ED 138 188

TITLE

INSTITUTION

SPONS AGENCY '

'POB DATE

XOTE
AVAILABLE FROM

~JOURNAL CIT

i

I
EDRS PRICE

DESCRIPTORS

- ABSTRACT

. teacking, - and the 1upact of inst1tut10nal revard structures.

\

in the 1nteractlon of th

" Sep 76
7po

- of" College Teacher5° n3 Se

DOCUMENT RESUNE i .
HE 008 853

Instltutlonal Support -for Teachers. Cr1ter1a for the
Evaluation, Support, and Recognltion of College
Teachers.

Michigan Univ., Ann Arbor. Center for Research on
learning' and Teaching.

Fund for the Improvement of Postsecondary Educatlon
(DHEN) , Washlngton, D.C.. : —

-

National Project III, Center for Research on Learning

and Teachir:,, The Univevsity of Michigan, 109 E.

Madison, Akn I~hvou, M 38109

Criteria’ for the Evaluation, Support, and Recognltlon
1976 - .

MF-$0. 83 HC=$1.67 Plus F.stage. )
Adﬂinlstratlve Change; Change Strategles. College

o Teacher5° Counseling; Curriculu% Evaluation;
- *¥*Eduac

tional Change; Educational Improvement;
*Evalnation; *Higher. Education: Inprovement Programs; -
*qu‘rlatlou Disseminationg *Instructional

. Impr veuent- Instructional Innovation; *Instructional .
~ Technqlogy; Student Evaluation; Teacher Evaluation°~
'Teacher Inproverent

. . . @
N 3

.-

Institutions can give supjort to ‘the toacher's place_
¥ teacher, the student and a body -of

knowledge through the establlshlent of a separate unit. such as a
Center on Teaching.' This report identifies some taugible means by
vhich such a unit can help teachers sustain and improve instruction.
The basic services that are highlighted include the dissemination of
~information -regarding new technlgues in instructional development -
through faculty nevs :tters; the giving of money and/or advice

through- special funé«
vorkshops, seminar:

£or the improvement of instruction and
ué consultat1on° the use of instructional

technology through a. »zv ety of media .and special. instructional

arrangements;- evalua.. .-
‘and impact of. 1nstruc*lona1 and curricular change; and establishment
of credibility with
- location of- the unit.

. % student achievement, teacher competence,

ie faculty by careful choice of" ‘personnel -and-
ome problems and issues that are geuerally ret

by such a unit are dlséussed. They include teacher resistance- to.
change, a lack of general understanding of what constitutes good

(JHE),

o Documents acquired by ERIC include many lnformal unpublished materials not avallable from other sources. ERIC makes eve
“effort to obtain the best copy .available. Nevertheless, items of marginal reproducibility are often encountered.and this affects t!
..quality of the microfiche and.hardcopy reproductions ERIC makes available ¥ia'the ERIC Document Reproduction Servlce (EDRS
EDRS is not responsible for the quality of the orlgmal document Reproductions supplied bg EDRS are the best that can be made fro

f . . T




1T EDUCATION A WELFARE

.'MS» oocumsuv HAS BEEN REPRO-
5 DUCED EXACTLY ‘AS RECEIVED FRomE
7} THE PERSOI' OR ORGANIZATION ORIGIN.

Mnmc IT. POINTSOF VIEW OR OPINIONS [
4'STATED DO NOY NECESSARILY REPRE.
HESENT OFFICIAL NATIONAL INSTITUTE OF

MATIONAL INSTITUTE (F

IDUCD‘\I’ 10N

A eouclnou POSITION OR POLICY - . @
. &’

E0138188

'FOR THE EVALUATION, SUPPOR‘l’ AND
RECOGNITION OF COLLEGE TEACHERS

A SPECIAL PUBLICATION OF THE FUND ASSOC!ATES IN NATIONAL PROJECT ), PREPARED AT THE CENTER FOR RESEAR(‘H ON

‘LEARNING AND TEACHING, THE UNIVERSITY OF MICHIGAN

Number lli

for Teachers

Most colleges and universities learne.d a long time
ago how to support good teachrng that is, how to en-

courage intellectual inquiry in & climate of trust and’

mutual respect among teachers and students. These in-
tangibles are difficult to maintain, but by both precept

and example, teachers foster these indispensible con- )

ditions. How. might the institution give further support to
the teacher's place in the interaction ol the teacher the
student and a body of knowledge?

