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Pros 1972 throwgh 1975 lustin College comducted a
Total Imstitatiosal Project that dealt with the fundamental issme of

- educational roles. The fundamental nature of the changes sought was
for students tc become more self-directed. in their learming, for
faculty to becose more skilled ia facilitating the learning and :
mataration of students, and for the college to -becose- more capable off
sustaining institetional self-renewal oa a long-ters, comtjinuing
_basis. A redistribution of educational respomsibilities was to come

| _abount _in the isplementation of IDEAS, a progras anified around the

concefts of individvalization, the changing nature of the educatiopal .

task, and adaptability for the developing needs of the future. This -

project report discusses the program impact on the student, the

faculty, and the college. Strategies wsed and insights gained are

also discussed. {Author/KE) . . - R y
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Fr anleG.—Edwards;— ‘/‘;—\—/*‘""
Professor of Chemistry
Dean of Educational Research
and Development
Director of the Austin College
Total Institutional Project

His habit of wholehearted R
involvement and his determmation
" to ""turn problems into

opportunities’”’ found expression
even in turnig the ptoblem of his
final illness into an opportunity to
participate in medical research until

.~ his death on July §, 1975. In his
deep concern for people and for the
realization of their full potential, he
embodied the spirit of the Austin
College Tot.al Institutional Project
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This is as}epo&ekaﬁ-ﬁﬂusua#ﬁﬁdeﬁakﬂag—by—e—gﬂmme#ﬁeople
- _who believe something fundgmental is happening in higher -
education—something that 1s changing the educgtional task andis

also-dhangm he roles of student, facuity, and staff. They undertéok _,
to try to mdefstand the.changes,in our sopvety and the new demands’

/S on educqpon and fo, devise a very practical response for a college
not in sonfe faddish way, but in 'solid educational. policies and ,

‘e programs Theyattempted to put i all together at one point in time xn

a “'do lt'yourselJ (with a lot of Help) college self-renewal approach.
. This response was the Austin College Total In_stlfutronal Project and
s report is the story of that educational siruggle intended as a way
-sharing whrat happened—not as an answer for others, but as‘one .

, attemptto respond to these chang‘mg condifions and needs. The ..« -
», reports also'the sharing of a prdcess_and an approach that we hope °

~ may be helpful t&those hearty souls who contmue the educatuonal
-. Struggle . J
. y of the peop]e involved had great faith in the validity of the
|dear€:12 especially in the process of working together with a
. commltihent to find a better and more effective way to deal with thé
ensumg complexity of the educat;onal problems of today and
tomorrow. Dr. Frank Edwards, the Dean of Educational Research and

N

* Development,'and the Project Director, was such a key person who 4

believed strdngly and gave himself as a chemust and scientist to the
ieadership of a project dedicated to a total institutional approach and
" to wholerless of life and to individual and institutionat changes and
" self-renewal His untimely death during the last year of the Project
was a great loss, not only to us at Austin College, but' the loss of a
«Creative leader to all Qf higher education.
Another great loss dunng the Project was Dr. Paul Beardsley
"\whose.sudden death fram a heart attack deprivedthe College of a
leader who had filled many roles including Director of the Project's

Educajibnal Resourtes Service Unit. Dr. Jon Erion came to direct this

-
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Service Unit and has provided for the Project's media needs The “
other Service Units have been provided leadership by Dr Paul f
Thomas for the Development Research and Evaluation Service Unit o i
and by Dr.Tom Kimes fof the Interactive Computing Service Unit |
The person that heid the Project all together was, Dr‘Jack 1
Jernigan, the Project Coordmator We are especially mdebted to Dr
Jernigan for steppmg in to a difficult situation and providing unusual ‘
leadership during Dr Edwards’ period of iliness | am especially
. indebted to him for heiping me in the final months of the Project to
bnng it to a proper conclusion and 1n the preparation of all of the
.- reports and for his special contribution to this report. We are .
Lindebted to the Executive Vice President and Dean of the Faculty, Dr.
) Dan Bedsole for his support and leadership throughout the
" pre-project planning and the Praject, but especiatly for hm
-~ - ~assistance in the compieheffef the Project and the preparation offhis.- -~~~
report. Dr. Jack Carlson, Associate Dean for the Humanities and
Director of the original NEH Planning Grant project and now Director
of the related Program',Managemem Project, has played a Key role in
the entire program Dr. Lloyd Gourley, Associate Dean for Science, S
Dr Kenneth Street, Associate Dean for Social Science, and'Dr.
Howard Starr, Assocate Dean for the Advising System, have all
provided key leadership, not only for their bperatjons, Qut in the
general pohcy and integration of the entire Pro;e'ct and new ’ . |
programs. . \
R This was a broad based project angl could not have been carried |
. out without so many groups that were dedicated and worked so very }
hard on the various programs and problems. The fadulty.did a |
marvelous job in facing new ideas, wrestling with fundamental |
educational 1ssues, and developing new programs. Through their ’ }
.

PR

4 individual self-renewal Austin College has developed a faculty of not -
only competent specialists, but real educators. The Students provided
a creative and cooperative force that was essential and made a major {
contribution in various contexts throughout the Project. The specitic
- committees, task forces, and advisory groups, and especially the |
125th Anniversary Commission—all had an important |mpact on the
process and the outcome The Advisory Panel made a very special
- contribution, both as individual consultants and asa group, and we
are especially indebted to them for their patience arid understanding
and for their advice and leadership. A special word of recognition and
appreciation for her services as a writer over the years of the Project
goes to Suzanne Starnes, one of our graduates who has helped
document. summarize, and communicate this Project in so many
ways and has been so heipful in the drafting and edmng of this

repor.
Because the concept of this effort was a ‘total institutional’’
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approach, much had to be done that was not specifically financed by .
the two initial grants We aré indebted to those who helped
underwrite specific etforts that'led to our ability to undertake such a . .
total institutiona! project We are especiaily indebted to those who !
helped underwrite the matching portion of the grants—Mr Toddie
Lee Wynne for the basic matching of the NEH grant, and the Clark
Foundation for the Library matenals grant. Our ability to carry out the
Project also owes much to the Ford Foundation for the Venture Fund
grant, and to the coyntless other individuals and foundations that
during this period reiponded to the Campaign of the 70s for facilities,
-equipment, program operating funds, and endowment funds
that reatly helped make possible the new IDEAS program—lts
installation and its future. L -
" Central not only to this Pro,ect on which we are reporting, bﬂt to .
-~ 'the entire yagtaking and commitment to the College’s role, ;
phitosophy, and perpetuation, i1s the Board of Trustees. Their ¢
involvement, their understanding of the changing socnety and its
educational needs, and their willingness to plan for the future and
take necessary risks are undoubtedly among the most important .
. factors in the readiness of Austin College to engage in a Total
Institutional Project. ' ‘ -
+ To the Board, the Faculty, the Students, the committees, the :
Constituencies, and especially to NEH and NSF that made -
- this undertaking possibie, we express our trlanks for the chance to
engage in the exciting struggle in education toward personal and
institutignal wholeness and self-renewal: We invite others to join’in
this process ’ e
o . John D. Moseley
* President and Project Director
‘ Austin College -
Sherman, Texas
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 From 1972 thrdugh 1975 Austin College conducted a Total™~ \ "

- Institutional Project. supported. by major funding from the Natjonal

* Endowment for the Humanities and the National Scrence Foundation.
The Project ald_ed |mp1ementat'oﬁ of a new educational program
called IDEAS (Individual DeveIopment Encounter with the Arts-and
Sciences)

» The subtitle of the P,ro;ect indicated ite-thrust, “Changmg Tasks
and Roles in Higher Education.” Working together ovey four years,
faculty and students’ini a serie$ of six-week Summer Resource ’
Laboratories examined and restructured nearly every course and
educat;onaf program. New syllabi were developed, many with new
ways of organizing classes More broadly, severa} departmental or
program cursicula wme completely restrucruredin an attempt to keep
pace with the changnnﬁee&ﬁ wstudents. « -

The progress made‘toward €harige of tasks awd roles and how it
came gbaout "Up thls story of the Total Instlt.uttonal Project. It is
basically the‘story 6f the opetatlon of the Pro;ect and its impact on
people, programs, and the institution.

Chapter1is a general descrlptcon of the chrondogy anal
mechanics of the Pro;ect Key featuresmctuded are the Hackgr@hd
of Austnn Cpliege. ‘immediate precedents of the-Project, preparation
for the Project, Project rationale and goals, operation and )
organization of the Project, maimactuvntie’s of the Project, interim
reporting on the Project, and summative evaluation and reporting
procedures.

Chapter 2 descn‘bes the impact of the Project on students, using
curricutar developments to support and explain that impact. The

*> SIXaCOUrse mterdnsmptmary core program of IDEAS receives parttcular
altemhtion in this.chapter, as does individualization throughout the

X .
'\

.

.

.

.
T

* curriculum and in"programs and courses. This chapter is structufed
around a qroad goabwhich expressgs the Project’s concepts’ relating
to students, tather than afound a mofe conventional programmaﬁc
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- - programis, processes, and people. A final section attempts to “put i

approach, The pripary focus of attentin thus becomes the broader 1
Project goal, with courses. programs, and structures described 3s
they are-introduced seécondarily to support and explain progress J
toward the broader goal A simiar foeus on broad goals o.f the | V.
Pro;ect 1s used in Chapters 3and 4. .-
Chapter 3 deals with the__tmpact of the Project on faculty it
provides ‘examples of jndidual and ‘group involvements in the
. Projectto demonstrate the fosterrng of faculty development
by the Project. | ' " ,
Chapter v concerns the |mpact of the Project on the institution.
“Inctided are ptograms and Structures introducéd concomitantly with

' '+ theProject-related edutational ghanges. Although some of these

"~ programs and Structures were not part of the Project per se, they are
related phllosophlcally and represerit the means to continue the spirit
of the’ Project Specific parts of this chapterdeal with the Office of
Educational Research and Development, the fole of olitside reviewers

- and consultants, College support for the professronal development of
faculty and staff, and:a new system for o’pe‘;atmg programs and )
|_eg|slathwgcssues, smeemn ST

Chapter 5’ mentions strategies and msrghts learned as a result af '
the Project, and they are grouped arouncl the general topics of

]

+ all together” by outhning a self-renewal system foracollege. , ¥ -
2 Since almost the very beginning of the Project, Austin College. ,
has received inquines about it. Thene have been 183 direct mqumes ' 4
from gver 40 different states and from Canada. There were also 21
visitation groups from educational institutions ranging in location .
from Néw Yark to California from North Dakota to south’Texas.
"“On a broader scale, informaffon about the Project and the program it . .
was implementing has been’disseminated through faculty
participation in various association meetings and th.rough the R
" pubtication of-journal articles. And the requests continde. -
Austin College has tnied tp respond to all requests approguiately.
- . This report represénts another step in the process of corr'lmun cation.
~ This report is also one of the final steps in reporting to the'
tanding agencies. The NEH and NSF cooperated at an
unprecedented level in helplng to fund the Awstin Gollege Total
Institutional Project, and that cooperation symbglized the
comprehensiveness of what was underway at'the College. Dealing
wnth two agencles howéver, also presented problems for the College
“These included thé necessity of coordinating and checking plans. -
wrtlﬂ)oth agencies, and difficulties in scheéduling the beglnnmg and
" ending po|nts of the Project due to different time periods for the- -
.7 differént grants. Nevertheless, advantages far outweighed 4
disadvantages, as each agency contributed its distinctive viewpoints
. 4 - . - - . - . s 7
n | . . . oo
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n oversight of the Project T T ’
Trying to communicate what happened during a?our-year project
. encompassing all-parts of a college is a challenge This report tries to
do thate an¥ to bring to fife the real “‘people invoivements” by using
" . case studies and hriefer-llustrative examples pf individual activity.,
" The gompléte document_hopefully, wit not only tell the story of the
Austin College Total Institutional Project, but will also have value for
1 others undertgki.ng eduytational and mnshtutional renewal.
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S ﬁGeneral Descrlpt on and Operational

___Details :
From Juné™ 192, thrdﬂgthefpber. 1975, the Total ln;tgllt}ﬁgﬁa/fw

Project was the highest priority of Austin College THiS

ted-the process of
changk That prod’ess is the subject/)f this chap ef. .

‘Backgrouhd: Austm College an})he‘ Last 2

\l'n submlttmgiheproposal for the Total stitutuonal Project, President
John D Moseley wrote, “There/comega moment 1 time and a point
in readiness with both ideas ayid Is dership that present a unique « *
opportunity to move fo hlghe/ jels of acmevement That mome t
« Intime"” and “point in readéss” a(pumportant to understand, fbr

N without the prior dev@lopfhent at Audtini College, it is doubtful tha the
Total Institutional Praféct couid, have bé%n conducted, Ny
The heritage mnovatlon and purposeful change began iiythe

1950 S Then Ausfin College embarked on a sernes of manage ents

educatlonal zi‘ogram o« -
Several

reative approdches of] the 1960's ilustrate t/l're College's
re was md:reasmg emp asus on mterdsscnpl;riar courses

Significant interinstitutional r ationships began with the

establis megnt of a two-way, interactive telewsgon network linkidg
‘colleges, universities, and industriés in north Texas. The

: e ] own creativity anf plannmg wete increased, first by the use

twoiemes Jcalendar to the:zrzow widely | used 4-1-4 calendar
t

THe Projéct as Process: ' / |

-
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th/rough the creation of an executive office of shared leadership
- anddecisiorrmaking !

Throhghout au\of sts recent history the College benefited from -
venturesome trusteeand pres:dential ieadership Those responsible
fgr the College were willing to take risks for the sake of program

~ dewelopment In turn they altracted and recruited others tacuity and
_——statf who were ded:cated to creatwe strategies to improve education
at Austin College

The immediate Prédcedents: 1969 - 1971 : -
+ in 1969 the Danforth Foundation awarded a grant for a
’. leave-of-absence to President Moseley He used this gram to study
: trends of higher éducation in both England and the United States -
Returnipg to c‘npus n the spryng of 1970, he heid a series-of - v
discussions about the future of higher education in general and the
future of Austin Cotlege in parhfmér‘aytheﬁau. there was a
conseggus in the College administration that the time had come fora _
, majos re-evaluation of the entire educational pregram of Austin
Coliege ' L
‘As a resuit, there was launched a planning process éalled
“OPENS.": Operat«on Planning Educational Next Steps The central

focus of OPENS was consideration of what the Gollege coulid do now

to help prepare students for megningful lives in the year 2000 For
exampfe. how could the Cplleg?prepare students fgrtives of

constamt change? What edpcation should studentS have tofneet the
challehges of the future and to be ready for s that ha¥e no

names’ ? .

