DOCUMENT RESUME

ED 267 729 IR 011 886
AUTHOR Sachs, Steven G.
TITLE Supporting Real Innovation in the

80's--Characteristics of ID Units That Will Make It
Happen. A DID/AECT Occasio .al Paper.

PUB DATE Jan 84

NOTE 15p.; Paper presented at the Annual Convention of the
Association for Educational Communications and
Technology, Division for Instructional Development
(Dallas, TX, January 20-24, 1984).

PUB TYPE Legal/Legislative/Regulatory Materials (099) --
Viewpoints (120) -- Speeches/Conference Papers (150)

EDRS PRICE MF01/PCO01 Plus Postage.

DESCRIPTORS Decision Making; *Evaluation Methods; Higher

Education; *Instructional Design; *Instructional
Development; Instructional Materials; Position
Papers; *Program Administration; *Program
Development; *Standards

ABSTRACT

Planning the activities for an instructional
development unit and evaluating how well it has pe-formed requires a
set of standards against which the unit can be compzred This paper
proposes a set of standards developed from a variety of references
and per: snal experiences with instructional development units from
across the country. Thirty-eight characteristics of a model
instructional development unit are presented in five categories:
plans and goals, organization and administration, decision raking,
activities, and evaluation. Eighteen references zre listed.
(Author/THC)

***********************************************************************

* Reproductions supplied by EDRS are th2 best “hat can be made *
*

from the original document. *
***********************************************************************




U.S. DEPARTMENT OF EDUCATION

OFRT
EDUCATIONAL RESOURCES INFORMATION
LENTER (ERIC)
‘ This document has been reproduced as
received from the person or 0rgdnizatidn
onginating 1t

7" Miror changes have been made to impro* ¢
reroduction quality

ment do not necessanly represent otficial
position or policy

SUPPORTING REAL INNOVATION IN THE 80’s —
CHARACTERISTICS O ID UNITS THAT WILL
MAKE IT HAPPEN

ED267729

A DID/AECT Qccasional Paper
Prepared by
Steven G. Sachs
Northern Virginia Community College

PERMISSION TO REPRODUCE THIS

MATERIAL HAS BEEN GPANTED BY
January, 1984 Steven G. Sachs

AL

TO THE EDUCATIONAL RESOURCES
INFORMATION CENTER (ERIC) "




SUPPORTING REAL INNOVATION IN THE 80's--

CHARACTERISTICS OF ID UNITS THAT WILL MAKE IT HAPPEN

Coordinator of Instructional Services
Extended Learniag Institute
Northern Virginia (ommunity College

While traditional instructiona. 1evelopment unit activities often
result in innovation by some faculty, such innovations are really not
state of the art anymore. If instructional development units are to play
a role in supporting the development and use of computers, home study
courses, telecourses, teleconferencing, or any of the major technological
opportunities now available, the old ways of operating may not work.

This is especially true in times of extremely limited resources.

Perhaps as never before, instructional development units must pay
very caveful attention to how they are organized and how they operate.
Institutions will not be able to "carry" an instructional development unit
just because it seems like the right thing to do. The instructional
development unit will have tc produce results and be accountable for the
recources it uses. These are certainly not new concerns. However, the
competition for limited dollars now make the threat to the survival of
instructional development units more real than ever.

While every institution may not be ready to leap into the use of high
technology for instruction, many will probably not be satisfied if the
instructiona) development unit just keeps pushing the same old instructional
improvement strategies with the same old results. Overall, the track
record for many instructional development units is not spectacular ‘n terms

of long lasting institutional or instructional change.



The literature on instructional development units is not overly

helpful in planning and evaluating a unit's activities in hard econcmic
timag, There are references at the general level that suggest areas of
emphasis tor the instructional development unit (Abedor & Sachs, 1978,
1983; Bunch, 1982; Spitzer, 1980). There are references which focus on the
process of change itself (Lindquist, 1578; and Zaltman, 1977). There are
mo~e specific works dealing with broad instructional development strategies
(Perquist and Phillips, 1975; Gentry, 1980) and with heuristics on how to
do instructional development (Brown, 1980; Haney, Lange & Barson, 1968;

and Hammons & Wallace, 1976). There have also been a numt »* of studies
reporting characteristics of existing instructional development units
(Alexander and Yelon, 1972; Bratton, 1978; Durzo, 1978; Lawrason, 1978;
Lawiason and Hedberg, 1978-79; and Liebler, 1978-=79).