One way is to establich a separate unit, e.g., a Center
on Teaching, and this report will identify some tangible
means by which such a. unit can help teachers sustain
and improve instruction. But there are other means: a

facuity committee or the appointment of a single person -

o a special post. Toillustrate the variety ol these
arrangements; reference will be made to specific

programs at the participating schools in National Proj-.
. ect lil. At Earlham College, for example, a senior pro-

fessor in chemistry, Dr. Gerald R. Bakker, was asked to
serve half-ime as_consultant on Teaching and Learn-

.ing:'to counsel with colleagues recuesting help and to

work with. a-‘commiittee to coordinate the relevant
resources on campus. In contrast, Dr. Charles J. Mcin-
tyre, Director, Office of Instructional Resgurces, Uni:
versity of lllinois, (,hampargn-Urbana is responS|ble for
a statl of-about fifty persons in the four main divisions ot

. the'organization. Tese specialists work with the faculty,

students and the administration on specific problems of

Instrtubonal Support

teaching, media development, testing and evaluation of -

students,  course and instruclor evaluation, besides’
conducting an active program of instructional researcly.

One question persists: to what extent are technical
and professional specrallsts needed to \r;nplement a
service program? Each mstrtu%n must give its ‘own
answer. Presumably, these deciSions will reflect antic-
ipated demands and already available resources. The
programs underway at Earlham, Ohio 'Weésleyan and

Bucknell are particularly suited to work with individual-
members of the faculty while units in the larger institu~. *.

tions are more often committed to- designing and
evaluatrng instructional rearrangements: The number of

“FTE's" in these programs will vary, but the following

basic services are among those generally well received

' by the facuity.

Teaching is individualistic, but certain conditions for

- leaming ‘apply to. classrooms generally. Teachers ap-
preciate knowing about changes they might adapt for

/
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. their own course,, One obvrous service, therefore, is lo
inform the faculty about new, instructional develop-
ments, locaily and nauonally

A loca| newsletter is one means; the Earlham fasuity
can now report about their teaching in A Learned Jour-
nal, and siniilar newsletters are prepared by several of
the other participating schools—Bucknell,. Ohio
Wesleyan, Kansas State University, Burlington“County

" College, SUNY, etc. The Center for Research on Lear--

ning and Teaching at The Unrversnty of Mtchrgan pre-.

~ pares a Memo to the Faculty which is similar.in length.

| The Giving of 1

and style to these CRITERIA reports: As a-maans for
dissemination, the local newsletter has the advantage of
reporting here-and-now activities by . fellow. teachers,
conllrmrng that faculty- colleagues are concerned about
{(@aching and are doing somethingabout it. Dissemina-
tion of information about snecific accomplishments in
teaching is, as in research publication, an important
step toward reducing the provincialism ot good
teaching. As .an over-simplified rule, a teacher re-
sponds best to an analysis of the process of teachlng if
it is closely tied to lllS or her drscrplme orto the home in-
stitution.

A’ chronic problem in disseminatipn is the s'tyle of -
language. Most teachers haveitheir own universe of dis-
course about teachlnq and resent what.they may per-
ceive as’the jargon language of a different discipline, .

espec;ally education ("change agents”), psychology"

("seH-aclualization"), or engineering (“input/output”). A
reléted problem is the matter of how much,"cookbook"

. information to give .about instructional methods. A.
- teacher may want to know how-<o-do it but still reserve

the freedom to modify the recipe, fo add the personal’

touch. These adaptations will be more successful if the -
f the concepts, the -
logic, and the data supporting a specific charnge in the -

teacher has sorag’ understanding’

conduct of a course. A report about tesching, there:.
tore, should be more thana pedagogical show-and-tell. -

‘and/or Advice

Prowdrng “background” information is helpful butin-

sufficient for solving the problems cf the individual

- teacher. The impetus for a change of teaching style may

be exhortation from administration, examples set bym

peers, the arrival of new types of students, boredom:

with old tethods, plus all manner of other personal .