Standing committees rev»ewed College programs fhenin - ¢

-existence Spemal task forges et both fdcuity and students examme\zz

of ad h&c\g;:‘ps and tater with the institutionalization of that functadn

»

2

, the hberal arts approach to education, new teaching and learning
strategres. the-concept of a freshman year program. and student
/ invoiggment in the educational and operatiopal aspects of the -
campus In addition, extensive discussions wer&held with faculty.
students, and staff. with recent alumm. with visiting consultants. with
Wnovators at other colieges: and with the Texas Education Agency,
the state agency overseeing elementary and secondary education.
in December. 1970. approximaltly ten weeks after OPENS began.
the Ford Foundation notified Austin College that it had been selected
? for a Ford Venture Grant, one of several Venture Grants made to a
. select group ef institutions providing innovative leadership for higher
-education. “The grant was an endorsement of the past commitment of
the Cotege to innovation as well as its continuing commitment to -
purposetul change through the OPENS process. This grant provided ’
kex support for committees and task forces throughout OPENS. ,
] N

- ,__ - . . —_ - - - - -
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j . By the beginning of spring 1971 reports with findings and
) recommendations were submitted to a Steering Commuttee for
t synthesis and integration The resuit was a 100-page report of
recommendations grouped into seventeen categories and touching
every aspect of the Austin College educational program These
ommendations were offered to facuity and students and studied
“and debated for one month After extensive deliberation. the facuity
legistated broad guwdelines defining the fundamental directron of a
new program for the decade of the '70s
- Components of the new program included a freshman year with a
freshman colloquium and a sequence in culitural heritage, an
£ducational tutonal involving planning throughout the student’s '«
four-year coliege career, three ditferent degree planning options, a
. policy research experience. and revised yearly and weékly cdlendars. -
Seven task forces then worked throughout the summer to develop
the details of the broad program gundelmes
At thus time the Coliege received anbther crucial grant ltwas a .
major planning grant§rom the Natidnal Endowment for the
Humanities and was designated specificaliy for the development in
detail of the freshman year features of the new program This NEH
planning grant aiso made possibie the development and operation of -
pliot versions of some of the proposed freshman courses in
1971-1972. ] , )
The resuits of the summer task forces constituted a new
equcational program for Austin Coliége This program was debated
-and discussed in the fall when faculty and-students returned to
campus. By the end of the fall term, all the proposed changes were
approved by the Colleqe s legislative bodles including the Board of
Trustees.
The legrslahon creatéd the IDEAS at Austin-Colfege-educational
& program, and set its inauguration for September, 1972. IDEAS at
Austin College included not only-new core courses—Individual
Development, Communication’/Inquiry, Hernitage of Western Man.
Policy Research—but alsoa 2-2-1-4 academit calendar, a fiexible
daily class schedule, thrée degree plans for a baccalaureate degree,
and the reconsideration of all courses and programs for added .
indviduakzation and flexibiity—Essentially, IDEAS at Austin College
called for change throughout all parts,of the curriculum. with new
designs centered more closely around Student needs and major
‘adjustments in the traditional roles of faculty and students.
~ The installation of the IDEAS educational program was projected
s , over a three-year period. with a need for major support to provide _
opportunity and assistance to facuity and students to help them 0
restructure courses and activities and assume new roles.

—————

Accordingly, the decision was made to apply for substantial funding
- . - : 7t . : - -

—




fﬁzm outside sources to support the implementation of the IDEAS

program The proposal for the Total'Institutional Project was .-

therefore prepared and submitted to the National Endowmenit for the

Humanities and-the National Science Foundation The submussion of

the proposal to two agencies for joint support underscored thE

comprehensiveness of the proposed Project ..
Thus, the Total Institutional Project did not “"just happen.” From |

twenty years of creative-expenmentation and development work, ‘

through two years of intensive study-in the OPENS process..to the

ney IDEAS at Austin College educational program already legislated; . 1

| andlscheduted forrmplemenfation: Austm-Cottege was truty at a- T

umidue point in preparedness.for basic change when fTembarked on |
the Total Institutiohal Proféct ’

]
LAl

|
\
1
» .
Preparations for the Totakinstitutional Project- |
The Total Institutional'Project was scheduled to begin in June; 1972, \ ‘
. but much preparatory work was demanded prigr to that date Austin o -
College assumed the cost for these planfing activities throyghout the ;
first halt of 1972 During this time. activiges of the first summer of the |
Project were planned in detail. including arrangements for visits by

consultants Serving s a consultant. Df Warren Bryan Martin |
advised in planning the detasis and helped set a'broad context in . ‘

" which to view the plans ang purposes of the Project ) -

Original plans called for the Project to be operational through -

three summers Austin College had hoped to gam full funding for the . J
l
|
1
I

Project from NEH and NSF by the start of the Project in the
summer, 1972 In addition to operational expenses of the-P , the
*agen?es;_grams were to provide stipends for faculty and student
involvement during the summers Aithough the NEH awarded a
Development Grant effective at the time the Project began. the NSF
wasg stilf considering the proposal Austin College committed its own '
funds and the remnant of Ford Venture funds so that sciencge facuity :
s¥pends and other Project expenses not covered by the NEH grant_
could be included. After the end of the first summer, the NSF ’
awarded an Institutional Grant under ts College Scienoe/ Improvement
. Program (CoSIP). providing three years of funding for vanous parts of _
=, v the Project Adjlstme ere then made. and the Tota‘, Institutronal

Project was extended thropgh 1975
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Projetct " reflected the comprehensiveness Many strategies for .
reform were combined some common and others uncommon. n a ’
comprehensive effort involving all members of the instjution and
y o toucfung all courses. activities and programs This total approach
' was con red most etfective for long-lasting change Narrowér °*
nsotaﬁﬁécts seemed vuinerable to being iost in the whoie
framew ot only having httle impact on others but even gradually
losmg their own vitahty ' )
— ' The fundamental nature of the changes sought was apparent in
the goals of the Project—for students to become more self-directed in
thesr learning. for faculty to become more skilled in facihitating the -
"~ learning and maturation of students. and for the, College to become |
more capable of sustaining institutional self-renewal on a long-term, .
continuing basis The subtitle of the Project summarized the goals
, Changirg Tasks and Roles in Higher Education

. A redistribution of educational responsibilities was to come about
! . inthe implementation of IDEAS at Aust:n Coliege. Education was _
affirméd as a continuous process of intellectual and personal :

de‘velop‘ment. not merely the acquisition of knowledge provided by
others Focus on thé growth of each indwvidual student meant a
different sharing of educational responsibilities, with the student
assuming more responsibility and the teacher helping the student
learn to access and use informgtion, to organize tasks, and to /
manage educational activities, all within the framework of moving . '
toward individual career and personal goals. And with the focus on {
overall development. the student would be best prepared for living :

. effecfively 1n a worid of constant change and being responsive and
adaptable to changing times and situations now unknown.

Another important aspect of the Project was renewed emphasis
on the/importance of the intellectual disciplines of the humanitres and
the sciences and therr interrelationships These were to receive
increased attention in the new interdisciplinary-core courses, partly ‘o
through a continusngfocus on consideration of values and on/‘,‘,,;.____ =
scoentmc methodologies. .

_ Thus, the Total institutionat Project. imple TDEASat C -
Austin College. involved new strategies {o deal with fundamental
issues. All were unified around the concepts of individualization, the
changing nature of the educationat task, and adaptability for the :
developing needs of the fiture. i
) ) lnﬂuhonalrenewafwastobeapproachedbyprowdmg ) .
i . opﬁnunmes for faculty to be skilled in processes of goal-setting and
evaluation. More important, the process of participating in the Project
- would make individuals competent in directmg meaningful change.
'  Aiso, thrusts of the Project would mcreasmgly be dove-tailed with T
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» a
newly developed. continuing programs of reform. .

General Operation and Organization of the Total Institutional Project

The Total Institutional Project was operated by a Project Office with a
. Director, Coordinator. and appropriate staff A major focus of activity
was the planning and management of a Summer Resource
Laboratory (SRL) during each year of the Project, in which facuity
and students w’orkgd together to design new courses and programs,
to restructure existing ones, to exchange insights, and to learn new
_ educational strategies. Three Resource Service Units-‘Educationar)
Resources, Interactive Computing, and Development Research and
Evaluation—provided back-up support during the SRL's and technical
services throughout the academic year. And, beginning in 1973, the
NEH awarded a sizable gift-and matching grant for library maternals in
support of the humanities. An Adyisory Panel of outside educators
., and consultants provided advice pnd assistance in planning and
operating the Project, and the Cdllege's Program and Project
Steering Committee served as a bnidge betweeri Project activities and
regular activities of the College A separate research contract
® Rrovided for developmentai work on the Birkman Methed and
mmmar. Each of the major parts of the Project 1s described in
greater detail in later sections of this chapter. ‘
The fiscal structure of the Project included approximately equal
sharing of costs among the College, NEH, and NSF, with a gradual
rease In outside support oves nearly four years. There was a
separation along discipfinary tines relative to faculty
ipends m the Jv Resource Laboratories. Otherwse, the
ding was separated alohg broadly functidnatlines with specified
utional cost-shdring in most of the su ions, of the budget.
Major areas of NEH funding were (1) s g and general
operating expenses 0 Project Office; (2)i brary matenals. (3)
. Jeadership, consuftants, student participantsfand Humanities Area
- taculty participants in the SummerResource Laboratones, and (4)
+ —, . staffing, operating expenses, and media séttware of the Educgtional
/ Resources Service Unit. Major areas of NSF.support were (1) student
faculty participants from the Science and Social Science Atas.)n
the\Summer Resource Laboratories; (2) media hardware to ¢
ent a major institutional expenditure for such equipment; (3)
ial staffing and operating expenses for the Interactive Computing
ice Unit; (4) partial staffing and operating expenses for the
Development Research and Evaluation Service Unit, including a.
portion of the operating and data-collecting expenses related to the

\

- . .. .evaluation and various. forms of reporting. .
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‘76 Activities of the Summer Rgsource Laboratories (SRL)

The Summer Resource Laboratory was a six-week period of specially
- organized intensive effort each summer, when faculty and stydents
were free from their usual academic loads A wide variety of aids and
assistance were made availabie to support groups and individuals in
trying new approaches, putting courses together differently, and
testing alternative methods and processes. The impact of the SRL is
indicated in bther parts of this report, particularly Chapters 2 and 3.
A significant characteristic of the SRL was its inclusiveness, for
all faculty and many students were working together in the Project,
This inclusiveness matched the total approach of the Project,
fostering change throughout the institution instead of in separate,
1sqQlated departments or courses. The structure of each SRL involved
a deliberate mixing of faculty-with students, and of individuals across
discipline lines. The hope was that the impact would be multiplied,
with individuals substantially influencing one another. More
important, however, “That's what the Project was all about.” it was all
going about educational tasks together, faculty and students |
i planning and learning together. ' .
From year to year two evolutionary changes tin the SRL wef
most apparent. First, there was a shift of emphasis from the.
College-wide interdisciplinary courses, from group work on the core
courses taught by facuity teams (or teams of faculty and students) to
faculty and student work orvgourses that were the responsibility of
individual faculty members. And second, there was a shift from
admnistrative assignment of faculty and students to SRL
responsibilities, to grassroots participation in individualized plannmg
to determine SRL responsibilities. These two shifts occurred
samultaneously, and both gained momentum and becme ﬁore
pronounced each year.
Just as significant as what happened in the SRL was the way it
happened, the style of the SRL. in essence, the style of the SRL was
+ exemplary of the classroom styles promoted by the IDEAS program.
Cgoperative. supportive measures were used in a participatory way
with decreased prescription. This was the How do we approach, with .
emphasis on the we. Al along and even intensifying as the Project
progressed, collaboration and team-buuldan‘g were the standards, not
authoritarianism. The starting point was where we are now and taking .
jogical next steps, not imposing preconceived goals and methods on
all with no regard.for their gurrent level of development. Thus, the
administration of the SRL supported and reflected the Project’s
goals. The belief was not only that this style for the SRL could have -
serendipitous effects whigch'would emerge in the cléssroom, but also ’
~  that it was the right and sensible way to proceed and would yield the -
|/ '_best results. An excerpt from materiat used in planning the 1973 SAL. .

.
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hights the lmportance‘of this style for the operation of the SRL.

This planning process will be complex’and it will not be easy to
* . do, but we believe it ;s essential to proceed in this manner. If we
are successful m'workmg through this together, our summer
assignments will better match our needs and where we are at this
-time—and that's sound educational philosBphy in harmony with
institutional goals and the Q\ethods and style of the Total
Institutional Project Vel ’

Another way of- stating this is to say that'the mest lmportanl
factor'for participants in the SRL was considered to be the procegs

the affective experience of participation, rather than producing a

certain course or creating a particular product. Revising courses was

seen as a continuing task of faculty, with changes to be ¢alled for in

the future just as they had been in the past. But thinking about the

way a course shoéuld be approached, considering different

alternatives, trying new strategies and doing all.this cooperatjvely

within the framework of broad goals for students and fgcultyp—theise

types of concerns were thought to be lasting. The importance of

process of the SRL was its giving faculty experience in and helping to . e
make them comfortable with the roles and attitudes implieit in thes)e
concerns. The experiential factor was at least as signlflcant as a}zy
new.syllabi or other such products. /

The 1972 Summer Resource Laboratory (SRL)

The prlmary emphasis in the first six-weék SRL was-on the broader
institutional needs, first with regard to the 9hangmg educational
context and next with regard to the preparation for o/ull -scale
-implementation of the six new core courses. Participants included 65 -
faculty and 25 students. This number included all faculty not
previously committed for the summer. The Students were speCIaIIy
selected #or their potential contributions to different efforts in course
development. As in all SRL’s, both faculty and students received
stipends for their six weeks of work.

