art," and "Self and Society." Students select two such Colloquia, one in the first
quarter and another with a different professor and group in(either C56 second or
third quarter. A

There is general agreement'among students and faculty that Colloquia are interest-
ing, valuablei, and effective in meeting the four common goals of: 14 Improving
communication skills, 2) itkirovipg odvising, g4ealing seriously with substantial
academic topics, and 4) exposing students to Iunrt Moral, and aesthetic concerns.
Freshmen praise the informality of the ColloqUia /kid suggest that thepte better
student participation in them than inmost courses.

The Twentieth Century and Its Roots is a year -tong, fifteen bred-it-hour course for
400 freshmen. It is designed to help students critically examine the major issues

1Thie is the descriptive partof a paper presented at the March 1971 National
Conferhce on Higher Education sponsored by the American Aseciciation for Higher Edu-
cation. The complete report and/ 2r further information about any aspect of the pro-
gram can be obtained from Dr. Geofge A. Morgan, Director of Institutional Research,
Hiram College, Hiram, Ohio, 44234.



64 of our society, e.' , the search for meaning, the uses of technology, the indivi- 1

dual. and the state, planet survival.

Three ox..44w times a week the freshman oleos meets as a whole for lectures (often
'by outstanding visiting speakers), films, plays, debates, concerts, etc. Once or

twice a week they meet for discussion ismall groups, led by upperclassmen or
faculty. Students are encouraged to attend the aessions and,read widely, but, with
the exception of required position papers, they are free to get what they want out

'''of the course because there are no exams and no penalties for lack Of attendance.

Student evaluations of the Twentieth Century Conroe indicate that it ha4(164en mod-

eTely well received, being rated about the can S As the average freshman course
had been under the old curriculum. As such it was apparently thd least successful
and most problematic of the new freshman programa, Even the freshmen themselves
agree that they do not respond as Well to the freedom awl the demands of personal

responsibility as had been hoped.

our emphasis on the holistic, interdisciplinary approach to education,is not lithited
to the freshman programs. We further implement this philosophy by offering a°
variety of upperclass interdisciplinary courses, by giving some credit, for active
participation in a wide range of activities outside the usual course structure, and
by encouraging students to devillop individualized topical or multi-disciplinary
major areas,of concentration.

we are thoroughly evaluating the.0 Ourriculum and its effectiveness. As pJrt of thi

evaluation, we have studied the comparative impact ¢ the currkeulum on the general
satisfaction, achievement, and attitudes of studbnte. Of ooursi, we are still col-,
lecting the data, but the preliminary results are encouraging.

Feshman,satisfaction with various aspects of the CollegeOis sampled in September
and again in May. We have completed results for the last freshman class to enter
under the old curriculum (1968-69) and the first class to enter under the new cur-
riculum (1969-7p). In September both groups of freshmen gave high And very similar i

expected satisfaction ratings. During 1968-69 there was a large drop from September
expected satisfaction to actual aatisfaction in Mayon almost all the rated aspects

.of the College. Other evidence indicates that this drop was no greater than the
common failure.of most colleges to live up to the freshman expectations. Howevelii,

last year, with the new curriculum, there was significantly less such disillusion-
ment and more satisfaction with almost all aspects of the College.

This finding was *upported by results from the ETS College Student Questionnaire,
Part II. 'In May 1970, there was significantly higher freshman satisfaction, than
in May 1969, with the1Hiram faculty, administration, and other students.

The under the new curriculum scored significantly higher on the College
. Board Ehglish Achievement Test, relative to their-h*gh school scores, than did the
1908-69 group which under the previous curriculum had had the presumed advantage
of two terms of freshman English.

Finally, scores on the attitude scalaof the College' Student Questionnaire indi-
cate that last year's freshmen changed significantly more during their freshman
year than did studentunder the old curriculum. These changes were toward becom-
ing more liberal, 'socially concerned, and culturally sophisticated.

we feel that, on balance, we have a,workable and effective curriculum which'meets

the needs of contemporary students.
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