_ reasons. Sometimes these charges may involve spend-. «
.ing money and/or seeking advice and counsel O-re is- -

more popular than the other. :

_ Speclal Funds for the’ lmprove'nent ot lnstructlon

-jl'ol money to marntarn its mslructlonal program: faculty

2 3 "
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Every institution is already commrttlng vast amounts
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_ salaries, classrooms, libraries, labofztories, clinics, - Ideally, consultation should be available wher the pro_i-'.

media services, sabbatical leaves, and the like.. This ini”", *~eoetyoposal is in the planning stage. This is when the

vestment, the ""big money," almost totaily dominates the
budget resources of a school, but a supply of “little
rnoney” can contribute significar.tly to the quality of in-

strustion. Depariments and individual teachers some-.

times need a little financial elbow room to try. out new
ways of teaching and managing a course of study. For

this purpose, special "instructional development funds”..
should be available as, a resource to the faculty,

paralleling the familiar "facuity-research fund.”
The actual'amount of money from general funds so

designated is a direct function of the aims of the

program. If, for example, the fund covers the salary ofa
professor, a much larger amount of money will be

necessary than f the released-time itém is excluded. .

(Care should be takar, that this special fund not be per-
ceived as an extensicn of the normal operating budget

{or the department; i.e., grants should be made on a.
“seed money" basis rather than as a continuing sub-

sidy. i )
Five general guidelines are suggested for the evalua-
fion of project proposals: o ‘ : :
(1).Experimental or ‘new approach—preference is
given to proposals which incorporate instructional

~ anangenents not already well established by other

courses-in the department or ccilege. New curricular
offerings_sometimes irvolve start-up costs.

{2) The purchase of equipment—-funding should be
very guarded with respect to purchasing equipment.
(Renting, leasing, borrowing or drawing from an equip-
ment pool are preferabie.) : :

(3) Reieased time—for the most part, salary support

" should be limited to technical, research and teaching -

teacher should be aware of special conditions which
might interfere with or mask the otherwise significant
factors explored in the project. Left to their own
resources, faculty may give limited attentior to defininy
their instructional problem(s) ciearly. is the proposed
change addressed toward increasing student interest,

_reducing student attrition, fostering highc: levels of con-

ceptual understanding, efficient management of large
enrollments, or toward other goals that might be gauged

in other ways? The impetus m.ust come from the facuity-

member. The specialist -can provide advice and
materials, but uniess the faculty member has the dssire
and- motivation to see the ‘new. instructional design
through, not much will happen. Assistance from a

- gpecialist is not a guarantee for success, but will in-

assistants. Comprehensive projecis may require that -

the departmeént relieve a teacher from certain class-
room commitments—aspecially at schools with rather
heavy teaching ioads. - ‘

{4) Capability of evaluafion—the project must be

designed to be reviewable while in progress and finally
evaluated bv.some relevant means.

(5) Commitment to continuge—the parent
ment must confirm its intention to utilize the proposed
innovation if it is judged successful. '

Arty set of guidelines controlling access to money will
be thetarget of considerable debate. In any case, a par-

riding principle: providing institutional budgetary sup-

trated by the support program at SUNY where the cen-

County College, teachers.are paid at their regular salary
during the summer, or are provided with released time

,ment and Evaluation screens competitive- proposals

, Prepared by applicant faculty members and selects’
_ ‘projects for funding. ~ - -

It is often helpful if a"teacher. or department has
access to an individual knowledgeable about instruc-

ions for the benefit of other teachers and departments.

depart- ;'

ticular list of constraints is less impofta;:t than the over: -

port for developing new and better arrangernents. for’
teaching. The size of the school is not a factor, as illus-

tral adiministration awards grants to about forty teachers
annually. In the faculty fellowship program at Burlington *

.',d_uring the academic year to work on educational proj-
,ects\. The staff of the Office of Educational Develop--

tional :design and in-the-field data gathering pro- -
. ‘cedures. This person caq assist in deriving generaliza-— -

crease the. probabilities. . , -

Workshops, Seminars and Consultation-

The local institution, even rnore than the national dis-_

cipline organization, has. the .responsibility to- make

available the means by which the faculfy can sustain-
and improve teaching. Teachers: at many campuses’

seem to be receptive to advice and counsel about the
new resources for instruction: media technology,

. gaming/simulation, self-paced 'study arrangements, ..
~micro teaching, group processes, grading by contract, - -

" and the like. These are typical:topics for facuity work- ,
' shops; the advance distribution of "homework kits” to;

participants can help to provide a starting point for dis<

cussion. ‘ . o v
While teaching is the common denominator among

faculty members the agenda for the usuai department

meeting -does not focus on teaching as a specific.

