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In 1973, thh the heip of* the- Camegxe Corporanon. SREB Iaunched an eftort to nnprove undcxgrad-
uite education in tife region. ‘At the time, the air was still alive with responses to “the educational ferment
of the 1960s. Many educatgrs, much concerned.with ‘relevance,” in effect hadsncmaged a new and
vocal “consumemt influence on curricylum development. SREB’s c.ffort was conceived ay an exercise -
for- promotion of “constructive change” in’postsec.ondaxy educatxonal practxces v

As the project proceeded its limits wef® shgrpened and- its consumer-onented ob;ectwes were meshed.
_-with tested lessons of past experience. From: the many dirtctions of. Poss:b}e constructive change which
" presented thc.mseives enhmccmem of faculty etfectivene& rec{x ed as a particularly promising
~ path to improveriient. The present collection of papers reﬂecgs that facus and provxdes a sampling of .
- ways I which the learning progess may be enm&ed thmugh progrm .umcd at unpmvemcnt uf coﬂege
teachers and c.uliege teaching methods. ;

College -and university faculty’ realize” today that what they offer to thexr st‘ddents must be desagned

L to sans.f student needs and inferests..They also know that among thyse pressing needs is the demand for

realistic academic gmdmce in a rapidly changing ermronmem Itis 'hoped that the expmenccs reported ,

in this yolume can contribute to a better underst:mdmg of how the academxc warld can Temain better.

attuned to its g,rowmg responubmnes N L
‘ o ) .. i ’_-- . . . o,
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. " Ameman higher - educauon beg.m the dec.ade of the Sevennes thh great expectatmns'for changes to . T
solve the probiems mgmgmd by the turmoil.6f the Sixties.” - \l ' v -
on

o . . - : e
acadexmc ptamces which

" The disruptions of the: Sjlies raised a self-consciousness about tmdm
had never before been questioned\ The- pmblems which raised .many quesnons inclyded acgess to hxg‘het ' o
educatjon for minorities, women, ¢ d older adults; the rigidity of arbitrary time frames for degrees; the . s
extent to which instruction could B¢ responsive to different Jeamers and differing styles of learning; the -~ ‘

- “relevanceé” of what was being taught; and ultimately, whio would make thé decisions to solve the many - R
probléms which had been identified, Higher education was bemg subjected to. tremendouspressmes to T LN
respond to many, frequenﬂy ;ontradmtoxy, sometal m@ constitaent needs and mtcrests : ( : Tt

Natitmal Recommendaﬁons o e
Nationally, a geat debate beg:m over the new directions” open to postseconda:y institutions. The"'_ . '
o - ninety-second Congress pussed the Educational Amendments of 1972 to the Higher Educagion Act of L
RN 1965, to provide assistance to improve postsecondary education. The Fund for the Imprlvement of Yoo e
o Postsecondary Education (HPWstabhshed to xmplement the gaa}s of those .m;endments and HY) be AV :

a major force for posxtxve change > K

, : t At ﬂmame time, several commissions were formed to study the pmb}ems of En er education, and' g o AL
. their féports greatly expanded the dialog about (the future of higher education-at the outlet of the S '
= Seventies. One of the most influehtial reports was from thé Task Foree on'Higher Education (chaired by .
" Frank Newman. then of Stanford University, now of the University of Rhodé Island), which received -

: - . its authority from and reported to the Se«.retary of HEW, although its work was emourag_edand fu,nded
"“"u , by the Ford Foundation. . - .

The Vewman Task Force ddﬁftss&d itself to probiems fa;mg hxgher eciumtxon in the Seventn_s and .
%cem[ated on how well the functioning of that system matched the ;Subhc. interest.” Since.this report S
. was one* of : the. Eifghesl and imd some oTﬁu.ﬂ status,. its reconum.ndmons influenced the educational ' '

am&,ndments Py ‘

‘The Newman report stated stﬁ.mmﬂy the major themes addressed in various ways by several reports of
the Camegie Commission on Highet Lduut:on, chaired by Clark Kerr, and the ‘Commission on Nen- . - «
* Traditional Study, chaired bysSam Gould. In the broadest sense; these groups were all dealing with the
‘problems raised by the new diversity of students entering colleges apd ‘the rigidity 4pd uniformity-among _ .
nstxtutmm which- seemed not to reflect the needs of socicty. All of the commissions implied or stated - .
the need for a more’ responsive and diverse system and suggested possibilities for alternative paths to'an -~
education. Thg, spirit of ‘this national debate -ovgr the future of higher -education is {llustrated by the
“following st.;tcsl{'xent from the Newman report: -

There has been reform, and its pace has been .xc&.eiemted b the advent of studem protest

. and the demands of minority groups. However, virtually ayll postwar reforms’ have been
based on the assumption that growth, inner dxversxﬁcatxon of curru.ulums arid changes in -
governance will prov:de tlie needed solutions. = . : -

We are convireéd that the probable success-of thc.se kmtis of reform is limited, for they
leave unaffected. the m:mutxomhad past dcuswns as to what- higher cduutzon is all




\ SOme of the arcas devempmg as new approaches were

" tive Committee. composed of governors, legislators, ingtitutional presxdents and heads of state higher’
- education agencies (chaired by then (_vovemur ,hmmy Carter) gdssed a ﬂ]Q{U.OH uﬁmg for d efforts .

B _v“\ » . * \ - . L \ ) . B ‘ ‘- ‘
' about. \The sys:em with its massive igertid, reszst:. fundamental g,h:mge rareiy elm\m.{tes
- outmoded pm&,mms signores the differing needs of students; seldom questions its educa-
tiopal goals,| and almost never ¢reates new and different types of institutions. . . . We ,
believe that dnly an intensive national effort can.bring about sufﬁcxent c,hmge befoxe the . . o

- present oppurtumues fm serious reform are lost. -~ »
R _ - (Repurt on Hx;,her Educaucn. DHI:W)'(' A

s

i

.x,
- 3 -

‘- -

'Innovaﬁve*ReSponses ST R

. . o
-~ -

Institutions across thi. country .already had begun to r;:spond to the intefests of these new studmts

 Innovation and chm;_,e were popllar tergs in higher educational circles throughout the nation doring the . o ‘
~ middle and later Sixties - and the intejest of the Southern’ Regmndl Education Board (SREB) was no o

exception. 'SREB pubkcmuns, such as Iruzaw:ton in Collegiate “Instruction- by Lewis Mayhew, and o ;
pm_;e@ts,“hkc “Curriculuin, Improvemfsit in mvdapmg Institutidns,” were concerned .not with mere L
variations on the familiar educational -themes, blt with recognition of the nc,pd for major breakthrought
affecting the structure and fumtxcn of education. Other SREB projécts, while not specifically defined in
terms of changé goals, were! equally wmemed with bringing about constructive change in the instruc- ‘s -
tional process. Specifically, the SRER student isitern project introdyced the idea of off-campus ieammg o T

. and fifluenced many mlleg,es to mmrpuran. out-of-class ieammg for credit toward degrees.

-

" By the early Sevennes the attention of hx;_,her educ.mon.u leaders ﬁufted from the somewhat ;_,enem}

© concern with mnovatmn in the abstract to a numbcr of specific areds in whiclr the need for eférm had:

been recogmzed : T - : : S . SRS
. R . . . o .
( PP S
. Off-campus education — mtem;hxp programs, gooperatwe edu&.atmn Lredn tor nor Eeamms T
Variations in" the durstion of education — advanced placement pmgrams Tee-year badlkar’s )
degree programs, external degrees and emumtmn programs. ‘

Changes in curriculum development and . coutent — increased student pdrtxcxpatxon in program ,
determination, the development of problem-oriented c.urm.ula eg the u.oiogxu.i u;mculum ¥
~ “Black Studies”, urban studies, women’ ’s studies. .. e e

Changes and variations in teachmg methods — tutomls, progmmxmd learmng mdepend&n?smdy, _
, lecture-discussion combnmxons and using medxa, b —

All of these possabx mes}und more were being seriously Lonm&ered in the carly Severmes, &REB had
mmnbuted to and even introduced some of those emerging’ dpproadxes. AR : : ' .

AN .
L

whd -

‘Intth()uth o ' '

Although the South had not faced dx:ruptmns mariy as drastic as those that had taken place in other
parts of the counitry in the Sixties, the need to consider new x\remons and ;,h.mge in the Seventies was
recognized in this reycm as elsewhére: ‘

State dnd institutional Ie.xders émoum;,ed SREB to serve asd central resource to facilitate desxmble and
orderly fevisions in the content and structuré of mﬂegﬁte education, In Décember, 1971, SREB's Execu-

- 3 ’

to assist in educational innovation.

As a-matter of fact, SREB both cnwuraged zmd re;pundbd to pressures for change from the regmn S,
politicgl and cducational leaders.’In legislative conferences. governors’ conferences, and,annual "Board '
meetings, SREB had called atteqtion to current reassessmients of higher education and to proposals for
structural and academic reforms. For exaimple, in 1971, Clark Kerr addrdssed both the SREB Legislative
Work -Conference and the Southetn-Govérnors’ Conference on the recommendations m.sde by the
Carnegic Commission in Less Time, " More .Options. In 1972, the SREB Boarg. mectmg symposium and -
Legislative: Work Conference heard speeches and discussions by such outstanding proponents of change as
Ernest Boyer on shortening undergraduate degrees, Walter Perry on the British Open University, Sam

-
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Gouid on general non- tradmcmal appmaches and Davxd Sweet on the new anesata Metmpohtan State

College.  °

The higher edu.cmon commumty iﬂ the South also showed growing interestdn new pambxhncs for the
structure and content of higher'sducation and in non-traditional approaches being’ suggestcd for the

undergraduate level, Small e).pemnents with ené or another approach were springing up here and there,

although offen in isolation and unaware.of similar revisions underway or planned elsewhere. Also, experi- -
mentation too often was endertaken without prior recognition of the extent to which. chianges may force . -
a rethinking of the content and purposes of the educational program. The result was failure to share

relevant ideas and experiences, and general lack of coordination of effort. o

SREB had long been activeiy concerned with the meravement of undergtaduatc education and saw an .

opportunity -to be of service to the region during that new period of ferment. The Board had Jpublished

‘monographs on faculty recruitment and retention, curnculum reform, and xmprovement of teaching.
Its Institute for Higher Educauonal ‘Opportunity gave major attention to encouragmg and suppdrting.
curriculum reform in black colleges, with substantial funding from several private foundations: The. SREB. .
public information program also’ directed attennon to new duecnons md reform of undergraduste edm,a- '

" tion m several msues of SREB m.wsletters \ :

oo N \_?\

SREBConsﬁmencyInterests o . o o
«  Additional encouragement for SREB to take,an active role in promotmg and xmpiementmg change

“came from parncxpants representing mstnu’txons in meetings comemed with. spécfﬁc new deveiopments
- For example: o o . .

» A group of students, iaculty members and administrators, meetmg to review expenence gained in off

campus learning programs, urged SREB to give leadership to additional, extensive, in-depth exploration

of all facets of off-campus learning and the deveIOpment of guidelines for progmm management.

» Representatives of fledgling external degree pmgmms and two boards of regents in the region, in a
- gmall invitational meeting, recommended thaf SREB conduct additiong] exploration of such programs,
offer workshadps for faculty and administ
tion, provide ‘@ regional consultative se
direction to regional activities relate

0 extem,il degrees

« In a conferef{ce on Approaches to ‘lhe Time-Shortened* Undergraduate. Degree sponsored by SREB "

. same 70 fa;ulty, dmmxstramrs and students made recommendation$ which included the tollowmg
- . That SREB acnveiy support -the philosophy -of time-variable or time-independent degree

. programs . . . encourage the exploration without prejudice of this whole area . . . facilitate
coordmanon énd communication between c.olleg,es and universities expenmennng with
time-varied degree programs. C .

That SREB provide medmmsms for gatheimg md dxssemmatmg detailed miormauon'
. abgputall knOWn time-varied degree programs. :

That SREB ueate a task force to consider and demgn models whn,h may be used in-various
types of educational institutions. . _ . :

-

Undergraduate Educatmn

¢

ReformPrQ]ect e

Given its history of interests in improving curriculum and msmmmon and the call from many of its .
constituent groups to proyide leadership for reforin in undergraduate education, SREB began its educa--
tional reform program in 1973, with sugport from a grant from the Carnegie Corporation of New York.
'Iht, regional program set out to: p

Increase the willingness of the hxgher educational community t_o,re-ex;{mine undergrgduate
. education and consider ways to better serve a moxgdiverse population at times, in places
and with methoeds that had not been traditional. ~

ca

L 4

18, establish a fegional clearmghousgfs_r programefiforma-
ce, and create a formal advisory committee to gwe contmumg '

—
w2

Y
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Encourage a gregtet number of sound optxons for formal study. ieadm,g to: haccahureate .

degrees or just meeting individual desires for continued Ieammg thmughout life. " - IR .

v Arrange for mter-msﬁtunomi sharing and the mvulvement of state systems in reform .
activities. - C . . , N

-~
-

Help develop pIans far new ways to strengthen undergradumc cdu;,atxon e -

Several mechanisins whxch have served in other SREB gfenerai program activities were sd.apted to the
xmpiemenmnon of the reform gm}ect These traditional appmaches as.adapted include: )

- S A ciemnghause of mfox‘mmon about mogrms of ch:mge and new duccnons.
~ Study of areas in whmh change is contemphted or is taking piace. ‘

_ Estabhshmer;t of authamanve bodxes ch.uged wn.h nukmg rccommendauons tor d’mngc m the
region; - ‘

A program of mfarmatxon dlrected mWard mﬂuennal segments af the cmnmumty who can be

+ interested in pmmotmg eduutmndl changes. . . - . S N

The hxstm’y of SREB and its past pmgmm xmp.u_t msted greaﬂy in ;ﬁanmng acuvmes in the cm.auuge- L
meiit of constructive change .o . :

The specxﬁc project approach to em,onragmg educmonal chamge inciuded (I) the assessment of du'ec

tions in which change seemed likely to occur, given the continuing ‘impetus of agents such as SREB;

i (2) selection of those types of changes which deserved the- most vigorous encouugment md {3) choice -
- of.the dpproaches most 4ppropmte for dgahng with the ob_;ecuves chos:n. : '

4 ) .
Coa -

Themes a:nd Pmcedures

To accamphkh these objectives, the Unde.mciuate Education Reform pmect set out to: identify new ’ !
‘and nontraditional approaches through sfaff contacts 'with institutions, state agencies, and national and "
" regional seaders; study revisions in undergraduate programs thmugh ad hoc work groups and staff activi-
* o gties; and disseminate information about new devélopments through newsletters, pubhcatmns, conferences -
. Y and worksﬁbps mutual mterest woik groups, and direct consuhatmn

" A key element in the ac.comphshments of the project has been the suthorfty and tespmmbxhtygranted
the staff to. detem‘me project sequence and-direction. In“carrying out this responsibility, decisiors were
based on an awareness and understanding of trends' and needs in higher education, information from
evaluations by participants, advice from ad ko advisary or work groups, and extensive- staff field work -
“throughout. the South. Staff spent a great dedb of time consulting on campuses, observimg outstanding

« appreaches in use, speaking on nontraditional deveiapmems at. mnfeunces and facuity institutes, and
~ serving m.casxonaily as program evajuators. . . N

)

For example dusing o’ne period, the assocz.zte director addfssed mectmgs of the facnlty at Texas Tec.h :
University dnd Mirray State Universify on forms of faculty development and participaigd on a panel en »
. innovation @ ghe national meeting of the Council on Inter-instifutional Leadership. Similarly, the.project
) duutor ggigiemd the 200 member Southern regional Council on Collegiate Education m Nursing on new
e dzrecnom i higher education, helped evaluate the freshmen seminar program at Lander College (South
Carolina), and was on a three-person review team to evaluate the Florida International University External
- Degree for the’State Uyiversity System of Florida: Such activities served the dual purpose of helping to
keep the staff informed™of: new developments and providing opporrumues to disseminate mfarmatmn
“about the developmems issues and concepts Lhe pl’Ojeci was established to promote.

".

.FomsonPrograms R o s
The project began.in 1973 with the idea of helping mstztutxons and state systems throughout the South

consider the development . af norn-traditional approaches within the Jcontext of theu’ purposes, goals and -
‘Tegources. ‘

~
S
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At the time, of the onnml Prppcsai there was partxcular nterest; natzomﬂy 3“‘1 in the region in SR

. external and time-shortened “degtee programs to serve new, non-tradxtmnal students. The project immedi-
“ately formed two work g,roups tq.mst t.ha staff in dcs:.ghmg actmues ta*md msutuuons in t.h:se two. o
. ueas . & \ . - .

‘The work- group on non-remdenual degrce programs and the pm;ect staff set aut to xdcnufy examples )

of programs of this typé and-disseminate infofmation to ihe region. An SREB Regzanai Spotlight news-.-

* letter describing ways of “Mesting the Needs of Non-Traditional Studeats” stimulated broad interest and
,requests from institutions for information and asmt:mce The staff and work gmup memhcrs provided
“direct assistance to institutions comsidering developing extemal-type degree prograins, although same werg R
only interested in exploring the general concept. However,.the pm}ect staff worked closely with the
‘Alabama Consortium for the Development. of  Higher Education (ACDHE) to develop .plans foi 8 * .
Consortium degrefe in the six member mstitutmm The ACDHE subsequently Teceived grants fram the - . .~

. Fund for the lmprovement of Pos;secondary Edtmatxcm (FIPSI:) ta develop an. A.labamx open Iearmns o e

progam. . - . T _
The project pm\nded staff assxstgnce and funding to New Callege of the Umversxty of Alabama to . .
develop an orientationi course and handbook for its new Exte: gree Program. As a means of high- o
lighting these newer.programs for adults, the project published a report on the successful Extcmai Degree
Program at Florida, Intemauonal Umversxty, ‘which was distributed to all institutions in thc 14 SREB o
smtes ‘ . - e
\‘ ,l ‘ | o S Lot g ) . : ‘\-, ,- . : . - . B .

! . . B
. (3 . ‘../ o _ .

e

; L T
Considerlng Educaﬁanal Outcomes ooy R
The work group on fime-free curricula began by mvestxganng various approaches to s.hortemng under-- : L .
«graduate dégrees and the staff reviewed : the- Admissions Partsfership Progfam at Appalachian- State o - . o
Umversxty in North Carolina which pmvxded -admission to college for selected high school juniors. It soon - B ‘
. became evident that the time: ‘base of an edm.atkonal ‘programi, whether three-year, four-year, or more, is L
- not' the central issue. The work group members concluded that the central focus of concern should be :
_on what learriers are to léarn, rather thai when or how they learn if - in short, ori the-outcomes of educa- -
tion rather than the process. Accordmg}y, ‘the 'work group shifted Mocus -of concentration to.:
“competency-bdsed curricula (CBC),” a coixcept which was being devloped in a fow canegcs and heavﬁy .

L

¥

‘pramoted between 1973%ad 1975 as 4 special iundmg catégory of FIPSE.

g The work of this group led ‘to a large regmx}.d confei®hce on competency-based cuiricula. That ¢ .. e B
" .conference, held. in June, 1974, was attended by 135 pessons from 45 colleges and universities, 11 state . -
_systems of Higher edneatmn ‘and:several consortia. Participants cdiue with @ commitment to examine the

underlying coricepts of CBC, identify and .maly:.e the issues and implications of CBC, and determine I 2
their own stage of develcpment and possxbie future interest in the concept. Following the copference, the o o
. staff prepared 4 CBC aner, pubhsheci in January, 1978, to report on the conference and serve a§ an I ‘i :

' intgoduction to that growing popular congept. The Prinier received wide regmnai and nzmam} attentmn as
. asource book for program planngrs.” .

, While the idea of competency gumculum was not wholly as.cepted by a great’ number of institutions, ‘ o .
the project continued to work with several institutions on the development of CBC programs. These insti- —
tutions included Mars Hill College, North Carolina; Our Lady of the Lake University, Texas; Miami-
Dade Community College, Florida; the School of the Arts at Virginia Commonwea}tfn University; and the \

\ ersity of Kentucky Community College System. The ideas triggered by the flurry of interestin CBC
veral years ago have had effects beyond the number of programs which actually have been developed an ~ « .
‘a competency base. Once. faculty begin to seriously discuss the “outcomes of education or even take a . . Ty
first step toward considering the cdncept, they begin to think about their work in different terms. While . - ,
-there are very few competency mst.xtutxons )or programs, there are many more programs today that reflect = - LY
the influence of “competency” than there wese before 1973. The area of c.ompetem.y curricula is ‘ S '

explored in more depth in an article in the next section of this book. : L
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FacusonFaculty " R L

. \‘ " During .the first several years of the prolect it became mcreasmgy dear tha: workmg toward retorm ’

; " was-essentially work toward affecting attitudes. Therefore, the"project devotéd ymore atténtion to activi- .- "

. ties aimed. at helping faculty and administrators develop more positive . attitudes toward the naed for X
v . change and then helping them.gain new skills and abilities needed in changed circumstances. . o

"The staff conclyded that. dsmajor pnomy had to be piaced on communicating ‘with institutional fa..,ulty'
~about new needs and changing goals for hxghcr education and alternative approaches Yo Le.zchmg .mci
~ learning. The: diversity of students in out institutibas as a result of opén dccess té'mgher education:ineans
- that traditional assumptions and modes of thought about go&ls and procedures n&lm&er hold. Conse- ,
. ' quenﬂy, ‘the project. planned anid conducted a number of activities designed 4o bring fdculty face to face -
o with the non-tradjtional needs and passibilities for undergraduaw education s(rthxs regiosl with the hope .

. ( . oi‘ changing :md improving exxstmg programs and approadxes ‘ .
po ) . . S

‘ | ‘ ) ¢ .) , : . -’- .. . | . ‘_ 3 -“ ..:...
o Wnrkshops and Confemncgs T Lt SR
‘ : To help faculty addréss some of these issues and enhame their effcctweness the pm;ect prowdedl
: opportunities to participate.in regional inter-institutional workshops and- conferences aimed at specitic
) ' ‘aspects of protess:on.ﬁ deveiopmcnt such 4s teaching methadolog,y Advmng, and test unprovemeuts

kashops composed of demonstration activities were held' to help - faculty. members learn about ;
-aspects of ‘contemporary teaching methodologies, such as ways of. individualizing instryction, specific.
techniques like the Kéller plan of Persenalized Systems of Instruction o1 the audio-t X method, use
_ .. of niedia in-the classroom, various programmed leaming approaches, . interdiscipling approacheg, and

e improvipg classroomy communication. Other shops were held on aglvising, ways-of evaluating student
T o “learning in different settings, crediting prior Yearning, and ‘improving testing and grading pro«.edutcs.
‘ Each workshop dealt 'with a specific, disgrete topic and offered theorétical dcongeptual, and, especiaily,
operational information on the subject. The wgikshops provnded demohstrations of actusl pregrams in
operation dnd encouraged active mvolvemem of pdl‘ilupdﬂls in these new—leammg methods '

e . : : : : -
<

Activiﬁes F ocused on Disciplines .

o To. encourage faculty to. consider innovative or new approaches in the:r own’ teachmg, the project
. .- planned activities 1o 'involve them in the consideration of successful innovations in the humanities and
social sciences for 155 selected faculty from the two- and four-year institutions in the state of Tennessee.
‘J?hree. different workshops were held for faculty from clusters of disciplines who teach in 14 colleges in.
Georgia. Workshop leaders were professors from the sume dxsuplmes who teac.h thexr c.mmes by ur;mg the

innovative or individualized irstruction process ‘demonstrated.” ¢ L

, L By having faculty participants work with sua.cesstui mnovatxons being used by thelr own dxscxphmryv
' T . colleagues, the workshops overcame the resistance which is ofteg brought on when f.multy feel they are
. ) being ie‘a{ured to by people who know nothing of their discipline aNd fiow to teach it. .

In addition the projeu worked wjth several regmm.l disciplinary assom.itmn groups. A w@shop was
sponsored on feaching for the Georgia Politicai Suem.e Association, assistance was given to_a regional
committee working on setting goals for. underé,ragiuate sauology as part of a nautional project, and a con-
ference was held on history-in the undcrgr&duatc ;urmuium and the role of tcdchmg assistafts.

The major effort, focused on a specific discipline, was a set of activities gunning over a four-year period
with the Southem Speech Cqmmumunon Association (SSCA). The %rst activity was a three-day
workshop on improving instruction in the basic course, attended by 75 facul ty and administrators. Work-
shop leaders were instructors of speech communication courses who used innovative approaches in their
own teaching, such as personalized system of instruction, coghitive. mmapping. and behavioral objectives. -
Numerous participants reported revising their courses as « resuif of the workshop and the As)puatxon

= appointed a special task for¢e on improving teadm)g which continued to work with one froject on speeial

" activities. By way of providing special assistance for curriculum and teachxng 1mprovcmenf ‘one project,
wurkmg thh the SSCA Comxmttee sclc;teﬂ three departmcms Stom applications, to Teceive gmstmw :

-

iz
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* implementédthe plans made at the workshop:

-

ships of the depamncnt.m othér parts of the mstxtunon. et S ‘
Thie first visit was expioratory, the second was t0 conduct 3 WQrkshep for the depnrunent on possible

- changes that ‘might be made in light of th? infermatipn caﬁected orl the first visit, and the third visit

- served to check on any impact the roject was having on the department. Each participating department
sorted. positive assistance from their participation .and wistble improvements. Subsequently, the projedt

brought together the visiting teams, sefected faculty from the pafticipating department representatives
'of the SSCA and the riaNona] Association of Communication Administrators (ACA), as a means of prepat-

ing. additional persons who can provide these services to more departments and to eneourage "the SSCA

- to adopt full sponsorshiip of this effort on’a ‘continying basis. Both the SSCA and the ACA have agreed

ng‘ romote thi§ effoxt among speech comununication ‘depar ents and the SSCA has established a
anent comumittee to continie this work and to propose a to make this service a xegulax part of
the A&ecxahon This model is one whz%h could serve ather dxscxp assne:aﬂons ‘

. . e &

» 3 -

The project worked with institutional pyograms for faculty mdmsﬁuc jonal deveiupment and t.he “staff

Progmms for Faculty Develcyzm'

- assxsted institutions not involved in syst€matic faculty’ develc:pment to andlyze their-Iocal needs andrto

plan appropriate activities to meet those needs. The project sponsored a workshop cn,;lesxgnmg and imple-
menting staff deveiopment pmgr.uns for teams frofn 12 community colleges in the Tegion. This workshop .
heiped the teams came to grips with the meaning ofgtaff development and ways to design and x(mplement
pmgrams suited- to their ,gwn institutipnal nteds. Fotjow-up visits were made to all the institutions in-
order to assist zmd«encourage the new programs. Con,
in Plapning, a report in the form of a man for desxgnmg‘progams was published by SREB following

~tha workshop. At least nine of the Izconege% subséquently appointed, a.staff deve}opment officer and
taff of severa.l of these coneges have Qentinued to serve

as sesource persons for others just begmmm, new programs L e

By s‘igmﬁeam deve&opment for serving faculty are campps faculty and mstmctmnal development
centers. These centers, staffed .by persons with expertise in faculty development, proyide assistance to

w faculty for redesigning courses, evalliating their- clgsssoom perform.mce -and changing teaching g:ethods.
s Mzmy tenters help faculty. deal’ with pex;gcmal aspects of their professxom} roles and a few

faeulty

. to make ‘career ‘changes. The pro;eet 1dentified those campus -centegs in the, region and sppmsored a

e .

" acto

meetmg ofrdirectors and other staff to stnntx}ate communication and coop-eratmn ex.amine ways it which
these gpters functxon and exchange ideas. - . : .

Subsequently, the pro;ect sponsored several actmtes related te these centers, and devclcped a bodklet
Faculty Development Centers in Southern Universities, which summarized this dspect of the faculty

deve}epmem ‘movement and deseribed procedures used in estabhs}ung and opéera (’g centers

“The dizectors and other staff of these centers contiwad to méet and work gether They developed
dcse relationships which led to ¢éxchanging information and serving‘as conisiiltants for one another. At

“the last pru]&c.tsponsared meeting, the group, represeénting 16 centers, deuded to fonn’an asscexanc,a
which will continue to éxdmnge information through an informal newsletter. .