During the first two weeks, participants met together and with
consuitants in a workshop format to discuss general topics central to
the Project. Each topic was considered an issue pertinent to all the
work of the SRL, in the redesign of each course and activity. On the
topic of “Changing Tasks and\Roles,” the consultants were Lewis B.
Mayhew, Harold L. Hodgkinson, and Billy Skarp. For "‘Use of Media
Resources and Technology,” Phillis Kent dealt with computing, -
Darrel J. Monson with instructional media in general, and Ward
Weldon with modular designs for instruction. An additional consultant
on_ “Nontraditional Study’ was Warren Bryan Martin, and one on
* “Evaluation” was Kenneth Eble.

T
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Following chWorkshop, participants served in four Task Forces
to apply the concepts discussed and other ideas. Each Task Force
had both faculty and student members. The groups were (1)

- Commumcatnon/lnqqlry. Communication/Leadership, and Indwidual

4 Development, (2) Heritage of Western Man; (3) Policy Research, (4)
Nd New Designs for instruction. The first three worked on the core

: urses, including the preparation of syllabi. Much of the work of the:
fourth took place in sub-groups devgloping new models for ¢
departmental courses which incorporated individualized instruction,
new approaches for large classes, modular designs, and vertical
coordination of pre-professional study. To assist these /Zoups and
individual faculty members as well, a special library on gducational
topics and issues was available throughout the SRL. .

The three College-staffed Resource Service Units provided
consultations and demonstrations on request. Educational Resources

’ set up media equipment in a convenient location to show its services,
and it trained and assisted participants in producing a considerable

communicated the educational potential of the computer and
equipped nearly one-third- of the faculty with.basic’sKill§ in the APL
interactive language, including faculty-student leadership teams for
Commumcatuon/lnquury Deveiopment Research and Evaluation
" monitored changing attitudes by administering various tests to the
SRL participants, conducted training sessions to develop campus

“'lay leaders” for the Birkman Seminar', helped in devising validity
and reliability studies for the Birkman, and helped individuals develop
better evaluation procedures for courses and programs, mcludlng
explorations in the use of performance objectives.

* In 1972 the three core course Task Forces designed those

courses in detail and produced these materials:

Communication/Inquiry 11. Handbook for Faculty
and Student Leaders. a - - P
Whdividual Development 97. Statement of Gundellnes
and Procedures. N

Heritage of Western Man 11 and 12. Syllabi.
Heritage-of Western Man 21, Tentative Syllabus.
Policy R&search 78. Guidelines and Handbook. . ' \[

In addition, there was role training for mentors
Gommunication/Inquiry leaders, and Policy Research faculty
members.

Achievements from the New Designs for Instruction Task Force
included new designs directly affecting eighteen courses—ten in the
Humanities, four in the Sciences, three in the Social Sciences, and
"The Birkman Seminar is described later 1n this chapter .

’ ) - b
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The 1973 SRL . - *
/fhe SRL’s focus shifted in 1973 from the core courses to ,

/' departmental courses. The shift brought mare aUentmn to broad *
participdtionsinf planning the SRL. Within the general fran1ework of |
the goals of the College, and of the Project, pamcopants helped tq,
define their own tashs and plans. - .

Planning for the 1973 SAL began with a series of ) ‘
communications in early 1973 from the Prdject Office to faculty and
_students. These solicited each person’s ranking of fifteen institutional
priorities and.an indication of his or her own level bf interest in each:
Results led to the design of a two-dimensional framework for the ‘
1973 SRL, orgamzed around Learning Modes (how peopie learn) and -
Program Elements (specmc needs of the Austin.College currlcu{unﬁ
Interrelationships were obvious, for nearly all learning modes could
be applied o each of the College programs, and in tumthe pmgrams
_provided a practical context for developing the tearning modes “Thds, -«
the normal pattern of assignment { plaged each faculty participant with
one Learning Mode gro#p and one Program Elenient group. Each
was also responsible for plannmg individual goals. The definition of
specific responsibilites was then negotiated, based on’ individual
interests and emphasn’zing goal-setting and evaluation. Student
applicants were selected by a process involving their staten;ent of
pertinent skills, interests, andfaculty references.
There were 61 facully and 39 students’in the six-week 1973 SRL.
'Participants served in both Learnigg Mode groups an:}[rogram

|

Element|groups. Learning Mode roups included the Igtroduction

- and Use of Computers, Integratign of Films and Relatgd Media
Formulation of Program Objectives, Student-Paced ming/Time
Blocks and Calendars, Educational TV, Peer Tegchm and the Secial .
Science Laboratory, One-To-One Relationships tncludling , »
Mentorship, and Special Ass1gnments Program Ele ent groups’
included New Designs in Departmental Curricula, Heritage of Western
Man Courses, Policy Research, Communicafie ion/Inquiry-- -+ ‘-
Communication/Leadership and Group Interaction, Planning )
Involvements for Non-Concentrators, and Vertical Articulation of 8
Pre-Proféssional Education. There was also time for individual work,
with Learning Mode involvement being especially applicable to the
individual’s departmental courses and other activities.

The weekly schedule allofted time for group.work, individual

work, Bptional Special Events gepme two to four hours per week/
and réfjuired General Sessfons for exploration of special Mphas.es

" with cQnsultants. Each of the consultants met with one or more
‘smallef groups and mOst weré also featured in the General Sesscons

- e - . -
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Robert McGlone, Executlve Dtrector of Training Emefpnse5/New'
Techmques was a consultant on how people work together. '
effectlvely in groups. R. Genhe Geijsler, a Professor of Politicat.
Science, dealt with the potential and importance of compyting as a .
., —tool of learing and research. Advisory Panelist’ Wayne Holtzman-
PR dealt with varioustissues in educational evaluation, including the uses
.of questionnaires and psychological tests in educational advising. *
- Craig Eisendrath, one of the authogs of Out of Discontent: Visions of .
- a Conttemporary University, discussed the uses of peer resourceésand .
. strategies for institutional self-renewal, Advisory Panélist Edith . _ ‘e
. Seashore dealt with issues of group dyna-rmcs and mterpe[sonal‘
skills, and Panehst F’redenc Ness interacted with the Boarq of .«
Trustees. Ron Averyt workeéd with faculty and students ig revisions of" A
the History program, and Albert Seay served as a consultan{ ina -
broad-scale redesign of the Music gUrriculum. . -
€ **  The three Resource Service L§t'scontlnued thejr demonstraﬂon
. and support efforts. Educational R¢sources conducted film previews
“1n preparation for an experimental film leasing arrangement for_
'1973-74, gave presentations on the classroom use of film, produced 4
soﬂwareJor new and reviged courses, and trained faculty and
students mequtpment opération skills. interactive Computing worked —

t closely with the Learnirig-Mode group on the Introduction and Use of
Computers, conducted a General Session on computer isage in the
curriculum, and ran a 16-hour Workshop on interactive computing .

\ and the APL language with "“hands-on’’ experience for faculty and Y
students. Development Research and Evaluation provided RPN
consultations as requested, helped evaluate the SRL at it$ close, and® M“&
assisted with several General Sessions, Such as those dealing with
the Birkman Seminar and the review of prior evaluations.

The 1974 SRL B
” In preparation for the 1974 SRL, there was a process of applications

. from faculty and students, negotiation based.on these applications,
and the involvement of those selected in the detailed planning of the
SRL. For faculty, emphases on goal-setfing and gvalgation increased.
Specific criteria for individual faculty projects were geterminéd, and
all faculty were invited to submit proposals in accdfdance with the
criterig. A critical analysis of each proposal was made by the facuity
‘member's Area Chairman, the Provost and Deanof the Fagulty, the

. Project, Dlrector and the Project Coordinator. Faculty selgctions and
S asmgnments were negotiated on the basis of this proce: .Nearly
« " all who wanted to pamc'pate in the SRL were includéd, with some on

. .ahalf-time basis. .
Studqm selection was both by nomination and by open application.

'This Advisory Panel is described later in this chapter. | o i
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Participants were chosen on the basis of planned involvement with a
faculty member’s individual proposal, willingness,to train as a Peer
Leader 1h APL computing activities, and speciglabilities such as
graphigs production or televjsion or film. expenence

After participants were designated their suggestions concerning

the structure of the 1974 SRL were/s/uléht As defined in detall, the

structure included general meetlngs Ensultants pport services,

and topical Workshops for specific issaes and skWdevelopment.  *

Sogme Workshops were organized around the functions of the three

source Service Units, and others were specially designed to match A
needs and interests of the SRL participants. The Workshops ran
independently of one another, varying in length, schedule, and
number of people involved. '

There were 50 fa‘llty and 33 student partuonpants They attended a
General Session each Monday morning for communication about the
schedule and other common interests. Latér in the SRL, the General
Sessions were also used to report the individualefforts of SRL.
participants. In addition,.each week there-was at least one Opeht -’

Session where all.interacted together ‘with consultants. The ¢
consultants also worked with individuals and small groups. . .

"+ David H. Bayley, author of “The Emptiness of Curricular Reform”
(The Journal of Higher Education, November: 1972), was a- consultant o
on the need for changlng tasks and roles in higher education. -~ . e
Panelist Edith Seashore;dealt with the problems and ‘processes of _
role change Herbert Gross, Head of the Départment o}tf dactics at P
the University of Bristot, conducted a workshop for the Modern
Language departmenht. Robert G. King, Professdr of Commqmqatlon B
Arts at Bronx Community’ College, was a constitant in the overall
renovation of the curriculum in Communi M/atlop Arts. Alan Platt,a’ /=
legislative assistant to Senator Edmund Muskie, was a consultant to
the Policy Research prograny. Robert J. Toft, then Dean of College IV
of the Grand Valley State Colleges discussed the theory ang practice
of the modular curriculum of his ulstltutlon On plans for the overall
evaluation of the Pro;ect and the'College programs, there were three
consultants: W. T. Martin, then, Head of the Division of Study and
Resegrch in Education of the Massachusetts Insti te of Technology,

.- Gordon W. Sweet, Executive Secretary of the Comqusslo n

Colleges of the Southern Association of Colleges and Schools; and

Advisory Panelist Martha Peterson. Y
With this multi-resource arrangement, mosg particijpants workedl
in tasks they had chosen and planned, drawing on Workshops,and__-

individuals as needed. Once,again there was located in a comuament
browsing area, a special collection bf literature oh educational '*
change, innovatjon, and reform.

Support by the W Resources Serv:ce Units was mtensrfpd

-
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durj g"ihis SRL. Educational Resources provided drop-in and
appdintment consultation services, helped participants learn both use.
énd production of media, and gave a series of Demonstration
Presentations in Open Sessions to show the characteristics of
various media and the advantages and disadvantages of each in
different learning situations. Interactive Computmg held training
. sessions for faculty and student Peef Leaders and also assisted SRL’
partncnparits on any matter utilizing computer technology,
Developmgnt Research and Evaluation helped participants wtﬂ;r
alterpative evaluation methods and continued work in evaluatlonoj
- courses and the Project as a whole, lncludmg revision of Birkman /
i

Semi aterials. ) ’
_~The 1975 SRL _ : -
- ' _Planning for the 1975 SRL built toward the conclusion of the Pro;ect/
on foundations laid in the previous years. .

—Most faculty were by now keenly aware of many of the
changing needs in higher education and of their own continuing
need for renewal’in a broaddr sense than merely updating their

acquaintance with subject matter in their discipline.

-

—The IDEAS program was installed and had Operated over
three-year period, and it was appropriate to take stock of it
- progress and any refinements needed.

;-The practice of learning from each other so as to maxinpize the -
r available modes of learning throughout the various edu |
. programs and disciplines was_widely accepted.

leadership and accountability had been developed.

Thie' 1975 SRL capitalized on these advances, intégrating the

- evaluation and reporting of the Total Institutional Project with

ongoing structures for institutional self-renewal. ngheét prlprmes

‘were given to institutional needs to fill gaps, to lntegraté the results of

the efforts of three previous years, to prepare reports of the progress
made during these years, and-to project realistically the goals and
methods for sustaining this progress beyond the period of spegial
unding. Thus, many of the assignments of faculty during the 1975
SRL were determined much less by individual interest than by the
‘needs of such evaluation and reporting. There were opportunities,
 however, for a humber of faculty to identify needs and to propose T
' - activities that the admlnlstratlve leadership might otherwise have -

7
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part-time or short-term bass (two or three weeks). Most,of these R
faculty had previoqsly submitted 1deas and applications for ,
_ participation in the 1975 SRL Although the main emphasis was on
taking stock of the progress already e as a basis for continuing
the momentum of institutional self-renéWal, there was a considerable
variety of individual and small group activities focused on specially
identified needs in program development. - ’
4 A somewhat larger special effort involved preparation for a b
" change In the facilities for interactive computing. Needs could no -
longer be met satisfactorily by the microwave connection with a
regional computing center, (Austin College’s on-campus comduter,
an IBM 1130, did not function in an interactive mode.) So, during the N
summer of 1975, the College acquired a new computing system; an’ ‘
Interdata 7/32 system, capable of handling both batch-processing | ',
with the use of the FORTRAN language and the'interactive mode with
the use of the BASIC language. Since the interactive language g
formerly available was APL, there was a need both for special
- attention to instruction in BASIC and for the development of new { .
programs in BASIC to replace some of those created in APL. Much of' ’ |
the work of the Interactive Computing Service Unit was focuded on ;
these needs and included a specially scheduled Workshop to
¢ . acquaint-a seleGted group of student leaders and faculty with the ney
) equipment and with the BASIC language. _
* " Most ofithe efforts of faculty and student participants in thiQ?‘

<

SRL, however, focused on thg preparation of program development o
reports—-analyzung describing, and providing rationale for rec
developments, and Projecting future directions and needs in each -~
part of the educational p'gram A sharing of feelings and airing-of
- ideas in the College Workshop in Max_ 1975, had provided some gew
perspectives for the analysis of program development. Preparatlon of
., the program development reports was integrated with a pr’océdure for
mstallmg a more effective system of program operation as a basis for,
continuing self- evaluation and institutional renewal. Proposed but not -
fuhded as part of the Total Institutional Project, this “‘Program /
qua‘gement System’’ received a grant from the W. K. Kellogg
" Foundation, effective August 1, 1975. v
r ‘A different strategy for broademng perspectives, capttaanmg s
agam on the common interfests of the whole institution, was a -
CoIIege wide survey of instructional methods condueteq.by the. >
Project Office and r ported to pamcnpants-arfthe Tirst meetmg of the
~ 1975 SRL. },..j ‘ 4 |
' - *A part of the complex plan for evaluation was the study and !
interpretation of prior evaluation material$—including statistical ¢ata ]
- results of questlonnﬁlres interview reports,.and program o J
development reports—tby groups of students, faculty, and

o
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admlnlitrators After each group had vhade a separate study and
Interpretation, e three ‘groups met with the Project staff for a lively
and enIrLghten g interchange of perspectives. - :
Consultants in the 1975 SRL/mcIuded Phillip Hanson, a
psychologn and manag it consultant, who directed sesslons of
department chgifmer ang/;“ef faculty serving as program dlrectors o
2 "7 10 consk er e ods for éombining leadership accountability with
/ broad pé r patlon in program evaluation and development, Nelson T
Morr ystems analyst experienced in computer-| basE‘d systems of
' |nf |on and management both in industry and in education, ‘
/ ed con tion at various levels to develop an understanding
f a}h which the new computer could facilitate storage, retrieval,
. "/ apd andlysis of data for more responsible and effectlve~pLogram
décisions. And consultant Susan Wittig provuded informatioh and
demonstrations of computer-assisted mstructlon |n basic writing skills
(composmon) '
> 4 Although neither Grover Andrews of the Southern Association of
< Colleges and Schools nor George Hanson of the Kellogg Foundation "’
was & consultant to the Project in a technigal sense, each brought a '
special expertise and focus to a part 6f the summer’s activity. Dr. | .
Andrews helped to sharpen the focus of the Austin College
*. . non-traditional self-study, and Dr. Hanson probed the potentlal of the

system for program’ renewal e _ AN

‘

Broader lnvolvement‘ Special Roles tor Three Groups . .