The topic of instructional development unit administration has not
been the most popular one in recent years, as the datedness of the previous
citations suggests. Recent works tend to be variations on these earlier
themes. The primary emphasis is almcst always on how to do instructional
development, not how to administer it. In fact, there is really only one
book that really deals with administering an instructional program, an-.
that dates back to 1975 (Diamond, et.al ). While still a good reference,
it tends to promote only one way of operating. Something more at the
heuristic level is still needed.

Planning the activities for an instructional development unit and
evaluating how well it has performed requires a set of standards against
which the unit can be compared. One set of standards can be drawn from

the characteristics of a model instructional development unit, This paper

presents such a set of standards.




The characteristics of the model instructional development unit were
developed from the various references cited above and from my own experierce
with instructional development units around the country. There are 38
characteristics of the model unit organized into five categories:

Plans and Goals
) Organization and Administration
Decision Making
Activities
Evaluacion

It is not necessary for an instructional development unit to perfectly
watch all the characteristics of the model unit to be successful. Strengths
in some characteristics can compensate for weaknesses in others. Furthermore,
it is necessary to take into account the nature of the specific institution
and its faculty in order to balance the characteristics of the model unit
with those of the actual instructional development unit being considered.

The 38 characteristics of the mode. instructional deveiopment uait are

presented on the following page.
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CHARACTERISTICS OF A MODEL ID UNIT

I. Plans and Goals

1.

A plan with shont and LO;‘?[ range goals, aliernative plans and
sthategies forn neaching tnose goals, and benchmarks against which
to measure accomplishmenis

An ID Unit has so many options that without a carefully considered
plan it is likely to drift and scatter its resources. Knowing
where it is going makes 1t possible to chose effectively and
efficiently among options, making the entire program stronger than
the sum of its parts (activities). The plan should take into
account the faculty and institutional readiness for inncvation,
change strategles, and the instructional problems that n:2ed
attention,

A comprehensdive program that takes Ainto account the faculty members'
and anstitution's neadiness forn innovation, staff sdze, and
availability of consultants

The overall level of readiness affects the kinds of changes that

can be introduced. Where readiness 1is low, faculty and organiza-
tional development activities can be used to increase 1t.
Instructional development, where the developer takes a major role,

is usually too time consuming to reach many faculty, so it is
impractical for a small ID program trying to establish itself.
However, success on small ID projects wkeve the developzr really

is only an occasional consultant, can increase the readiness for
larger ID projects undertaken by the faculty themselves. Successful
organizationa. development usually requires outside consultants to
legitimize changes and help resolve internal contlicts. Each program
must find its own balance of instructional, faculty and organizational
development activities.

A focus on improving instruction nather than encouraging the adoption
0§ any one solution, e.g. media, behavional objectives, mastery
Learning

There are many ways to solve instructional problems depending on the
faculty, stvi>nts and institution involved. Certain solutions are

not appropriate in all settings or acceptable to all faculty, so

being a proponent of one solution greatly restricts both the ID Unit's
credavility and its ability to offer maximum service to the insti-
tution.

II, Organization and Administration

1.

Formal nather than ad hoc stutus without dinect teaching on faculty
evaluation nesponsibility

The ID should not be just a short term single-project based program.
It should not offer courses on a regular basis, supervise or evaluate
faculty who are teaching courses. Its purpose should be service
rather than management,

b




Admincstrative independence for normal activities and a simple
sthwctune

There should be a clear path between the ID Unit and those who set
institutional priorities. The ID Unit should not build its own
empire of sub-units nor oe deeply entangled in a bureaucarcy that
requires approval of every part of every project. Where feasible,

the head of the ID Unit should report to the highest academic officer.