PijELi staff assisted many other mstxtutmns with*faculty development through eonsultatxon visits,
speec.hes 1o facuines or their mmmxttees eorrespondeme and. telephone contact. - ‘

F aculty Evaluation

mstltuuoni)n the Southern rei,mn like those in the rest of the nation, must bal.mce thexr concern”

about the quality of education-in the face of diversity, with pressures for effectiveness in accomplishing

~ their ‘}'peuﬁed goals. Aeeounta‘bﬂﬁy is a major theme outside, .ngd reluctantly inside, the- institution -

tability. in fiscal matters, aeeountabmty in educati pm&mmnung, accounte.bxhty in sérving
society. ,

oy
o

- over a twd-year period. The.project sponsored. three visits to each campus by a team of speech communi-,
_ cations specialists who reviewed thé departmental program, faculgy'ceneems and needs and the relatmn- :

_,5

®
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nity College Staff Development: Basic Issues .
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With the traditional mobxhry of facu}ty no Ienger 4 dominant dxarac.tcnsnc of m‘gher edm:ahon much
the accountability pressure lies with fachity. On the othed side, institutions must prepare ' for long-term.

| commxtments to the mdmdu?l: who now staff them. Therefdre, it is fitting for institutions to encouragc

facxﬂty to constantly assess the quality of their work and conunually grow as prnfessanal,s.. S
‘Eviluating faculty performmce for purposes of promotion,tenute, and pay. is of smgular mrpa.rta.nce

* today. In addition, it is also vital that evaluation procedures md processes include pmvmians for helpmg
faculty impfigge their performance. . © Sl
I

To deal with this important matter SO mtegraliy rclated to the success of reform effom Y regmml :: o
- task force was:formed to carefuﬁy review current practices, identify outstanding and: successful
" - approaches to evaluatmg faculty, and develop recommendations for institutional or system. action that

would stimulate improved evaiuanorr‘pmcedures dnd proniotion and. reWard stmcture: that mc.orporan:

‘emerging new knowledge about ways to ingrease teachmg effectiveness. ° " : SN

This work group of. seven: members represented buth pubhc and private hxgher education and mcluéed

knowiedgeuable and thuughtful mﬁwrduais experrenced in attemptmg to rmprove the quahty of facuhy

- performarnce.

During the first year they wdrked tugether, the grou exanuned the résults of SREB researoh studres of .

with -the results“of the research studies and drssermnated wrdeiy t.h:ough two x:egicmal qonfere;pes oa
faculty evalu.rtmn : : '

-

"The two following years the t.rs.k forg.e served as ‘the advrscry »cemn:uttee for an expandec! pro;ect
activity supported by the Fund for the Improvement of Postsecondary Education. Through that effort,”
the projict assisted-30 colleges and universities to address concerns about their evaluation progress and to’

~ ¢valuation in order to arrive at conclusions about thé character of iar.ulty evaluation and the procedures’
. used. These.conclusions and a set of recommendgtmns for improving evaluation practices were pubhshed S

N E

plan and implément more comprehensive andsystematic approaches. Most of thege institutions also gave a

great: de.d of attention to w.iys of rehtmg the evaluauon process to procedu:es for faculty developmeat.

In keepm;, with the pro_)ec,t s major theme of provrdmg 1esouices. m&'informatmn foy continual use,
the sections which follaw will discuss in some degth aspects of the major therhes of the work in this

_project. Hopefully the ideas and information will be of contmumg use to the reader and be an additional
. contribution of the project to the. continbing reform: of undergaduate education in this regiosn. A full
. report of the f.u.uhy evaluation) pFOJECl h.rs been produced by SREB separately
" \

of

L
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The appeal of c.ompetemy -based educatmn has ebbed and ﬁowed over the p.;st tew ye..u's_ Even before

substantial curricular developments had occutréd: ynder the rubric ai‘ competency-based educatxon the

" enthusiasm with which the concept was endorsed evidenced xtself in characteristics. common 1o sacial

movements. The wide wariety of educational programs-which. claimed to be c.ompe{cncy-bascd have

"— enjoyed mixed success during their implementation. Still; the interest in and explusjmcn of competency-. -

based education remains almost uncxplmbly high despxte the. mmy dzfﬁctﬂné*s c:ngoumemd tzy the
prdmnunersmt}xe field. - L o v o

In an insightful article on the sources« of socxetal mtercst in Lompctency-based educatxon, Davxd ’
Rxemwx identificd an underlying American preoceupation. with competence as being'aé fundamental .
- souice of the populdmy of competency-based education. (5) Riesman also noted that, within the educa- ~=» - _
tional community, a group of educatdrs was beginning to take isite with the emstmg)preoccupatmn with . T
verbal and quantitative skills as the major méans by which the mmpe:em.e oi Students wag assessed. The S
" Interest: of these educators reenforced by broader societal concérs wigh ' wmpeteme gave Tse to the
| prenmcnmhon with e.umpetemy ‘based educanon (Cﬂ) which has &.hamctem\ed muc.h of the iQ?Qs

. ¢ o <
N A - 2 —‘ . b

In i974 suff of the Southem Reg,mmal Eduutmn Board sen§ed the xmportmca of the bmad mtc:mst ! N
'in competency-based education and,>under the auspices of the Undergraduaté Education Reform Projéct; = © -
a conference on competéncy-based education was held. The published repoit of the conferétice, 4 CBC =
. Primer, stated that the conference “was phmned and exccuted on the premise that there exist more :
- -questions-than answers about competency, that there are few experts. on the subject.... that €BC, is not

L

, Q .- ‘a-panagea for all of higher education © .". [but] some of the unphc.;:tmns can stimulate sxgniﬁc:mﬁ deveiop— L
T omemts in hi;.,hereduutmn as we know xt " (4) R . Coe— o e

' - ‘ : e : . 1‘ '

i A Com

. In the early 1970s, there were few mstzturzons in tim cauntry workuzg mward t}ze.q’epefopme;zt c)f a mml
S curriculum on a campezenc 'y base. One o “those mstzrzmwzs was Mars Hill College in North Carolina. The -

work at Mars Hill was directed by Robert Knott; who is one of, the most knowledgeable people in the

- country about the concept of competgncy. Dr. Anetf contributed to the eariy national diglogue abous the-

o values of this concept for institutions and has served as a consultant to many institutions planning con-.

- petency programs. Dr. Knott served das a member of the Undergraduate Education Reform Project -

. commitlee on competenc yt assisted .a number of institutions through this part of the project’s work and

hds written. ewtenswcly onthis topic. Since leaving Mars Hill Collége, Dr. Knott has been Vice President
and Dean_at Arkarisas College aitd s currently quutme Vice President and n of the College at
(xardrwr- Webb College. 2 Narth Camlma : : '

R}
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Severai years Iater, as the Undergraduate Educauon Reﬁorm ije@t now draws to a clcse itis appro« '

priate to briefly assess the contributions of competency-based education. Morg?amcuiuiy, the time has
"come to see.if further clarity has been gained in refining the questions abaut CBE explorcd in tha eariy .
SREB conference and in supplying some answers to those quc.sncms : ’. ‘

The SREB conference deﬁned competen;y -based educatxcm in broad terms. That deﬁnmon still seems '

appropnate today. . . %

Competency-based educatxon is educanon that focuses on ﬁhe uuteomes of the format
" educational process so that those outcomes are defined, agreed upon, and pubhcly stated
in terms of assessable student behaviors. Appropriate assessment instrunients and processes. .
- are developed and leaming experiences desxgned to assist- siude.nts in gaining the. requucd '
competencies are offered. ‘ .

‘This understanding of competency-based educmon does net mciude the specification of my partxcu&ar '

teaching mode-or strategy,. andfor special curriculum. It does require that a consensys be reached on the
: expectdtmns for students which are to result from educ.auanai expenemes and We expectanons be
stated in terms of assessable hehavxors. ' :

& This understandm;, of competem,y based education which pxevaﬂe& at the eariy SREB conterence , |
tful. Focusing 4n & broad manfieron educational -~

*" appears in"retrospect to have been gonuinely insi
outcomes precluded any tgpdency fo link a.ompeteguybased education to a reductionistic’ approach to the

* statement of outcomes from a strigtly. behaviorist perspective. Ralph Tyler cautioned at the outset that if
signiticant edygagiqnal rethinking and renewal is to.occur from competency-based edug.atxon. it would bg
_ mncally xmpormm to avoid such reductionism in approaa.hes to educatmnal programs (4) .

Several comments from one of Tyler’s earlier works add to this understandmg

" If you Jook carefully at {the: 1945 Harvard Report}, you will see that they, too, were
-trying to formulate general education in terms of major aspects of human behax;or '

I think m.my people who are trying to use behavioral objectives today perceive them ds’
very specific kinds of behavior. If they cohsider that’s what schools are all aboul, they are -
confusing knowing answers with being educated. o . N £ e

We should bq less ititerested in whethes students have .n.quu'ed a bunc’h of htﬂe ansvuers
to little guestions and more concerned with whether they conceive of humanleamning asa ~
means by -which they are.able to work out answers to their own problems because they -
have acquired intellectual. tools. Equally important is’ whether they have the attitude
toward life that enabies them to approa;h the tasks of living with initiative and creativity.

»t

! (6) vy . ¢ ', * .
%
Mmy of the major contributions af competency-based educmon have come educators who
suught to develop a kind of competency in their students which was rooted in a broad self-<confidence

deriving from the educational expetience. Many of the qualities of this c.ampetency were ‘not “strictly .

academic” but “‘were rather the qualities of caring, of cooperation, of inventiveness, and- - in the case of

professional programs — of being able to provide superior professional services that were more concerned -

with individual- chents than thh the mstxtut:ona} fmmeworks in-which the servxces were delivered.”
Loy . R S o

FacultyRenewal S

. " ¥

-An unwavermg commitment to the required consensus on the fundamental outcomes of an educ.atmnai‘ '

. process is one of the chief characteristics of succogsful mmpetcnc,y-based educational programs. Where
faculties have been committed enough' to competency-based education to see them through the very diffi-
cult stages of initial disagreement, consensus on the fundamental outcomes his been’reached. Many of
these facultics have gained a renewed sense of educational purpose and mission’ through engagement in the

difficyft process of stating educational putcomes in terms of assessable student behavior. This process 1&_/

often forced a deep ‘rethmkmg of the aims and purposes of educatjon and forced discussion of those aim?
beyond generahtxcs to the smtement of speoific expectatmm of studants : .

-
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As a result of t.h.xs rethinking, the most. exciting single deveiopment resultms the jprocess of - e
building a competency-based educational program appears to be the new life that many faculties have T
gained as they rethought the fundamentals of both their disciplines and their understandings of the educa- .. - ..
‘tional ‘process. The renewed mgor with which these faculties approachéd their educational tasks has given
- life mmﬁ; educational environments. Where this revitalization of the educational environment has
~ occurred, it alone is worth the éxpenditure of time and effort whxc.h was required by'a competency-hased - L
educational program: Ironically, while. competency-based educatxon focuses on outcomes stated in terms. . - 7 es
‘of the expectations of students, its major impact appears to be in the area of faculty renewal and develop- T
ment. Faculty concern with. the student learning outcomes. whick result from the instructional program
*  produces a self- momtorlhg effect for t.he facuny wluc.h focuses atttmtinn cm the success and faxlum of tﬁk
y faculty asinstructors. | .

Faculty members are supposed fo be professzonals suh;ect to s;elf*xmposed demands and , T
are supposed to establish their own competence. It is here that cempetency-based eduga- -~ ». -
tion s likely to have its greatest impact. It seems clear that the core competence finallyay =~ L
stake in the comnetency-based movement is that of faculty members themselves, and only R
- secoridarily that of students or othér professionals, whether nurses, social wagkess, or .. .
- -lawyers. Only a small minomy of faculty members is willing, let alone eager, to monitor.

" and to be monitored.. But an influential number of faculty members, including some who
have bgcome admuustratprs, have been responding less to legislative mandates and public .-
pressures for awhuntabﬂxty than to a concern intrinsic to education itself: the concem for L
what students can do rather than for what the faculty believe they have taught (5) e

. s

B TR .

Althéugh this deveiopmem was not fully .mtxcxpated by those who untmlly engaged in t‘he deveiop- : Lo
.ment of competency-based educatien, it does not come fully as a surprise since many of these faculty - B
- were vitally interested in increasing the impact of educational programs upon students. Indeed, what has »_
‘been called the “crxsxs of the diploma™ to be addressed by more rigorous standards under competency- ,
* based education, is.in reality a crisis of confidence in the professoriate. The diploma itself, under ~ : '~
competency-based education or.any other approaeh to education, w1u never bc s:mnger than the experme - '

and dedxcanon of the, faculty; O o : . T ' ~

RN » : . I |
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| Assessment of Students e e
S : . » v
_ The observation that competency -based educatmn ) major unpact wxll pmbabiy be. cn faculty seIf N
monitorigg md mxgrove;ment ‘as a-result of some intrinsic concerns with education” xtself must be : -
balanced with the realizatiqn that’ competency-based educatian places a major emphasis on b;oaciening '

and improving the approach to the agsessment of students. It is only fair to ask whether or not the early T z
dzums for contnbuuons towgrd makmg the assessment of students more: sophxstnated have been realized.

After reviewing the, evidence. gathered from many experiments with competeney-based educ.mon .
Donald Hoyt concluded that few of thé early claims about improved approaches to assessiment made by o
- those engaged in competency- -based education can now be substantiated. (3) Hoyt’ concluded that * . o R
competenicy-based assessment has not improwved sxgmﬁcamly .upon judgment by consensus. Although ‘
some regent projects in assessinent, undertaken by the Education Testing Service, do hold pronuse e . <.
presently *strong evidence is not avaﬂable to support a claim that wmpetency based assessment Is more, o
- reliable than other modes. : -

Hoyt further concludes that “there is reason to believe, ihst the content vaha’zty of the average com-
Jpetence measure will exceed the content- validity of most ‘traditional measures.”” (3) This conclusion is - ;
encouraging in light of thy/initial impetus which led many educators into compétency- based education. o o
Their desire muy relate broadened anderstandmgs of competence to the e&iucatmn of L

~students, incl roved assessment of those competencies in students, appears to be issuing in some '
- positive contributions, However, the conclusions on the ability of competency-based education -to

- genierate improved assessment are suﬂ very tentatwe Mudx -more evxdence’needs o) be gathered tn conﬁrm P
these early observatmns ' .

.
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: Aronically again,,
exclusion of other®ducational -concerns has developed as,one of the -more serious weaknesses of |
competency-based education. Whilé -approprate assessment may be one of the, weakest elements in con-

temporary education, the failure of many educators to realize thai informed professional judgmentisan -

‘acceptable approach to assessment has led as much discussion away from central educational concerns as
has the reductionistic approach to the statement of curricular’ outcomes. Competency-based cducatmn
will not makt. its strongest contribution by creating more ab}ectwe a&esunent of smﬁe.nts. -7.

“Hoyt dptly observes that as dxtferent faculties formulate dxiferent conceptions of competence and
implement educational programs designed under the influence of those conceptions of competencc. the
problent.of tr.mstembxhty of credit will be magmned rather than reduced.” ‘ ‘

Competency- “based appmaches to. ‘mes.sment a;)pc.u to be generdting mm’e creative and Better inte-

grated approaches than have traditional achievement examinations. This contribution is not surprising

" given the early orientation of many of the developers of competency- -based education. Better integrated -
approaches to, assessment wheii coupled with broader and more subtle définitions of competence'do offer -
 hope. However, “the competency-based education movements are not likely to provide the creditability
for which their critics ask until the time comes — and quite conceivably, it may not come — when this ,

work on assessment becomes sufficlently subtie and sophisticated to be able t({ measurgthh refsonably
convincing accuracy the often unpalpabie qualmes that some pxoponents c}enm they are algeady abie to
determine.” (5) Y :

»

Student énthusiism for wmpetem.y sed edumﬂon appears 0 be mixed. Mﬁmugh an umiust.mdmg

. of the rationale’ ofuthe turriculum which th y enter has increased, the growth of their enthusiasm for the

Stating Cumcular Outcomes SRR

new program has not always accompanied the growth of their understanding. Students are. particuldrly
concerfled when assessment is designed® to transcend course?experiences. Their” prevxous educational

experience..taught them how tossurvive in a c.oursebaaed cutriculum and assessment beyond courses is
- both unknown and threatening. - . R AR » —

The . major change in students working in a Lompe&cy based egiucatmn pmgrm is uften the rise in
the level of understanding of the goals which shiape their educational experxcncc A renewed faculty™

sense of rationale. and purpose for' the educational process appears to be direCtly communicated to

students. Students begin to ask questions about learning experiences and coutses which are relevant.to the'
program rationale to which they have: been’introduced. Hence, students tend to become more active in
the process. of shaping their-own educational Ekpenence once they have understood the ‘basic rauonale
around which a pu:m.ular pmgtam in which they are pnrtmxp&tmg has been desxgned : :

" However, uriless spevial care is faken. in preparing studéﬁts for successful entrange to 4 competency-
based educational program, the availability of many alternatives desxgned to respond-to student individual
needs appears-to' the student gs an impossible maze of requiremenits. Hence, again, we must conclude that
it is™hot student enthu.smmx nor improved assessment which has been- the major Leontribution of -
competency- -based education. thus far, It is the renewal of famlty through the serious gethinking of edm..a-
nongl purposes whn_h has bemme the movement’s major contribution.  ~

.

As faculty have been engaged in rethmkmg educatxonal programs in terms of c,ompetencxes the 1mphut
assumption in competency-based education - that tlie criteria for evaluatmn af studeny competence are to
be made explicit in public - has caused concern that this approac.h to educxtxon is unnecessarily narrow.,

. The prior specification of .assessment criteria generally has beer interpreted to mean that only certain

types of learning objemves are acceptuble in a ccmpetemy -based curriculim: cognirive objectives which |
state ingellgctual abilities or skills to be demonstrated by the learner; performance objectivés which state
+ réquited abilities needed in the performance of selected activities; conseguence, objectives which state

. -

: .- |
tendem.y to dwell on the techmques ;md ,methods of assessment almiost to. the

[ . . “aoo-
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‘ xeqmred results whxc.b. must follow a Iearner $ actxons Exploratory objecuves whmh List expe.nences that
~are thought to hold potennai for sxgmﬁcant Ieammg are not acc:eptahlc, &t least not acceptabin in thst ’
form. (2) ' '

.. However, the type of ieammg objecnve mest dlfﬁoult to state in terms of exphcxt assement cntena, .
yet also, most critical to-be a meaningful conception of- hbcml education is the affective objective. If
the affective leaming objective does not lend itself to. statement in:terms of specific criteria then it must .
be excluded from the competency-based curriculum. If it were excluded, certainly no canccption of
hbera} education would be consistent with a competency-based curriculum. ‘

At wag, camvenuonal for professors-to declare that their teaching was strictly neutral and to

ey \wax ‘md;gnant at colleagues who might be suspected of prapaganda. Apparently the sup-
- posedly neutral professors were unaware that the history of education — a supject which ,
"did not concern them, though it dealt with their own calling — shows that the philosophy -~
of education ~ a subject which they found too flimsy for serious.consideration — indicated
that education in its very nature is indoctrination, not merely beécause it dispenses selected -
knowledge but also because it inculcates, directly or indirectly, doctrings, opinions, and
_attitudes. Thus, in its entrance requirements the university indoctrinated. In its zeal for
"efficiency; for power and service, for the entire programme of the hun;amtamn movement,
 the university indoctrinsted. () - _ ‘

In general, competency-based edugation- pmgrams gwe evxdence that statmg cumcular outcomes in
terms of expectations of students has forced attention to the underlying value dimensions of eurriculum
development. A greater sophistication among faculty in explicitly -addressing value quéstions within the
“curriculum appeai§ to be.occurring as faculty wrestle with the concerns of competency-based education,

- As long as the dangers of molding students arbitrarily are openly discussed, the early concerns about .
unnecessary mampuiauan of students under a competcncy-bascd educstional pmgmm appea: ta be:
' unfounded ‘ A . . o

(‘
N N .

'-,Futureof o e
_Competency—Based Educaﬁon

" From these observations. about past- develapmems An- ccmpetemy-based educanon we can now look - -
briefly tp the future of competency-based education. Particularly in the public schools, three- diverse
forces in contemporary education — the call for increased accountability, the’ move “back te gasics,”

- and a desire for increased objectivity and evaluation — have conbined under the rubric of competency-
' based education to generate a testing moyemenit which is often unretited to any re-examination of desir-
able°educational outcomes. If, under the name of competency-based education, quick anq gasy answers
~ are sought to ‘the complex ptablems of cuntemporary seducation then, far from improving educational
-practices, competency-based education wﬂi have becowe 4 vehicle toward further detenoratmn of educa-

tional a.cc.omphslunents T : e s

- However, the desire to rethmk the ends of educatxon to design assessment pmcesses which are
consistent with the statement of reformuiatad nds, and the development of courses of instruction which -
are truly means to achieving those ends are weshwhile activities which can result from a proper applica-
' tion of the concept of competency-based education to contemporary educatidnal problems.-Should the
. 1ecert move toward competency-based testing be only an initial step in that direction, then the efforts
are to be applauded and we can 100k forward to their contributions as they mature.

For many of those "engaged in competency-based education, the intellectual chaﬂenge of rethinkmg'
educational ends and disciplinary contributions has been genuinely rewarding. The joining of enthusiasm, .
openness to intellectual-and personal challenge, and cautiousness in accepting easy answers are probably
the critical ingredjents necessary for productive work in competency-based education. When these are
present, competency-based education appears to be successfully making its contribution as one effective
strategy for educational renewal among: uther sirateg1es which have proved effectwc m the a:.ademic

' _commumty L

'r.’.
N RS

Y



. Norman Foesster, Ts‘ Amincan State -Um, GhSPCIHxH Uxiﬁerﬁbz of NE" Y

1937, p. 130.

3. Robert Houston and Robert Hawsam, Comperem}hﬂased Edummm Ch.u:ago chnce Rescarch.
‘ Assocmtes, 29?2 ’

.- Dénald Hoyt, “Campetence as & Basxs for Ctedxt and Cre&eniulmg in Credenmhng Educanmal .
Accom ents, edxte& by Ien'y Mm& and Oi.we Mﬂls Washmston Ammm Councxl o Educauon :
‘ 19?8 pp. 130-158. . s

N

4. Williar R, O'Connell, . andw Edmund M.Qomsw A CBCM&' Atlants: Southnm Regxoml quca- o
" Board, 1975, - S

.-‘Ba\nd Rxesmah, “Society's Rewards for. Cumpete
. Francisco. Jossey-Bass, 1979, pp. 18-65.

6. Ralph. Tyler, “Ralph Tyier Discusses Behavxoral Objectxve in Toda_)z& Educmaaz Sep\‘.embe:-()ctcbex -

1973 Pp- 43-44

' -
. ‘w . . B ! E . _‘ . ' - o
~. ' . < -
_— ) . ‘_:(
. ] .

1 . .

. «
L
[
~ 1.
-~
{ -
« ! - .

M \ X
4 A . ‘ .
' Y
‘ 1 20

in &: Compermcy, Ru:sman and othcts. San-



~

Expanding()pp

For Adult Learners

2

In the Southern Region: | , ‘

One Point of View
'Harriett W. Cabell

The Soumem regxon % fast becommg a land of educatmnai as weu as economic opportumty H;gher

~ education is moving toward a diverse system'of educational alternatives for students in both the-private.
- and public sectots, including such old established institutions as The Um\femty of Alabama (2831) and
* newer institutions, such as Florida Intematmnal Umvemty (1972). T o

Y

A vadety of educational opportunities for broad spectrums of the popu}atxon mclude evemng pro-’

grams, weekend colleges, external degrees, and community college systems. The spectacular rise of such .

diverse programs for adults in Southern college} and universities s:gnais the end of the notion, even in an

 area noted for its cqnservatisin, that college is 3ust fox the young.’ @
- Attitudes are changmg‘ and altheugh higher education has for years offered educatmnal opportumtxes ~

to adults through extension programs and part-time and evemng, studies, pmvxdmg learning- -options for

- adults has not been a central function. A’ mgjor university. reported that as Iate as 1974 its vice president
& questioned the wisdom of sliowmg 3 60 year-old ‘person to enter an external degree program and consume -
" Tesources pravxded by the mpayers “What can that student do for the university at that age?” he asked.

Responses from some: pmfesuonals in the field of higher education nothmst.mdmg, the adult learner
is increasingly demanding continuing education” or lifefong learning with different structures of teachmg
.and’ l¢dming as well as degree and non-degree programs. In 1976, the US. Census Bureau reported a
26.3 ‘percent incréase in part-time enrollment befween 1973 and 1975, with enrollments increasing

" 108 percent in’ the 30 to 34 age group alone. At this rate, the Bureau reported by 1980 aciults ccmld |

represmt 40 percent of the totul student population. '

ortunities ‘

New Coﬂegé, ﬂniversity af Alabama, :

N
S
Cndhe

The simultancous and often conflicting pressures. of diver
widefiing age spans, backgrounds, and education:
emerging in a regmn which a ‘httle over

As th;s article pomts out, retummg aduit students expect dszerenz things from an institution :ium traa’z-

' rwm# college-age students, One of those things is a staff that understands the needs, desires, and concems
adul;s have about the new vexture they are undertaking. Harriett Cabell directs a program for adults and

is highly eapab.’e of responding to those needs becuase of her own experiences as an adult learner. Dr. .
' Ca ell'’s background llustrates the in teresting career pattems of adults who have retumed to professional
:’zf cmd advanﬁed education. She has served as a director of & aajning for Headstart programs, taught in the -
. «College of Home Economics as well as in the New College at | e University of Alabama before beginning .
her job as Director of the External Degree Prograin. Dr. Cabell shares important. msxgixts mta t}ze needs af ‘

adult learners and tfze opportunities for serving tizem in the' Sauthem regfon

- 3
.

oF uIa tions representmg ever- -
d a-society with lifelong learning needs
red years ago pm}nbxted schoohng for a huge seggment of .
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these people havc resulted in a mdespread concern for servifibe x’wéd’s of a;dmht'leimexs. Asthc pcpulxﬂ

tion of adult, learners grows inanumber, and the’ individua
" lation become more varied, the’ task of fitting these po 0
prcgranﬁbe(.mnes ever more dxftxcult. - \“ _ . ‘;__ ‘

| The Adult Leamer | L “ ‘ ~;- - ;. BT

. : . . \

Pressures felt from hfestyles job changes, chﬂd.ren leavmg hamc xetxrement and asense of unﬁmshed o

 business are among the reasans that adulis enter learning activities.. In\cmtmt to the traditional college

student, the adult ledmer returns to school not just for'a degree or credential but to meet certain funda-

“mental huinan needs as well — ranging from skills in pefsonal development to -means for survival in the

changing job market. Education should be a process which serves a personal as well as mformauonai need. -
There is a danger, however, that some adult programs serve only as administrative organizations to rrange .

prescribed learning into a curriculum that leads to a degsee, or worse still, as a way for institutions to swell

decreasing enroliments A stuéem s stated goal of a credential might be met by the institution without ~ -
much thought or atféntion to that student’s personal devciopmem When personal needs are not met, the ;
‘adult ledarner often drops out or withdraws from the institution, or compietes the :equuemenis fer a
- degree with a feelmg of “Well, 1did it, hut is this all there is?”’ : .

"Too often in the past, institutions have responded to students thh an xmtude of “do what I say

because 1 say so,” fostering dependence ‘rather than independence. The feelig of hélplessness still peg-
sists and is often carried over by adult students who do not feel \very capable in terms of school success. -

A promment community, leader expréssgd this idea upon entermg an adult learning program “1 m ghd

. we're not taking a test but are takmg an i vcntory My wife won't know what faxlmg an- mveqtory is"”

‘ to be txeated like. chﬂdren and they may become angry or dis- -
onented if. everythmg is not systematically prescribed. 1 remarked to one student, “I know you're
enjoying your Sociology course. That'd a good professor, P've always heard.” The student rephed “Well,.