Throughout the Project the leadership used, three groups in advisory
ways, especually in planning and carrying out the SRL®ach year
since 1972..The Progsam.and Project Steering Committee was N
composed of-the College executives and was the brjdge between.,
regular program aperations andhe specnal activities of the Prole'l:t

Here ideas for the SRL were discussed and needs arising from . L e
regular operatlons ‘were idehtified for attention in\lgngBL-;» 3T E
L The Project Commynieations Adyisary Cominittee met weekly =,
O dunng the SRumf‘s‘;“;eQUently durmg the acaggmgyeaLm___ .
vo et advise the Project lepidership,” particularly on communicationsto and ' -

from faculty arid students It was. gomposed of infogmal leaders of the
faculty, one from each Area (Humanities, Scnence ocial Sciénce),
- ' and of seleeted student leaders. w e
. The Advnsory Panel served acontlnumg consultant role for the
! Project ard was a channel of communication bétwéen the College
and the fundmg agencies. The Panel concept was the means o
_ extend experimentatian to the role of consuitant, as each panglist
. "served in a continuing relationship with other consultants and with aif*, .
' . involved in the Project: students, faculty, Project’leadership, the |
" . ingtitution, and the two major funding agencies. The Advisory Panel

a
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was a turther test of the little used methodology of using consultants
collectively over an exténded period of time rather than using them
only singly or for a limited time. The hypothesis was that with
collective and extended consultarit roles and relationships, with
S consultants interacting not only with campus constituencies but also
—  with one another, the inistitytion woulkd gain more than if consultants
had been involved only separately or in single visits to the campus.
L~ |~ - - Membaers of the Pape! 4dvised the Project leadérship in all areas,
——| __ were a sounding board for SRL plans;and individually were
1 consultanitstor specialemphases within the SRL, such as evaluation,
/ interpersonal skills, or ¢ ;

The Formation of the Ad

" The NSF first advance
as a part of the evatua

oryPanel 1 )
Advisory Pane‘l concept, to be budgeted
component, during the latter stages of
g Institutional Project in the summer and
fall of 1972. The agency pgoposed a Pangl of individuals outside the
adlise the Project and to provide a liaison’
‘ with the NSF. During conslderation of the proposat, Austin College
suggested that the Parjel §iso relate ta the NEH and theretbre be-
expanded. NSF agreed anfi NEH endorsed the concept.
hd the responsibility for developing an
e Panel. Individuals ahd groups on
agd asked for suggestions, and categories
blighed to insure coverage of major fgatures
alia, evaluation, and personal and group
ajso a cafegory for a representative of the
manities. Many factors were considered,
) ity of reputation, validated expertise in the
" appropriate, feature of , and the need for the several
-individuals—each a stg g rin his or her own area of

ame e v =

[

initial list of nominees
‘campus were consult
for nominees were
of the Project, such as
relationships. There

. -sciences and one for t
-including breadth and

distinction—to work togetter ¢ffectively in a group.

The full list of thred.fidminees-for each of ten positions on the
Panel was submitted to Preg
early in 1973 for their advife and clearance. Adjustments were made,

: a list of nominees and alternates.
Austin College. The Coliége then
ne-member Advisory Panel was formed

by May when it began its
Members of the Advisory P




Harold L Hodgkinson, Director.  *
tional institute of Education N \
Washington, D C. 20208 P

Dr Wayne H Holtiman, Dlrect;)r {Chairman)
Hogg Foundation for Mental Heakh ;
Austm Texas 78712 . i

Dr. John W. Macy (onginal Chanrman iliness pravented continuing in

that capacity)

Former President of the Council of Better Busmess Bureaus

I ' 1127 Langly Lané
McLean, Virginia 22101

« Dr. Frederic W. Néss, President
Association of American Colleges
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The Operation of the Advisory Panel and Review of Activities
As a group the Advisory Panel met on campus twice a year, -ﬁsually
for two-day visits. The Austin Coliege Project Office made
mratmns and completed necessary staff work for ﬁhe Panel but
anel had the latitude to help define and implemdnt its own role.
The agenda for §ach meeting was formulated ahead jof time by the
Project Staff in cbnsultation with the Panefl Chairman. Designated
5 ;om:lxbythe agencies and the College, the Chajrman served as
* = thi@contact for operations between sch meetings.
Substantial amounts of written materials were sent jn advance to -
" facilitate the effective use of time during Pariél ings.
< AdeoryPanolmoetmgsmdudedmusactwmes(n
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. faculty, and staff in general sessu:‘ﬁ\;-
povide information ang/understanding of developments at 1
* College, both within the educational program and in other rmportam
areas; (2) involvements by Panel members individually in classroorh
visitations and small group conferences o observe and mtera:;ﬂu-
students anfl faculty, (3) use as a sounding board, 1n g group
individually.'for problems and 1deas identified by the Project
leadership, particularly plans for the yearly Summer Resource
Laboratories (SRL's), (4) planning Yorevaluation of the Project, -
Lespecially plans for in-depth interv o?s and (5) participation in the
Birkman Seminar and exploration 6f possibilities for its use ‘with
college students on a continuing basis.

In addition to the six group meetings, Panel members Lvere )
involved individually for special purposes, especially when schedule
conflicts prevented meeting with the entire Panel. These 7dividual
conswiting roles included: *

Horace Hartsell' Media usage and instructional design

Bud.Hodgkmson Evaluairon thanging tasks and foles,
- symposium address to J25th Anniversary Commission ftitled * Natronal
Perspectives on Higher Education and the Liberal Ants”

Wayne Holtzman. Evaluation, guidance as Chaifman
JghaMacy College governance and Project reporting

Fred Ness Interaction on campus with faculty and students in an
SRL, and in a workshop with the Board of Trustees

Martha Peterson: Student participation in governance, qhan‘gmg'
roles of women on campus, evaluation

Jack Powers. Professibnal developmentrol science faculty

Edith Seashore’ Personal and group mteractnons Program
Management, evaluation * . .

Joe Wall. Imerdlscrplmary cooperation and curncula

The Birkman-Mefferd Research Contract .

A special emphasis of the Tgtal Institutional Prbject was the » -

Birkmal eréFesearch Contract, funded separately by NSF. This

contract provided for validaton of the Birkman |nstrument'and
\studm related to its adaptation for use with coliege students.

Austin Cotlege had experimerited with the use of this instrument

prior to the begirming of the Total Institutional Project. Until that time -
( the Birkman Method and Seminar, a personality profile and \

mma been used primarily with business management and

had proved useful in personal adgustmem andeffective job
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assignment. Austin College had used it with administrative and
faculty groups, student and faculy planning groups, and with
students in pilot phases of new courses.
’ A perbonality tool such as the Birkman was seen as potentially
beneficial for use with collegedreshmen. It was felt that this could be
one of a variety of.techniques used with entering students to improve
self-understanding and interpersonal and group relationships. The
problem was that much work was needed to make the Birkman
suitable for use in academic settings. It needed to be drastically R
reduced, and its written materials and oral procedures needed to be
adapted for use with college students of the 1970's. Thus, research
on the Birkman Method and Seminar became part of the Austin
.College Total Institutional Project under the separate research
contract.
Work during the Project included coliection.and processmg of
validation and reliability data, preparation of a technical report on the
reliabilities and validities of the Birkman Method for use with college ;

- students; substantial revision of the Birkman interpretive manual-and- -
oral presentations to address them more directly to a collegiate
audience, planning for development of a career guidance component
separate from the personality analysis component, and training of
Austin College faculty as “lay leaders'’ for the Seminar. In all these
.y activities Austin College provided significant guidance and

. adBistance, including help from the Project Office, Development /

3 'Research and Evaluation Service Unit, and Advisory Panel. A /
sepa te report on the Pro;eqt actwmes concemmg the Birkmanii is

part$ of the Project.

al Resou Stimulated by the Pro
' During the Projedt and as a result of it, Austin eived
" additional resources. ‘These included an NEH Library Grant and an
N§F grar\{ for: equmment for Psychology.

A few months after awarding the Development Grant, the NEH
notified the College of its eligibility for a supplementary grant for
Library materials. A proposal was prepared, submitted, approved, and
funded according to the Gifts and Matching Grants, guidelines. The
matching portion of the grant was met with a donation from the Clark

' Foundation of Dallas. Thig grant represented a major undergirding of
. the whole etfort in the Humanities Area and in the core courses. R
Many books, periodicals, and non-print resources op film and tape .
were obtained. Perhaps the most impressive addition was the Library .
of American Civilization, a usefully indexed u che collection of ; |
thouunds of out-of-print bodks and periodi netformerly availabie ce
o inanyonaplaee not even the finest libraries. 4
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grant frgm NSF. The proposal was predicated in part on the new

directiops fostered by the Project. The addition of this equipment to

the program allo for more laboratory emphasis and more

opportunities for stddent research from the introductory course level
_all th\/way through the advanced laboratory courses.

) interim Reporting on the.Project -
During the course of the Total institutional Project, Austin College
began reporting on its activities. This interim reporting included
communications both to the funding agericies and to others.in the
broad fiekd of higher education.

. The College routinely sent to NE!;! and NSF materials describing
the activities df the Project. Occasionafly there were overall progr&ss
reports, such as “The Impact and Visibility of the National
Endowment for the Humanities Devetapment Grant to Austin
- Coliege,” ‘submitted to NEH-on Februﬁy 13; 1874. Similarly, in April, -

.+ 1974, the College submitted ta 'NSF *abstract of the Project and a

'$6t of indexing statements indicating'key featurés emerging from. the

-t .. - Project. The abstract and'iﬂdcktngg nts were requested b

- NSF to aid searches for information i st ediicational innavation, apd
changa coming out of projects saar(:ored by the Foundation’s g
" "College Science. lmprgvemém Progrq m.There were, also personal. ..
visits to NEH and NSFin Washmgmn;by Austin Coliége personnel. -

- A major effort in interim repofting otcurtsd Rovember17-19,
_ 1974 At that time there was an onggite visitation by an NER program
- -7 gpaecialist and-two NEH consultanty. The team did much obsgrving,
obing, and-Guestioning on its oufn including class visitations and
~“interviews with students and ‘taguily. Substantial.amoupts of matenal

” were prepared for this visit, and“é;/en more was sentto Washmgton
after and‘as a result of the v:sm,

Another significant step ;reporting took place in the spnng,

1975 Then the Advisory Pand ibf the Project approved and s
to taefu.ndmg agencies an inférim Report of which the main

) wﬁs a seriés of status :epo‘hson  various parts of the Pro;ec »

statusroports were ptepared by the individuat Paoelists.in. , .

* confiection with éonferencés and mqmnes condut:ted dunhg their
prevuous moetmg )

Summative ewuaugn -nd n.pomng L -
The neetis for evaluation of the Total institutional Proiect and

reporﬂng on it were rqoogmzod since the Project’s conception, and )
Meretoreome evaluathn procodurea were in p:og:css since the
- mﬂ of the Prolect. For oxamplo pnor to the ﬁm 'i!{mer Resource
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““Laboratory in 1972, efforts were made to gain a profile of anitud!es
- and perceptions as of the beginning of the Project This was done by
having faculty and a significant number of students respond to two

Educational Testing Service instruments, the Institutional Goals
Inventory and the Institutional Functioning Inventory. Other
monitoring occurred throughout the four-year Project through the
efforts of the Development Research and Evailuation Service Unit.