process, on the problems you and |'may be having in

‘the classroom. While professors ‘like:to talk with their. -
- peers abnut teaching, they are not often encouraged to |
* share their own frustrations, conflicts, and feelings of in-
~adequacy—even less so, their successes. Itis apparent

tha* many tedchers car benefit from interdepartmental

group sessions where they can pur‘s‘_ue,i‘n.-debth varisus
problems pertaining to their careers and responsibilities
as membeérs of a faculty. e

~ The faculty is the major resource for action-on the

long-range educational problems of the institution’ the

“dirnensions of curricular reform; the reward structure for - o

" teaching; the relations between: research, service and

teaching: aftitude and value changes of students and e
teachers; the reassignment.of teachers to meet chang- -

ing patterns of enroliment; and others.’ In addition to

specific “innovations” in teaching style, consideration of

these larger purposes would seem to be a valid

justitication for a "faculty development” program; this
concept, under the preferred. name’ “professional de-- -
velopment,” ‘will be discussed more fully in the next

dssue of CRITERIA; | o o
Particular effort should he directed to the-beginning

teacher—in a greiduate university, the graduate student .-

teaching assistant.’In a two-year cellegg, she orhe may. .

community, offer-
County ‘College, . .

be a part-time teacher from the loc
ing’ a particular course. At Burlingt ‘
for.example, all new faculty are required to attend a two-

“week training ‘institute conducted "by the Office “of -
Educational Development and Evaluation. A similar, --

3
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workshop_series is conducted for all new adjunct faculty -

‘so that thjs large and important group of teachers can

function on the samg level as full-time faculty iembers.

Departments and universities give different amounts
of attention to the beginning teacher, but under-
graduate students deserve the best possible quality of

performance-from a person who is just now moving to -

the other side of the desk. At the minimum, support
should include a pre-service orientation prcgram and
in-service suwervision and counseling. These activities

" do not usuaily get started l:;y themselves, nor are they.
- maintained from one year /o the next without the active -

- involvement of some perézon or unit concentrating on
the career entr of the college teacher. Oswego has a
supervised program for its Master’s degree students in
psychology who will wprk as-teaching assistants in the
‘large introductory cougse. The larger-universities usual-
-ly offer courses on "cdllege teaching". but'the Center for
Research' on Learning and Teaching (Unlversity of

Michigan) has foun that an effective program of orien-.

" tation and traunlng fgr the apprentice teacher often re-
sides in the home department.

From time to tlmle each of us, young, mlddle-aged or
older, is weary ,ofpthe task of teaching. In any event,
" - senior members of,‘the faculty deserve special attention,

- not as an act, of:’klndness ‘but because they are an
. under-used, reso/trce for-improving the cirricular and
. instructional affg f's of the college. Their institutional
identification is § fong and, in many instances, they are
less def“nsrve a‘bout “turf” boundaries—departmental
or di *rplme lings of separation. A senior facuity forum,

) wuth access to a.special budget for implementing ex-
penmental programs might well bring about some
srgnlfucant changes '

lnstructlonal technology is important in its own rrght

as wellas 'belng a good means for illustrating the
specific contributions from a supporting unit. Electronic
equnpmen%

_special lure forr Americans and education is indeed a
mammoth user 'of technological aids. Our mass educa-
- tional (communlcatlon) system has access to the tech-

nology for delivering, information to far places and to

an infinite number of students. The simple delivery of in-

. -{ormation, however is not a prlorlty problem for most
~colleges and umversmes The real issue is how to use

|nstruct|onal technology for more important educa-

tional functlons i.e., to improve the conditions for learn-

ing for theI rnduvrdual stucent. Small is beautiful.

Media - . : : '

. The - prrnted,, word is the most valued slngle
~-technology in support of education and the library is the

. oldest and most widely. used "learnlng resource

cente:.” It-is an.excellent model, serving the individual

' needs of the teacher and the student, all without a fee-

- ~'_5'.for “service charge. By now, most of us are familiar witn

the use of slides, films and educatlonal television. The

:.recent development of the video cassette has given'the

~ teacher much more control in the selection and pro-

ductron of materials for teaching. ‘The auduovnsual medla

Vi

._l
S

and. mechanical devices seem to have a

' . ot ' B
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-now stand keside the prmted word as vltal resources in
the education of our students. Even a one- person
media cenier is a valued asset at a small collega,
The role of the media. specualrst is changing but |svnot
diminished. Most of our students have always lived ik
world of television and have come to expect “broad~
_cast quality,"
the larger principle: the visual image must be app’ro~

but this expectatlon should not overrrde,,.

e

priate to the learning-situation facnng the student. The ';

- expertise of the media specialist is needed to help. the

teacher focus the camera on the concept and edit the

: rough tape down to a concise unit for viewing- and

reviewing. Who haridles the chronlc problem of main-

taining the: equrpment?