- Adults often enter programs expecti

I don’t know. I paid my money for Him to teach, and he wants. me to discuss!” On the other-hand, the

~same students, having been in the adult roles of mdependent breadwinner or homemaker, becone. angry -
and resistant When forced for too jong a time into a dependent role, though this very dependency was

originally, desired. In a Social Science seminar, a 40 year-old man worked as a team m ber with'two 18

year-olds and one 25 year-o}d on the problems of custodial care in mental Institutions. At ¥rst he reported

. feeling angry’ at the leader because of the lack of an:observable structure to the class #nd because the

- leader refused to tell him exactly what {o do, He also resented the younger students’ quesuoning his judg-

. ments and proposing “ridiculous solustions™ he knew “wouldn’t work.” Finally the gmup, ough a rg- .
learning process, began to listen to each other. Cooperative new ways of 1eammg were developedhand the
‘formerly dxsgmnt}ed 40 year-old student reparted great elation at his new leaming role, that of f.teatmg -

other students with dignity and partzcipatmg in’ chscussmns as teac.her and learner.

Adult learners bring into the Jearning sxtu.xtion a great reservoir of experience that becomes an increas-'
mgly large resource for learning. Often programs “fail to respect and build on these exReriences: A young

- businessman reported disgust with an adult pmgram when a young professor attempted to relate to the
adult students by way of his marketmg experjence.” " Later the professor grew defensive'when classimates

quesn{med his assumptions, and. his “‘experience” turned out 'tp be that of a part-time salesperson during -

Christmas holidays. By negating the adult’s contributions and equating in-depth career experiences with
such shallow, and-superficial events, the professor caused the class 'to io&e confidence in the matenai the

d‘rofessor himself, and eventually the institution.

- The adult’s perspective moves from that of the traditional student s pcstpcmed apphcanon of knowi-.
{edge to_orie which involves unmedxacy of application. However, there is evidence that adults too have

developed *‘teach /ab,le moments” or readiness based on deve}opmental ‘needs. Coursés concemed with

‘preparation for retirement, of how to invest one’s income, seem remote 16 students in their 20s, yet these

same courses are often oversubscnbed when offered to ‘those in their 40s or 50s. It is essential for institu-

. tions preparing sn educational envxronn’xent for lifelong learning to have some special knowledge .of adult o
. learning. Without this speual kncwledge the future for the néw clientele is perhaps no# as bright as one

might hOpe

a
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N Higher Education S Responses

In the early Seventies, aiemg with natmnal Qimsts toward individualized educatmn a number of
conourrent efforts to stimulate thinking on ai;tgmauve approaches to leaming and diverse delivery systems
~of education for mcxemn,gly hetc.mgeneoua student populatxons were developi.ng in the Sunbe a8

elsewhere.

For the past six years the Southern Regmnal Educatxcm Board (SREB) has focuscd on action programs

of various formats to assist faculiy and administrators in considering ways.te improve undergraduate

_study in the' region. On the national front, the Cooparative Assessment of Experiential Leaming (CAE.L)

began in 1974. This group involved the Educational Testing Service and a task force of nine institutions,

- including, the New College of the University of ‘Alabama: Since its inception,.CAEL (now referred to as”

the \Coungil for the Advanccment of Ex;;erxcntiai Learning) has grown to. include over "300. member

institutiops, with a number of representatives, in each state of the SREB region, and has continued to.

explore the nature of expenenuai learning ﬂn'éu_gh nanonal assembiy meetings sectumal meetmgs
projects, and pubhcatians. O .

In-the fall of 1974, at about the same time as CAEL’S begmnmgs, the Danforth Foundation founded,
as one of five centers, the Center for Individualized Education (CIE) at New York State’s Empire State

College, with the objective of imprévmg the processes of teaching and learning with a heavy emphasis on _

- understanding the needs.of adults. Empire State College, along with a network of seven other institutions,
" dncluding New College at the University of Alabama, focused on faculty- student relationships, individ-
ualized learning objectives, évaluation, faculty load, and faculty development. This network met periodi- -

. cally to develop and explore msntuuonal programs with teams of faculty members and administrators .

,,

from each of the institutions workmg on various develspmental projécts within the individual institutions. -

Competemyebased learning and external or iong-dxstance leamning ‘are names for stratches for increas:
ing the leaming-options for the number of increasingly diverse students in changing times, and each has'

“been studied from a number of pomts of view as a. result of the efforts by SREB to snmulzte and guide

" edcational change. .
P

As. part of the competency-based mavermmt sweepmg the ccumry in the eaxiy Seventxes, Mars Hlll

College in North Caroling, adopted a totally cox‘npetency-based curriculum. The work of Mars Hill College -

- led to SREB's hosting an Atlanta meqfing in 1974 involving 45 colleges and universities d 155 partici- .

pants, all concerned with waat “learners are to'learn.” As a result of that meeting, the CBCPrimer (1975),

the “MeGuffey’s Reader of compefency-based curriculum, " was published by SREB and the: pamcipants

began to assess what is knawn about leémmg theory and to re-evaluate old ideas concermng txaimng the
mind, : .

4

. The EmergingExtemalDegree e

g
y %

Around the same time, the idea of new kinds of degrees to serve adults became popular The: Wm'k o{

the Comimission oo Nontraditional Study, along with the spectacilaz development. of The. British Opex\,

University (1971), génerated. widespread ingerest in new delivery systems for adult learnérs with théir
increasingly varied needs. The concept of the external degree had a powerful 1mpact on the-academic

~ community with Cyril O. Houle's publication, The, Extemal Degree, in which the external degree, was

defined as one “which is awarded to an individual on the basis of some program’of preparation (devised

either by himself or by an educational institution) which is not gentered oh tradiuonal pattems of resxde,n- :

 tial collegiate or university study.” (2, pp. 14-15)

- To those seekmg to deveiop responsive pmgxams for adult learners, the extemal degree seemed to be
‘an ‘idea whose time had cOme. Different forms of external degree programs had emerged, ranging from

New York's- Regcnts Degree Program and Empire State to the University Without Walls (UWW) programs

: _,sponsored by the Union for Experimenting Colleges and Universities. The Southern region developed its
" own versions, including the University of -Alabama’s External Degree Program and the External Degree

++ Program of the State University System of Florida, administeréd by Florida Intemauon.ﬁ Unijversity -
= (FIU). These were essentially demonstration projects of the University-Without-Walls concept, utitizing
such ‘options as contract and prior learning, ‘Each program- attempted to_heed Houle’s admonition, “If -

L '
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: the idea is to be taken sencusly, exthar*the pnsmam: or sam:bpdy else must design a program Whldl fully
- considers policies. of admission, té¢aching, evaluation, snd certification.” (2, p. 15) Howcver, with these
7bask: consxdcranans as gmdclm:s, two very dxffcren! cducanonal dr.hmy systems dzveloped

» ..
: <

bR )

-

From its genesis in:1970, reportedly on the back of a napkin in a hotel bar in Phﬂaddphm Pcnnsyl

" vania,” the External Degree Program. at Florida Interrr;anoml University - grew, .eventually receiving

unanimous authorization from the Florida Board of Regents in 1972. In order to be admitted to this
program, the student must be a resideiit of Florida and “must have an Associate’s degree, 6Q semester or ™
90 quarter hours, or the equivalent.” (3, 7. 7) Afier the student is admitted, the student, 8 faculty

" member, and an Ex Degree Program counselor desigd an educational ccmtx:mi This contract may

include transfer creditf;"credit for prior exgenenuxl leaming, and the design of a study plan, mcnrpomung

* both courss work’ and independent study.When the student has completed the work as detailed uhl'b.e

contract, the student earns ¥ degree, As of June 1979, the program hgd graduated §75 students

SREB project prowded Florida International Umvers,xty with the opportiuity to preseat case hxsto.ry of :
the Florida program ina publicahon. Tﬂe Ertcmaf Degree ﬂogmn. L ‘ R

":,_
A

Y

AlabamaExtemalDegm .-

The University of Alabama’s Extemal Degree P,rogra.m has eiemcnts m common thh that of F}onda

| International University, but is, in fact, quité dxfferent‘ as it is not a statewide program. Rather, it isa part
. of 3 degree-granting unit, New Concge, thhn a very traditional university. In 1973 a faculty committee,

. convened by the President of the Umvemty, completed a ene-yi:)r planning study of something called the
~ “External Degree Program for Adult Learners.” Some referred

the project as the “University Program
Without Walls,” some, the “University Version of the British Opén, {Imv&rsity," and othets, the “Extemal

.Degree Program,” while a few intimated.in the begmmng that it was *‘a crazy ides of the administration.”

Dr. Neal”Berte, thg first Dean of {he New Ccliege and current President nf menngham-Souﬁmm
College, forged the vague plan of the committee into reality, with & pilot group of 20 students in 1974.

o foreign <ountries, are completmg thcir degrees in this highlyNpdividualized program. Each studcnt is .

At present, neasly 500 students, with a median age of 38 and\@{senung 10 Southeastern states and ﬁve g )
| required ' to attend an intensive onentaticm (the only time the stu¥ent must be physically present on the

campug). The orientation attempts to accomplish three things: (1) identify each student's transferred
credits and make general plans for the student’s campietmg the degree; (2) train the studentin contrsct

‘wiiting for ‘out-of-class learning; ahd (3) ‘train the student in how to attain credit for prior out-of-class

leaming, Each student’s curriculum requirements, which may be.met by a variety of delivery systems,
Anclude humanities, social sgiences, natural sciences, a depth study (or interdisciplinary ‘major), and
elective work, and culminate in a final 12 credit-hour project. This individualized external delivery system

leads toa traditional B.A. or B.S. degree from the University of Alabama. -

Clifton Fadiman's pronouncement, “Far most people, life is just a sca:c.h far the rxght mamla folder
in which to get filed away,” and the admonitory “take a look at your life .. .”” appear-an the cover of the
oriefMtation guidebook, developed and critiqued under the auspwes of the SREB pmject for the Aiabama

- _ External Degree Program,

* Each of these programs reprcsents a dxfferent method for meeting adult Ieamers needs under the

""umbrella of the label “external degree.” Each has been active in CAEL from its beginning and each has

received assistance, both directly and mdirectly, from the Southern chxonal Educatlon Baord project.

These projects have not been cited because they are the most effective of their types, but are maxely
+  being recognized as examples of institutjons working towand expanding their potential sfudent clientele.

Additional solutions, if deemed appmpnate may be developed in the same or other settings. ,
' These manifestations of extending” opportumnes to adult Ieamers are as variad as the forms of Amcn-

- dan education in gencral and the motivations for their exiStence are equally varied, as well as complex,

l

ranging from the iaudatory desire to broaden educational opportunities to the practlcai and less h1gh
minded wzsh to fill educanonal goffers by boostmg failing enrouments ‘ )

Q
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D jThe Development of New meessionals /

~ To éxamine the role of new Individualized options in external Iemung is to Jook at new pxofessmnals _
‘and new professional networks, Some would ‘argue that the new professional,.for one reason or another,
" is outside of the “publish or perish” mode of faculty development. From personal observation, I have
found that some ‘of the new professionals are. women who've entered the higher educational field at a-
~later time, bypassing the traditional linear track from graduate school to assistant professor, to associate
. professor, to professor, and are seeking positions of authority and importance. Othess are administrators
“and/or teachers who have been “shattered by the grand xllusmn and are seekmg new altemmves far them~ :
selves.” (1, pp. 26327y - - v e

Connie Clar}. assistant director of the External chree Program of Florida Intematxonai Umvemty,
~and I, as director p¥ the University of Alabama hxtemal Degree Program, are two cases in point, Neither

of us had heard the term “experiential learning”’ six years ago, although each of us was working in a pra-';
gram providing experiential learning. Ms. Clark was directing a self-help program in a prison and I was
- teaching courses at the University of Alasbama in human «development and directing educational training
- " for Headstart teachers. Each of -us is an example of experiencing lifelong. learning on a personal-level,
. as well as atternpting, to provide similar opportunities for others. Each has attended and conducted work- "

- shops, published in our area, directed programs, and complemd —or is en,gaged in-—a doctmal program

. -, emphasizing individualized learning. " - :

The decision to worke/m)ﬁ/ﬂemal delivery ‘progtams is not always viewed as wise. One parucxpant in an' -

SREB workshop réportéd a public outcry among colleagues over her decision to head such a program.

. One member of the philosophy. department at her institution warned, “You'll nun ycur care:r thh a
second-rate correspondence school.” . : :

Ideally, the new professional will not be viewed as second-rate ot out of the m.unsireaqx of the educa
tional community, New professionals will need the kind of institutional support that does not pen:
those facilitators of learging who are comumitted to. fmdxng«new opportunities for increasingly diverse
students in our complex society. A supposedly funny story describes the new Ph.D., Dr. Smith, who is

¥ . " the -Ph.D. as, “the ‘one who cdn’t do anyone any good.” If this attitude is pxevajem in todays socxcty,.
C not only»the new educator but the old educator is mdeed in trouble. - ,

Summary - |
’ ', ‘Thé increasing adult enroilme.n? along with the activity cf CAEL SREB, FiPSE and the extemal,
B - degree movement, have resulted in the development of special programs and a number of new profes-
. . sionals in every state in the Southem region. Recently, Eckerd College, a private institution in Florida,
has instituted a special degree program for experiential learners. Other institutions, such as Memphis State
University in Tennéssee, have developed nontraditional components within traditional frgmeworks; while -
others, such as Mary Baldwin College, Staunton, ergmxa fuve created programs deué,ncq specifically to
_ meet the needs of women. As programs spring up'in a variety ‘of forms all over the region, the question
- .- needs to be asked, “What is being done within- zhese programis to create an educatmnal environment for
' the students entering the program?” ~ ,

 Considerable progress toward stimulating constmctxve change in undergxaduate educatmn in the Sauth .
has been made through thé SREB project, although it.is obvious that institutions and their programs
vary. a great deal. However, if external degrees and individualized options aré to remain, suspicions and
resistance which exist in some circles should not be underestimated. Despite the increasing number of
adult leamers, the scarcity of allocation of resources,; and the failure to integrate practices, such as experi-

o - ehtidl learning and credit for prior fearning; into the fabric of the institution give one pause.
However, at least some of the newer practices of admission, instruction, evaluation, and certification
- are applicable to many forms of higher education in the region. The leaders™in the region must continue
» the'work begun by SREB and take full ‘leadership in strengthening this educational innovation. “When
men build on false grounds, the more they build, the greater is the ruine.” (Thomas Hobbs). -

"~
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.on shipboard with a new M.D., Dr. Smith. In trying to distinguish between the two, !he steward describes - s
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S Faculty )evelopment
L ‘Mary Lyns Crow
R 'IlleUniverSity'OfTematAl’Hngton '

1]

The belief that student Ieammg cap be fucilitated by improving the quahty c@ns Tuction has existed TR
. # - as long as have ourinstitutions of higher education. Certainly the belief existed prior m the establishment Lo
- " ¢ .of programs for faculty development, which have been primarily 4 phenomencon ¢ of the late 1960s and e e
. < « the 1970s; but the belief has r7Z§er befere been institutionMged tothis extent. Today, programs to. o coo
N\ improve mstrus.txcm at the Lalleig and university level are located on more than half the campuses across . L

' the countty, are funded both internally and externally, and many are staffed by full-time prufessmnals i

~ who have proqusienaﬁ joum;{s natxonal conferences, and even their own protes&anal a&smxalmn to

* support them. t . RN . :

_.© Before the advent of sHe faculty development movcment institutions :mde their own early attempts to - &
- improve the quaixg,of/gl‘exr instructional programs, The traditional- procedure waskd increase the library '

iii subject matter fields, to recruit for the faculty new Ph.Ds frons the best schools who

ring wi{h them new ideds, to reduce class size or lower the student: fa:ulty"ratm and to increase

€ university’s acquisitions in the area of instructional hardware and media. (, pp. 3-5) The belief was

that a successful learning experience*would occur to the extent that (a) fine quality minds &ith access to - S

{(b) fine quahty books, penodxcsls and medis could interact with.(c) groups of fine quality students. L

Today, umversmes are attempting to improve the quality of mstrugnon in college, classreoms in more . | o
sophisticated -ways, but at least one main objective is still to’ unp:ove student learning. As grogramsto -~ -~ R
reach these objectives continue to evolve, many institutions are expanding their definition of faculty ' :
development to a broader and more inclusive mission. Programs sometimes approach the instructional
function of the faculty members directly by presenting a wide array of preservice and mservk,e cducauon- '
‘programs to prepare faculty members-to teach more efficiently and effectively. Other programs concén-
trate their efforts upon the entire institution as the academic milieu within which the faculty memibers,
administration, and sMaff must function in all of their xespective roles. Some programs direct their efforts
to individual faculty members$#nd include assistance to-them in al of their professional roles and activities
in addition ta emphasis upon their personal careers. These three approaches are afxen called, respectively, N

* instructional, organizational? and faculty (or personal) developmpnt -And, of course, some professional = . e
~ development programs attempt to do all of these things or various parts of them to differing extents. '

holdings

2 T

-

Mary Lynn C‘row autizor’ of this chap:er, is tixe mzmedzate past executive director of the Na:zwml Profes-
. -~ sional and Otgamgatxan Development Network and has served as a-consultant to many programs, both old
ST ad new, for fuculty development across the -country. She i the direstor of the. Facufzy Development ' e
: Center at the University of Texas at Arlington and speaks from fi rithand experierice about the develop- = - .
A ment and operation of campus programs to assist faculty, Dr. Crow has worked with the Undergraduate
: . Education Reform Project as a member of several committees and she conmbu tedtoa majar publicatign
... which described :i;e centers in Wem region, . :
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| Deﬁning F aculty Development | o

‘Faculty development may best be defined as an attitude, 8 belief, & commitment — . nat a posmcm or -
a given set of activities; This commitment to assistance in the growth and development of institutions and
 their staffs canbﬁpxopagaudoxm;ﬂemmted byandth:mshavmety ofmmnﬂmcxtcmaluﬁcm
rales. (3, p 34) _

What this work is called is also in pmcess of change and evclutmn Wh.xle facm‘:y development suli

" appears. to be the most frequenﬂy used designatian, other terms, such as instructional developmeat,

organizational deveiopmcnt _professional development, tesching effectiveness; and faculty or staff re- " .
sources, are all commpnly used; The three most commonly Used titles (as of 1976) were Educaaonal (

"Deve?apmcnt Faculty Develapment and Instructional Melapment. (2 p. 5)

What is a program for faculty devehpment? In line with the definition of faculty develo;xmnt as any _ -

“actxvxty or rale based on a commitment to the systematic growth and development of institutions and the

faculty and staff within them, a program could be the work of any individuai, group of individuals, office, ~ :

.center or unit, consortium, or network, whose efforts include mstmcnomi orgamzanonal administrative,
staff, or faculty development by whatever term it may be known. Such programs sometimes operate
within a single academic department .or college, but often serve an entire campus. They may be budgeted
by institutional funds or by funds from one or more _grants. Networks and consortia (both formal and
informal) opeiate across institutional boundaries and, again, can be fundcd either by the participating

institutions or by grants. Individuals who “do” facuity, instructional, or professional development activi-
ties include administrators who do this as one part .of their regular academic duties as well as committees

who do it with or without addmonal compensation or released time. Clearly such programs vary greatly
in the size and nature of staff and in the kind and nature of activities. The only factor that xdenuﬁes them -

callas ‘progmms far fuculty development" is their common mission and goals. ‘
What such. programs speuﬁcally do in attemptin accomplish their xmss:on 50:1;. and cblcctivcs

also varies greatly. Campus-based programs almost aliWggfome involved to some extent in instructionalor .
curricular improvement efforts. Some alsg provide assistance in the development of the other foles

academics pidy, such as researohers authors, committee members, student advisors; etc. On some cam-
* puses, facuity dcvelopment means awarding g:ants to teachers. for msngatnm or unpiemenung some’
" innovative classroom procedure, or for doing research on teaching; on some, it is giving prizes or awards
for outstanding teaching; on some, it is granting sabbaticals or leaves of absence for 2 teacher to study,
write, travel, devélop new: instructional materials, or get an advanced degree; and on others, it is provzdin,g

assistance for dealing with mid-life clmn.ges, pexsanal cancems, career transmons, and planmng one 50

professional future. (4, pp. 6-7)

The activities that are planned, funded or unplememed by programs for faculty development aiso"

differ in the extent to which they accomplish the specific objectives to be met. Formats for pravxdmg
services include seminars, workshops, off-cainpus retreats, team-building activities, short courses, ‘open-

* forum discussions, credit-courses, eyaluation systems, projects, research, task forces, direct consultation, .

[instryctional diagnosis, personal counseling, instructional materials, faculty retraining and exchange
. programs, visitation by off-campus experts, resource areas and libraries, commumcatmn mechanisms such

~as publications and newsletters, dward programs, grants, media se.m%s, a.nd the pmvmon of direct funds

for tmve} .md turtmn for canmmed inservice growth

_'Staﬂ'forF"

Developm
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2 ietia

" Programs for facilty’ development are staffed by people from across all academic disciplines and by‘, -
persons who occupy all of the roles within the academic environment — undergraduate and graduate . .

students, teachers, administrators, staff members, independent consultants, and people who are working
within government and private agencies as well as within the professional associations. Campus-based
programs that have. an institutionalized center or office to coordinate faculty development efforts are

‘usually led by 4 center director. In Gaff’s overvxewf 142 pwf:ssmnal fa;uity development workers, the ,

+
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“average” staff niember was found to be traincd in education or e&ﬁca‘tionai psjféhoic')‘gy,‘have a doctoral
degree, and hold a faculty appointment. Directors whose centers work primarily taward instructional k

development have backgrounds in education,. instructional media and technology, leamning theory, and
-sytems’ theory.. Directors whose centers focus on organizational development have backgrounds inergani-
zational theory, organizational change, and group process. Directors whose programs stress personal or
individual faculfy development come from clinical, developmental, and social psychology: psychiatry;

or fields that emphasize socialization. (5, pp. 9 and 152) In Erickson's study of 26 centers around the
country it was found that most center directors and senior professional staff come primarily from educa-

~ tion and secondarily from psychology. (6, p. 69)

Developing Networks

o
B

-

" In the late 1960s and early 1970s, programs for faculty development were few, ge’égfa.piﬂéaily isolated; .

 and virtually without communication between them or about them. Without somg kind of catalytic group .-

or force, these early efforts probably would never have evolvéd to what is today a nationally-recognized '

movement in higher education. Perhaps the first real catalyst was provided by nationat associations (such -

as the American Association for Higher Education). which scheduled sessions at their national conventions

~to give the éarly faculty development pioneers a public forum for their ideas. People got together, ex-

changed: ideas and mailing addsesses, and informal networking bggan. - ‘

Begause of the goographical (and thus communication) barriers separating isolated programs, regional .

assaciations, consortia, and informal collaborative efforts served an essential function in assuring the
~ growtlr and perhaps even the survival of the programs. In the 14 Southemn states the Undergradua
». Education Reform Project of the Southern Regional Education Board (SREB) filled this need. '

Soon \aftér the pmject_‘bcgzm in .fuiy of 1973, SREB“staff memb_efs began to visit individual institutions

in the region in an attempt, to identify existing faculty development prn‘g;mns and centers. In the fall of

. 1974, a three-day meetifig was held in Lexington, Kentucky for directors of these centers. Representatives -
from 22 institutions interested in exploring {(he establishment of centets also. attended to hear'ditectors.
discuss their activities and their results. It was the first time the directors of such centers met together,

and their collaboration and ongoing projects continued through 1979 under tiie spansursili;i'énd funding
of the Project. ' . - S ‘ o . o

$

" One eatly result of this regional Southern collaboration occurred in tife spring of 1976 with the publi-
cation Faculty Development Centers in Southemn Universities (4), which was made available to'all of the .

Southern centers as well as to all institutions in the region. The book (4,000 copies of which were distri-

buted) included a chapter on how'faculty development centers could be started, plus separate’ chapters -
describing activities of each of the existing 11 centers in the 14 Southem States. A center was included -

“only if it was institutionally recognized, served the entire campus, was officially staffed, and was at a
senior college or university. The 11 university programs were at the University. of Alabama, the University

" of Alabama at Birmingham, University of Florida, Univorsity of Kentucky .Appalachian State University, . .

Memphis State University, University of Tennessee - Knoxville, University, of Texas Bt Aslington, Univer-
sity of Texas at Austin, Virginia Commonwealth University, and Virginia Polytechnic Institute and State
University. These tenters varied greatly in size of staff and budget. The largest center in the region had a
staff of six full-time professionals, séveral par{-time faculty, more than a dozen students, and an annual

budget including staff sgla‘ﬁes in excess of $900,000. The smallest center, on the other hand, had one

. part-time. professional and an annual budget under $10,000. People who read the bodk contacted the

center directors individually as well as the SR§B staff to seei assistange in setting up similar centerson

their own campuses. ‘ ; o y .
Southern center directors met in' the summer and again in the fall of 1976 1o plan a series of regional

activities, including the administration of a survey to determine the needs and interests of all the ceriters °
‘tegarding the establishment of staff training opportunities. In February of 1977, a three-day workshop -

_was held at the Univessity of Southern Mississippi at Gulfport, with all center directors attending. In the
fall of 1977, another planning group met and began a three-part project: to study -center evaluations, to

" fnvestigaté the present status of all the Southern centers, and to contemplate the future of all the centers. .

. During the winter of 1978, the center-directors met again in Atlanta, Georgia, to-continue their work on
.- the three-pronged project. o - o

Al



. at_Florida State University, Murray State Univexsity, Southern Univessity in New Orleans, University of

' tance. Judging by the number 8f books and periodicals, the number of national meetings and cpnferences,

~ orgamization devoted to faculty development ene would have to conclude that acadcmm are becammg 3

Development Programs R

- The last ce.nter ducctors meeting '(vas held in Fcbma:y 1979 at whmh time final tapoxts on all t.hxec a7 ‘.:.:;;
’ phases of the project were made. Smce this was the last meeting that was held under the sponsorshipof - -

the- Unde:graduate Education Rcform Project of SREB and the Carnegie grant, the Southern diréctors

»-agreed to continue their regional collabcvation by forming an informal orgamzatmn to be called the Con- . ‘
sortium of Southern Regional Faculty and Instructiongl Development Centess. The membership had

',"f .

reachied 17 centers in the 14 Southern states. Centers that had joined the ranks since 1976 included those . .

Mzssxssippx, University of Houston - Downtown Collége, and Old Dominion Univeysity. (Only one of the ..~ .7
original 11 centers closed — at- the University of Alabama at Birminghain.) A steering committee was ‘ -
appointed apd- plans wcxe made to hold annual mecmxgs snd to assist ncwly-foamng centcrsmSouthem ‘

msntutmns.

* At the national level too, thc facuity developmem mov:ment is expcnem:ms a gxaatc: level of accep- -
the number of funding agencies willing to support such work, and the existence of # national professional- |

aware of the fact that this new movement is a force tobe acknowledged. " v .
One sign of the establishment of 'a new component of‘fcadenuc life-is the axxstence of a pmfe&smnai T

o oxgamzatmn established ta propagate its beliefs and. commitments. Organized in 1976, the Professional
. .and Organizational Development Network in Higher Education, called the POD Netwoik, is “an associa-

tion of individuals committed to the advancement of higher education through professional development,
instructional improvement, and institutionalchange.”” The membership is composed of faculty develop- .

" mient workers, consultants, campus administrators, professors, graduate studemds, ‘and others who are '

involyed with or interested in the future of colleges and universities and thei faquty and staff, Members -

.are affordéd opportunities to grow both proféssionally and personally thrgugh 2 national refereed journal, -

national conferences, regjonal training workshops, and collaborative projects whereby they can s.hxxe .
mformatxon exchange Tesousges, and genemliy Ieam fmm and support one ,another v o

The Future forFaculty o \

Pl

1]

Future trends that -involve either faculty devciopment workers, their constxtuencics, or the milieu.