In 1974, work in summative evaluation and reporting gained
momentum, With substantial input from the Advisory Panel at its
meeting in April of that year, an overall “'working plan” was prepared
to conduct the end-of-Pro;ect evaluation and reporting. Other input -
came from consultants for the 1974 Summer Resource Laboratory
By the fall, the plan had been submitted to NEH and NSF as the
working basis on which evaluation and repbiting would proceed
through the end of the Project. ‘

Stveral principles were followed in the evaluatuon and reporting
of the Project. (1) Evaluation was viewed positively, g_s a helpful tool

-for ascertaining next steps in program-development. i was-to inclutle- -,

self-examination, feedback, and assessment indicating both <
strengths and weaknesses, and thus be a supportive and learning
process to help the Cojlege continaally move toward its goals. (2)
* Because the Project was so centralfy aimed at-changing attitudes and .
. motivations, the affective dimensions of the learning environment had
to receive close atteqtvon (3) There had to be broad-based
pamctpahon by facuity and students, not only as soutces of data, but
- also as'organizers-asid mterpréters of data. (4) Evaluation of the
.., Birkman Method and Seminar was a separate activity because of
spec¢a1 contraciﬁal arrangements. (5) Evaluation activities were
})Ianned to mésh with'a non-traditional Self-Study for reaffirmation .of
‘accreditation by the Soutivern Association of Colieges and School#
which overlapped in time this latter phase of the Project. Austin ¢
.- College proposed and recelved approval for a Non-Tradntional B
Self-Study partly because of the broad-scale evaluations of the Totél
“Institutional Projett. (6) A multi-faceted, action-oriented process; with
different kinds of activities involving various groups and individuals,
wis necessary Yor more thorough and better baianced resulfs. |

' Those principles were followed in the.actual évaluation—
procedures. Theee procedurds inciutied the preparation of a general
description of the Project; the collection of program reports.and
syllabi to show the impact of the Project on the curriculum; the'
reporting of institytianal data to show the general characteristics of
the College during the time of the Project; compilation of faculty
partncnpant abstracts to illustrate the work that ecclrred in the ¢

Summer Resource Labomtones. the preparatnon dta researcﬁ rgbon
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mvolvmg routlnely admmrstered tests, such as the Insﬁtutroﬁal Goals
Inventory and the Instttutnonal Functioning Inventory, the reporting of ‘
the Birkman program including the Research Contract the
conductmgof in-depth interviews by contracted outside |, .,
. professionals to learn more from facuily and students about the . ’
" subfler aspects of ghange; ‘the use of faculty, administrative, and &
student groups and the Advisory Panel to give their own '
" interpretdtion to.the evaluation of the Project; and the synthesis of
much of the abovelrn thrs}rmmary report to give some overall
. interpretation and hnalysi o
Many documents and much material we/ generated by the .
evaluation procedures, and some are referred to in the later chapters
of this report. These include the Institutional Fanctioning Inventory
" and the Institutional Goals Inventory‘ In-Depth interview Report, and
Constituency Group Interpretations (the response to Project materials
by three groups—students on the Student Progra Advisory
Committee, faculty, Review and Advisary Committge, and
administrators on the Program and Prolect Steering Cofmmittee).
Other materrats -are also used in trying to tell the story. of the Project,
including routlnely prepared reports of faculty members and the
Advisory Panel’s Interim and Final Reports.
3A final Project-related activity was an Invitational Conference ot
“Changing Taslgs and Roles in Higher Education,” March 25-27,
1976. Held at Austin College and co-sponsored by the Southern
Reglonal Education Board, the Conference brought together a wide
range of people invoived in educational reform to deal with the*
tundametal issues indicated in the title of the Confetence. The
Austin Collége experignce with the Total tnstitutional Project was
used in a case study formét as a springboard for discussiof. The
conference provided:a means for Austin College to report its
experienge to the bro er world of higher education, and also
provided pn opportunity)for participants to consider next steps in
.. their own'situations. The\Conference was an appropriate culmination -
of the four years of the AustquolIege Total Institutional Project and
s a differént way of commumcating the impact of the Project
mdrcated in the foliowing chapters of this report.

l‘How dowe...?" — Process, Action, and Invalvement

~ _Allthe key issues in the Total Institutional Project wére addressed as
questions beginning "How do we . . . 7" How do we project the'future
needs of students? How do we assess the needs of individuals, of
programs, of the Colege? How do we marshal the necessary .
resources, gain the pgrsonal commitments, install the programs. and
structures needed to fneet this challenge? How do we conduct
plannmg, operatrons communication, and evalu fon.so that the N

.
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process builds;a momentum for on-going self-renewal of the Coliege
and its people
These questions réfléctseveral related assumptnons Like- - .

education itself, the renewal of educatlonal institutions and programs
is a process that calls for the active involvement and commitment of
everyone cencerned. Therefore, rather than in discrete (and possibly
isolated) parts, itis best pursued on a total institutional basis, dispite
the complexity of struCture and operations that the total insti{utional
basis emtails./In fact,.this invalvement was broader than the
. institution—not only facuity, students, and administrators of the

-College, but also consultants and Advisory Panelists, along with
program offiters of the NEH and NSF were viewed as colleagues in
this enterpriseit waL.l assumed fhgt everyone invoived was making an
investm{?(ﬁ the Project and that it was just and reasonable to
expect the commitment of individuals and their cooperation with each
other on the grounds.f their common interest in its success.

Thus the structufe and style of the Project were designed to

exempllfy the educatsonal processes necessary to the program it was .
’ helping to install. The process of workmg together in the Total
Institutional Project was itself a significant and affective learning
experience anticnpahng the greater sharing and partlcnpatnon in the
new roles for faculty and students.
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| Irttpact of the Prpject on Students

Statement and Amplification of the Goal Relating to Students )

_ From its mceptlon the IDEAS at Austin College program was
-/ designed to be student-centered. Important considerations of
knowledge goals, needs and orientations of the academic dis iplines,
[ and faculty and administrative preferences.were to be related to the *
primary focud®n the IndIVId al student: his background, tnes

/

* motivation, needs, mterests oals, and potentials. Whil staining
. high standards for programs| and seeking optimal ou s for
student achievement, the fagulty recognized the cyitical importance

of starting with each individyat student where he‘s. It was concluded - - T
that internal rewards and self-motivation -‘be emphiasized more -
than extdrnal rewards or teacher-initiated .
The Prdleo“t goal relatlpg to students €xpress this thrust:
To foster student role change tOv/vdrd greater self-direction and
more mdep?ndent learning, all within thg motivating framéwork °.
. ' ofmesting the needs and puréumg the educat:onaWt the

C ~ individual.' 7 ) /

- stated as sub-goals that'highlighted or brought out for emphasis . //'
important features of the broader goal. These included: - T
. a. To activaté students in the learning process through - xy.
ization, peer teaching, group activities, greater :
ndent learning, and otherwise assumption of more
§ponsibility for planning and earrying out educational tasks.

b. To cope with the loneliness of the freshman student,-aiding the
connection and transition to the academy, and doing this with

“Ths exact staﬁmom of the goal dn
such is the case aiso with the iacGity and sivstitutional gbals expressed at the beginnings
of Chapters 3 and 4. In Case, héwever they express that which has been attempted
throughout the Pr d
watten in 1971.




. \‘ I4 N . ! .
' respect fgeghe individuality of tive stuqndent~ ° /

. c. To congbat feelings of depersonailization thr‘oughout the ’
college ekperience and thereby increase the students interest
and motiyation. :

-

d. To expand advising to inclufie vagidus aspects of student
growth dnd development and  integrate that expanded version
more fundamentally into the educational process so that the

/ student can better direct his/her course of progress.

e. To make the best traditlons of liberal arts education more
meaningful for the modern student by recogniiing cognitive and
affective aspects of learning and by adding emphasis on the use
of the arts and sciences and teachings in many disciplines to
meet the demands for effective and creative living'in today’s
world.

f. To present general education in a coptext sensitive to values, .
N her",?gepand skills with a focus.on responsible. citizenship and R
- wit ehpect for the student’s individuality.

’ ‘Z‘e broad goaf' and sub-goals were originally expressed in terms
of' e anticipated outcomes of the Project, as shown by' this excerpt
from the proposal for the Project: . . '

- The student will have 3 rich agenda of quality courses and .

_ experiences available to him—both on and off campus—with the
necessary support to aid him in rélating advantageously to them.
He will have a more individualized program which he will design

_and-adapt for his changing needs. Consequently, he will be more

actively involved, have more responsibility and support for his
education,;and will be able to make earlier and wiser choices
about his life in terms of vocatiohal direction and style.

He will gain insight and understanding about hlmself his
relationships to others, his cultural roots, and the complexities
and special nature of his time in history. His confidence in

“ . himseif and in others wil} grow as he integrates understanding
with developed skills in many forms of communication and

- . engages. in' intellectual inquiry in a variety of contexts.

+ The student will leafn to evaluate—himself, others, sifuations,
o'bportunities—and thereby gain competency in understanding
the importance of both processes and information; and he

. should,learn befter to cope with change in his life and in society
, ~ashe antlclpates and prepares for an uncertain future.

» -

Together, the broad goal, sub-goals, and proposal excerpt,
indicate the impact‘he Prblect was to have on students. A variety of
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approaches were used to effect that impact
: |
Approaches Used fo Reach the Goal .
IDEAS at Austin College (Individual Development: Encounter with
the Arts and Sciences) . .
- %
The overall educational program tﬁat the Pro;ect was implementing, P
- IDEAS at Austin: College, was the clrricular expression of the goal for
students. Through its efforts to impiement the IDEAS program, the
Project sought to give vitality to the toncept of education as a '
~continuous process of intellectual- and personal development, implicit
-in the first two words of the program's full title, Individual
Development And the rest of the title, Encounter with the Arts and
Sciences, was also |mp1|c1t in the Project. Growth for the student was
to come through liberal education, based on the wholeness of life ___. -
and the interrelatedness of knowledge, and characterizéd by the
ability to write and think critically, a sense of history with an qpenness
1o the future, intetiectual vigor and dtscaplme. and familiarity with a- -
variety of fields of knowledge. f

{
/

The Interdisciplinary Core Courses of the IDEAS Program . )

Baélc to the Project’s s/iudent goal and to the IDEAS program is the

set of six core courses. Together, they form a nucleus expressuvey //

both of the Project and of a solid liberal ed cation, deahﬂg’vvrh

‘ideas, inquiry, serious personal involvement, exposure to one’s s

culturaf heritage, .and consideration of values. -

The core is consciously designed to make sense as a whole and
_ to have continuity throughout the six courses. The beginning courses

stress basic tools for life-long learning, such as critical reading, J

writing, discussion, and analysis, and the later core courses help the '

student sharpen these todis through use. The core also stimulates by

beinig modern, trying to help prepare the student for the future by

emphasizipg processes, such as problem-so Y\yzé and group work,

and inter-disciplinary approaches. And finally; each core course has -

its special place, with one codrse building on the prevuous one and

preparing the student for later ones.

s Another crucial concern recognized in the core has been "
surfacing for several years at Austin College, as at gnany other liberal -
arts colleges—the growing concern about the overall structure and
smpact of thegtudent's first year on campus. It was apparent that the
first year represented a critical transition for the new student. ‘
Consequently, a committee on the Freshman Year wds created early -
in 1971. After three months of review, evaluation, and dlscussmn
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entering fresh en
All ingications are that freshman classes of the future will show
increasing heterogenety in background,\levels of achievement,
motivation, and interest. Nonetheless, most first yegr sfudents will ~
probably contmue to share certain basic needs, in g needs
for: W w" W
a. Asilstance teward transition from high schod(envmonment to
college environment, community living, social expenerhces
recreational opportumtles etc. ‘

b. Aid in developing one’s |dent|ty-a personal value system and
personal goals in education and vocation. . -

¢. An exposure to a number of different disciplfnes and the
methodologles peculiar to each.

d. An exposure to several dnﬂerent types of “study-learn” .
sitiations, including perhaps seminass, lab work Iectures use of
computers, etc.

e Development and understanding of communicatipns
skitts—written and oral.

f. A foundation in-Western cultural heritage.
g Active disc,ussion of academic and intellectual issues.

h. An exposure to independent’learning and preparation for
learning as a self-imposed goal. .

i. An understanding of (and a desire for) a liberal arts education.

Q
j. Assistance in educational plahning.

k. Individualized counseling. °

Because of the greater diversity, the intensity of these needs will -

va considerably fincreasing the importance of.a freshm&\

program vyhlch provides for a persenalized, individual approach

to advising, counsgling, and learning. For all, however, the .
. program shouid b reasonably manageable in-terms of number Ofo

_ hours of class an lndlvi’d/ual commutments X .

. e

~

’OPENW Planning Educational Next Steps, was a two-year study and
planni focess involving all parts of the coliege oommunny it resuned in the
|egnslat|on of the IDEAS at Austin College program in 1971 ,




The overall p‘rcture wl‘uchéemerges is a freshman year
characterized by foundgj/on and exposure’ within the frame(' rk
of flexibility and individualization. The sophomore and junior

- years would focus on concentration and exploration; with the
senior year emphasis being summation and integration. |

In response to these needs, the IDEAS core provides a special
freshman year emphasis throuﬁh fo of the core courses. An !
integrated group (ﬁcourses 3grams these give the freshman a_
_different transrponal exp a flexible context in wh|ch to
. assess and meet individua ds during the first year on campus.
The core courses are Indiyidual Developn’terrt Communication/ Inquiry,
Herltage of WestermsMan (3 urses) and Policy Research.
Development of the new rogram also resulted in a seripus look N
at restructuring thg weekly anl yearly calendar and the length of
terms. This development was described in the OPENS plan ing ‘
document ds folloys: .s p
It was only affer much of th new program design ha |been .
substantially completed that the question of calendarjarosg’'asa .- . = |
matter of decisive importance. After reviewing the sityation it was,
concluted that the current cllendar would not provide the ideal
framework for the operation gf the newly designed program. The
proposed caléndar appears to bind together all of the program
elements intg a cohesive whole. in short, concern for.people
dictated the desngn of the new program and concern for the
optrmum operatromot the program motivated the segrch for a
better calendar, 'one which would provide a suitable/framework
* for the tunctgoﬁs and approaches involved.