1D stagf of full-time persronnel

Assistance of part-time experts or other faculty 1is valuable, but

a full-time core staff is needed to establish credibility,
continuity, and direction. Clerical and technical staff should also
be full-time to insure their availsbility to meet the changing needs
ard priorities of instructional improvement projects.

Stafg with excellent 1D shills and knowledge, awareness of many
anstructional models and approaches, strnong interpersonal skills,
openness, opiimism, tolerance forn uncertainty, and enengy

Faculty members must feel comfortable seeking help from the ID

Unit. Therefore, human relations skills may actually be more
important to ID skills. Furthermore, since ID is a time consuming
and frustrating prccess, the ID staff must have the right perscnality
to be a change agent and teacher at the same time.

Discretionany ginancdial nesournces to support innovative projects,
thavel 1o visit Lmmovative projects, consultants, visits by
Annovative facully grom other institutions, workshops, summen
salanies, nelease time, and small development grants.

Not all of these activities need to be funded, but without some

funds for this type of use, many faculty would not attempt innovation.
The amount of money does not need to be prohibitive to demonstrate
institutional support or to encourage faculty innovation. These

funds do rot rerlace initiative, dedication, or extra werk by faculty;
however, they are effective tools to increase the amount of faculty-
initiated change.

Basdic suppont based on hard money

The ID Unit's level of activity may be expanded or restricted by the
avallability of outside funds; however, the core staff should not have
to depend on writing grant proposals to hold their jobs. This activity
and fulfillment of grant obligations robs the institution of the help
an ID Unit can bring to the entire faculty. Such activity also reduces
the credibility of the unit, and creates an image that they are
primarily entrepreneurial with little support from the administration.




10.

Allocations of time and nesounces consistent with {nmstitutional needs
and prionities

While the ID Unit schould be open to all raculty-initiated projects,
it must be sensitive tu the needs of the institution to insure that
too much of its time and resources do not go for frills and trivial
projects while more Llmportant projects are left waiting.

Strony two-way communication, clearly defined nofes, and referral
0§ faculty between the 1D Unit and media centen

While everyone does not need to be involved in every step of every
project, there needs to be close coordiration and cooperation
betveen these two units. The faculty member should not simply feel
handed-off to strangers as the focus of the project changes from
design to production. Similarly, the production staff should not
attempt to solve all problems wich media ever. if that is the faculty
member's initial request. The staff of the two units need to work
together to give the faculty member the best possible advice and
service,

Easy access £o meaia and space for consulting with faculty away
grom interruupiions

The faculty member needs to feel comfortable working with the
developer and needs tu see a smooth functioning, professional
organization that is there to give its full attention to that
individual. 1If it is bard or cumbersome for the develcper to
demonstrate media use, the faculty member is not likely to want to
try it ip the classroom. Meeting in the faculty member's office

1s sometimes a good idea, but there are often too many distractions
and interruptions.

Formal and informal ties zo academic committees and goverance
committees to give 5a~w&§z a geeling of ownership and connection
to the 1D Unit, and to mare sure information on instructional needs
ana alternatives fLows easily to and from the 1D Unit

Casually relying on intermediarfes or memos to carry information

can lead to unintentional distortions or ommissions, or can result

in decisions being made without the most accurate information and
advice. The ID Unit must be sensitive to these groups which can

act as opinion leaders and gatekeepers for instructional innovations.,
It is important that they work in cooperation with the ID Unit rather
than against it, While the staff of the ID Ynit should not spend all
its time in meetings, specific procedures should be established to
keep communicarion channels open and distortion free so the ID Unit
can be represented at those meetings where 1its expertise would be
most useful.




III.

Decision Making

I

Projects initiated by faculty rather than by dinect dintervention by
the 1D Unit on administration

The ID Unit does not need tc sit idle, however, It can offer various
activities to increase the faculty readiness so they will be more
likely to seek the ID Unit's assistance.