* within which they exist ire as complex as is the future of highet education, and certainly they art inter- |

related. Some -trends, hOWCVﬂ' that appear tcybe within the caxeer span "of curfent faculty devdc)pmcm
programs are: v

e A gmater tendency toward the use of g{owth contracts for fa;:ulty and admmxsmtors as'a logmal

_extension of the emphasis upon individualized leaniing and growth for students. -
_ Often, trends in public school education inipact upon college and university- olassrooms;. the trcnd

" toward individualizing instruction is an example. Based upon the current emphasis on individualizing .

instruction for students, there will _px‘obably be a movement toward emphasizing individualized growth -
patterns far faculty membess’ and adniinistrators. This emphasis may be expressed, for examiple, by a
greater utilization of some form of the growth contract which instifutions like Gordon Coliegeé, Massa
chusetts and Austin Coﬂegc Texas, aré‘using : : .

]

. Mure exuphasxs upon instructional developmcnt by mdxvidual pmfesswna.l dm;aimary assocmtmm _
Glenn Linden describes a multi-institutional, multi-level faculty development program endorsed and -~ =~
supported by the American Historical Association. The project is centered at State University of New L
York, Stony Brook, and has included one university, four community colleges, and several middle and , s
- high schools. According to Linden, “This h® made it possible for many teachers at the variousinstitu- =~ =~
tions to meet and discuss their common problems.and to be§in to find answers to these common T
problems. The result of these efforts is a model of cQoperation and Accomphs.hment that can be profit-
ably studied by those interested in faculty development.” (7, p. 64) Linden concludes, “It is clear that :
cno;:eraﬁon between teachers at two- and four-year ifstitutions, as well as elementary and secondary, . \
educators, ‘is an absolute necessity in the ye.u's to come.” (7 p. 69) Such sctivity on the part of the "~ -

T "
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‘ professxonal assecxauons whxch have .subject matter cred:bxhty may evcntuaﬂy be an answer to one

problem educators face — the belief that peoplg without training in a specific dmplme cannot, be as
helptui to teachers within tha.t discipline as pgople who do have training withio zt.. : .

« A doser ligison hetween faculty devdogment and coatinuing eduication. ‘
The two terms get at the same seed thought — that people need to continue their education thmughout

" their professionaf lives and that educauén does not stop at the pomt of g:admnon ar at the receipt of .

a terminal degree.

7

- Offices of continuing eduutmn were estabhshed to serve other popuiatxons Whﬁn institutions of iugher .

Ieammg avoided the fact'that their own needs for contmumg education were being xgnored Now, on

many campuses, there are two offices. to serve the continuing education needs of faculty and non-.

* faculty. At some Rot- toadxsta_nt point, both ofﬁcgs may benefit by sha:mg their. suengths s they o :

work towaxd a common goal.

. A doser liaison between mmtuuonai mc.h (lR) md phnm.ng and facnlty devdopment

Ultimately, faculty development will not be successtul unless there is cooperation and mnaboranan'
between the two.- Data about students: fawlty, and‘'the institution must be collected and analyzed.

scientifically. Offices of IR collect data; faculty development programs need this data- and should
identify needed data that IR does not normally collect. Colleges and universities

each would operate more meamngfuﬁy with the support and mvolvemmt of the-
. Addmonal consﬁtmncm. such as ‘administrators, students, and staff, will need to be included

hvcntually, all of these constituencies may be served by the ofﬁces now ‘.alieti faculty devdopfnent .

p.smuulaﬂy in smalk colleges of professzonal schools. -

A colleague in nursing educanon in Texas will soon become the duegb'r o,f a single tuut that wﬂi o
serve threg populations: faculty, administrafors, and "students. In an attempt to integrate the develop- ~

mental needs of everyone at th¥® small pmfessmnai college, the administration has decided that. the
needs are not that different. Some of the specific activities that serve students differ from the activities
that serve faculty, but their discipline and many of their needs are the same. By having ong. office

attemipt to mnlyze and fulﬁll the three &,mups neetis they feel that they wxli dt.hze\fe economy and

efﬂcxem.y
“There will be more emphnis on service to academiic admn.mstratom SR :
This move is both logical zmd overdue. Most admmxstratars wcre faculty members arxgmally, and nmany

- will retum to the facu]ty near theend of. t.hex.r careers
Q

. A meovement toward the orgamzatmn of regmna! cbasortia or mfcmnl networks of faculty devclop-‘ “,_

~ment programs to consolidate sparse monetary and human nesomees. L

' As budgets become fighter, faculty development workers will tend to cooperate and coﬁaborate to get.
the most out of their meager resources. Workshop' leaders and speakers can visit other campuses as'a -
trade-off, and institutions can make common purchases of films and videotapes. These survival liaisons

~ may be formal or informal and will, in the long run; resuit from anempts to prescrve a mqvement to
" which'its wo,rkers feei a deep sense of ccmmxtmem . :

A growmg mtemst in faculty exchsngq: programs for retmmng re-educanng or r;locatmg fam{ty to .

meet changing curricular pattems.
" As'changes oceur in cumculum}areas of academic emphasxs, and degree reqmrements , INOTE .md more
faculty members will find themselves tenured into an institution that no longer needs their particular

feaching field, while the institution across’ the street (or gcross the couiitry) may neéd them. Faculty -

-deveiopmem programs will face the challenge of helping colleges and universities instigate exchange

programs of mutual benefit. These programs may also.involve the provision of : additional education in.
another teaching area or specialty to aIIow a prof;:swx to Temain on hisfher own campus “but to be -

. utiliz¥d in.a more productxve capacity.

» More gnphasis on facmtymer guidance. P
~ The pI{vision of cafeer guidance for students.is considered essential. It should also be e

| pmvide such guidance and counseling to facuity members and adminjstrators. This mxg,ht take the form '

- . . . , .
e
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of gmdmce regarchng wo:k in th: academic mthnu or mmmoe in makms an ordaﬂy mnsman to a, T
- non-academic career. , . O

4,

H_* . Mm'e emphmupontheaystcmmcdﬂelopmmt of eompmhennve fommvemdmmmntmevﬂu&-
‘ . fordlmembmnftheandemicm mew mmmnd

There can be no long- range stability or Vision ﬁmpmbwwe conunu- ot .
 ation of exxemal fundmg for survival, . _ -

. Fmally msatuhonsw:llneed topaymmemadmmwmefqucvdopmtmm
¢' academics will temporarily do this type of committee or individual work on a valuntary basis, -

o o '. i eventually faculty development work must be recognized as gn essential institutional component by
‘ ~ providing direct and equitable compensation’ for it, just as campuses now provide for other directors in”

Lot . serviceareas, such as institfitional reseagch, continuing educatiun,thehhmy, studcntservices,xeseuch T e
: ofﬁces, devclapmcnt offices, ﬂmmu asiocsatmns, etc e DA T _
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o Professxmxai deveicpment actmnes have always been camed out by. commumty mlleges These acnvx- Ve
ties may have héx in- the form of sending faculty to conferences, bringing consultants to campus, faculty - - S
. orientation sessions) released time for program development, or warkshops on special topics or themes, = . P
* These have been-traditional approaches to staff development, but it was not until the 1970s that msmu-» L

“tions began to organize and coardinate -all of these activities to obtain maximum benefits. - T

.

. Ficmda has taken a Ieadershxp role in staff development. Impetus for the development mm'ement in
' t.he state of Florida was provided by the State Board of Education in 1968. A ruling provxded that three -
percént of the amount ‘paid in salanes fur the c.urren.t year had to be set asxde for deveiopment purposes
the following year.. .. ‘ ,

* This ruling was' amended in 1972 by a Stdte Beard of Eduumon regulanon whxch stdted that two ‘ T ‘
. percent of the current year’s revenue from the state had to be anocateﬁ in the next years budget as™- _ o
' ‘development funds. . X o it

. Both funding formulas have resulted in approximately ‘the same doilar amount stueuon in the apph- - PR
- cation of these funds is left to the individual colleges. Each college must submit yearly development plans. ~ -

‘and a year-end report documenting the implementation of those pians Initial piamnng may be modified

‘aslong asitis Accampamed by }usnﬁcmon for the changes : - .

Consortia of community coﬁeges began springing up during the late. 1960s ‘and most of them have v
included staff development among their functions. The League for Innovation and GT-70 were two major v
consortiums involving community colleges. Smaller regional consprtiums were’ ‘also formed to support
development programs and development staff as well. In 1973, the American Association of Community
* -and Junior College's (AACJC) sponsored a conference on the theme, “new staff for new students,” which
-+ focused on the staff development movement in the cummumty mlleges It was du:mg this penod that. -

\

o Staff a‘eve!apmezzr izas been a matter of concern in cammunizy colleges, :'onger periuzps than in the fauh
year-institutions. Some of the greatest contributions to the newer faculty development programs have - ,
- come from eatly workers in staff development programs in the community colleges. Caral Zion is one of - - oAy
the pioneers in this field. She has cbntributed 10 the current development of improved programs across ‘
. the country und was influential in establishing the Council for Staff, Program, and Organuationai -Develop- . o
e . ment of the Amierican Association of Community and Junior Colleges. She has worked with many ingti-
tutions in the Scuthern region through the Undergraduate Education Reform Project by serving.as a-con- . o
sultant for workshops and as a campus consultant on relating Jaculty evaluation and facu!{y ‘development.
She is Director of Management and Orgamzanan Development at. annu-lkde Community Callege in .
Mmmx.FZ’andﬂ. _ B o o R .




. state ‘associations. for faculty development were organized so that representatives from individual - oS
“‘campuses could exchange idfas and share information with ong ‘another. Special sessions were offered at - - AN
the AACIC National Conference mectings to consides the ppssibility of forjping“a national association. ' - M-
" The National Council for Staff, Progeam, apd Qrpafiizational Development in the Commuaity Colleges R
. (NCSPOD) was established in October 1977, following regional workshops as well as these special sessions. . ¢
-~ The majority of community colleges now produce newsletters that review the activities of staff develop- )
iment on their campuses and NCSPOD and state associations provide the means for an exchange of . N
~ information among .many colleges. Support for staff development activities in the community college has ' K
'+ had campus, state, régional, and aational bases. ‘ S L '

- v N ‘ N -
> - . : : o . 9
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' Philosophy of the Programs =~ . .
Philosophy of the Programs . .-
While staff ‘development functions have been formally organized and. coordinated in the miajority of " ..
R cominunity -colleges, foci vary from coliege to college. At some institutions the emphasis is on program o
"+ . . development; at others, it is on increasing instructional effectiveness. In the first instance, the sizess is s
" on curricular changes and instituting new programs of study. Interdivisional cooperation in designiig , :
" interdisciplinary courses, introducing additional department electives, or developing new special types of.. . -
programs are aspects of this approach. In the latter case, learning resources centers aie actively involved in '
helping faculty package their courses, develop resource materials, and employ s variety of instructional :
- strategies, Howard County Community Coliege in Maryland has been a leader in this approach. - . © 7 v
 Still another system, which has been used sparingly but is gaining momentum, is the organizational
. development approach to staff development. The rationale for organizational development is that'a
S - development effort cannot-be piecemeal. Curricular innovations cannot’ be separated from the staff’s -
’ o " development as human beings, nor can classroom innovation be separated from-the total organizational
‘ ~ - innovation. Meaningful innovation in teaching and management must reflect a well-thought-out philes- -

.

ophy, honestly- adhered to in the stated goals and objectives, organiza
practices and procedures, and teaching strategies and evaluative techniques."_ )

Further justification for a totally integratéd effort is the recognition that development of an individ-* -
~ ual, unit, or group will affect other individuals, units, or groups. Changes in faculty behavior, administra- -~ | >
' tive behavior, or program structuré tipple in a “domino” effect thioughout the organization. For example,
* the development office might support a faculty member in tuming his coufse into one of self-paced
learriing, but such a change involves the bookstore in the ordering of materials, the Registrar in record- .. * -
~ -Keeping, and even Veterans' Affairs in ‘grading procedures which are ticd to students’ receipt of govern- ... - - . . -
. ment benefits. An integrated system involves all those who would be affected by a change in the initial L. L
"« planning as well ag the later implemgntation. Miami-Dade Community College, North, is an example of | '
. - - a campus which has adopted an. integrated, organizationul development framework for all professional
developmient activities. : S L ‘ S .

format, management . .

5

A basic assumption in tommunity college staff development programs-is that such an effort must
capitalize on the unique talents and professionalism of the existing staff. The, thrust tends to be to identi-
fy these talents and to utilize them, not only within the areas in which the individuals %re located, but’
across the entire campus. Most development programs try to involve an exchange of skills in an interactive
process whereby individuals can explore their relationship. to the instructional program as well as to the -
total mission df the organization. . SR T - - B

Another important aspect of development programs, is that the program itself must be subject to ..,
change. I{ is as easy for staff development people to be seduced by 2 single strategy as it is for fagulty jo. =
adhiere to one instructional activity or for management personnel o cling to a single style. If workshops

| . are wcvceisful‘ one year, it does ot mean this should necessarily be the development plan for the second
... year One‘o:one consultation, tisk groups, human relations training, suppprt groups, etc. all have validity
' ' : - at different times. The program should be a model for the growth, chunge, and responsiveness that it is
asking others fo demonstrate by reassessing goals, strategies, and offerings every yedar. As community
‘college staff development programs mature, it has become increasingly obvious that program activities
need to be modified in reldtion to chunging pressures and envirc;nmemal conditions. ' ‘

: . ‘ ' T B . . 1
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o Seting. 0

The best staff development programs are based ‘on assessed needs of the institution, and ate closely -

related to institutional goals. Many community colleges find themselves in diffieulty as staff development

. programs are carded out in the absence of very clear campus goals-which can yield specific objectives for . -

the staff development program. Under the best circumstances, the priarities for the. staff development

S - program are selected from the campus objectives and buttressed by a needs survey of the staff. In other
' words, staff dévelopment activities emerge from the identification of needs ~ whether the needs have
been recognized through activities of the organiza‘tjon, a sét of objectives for the year, or an assessment of |

* the more specific needs identified by individual faculty membets and administrators. In this way, institu~

. tional goals and personal/professional goals ean merge and be serviced by the developmeat program.
1 It is-easier to assess institutional need than institutional readiness for staff development. Today,

' however, the external pressures of fluctuating departrental enrollments, financial constraints, and student . ©
consumerism are bringing about a readiness that was difficult to obtain when gnroliments were soaring . -

-t and money was easy to come by. .

" Another factor contributing to institutional readiness is the age of the commuaity college movement

 jtself. Most-of the ipstitutions have passed the stage of pioneering euphoriz ~ they.are old enough to see -~

‘the problems and still young enough to do something about tl . .«
< . : - . . _‘ - C e E v Co . , ‘:‘

by a staff. Sometimes the faculty development center or office also has an advisory committee to help
determine priorities and programs; the smaller institutions tend to operate with 2 committee structure.
Sometimes the chairperson of the committee is given some released. time for his/her work in staff develop-
ment. At the farger institutions, the person respensible for staff ‘development réports either to the

president or a dean. At tiie smaller institutions, an scademic- deau is often given the respansibility for

developing the program and the budget.. - | .

Funding and Program Support

- gram. Staff development requires time and it requises resources — both of which imply funding. We might

say, “He who controls the budget controls the initial take-off.” There has never been a.successful staff -

dévelopment program that did not havé the full backing of management personnel in commitmgnt of
time, resources, and money. Even in this period of tight budgets, there still is the possibility that this

_might be given funding priority. One can have cut-backs after a program has been successfully aperated, '
because at that point staif have been infuseti with the spirit of developmenit, but the initial program must .
receive full support. It is here that institutional grants and support by outside agencies have been so help--

-

ful. When an institution has limited funds for the sulgsartﬁaf staff development, special programs, such as
. those conducted by the Undergraduate Education.

a well-run staff development operation. When such an 4gency is used to train people on the campus and
to supply them with the necessary initial, consultant lielp, there are long-tesm benefits. A one-time work-
shop or consultation does not have lasting benefits. Individuals may become enthusiastic over neéw ideas,
but it is only through follow-up and additional training that ideas are transformed into operational proce-

dures. One of the best approaches to getting started with limited funds, which has been supported region- h
ally' in the South, is through the use -of college teams. This is an important approach because one indivi- -

dual gaining expértise without the corroboration of colleafues often has a difficult time explaining pro-

gramming to the rest of the college staff. The team approach means that more than ope person has

herg are many or'g'.mizat,ianai‘ patterns for staff developmient. programs in’-the community college:
' The larger institutions tend to giVe responsibility for staff development to a single individual, often aided .

There isn’t much mystery connected with starting and maintaining a successful saff developmeit pro- )

form Project of the Southern Regional Education
_Board (SREB), have afforded institutions the opportunity for planning and gaining the skills necessary for

L
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" In recent years, outside agencies have moved fromt tire fsupport of “general” staff development activi-

',eceived.inforfnaﬁan and some training in how to establish a pmgfém‘gs well as having & campus supédrt RN
group for spreading ideas and implementing the program.. SN R

ties to a concentiation ou specific skills, topics, or target groups. The Office of Continuing Education and
Public Service at the University of Dlinois, headed by Dr. Charles Kozoll, sponsored a two-and-a-half-

" year project,on the professional development and supervision of part-time faculty. Fifteen community I
- “colleges participated in the project, which was funded by the Illinois Office of Education, Department of * .

Adult, Vocational and Technical Education: In addition to arranging seminars for training and inféma- .,

tion ‘exchange, the project produced an.excellent handbook on the supervision of part-time faculty for =~ «

the participatig colleges. . e . R T o
" - Projecs_for Educational Development, funded by the Cleveland Foundation, the Fund-for the . = . e

~ Pmprovement of Postsecondary Education, aad the Ohio Board of Regeats, sponsored an. Administra- 0 © . T
.~ tive Development Fellowship Program. far 40 chaixpersons (17 of .whom came fram cosnmunity or - c

technical colleges). This project, co-directed by Dr. lance Buhl and Dr. Sam Lage, gave recognition to the .

importarice of the chairperson’s role in planaing, training, and evaluating, and to the need for effective.
deagrtmmt management. This project has also produced a handbook of mateyials to serve 25 2 TESOUICE
for ' S

epartment heads and is a helpful guide to athers planning'such a program. ~— | R
Funding for -staff development programs, while essential, need not tax the organization’s budget. ~

. Often, the least.expensive, interventions have the most decisive impact. When people learn 1o use the

resources that are already ayailable an the campus; the budget support for staff development can be - — -

greatly reduced. Staff development, while aided by hardware, computer systems, etc., is basically a-

“people” operation and ‘sometintes the dollars for released time and training are not as great ag adminitra-

tors might anticipate. An evaluation of priorities can help to shift budget funds fram questionable areas

to activities that will yield management and instructional benefits. : S D
- o . ot

Fvaluation .. . = -
\ Until recently, Tew development(programs have been subjected to rigorous evaluition. This situation”

sts as miuch with the narrowness of most-evaluation approaches as with the fuzziness of institutional
goals. We are on firmer ground when we deal with the numerical aspects — percent of faculty utilizing
performance objectives, or attrition rate of students. If we jgnore such aspects as igiproved committee
work, increased colleague interaction, and sttitudinal changes; we are overlooking some of the major sée
contributions of a good staff development program, This will remain an'uncharted area until the practi-
tioners in the.development field begin to document many. of the side effects which ofien go unnoticed
in a typical program review. R ‘ . o L

‘The majority of development programs are' évaluated by the participants in the various activities. .

~ Visits by consultants, campus and. off-campus workshops, and seminars are rated by participants jn terms

of ‘benefits received. Such evaluations are necessary to ensure the responsiveness of the steff development . - - T s
effoft and fo maintdin a feeling of ownership on*the part of the campus community. But not until the " . -

staff development activities directly relaté ta'campus priorities and the results of these activities are part "

of the reward system; performance appraisal, and role expectation, can evaluation of impact take place. -

Several community colleges in the SREB Faculty Evaluation Project are attempting to clarify ways of
relating faculty development to the evaluatioa process. When these plans are implemented and the resuits
are reported, they may shed same light on the Wact of developmental activities. . .

TIssues'and Problems

, '.disc‘omfor;'with change itself.

Most developmental programs during some periods face the hostility of their campus -community,
since development really means organizational change, and change is viewed with suspicion by segments of
most.institutions, There. are some elements of suspicion that time will break down. Suspicions that can be , .
lived with in' Septermber may be viewed as signs, of an unhealthy condition if they still exist by Jupe. - - !
Many times the confusion is that what is seen as suspicion toward the development program is really 2
‘ 4

. ‘.

=
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" A factor in alleviating suspicion is the coxin;‘nie'teh\ separation of 'devdop&ncint and persoasiel evaluation.

" There is the nzed for the development program to have some “teeth” to it. The “‘tseth’” are not supplied

by the development person or group; they come from the organizatjonal goals. It is important that the
staff development office be locked upon by other managers as 3 s€Tvice and not as a competitor for line
_ office authority. The consistency of support and reward that exists in: the relationship between staff

development office and managepiént will do a great deal to allay institutional suspicion..If faculty.
projects are suppgrted. with service fiom the staff development group and reward from the lihe manage-
- ment, this kind of coordinated help will result in benefits that will make faculty wish to utilize the func-
~ tions of the staff developihent office. The faculty member will not be caught, therefre, in a cross-fire’

between embittered managers and a staff development person who is going off in hisfher own direction. . = .

" The emphasis here is fhat staff development people do not serve as direction setters or as faculty,

_evaluators, but as resource and support personnel for achieving institutional goals and;for fulfilling evalua-

_ tion requirements.. As soon as the staff development office becomes an evaluation or goal-setting instru- -

‘ment, it will lose validity. The “testh” in'a staff deveicpmcnt':‘p:ogratn' come from the institutjonal
sommitment to-the achievement of certain goals as it is reflected in policies, procedures, and the reward
system. ' R ‘ LT e
This points. to the importance of ‘management. training as a-necessary présent and future focus,

- Administration is responsible for the achievement of organizational goals, the support of instructional
and curricular innovation, and the establishment of a fair and equitable reward system. Improved class- .

. - "

room teaching must be accompanied by improved management techni‘ues. e e

Another major issue is the assigning of a responsibility for the staff de,veiopmnt"?rogri:h..Whéther

- responsibility rests with a single individual, an ix_ldividuai'wim a staff, or a comumittee, the granting of time

to do the work is essential, Allied to the time given an individual or group is the aspect of training. Staff -

development work is not sontething that is done as an “overload”” or as anotiier comumittée assignment.” -~

It is,a timeconsuming activity. that requires special skills. A lack of understanding of the staff develop-
ment role can place an awesomne burden on the individual or group given this responsibility. - '

As a development program matures, faculty fatigue can be a.problem. Even those who have greeted.

. innovations with enthusiasm ‘will eventually need -relief from the tax on their time and energy. This

relief doesn’t have to be just in”the form of released time, buf it could be provided in the form of -
. §tability and little change. The staff needs an interval for ideas to crystalize and for the security that-~ ~ ~

non-change brings.-Workshaggpare excellent vehicles for promoting interaction and establishing project,

‘but. faculty may be “workshopped -to death” beyongd a certain pojnt. Institutions as well as-individuals

.néed to take a break. from the ferment of development angd innovation. . .

.Teaching improvement, better management systems, and mganizatiénai renewal are all achievable. o
" However, they occur in small increments and one should not look for'major, across-the-board changes. =~ . .

- Expectations for any development program need to be kept within the realm of reason.

The success of development programs tends to rest far more on iristitutional commitment than on the

nature of progragm erganization. If money, time, resources, and moral support are given ta the program,

v

and it is an integral part of college planning and evaluation, then the program tends to endur¢ and .

sutceed, Campus' administratoss need to involve themselygs in the development progran and make their

commitment known in actions as well as words. In cases"™Where the program has been seen as a fringe

activity, a concession to awnational fad, or part-of a state or grant requirement, the impact has been

limjtefiandfr'equenﬂydoésnotlast, S
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Improvmg Instruction for‘ N
Undergraduates

-Jeaninne Webb e -
UniversityofFlorida ST e
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In the: very broadest sense, almost :my acnvny undcrtaken by an- institumm of h:gher educ_ation can

* fal under the rubric of improving instruction. For instance, the renovation-or. expansion, of facilities —
~ teaching abaratones, classrooms, libraries — can be directly related, at least logically, to an xmpmved

instructional program. Institutions with héavy emphasis on research and graduate programs are quick-to
point out that the outcomes.of faculty research efforts find their way into the curriculum, upgrading and -,
renewing the informatmn which students acquire. On their list of priorities for improving programs, most

" departmenta] chairmen give a high place to the rectuitment and development of distinguished faculties,

in the firm belief that distinguithgg facGlty produce distinguished programs. Construction progrants, -

ously) jo mstrucuonax improvement for undergrsduatc educauoa

- It is difficult to isolate specific actmues which have the greatest xmgzact ‘on the teaching- Ieamin,g
process. The improvement of undergraduate instruction has not followed a single model within a region or
as a mational movement, and seldom within a given institition. However, by examining the Southern
Regmna] Education Board (SREB) Undergraduate Education Reform (UER) Project and other activities, .

" in and out of the Southern ; region, certain foci can be identified which have received the most serious -

attention in the past decade. These foci may serve as guidelines to those who search’ fgi ways to improve _
uidergraduate education. These are the focus on the leame, both by way of characteristics and out-
comes; the focus on the curriculum and the instructional strategies by which the curriculuny is dglivered to

~“the learner; and the focus on the faculty, the faculty as teachers'and change agents. These are emphases

only, since all three tacmrs must be conmdercd uinmatelymﬂmy_ comprehenswc appro;ch to the design -
of instruction. o ,

. : " ,
The history of the UER PI'O_}&'Lt supports this staicmem An early thrust of the project was to" assist *
institutions in serving non- -traditional students and to define more clearly what learners are to learn. An

: outgrowth af thxs major effort was the work wzth faculty and mstructiond deveiopment‘eenters and,

t ‘ ‘ ® N “
- . . R .

te

- Improvmg instruction for undergraduates isa mulri facetecz’ task, ),'n this cizapter Jeannine Web.b izas pra-

posea' that instructional development activity cdn focus on three aspects — the leamer, the curriculum and
faculty. In conducting the work of the Undergraduate Reform PI‘O]&’L‘I we have conducted activities ~
whzciz have focused on all three.df these gregs and, in one sense, we might be destribed as an instructional

development project. Dr. Webb has been involved in.many aspects of regichal efforts to improye under- .

graduate instruction. She has participated in a group of directors of centers for faculty and instructional
development, she has served as a consultant to institutions participating in various aspects of the project
and she has been a committee member of the regional Task Force on Faculty Evaluation and Institutional ..
Rewards. She directs one of the largest mstmcﬂamzl development centers in the country, at the Univer-

s:ty of 4 F?orm‘a :md is well known for ker campefence in msmtcfzmw! developmen;. - , .

[ . '
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" funded research, and recmﬁmnt of ‘taculty are‘only three exatnples of the dozens of activities which can - -
" be tied (albeit somewhat te ‘
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~ finally, the emphgsis.on faculty evaluation and reward structures. Concurrently with these activities, the ..
project was heavily-involved in sponsoring opportuaities for faculty and .administrators to examine, and
experiment with, differing instructional strategies and curricular design. These activities- illustrate the
-  primary foci for instructional improvement activities — thé leamer, the faculty, and the tegching-leami
. . process. S o . L

N ° \.‘ ¢ : : .
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Focus on the Learner -~ - = o :

_ (There is a strong tendency for individuals and institutions alike to.sesist change; institutions of higher =~ -
education arid the faculty which serve them are no different. Centuries of tradition have influenced even T
‘the newest of institutions and the youngest®of faculty. One. has only to watch a commencement exercise o

--and the academic progession of faculty in gowns which have changed little in design since the fifteenth
century to be reminded of this. Yet dramatic changes have forced themselves upon postsecondary educa- * ‘

tion in the last. ecades, brought about by what has been called the non-traditional leamer.
Responding t6 a gmbhmtioxj_of social and economic forces, postsecondary educgjion {s opening its doors .
to a greater variey of students,in greater numbers, thaq ever before. The ieamer over 25 years of age, the

- underprepared. minority student, the vocationally-oriented ‘student — each represénts a subpopulation,

" increasing in siz¢, which has had, and will continue to have, an'impact on higher education that cannot -
"be ignored. These students, by their “differentness,” have created stresses which have forced institutians - -

fo examine and change their instructional progfams.