. The resultmg calendar revision was described in the Project N 4

proposal as follows:
The framework for the program is a combination gf calendar
innovations which will-foster a considerable degrge of course
restructuring. The first calendar revrswp/drvrdes he fall term into '
two seven-week sessions during which“each stuc ent will take two
courses at a time. The result is a yearly calendar'of 7-7-4-14
weeks which may be expressed in terms of student course load

_ as 2-2-1-4. Equally important is a change in the daily class

schedule which will utitize much longer class periods (two to
three hours). This will encourage movement away from the

- lecture method toward greater use of group participation and
individualized teaching techniques. .

rr;/e,r s of the core, the new calendars are eSper:lally relevant for
the f hrzlan The relevance goes béyond provrdmg variety of
learning experiences, in part to allow for individual tferences in
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- . / '
‘. / .
students The additional hope is that the calendar wili be a factor i |n

the student s motivation and-setting a style of serious study early in -

_ the college career. The theory is that with beginning courses of seven

weeks' length? the student will have to gonfront the requirements of

_college study earlier in his career and thus realize sooner what
college, is all about. This kind of early understanding on the part of
the student can open a new era irf educational effectiveness.- -

a. Iindividual Development

.The Individual Development (1.D.) Program, a comprehensive but
personal planning and advising approach carried out by each student

_-with his facuity mentor, is central to the IDEAS program. it is a key in
working with attitudes and roles, for through it the student not only
deals with his development in various aspects, including those
usually found outside the classroom, but also examines his needs
and goals and designs his educational program in light of these. That

* individualized program, in turn, is a positive motivating factor in
"turning the studéent on" to the college experience.

Moreover, the personal relationship between student and mentor
is also important. The student is invoived with a faguity member
whose focus of concern is the student's grqwth in self—apprecnatlon .
self-motivation, and self-direction. The support of the mentor is’
another positive factor in the student’'s moving toward a r isponsible,
active, and constructive role in the educational grocess. .

Mentor and student begin by jointly assessing the student’s -
current level of development, not just in the intetlectual realm, but in
other equally importantiareas—the vocational, aesthetic,
religious/philogophical] social/societal, and physical areas.: Wltb this .

) assessment the studen{ and mentor plan the steps needed to reach
personal goals and the duc tional standards of the College. Such
assessment and planning, méludmg the preparation and regular
updating of a total educational plan, contmue throughout the
student’s college years. The student receives ohe course credit at the

end of the senior year for having been actively involved each year in v

such planning and for having participated in various activities to -
achieve growth in the different areas of development. .
Persondl interaction and mutual respect are significant parts of . *
.the Individual Development Program. And the role of the mentor in /
holding up the standdrds of l|beral education to the 'student pfovndes . j
a service that too often is mlssmg for liberal arts students. .
Considerable thought was given,to the isSue of evaluating the  *
student's depth of serious participation in planning educational goals
over a four to five year period. Eventually it evolved into the current
system in which. mentors sk students to give evidence of thoughtful

partlcupatuon in all areas of persdnal development. Students are, thus
/

-,




movmg to a more active role in the advrsmg system
With |.D., the College 1s forcing a long overdue issue, studeny

responsibility for educational and life planning. Students are ’

suddenly finding that a simple fulfililment of requirements i1s no longer

suffici Rather, an in-depth analys:s of the “whys™ and "for whats”

of oposed course 15 becoming general practice Faculty are

becommg accustomed to raising issues which previously were

usually ignored. In addition, the affective dimension of education is

now regutarty deatt with and the College 1s emphasizing the

importance of the-whole person.  ~ C o
Both mentors and students need special resources for their

expanded roies Two documents are proving to @ of particular value.

the Curriculum Handbook, supplementing the Bulletin, and

Everything You Always Wanted to Know about . D But Were Afraid to

Ask, the 1.D. handbook for students. Revised annually. both

documents are available to inentor$ and students. ’,

Administratively, the Educational Advising Center serves as the
coordination point for the L.D. program and as a type of ombudsman

v station for students and increasingly for faculty. As such #t — _

supplements the role of the College’s Counselingd Center, which™ ~ = = 7~ =

focuses more directly on psychologrcal counseling. The Educational )

Adyvising Center maintains files including a central “portigho’™ on -

each student. The portfolio contains all academic performance
information on the student as well as | D. critiques and letters of
commendation or dnscnplu;e Each student may review his portfolio
andplace statements in it also.
The so-called “'soft data”” on each student s expanding rapidly,

\ . and the faculty has access to merpretatzons by the Educational
Advising Center that point out certain problems solutions in
reference to individual students. a reading pfoblem social
clumsiness, low self-esteem, undetermined goals, poor study habits,
or family difficulty. Now the faculty can know some of the ““‘whys" of
student behavior and not just make ungroundgd assumpttons aQgqut
observed behaviors. At the same time, there are safeguards against
unwarranted inferences and amateur psycpoanalyzmg The soft data
can be invaluable in times of crisis, or just in the event that more
information is need get to know a student. ?

The routine operation of the Educational Advising Center has

N grown from the Coordinator's seeing perhaps four students per day

to the present maximum of thirty a day. As the doors of .
comimunication open wider between faculty and students, some of

—— theburied issues of interpersonal relations are beginning to surface.

The Coordinator of the Educational Advising Center serves as 1

facilitator and mediator in such is$ues. .

From its beginning, the |.D. program has centered on /. .
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individualization and self-development, but the-inherent danger of |
encouraging dependency relatonships has also been recognized.
Further, some students couid be expected to react negatively to the
high one-to-one involvement insisted upon by the 1.D. program.

However, after thee years of development of the I.D. program, these
problems have been largely averted. While some faculty have been
ineffective in the role of mentor, not serving as a guide, most facu .
members have adapted very well to thls new role. %\
There has been faculty concern about the increase in workioad
caussd by‘this expanded approach. in
have acknowledged that the investment has been worth the effort in
view of the significant improvement in the quality and impact of
advising. Faculty members and students have grown to see that the
selection of courses 1s just one aspect in the comprehensive planning
approach needed for broad personal growth and development.
B The early guidelines of the 1.D. program indicated that the
student would typically relate to the same mentor duringthe ~ ___— |
student’s entire college career. A method for mentor change ’
available, but less than 15% of students ever changed mentSTs, even
- thoughthe mentor was not required 10 be in the disGiplinein which ~ =~ ]
the student was planning to concentrate. T
- After three years of experience, some adjustments seemed_
appropnate The Project's Advisory Panel recommended that the
student, as well as the mentor, submit written reports to the
, Educational Advising Office to improve the student's -abilities of
analysis and seif-evaluation. And in the in-Depth Interviews, students
. cited the need for advising by a faculty member in their own fiekds gt .
concentration. The Panel also ngled concern about faculty load, as
18-25 students are not uncommon for one’s 1.0. load. .
Thus, in early October, 1975, it was proposed that three
categories of mentors be created: (1) freshman level, (2) upper level,
and (3) transter student level. After approximately-their first year and
one-half on campus. most students, under this proposal, would
change to a different mentor, a faculty member in the area of the
student’s concentration. The proposal assumes that the planning and |
involvement of each student will still include all of the areas of
personal development as well as the professoonal and educational
a

\
\
|

, ]

After the student S fust year on campus, the style of reporting
shifts from being faculty-originated to student-originated. This shift .
should heip to reduce any tendency toward dependency - .. "
relationships, a concern expressed by some. Under the new
uidelines, the student writes the summary of participation in
ning. and the mentor critiques that plan and offers suggestions.
changes arq-m%ed to alleviate the main problems identified .

-
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by faculty and students.
During the life of the-Project, the individual Development
Program with its heavy involvement of faculty has cost more than a
traditional advising program and demanded much from-bethrtacuity
— and students. But overall, it has been well réceived. The in-Depth
Interviews showed high acceptance of {.D. by both faculty and
students. The mentor system was rated as ‘most beneficial™ or as
e“we-tuag_getl' by both tacutty apd students in the interview sampie.
- a8 cR.: MH
vusutahon team in the tall 1974. The Adwsory Panel made the following
\ obiservation in their Interim Report:
The faculty seem to do a lot of communicating about students
(which may seemtike unnecessary surveillance to some) but few
students leave because of it, and it would be very hard for an
Austin Coliege student to *‘fall between the cracks."

in a period of general depersonatization and dehumanization in
modern society, individual Development shows promise as a critically
important program for the development ot hberalty educated p
fesporisible persons. -

b. COmmunlcatlonllnqulry :

—_
v

_ Student and mentor work off a base of understandmg greater than
_ usual because their relationship begins in a course,
Commumcatton/lnqmry (C/1), one of two courses the entermg
student takes during the first seven-week session. C/| has three mém
areas of eoncern: (1) developing the individual freshman’s awareness
of his own values and personal identity, (2) developing his )
acquaintance with the various modes and principles of mtellectual"
inquiry that characterize his new academic community, and (3)
developing his skills in communication—including reading and
writing, but also oral and non-verbal modes, of communication. To \ -
providé a common ground of value orientation, inquiry, and
- - communication for each geparate group of 18-20 freshmen, each ———
section has a topical focus on one or more contemporary social'
issues. With different sections structured around different social )
t&ues. the student’s choice of & topical focus (as explained below)
serves as a motivational device. A furthe; purpose of the courseis{o -
_provide the traditional orientation function for the new student. |
Ve Motivation is considered fundamentally important. As the fra
“of the course stated in 1971, C/] would be Aakey firstcourseto  *

aidthe entering college student in understanding himself, othe
his relationships with others, and the methods and stylesof
intellectual inquiry and communication. This increased -
understanding can help the student channei his energies in \
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such a way that he can use his college ye'ars in the manner which
will be most beneficial for his own individual life. (Report of Ta#k
Force on “Freshman Session” and * ‘Freshman Colloqulum )

In other words, the theory is that by dealing in C/1 with sdme
personal issues which college students face, the students wilkhave
clearer direction and thus be enabled and motivated to becon
seriously involved in educational activities. Like I.D., €/1 blend
affective and cognitive aspects of learning with the hope that more
active, self-directed sflidents and student rofes will emerge.

Each section of Communication/Inquiry includes approximately
20 freshmen plus a leadership team composed of a faculty mentor
and one or two student leaders. The effectiveness of the program
calls for team-eadership in which decisions and responsibilities are

The mentor, however, is the official instructor for bat
freshmen and the student leaders, whq eam one course credit for a
related Communication/Leadership course. These student leaders
are expected to participate in certain !ea(nmg and coordinating

" shared by the faculty and student leaders. r\

. activities during the preceding Spring Term, during the week before -

schoolopens, and during the first session of the Fall Term. The
Commumcatton/Leadershlp course thus focuses prnmarily on the
information, trammg and coordination needed to help the student
leaders carry out their responsibilities in Commumcatnon/lnTuury and

" 1n comparable leadership roles thereafter .-

Elements combined in C/1 include the jntroduction of all
freshmen to interactive computing. other modes of inquiry, variqus
media of communication, and a variety of psychological fools fo
seilf-awareness and facilrtation of free interaction. In response to '
vaned interests of stugents and faculty, the vanous sections of the
course deal with different issues and utilize different strategies: In
each section {he faculty and student leadership team identifies the

i — topical emphasis for that paﬁlcular section The interests of i mcommg

freshmen are polled so that each can be placed m an’appropriate
section. The several sections also differ in strategies used to reach
the goals, which center around the three emphases of C/l and are

common to aWs <

Some of activities in Communication/inquiry are more closely
related to personality development than to academic knowledge or
skill. Assessment inventories and ""sharing” activities, such as values
clanfication exercises, are chosen with care after obtaining
professional advice Leaders are advised to consult with the College’s
Counseling Center before undertaking psychological Qroup exercises
needmg special expertise.

Ong featuré has been the participation by faculty, student
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leaders, and studepts in the Birkman Seminar, & personality
inventory. Many faculty leaders have served as lay leaders of the
Birkman Seminars for freshmen. The goals of this psychological
| — instrument-and analysis are to help students (a) recognize their

behavior patterns indivi , {(b) understand the variety of such
patterns others, and {(c) practtce relating to others on the
b a mutual and non-evaluaye acceptance of personality

differences.

For three yeav/ the Blrkman Seminar was used by all

Communication/Inqui /v/ groups. Special studies were conducted to
vahgﬂ and reliability of the Birkman psychological
strument in ‘'use with college students. Efforts wete made to
t the ipstrument with its procedures, originally designed for older

gybups within busmess and industry, to make them more suitable

Aor use Wwith college students. During the fourth year the Birkman was

1 ™

* “used In a variety of ways in 13 of the 19 sections of Communication/

Inqmry ‘Other instruments and approaches for seff-understanding
" were used in the six other groups. Although the interpretive materials
for use In the.Birkman program had been r adapt,
much more acceptable to faculty. students ‘and the Advisory Panel
(as noted in it$ Interim Report), neither the questionnaires nor the
prmt-0ut materials were yet affected appreciably by the research .. .
involving the experimental use at Austin Coliege. Wam
evaluations and the In-Depth interview Report showed that neither
faculty nor students on the whole found this part of the C/I program
to be very satisfactory in the context of that course. On'the basis of
what was learned througbthls experiment there are grounds for
-expecting greater sugeéss in other contexts. A more detailed account
of the procedures and resuits of'studies and experiments related to”’
_ the Birkman program ahd the Birkman-Mefferd Research Contractis
" in a separate report to the funding agencies.

With regard to the introduction to the use of computers
leadership teams are encouraged to develop their course plans to
integrate computer use with other learnin riences. The staffof
thie Computer Center helps with such plans. The major emphasis in

/ computing within the’ C/I cougse has been on using interactive
terminals, first with the ‘APL language and now with the BASIC
language.

A dominant pattern of the course, dictated in part by the vanety
of faculty participating in it, is allowance for as much diversity as
- possible in the strategies of the course, consistent with the stated
general goals and operationai policies. Sevefal parts of the program
that were at first handled by.common scheduling for alf groups have
been converted to alternate forms for separate handiing and
scheduling by individual groups. For example, & large

—
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ave been much more hnghly structured than others

Formal student evaluations undertaken systematically each year
show that students are clearly supportive of the general conceptand -
approach of Communication/Inquiry-The dverali rating of the course,
to an unusual degree in ¢ rison with-other courses, appears-to
be strongly influenced by faculty charisma and flexibility. Some
studentsWare dissatistied with the diversity of
str y from section to section. Student_opinion of the courseis .
geﬁerally quite positive, particularly in relation toits affective
dimensions whncr‘seem to be less appealing to many faculty.