Regiblan input and support grom administration and faculty Leadens
to make sure the ID Unit is in-tune with the Lastifution

Keeping the lines of commmnication open and wecrking can prevent the
ID Unit from being too big a threat or ircm making serious political
mistakes., It can also alert the unit to probleu areas that need
attention. Leaders who feel their input makes a difference will be
more supportive.

Flexiblfe approach that is sensitive to faculty and institutional
needs

The level of change that the faculty and institution will accept

is governed by thelr readiness for innovation and rerceived level

of need. A dogmatic approach that does not account for this will

run into resiscance. There is no one right way to improve instruction
or one best ID approach, so the ID Unit should be flexible.

Faculty participation in project decisdion making

Long-term adoption and use of instructional changes is more likely
if the faculty feel they had at least an equal role in its development.

Projects based on a sernies o4 agreements

Many decisions are required in the ID process. The developer and
faculty member need to make sure their assumptions are in the open and
that they agree on and are satisfied with each decision. This needs

to be done ragularly throughout the project. Failure to do this can
lead to later conflict, and abandonment or the need to make major
revisions in the project. Making assumptions about what a faculty
member wants or thinks is an unnecessary impediment to project success.

Reconds o4 meetings, decisdions and agreements

ID projects take time and can become quite complex. Brief written
summaries of meetings can insure tha* small things do not get lost
or develop into major conflicts later on., Furthermore, when one
developer leaves, the written record makes it easier for a new
developer to take over a project. Written vecords are also useful
sources of data for evaluation and planning on how to improve the
ID program's effectiveness and efficiency.




IV. Activities

1.

Activities appropriate forn all Levels of neadiness to neach the
widest possible audience

Seminars and workshops are good for those with less readiness,
waile ID assistance for larger projects may be more appropriate
for those with more readiness,

Activities at varnious Levels to include individuals, departments,
and institution-wide audiences

Some settings are more threatening than others; some settings are
more appropriate for sharing information among participants; and
some settings are more manageable for the ID Unit. Providing variety
will attract the largest overall audiences.

Emphasis on egfective and functional solutions to instructional
problems nathen than on §lasy on glossy matenials and programs

Simple solutions are frequently more accepted by faculty, and can

be designed and implemented in less time and at less cost. While
quality is very important, if the initial effort is too flashy it
will be impossible to constantly match that level without extra
funds and ID help. When these extra resources are gone, the project
may be abandoned. Going for elaborate solutions also limits the
number of faculty that can be served,

Initiative by the 1D Unit to mauntain project momentum

The ID Unit should take on the small, dirty, tedius or unpleasant
tasks——if necessary--to avoid procrastination or hesitation on the
part of faculty. The ID Unit should also attempt to share its
energy anc enthusiasm with faculty.

Frequent personal contact between developers and faculty working
on phojects

The willingness to try a new approach and the success of that effort
is often dependent on the amount of personal interaction and support
from the developer.

Small as well as Large projects

Some faculty may only be ready to try a small project. Iy they are
successful they may become ready for a larger project. The problem
may only require a small project to solve it, The ID Unit shou'd
avoid making every project into a large one, and should offer its
help to as many projects as possible,
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1,

Promotion and necognition of the 1D Unit and of those faculty who
attempt phofects

Not all rewards need to be financial cr uider the control of others
outside the ID Unit. Recognition is sometimes a very powerful reward.
Seelng what others have done successfully is also a good way to
encourage the more reluctant faculty to seek help improving their
instruction and is a non-threatering way to pubiicize the services that
are available. The ID Unit should never assume that administrators

or faculty are aware of or understand all the things the ID Unit can do
or what it takes to do them. They should be creative in finding
different ways to regularly provide this kind of information.

Balanced approach to behavional objectives

If too much emphasis 1s placed on the exact furm and wording of
behavioral cbjectives for a course, it may take all of the time and
energy the faculty member has for course improvement. Some of that
time could be better spent on other course improvement activitiee.