A fneé;e"sséry“‘ccmpdnent of the design of more effective instruction is @ more clearly defined student .
“population to be sexved. Often there is a great uneasiness felt by. many faculty because they find that
" ¢ more and more" of their students come to them less-and less prepated-than in the pg, orless motivated

N

to acquire the information'they offer. Procedures can be developed, however, to discover just how these )

: Y ~ students differ from ‘the expectations-which faculty hold for them. The most obvious groblem which
‘ ~ faculty identify is the lack of basic skills in reading, writing, and mathematics. Many institutions, parfi- -
cularly those with opensadmission or special admission policies,.have developed careful dssessment proce-

Y

- dures which identify the achievement level of entering students in the basic skills aseas and have designed™~

L.
-

‘r_emediid or developmentai prq’grmns to help students overcome these deficiencies.” . L,
On the reverse side of the coin, although not as often causing faculty concern and debate, is the mature
_ leamnef who brings. with him or het'$Kills and knowledge acquired in other, non-college settings. In seeking
ways to assess and-grant credit for these experiences, two major thrusts hiavg occupged. One, the credit-by-

examination programs offered by national testing services have grown dramatically in the past 10 years. =~~~ |
The state of Florida grants thousands of houss of credit to students each 'year through.the College Level e
-~ .Examinatiori Program offered by the College Entrance £xamination Board and the Educational Jesting .- ...

- Service. The American College Testing program also provides tests in subject matter areas swhich: permit
students fo substantiate their prior leaming. The other thrust, spearheaded by the Council for the
Advancement of Expgriential Learning (originally the Cooperative lssessment of Experiential Ledming .

... " Project) has been to develop procedures through which prior.leaining or concurrent learning in a non-.
- college” setting can be documented by the learner and faculty,'with credit awarded by the receiving
: - institution. : - L P

“Not only do these learners bring with them experienices and skills different from the traditional enter-
ing student, they also often bring the responsibilities, of caring for and supporting families. Some are in
mid-career, seeking to upgrade employment qpportunities of make. career changes.-Women, wishing to
enter or return to the labor market, often with heavy child care responsibilities, are also seeking access to .
.7 higher education, Many of these learners dre place-bound and cannot become full-time, residential
2  students. As a result, there has been a strong interest, both regionally and nationally, in serving these.

students through external degree programs. The UER Project actively assisted institutions in these areas = -
- through its work with the Alabama Consortium for the Development of Higher Education, the New - - -
. College of the University of ;Aiabém}g, and Florida Iaternational University. ' - B

L




.‘_',.'\‘_n' o . Remedxal or devebpmentz.l cred.xt{:y-exammuon andem degrec programs | have been dcveiowd e
o ~ at least in part, to respond to the differing chamctcnstms of pew learners. One of the most interesting - - |
) ~" - outcomes of these innovations has been that many of the so-called traditional ‘students — the 18- t0 21 .+ S
.. ' - year-old, cdm.auonaliy prepared students™— are taking advantage of the programs. They enroll in Ye vclop- T
- “ . mentdl programs to upgrade skills, seék credit- by-examination, and earn credit in external degree - | .
. programs. Instructionally-sound programs oft_cn gﬂecuvdy serve athcxsb d the mgct pop ula for L e
_-wiuz.h they were des;gned : tmns ) S

Leamer Outcnmes L

T .. Some msmutmns and facuity have focused cm descnbmg the outcomes of thelr educauonal pmgrams o (
' : deﬁmng what learners are to leam or'how the i mers should behave after they have completed a course.  *, "~
“of instruction, as the first step in demgmng an improved instructional program. By initially defining out-\
* “comes. and methods. of assessing those outcomes] it becomes much easier to demgnfthe curricula ‘and -
" instructional procedures to help students arrive at-these predeterniined goals. Also, with clearly specmed o
‘ objectives and carefully’ designed procedures and standards for assessing the learner’s, progress, an instruc- .
~ - - tional program can be more, effectively evaluated. Costainly a strong argument for focusing on leamer -+, - |
.. outcomes is the accountgbility factor. Rising costs of higher education and disenchantment by some with o
- . * the perceived values of postsecondary education have convinced many legislators, taxpayers and educators
L that there must be’ some quality contzol on the outcomes of education — studeat leammg :

The ' most ambxtmus attempts to- define learner outcomes have been the eompetency-based educatxon‘ N
. ‘projects undertaken by entire institutions or coﬂeges within institutions. These projects have focused on
defining the outcomes or competencxes which a student should attain at the baccalaureate level, and then R
-+ designing curricula which'will enable the student to- scquire ‘these competencies. The UER iject was L
?  heavily involved in this ared; the work is fully described elsewhere in this report. o :

" An activity which is mofe hmxted in scope, thit more widespread, has occurred at tha course or pro. SE -~
gram level. Individual faculty, or a group of faculty within a dgpaxtment have found that designing more : '
effective measures of student achievement can be an-initial step-in the improvement of a vourse or series
of courses. Rather than struggling to develop competency statements or even course objectives described o
in performance terms, many faculty find ‘it more productive to focus on the examipations they construct e e

to test and evaluate student learning. An effective technique which the UER Project used; T fihas - o
been duplicated elsewhere, was the workshiop held for faculty representgtxves of 13 predominanily black. C .
colleges on the testing issue. Emphasis on xmproving teacher-made tests as well as interpreting stan- = - o

e © dardized test scores led to discussions on using test results to make cuiriculun changes and developing

B - .. instructional procedure to help studeats improve their performance on tests. In addition to this, workshop T
. which- focused ' on gasasurement ‘procedures, other regional workshops gave attention to testing and T
grading procédures.. By helping faculty to improve testing procedures, the process-for instmctional
improvement dn be instigated. An analygs of test items often leads to changes in curriculum content-or L
emiphasis, and expenmentatxon with more effective or desirable ways 1o present that content to students. - i o

. J‘r

. .. Oneof the most positive.results of focusing instructional improvement on the }earner is that it helps

o . foster more positive faculty attitudes toward the students they teach. Rather than spotlighting the teacher
and his or her behavior in the classroom or the content of the discipline, the emphasis is placed uponthe '
‘student: 1) what. he/she is. like; 2) what his/her needs are; 3) what should be the outconmies of the instruc:
“tional program for I'um/he:rl and 4) what c.ompetenmes he/she should possess as the result of eami.ng a- .,
b&;calaureate degree o R L |

-

'-.'FocusonLeaming T
~ QContent and Process e L
| . Undergraduate mstrucnon consists gf the cumc.ulum the content of the dxscxphne and the process by ) |

o Which that content is made avajlable to’ the learner, Tradmonally, the faculty role has been to choose the °
ikontcnt and_méx)}'e it available to students through lecturing, the assignment of reading in textbooks'and -

“ -
¢ - R ‘
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.. Telated matemlg, and oftaﬁ.&chmoom recitation and ducmmn This role ¢ coatmucs ta be the primary v, . .,

* one played by most faculty. it is's rare postsecondary institution in which miost of the teaching of most I

faculty does not fall within this farmat. So closely aroathese activities- assogmed that it is difficult,ifat . - .

- all possible, to sepasate the colftent from the- -prodess, Although one may’ theotetically describe and™ - -~

- analyze various instructional strategies separately from the curriculum, in reglity most faculty age peither - .

: comfortable with 'such an aftificial separation nor do they believe it is a productive.thing to do. The staff A,
", .. of tie UER Project recognized this from the beginning; thus, their work, as that of others, has cmphamed o

»

oo admplme-hasedapproachtotheexmnmonofﬂtcmanwtcscknnsstmegxes ST R

U InstrucﬂonalStrategies S
5 s The heterogencxty xf today s student pcpulanons, and increasing facu}ty sensmvxty tq the fact that A
.  students differ in both rate and style of leaming, has given. impetus to a search for more effective waysto. " . . e,
" help studens meet curriculum goals. Perhaps the greatest emphasis in the development of altérnatives to - I
.. thé lecture/recitation format has been on attempts to individualize instruction.'Leaders.in thisareahave .
© " %been Fred Keller, a psychologist who develaped a# instructional system Which has come tobe knownas ™ .. =~ = . -
. ... the Pefsopalized System of Instruction (PSI); and Sain Postlethwait, a biojogist at Purdue. whosc autc» .
' - tutorial methods of teachmg undexgraduate biology have gamnd national aftention. . . T,
' “The mstrucnona; systems dedRjoped By these te.n.hem have been adapted and adqpted in'many m:utu« - : \
- . tions and in a variety of disciplines. The strengths of these innovative instructional procedirés are that ¢
. they allow for wide variation-of content and zmplemcntamm in-many settings. One may find PSI'and .
fy, . auto:tutorial procedures used in the humanities and social sciences, as well as the behavioral and naturai
wermcs, in courses which enroll 20 students or 2,000 students; and in injtitutions which-have total enroll.
ments ranging from S00 to 45 L0007 As faculty have examined and implemented these approaches to- .
.. Anstruction, they-have discovered that components. of the techniques can be varied, enlarged upon, or
Y :'--even eliminated. Thus, an instructional system may mc;lhdc self instructxon thhcut seif-pacmg,,or paer-‘ :
A tpmrmg without mumple testing pnx.edures N

S f'-:-:-’ Gﬁe of the mapr efforts of the UER Project over the past six yeais has been to encourage faculty in. I
e mé"wgmn to examine, learn. ab&xt and possibly adopt procedures which increase me-mdxvxduahzmen of - ... . i
. the coutsés they teach. Early in the’ pmjeét a warkshop in San Antonfo provided sessiong on innovative 3 R < :
;nstmcncmﬁi :appraaches wihich included "the use of PSI techniques in. Engush composition, modular S
= v ingtniction, «apg igdming and* sxmulano techniques. In workshops in’ Tennessee snd. Florida,new I
o -".apibmaches to {ndividyalizing teaching and learning in specific disciplinary areas were presented by faculty
P27 e U WHOIWEre. succass"ﬁﬂy ‘using these techniques in-their own instruction, Fac.uity from-the tegion served as; ‘%Y -
i Ieadars/m '&uee workshops held for faculty in Georgia’ college§ and reported ori their efforts to dr.verqp AL
i pew appnaaohes .m,then' own teaching by demonstrating the mstructmml process through use-of the™ -~ ° )
thject maiter. Qg\thexr own dxsc.iplme Throughbut the history of the UER Project, hundreds of faculty - S
Cthe region Hiye: had opportmutrcs tmtudy mstmcnnnalfstrategxe&wimh wxn enable them to tesponé"ta e '
thx‘diﬁ’anng Iearmbg rates and stylesof their students.” N .

o "ﬁy.: ‘Sndmdualumo&\ of instguction through §eif mstnxct.mn, self- pacmg, pee;.;e “hiﬂs, the wmtm& o : -
”an ‘of mstmmonak madulgs pmgrammed mstructmn and computer-ass;sted mstrucnon isbemgmple- S

-

- N

.

7 B}F sl n.ly shxftmg {he facus from process to content one can also begm xmproving instrustidn byA 3 '

;ﬂéx&uﬂwm the. c\xrﬁculmn in' terms of what shiould be taught, in what sequence, in what depth, and in . .

o hat“hrckd&h le; right to design curriculum has been a keenly felt responsibility for faculty, related to- - L
:t’he iss q\ of. Académic freedom. Yet many curriculum decisions go beyond the selection of content fqr a- B o

k ‘Smgle c\h\:rsg o1 prag:;up In_ the Sixties a pritnary question for curriculumi design was that of relevance;

It dermands; from studénts that the undergraduate curriculum reflect the issues and problems of. the

:wﬁa&:esﬂmé i several: types of changes.iFor example, progress in'hlack studies was developed, the study R _

GE e ion pi m\; film ds & literary genre became popular, and the regtirement.of the study of a forcign R

Lagieiiig ag A hWaurgat: degree xequuement beca,me Iess prevalent ‘Rlday, the issues are reflected in S AN

N 1‘\" . ‘ ‘ . - ~

5 . - .
. . -
. .
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. the questions of vocatxonal as opposed ta lxberai educamm a,nd w mle each should play in the curri- ... - -
" culum. General education has been defined and redefined but a-question which many faculty are atternp~
ting to resolve is how it fits into the sequence of the currxcmlnm pnor 0 or ccmcurrently thh profes.smml

e ortechnmaieducanoncouxses. o . : “u 4
R Provxdmg a forum for the examination ot curticulum content, whether at the course, program, of
, o . _ institutional level, is a-valuable activity for the improvement of mstrucnnml programs. Not only must
Rt ~ faculty insure that the 'most current and accurate information available within their disciplines be taught,

but also that the content contribute in-the best way ‘to the total education of the students they teach.
", One tseful method which the UER Project has used to provide this forum is the worke wijgh disciplinary -

gioups. Activities for faculty to becomi involved in curriculum design (for example, seicuxriculum

';gaals and objectives, as well gs-developing appropnate instructiongl strategles) have been s red by the

*- project in the disciplines of speech, political scienge, 3nd hl;tmy Focusing on curriculum design and
‘ n‘msuucnonai pxocedures isa usefui approach to m mvement at the undnxgraduatc lcVel

/‘ Focus on the Faculty o

The key to msimmonai change and. improvement is the faculty Faculty are pnm.miy responsxhle for
. the quality of the mst:uction students receive and if they 1) hold positive attitudes about the capability of
students, 2j are open fo charxge and sqek betfer ways to help students leatn, 3) are skilled in teaching tech- -
niques and are competent both in the classroom and in their content areas, and 4) believe their teac.hmg.
efforts will be rewarded, sound and_exciting instructional programs can be asSured. For this reason, miany
. of the efforts to improye instruction over the past decad¢ have been in' the area of faculty development.,
Programs designed to help faculty stay abreast in their- disciplines through sabbatical leaves have been
' = time-honored means of faculty déve‘iopment Thé more recent. emphasxs has been on helping faculty per-
form more adequately in their teaching roles through programs which will increase their instructional

R

v - skills, provide them with better evaluatmn systems, dnd improve. the incentive and reward structure of -

. their, institutions. Three other papers in this report deal with these key areas.— progress for faculty
development, staff development in community colleges, and faculty evaluation apd Jeward stmctuxes -
ﬂiustratmg the unportance of faculty in mlpmvnm undergraduate educatmn : . :

FocusontheFuture R

.Pxedxmng the issues and trends of the future is a dxfﬁcuit task and one whu,h provsdes alargc margin’ -

B ,"for error’ However, a declining population of 18-to 21i- -year olds — the traditional college-bound student—

Y = has been well-documented and the mfarmanoxx wxdely dxsscnumt&d Asa xesuh‘z of thxs txend certam pre- ‘
' dxctmns can be made.

If m.my of our inst:tutmns of higxer cduc.s:mn are to survive, they must mcrcaslngly look to the adult .

. learmier as a putenuai studem External degree programs, credit-by-examination, and the use of ;duc&-"
tional technology are features of current progranis which will undesgo continued expansion. The increas-

, i

ing costs of higher education will reduce the number of students’ who can. afford a fouryear residential

educabon An emphasis on delivery of instruction to students in their homes or-places of work will be
a trend of the future. New alliances between higher education and industry will be created. Already many

Iarge LQIpOIdUOﬂS have developed highly sophisticated inistructional programs for their ‘personnel. The .

next step will be arrangements in which corporations and coﬂeges share reﬁponmbilm&@ for provxdmg both‘.
degree and non-degree programs to adult leamners, _ e ‘

. Progmms for foreign students, particularly of a technical nature, mll increase. State umversihes may
' well find their extension divisions reaching beyond the state they serve to become mtcmmonai in scope.
There will be an increased emphms on develoging ‘effective programs for teachmg hnglish as a second lan-

guage as welj as basic skills in readmg and wnting o ’

T T Lastly, there may be g rengwed interest in the: beeral arts and increased activity iy mterdxscxplumy"‘
' E currictum design. The role of the humanities and social scienges in the education of sqxentists engineers, -
‘teachers, physicians, and lawyers has yet to be fully deﬁned There will be' a contixmmg interest in the
individualization of instruction as postsecondary cducahon strives for effective ways to serve a new
D student-popuhuun with dive:se needx : ‘ . : :
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B Faculty Evaluation and s
 Institutional Rewards .

,i

" John M. Bevan
S College of Charleston

My first encounter with faculty evaluanon oceurred in the spnng of 1954 when 1t was rumored. ahout -
campus. that faculty members had been “rated.” Being by nature both curious and suspicious, I went in to
the dean to inquire about the mythical scalé and where on it my accumulated merits -had regxstered
" His response was a bit baffling..“Four peiat six”, he said, * on a scale where ‘one’ isn't complimentary
and ‘five’ is a level of performance beyond which there'is no better.” “What does.'4.6' mean?”, I asked. .-
. He couldn’t answer that question directly, but he did inform me that 10 of my senior colleagues, whose. -
identity would remain anonymous, were asked to raie all other facuhy members on ascaleof 1to S. My =

score was an average of the 10 raters’ estimates, It was-a sort of * ‘holistic” approach in that this orie rating - - %

on this continuum represented the summation of my téaching qualities, scholarly contributions, and com- -
. munity services. When I pressed again for an interpretation of **4.6”, or for an"elaporation of my strengths
d weaknesses, the dean quietly. reaffirmed his earlier contention that only those who made the acthal

judgments could answer my specific questions, and his pledge to anonymity prevented him from directing .

. me to them. He did make a final statement to the effect that had my rating been at_the lower end of the
scale, I would have had something to worry about: This was & most intefesting comment because no one-
had asked- to see my swident ratings, or a sample: of my’ publications, or a-record: of my professmnai
developments, or ‘a listing of my community contributions and activities. Even more interesting as I. look.
. back on the incident, I don't remember being disturbed enough 1o pursue the matter. There were no hints -

. of persons given termination notices or called in for critical xev;ewstThe vast majnxxty of my coneagues
. didn’t know their ratings and apparently didn’t care to know.

In 1954, no -one seemed too concerned dbout faw}ty evaluation, or how one xmght xeiate such a.
pmwss to the critical deusmns of promotion, tenure or dismissal: Annual raisés weren't Jarge enough ic -

-

boast of a sizable merit increase, and positions elsewhere were plentiful, Furthermore, it was assumed that .~~~

% ‘matured professmnal development cameé with the Ph.D, degrec; teaching and research were indulged as .,
- ‘habits and, as is true to habits, all that was requnel*for grcwt.h was regulas feeding. Rank came with time, -
as did pay and privilege increases. Worldly rewards weren't the greatest, but the psychoiugical reinforce-
ments were deemed sufficient for anyone who looked forward to being stimulated regularly in an atmos-. "
phere of alacmy anuxry, md intellectual repose.

B v
- ‘ .

‘ In thzs c}xaprer fo}m M Bevan calls on admmx’stmmrs and facuhy leada's 1o come up wztir creqtme ap-

proaches to‘rewarding faculty for carrying out theirregular duties and for maintaining continual empka{‘ .
. on their professional development. Dr. Bevan is Vice B'eszdent for Academic Affairs at the College af

" Charlestort in South Caroling, and Has served as Acadentic Deari”and 'Vice President in several other nsti=
tutions. He is well known for emphasizing quality of work in the development of'i innovative approaches. -

He has been an active participant in Undergraduate Education Reform Project activities since the project
began. He has been an informal advisor to the staff, has served on several c.anmuttees. ana’ has been a
warksimp feader and consultant for faaxfty cvaluanan actmtics. - : B .
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In 1979 the muanon is different and the.xe is htﬂc need to elabmate the factors cuntnbutmg to t.hc

. .clunge Suffice it to say, those in academe do not take nearly as much for granted as once they did; and. -
‘ they have become more aware of how and whaxe evaluatmn ﬁts into t.he scheme oi amdemxc affaxrs. R

\\ . . - . - : - . e E

P

-

N Purposes of F aculty Evaluation

It is agreed. generany that at. the time faculty members. compiete their advanced degrces and take a

teackung position, they are only beginning the career-long process of bécoming fully compétent profes-_
sional teachers, advisors, evaluators, committee workers, educational philosophers, and researchers, New
. faculty need guidance 3o daveloP ‘the skills essential to carrying out these critical responsibilities effec.”
- tively, because not Knowing how to perform well prevents career satisfaction. Furthenmore, there is a

continual need to improve courses, .to understand new approaches and techniques, to assmnlate and

" teach new knowledge; and to grow personally. This is the unending process of retooling, rcaimrgms. '
refining, and extending professional development while, at the same time, dexiving the self-satisfaction and -
self-insight necessary to sustain good morale as effective mentors, What better way to serve institutional .

goals and to improve instruction than t.hrough the personal and professxonal growth of faculty"

" In addition, it is recognized that faculiy eva&atzan can be an xmportant aspect of facwty develapmen: B

since such evaluation can reinforce personal growth and instructional improvement throughout a facuity

. member’s career. In one sense, the primary goals of faculty evaluation are identical to-those of faculty
. development, i.e., the improvement of college teaching and the improvement. of student learning. In'a

brodder sense, such evaluation means guiding the growih of faculty members as persons embodying the

, qualities which acollege or umVersxty seeks to cultivate, When appropriately used, the mfammxon derived -
. {rom evaluation can be most valuable in the propagation of faculty-development: .

Faculty fnembers are a coﬁege $ .OF - university’s primary resource for stimulating Ieammg and the._
-central force in maintaining and enhancing its character, vitality, dnd outreach. Therefore, ongoing pro-..

grams of faculty development and faculty evaluation should be of highest priority in every institution of

higher leaming, and leadership must be exhorted {o estahhsh more appropnate rewards to x‘emforce these

pmgrams (1, pp. 106-7)

Before exploring rewards. related to evaluation, deveiopment and repewal of facuity, or seeking to_.

exhort leademnp to intmduce innovatxon into such effmts, there are’ scve.mi pomts that’ shmmi be made.

. Fscuity deveiopment qad faculty evnluatxon are conjomed but are séen usmlly as proeesau wiuch '

. somehow should be kept tepmtebeauxofthefwo:thu&tofonefortheothu ie., of
' evalumon for development.

" In the minds of many college professors the ends of evaluanon are percexved as punitive and an
infringement to privacy. Admittedly, this is a strange posture for persons who daily devote their

\?

ment as 8 mark of a professional academician..

Without s doubt, the manner in which faculty evaluatian is mu‘oduccd has‘most frcquemly left
much to be desired - and has elicited anxiety and. suspicion which. can’t be dismissed .as mere ..
~ figments of inflamed imagination; case after case supports abuse inflicted by peers and patriarchs, -

‘More than likely, however, it is the absence in the academic sefting of a process regularly
scheduled,’ systematically defined, seriously pursued, and appropriately reinforced which leads to
feelings of apprehension. When evaluation is scheduled at intervals as infrequent - as tenuse and

promotion reviews, iy staged as a chit-chat session between the dean und president, and has out- |

B comes so far reaching as to be career echpsmg, then fear and’ antagomsm can be cxpected

_ However, when seen and used primarily in a formative way, desxgned to identify and develop

* talent,. evaluation is personally supportive and a stimulus’ to growth. Also, it is institutionally

supportable because the objective of,any administration is to identify faculty talent as easly a8~

possible, to feed xt, then to rauy those with it by 3udxuously cxplomng their lug,hcst potenual

o  ‘.44

time. to -developing critical skills and forming thought and judgment in others, who régularly and '
_systematically gauge the progress of these evoivmg prqs.esses, and who rega:d constructive judg- -
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‘Chairpersons spend an inordinate amount of time seeing to it that departmental supplies ase re-

pleiished, class schedules arranged, staff replacements employed, and equipmént ordered, but find

very few moments for sitting with a colleague to discuss his or her teaching, to.inquire about .

.tesearch, or 10 pass on a compliment for a committee assignment wellexecuted. The most impor-
tant responsibility, that of monitering the development of a colleague and keeping that colleague -

" informed, seems to be-the one regularly neglected. The process essential to formative development

tends to be avoided even when criteria have been carefully slaborated, student ratings and .

' colleague letters gathered, and all kinds of otheg evidence sssembled and made available.

 Why -is it s6 difficult to sit down with a colleague to review his or her performance and take advan- - -
tage of the opportunity evaluation affords to assist in his or ier development? Presumably, there -
are as many answers to this’ question as there ate chairpegsons. What. is important is that such- -

o interview sessions take place regularly, particularly with those faculty members whose careess are
beginning arid who nead ditect and honest feedback. The story can be told over and over again of .

. ‘persons coming up for tenure and béing made aware for the first time in a five- Or six-year pro- » "

bationary period that performance did not mieét “the level of expectancy in the department’’ or . .-

- “the level of quality set by the institution.” Letters which concisely and summarily state'that “it - -~ -

" is in the.best interest of the institution your contsact not be renewed” are cold and shattering. If . . .-
formative counseling were an every sémester or every year experience, carefully and ceremoniously .

E3

pursued by every department chairperson, there: would be much less need for such capsuled-com- -

b

muniques, and chances for better instruction and better programs would improve. Workshops 10 ‘

' train department chairpersons in Jacidty evaluation are sorely needed.

" sion of courses and departments based on separate disciplines with rather static structures, wherein -
convefsation is limited mostly to disciplinary discourse and whereby the institution is reduced to°

faculty by faculty is necessary.

Cousidering {he criteria used in judging facalty, particidarly ia the Liberal arts, a new perception of
There is a need for faculty to be seen as members of a resource pool, which is a view in contrast

“to the one held in the, conventional disciplinary setting where basic-instruction is provided by
specialists and supported by the proposition that only major students who have gone far enough

up the incline can profif from work with a specialist. This conventional process produces & profu-

the sum total of its separate parts. It follows; also, that frequently, new ideas are resisted or Jost

" in political harassment and maneuvering, and creative projects.of an interdisciplinary nature are

discouraged or underfunded. In contrast, the resource pool concapt presents a faculty member as

" a’sourcé and not as someone who fills a special slot only. It’s primary assumption is, for example,

that- the geneticist grows out of the biclogist, grows out of the scientist, grows out of the total
human being. Translated into the liberal learning context of what it means to be a scientist-artist-

skills, aitd expertise as & whole huran being to the skills, knowledge, andexpertise of other human

- scholar human' being, it provides rich and diverse opportunities for the learning of specialized . -
. know;edge and skills, but not at the.gxpexse of jearning thg s of being a human being. =

.The general change agent for this view is a specialist who avways of relating his knowfédge. .

beings from different disciplines. He and she can reélate ard interrelate, énd out of this interchange

come new conversations and formulations — dynamic grawth., The specialist’s contribution Is neves
ignored, nor is full access fo his research and teaching within his specialty denied him. What is

‘expected is @ contribution cohereat with the conception of the ‘university as a community enter-
 prise directed. by a philosophy of unity. The basic issue of the contrasting positions isn’t focused -

between the generalist and the specialist, but between conflicting models of human develdpment.
(2. pp. 3341) C . _ o e

" Yeats” description of the artist dnd his comm'_unityl is dolorously appropos to the contemporary

university scene: L ‘ .
The artist gets into a world of ideas pure and simple whén he has lived for ajong
time in his-own mind with the éxample of other artists as delibérate as himself. -

- He becomes very highly individualized and at last by sheer puruit of perfection

]
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¢ ,becomes stenlc .and in his commumty you do.n’t find what othcr wntcrs uscd f L

“to call the pe0p1e you find instead a few highly cultivated, highly perfected. ‘indi-
vidull lives, and’ great multitudes who imitate them and cheapen them. You find,
‘_ 400, . .. an _impulse toward creation whach grows graduxlly weaker znd weaker

“@p 107)

Changmg our perspccuve in me dues.uon suggested is unportant because evduauon is becommg

dess narrowly defined; as attempts ta'correlate departmental goals with institutional goals incréase.