"Among the elements of the course vrewed most po
students, nothing rates higher than the

~ concern of the facuity and stu eadership. Of course, trpre are,

exceptions to this gen endorsement and somefaculty and

less effectivé in a Commwfc

j)r all faculty. However, an aftern concl
osstbte—th\t faculty suceess in Commugic

moﬂe on traifung and fitude than o . ‘ 5
—~"Asmore e fam:tgy;‘ve n brought into the program,
some p mgwrth a degfee of reluctance and uneasiness, there

has been«a#:‘ﬁa::reasmgténdency for the,course content to be sphit
inte’ two parts; (1).an “affective, developmental, and ‘ofientation part
and (2) a cognitive part centered in the topical issye. Such splitting
-has created a number of problems. A frequentproblem may be
xpressed in g purely hypothetical exampfe: a geologist-usiag a topic
in g_eol;g(?n?hrspgroup would resz:gt::rme spent mv affective —~ -
. learning¢Sesing this as an.is rate from the cognitiye learning
mqeology As aresult, hewoulo devgfop doubts about the -
“academic respectabmty of his Commumcahon Inquiry course,
Thus, the C/I course'has had some problems of moraie and
amage with some facutty and students expressmg concern about the

1‘ EaR
1
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cited both in the In- epth Intervuews and in the report of the Student
__Program Advisory Committee. During’the time of the Préject
| .- —Course was asked to fill many need§. Apparently in some segtlo e
acaderhic needs were not met adequately. while others fell short of
some of the other’oa_lslof the program e .
* Even with su;t%blems the basic concept of the :
Communication/Guiry course séems to be generally well accepted.
There are sevéraf questions still to be resolved concerning the
experimental elemepts contained in the course, its stafting and
scheduling, an a?uts relationships with other parts of the freshman
year experience at Austjn College. Still, overall the courge seems to
be functlon/g,adeguately and holds potential for making a differefice
. -- inth&student’s réle in edugation, though that potential has not yet
| Been reapﬁ{d in all instances. =

¢. Heritage of Westérn Man
.--.  Immediately following C/I, the student beglns the Hentage of Western
Man (HWM) sequenice by taking the first course durmg the second
seven-week session of the fall term. The theory is that after first
examining ? contempdrary issue, the student would now be
“interested in learning the roots of that problem and others and thus
be ready for a course that delves into the past. Moreover, the fifst
HWM coursecontlnues the C/I emphasis on value consnderatl S,
inquiry, and commynicatiort-skills. o,
_ In content, the sequence is far more than a tradmonal setof\— ~<
courses in Western civilization. Rather, it is a key part of the liberat-
education destgned to invotve the student in self-direction, for it
provides the foundation needed forone's understanding of his,
current intellectual positi that understandlng. the stu;ientwm
be in a better position to ut education aggresswety and most

me/a(ﬁngfutly
"Thé Task Fore€ which des;gned theHWM sequence@descnbed \

~ this empha/ls/ - AR A K
is (entenng college student) initial year on a campus he is
often confronted with the quest for meaning, as mdependence of
self becomes a much greater reality for him. Thus he is ready to
relate himself to similar quests in the past and to develop a
comfion universe of diScclrse with his fellow students. This
endeavdr reflects the concern of a Chnstxan liberat arts college
«~to liberate its members for the tfeedOm and responsibifity of £

authentic seithcod . % P {
. The §gment should gain an awareness of tH&dithensions of |
~ hd . _ V3 . o
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western cultural development new skills of critical thought and'

. expressron and & better understandmg of the rejationship i ’
between his own values and those of his heritage. This cultural,
* heritage sequence is dffered to him as a start?ng place from '§
which he va/n”:ontmue his studl/s in greater depth and in new

. N~
, directions. ‘ o j '

To accompllsh this goal, the HWM sequence explores questlons .
the meaning arJd purpose of human existence through an ~
erdrscrplmiry study of the development of Western culture. __—

Throughout the sequence students are encouraged to grapple

cntically with questions such as: Is it vatid to assume that Amerlcans

are deeply influenced by the Western heritage? What human issues’
permeate the development of Western culture? Why-are my values
what they are‘7 :

- " The codrses themselves present the questions above in such a '
way that #ach separate-era’studied demonstrates a different aspect .
of societal growth and interdependence. For that reason each course
is structured differently, although the sequence as a whole observes
the overall ""time limit" of Western man’s experlence

The course structure of the Heritage of Western Man sequence
_provides-increased flexibility withina requwed sequenge and
~ mdximum student participation. “Thie€ different types of course

‘ mvolvements are utilized. .

3

Large'group presentations. The student attends sessnons held for
' the entlre groupof each courseonce d; twice a weék. Econpmy of
‘course  effort.justifies staff presentations in the form of lectures,
o dialogues panels, etc. The' capability of the-{da Green Communicatin ~
. Center has brought increased tse of films and gther media.

S ~/Inqwry sessions. Once or twuoe/a week each student attends a
- “one-hour lngu se8sion to fusther the basic experience e?nphasued
, in'the course, yiz., the ex nation of primary sources and oral and -

. wntten expression. Eaghrfaculty member in an HWM course typically

. serves as the leadegAor two separate Inquiry groups of 20-2%
students each inthe > groups the emphasis is on common mgugy in
which stydents and-staff shdre reactions {0 presentations, as signed
readings, and papers. The faculty leader is not expected to.be the

./ . “expeit”n ail fields but serves to fagiktate the exchange ofiideas and
-to increase the level of commo understanding dunng the l,nqulry ;
sessron J - /'

/"
Ihe Workshop or mini-course. In the HWM 2t coUrSe ‘a hoc,
est group workshops are formed by individual staff members. :
f thes ¢ interpretations-ofa. - - -
ps toplc mtroduced earqur in the course Other’ groups often mvlte
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. outsu‘]e professors to meet more spectalized group interests for ~ o
twO-week periods. C T e i
uwu 1", Poripecﬂves on Cultural noots /

Taken by {reshmen in the second seven-week session of the fall term,
. this couréQ eals with man's continuing quest for meaning through
an:examination of the four fundamental cultures out of which
Western values arose. Greek, Hebrew Roman, and Early Christian. .
Rélated contempprag&iies and values associated with antiquity are .
also jncluded. . \ \ '
, -The predeceésor to Hvall #1 was less concerned with
demonstratlng the depepdence of contemporary Western culture on
lits historical roots. Moreover. there was. h9évy reliance on the large-
group leCture which was Iess effective in involvingstudents actively
in intensive engagement with primary source material from the past. ’
In contrast, HWM 11 was designed to emphasize the relevance of
studying the past to one’s understanding of the present. It was 2R
. decided not to try to study the cuitures of antiquity *‘on their own
. terms” but rather to choose aspects of these ancient cultures. which
ave dramatically influenced our own culture. From this premise’'was -
devised what wa/sthought to be a functional approach to the use of
sources from Graeco-Roman and Hebrew-Christian sources: the -
method of juxtaposition. The entire course, as originally designed, ., )
juxtaposed documents from antiquity with parallel documents from o
the.present éra in order to show the influence’ of the past on the
present. Sections from Plato’s Repubhc for example were in
juxtaposition with B. F. Skinner's Walden Fwo-to show the contlnuirgg ,

L

influeiice of Plato's concept of an infentional commumty carefully ' \ '

s

planned and structured in order to'achieve the best human ends. :
At the same tlme the emphasrs was changed.from lecture » 1
onentatron to a course centered ardund the discussion groups called -
Inqunrles More than half of the course was designed to take place in . ‘
those discussion groups. Meetings of the eritire course continked to C
-+ be held, but these meetings manifested a somewhat different purpose
trom previous lectures:No longer was their purpose almost
“ exclusively cognitive. They were to be “aﬁectivg_” in character, or at
feast an attempt was made to sRift the emphasis in that direction
without eliminating substantive matenials, Greater use.was made of
e dramatic films, educational films, &nd filmstrips )Many presentatnons
,  were supplemagted-by the use of various medi .
« ° . .AMmajor conceptual change in HWM 11 occurred in the course ~
for fall, 1973. At that time the one-to-one ;ux(aposmon of ancient an@
contemporary dzuments was abandoned. One reason for this was '
that students generglly did not see how the sources from antiquity .. ..

+ had rnfluenced’mg coﬁnporary sOurcec. sothat "‘e.p" eof .« T A

\)‘
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. using. contemporary documents was not achieved. Mareover, a
¢ number of the juxtapositions seemed artificial and contrived, and -
-, /members of the teaching staft felt that students needed a fuller -
i pucture of the cultures of‘antiquity than allowed by the use of so many
* contemgorary sources. Thus beginning in the fall, 1973, the ancient
N 5 sources weré used without the pattern of contemporary parallels.
i Primary-sources from the twentieth century came only at the , s
. begmnmg and end of the course in order to show the genéral |mpact
. - of the past upon the present. '

, At the same time the step-by-step study guide format for the s
syllabus was replaced by introductions to each Presentatron and =
Inquiry in essay form. The earler form of the syllabus had been too
mechanical and-had sometimes given students the impression that
they were being told how to think rather than encouraged toward -

' mtellectual independenrce. An essay format appeared to be more -
“readable and enjoyahle.

. In the new design of the course there was also a shift away from

thé affective emphasis in presentatro?ﬂ The course continued to use
dramatrc film presentatrons and other ferms’éf media; but S .
iincreasingly the lectures werg coghitive in emphasus. employmg, ST
media only when these contrubuted dwectly to ?he;purposes of the ‘
ldoture. . v . o
e While some faeulty haveexpressed the opmron thai HWM 11 has’
* been inferier academically to its predecessor, there has been near.

S unanimity-that the cours® offered since 197@, has been more effective

with most students. The feeling is that the emphasis on the inquiry

group and the-orientation toward personal values have given HWM:11

, a place in the student's mind that the tormer mterdrscuplmary course’

. did not en;oy . . L v

** HWM 12, Dynamics of Cultural Developmenl »
The second course in the sequence, taken by h'eshmen in the .
1ourteen-week spring term, emphasrzes those movements of mmch .
sensibilities, and institutions asséquatedmith the Renaissance (c.-
S 1450-1550) and-the ﬁfmhgh!enrnent (G 1700-1800). Concentration,on .
these two pelods, however is.augmerited by rejerenr;e té’earlier and
ter periods int an effort to demonstrate the tensions otfchangmg
rid vnew#ang)he intgractions of various parts,of a dulture In
e T vcompanse’n.to its pre ssor, HWM 12 heightens integration of " )
. ] matenal by seeki ng the&ultmaﬁrentagz of the modern t rather
. =* . tHan theevents'and proGesses-of histdry per se, and the students are' .
" given a heavier burden in synthesrzmg the diverse elements in each
of the two cultural periods. .
Lot The new HWM 12 course is more sophisticated and more
-* " 7 challenging than its predecessor Students e“punter such cultural |

50_...
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. lines. Although the syllabus provides some structure for these
elements,-students are challenged to develop fresh ways of vie mg
the primary matérials. The Inquiry sess‘nvqns are, open-ended , r
examinations of primary documents® * o s
Perhaps'the most significant special resourges for HWM 17 have 7
been audio-visual materials. The feature film A Man for Al Se orfs po
’ has been used regularly, as-have several parts of the Kenne CVark/
7 film series Civilisgtion and other hlstoncat and blogrfaphfc films, ath
. some selegtions arying from year to year Most other pres: :?2(
/é

have been augmented with slides, tfransparencies, audiotap

the like; and special arrangements have made pﬁsslble the rggular

use bf a videotape of a segment from Alistaire Coojé’s Americ

Evaluation has indicated changes to be hagj { year. Results

of the early versions of the course were dlsappomt g in terms of

student interest in the course or student peféep ionof the course's

effectiveness. it should be noted that tm./stan nvolved the first year -
thought the course had been effective. One significant change

between the' 1974 and 1975 versions of the course was the '

o replacement of the course final exam. Substituted as the major
instruments for evaluation of student performance weré synthesizing |
essays. Another change was the use of faculty panels to help in .
synthesizing material. - u

In 1974 and 1975 an evaluation form was developed and mcluded |
as a part of the HWM Syllabus. The following factors were clear from i
the questionnaire results: (1} megative attitudes and student apathy |
toward the couFse were incréasing; (2) many students, fully 25% of
those who responded to the open-ended sessions of the |
questionnaire, felt that the course’s being held at eight o’clock in the R
morning affected their participation in the course adversely; (3) about

- \equat numbers of students felt the course reading material 0
"much, top difficult, or-too dull; (4) many students experignced
frustration at having to integrate and synthesize much of the pruﬁary
materials themselves, and they reacted negatively to that fru ation;

(5) student response to the increased use of media was eyénly
duvuded, and (6) by a ratio of more than three to one, stydents
perceived the Inquiry sessnons as very successful.
; -The.staff was both excited and frustr‘gted They were excited by
.» .~ the content and methods of the course, with most faculty saying they
functioned on a more informal level in the Inquiry sessions than they
. did in a regular-classroom situation. They were frustrated, however,
. by many students’ failure to confront adequately the primary
materials in the course. Some tachlty were distyrbed by the popr

¢
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attendancy at presentations, especially the Clark films.

" The fatulty in the course have concluded that HWM 12 probably
has been presented in somewhat too sophisticated amanner for most
Austin Coflege freshmen. Efforts have been made to streamllne the
course. Two inquiry topics were deleted, involving the readin
assignments considered most difficuit by students. Presentat ns
inyolving Clark’ s films are more selective. Most of the films are used
with curfent lecture materials so that the number of presentatioris in
the coufse is further reduced. Even greater empha s is placed on
faculty panel presentations that heIp synthesnze m%enals and there

is second semester of college. At\th same tlme fgculty were ’
trying n%ﬁoaches encountering some/:rustratlon an posSthy
reinforcing ative student attitudes. The relative popularjty of the
Inquiry sessnons./ however was a good indication.