Accessibility is important; if the téacher or  the depar-
ment must pay a sizable fee for these services, this
resource will simply be passed over. Thus, the institu-

“tion must establish the priorities for itssmedia services.

Often this necessitates a choice’ betweer - providing

requests of teache's and students. Media support must
include not only the costs of praducing worthwhile in-
structional materials oy teachers, but recogmtlon and
_.reward-for these efforts as well. SUNY built large.media

centers at all state-supported institutions. Many of these -

are physically impressive buildings but face the con-

tinuing -problem of ma|nta|n|ng up- to date equrpment
and an adequate staff. .

Distribution and utilization of rnstructlonal media is a

" further problem and is cértainly more complicated than

- services for the off-campus communlty ano“meetlng the

_ pulling. shades and turning on a prolector Teachers -

" should 'have access to a current listing: of ‘available

materials and classroom facilities allowing for con- - .

. venient use of films, videotapes, slides; audiotapes, etc.

+ Otherwise, the same items are overused and dupllcated
in ong course after another. ldeaIly. students should'be
the college library, and

able to go to a study site, e.g.,
. check. out relevant. materials for individual study.
The computer is an under-utilized instructional

resource at most institutions and few have developed it

‘as a comprehensive .learning medium. The PLATO

system-of the University of lllinois is certainly an excep- -

tion. For one thing, computer technology .is expensive,

not only financially, but in terms of the time and effort of K

sub]ect-matter specialists- who must be involved- to’

some degree However, until teachers are given incen-

tives of released time and support, high quality, export- -

able instructional computlng materlals will not
prol crate [’

,'}:
EsS

Speciai Jnstructional Arrangements S

' Personalized System of Instuction (P3I, The Keller
-audio-tutorial instruction, " contract teaching,.’.
simulation/gaming, - group . process .
Iearnlng. etc., generally call for technical assistance.

Plany,
mastery learning,

during ‘the - course of their development and for‘ o
evaluatlng their effectiveness as teaching modes. Anin- .-
structor.can seldom purchase for. |mmed|ate appllcatlon.

a prepackaged self-paced study course or a simulation

game from an off-campus source. Reference to:a:suit- L

able manual might be suffu ient for some teachers but’

“the procedural pitfalls in preparing a modular. program' S

for'a'large lntroductory class and evaluatlng its, lmpact i
generally require that further support be given the in-

struCtor The Learnlng Flesources Center at Burllngton :
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- commitment t.: instruction by providing well-equipped
iQQIvidu'aiized-Iearning laboratories. . . -

.. -One of the trainable skills of teaching is the manage-
ment of smail group discussion: Some teachers find it
- .rather difficult to shift from lecturing to group discussicn

and - Will therefore benefit from the. contribution of a

.~ teacher” must be responsive'tp the sensiltivities ' of
- .Sludents as individual persons both in the classroom
. and in.counseling relationships. ‘ ;o

Assisting ‘teachers with problems of evaluation is a

4

priority professional contribution which the faculty

should .expect from a unit for the improvement of in-
. struction.. Nevertheless, the evaluation specialist can-

not address these’ matters in.isolation; close coopera-

A  tion from the subjectfrpatter teacher is required
\Student Achievement R

\ ‘Campus-based testing bureaus are evidence that the
faculty ‘recognizes the need for technical and profes-

sional assistance. in- assessing the academj

.achievements of students. Alternate evalua‘tién%?
s cedures such as term papers;'special projects. reading
e logs, and case studies require that the teacher work out

-\ equitable methods for evaluating ‘the quality of each
" product and for combining these diverse mieasures into
.. asingle final grade. Via workshops and individual con-

: -sUltation, teachers ' frequently seek assistance from

. specialists on matters pertaining to testing and grading.
- Teacher Coméetence ’

~  The sarmie standards of technical quality-and validity

v 7 'that apply.inthe evaluation of students must be used in
17+ - evalUation of .teachers. As.reported in° CRITERIA" T
nil there continues'to be considerable controversy over the
- "evaluation of teachers by students. "Policy. positions