+ It appears that the lives of the learned are cxpected to show how knowledge is related to wisdom

"~ " and that learning does. en;:ance humamty, ig., how the q‘uahtyof eduuuen is cmrc}atcd with the -
o 'quahty of life. . _ .

«. Faculty evalnxnon mqulres aeommtmmt ofmnney and encrgy

" It’s customary to think of evaluation costs in terms of expendxmres for student ratmg ferms
computer scanning, printouts and the like. Now, however, with evaluation’s empham an disgnos-
" tic and developmental factors, the expectancy exists that greater expendxtutesm money and effort

" will be made by an msututicm to cxeate opponumtxes for corxecung weaknesses and fox mnfermng :

. - strengths. -

- It has become clear that faculty evaluatmn ought not to be endﬁrsed or unpiexnented if there is -
little o no infent to support developmental efforts. Succinctly’ stated facuilty evaluation without
funding for faculty development is most likely to be regarded a8 threatening and ineffectual and
the degree of emotional charge” inversely related to the amount of time that deans and chairper-

- sons Spcpd in personal assistance. It is incompuehensible that administrators of institutiofs with
ten-, twenty- or thirty-million-dollar’ budgets could be comfortable with - $2,000, $5,000 or
$10,000 as their institution’s annual appropriation for faculty evaluation and development. The

~ cost in dollars should approach 1 percent of the operations budget; the cost in time of assistance

. varies from chairperson to chairperson and is experienced often in terms of collcasue mterrup-
. tions, patxem.e», persevcrcm.e and somenmes dxsappoimment

Creahng N ew Rewards for F aculty

It is not too surprising that few incentives have been mtroduced to encourage contifiued developmemt

)

renewal, and evaluation of faculty, The rewards as catalogued are promémon tenure, modest salary incre-

ments, teaching load reductions; and. occasionally a distinguished chair. After tenure has been received,

very little beyond. promotion to the rank of full professor can be expected, except the final gesture ‘of -

- “professor ‘emeritus.”’ Maybe there’s an “Outstanding Teacher Award” or an “Qutstariding Research

Award” along the way, but these are not specific < attainments faculty members strive for o# request.-Some-
where we’ve lost sight of faculty as a group of very different mdmduais needing varieties of incentives and
opportunifies to stimulate and extend potential. Faculty evaluation tepeatedly substantiates this judg-

 ment, yet the reward response to it is standard and somewhat sterile. With the encroachment of m‘e-

“steady state” status it becomes imperative that new approaches to reward be eéxplored. — appxoac.hes
which are less summatwc m cham:mr md more mnfamng in a dynamn; pmcess A few suggasuons are .
R : Iz . B

) .

In-Hcmse Visiting Lecturers

During an interview with her dean, an associate professor in art history mennonec‘i she wouid be inter~ -

esfed in serving as a resource person to colleagues, i.e., entertaining invitations to lecture in colleagues’
. classes where her expertxsc could be used; Following an extended discussion of these suggestions, thg
youhg professor was given a one course load reduction for the fall and spring semesters.and her appoint- .-

ment as an in Hhouse visiting lecturer was announcel to her colleagues. By the middle of the next summer,

aw

“her fall program was scheduled with lectures, such as “Scientific Concepts of the Modern World as Reflec-

‘ted in Art” (Introduction to Biology), “Man’s Visualization of His'Gods” (History of Religion), “The
Imeractmn of Mind-Eye Patterns” (General Psychology), *“Transformation of Medieval to Renaissance as
sgen m Visual Art" (Hxsmry of Westem Europe) “Com.epts of Ba.mque Style” (Bamque Music)

L ]
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. Requests tolecture ware followed slways by a conversation with the respectivé calleagues to determine e _

. objectives and purposes for the presentation. Also, conversations were held after lectures and requests for - .0 . .. -
' additional Jectures were frequent. Both colleagues and lecturer reported great satisfaction and 2 desire to - . o

continue the arrangement because of its implications for stréngthening interdisciplinary studies, As a _ L

. result, consideration is now being given to designating, on a thres-year rotating basis, one visiting lecturer . . R

* from each of the four academic divisions."Such-an appointment, regarded as prestigious, stresses the o

K -~ impertance of faculty members as resource persons and provides satisfictions supportive of dynamic- - T me

‘:.__.'. devdopmcnt. . . S ) R o _ ' . ._'.\‘;""A. . . 2 ) ..

~
et
v

Seminar for Faculty—A Trainer Resourcg  ~ « 1. 7 T T
in writing to his-department chairperson, one faculty meguber stated, - . - S
I would like to see selected faculty members teach 25 pertent fewer cowrses over a desig- . wl e
-~ - nated.period of years and use the available time tof-improve\he quality of the institutionin. =~ .~ . N
T ‘ otherways. For example, & faculty member could conguct a year-long seminar thatwoutd - . -~ ... -~~~ ‘
< ‘w .+ ‘beof interest to colleagues and students in his or her own and related departments, He or . S
: ' - she could act as a mentot to colleagues interested in learning more and possibly doifg B o
: research involving his or her field. .~ = - " LT
- The department to which this, faculty member belongs had been responsible for introducing a mini~
~ computer to the campus and for-offering a two-semeéster semiriar in computer languages to 18 faculty -
© members from eight disciplines. Because-of the extensive use faculty and students are.making of them, -
15 terminals and disc storage capacity are now inadequate. In such an undertaking, the faculty members -
who are involved derive a sense of their importance to the development of their colleagues, their depart-

.ment, and their institution.. "~ - _ , .
[ L . N . o T .
e One of the fascinating contradictions in academe is the practice of reducing a professor’s teaching load L .o

"as a reward for good teachix&_‘A/n outstanding teacher is relieved of courses in order to do research, when ™ -
it would seem more appre g{‘;;;\.i teaching activities to make mose of thé person’s time available
R N < .

- to others who might beaif® ¥1i.from his or her supervision i perfécting approaches to instruction.

Such "a person could he‘;ﬁ'fsi_ﬁ}y’ Wi a Master Teacher, given a three-year, 11-month contrict with a one-
course load reduction éath yorarRSummer would provide opportunities to update teaching, preparé .
seminars for faculty, and be. P esouree person to colleagues in matters pertaining to the philosophy and -
improvement of teaching. The Master Teacher could work individually, or with others similarly desig:

" nated, presenting seminars or lectures to interested colleagues, conducting méntor training sessions, and -
being available generally for observation and discussion. These Master Teachers would represent a core of

faculty concerned. about good “teaching and the comelation of- academic pjograms to institutional . A
objectives. ‘ : T : o o o A : |
Distinguished Research Professors . L '_

~ These individuals would be $0 designated because af their recognized accomplishments in research,

. their knowledge of funding sources for research, their enthusiasm for and encouragement of scholarly

- pursuits, and their willingness to ‘assist colleagues in designing and preparing research proposals. One such

person could be chosen fréom each of the academic divisions, and ¢contracts. similar to those of Master
Teachers arranged. These persons would not replace the staff- officers responsible for providing support . .
services for research efforts, -but would supplement their services, - including providing assistance with ) .
research planned to study outcomes of new instructional approaches. Of course, if a director of research . ‘ o
is not available, then these facuity may help fill that void. S : ' o

)

it should be recognized that Distinguished Research Professors would not go about campus checking to
se¢ whether colleagues are doing research. They' would be available to encourage and aid faculty who "
‘express an interest in research, ¢.g., running interference for those trying to secure research space, finding
seed money for pilot studies, or.obtaining a reduction in teaching load for others needing time for writing.
‘As well as beirig resource persons on campus, they serve as schiolar examples. ‘ o

-

-
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; Nmbgrants can be an unpomnt means. of mmnta.umg and enkunmng pcrwmi gmwth and a source.
-for professional and ummc,tmnsl improvement.. It's surprising how. such grapts can enhance educstional
~climate, help shape the faculty as 2 dynamic resource pool, stimulate attention to the skills of teaching, -
. and provide the transition from minimal scholarly pursuits to mature scholarship. Excerpts from the
; regular annual report of a physics department r.xemphfy the m&s of. mhgmnts s well as the dymxmcs ef
" t.he résource pool concept mentioned cadier. . -

" Ong faculty member, aided by a mini-grant, attended & Depirtment of Enermf-f ded
: eduqauan workshop and is helping to’ develop, through the Center for Metropolitan Affairs -
and Public Palicy, & grant proposal which includes s mty/mﬂege energy conservation pro-
gram. When funded, this proposal will also provide undergraduate research opportunities.
Another. faculty member will conduct seminars on teaching for the departrnent and other
© - interested colleagues to pass on what he learned from his contacts with a nationally known
* teacher duting three weeks sponsored by the college miini-grant. Tentative plans.are being
made to turn a room in the science building into a learning center, The room will include -
_individual study areas, a mini-computer terminal, space for lang:term lab projects, and a
testing area for a self-paced cousse. . .. In addition, we will continue to be active partici-
‘pants in campus facuity development activities and off-campus professional conferences
~and workshops. We feel that these activities will lead to improvesneat in the ovusu schom -
ship and Leammg climate at the college. (3, pp. 5967)

| “In an ‘academic sefting of' this kind, faculty members have the opportumty to work without fear or

- threat, because the focus is on assisting each other; constructive evaluation of colleagues and programs is

an everyday happening, out of which. ideas aré generited and spread. As one of my assocjaies $o aptly
put it: “Not only do grants. beget grmts, but planmng new ideas in one area scems to ge atc ideas-in -
others. (3,p é?) ' C e

Intemaxsammﬁmh L L

Sabbaticals are' typically available after each six years of full time service, with' fuil ulaxy pmvided for
one semester or half salary for two semesters. Under this scheme, the average faculty member winds up

taking advantdge of one sabbatical in three due to. inconvenience, cost, unpreparedness, or inability to
. “break” the routine. Yet, sabbaticals are designed to function as “growth”. periods. This being the case,
* they should be more frequent and “implanted” into the scheme of routine. For instance, if every eighth

* consecutive semester a faculty member were free of regular rcsponsxbﬁxﬁes to engage in research, writing,
and study “Lcrdmg to an agreed-upon plan, and if everyore in every department were. scheduk:d snmﬂa:
ly butina rotating axrmemem a creative dyrwnic atmoxphnre might ensue. -

The mechanics are rather sxmple a faculty member is not scheduied tq teach during the eighth semes-
ter and no replacement is employed. Course schedules are publishe&i for a two-year period to allow majors
to arrange required courses well in advance, assuming that all required courses are offered withia any two-

-year period, Within this scheme sabbaticals would occur in'a younger faculty member's career immedi- -
ately following the critical third year evaluation and in time to define a program which might take into

consideration pertinent observations and recommendations. A second sabbatical-would fol}ow closely the
critical tenure decision, In' fact, it would not be difficult to arrange subsequent summative reviews to -
coincide with regulxriy sc}wduied “growth” Icave& '

-~ Many within and outside of academe will look on.sueh a sdﬁme as “feamerbedding " When oneeighth !

of 4 staff is free every semestér, even though if is to engage in activities which enhancé the institution’s . .

thrust, the inevitable conclusian will be drawn that funds are being wasted in overstaffing, This isunfor .

tunate because such d program is-needed to maintiin vitality during a steady state period when little new

© blood gets into the system. It is a4 reward format and at the same time a premtbed amtidote to t.he
}ethargy which routine inflicts on academe. ™ _ .

Y
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 library resources and the special skills and interests of college personne

2 T

Credits S © ’ | |
In a few colleges, course credit overioads or houm mcdxted for duecuns mdepcndent study gre"
“banked,” and when the equivalent to a semester's load has beea accumulated (usually within a desig-
nated time period, such as three years), the holder of the “banked” credits is entitled to a semester’s

leave for study and research. Likewise, an overload in one semester may mean an equivalent load reduc- -

tion in the next semest¢r. Through this means, faculty members may secure time for writing, for working |
© up new courses, for doing research to improve classroom instruction, for spending additional time with.

- . students in indepéndent study. Banking time for creitive ventures (timie to be creative) is based on dollars - |
' eamed fmm tuition paid for hou:s taught and for wiuch no extra compmsancn WS pssd ' .

Aﬁzr-'l‘exmre Rewards S o '
-.For all intents and purposes, formal evalnatmn ends when tenure begms. It ﬁppem to be ummed that
the level of accepted competence attained in the six-year probationary period will be- maintained and en-

. hanced. Furthermore, it appears that the reward systems within academe were defined to reinforce efforts
~ during the period of probation primarily, because after tenure the only remaining plus most faculty -
" might expect is pmmotmn to pmfessm or Lhc distinction of huId.mg a depmmenm chajr reserved for tha

excepncmal few.
So much more in the way af cremvity and producuan may rcsult from post—tenuxe evalumcm

: ‘schedmed at six-year intervals, and an added salary ingrement might be the reward for significant and con-

tinued development after each such evaluation. If this added increment were as much as $1500, the total

increase in salary over a career .could be véry substantial. Too, other rewards limited to teaured professors .
should make a difference, e.g., partial support for study abroad or oppoxtunity fo- paxumpate in certain -

mtems)ups and exchange programs.
: ‘.}.

- : ! N A

Afteretimment——meessmsEmeriﬁ SR ‘

The assignment of professors emeriti to the library can broaden thc intellectual offerings of the library
. by identifying leamed and experienced men as consultants and by making available hbrary resources 10

which students might not otherwise have access.
A _;cb description for a “Caordmztor of Library. Resources in cae college included the follawmg

. would supervise the work of three to five professors emeriti and librarians emeriti of the .
: cenege The emetiti would be given office space in the hhrary ami wuuld wm:k in- clme con-
junction with the Coordinator of lerary Resources .

In this prograim the talents and experience of professors emcntz who hecome me.mbers of the reference

staff are utilized to support students in their special projects, in tutarials, and in independent study. They B
. provide assistance also to the regular fammy and are expecied to.be familiar not only with library re-

sources, at the college, but also with those of the libraries of the regio They advise students concerning
*They pm\nde the usual advice,

guidance, encouragement, and evaluation for as many student - -proje
allow. When feasible and appropriate, the emeriu accompany stude

néighboring institutions. ' ‘
- The professors emeriti in the library can- open many doors which the pmfeswr in the classmom can. .- -

* refer to only by way of recommendation. Students have a resource; and sging faculty havea continuously

rewarding outlet. Too, such professors augment their retiement income in an amount up to the social |
‘security allowance, or according to the salary differential of the professor at the time of” retirement and’ -
that paid his or her young replacement An axmuxl mformnl cvalumun determmcs futum ass:gnments to

: studcnts (2 p.40) , , .

-~

| Litﬂe Things :

These “little things’ not oniy give satisfaction they cantrihute to growth A professor writes an article

and is surprised and pleased when a colleague comments on its cgntent, and when the dean sends a note

" - indicating appreciation and the desire to discuss the thesis and conclusions put forth. Or, a professor
derives benefits from critical: :eacmms to the results reported on a new mstructicna& approach introduccd.
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. Ato-a course. Or, reinforcement is received whea & studeat oc v " fo!
in arriving at a critical decision. Or, one recaives support when tald that every lectuse is better.than the

. ’ e ". R
‘. L

e exprosss “thanks” for assistance

1ast. The most meaningful comment & colleague mads to me early in my career was to the effect that had

. he been giving my locture, hie could have done & much better job in getting my points across. The 30-.
* minute conversation which followed introduced me to maay of the subtioties about formal presentations = -

and how to.monitor student.redctions when lecturing. 1t's important to rémember that both positive and

*In conclusion: .

&
e

- established to reinforce them., =

2

3.,

= negative recognition is more effective for learning than ne recogaition at'all. Too, never enough in the way'
- of little things is said between colleagues, when frequeatly thess little commaents, if straigh{forward and
“sincere, bést serve to help a colleague know how he oz she stands. — ~~ ~ - LT

L

- . . '

Faculty evaluation is an mpommapect of faculty dévelopmant becxusc evalustion reinforces Wy-
‘sonal growth and instructional improvement throughout & faculty member's gareer. T . 4

The primary goals of faculty evaluation are identical t0-those of faculty development, i.ex, the imp.r_cve; ' ,

‘ment of college teaching and the improvement of student learning. o

" Becguse faculty members are a college’s or ufiversity's primary rejous c¢ for stimulating Xeaming and
. the central force in maintaining and enhancing its charactér and vit
ang faculty development should be

ity, programs of faculty évaluation

" T ' v o $or

H

v .
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Developmg Strategies and
Building Resources

For Change

Throughout the entire history of the' pm;ect two related mpects of wnrk have held nearly equa.l impor-

‘e

Strategies -
Linking Pecple for Regional Sharing

Since our fiist conceptuyalization of this pian for reform in undergraduate educancm we have E_hought
- that serving as a cleasinghouse tions and new directions for our constituents was one of the

. major résponsibilities. Qur approach to fullling this function has been far more comprehensive, ‘}mwever,

_tance with the development of new programs and improved teaching methods. A great deal of attention = *
_has been paid to designing or. adapting strategies appropriate to accomplishing the various goals and to

~ determining the best ways fo aid in the devefapnmnr af the mdwmais who pammpatcd in pxo;cct .
activities, . , ( a

than just responding to requests for information and disseminating what we thought important; all of our -

. activities have been designed. to-“link” people for mutual benefit. We have worked to connect persons
" with similar* ideas and te link people who had special experierice with others who needed that information -

from those experiences. While this linking process was essentially intuitive at the beginning, we gradually
became more conscious of this approach-as a major strategy for change int the region. We were always on-

the fookout for innovations and for innovators whom we could then. connect to others. Our wm'kshups, ’

personal contacts, and consultations have focused primarily on providing further information tg those

~ who mchcatedkn interest ina topic so that they mxght be persuaded to try out new. approaches.

Another way in which we have handled this linking funcucn. has been to develop small groups to wm‘k
on ideas and new approaches and develop those ideas to & point where we could demonstrate to otheérs
how they might work. The original competency work group was an example of this effort. We coHectcd
a small number of people who had some expersience and particular interest in the competency- concept. -
We had them work for a year to more clearly identify what would be useful for others'to know. Then we

* held a conference which- described the current state.of the concept and its implementation.. This pmvided
- - to.people with an interest in that concept help in clanfymg their goals and needs and encoursgement to
‘adopt this particular innovation if appropriate. There seemed no better way to influence someone to think

about -a new idea in which interest had been expressad than to have someone who was al:eady mvolvcd
in the approach describe ahd demonstrate his or her own enthusiasm ahd successes.

~ Participants in the project have frequently: commcnted that this connecting approa(,h m provxding
information was very helpful to them. Indeed, for many, this may have been the most 1mportant function

+ we ssrved. One participant put it this way:

~ The greatest impact, it-seems to me, has been‘in the progcct 5 provxding our mstitution w;th

-a point of contact, or dearinghouse if you please, for scekmg information on matters =
related to undergraduate curriculum reform. On numerous occasions over the past several - -

. years'T have- refe:reﬁi pcopke to the SREB offices for mformatxon I see, from txme to' txme.

. . . »
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ccnnntmtxonou:campus,whomwe mmally id&nuﬁedthrousheonucumadcatwozk
shops and conferenees apm§oxod by the p:o;ect.
" Pmbahiy the second most frequently used tec.hmqu: ot smtcgy has been the developm:nt of campus -
" action teams to address needs or issues with which we were working. Qur’ interest in this concept was .
built upoa the experiences of Sykes, Seashore and Schlesinger, as reported in their book, Renewing Higher
Education From Within, publi$hed by Jossy-Bass. Earjy in the project we decided this would be an effec-
tive mechanism for bringing sbout change on a campus and we developed activities which used teams for -
- work ‘on planaing for staff development, revising faculty evaluation systems, and improving the testing of
© students, The important aspects of this team concept are 1) the team represents an institution, 2) it is©
- focused entirely on a single task, 'and 3) the roles of the team memhcrs are defined around the needs for
. acomplishing the task. The positions held by the members of the team in their day-to-day activities do
" not necessérily hold in the team. relationship and the tasks can be divided according to the taleats and -
abilities of the team members. Perhaps the most important chaxactemuc :s ‘that the team has a :pec:ﬁc
chus,asetofgmls,andaspemﬁedumefmmeinwhmhtowcdc.

~ Aspects of the team concept have been used in all. «of our rcgionwxde or multx—mshtuumxal workshops
and conferences. We. usually insisted that more than one person from an institution attend and, it most .
" events, some fime was set aside for those from the same institution to wark together on plans for action
back home. It was fairly Toutine also for us to expect the xepresentatives from an institution to leave 3
- written. stztament, oraction plan, for their next stcps. It seems unlikely. that having just one representative *
- from an institution atiend a conference will lead to. ngmﬁcant acnampluhments back on thc campus, if
that is ﬂwmajor purpose of a conference. -

~ The team idea generany met with very positive responscs md we found persons whtpamcipated in this
approach picking up the idea to be used in mher piaces A note fmm one team mcmbu-m the pro_;ect x
ﬂlus::ates this point: -

I have enjoyed pamcipatmg in ﬂus tesm design. As @ desm, Iam usmg thxs strategy inter-
" nally in my school on & number of projects. . . . It is a useful experience for me to partici-
pste in thxs project, as it rein.fcrccs and e.xpands my undcrstandmg of feams.

Mulﬁ-lnsﬁmﬂonal Acﬁviﬁes R B 2

- After the first year of the project, when. we held a ma;or regional c&mference fq,r xepxesmtauves fmm

_ many institutions, we seltfem-held regionwide conferences. We concluded that we could reach 2 larger

" number of people and be more effective in encouraging the adoption of new approaches through confer-
ences or workshops that served a smallet geographic area than the entire 14-state SRER region.

For the remainder of the project, meetings were held for statewide groups of faculty members, fcr ——
faculty from systems within a state, and for consortia of institutions in the same geographical aga.
In two or three instances we did bring together persons from various institutions across the region fora
workshop designed to lead to action on campus with follow-up assistance provided by the project.
Throughout these experiences we found that holding meetings away from the parti¢éipants’ campuses
seemed to always work better than the workshops on the individual campuses. If arrangements could be
made to get the participants away from theireveryday. environment, they would’concentrate mose on the .'s -
substance of the workshop and become more enthusiastic about the ideas being presented. Faculty -
members away-from their own campuses. working with faculty from.other campuses seem to be more
open to examining their views and attitudes toward teaching and learning and less threatened than in their
own home settings. We also found that one of the benefits of having several persons from the same institu-.
: tion was the feeling of mutual mor.ﬂ support for each other when trymg to unplem:nra program c:hange .

upon the return home. : : 3
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- providing the help. Repayment was not always direct and sometimes in
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A subtle, but seemingly very important, facter in, successful activities with institutions has seemed to
be the fact that the Southezn Regional Education Board was providing assistance or encouragement for

the development of riew ideas or changes: Many of our participants told us that they weze able to succeed

in developing activities-on their campuses because of the authdrity they rectived from their cannection

e

to this outside agency. ‘The fact that-an organization _Hké,SREB'wssﬂpmmoti.nsga pamcula.r idea and |

+

-supporting individesls in their efforts on campus secmedtqmakea diffesence in the way those ideas were

accepted. - .

The strength of this concépt, of an “@utside; égent" seems to oome frém‘ several factors. First, the fact

' that someone from'an agency can make visits to a campus, such as our &if did, to explain ideas or to

examine developments on the campus was very impor{ant to participantsin the project. Second, we were
able fo. encourage continuing acMwvities and efforts aimed ag-accomplishing particular goals set in the

‘beginning. It is clear that one time efforts rarely have, significant iffluence on individual participants and -

little lasting impact on instititions. Ag external agents we scemed t0 be able to stimulate attention to

matters that might never have ‘come up within an institution, and also to encomrage significant movement -

by continuing to provide subsequent action following the initial activity or- contact. This follow-up

. -sometimes took the form of evaluation questionnaires, a visit :){ the staff, sending a ngcessary consultant, .
or supporting @ trip by one of the ifistitutional participants to :
" a continuing relationship was essential -if a given effort was. {0 reach a level of maturation that' would
sustain it without addjtional help. - - e e Co
’ . . i e o
The third factor which related. to the concept of external influence and support has to do with
finances. While in thiis project we had very few funds to istribute broadly to institutions, we found that  °
even a few dollars could be used as “seed money” to bring focus to'a particular activity or to stimulate -
broad efforts that often led to the identification of fuhds within the institutions. Sometimes proposals
_ for outside funding have been developed: for significant changes that would seem impossible before initial
~ support for an activity. When e held woikshops on topics of interest-to faculty and paid only the basic .

costs, interested ;n'stitutions'cm_xid‘-always find ‘the necessary funds to cover the expenses of their own
participants. In addition, we were frequently able split the basic costs of an- activity with some
other agency or program when the interests and the purposes of the two coincided. For example, we were

able to co-sponsor-several workshops in the humanities areas with the National American Studies Faculty

which helped encourage and support institutional participafjon. *

A paper by W. Edmund Moomaw, following this section, explores ':hé application of these change

strategies on individual campuses. That paper reflects: Dr. Moomaw’s experiences while working at SREB - -
as el as his current experience as a liberal arts collegé:dean. , S Cy e

This entire project began inz;xe belief that a regiqnéi apﬁrdach' would help institutions and individuals
in the South begin to think about new ideas and new directions in undérgraduate education and build on
a kind of mutual interest in further development. We frequently depended on resources within he region

" to stimulate others to move in new directions. In the beginning, the staff spent a great deal of time getting . .
acquainted with the people'who were known to be.innovators and to have interesting and creative ideas.

We visited instititions from which there was an indication of new programs or exciting ideas.

After becoming acquainted with these resoures in the region; we then began to identify. the individ-
uals who could help others through workshops, conferences, and ' consulfartors, Many of our workshops

for faculty were staffed by faculty members from othey Southern iistitutions who had developed success-
" ful projects and could demonstrate them. This aided Nt use '0f';§irx;it:cﬁjresources because all of these

innovators were interested in helping others and sitared their npcé)e

“self-help” approach, we were always abls to find a way to-providé some “trade-oft™ for the institutions

. '
[ iyt N
)7" t

other inititution. We felt that maintaining .

rietice. and enthusiasm. Through this

quuals gave far more than they
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Be v seemed to get &xt eventually it scemed to wcﬁ: out that all thase who sssmed the pmjcct md the:cby ' S
“other institutions & 'well, gained some sdvantage from havmg ,pamcapated SRR

: .- - The other 5ide of this approachris that the individuals who worked in our acnvmesvalways cxptcssc:d' Vel T
o T the fedmgmattheyhadpcrsmﬂiygamedag:eat dcaifmm‘theﬁxpemncc Just as we often say, “you . o 7
. 7 .+ don’t kfiow something _well until you teach il fo.someon clse,” these people.gained new insights -~ . ..
" _m @ . into.their own ‘activities w they began to prepare Workshop presentations and activities to introduce ° . . . SRR

- " others {0’ their work or to serve as consultants in adother insfitutién. For many of these worksho;) leaders ~ .. . |

C ' ;andpaxncgpantsthzswastheﬁxsttimeﬁwyhadbecncxﬂedupunmnwhpmfmmalnpscnyandmxny, ST
> - peopie developed new skills and sbilities through these. activiges. .~ - i S

- on\with our focus on the' ‘development of specific imprcvements in tcachmg methodalogxes and in
" projram Steygtures, the projeqt maintained s continual focus on the deveiopmcnt of professioqs in higher
edylation in e South. Many of our activities were; in fact, professional development activities. We often
supported the travel of an ind.mdual from his or her home igstitution to ‘asother place to examine pew =~
: “ideas and tc meet with ignovative people: We frequently supplied information to individuals about
e professmnal development activitias, and.we encouraged persons from the South to attend national coafer-
AU " ences and workshops that we knew would serve the interests and needs of instititions. In all of our
' planning groups and mutual intetest wotk groups, we tried to combine individuals who w be resources . .
‘to each other, and to design the work in such 2 way that participants could: gain new information and R .
experiences from the actual acﬁvines of planning as well as the resulting prograins and gorkshops. We -
. . tried to orgamzeeachmeetmgofagmupsothatxtwmﬁdbeakmsngcxpenence mnsdfandsddto e
- the professional groWwth of the participants. .