Problems distinguished frem symptoms

While some faculty may be determined t¢ work on symptoms rather than
problems (e.g. revise a test tha* students have trouble passing rather
than revising the poorly prepared instruction that causes the poor
performance), *he ID Unit must be able to tell the difference. They
may choose to work on the symptom to increase the faculty member's
readiness for further changes, or because working on the symptom is
beneficial in its own right, or to build up the ID Unit's credibility.
However, if correcting the cymptom does not solve the problem, the

ID Unit may lose credability. Therefore, the ID Unit should know
whether it 1s working on a problem or symptom so it can decide whether
to try to change the faculty nember's perception of what is needed or
to spend 1its resources on taking care of the symptom.

Recogiize that others have Lnnovatise ideas that work

The ID Unit should facilitate and promote change rather than regulate
it or act as its gatekeeper. The unit must avoid the '"not invented
here" syndrome. It should make use of every good idea it hears about
or that faculty come up with on their own,

Procedunes pon administrative and colleague support built into every
Lange project :

Specific steps should be taken to involve administrators and
colleagues in the planning, development and implementation stages of
large projects so they will be supportive ot the innovative faculty
member over the long run. They do not need to have decision-making
roles or specific tasks to perform, bu:t they should be kept informed
and be able to offer input.

11




12,

Follow-up of pasi projects to prevent small probfems grom Leading t:
the project's collapse and to Learn from these profects for the futurie

Many things can go wrong for an innovative instructional project after
the initial implementation and try-out. Initial faculty excitement
and enthusiasm can overcome many shortcomings in the project, With
time this iaterest and energy can wane. Therefore, the developer's
continuing interest can help .enew the faculty member and keep small
problems from causing the use of the project's outcomes to be
abandoned.

Continuding professionad development of the 1D Unit *taff
The staff needs to continue to upgrade its ID skills as well as

keep informed about new instructional mude.s and approaches that
faculty can use.

V. Evaluation

Io

Data gatiening and formative evaluation designed into every project

Decision throughout a project should be made based on data.
Identif:ing the questions and data collection strategies in advance
makes it less likely that this function will be sacrificed to time
pressures as tihe projent progresses, Frequent formative evaluation
of the various components of an innovative instructional approach
is more efficient than leaving all evaluation to the end of a large
project when meaningful revision is probably impossible,

Detaled summative ovaluation using a variety of techniques for
every project

Most measurement techniques are ton imprecise to give a complete
picture of the outcomes of a project. It is not enough to just use
test scores as a measure of an ID project's success or failure.

Student interviews, opinion surveys, detailed case studies of students,
etc. should all be used whenever possible.

Student opinions and suggestions collected as part of every evafuation

Students can provide the only direct information on the strengths and
weaknesses of a course design and course materials.

wxﬂ,mgneés v abandon failurnes and continues support durning projfect
nevisions

There are many reasons why a project can fail--faculty resistance,
institutional resistance, changes in curriculum, changes in resources,
etc., Careful data collection will allow the ID Unit to determine

t" e reasons for the failure and determine whether it is feasible to
attempt a revision., Not all projects should be continued sinca2 the
cost of revision is too high for the poteutial for success.
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The ID Unit should be realistic and avoid approaching every project
with missionary zeal to "save" the students or facultv member.
Conversely, the ID Unit should not assume that first drafts will always
be successful, Fevisions stould be expected. These revisions shoui?!
receive the ID Unit’s support just as the initial design phases did.

Established crniteua for 10 Unit Auccess

The ID Unit and administcetion should agree in advance on the criteria
for judging whether or nct the IL Unit is successfully meeting its
goals and fulfilling an important institutional functio'. These
criteria should then be considered in the planning of the ID Unit's
activities,

Documentation of its wonk and {mpact

Thorough documentation is necessary for planning and for reporting

tu the administration. This documentation sb~:1d summarice the
accomplishments, effort, and range of activities of the ID Unit.

A simple count of how maay faculty have been served is probably not
sufficient. To gacher enough data it is probably necessary to
periodically follow-up former participants (or a sample of partic-
ipants) to identify long-term effects or suggestions for improvements
in the 1D Unit's activities.
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