~-must be established by faculty and administration, but

. .should "be - confirmed by professional specialists.
..-Evaluative. judgments: by peers and by _supervisors
.-usually stand-by themselves. S :

. . : R N : . .
' lrnp‘a_clt“"of,‘lnstruct,ional/Currfcula: Change

that students will be better off. Evaluation of instructional
or-curricular impact:is complicated. and cannot be ac-
defines the ‘course abjectives. and -who confirms the
v

e objectives..The gathering of empirical data usual-

 competenice in designing:an evaluation program. Buck*
“nell'has been responsive to'this need -and Purdue pro-
‘videsisuch a service for the smaller colleges in Indiana

ising the’ CAFETERIA' ‘system for the evaluation of
At Kansas'State' University the Directors of the

vement!'and Innovation " help. faculty. design' and
aluate XOerimgntsﬁin"instructional-‘imp‘rovement or

County.iébllege." for_axample, has made & significant -

-.as their characteristic method of conducting a course -

- technical specialist in the small-group process. Good .
.. feaching involves the interaction of people and.ihe

"in a large university, they publish or, perish élong-\%ith'

- Close and effective interchange between the faculty and " -

.values, the feelings &nd expectations that are important

_ -courses are taught resides in the separate 'd_epartm"ents. o v
- the “technical "quaiity. ' of the _evaluation proGedures

. Educational- innovation is, o* course, no guarantee . ‘impact.on-students:—

‘ ~mustin some way.make it clear that he orshe does un- i -
complished without the cooperation of the teacherwho -

lidity ‘of :the criteria used o assess. achievement of -

volves. participation. by someone having-particulay = . reserve, that.can- serve to - clarify- a’ problem ‘and’to i

+- suggest what might be dore. If the prablem, for exam-’
. tant should know.more about the theory, concepts, and

: versity the Directors of the  (or Chemistry, philosophy, etc.) teacher who might-be’- .. -

Educational’ Research and” Educational im- r ( A , . isT

. applicable to many'othe'rfprobie.ms. facing:the teacher: . .’

- Cepts and methodology} exploring: thfw;atti.tu‘des; ‘and

wih the Faculty- .

‘ [ i L _...~ \ 4 ; .

* There is no sure formula for directing t{we day-by-day
t

operat'ion__of an instructional support unit to assure its. -
acceptance by a discriminating and demapdin‘g faculty, -

w

.The first prerequisite is the- appointment of individuals

who, through' their own __personai and\intellectual
strength, .lend credence to their judgments about“in-

* Struction..Some uriits have_found it heipful Yo arrange -

joint appointments st that those who are giving out-ad-

. Vice about'teaching aiso experience firsthand the prop-

lems of the Classroom. This ‘arrangément places the -
“consultants” in the same forum as other. members of -

the faculty; they. teach, serve on faculty committe s, at- ,
tend and participate in faculty meetings and, if thee\/.are__.‘

their colleagues. The best single guarantee that a cen- :
tral support facility will have credibility with the faculty ('s S
o staff this unit with people who justify such cenfidence
according to criteria important to the faculty. The\
National Project Ili schools meet this probiem in dif- .
ferent ways but always with the aim of establishing a_ \ .

oot

the supporting unit; R N
.. The location of a support unit within the institutional S
organizational chart is_ not, by itself, a life or death .. \

matter. .A-common practice, however; is to link these

- units to the office of the provost, .the vice-president for

dcademic affairs or the dean of istruction. In‘any case,

. an advisory board of respected members: of the

teaching faculty will serve as a testing ground for new
policies and'procedures.ﬂfhese, experienced. teachers
also remind instructional specialists of the attitudes and
to. the faculty as a whole. After all, the real-source of .. ..
power for act_ion*--regarding‘."tiie"‘-'Ct]fr'_Fi}culUm. and how -

+College. professors are sensitive to the: meaning ‘and RS
implications -of  the educati=nal. .process  and ‘guard SR
against oversimplified tinkering with teaching. They are, .