: v Though unintended, one of th€ major acccmphshmcnts ef the pmject may; ‘n fact have been ‘the
~— . development of a nctwcrk of new professionals who cain carry on the acuvxges of innovation and change .
. in the South. Thisis a topic of a papér by John Stephenson which follows this section. In that papax.
+_ he exploges in somg,depth several aspects of this development of human resurces in the region.

“These two areas, developmg new strategies for change and encouraging the professional deveiopmf.mt of
-Southern participants in our project, have been r:;;}or areas of work throughout these six years. We believe -
_ ~ that’ many individuals in the region have leamed’a number of thmgs about how.to dcw:lnp and guide .
} S .. .changes in their institutions, and how complex it is to develap innovations'and new directions, At the. -
‘ saime time, we believe that we have had an effect on the professional dcve!opment of a.riumber of individ- - oL
‘uals, sO that there now exists a network of people who have bcen introduced to eaoh other through -~ = .-
© project activities and can serve as. a resource group for nnpmvements of undcrgxaduste educanon in. tlnsv E : o

. fegion. e . U

S ol o

'Fhe Challenge Re

Consxderable progress has been made toward snmuiating constmch\fc change in undcrgra&uste ednca
tion'in the South through the work: of the Undergraduate Education Reform Project. Innqvati\(e and non-
traditional _approaches to teaching and learning have been developed in many places, amd there are many -
individuals across the region who'are capable of sustaining the morhentum for reform if condmons permit. - >
The situation tdday is quite different than it was even six years ago when the. pro]ect began, and is -

. especially different from the Sixties, when most of the focus was on coping with the growth potential and. - .
' rising demands of students-and society, Uncertain congitxons toddy make it difficult for institutionsand. ~~ *, - ¥
faculty to focus primanly on new ideas and innovations. As one project participant put it: i o ’ t '

The most pressing issue is to maintain and increase effortsito reform and imprave in the
“face of ever-tightening and restrictive budgets. In the past fivé years, the reality of retrench,.
ment has come to [our state] through increasing legislative inyolvement int fiscal matters. .

Students and the public expect and ‘demand quality instruction and productivity on the
“part of faculty members, [and] ‘unfortunately, many faculty '} embers see ﬂns demand for
accountability as a threat rather thdn a challenge for “gbﬁevalu ti

. ¢
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- )gant responding to today’s issues talks about those challenges: S
" ™. 1 think the pressure for accountability, declining enrollments, and shrinking funding will
. all lead to a greater receptivity on the part of the colleges to alter undergraduate education.

o . clearly defined outcomes, for greater flexibility in accomodatirgmew and lifelong students,
_ o - “for improving college angl university articulation, will'all lead to change in education. With
RN " faculties. becoming mofe and more entrenched and more costly to the institutions, the

demand for increased productivity and programs to get faculty to visit other places or even
. to work in‘other placgs periodically will increase” Creating options for people’s leisure time,
. enhancing job satisfaction through higher edication, and offering’ new challénges to the

Tepresant exciting new possibilities for education.”

<t . . . .

RETA " ‘most able students. are ‘also likely. 16.lead to new reforms. Taken together, all of these

The need for developmental programs, for entry and exit tegting, for new curricula, for

“yy i Ot of evesy crisis come opportunities for change and new challenges. The prescat period in which our .~
%ipstitutions find themselves offers those opportunities if only they can be seized. Another project partici-+

T The ficed is 10 get the' faculty heavily 'mmxvédm_mé &j.a'l_dgy_é about how to solve éreati\_fely thé éréh~;

CF L lems'we fale today this will, in tura, help them to better understand the problems dnd conditions their
. institutions now face. It is.not enough for oxlly institutiona) and professional leaders to ungderstdnd the

. pew phenomena caised by Yoday's diversity of studShts and a shrinking ecosiomy. Eved if plans for non: e

‘

©. -, traditional approaches-are proposed and innovative programs are developed, those programs will have to
RSN -~ be.dmplemented by existing faculties working within the framework of traditional institutional structures.

" .o Becaystthe faculty who staff ouf institutions came into the profession through education programs based.
-« . on traditionil assumptions ahmtv,‘t%xmg and learning, new progrargs- are likely not 10 bé: successful
' " unless there is a conscious,plan to;stimylate faculty to think in new terms, At the same time, if we ¢xpect - -

v

* - “hive to'support those efforts. Anothes project participant conimented on this point:

T ¥e¢r pressure which' supporis-and rewards instructional improvement. Such encouragement’

x

from colleagues does not exist in significant amounts in niost departments at the pregent o

S . The reward system in institutions needs'tG be ndre closely. associated with reform and -~
L improvement of instfuction. In.many instances non-tenured fagulty memberscan hardly
< afford to-divert-any. of their time aind energy ffom. research to Systematic instructional
improverhient, In a related area, we need to find ways to work toward a “critical mass” of =

a creative and energetic respohse tq the meed for change, institutional leaders, udministrators, and faculty » 1.

/ Yot “ ._‘ Lo ' 3 Lo A s - L ',\' o . ) ‘.‘ ‘ "~ ‘ ' ~ . '-‘ ’ “..~ . . ..: l; ' ‘. { a ( N A
. ©. - .- The way in whith faculty are encouraged to participate in.reform efforts is critical to the kind of  _ .,
L S’ results that can be expectéd. Through the Undergraduate Education Reform Project, we found. that'the

procéss of inVolvernent was important, and that various strategies, aiready'mendoneq, seem to encourage

S operiness to change. While these strategies have been trigd and described somewhat'in the abstract, the
Pl Afocas of -the change process would seem to be important also. We used similar strategies to encourage new

ideds in . teaching metlods, program develapment, and institutional development.
‘however, has been on the teaching rolg, of faculty, which we have considere

"Most of our work,
tral. The process for -

developing new attitudes toward chunge in the future might well focus’more’DR curgiculum: issues in

"1 general éducation, basic skills progranis, und ‘the relationship between career-related curriculd: and the

o+ 0.7 libéral arts. 4t may be that.this will-appeal miore-to faculty than the focus on teaching impravement and,
SE0y e o faculty dévelopniegt. A project fespondent feels that this'is a new issue that must be dealt with. His

*o 77 analysisof the situation is as follows: -

L After,_rg\iiewhm_sevetai years of ‘eff&is‘!‘fa-détermin‘e what makes the difference’in educa-. . h

LI ; - -

w7 T rtion, research datd’lead me tb conclude: that the conterit of the cusriguium is probably the .
most significant determinant of'learning outcomes. There is very littlé, if any, evidence that

suggests- thy kind of tegching method. used makds much difference when'compared to
other-alternative teaching methods. This, then, suggests' where ourf.reform efforts should

requirements. T e L T
e B I PRV T [

NES

‘b namely, in specifying new curricular areas and “remodelisg™ how we could improve. ™~
the usefulness of present: curricolom -by ‘identifying different kinds-.of performance)

undergiaduate education. There is already evidence that change efforts are being widely directed toward - RS
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TR *Pxofenms in hlgher education may be effecnve prohlem—mlvm in theu pumuhr disci- S

. . wa¢ cplines but seem to beinept whén they encounter @ problem of a more general nature 7 .

s .. .- odtside thais fields. Herman Kahn cqlls this' “educated inconmpetence.” This concept - R

A R ‘probably goes 3.long wxymcxplmnmg why reform in higher education isso slowandso .~ . .
difficult to achieve. But what if the underlying problem is not “how'to teach” but “what _ e

to teach"" A significant issye - then'is how to define reform. Is it chmgcinmeam”()x: S

. change.in ends? I would opt for defining reform in terms of ends because there is plenty of SRR o

- . ' evidence to show that there are- sevcxal dxffcmnt Wgys in whmh oo can nchmve requi L

- N .lesumng outoomes. . _ _f,“~~ ‘ 3 | -

4 Y
* An xmportamt area of work ta be dcalt w:th by those whn would lead reform of undergmduxte educa- .
-~ tion is thatof-how to get marg focus in our institutions on the learning process and the learning outcomes .
_ qu; stgdenis In our work over thése f«w{c&\'s, we have béen able only to scratch the surface of interest DT
PELT «'gnfgnnaum about how students learn ahd-haw 1o begin to assess the leaming.that does take plwe e
- sslgms to be the Temaining frontier for faculty; thex are only a few pioneers working in the maggsof -~ =~ = %
p,iinsumﬁms We have been able to draw some attention fo this subjéct in a few of our workshops and it ' L
PP - ‘AIWaysmmtﬁated some participaits to become very exc.iteci aboyt the possibilities for new successe§'that .~
. - .= _such a focus on their work might bring. Several project partici have mdm.ted this to be the s.xcaof R
- most promxse for futyre reform efforts. Some of their comuments axe o ' S
- I tend to be ‘process" oriented as opposcd to “stmctme oriented. I beucve thc cursi- S s
"~ + - .culum can help in providing educational direction; but it is-the inv R
in the léarping process which is the crux of the learning opportunities b
. the outcomes.of these opportunities. Reform of undergraduste education Wa&hﬁevcd e : .
only if the mission and ‘goals of undergraduate education are known to the educators;and...._ || -
~ only xf the eduutors are cummitted to evaluaticm of their efforts towstd schmvcmcm of R

oo R ‘ We need to improve our abxlmes to assess Ieannng 433 meansﬁf cvalumng and unpmvmg L
o ( - programs. We need tolean away from currént global assesspents {gxades} to horé distréte . . .
SRR “megsures of what persons know and can do. Program and student articulation will remain :
L a superﬁcm] process unnl we improve our asscsam:nt and ¢ oemfmnan.procmiuxcs along

‘moré specifxe lines. . o :

e
o
W

T el Most cuﬂcge-leve} teachers are sim not cancemed encugh ‘abaut how to get their -

- : ) students to learn more. Their main emphasxs is on how to teach what they know. Asd - :

A LT e " there is a big difference between those twa ‘points of view. The first aré learning faqxhta- T s

R * tors. The latter group are gducational dictators, and because they do not career focus on - T

© 7 . how students in their classes leamn, many of their students don’t learn. The students " aré AR R
T biamed fo: their lack of skill The teacher never accepts that respangbzhty when Ieammg Ce s

I ie These Iasa cmxm‘teuts pomt out quzte bhmtly the need for facuity mterest to be tumed more strongly R

N T, towa,rd how well students are learning what the institution has to offer. It is is quite clear that genuine
reform will not. take place until faculty confront new conditions and seriously deal with the issues these

- canditiony msa at the interface of feaching in tMe traditional sense, and Jearning in the context of today’s

‘ . "need Yor ahemmve approaches to gducational equality. The era of educational reform is not over, in »

“saw w spite of thelappearance of a réative calm. The task is much.more basxc and less dramatic than it seemcd

o ezgpt or lOye‘m ago, but wor,k must con&que AR < T
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~ We have been hx'mg in a new ag,e for higher eduutmn for nealy ﬁfteen years. How have we adapteci"

*A short, off-the~cuff answer wouid be “neither very much rior very well.” Op the other hagd, there have |
been some important changes in higher education in the past decade and a half. Modular cslendars have -

- been ‘introduced; flexible ‘degre¢ programs for traditional and non-traditional students exist in many
places; individualized study programs have been developed in a number of disciplines; experiential educa-

tion- is 'being §dvocated .y a national organization™und practiced by a large number of institutions;

‘students are designing their own courses and major fields of study; they are being given a great deal of
. counseling about their fumre carcers; ;md faculty .md staff are partiupating in an array of “devcﬁoprnent
- programs. : . R :

s

KRN '&

While those who advocate change and paruupate in trying to brmg it ‘about can pamt to these and

- mher results, the urgent,need for hxgher education to adapt. still remams

" technological advance

© For the' halt~century prior to the early Sixties, colleges and umversmcs in the Umte;i St&k;s developcdh

angd conducted their affairs pretty-much according. to their own desires. While they usualiyxne&ded some
kind of approval for their activities, boards and legislatures granted such approval with littie debate and

Tew questions were asked. Institutions admitted whomever they 3 wxshed into their po:ta.l;, using various '
aristocratic and meritocratic standards. It was difficult not to. succeed America was basitally a growing, .
w that had changed little, socially and educationally, except for some major -

conservative, stratifie

sities, A traditional liberal education wag ideal for most of the students, sifice their futures were.not uncer-

tain. The national ecomony. was sound., Inﬂatmn was semethmg that happened in the banana republics! * |
" Teaching and leaming had changed® Tittle “over“the” ‘years because no

", deans man.xged the mtemal afta.us of t.h.exr mstnunons, "and al} of ‘them did. zeiatxvely ‘well. ©

4

- Education Reform Project at SRFB after Izavmg taught. polxttcal science ina pub}'zc eaﬁege and a pmate :
women's college. . , _ ‘ . . : . {’

changes, and ways they
invelved in productive activities. Dr. Moomaw: is Vice Fresident and Dean of the Faculty af Birolingham- ~

In the 15“years since the begmqmg of the social .md ragial Tevolutions of the Sixties, mcrmous changes .
- have taken place in Aménca s society and usemnomy Thesé changes, in.ﬂxm, have had-profound effects ™ %
on higher education — for which it was unprepared and with which it continues o grxppte with uncer- *. .0
tain resuits. Colleges and universitites were caught unprepared for the mﬁrusmn mto theu autonomy and

tranquility of powerful extemal forces wiih; wi’nch to reckon - _

Enco&ragmg change on the ealiege campus is a sometimes diffic cult and fmstmmxg actzvity In this. grtzcle
W, Edmund Moomaw disgysses some of the reasons why faculty are frequeutly unhappy about possible
be encaumged to ‘understand the need far. new dtrecncms and become

Southern College in Alabama, Far faur years he worked as the associate director of the Undergraduate

LT
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W Edmund Maomaw

World War ii. There was an abundance of students 'for colleges and univer- -

ge was neéded. Presxﬁents and .
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“We have becoime an equalitarian society, with both a declining population and a declining economic’
situation. More people are going to college and demaiding the traditional rewards associated with callege -
education in another age. There are not sufficient professional positions for all of today’s college gradu- .
ates. Consequently, many ‘are demanding more frem their institutions. Students have becomse more com-

- petitive, more professional. They demand to know the economie value of what they afe studying. Mare-
over, all of higher education’s constitiencies — students, faculty, the public -~ waat ta- partjcipate in i

" policymaking and the decision process. .~ . . P . B

~'After a peripd of great growth in numbers, the general population decline'is bringing new kinds of .
" problems to- campus. We have seen increasing external pressures from state agencies, the courts, legisla-. !

" tures, even the press — all demanding that higher education be accountable for what it is doing, and even
giving advice and direction on what should be done. Advice has been given on what programs to provide, -
how to-grade, what to research, whom and how to hire, how much to pay, aud on othar matters imagin-

- able and unimaginable, - : T R

. Perhaps the most significant response to higher education’s new era has come from the private founda-

" tions and government. The foundations continue to.pour tremenidous; sums of money into institutional,
staff, and“faculty development programs. Many foundations have commissioned sfudies, established - .
special commissions, and conducted seminars for educational leaders. At the federal level, special Jgencies” - -
have-been established to distribute the national largess to promote educational change. At the state and

inter-state levels, such agencies.as the Southern Regional Education Board (SREB) have conducted pro-

. grams to apprise institutions of new developments and new needs and to pro istance for imple-
. SR menting institutional changes. What is missing on far too many campuses is @ genlme and enthusiastic
- : * response by the faculty to the need for change. . . o . ' :

The main activity on most coilege. campuses today continues to be a time-based educational prdce;s
in which faculty lecture and students write it all down in their notebooks and on exams week’s later.
. Cyrricular cbntent also has changed little, though the society and the economy have changed dramatically.

Tt is ably true that all of us are'_mu'ch‘mo'_:e' comfortable with 'whgxé we have been f.hm.w_héxe we
. are going, Most of today’s faculty and administrators, either in fact.or in spirit, have been in traditional
. elitist higher éducation’ during their graduate school years, A proposed change in that direction makes -
S , them very'comforfable. A change which does not appear to be traditional creates the opposite effect.
e " Therefore, it is important that ways be found to help faculty see the need for change and be helped 0
move in new diréctions in the most appropriate ways possible. In the remainder of this essay 1 want to° -
. * suggest ways that some of the things learned about the change process in recent years canserve to-over-
.come the forces and attitudes that prevent chagge on the campus and stimulate a positive environment for
_ _ . mewideas. .7 . T o Lo T
“ L . . ) . TN e g _4‘.;“ e e T ‘_,‘ . A ST -‘ R T e - ‘,‘_“, f - ) '."‘?‘ . )
R . i ‘ SR . . JON . -(.' S - ‘ . . o o .
T Fa,ctorslnhlbitmg Change - =~ - =
. ' - Often it seems simpler. to déscribe what not'to d‘o“r"g"&xie: than what to do - or what went wrong rather
, . than what went right. It scems particularly appropiiate hére to give some attention to two factors that
R R have been significant negative influences as campuses have struggled with the issue of change. The first
' ' factor is the inability of many institutions to develop the kind of admiinistrative manag'émen{ system that
» can respond positively to today’s external and internal pressures by means of innovative solutions.

... The nat tendency 'of an administration in a time of stress js to become more burcaucratic. Such. .
B S -administétions trust subordinates less and centralizé’ detisions -more. They- create ‘mofe - regulations to .
I - follow.and give less and-less discretion to those at the middle level. While such a college administration tdn® -
' ' « . succeed in normal times, it cannot succeed in a time when ghere are real problems to.solve and pmgrangs;'“_

=~

to develop. : : S S -.

_What is needed in today’s new era in higher education is a more open model of administration. Such

a model is one in which decisions are decentralized. Priorities and mission of the institution are widely -
" shared and agregd upon, and each level of “the institution is concerned about taking responsibility and
gétfing"‘tir’x_g;job'dqné. A college or unjversity administration with. this lypé’ management system controls
- its own external and internal forces- through open communication and responds to them in positive ways. -
v B R o EE A A
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« Faculty .md staff heve a mgh espn: dcazps because they feel mvolved and respmmble for what hdppcns S

In an open model of admimstranon. facuhy and sw‘t work pos:tntdy towa:dthe ecmmcm mxsmm of the
institution, .

The second - fagter miubmng change in Iugher education tod.xy is that 100 many mstxtuuens mszs.x upon -

trymg to be an institution for all seasons. Today"s pressures instéad are ¢alling upon institutions to special- -
ize — to-do only those- things that each can do, and do well. In shost, every institution needs to have 2
clear undemandmg of its mission- and a commitment to it: For too many iristitutions today, the-mstitu-
tional mission remains the vague concept of being “the Harvard'of .. . . Many seem to be so commited to

. remaining forever a.part of elitist higher education that adapung to serve the needs of a new clientele in .

a new era is beneath their dxgmty The nationwide attention being given to Harvard’s recent changes in

(’-'-A. )

general education requirenients is a casejn point. The national interest in emummg the Hamn'd cum- B

culum xllustrates the failure of diverse insmuuons to develep their own diverse pussmm

Steps in the Change Process SR

Bringing about c.hange involves much more thdssxmpiy the development of brﬂhant xdeas When asked
once to define the powers of the presidency, Harry Truman replied: I sif here all day trying to persuade
- people to do what they ought to have sense enough to do without my persuading them. That’s all the

powers of the president amount to.“ In shori, how we appmach thmgs isas mxportent as what we prepose S

ta do.

-

T,he change. process can bé &ud to: mvolve four distinct steps defmmg the probiem, developmg soiu- /

tmns, implementing the plan, and evaluating the results. In the evaluation process, additional problems”
may be defined, starting the process again, While the four steps may be vxewed as dmmu acuvmes in the
© steps cio nat necewﬂy take plece separateiy frem each ther. . :

1. Deﬁning the Problem

- The first step in the ehenge process is to resch consensus on the def‘miuon of the pmblem Two

. »

“avenues available tof fauixtete problem deﬁmtion are use of an “outside egent ' and use of the eva}ua:mm .

process.

" The literature on processes of dxange eemams many tesnmom.xls to the beneﬁts of the outside agent
concept The SREB Undergraduate Education Reform Project gcted as an outside agent to persuade
. people of the existence of problemns that ali of them probably aiready knew existed. It is not merely the
change agent being from the outside that makes the difference, however. It is important-to choose an
outside agent that will command the sespect of the members of the institutional community. The SREB
. .change. plan involved takmg change teams from a number of institutions to a neutral location to work not -
“_‘\-omy with the outs:de agent ‘but a,lso away from the home Lampus 4i.mosphere .md xn a supportwe peer

L]

group envxmmnem - oy . ey

Another means to ‘Pegin problem deﬁnmon is througﬁ the evaiuatmn p:oc.ess Evaluauon of progr.mxs

ma)ms departments or & whole' eurmulum can be organized:for this purpose. Data-gathéring can be can-

“ducted on campus with outside evaluatq:s brought in to assess the data and (o amst in thc proeess of

problem identification. ‘ : :
- Jt is particularly important that the eh.mge egent avoid snmply making a de.&.hratxon of the exzstence of

t.he problem or of a solution. There.peeds to be at least some consensus og' the existence of a problem,

" and this consensus'needs to be based on legitimate research and. hard information. Once the problem has

" been identified and its existence acknowledged, ever if only by a small group of influential. ‘opinion. -

leaders, an institution has achieved the first step in the change process. It is probably fruitless to sttempt

- to develop and implement a new idea if few people on the campus perceive, that a problem exists. .

2. Developing Solutions = -~

. This essay suggests that develapmg and miplementmg a ch.m‘ge plan involves twe sepamte steps in | the
change process. However, change may be more bt an incremental process than a process that moves from
one stage to another It is probably a mxsuke 1o assx.xme that if is pmble to develop a complete plan and
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' then to implement it in its entirety. Instead,

meated incrementally — one by one — and then \evalusted before the next step is taken, Indeed, it may

" The most successful approach

& solution or of moving in a particular direction. It is very helpful to have persons who have connections -
with other campus groups — formal or informal — who can represent thase groups and perhaps help per-

+* " suade them wheq the time comes.

" Working with teams from other

‘not even bé desirable to map out all the details’of & change plan at osce. Tnstead, development aad
implementation may be simultaneous activities. - - o » ST

precéﬁ’séexns to work best when solutions iixe'ixix;ﬂm :

_ to developing a change plan is to put toééthef & small leadership tem';'m |
organize and direct the effort, It is ususlly best that this be a new group made upof persons from all
. concerned constituencies who are agréed on the existence of the problem and the desirability of finding

institutions who are dealing with the same issue is particularly helpful,

e . ~*Such connections may-take place through a national or regional project, or by warking through a formal

or informal consortiun,‘These outside linkages provide an opportunity for the change team to gain new
ideas. The outside connectiofis provide support in problem-solving and in identifying resource persons.

_+ . As the chang¢ team moves ahead with the development of the solution(s) it plans to propose, it is.
important thiat it either expand its. membership or,take some other action which will jgvolve moge persons
in the process. This step will gain the comiitment of additional people to the propose®solution. One way

. of lessening 'the threat on capus is for the change team to hold frequent open forums or “hearings™ t0 .

‘keep the entire community informed. Nothing can kill an innovationgnore. quickly than-the impression

‘that a small cabal is plotting secretly to commit an outrage. In the process of changé, there is never too

much communication ofsharing of informations .

3. Implementation =~ .

i

~ An ancient Chinesé proverd tells us that, “A joutney of a thousand miles begins with a single step.”
o The Chinese must have had some foreknowledge of American highe:_edncgﬁon. It is next to impossible
" to'develop a complete curricular change package and implement it in its entirety. The best strategy is

to implement a programmed change step-by-step, evaluating gach step after it isimplemented and making |

~ necessary sdjustments before moving to implementation of the next step. In.crex_hental, gradual implemen-
““tation has the agdvantage of getting an organization accustomed to small changes, one at & time, rather -

thsn ‘one large change all at once. Small, incremental changes are much more likely to be supported. In

-

It is of vital importance that the change team have connections or assistance from outside the campus.

~ addition, the change itself is more likely to be successful since it is behlg_evélgaigé and adjus'fed.gt' each ' .

step. -

. ' I

‘In addition to being incremental, advocates of change often must be Wwilling to have their changes

". " implemented merely on a trial basis for a limited time. This often seems illogical to the change agent, and .

. indeed it is. It might be argued that the burden of proof ought fo be on the defenders of the status quo,

but that simply is not the nature

“vase. Moreover, since change is an ongoing process, it wauiﬁ,nut'bexlqgical.fcr a change agent to advocate -

* permanent adoption of any idea.

of change. If the proposed concept is valid, it will prove its merit in any

Keeping the Process Moving

?esterdax's 'ﬂia‘nge‘\ agent often i3 today’s ééfender of the status qud, -While-it violates the concept that

. we must always bé able to.chufige to adupt to-new circumstances, it is nonetheless tri# that many change
. “=." dgents develop such a strong commitment to theéir “baby” that they consider it 4 personal affront to have

; it tampered with in the future.

The way to deal with this problem is to have 4 built-in process of continoiss gyhigx%t’_i'qn.ﬁxé; iden

- problems and develops solutions.

L,

In short, the ideal situation is a change process that is going on cogtinu-

ously. It is often the case that'faculty arg most comfortable with an innovation when it is begun ith-a
limited life-span requiring evaluation and renewal within a certain time period. This, of course, is merely

Thomas Jefferson’s notion that éach generation should have the privilege of developing its own rules of

society. The irony is that most faculty will agree to this coneept only for new programs, not for the old

ones. But, be that as it may, the
.should be — continuocus.
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coneept is a good one because it forces the change process to be what it




A=

N.

This emy has wncentrated on the pmcess of chan;,e Of course, chmge is much more tha.n pmcess. I
The purpose of the process is merely to facilitate the main matter — namely, the development of sub- -
“’stantive solutions {0 the pmblems that confront us. Many good ideas have-gone awry because the advocate -
- of the change' fallowed the wrorig procedure. Good idess are not adopted merely because of the spundness’

of the argument for them. They are adopted; to use President Truman’s word, because people are per-
suaded to adopt therin. Changes, to be posuwe and eitecuve must be .u,ceptcci ami to gain au,eptance cne
must follow a careful strategy. . :

. In summary, this essay has proposed # change: prbcess conmtmg, of four steps These steps‘ in turn,
suggest four principles of change -which the author Icamcﬁ by trial and grror ﬂxmugh the. effmts of
SRhB s Undergm&uxte Educanon Reform Project.

First, bnngmg about change isa ;Sroccss of solving pmNems. ldenutu.mcm and agxecmentgxﬁm exis-
temc of the pmbiem is\the necessary fisst step, .

Secoud, change must take place within the tradition of higher education, While thcre are some new

Ainstitutions . that can successfully ;gnore this prmdpie. most must live thh thss reahty .md devdop

stmeyus accordingly.
" Third, use o{mmde agents and other uumde conmts may be the smgie most nnportant and effec~

live smtegy that ¢an be psed in trgditional higher education. While the original fountain of wisdom may -

exm at ‘edch individual institution, it is the influence and opxmuns brought in from respected outside -

" solrces that cause the greatest amaunt of new t.hmkmg

" Fourth, change, to be suceessﬁsl should be incremental and continuous. It meiy wm}.s to 1mpuse a

~ completely new structuze on any erganization. More important, it is even less likely that today’s innova:

tion will serve all generanons to come. There needs to'be change process, therefore, that allows for.
continuous evaluation and continuous. incremental change. The change agent must be comfortable not
uniy with changing the starus quo at the time but also with futurc alterations of his own c.hmes
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' The Lasting Impact ofReform
- The Development of Human

By

T

Resources inthe South . - = I

_John B. Stephenson B
’University of Kentucky

In evaluatmg the effccts of any ptOjeCt whose major Objccu\f& is chansc the qucstmn nsmually anscs, ‘
“What remains when the project is finished?” In-the case of the Undergraduate Education Reform (UER) . .,
_Project, the obvious evidence to look’for conceming lasting ‘tesults is in the reforms themselves. But
.another outcome, one which was not originally a major goal of tjxe project, but which npw appearsto be - .

one of great importance, also shows strong eviderice of remaining in place, now tha} the project itseif is i
wompleted, That outcome is the establishmaent of informal and formal structures of commuaication and  *
use. of expertise which have been developed in many instances as a direct result of the project. This

development of humari resources, ‘and the developmient of patterns of information exchange and utiliza- - -
' tion, now appear to be among the most importan, if unantimpated results of the UER Pro;ect g

‘ “Hum.m resources’’ xs more than just & “cltch” phrase It refers to. the embodiment of knawledge and
~ skills in persons who can put ‘expertise to work in solving problems and in providing ‘leadership for .

* progressive’ change. It refers also to organizational patterns — either new. orgamzatiomd forms or the

reorganization of individuals into new patteins which improve potentials for problem-solving and leader- - £
ship..In terms of the UER Pm;ect s cantributions to the strengtiening of human resources for improving )
undergraduate education in the South, it became cléar, as the praject unfolded during its six-year lifetime, -

that numerous individoals experiented pexsonal and professional growth; that supportive networks, both =~ .~ =

formal and informal, took shape; and that communicatioft about change, innoMation, and improvements
increased at many levels from intra-institutional to national. It also became clear to observers and staff of

. the project that had it not been for the opportunities provided by the UER Project, the growth of these
human resources would have taken place much more slowly and, m some instances, probably not at all.

- What were these' opportunities, and how. did they lead to the strengthening of .resources for the
. improvement of undergraduate education in the South? What is the evidence of such strengthened
resources? Without prétending to any definitive or exhaustive treatment, these questions will be addressed
through exampie's illustrations, and some hmited genexa}izations in the remainder of this essay.

-

 The pmfess:omzl a‘eve!opment of par:w:pm:s in :i:e UER project was ah mzparthr concern ‘of the smff ‘
Though this was not listed as a major objective of*the project at its inception, it was a majar consideration
as we planned and conducted our activities. John Stephenson helped the staff consider directions the
. project should-take, participated in a number of activities related to his.own institution and served as a
member of several commitiees. During the six years of the Undergraduate Education Reform Project -
. Dr. Stephenson was Dean of Undergraduate Studies at the Umvemfty of Kentucky and is now Director of
z’he Ap{mfac}uw: Studies Pragram thefe &
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The project began to-take shape around conferemcs‘and,wom;hops on limited topics and involving =

circumscribed groups of participants' rather than the entirety of the region’s higher education constitu- .

ency, By the time of the final phasés of the project in 1979, a very large number of these conferencjnd

- workshaps had been held thioughout the region, and these activities provided major. opportunities for -

both personal professional strengthening and. increpsed communications on a variety of critical topics.

" Individuals were sometimes brought together from the entire region and sometimes from within one state’

or local aréa to exchange idéas and share ‘new knowledge. In some casés, the same group was brought
together more than onee; for others, it was @ one-time experience. In all cases, the meetings provided,

unique opportunities to meet new people, hear new ideas, and test new plans for implementation. These -

exchanges were cargied out in a positive atmosphere, and permitted faculty members and administrative

-«

ml

. staff to work with their gounterparts in other institutions who could reinforce the sense of the unpoxtince
of each other’s work. These shared activities provided chances to build valuable communication links as -

~well as to build self-concepts, increase personal knowledge, and, in some cases, to.redirect professional
careers. ., o o S , o

In addition to-the conferences and workshops themselves, a number of planiing sessions were
conducted-in preparation for them. Although they involved. & smaller number of people, these occasions -

© were important in heiping_ cement connections ameng individuals, Planning activities themselves took on

" the'character of resource inventories, state-of-the-art assessments, needs analyses, and the kind of “*show-
and-teli”" exchanges which are inévitable when two or more people gather with sishilar program interests. .

-

Looking back over the six years and the hundreds of people involved in all the U'ERPkbje‘ct activities, '

‘there are several aspegts, in terms of tesource development, which are worth painting out. The first is that-
~‘a large number of individuals who probably would not otherwise have been involved in undergraduate
education reform were drawn into these events. In many cases, the het eifect may have been negligible in

ferms of concrete changes o’ campuses, but the undeniabl@ fact is that many people became knowledge-

able about educational inngvations. Moreover, these persons might otherwise have, experienced that dis-

o with others elsewhere is not s small achievement.

- tinct kind. of isolation w% accompanies the pergeption that one is toiling alone. The re.,infgrétment of

-~ feelings of working in cor B
* A.second generalization to be drawn from the standpoint of human resource development has to do

. : )

with the central role aﬁf}/the project staff in the regional communications patterns which emerged. It would

* pot be. difficult to ddcument ﬁ‘% point from the testimony of dozens of persons involved in various - -

- phases of the project difigtect stafly in fact, came 1o be looked upon by most participants as the major data

" bank where most of thely
stored. Thus, as. ti%ie p »

-+ ‘tants, workshop participangs, and conference speakers. The centrality of project staff in the communica-

tions network is important to understand not only because such good staff work always deserves récogni-

tion, but because it calls attention to a possible continuing need which, if nqt met in some fashion, may

" éndanger an important element of the informal structure which built dp slowly over the six years of the e"
project. It is possible that, without this centralized :bank of information and advice, the other, more
- peripheral communications links may become weakened and fade away fairly ‘quickly. The possibility of

this loss of centripetal force should, at least, not be ignored.
Other -generalizations: can. be drawn from the project experiences which have relevance for human

aluable information on people and programs in the region {and nationally) was
d, the staff was called upon increasingly to supply names of prospective cojisul- . -

resource development, and we will return to them later. Let us tum now'to aivexploration of the waysin* |

- which the project strengthened the capacities of individuals and groups of people in the region to reform
undergraduate education. . " o o ‘ S T

. . .
.

Tracing Results = -

: The most. interesting source of information available for illustrating the impact-pf the project on

human resource development is the set of responses received oh 3 questionnéhe‘maile@#ﬁ:?.to 174 individ-

uals who had participated in one or another phase of the- project during its lifetimé* Fhese persons were
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dm:e.n to:eecwetheqmuonnmmthebmofme pnnmnupmofmepxqecttheywminvolved.-“- g.
with, and the type of insgitution they were in. Nmety-(hreepemmmedt.hequcmme Ofthc S
thfeequumasukedofthtmpmdcnu,twoueofmwmmusm

o What impact, if any, did pmpct partmpmon have on your msutuum” Hwe there been any ditector <
.. indirect results from yeur ot othm pamcipatmn? Can you give exnmples of apemﬁc jetions tnken or.
, > changes made? - . L :
e "« What impact, ﬁany,dxdpmject pamcxpauoninveonyoupenomuy‘?Canxougxwyexmpluofw . ' ;
- new contacts you made or new knuwledge you gained as 8 1esult of your paxm;munn with us? ‘

eBecause this material wis soliciteq for purposes of xuustrmen rather than’ mmucxl genexahzancn.‘

C . strict representanveness is not.as important as variety in type ofiinstitution and area of the South. The ~
A N tesnmany available from ﬁus source mdxcates thgt impact was felt &um the pmjcct in at hmt the fonow-
personal and pmfesdonel devdopment o R T e o e

v . . .. . .- o

"'.wxdemdcantacts,.-‘ o R ' SN A

’ continued use of cansultaﬁnn and exchange of mfornmmn. mcrcwd eommumeauon abogt e
Lo educational chmge ‘ | o ‘ S
. 'mcreaseduse ofpubhcauonsdealmg thheducanenai chxnge, D ﬁ

~

enhmcement of visibility or credxbmty of currenteff% S e . _,

campus faculty/statf development programs begun or suength:ned N ,
. | involvement in or creation of some organization dealing with educauonﬂghange o \": A A
y (( outside fundmg received to support educauomi c.hanse effart. ' R

Personal and meessional Development

= Apparently; very few persans- pamczpatmg in one ot another phase of the project felt they did 'not

) R - benefit personally from their involvement. Quite’ frcqu@tly. the benefit identified by the participant
‘went beyond merely gaining new knowledge or insight and included new or. e;pmded mvulvemem m a
chmge effort, One person, writing about a workshop oa prior learning, nated/that R

: ' . it has provided new possibilities for me.. | have been: involved for cight years with =
. ' Spcnsored learning. The -prior leaming workshop was my introducnon to what istobean -
important dunensxcm in postsecondary education. I am pursumg the prior lparning by a
o o P self-designed course of study. Recently, I have assumed on a part-time basis the role of
PR , ' regional manager for CAEL-[The Council for the Advmcement of Experiential Learning], a
' L :  position which prcmdes the possxbm{ydurkmg in both Pprior ; and spensored learning.

| Ano her noted ‘that *.". . projest pamcipanon has broadened my base of sdmimstrmve expenenee and
~ provided mie tools and resources in my work with faculty A o

. Sone individuals attributed t}xeu professional career ad\fancement to: pa:ticzpatmn in the prqect One .
individual attributed his witning of an-award Kautstandmg teaching to his partxcipatmn in a UER wegk- +
_ shop. One person cited his promotion; another Said he had been designated the primary contact at
college \for all professional development’ programs s &’ ‘result: of project participation. Another had be
appointtd to a statewide committee on faculty development by his administrators. Another steted tha
“;‘Jarnc:ﬁatxon in the pmject resulted in a broadefiimg of my career in'that I became involved in faculty . X
development aetivities on g full-time basis.” He concluded by saying that his jnvolvement “has probably ' ..
- . had more impact.ormy persone] professiona] deveiopment than .my other single event since Ifwd the :
(S SR feculty S R .

Unquesnanebly the stmngest testxmcmy concerning pexsonai professional develupment was contamed“
" in this smtement : :

r .

S - ‘ “In adgiressmg a gmduate class in mgher education reeenﬂy‘ i comp.ucd my part&cxpahon in -

the project ... in 1974 to St. Paul’s conversion on the road to Damascus. Even disallowing - o
o the exeesswe rhetonc chosen for t.het occasion, the WQrkshap was essentieny the beginning - // :
. h . - ‘ “ “ . ‘ R ‘ o . . //
- - L k SS n
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tion s a faculty meémber at the {University] angd eventually led to a new, posxuon as Ihrcctor
- of the Office.of Instructional Developnient at {another] university.

- He concluded his statement by saying that *“at this point, I se¢ no end to the pmfessmnal and mteuet.tuxi o T

- growth triggered by my participation. in the project.” While such total “conversion” was the exception = L

" rather than the rule, it was common for&spondents to-cite some- auea of new knowledse mukxll gamed [ e
- from p.;mupamm . : ‘ : o

[
- L of a new career for me, one which ted me, 1 thmk to make anew and significant contribu- o ! -
. . b

* 1t s clear, then, that the six years of thc pro_)ec.t saw a number of individuals in the regmn increase thexr‘
knowledge of new currents in undergraduate education. This means that there is now a larger poo
human resources from which all institutions in the*South (and the nation) can draw for expertise ;

" administrative and faculty leadexsinp on individual campuses, in statewide systems, and in area and multiy
. stateSconsortia. Certainly this is one residue of the project which will mntmue to, ccmmbute to thc S _
unprovement of undcrgraduate edu&.atxon far into the future o . S o S

%

..(

Widened Contacts s |

Sc.arcely less important is the wzdening of contacts among persons workxng in paruc,ular areus of educa
tional change. The value of discovering that others are’ working on similar problems, ofterr with quite.
~ similar frustrations; cannot be overstated. One participant stated the principle well when he noted that |
““because the support base for those\interested in cRBangeis aften quite small within annstitution, oppor- .
" tunities to meet others at various conferences hiave been very important.” This is because, to quote another
respondent, “it is rare for any person or single-institution to stand-alone and break the new ground. " He
and others at his institution have “learned how-important it is for [projects] to gain legitimacy and
support as they' move into new approaches to the delivery .of educational services.” From the contacts
~made at’ works}mps and conferences, participants not only learned how programs were successfully imple-
mented at various institutions, hey also learned what did not work. A responident who participated i it
workshop on prior learning put the point well when he said thal assessment procedures used at certain
oﬂxe‘ools were “frightfully loose, andghave made it difficult for me to propose that {we] undertake

-

any t to.investigate the usefuiness of such g program of evaluation for {four} adults He goes on'to v
, miake UI¢ point that . ‘ 1 N N
: Separatmg a policy from 4 bad apphcanon of that pohcy is dxfficuit under most circum-- . . N

stances and, in - the context of a faculty community, it is almost always xmpossxbie My - )
" meeting admmistrators whovhave operated what seem 1o be academically sound appmaches
" to prior learning assessment gave ine names to direct faculty. questions toward,

Thus, it was instructive- for partxcxp.mts m be in c.ontact with mdivxdua]s representmg thh suu.essful and ' ¥
unsuccessful programs, : - : B _ L

The themes of personal pmfesxonaﬁ developmem and widened contacts were often combmed as pam
( up.mts re«.alled their involvement wnh the project: o :

- As a result of my involvement with SREB's project, [ was able to successfuﬂy Jead an ehort; : ' <
to establish a very unique academic division and to ultnmteiy head that division. Thatled = - .
to a positiont as Assistant Vice President for Academic Affairs and the supervision of 2~
variety of academic units. The eontacts«were the same. I knew no one in tho aread of instruc- .
tional innovations before the UER confereme N‘aw the contac.ts are extgnsive and I have

" even pubhshed in the area. :

But quite aside from professxanal advancement, and mdeed aude from the gaining of neﬁnowiedgs _ S

- and skills, there is repeated emphasis placéd on the value of meeting people who reinforce the value of : ’ ‘
what one is doing. The influence of such reinforcement on sustained commitment to xmprovmg under- S ‘

graduate education is phmscd elaquem}y but simply in this statement! - - - . o o [

. the obvious impact and the most important was my personal sense of belangmg to 2
commumty of devoted teachers. Contact with colleagues from other Institutions remforced oy
my already strong commitment to quality undergraduate instiuction.

5964
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One raight conclude from suich au observation, which was repeated many times by questionniire respon-
dents, that individuals working toward improvements in undergraduste education\Qn their own campuses
+are all starved for attention and support. The question, “Why this should be the cgse?” is an interesting

/——,ng;ﬁut the experienics, of most of us coafirms that it is easier to work together on such problems away

" "from the home campus ~ even for faculty and staff from the same campus. Not only are there competing -

. distractions and constant reminders on campus about where our reward structures suggest we should be

placing our time and efforts (not in wasteful discussions of elusive “reform'"), but there is an overall per--
vasive atmosphere of cynicism about change and improvement. Even the term “innovatioa™ has negative
connotations on somé campuses. ‘Whatever the reason, we ail understand what one respondent means

- when he Iame.nts plaintively, “it seems that we can’t get colleagues together so productively hete.”

. on"the way’in which they designed or modified programs, or gave them entirely new program idess.
R A .. ..f_, . ) . . o . .t o . ‘ E . .

-

The value of new contacts made was cited by persons whose' own infprovement efforts repiesented.
every stage of development from early conceptualization to complete institutionalization, but they

were naturally more valuable to'those just getting underway. Qne in\dividtxal. whose program had beed in-

. operation less than a year,commented that: ~ o0 .
‘ . the meeting ({otganizéd by UER] in 1976 was the single most rewarding professional -~
' meeting that I have ever attended. As the director of a center which opened in July, 1975,1 -
~ was seeking direction, new ideas, and feedback regarding the value of our garly efforts. 1
. = gotll of these, nd came away knowing that we were on the right track. - . . 7

- Many others cited ways.in which contacts made at conferences or workshops had had specific influence

*

N .
~

Consultation and Exchs ge of Information

.. Of course, contacts made through the 'UER-Piojeci- will have value bcyoijxd the life of the project only

fo the extent that they are maintained. To what extent did' participants coatinue to.make use of these . B

" contacts once they were made?,

_ The answer is }jmt ;_af;par'en_tiy a tremendous number of contacts made in UER conferences and works "
+_ shops have been followed up for coasulting purposes and for further exchange of information, ideas, and-
.« assistance of various kimns of examples were cited in the questionnaire material. Typical is the

case. of ‘an individual w icipated in a meeting on staff development centers, and who commented
that “these contacts led to fusther telephane conversations, exchanges of information, and visits.” A parti-
~ cipant in another méeting likewise noted that “there was extensive exchange of material during and after

the workshop (cognitive mapping made :available systematic colection of course descriptions from other -

‘institutions).” .

. . e . : : ] o . o . . ‘ . o . .‘
 Some colleges. hired as consultants and evaluators persons who were on UER programs, and ina -

fumber of instances, quite importaritly, these weré persons who were first-time consultants, The impor--

‘tance of this fact is that the region, through the project, was building a resource bank made up of its own
~experts in educational change. While it is true that a nwnber of project participants went on to seek the”

' assistance of, educational consultants from outside the South, it appears that much of the consulting
- traffic involved  “home-grown™ experts who were first identified and “developed” thiough the UER

Project. This means that it is now possible to identify professionals in the South with consulting experi- .

ence in such fields as competency-based education (one institution said that it has received requests for
“nformation from over 500 other institutions in the past few years'— mahy from outside the South),

the assessment of prior learning, faculty development programs, personalized self-instruction, centers for, '

‘ instructional improvement, systemnis for.evaluating faculty performance, and the like. .

It would be too much to say that no such expertise\existed in the region before the project began. But
it is probable that much of this talent was underutilized. Another respondent gave testimony- to the exis- -

tence of this “framework of expertise” when he said that:
ce ewo! pert |

.. .. participation in the project enabled [our] faculty members to establish contact witha —
- number of innovative leaders in teaching improvement effosts in Southem schools and to-
develop a network of friends with whom they can exchange ideas as they continue to.work .
for improvements in teaching and learning. T R




. Far example;

®

| ime of the prs
of various kinds. Awareness of pubhcatmns available from SREB and. thc UER pm;:ct such as the. primer

on competency-bascd curricula (4 CBC LPrimer) spread rapidly $hesugh mailings ‘and- dissemination at -

. conferénces. Typical of comments made by ‘questionnaire responde.nts were, “The: pubhcanons of the
Board have been pacticularly useful for us in educating our faculty . . The publications produ cd-
by the project have proved pertinent to the situation at our msutuuon md ave been valuabl

Similarly, awareness grew of puhhcatmns available from national sourcés, such as the Gouncil or the

Advancement of Experiential Learning’s “Principles of Good Practice in Ajsessing Experiential Learning.”
Equally significant, however, was the appesrancc of new pubhcmons ﬁom caxnpuscs the.mselves.

. from ifxe cxpcnence of another university we adOptcd the idea of shari
of our mini-sabbatical program with other faculty through the pubhcxnon of jgports..

. the center plans to develcp a teaching notes gublicatmn, the desirability ‘of whxch was
demonstrated thxcmgh various contacts and discussions wiiﬁ others who - ave such a
pubhcatmn ’ — o\

- publication of the yellowbook and the éismbution af the reprirts causcd i

A inquire about our operatmns and come visit us-when plmmng a centcr i
‘ umvers:ty.

Joint publication efforts, such as the UER pamphiet entitled Tke Extwwf Degree Pragram Flonda

. Intemational University, were, circulated widely, as this respondent from Florida Intemguonal igdicates:

. This pamphiet quickly became a vital tool for explammg the pmgram to a variety of peopl
off the campus, including members of the lodal community, legislators, state university
system officers, and people throughott the country interested in non-traditional study. On}
campus, it proved .to' be an equally valuable. tool in explaining’ the program to entering '

~ students and to faculty members who were praspective extemnal degree advisors. For the )+

- program’s staff, the publication of the pamphlet gave us the opportumty to look’ back at" (

several years hard work and see our actomplishments.

~ The frequen‘cy with Which various types of publication are- mentxoned in.the qucstxonnau'e rephcs '

" confirms the conclusion drawn from fifst-hand experience: the printed word still communicates effec-
tively, at least in academic circles. Indeed, good publications take on s life of their own,; for this reason,

the already-published material and the published material which- will continue to emerge from various .

_activities spawncd by the UER Project will contmue to serve as a vital element in the commumcation links -

I\whxch survive theqpm]ect itself .o

Indirect sults - . R

In some'instances, the project had a rather mduect mﬁueace an the dcveiepment of human tesource&_v

for undergraduate educatianal change. In two or three cases, for axampic thé major impact of project

involvement seems to have been the enhancement in the eyes of colleagues — sometimes on campus,

sometimes off. ‘A mew program related to g prestigious organization is more than A mere nicety it is essen- |

tial to legitimizing ‘that activity in the view of those whp would ‘otherwise look at it askancc One

individual notes that “involvement with SREB has lent cred ility to oux on-campus efforts.’” The. .project -

increased the level of fecognition and ¢reated the opportunifies for initial contacts.to be made with them.

One guestionnaire respondent, in fact, remarks that he “gained visibility on'a regional and national basis

as a result of participation in project activities. As a consequence I have been asked to assume various

- leadership roles in the faculty development field."” (With what oné presumes is typxcal Southcrn modesty,
. he addg, “I don’t know whether to consider this a positive or negative unpact ") (

Agam the role of the pro;ect staff in serving as & commumcanons ‘center 'shou]dbe noigd. It seems

that if onie needed to recall a name or needed a contact in a new area, the natyral tendency -was to call

‘SREB. Even if the staff had not inténded this to be a major function of the ofﬁce 1t ncvcrthclcss became,,
as one person callad xt 2 clemnghousc

Ly

- -
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. '\.I:if‘m“éng"mstaﬂées,',.‘stai'f.' Ieédéf'slﬁp“w_as cited b};.néx_mé‘;s' bemgmvolvedmpmvxdmg critical or highly .+ 7%
. uséful information and advice for campus or multi-campus programs, leaving little~doubt about.the impor- . * -

" .tance of central staff iﬂﬁ{e‘ continuing consultation pattérs whxch followed project participation. PR
. "% To retysn to the main point, not only was expertise developed through the project, and not only,did

- e gariipant id:

into new approaches to the delivery of educational services.” Thus, the fact that the UER Project brought ., -, = .
- outside recognition to on-campus change efforts was ia itself astrengtheping factor. -~ - . o L7

" puses organized staff and faculty development programg which, if successful, will result’in an eniriched . ! E

- pool .of expertise on a variety of educational alternatives in.the region.In other cases, nvolvernent in the
- project led-directly to involvement in other organized efforts to improve undergraduate education, sucht as_
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- The impact, it seems‘fo me, has been the project’s providing gur institution with a’point'ef” - - "= ¥
. contact; or-clearinghouse i you ‘please, for seeking information on matters related-to under- ** -0 L &
- gradyate: curriculum reform. On numerous occasians ovey the'years | have seferred people - T
© ' to the SREB offices {or information. . oo o T S B el

praject activities allow opportunities for initial contact to be made with persans working on similar pro- .-
grams, but these contacts werg followed up and informal netwosks of comununication begaw to grow. As - . ¢

+ Lok, " B X~ . . N
)

. S T T Sre T T T

_ I have met;and-in some instances I have become friends with, a pumber of individuals on -0 -
- whom we hive been-able to call for expert advice. Relationships with SREB'activities have.™ =7 - ., ™
tended to provide “a framework of expertise.”” 7 oo Lo 0 IO T e

I, .
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‘A representative .of;"‘énotli;er'-hisﬁtutidn',?Whiéh'haﬁ}f}ila)}éd a corisalting. role. to’ many ic:thercampusesf PR RSN
comments, “we have learned how important it is for them to_gain legitimaey and support as they move R

-

" “Iu other cases, the impact of the project on human Fesurce developiment was véry direct. Several cam. " - s L

3o

the' Project on Institutional Renewal through the Improvement of Teaching and CAELAnd.in yetothér ~ *

instances, project involvement led to successful proposals fof external funding for innovative' programs, .+ .
In all these ways, the project will be. survived by ‘other organizational forms, on campuses and amopg - -7
_campuses, which will continue to develop people who will develop others. ~ - 7 T 0 T A

It should not be concluded, of course, that everything touched by the UER Project turned to gold.
In many cases, involvement of indiviguals and institutions in conferences and. workshops led to no yjsible-. .-
change or further involvement. Questionnaires were sent to a number of persons on campuses where little, ' 1

- impact had been detected by project staff, and the resporises do indeed indicate™that no impact was felt” ~

.in some of these cases. It would.be tos much to éxpect from any such effort:that every participating insti- .~ >
tution would jealize benefits. Many were simPly not at the stage of feadiness or receptiveness. In other - "
‘instances, it is-possible that more appropriate individuals could have been identified as institytional repre- - . |
sentatives. It is possible, on the other hand, that some of these campuses will participate.in subsequag o
reform efforts and will be in a“pusitio'n to take advantage of the now-available expertise in theregion: . ' ¥
. Interestingly,’in some cases where individuals reported little or no impact from the project, it was clear } Do
that benefils Itad been received from project participatian: In some cases, increased sensitivity to the need, L
for change. wag goted. In others, communication at various levels — within campuses, within statewide L
system§, among consortia, and among like-minded persons around the country. — had obviously inicreased. . = <
It was clear, if short, that some of the conclusions of *‘no impact” were products of personal discourage- e
anent oceasioned by high aspirations and difficult circumstances. In one case,.a questionnaire respofident # ‘
secited a lengthy paragraph filled with change-oriented ‘activities which had occusred on his campus but
“cqncluded With the Tament that “‘nothing very concrete has happened, but there has been, at least, some - Lo
heijthtening-of awgreness.” Success depends, one supposes, on what concrete goals one hopes to attain, =
but if the process gf change has peen strengthened, as in this case, jt is difficult to conclude that there has | =
beér_l no impact, o ' ' ‘ EEL |

. . . - . ; "

In looking toward the future, two observations seem warranted. The first and most obvious is that the

region is in 3 much better position than it was before the inception of the project to deal with the chal-
- lenges of change 1n a number of areas of undergraduate education. The SREB states now boast a signifl-
~ cant number: of knq’wlgtﬁgeahle_ and skilled individuals who can be called on to assist in a varicty of aspects
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. “of educationa] teform. Networks of communication and consultation have giown as 2 tesult of the R
o - project, a number of relevant publications have come into being and are being circulated widely;and.- -~ .0

involvement in other organized-efforts in educational change has increased. Most of these human resources. - - - S

© o . will remain beyond the lifetime of the project. - . LT - o -
' . The second observation s that we must*recognize the obstacles which remain and which need to-be
- dealt with on’a continuing-basis if our human resouzces are. to be properly used, Awareness of the need -
.®4 " for change is still not as-salient among éducational institutions in the South s it. probably should be:
' "~ Faculty blame administratdrs for showing no interest in change, and administrators point their fingers at
faculty, Neither group has-a moriopoly on virtue is-this regard: While many faculty complain abgut lack -
of adminiistrative support for cértsin, programs, it must be récognized that facujty awareness and support .
. is frequently just‘as much a problem. . - R T S S .

~.-  Most problems such as these can be overcome with time if key individuals-are encouraged to continue
Treesie o giving thems aitention, The problem of sustaining attention thus appears to be most critical.’ The focusing
: ~of attention on-reform pioblemshas iri-fact been what the UER Project has accamplished over a six-year -+
R " period. Without the UER Project and its staff at the center, it is possible that the various.change effouts....
. now occurting in the region would have bécome increasingly peripheral, scattered, and unknown taeach ...
other. Only ‘time ‘will tell how long the human- resource’ potentials and the communication structurés’ .. -
. created by the projcﬁc:"'wﬂl"acgqa‘l,lxrxje@gmin‘piace;" ST o e

‘Of all thé areas of the nation, the. Southetn region probably has the greatest potential-for sustaining

~  networks among. individuals and instituiions working. on comparable ‘problems. “Négworking™ comes . y
- natugally 'to-most people in this region, possibly just becauselit:és the South. The SREB Undergraduate

ke

'\ - Education Reform Project has built successfully upon this natural foundation ‘of sharing.and desire for - o - .

_ sustained personal contact, and one can’ only hope that, éven without the advantage of continued support .
~ furnished by this project from its “centralized” communications locus, ‘this very Southern' impetus 1o
“stay in touch” will allow us to use our newly developed human resources to maximum advantage. -~
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