. suspicious of pr.ojects,that’emphasize.c’mly»th’_e_ techno-.

logical specifics of “instructional innovation and they + ' %
correctly sense that the teacher as'a person hz 5.3 vital— . -

Given this starting~point.'a'_consu!tanﬁoh%eac’h"mg BN

derstand and-appreciate the teacher's probiemand is
able to place the specific matter within a Jarger context ;'
that will be meaningful and. helpful to the teacher. Pre- /!
sumably, the “consultant, has : access -to a_resource !

ple, involves the motivation,of students, then the consul-- "+ _:
research relating to student dynamics than the-biology .-
asking the question. A similar reserve of information is

assessing student performande, teaching abstract con--

\
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'Eva!ue:s are formed '(énd. changed), and usihg techno- argued that the college got ;‘!ong véry‘ nicely for over-a-
: -logical teaching aids o best advantage. Otherwise; the hundrsd years withouta “learning rescurce center" and

.. halt are leading the blind an

i .credibility'of the consulting group to be thoroughly eras- . salaries. The Icgic of this position is weak but its power -

ed. ST \ s strang. Sooner or later the issue must be met: in terms
" Intellectual leadership is a highly respected concept of the priority values of th& institution, what criteria are .

_in academia-and this has implications for persons and appropriate for evaluating the contribution of an instruc-

" units serving the teaching functions- of an institution. tional service unii? L SR
How is leadership established? Insofar -as it has the . .. What is meant by “good teaching?”" Good teachers . -
cdpability, the suppost unit should go beyond the re- do certain things in common but there are also marked .
active role of responding to queries, questions and re- differences in what they do. In a small college suc-

quests from the faculty and should; in fact, advocate cessful teaching-is probably weighted by the .quality.. -

- gpecific changes. A new procedure may not “sell’’ at of the personal interchange between teacher and, stu- = =~

. first 2nd-the faculty may not enjoy keing on the receiv- dents. At a “non-traditional” schoo!, rewards for good ...
ing end of pressure to change, but if the argument is “teaching may depend on the ability of ‘the teacher to o
‘well founded. they will respect the source of e prepare and to. manage a competenc_y_-.based-- s 7w

challenge. Leadership by way of instructional research dividualized program of instruction. In a graduate uni<. o
and development is a valid contribution in-its own fight warsity, the talent-for teaching is rarely separated from -

and it strengthens the credibility of the service program . wamonstrated abiiity in “scientific and - scholarly -
of the unit. - ' - o . domains. Traditions being what they ‘are, the.

charismatic teacher is more likely to be recognized and

PIOb].eInS @d ISSL]BS - rewarded than the quiet and less. verbal teacher 'who,j e

may, nevertheless, make. extremely important contri-

Three problems illustrate general issues ‘that wil butions toward improving the conditions for:learning”
almost inevitaoly be met by an individual or group trying The téachers at all of-the diverse National Project:Il . -
to support-the teaching functions of*an institution. ™ . schools find a great measuré of intrinsic satisfaction T
College faculties are understandably suspicious of when they know they have done a good job, when they. .
the fads and fancies that pass through the campus. have accomplished their own aims as teachers. The im-.
Teaching is a‘highly ego-involved activity and teachers portance of these. intrinsic “rewards” varies from-one - .
resist change. 1f the new idea is right, then | am teacher to the next but, in'any caseythese sati*sfactj_ons: K
“wrong-—and most of us resist and defend what we are are-not enough; each teachérwants.’need‘s,i and should
and what we do. Further, the hidden agenda generated expect appropriate recognition from the institution itsetf. ..
" by personal and departmental conflicts and frustrations  Extrinsic recognition and reward are essential within a’
- ust nearly always be taken into account whentrying to community of-teachers. The impact of the institutional .. .
.. understand the pros and cons of a faculty debate about - reward structure for teaching is in evidence almost
educational change. . every day ata “center for teaching.” In the final analysis - -
" The “last in; firstto go" principie is likely to be applied,  itisthe controlling factor in the changes that are made. . -
- to recent additions'to the institutional budget. It will be or not made. " . -:. I e e
s ' ) ]

.. Activity which is the subject of this report was sup- ° e } o o
ported in whole or in patt by the.Fund for the Improve- 1~ "1 prepared the original dratt which was then reviewed

_ment of _Po,stseco‘ndary‘ Education; Department of T . byithe Fund Associates. This final statement could pot. 7
"Health, Education and Weitare. However, the opigions - © * however, reflect all ot the comments and criticisms and L B
- expressed herein do not necessarily reflect the ppsiﬁon' ) * must, personally, assume responsibllity" for the "} .

f,',’_”d_r poliqy/ot the, Fund and no official endorsement Dy omissionts and the views herein presented. SCE
" that agency should be inferred. IR ‘ . o N R

N

d it will not take long for the that this maney might better be used to augment faculty
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