HWM 21, Altemﬁﬂves for Cultural Change

© This third coursesin the sequence, typically taken in the s ring term of
the sophomgre year, agvelops critical perspectives concerning

alternatives/for thought and action open;to Western man in the -
* nineteenth and twentieth centuries. The poUrse also includes an

opportupity for the student to explore some issues and aIternatlves of
particular interest to him through self-selected err-courses involving
students with a variety of faculty both within and outside the HWM 21
staff. Unlike thecasa with HWM 11 and HWM 12!students are .
allowed to substitute certain other courses in non-Western cultures in
‘ plage of HWM 21. 'y

HWM 21 presupposes that understanding the twentieth century
°requrres an understanding of cultural roots in the nineteenth century.
However, the readings and presentatjons are not chosen on the basis
of studying nineteenth and twentieth century ideas for their own
sake, for some of those ideas have foundered. Rather, choices are
made on a twofold level: (a) philosophically, atcording to whether or
not a se'iectrop represented an idea of continuing interest and .
presented a strategy for future choices, and within that constramt (b)
for a wide variety of practical reasons. The changes in selections
over the years, althoygh mumerous, have not represented a o
substantial change irt course approach. - ! K
Several changes have occurred which were ngt éontent changes

but rather represented changes tn teaching methods. Lectures were »
replaced with films or multi-media présentations, primary readings
were augmented with secondary readings, teachers were recruited -
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from all d

Indeed, the creative.and imaginative use of teaching methods has
been one of HWM 21’s strong points, for effective use has been madée
of films and film strips, simulation games, lectures, discussions, role
playing, multi-faculty, multi- media, and television, all desrbned to
increase students’ individua] responsibility and allow choices
whenever possible.

..____There have been numerous alterations to the syllabuE which
amount to little more than technjgal adjustments, but most changes
have occurred on the basis of student evaluation. For example, many

" students thought that too much reading was required for HWM 21,
and subsequently the amount was signi rcantly reduced. More films
and media presentations have been inc tkded replacing some poorly
regarded large audience lectures. Other lectures have been
redesigned. - :

Additional changes were more basic and less vrsrble For
example, the objective of maximizing student responsrbrllty promoted
the use of role.playing and discussion groups in the eourse However,
that objective pre-supposed that students were not only-
self-motivated.and self-disciplihed; but also that they were capable of
reading.the material with some degree of sophistication. For.all but a
handful of students, these presuppositions were prbbably false. :
Naturally then, students tend to view the brogram as overly difficult -, .
(HWM 21 particularty difficult because the testing methods were more
stringent than iri the other core courses), and stifling becguse it ’
réquired mastery of a complexity of ideas. As a result, npt oenly wag
the amount of preparation reduced, but also the selections were
edited on the basis of difficulty rather than importance, tests and test

—procedures were altered, and the role of the instructor in Inquiry
groups-had a tefidency to become more of the traditional lecturer
rather than’a director of student didlogue.

“Attitudinal changes have also evolved on the basis of
sélf-fulfiling hypothesis. Low student evaluations in HWM seemed to
signal lower enroliments in other courses taught by the same
instructors, and hence facylty were doubly reluctans to teach in the

€

turn produced low student ratlngs Faculty who became permanently
drscontented with the course have not remained in it long.

Studeits have also objected to the tests in HWM 21 for a variety
of reasons, some stemming frqm tire fact that students had, in the
past, become accustomed to.writing papefs in lieu of taking tests in
core courses.. Consequ’ently, oblectronshave atisen concerning-the

amount pf preparat;on requrred for/tests and the adequacy of tests.
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con5|deredﬁ it to be a su ¢cessful course, wuth many thmkmg |t an
. - excellent course. Several facuity members have stated that the HWM
21 prbgram in many way< provides the. essence of a liberal arts
education.
Overall, the degree of favor toward HWM 21 by students has
. been djfficult to assess. One result, though, shows that 78% ofall -
‘ . students thought that HWM 21 hdd helped make them more aware of
their own values and more aware of contemporafy societal values .
. and problems to a significant or very significant degree—thls despite
the attltudlnal problems involved.
And‘also despite the complaints, student evaluatuon has shown,
"the HWM 21 emjoys a Jhore favorable attutude among students than
other”Herltage courseés. Several reasons are possible for this rating.
First, studentshave now reached a higher levél of maturity and
understanding which enables them to see the relevance of HWM 11
and 12 to HWM 21, Second, the subject mattér has more obvious
contemporary relevance: Third, students have had some degree of

choice about taklng the coyrse, and thus evaluatuons have reéfegted )
. the views of those naturally more interestéd. And fourth, the varuety of
methods used may have been appealing. b

Gerferal Commaents on thg? Development of the HWM Sequence

fi the basis of the College’s stance, some posutwe alumni f edback,
- a d some sudcess in dealing with student valles, it can be/expected -
that the HW sequenée or a similar program wiil continue‘to be-part,
«0f the stydeht’s liberal arts program at Austin College in the years
- ahead. “ g - /
Of course, such interdisciplinary-courses are demanding of both
© stydents and faculty. Many faculty had some insights into the |, ]
di rcjues of teaching beyond their own drsc'ipllnes but nothing quite .

-

- prepated them for the more mduvuduallzed approdch of the HW
. sequance. The increased emphasis On small Inquiry groups brought
a new level of difficulty to involvement of a broad range of s
The Student Program Advisery Commlttee 'S report and the/In-Depth
Intervuews bogh mducategv that the mduvudual faculty member'i
InQuury session was the.determining factor in the student ,
the course. Thus, the faculty’s abrllty in this new situation’'seemedto * - o
*need further work. S .

.It came as no surprise that teaching this type of |rtterd|scrplmary
course was a difficult/task, particularly for a faculty member who. feltv-‘
that his background was inadequate for dealjng with many of tpe '
ideas and concepts {n the particular HWM course. |t  was difficdlt to
- function as a facllltator; of learning in an lnq iry sess:on since most
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" faculty and students rather

" -courses ip liberal arts colleges has alwiys been.rather problematic. -

. Austin Collége and indeed, among the

\\ obligation to stretch the students to critical and creative efforts A ‘
B LN \

to explore both the questions and the answers. : .

. |
. . . . R |
expert, where th%cﬂér was pred0mina|§ty'communicating his |
insights. After awhile, it was weaping on a faculty member’s |
enthusiasm to be invoived in ntially the same course yedr after \ |
year, with the course content gnd approach designed by a team of o ‘

|

\

n by the individual ipstructor. When = * « \;\
students, increasingly concgrhed about vocationa purswts

- learning ot gbviously relevdnt content, were critical of certain aspects

of an interdisciplinary coyfse and gave it §0mewhat lower ratings on
1s aiso tended to discourage-the faeulty '

entiously striving to create a qum

evaluation instruments,

member who was co

student-centered courge.
. For such reasons fthe fate of such mterdnsmphna team-taught
While there wal a diversity of opinion about HWM among fagutty at
WM faclity as well faculty
~ commitment to the concept of the HWM sequence remained high. Lo
one faculty member noted, the HWM staff recognized its ’

beyond what the majority of students perceive as their

mteﬂectuai and creative limits but what should be realistically .
within Theirgrasp. Reat leamning with reat intettectual and creattve )
growth of necessity involves painful effort.: . X

The expectation of the entire HWM staff was that’ such senous\’
effort, though sometimes painful, would prove t9 be an exciting
adventure which would begin in the innocence of many questsons but .
end with the rewarding sense that students have the rest of their 1wes

l . o

d. Poficy Research .- ‘ :
. The other, course in the core group, Policy Research, seeks not only
to draw upon the perspectwes and knowledge gained from the ° -
Communication/Inquiry and Heritage /senes but also to take the
'student a further step in learning to work on his own with information
and facts and in problem-solving in & group. In Policy Research a
group of |umor and senior students’/and faculty members from several
.d¥ciplines study vanq:péspects ofa contemporary publie policy .
question and formulgte policy alternatives. The course stimulates
students to be involveéd in the local community, to draw upon many
expert pnvate and gavernmental resources, and to share the ~
experiénce of a team research e orthother students who havé
varymg intefests and backgroun}d‘ ey |

. Policy Research is a capstope colbrse for the core, proddmg o
studentsto take charge and be 6n their own educationally, Also in ‘
terms of the core, it Is a culmination of values consideration, as the
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student has to take account of not only. his or her personal behefs,
but also society’s needs and expectations. Moreover, it is a‘capstone
course in the emphasis on processes: individual roles of
responsibilities, res®@arch, team work, interacting with those outside .
the College, articulating ideas and positions in writing and speech.
Policy Research has two purposes, one affective and one
cognitive. Students are expected to deive deeply and substantively
into a public policyissue while at the same time experiencing the
satisfaction$ and frustrations of working within a group in order to
devise policy solutions. The quality of the policy suggestions,
therefore, should resuit not from the efforts.of any one individual

professoror student but rather from the totality of mdlvudual .
condtributions. y

The general objectives of the Policy Research experience are as
follows:

1) To create an educational environment in which the student
uses his or her critical faculties in analyzing, formulating, and - -
evaluating policy alternatives and their consequences;

(2)To ﬁst the student in applyiﬁg techniques acquired in a
liberal -education to the study of contemporary social issues.
These techniques include not only modern research skills but the
analysis of the ethical grounds on which policy 1s or should be *
based;

(3) To pravide a link with the community beyond Austin College
so that students will acquire some working knowledge-of and
experience In decision-making in the broader social system;

(4) To develop students’ skllls in working with groups in a
cooperative, largely self-directed, manner. Associated with this
- .objective is the desire to bring together jn a creative fashion the
peérspectivesfand skills of vanous disciplines in the solutlon ot
specmc socfdl problems. -
Typically, Palicy Research course is supervised by an
= interdisciplinafy team of three instructors who work with a group of
about 60 studeénts. These faculty teams vary ip composition from one '
* term to anotiyer. When participating.in Pglicy Research, an instructor )
usually has gnly two other teaching }esponsmmtues that term.
icy Research course begins with a “public policy
. e question can be aitered during ‘the course of study; it
is merely designed to provide focus. One such program; for example, -
centered arg und the question: "‘Wouid the ‘estatilishment of a Health
Maintenang Orgamzatnon be the answer to the improvement of
heatth care elivery for i\e residents of our county?‘ The ensuing
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term of study was divided into three parts The first was an orientation
. period in which the dimensions of the health care issue were

véyed and in which the contracting agent, the Texoma Regional
Planni mmission, suggested avenues of inquiry for studént
research. After ientatign, the students divided into task groups
responsible for researching various areas of concern within the
public-policy question” Finally, there was a policy presentation period
in which the task groups wrote, presented, and defended polity

-statemen}s on the 1ssue at hand. These policy presentations were

o

_ made before panels of visiting experts. and subsequently the revised’ "

policy statements were forwarded to the contractmg agent mvolved in
the “real worid™ issue.
In any Policy Research‘course the crucial part of the pfogram is
the task group research. As the task groups organize themselves
around the areas of concern (e.g., the ethical, financial,
administrative, consumer, and medical personnel aspects of health
care), the facuity members recede into the background. The students™
choose their own ieadership, do their own research (with technical
assistance from the faculty), and write and present their own policy
statements. This procedure présents major organizational prolems
for the group, but most unporiantly it creates the necessity of @foup. |
cooperation and interaction as students jointly write a policy
statement. its also du /u'é this phase that students go beyond the
classroom and thé fibra ,y into the community, primarily through
interviews with citizens'and officials of various opinions. The faculty
members assoctated with the task group facilitates and monitors
these processes but is relieved of the tragditional duties of Iecturmg
and leading ctassroom discussion
The use of the policy papers produced by the task groups ,
depends on the quality of those papers and on the receptivity of the
contracting agent For exampie, as a result of one program entitied
‘“How should human sexuality be communicated to children and
young people in our society?’ a nearby independent school district -
subsequently employed four of the students to assist inits u?ﬁemce a
training on sex education.
. Major emphases of Policy Research have been on group
processes peer teaching, issue orientation, team teaching,
community involvement, and new teacher/leafner refationships. The
basic objectives for the program, as stated above, have remained
stable throughout the last four years, though the means through
which these ends have been ‘attained have changed considerably.-
These changes have consisted qf process and structure alterations in
the following categories: (1) attempts to achieve ‘'structurat clarity; (2) -
process training efforts; and (3) teaching-learning expenmentatuon
- Evaluation of the first Policy Research course, *"Biology and the
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Future of Man.”” prompted the Policy Research task force in the 1972
Summer Resource Laboratory/to create a Policy Research model to
provide students and instruCtors alike a guide to the processes
associated with Policy Research As a result, that summer's task
fgree produced a “Policy Research Handbook' which was further . .
divided by the 1973 Summer Resource Laboratory task force into a
“Facuity Handbook " and a "*Student Handbook.-®&s an outgrowth of
these efforts. Sheiton Wilhams, Director of the Policy Research
progfam, wrote an article entitied “*Policy Research in"Undergraduate
Education” which was subsequently pubhshed;n The Journal of
Higher Education, April, 1974. These handbogks and the article were
intended to communicaté more ciearly the program’s objectives. to
explain the greup processes associated with policy research, to
clarify the roles of individual students and faculty members in these
processes, and to suggest alterpative ways both to organize the
course internally and to relate hé program to the off-campus

, community as well.

One particularly difficuit-probiem, clarificatidh of the individual
student's role in the group'pracess, led in the 1973 summer school
Policy Research course to expenmentatlon with more expligit
individual written assignments. In the 1974 Summer Resource
Laboratory a supplement to the Faculty Policy Research Handbook
was written to explain these assngnments and make s‘uggest:ons
about integrating better tie individual student into the group
processes.

Since Policy Reseafch employs the task group approach to

. problem solving and siiice the student$ themselves assume the group
leadership roles, the PFolicy Research summer task forces were
trained in the rudimeénts of group process skitls. They in turn
recommended that students in the course be given similar training.
Bob McGlone. Executive Director of Training Enterprises/New

- Techniques, consulted with the Pokcy Research task force during the
summer of 1973 and during the.academic year of 1973-74. He helped
to install a series of exercises designed to teach students basic
interactive skilis and to help them initiate their groug interaction,
select their group leaders, divide their functional responsibilities, and
eftect mtergroup communications. These exercises in modified form
became a permaneht feature oft lentanon phase of every Pohcy
Research course.

. Over the course of the last four years Severat changes have
been introduced intd the teaching/learning dimensions of the
program. Most of these were designed to enhance the range of .
-academic choices available to students within the total Policy -
Research program, The task forces from the begmnmg of their
plannmg approved the concept of “alternatives” to the regular Policy
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" "7 ~the'Tall 6f 1975 legislation was passed aftowing students in Policy - - - -

Research courses In 1973 the task force elaborated the criteria that
such alternative experiences should meet. Specifically sanctioned
were “'student-originated” Policy Research courses which meet hese
cnteria During the 1974 Summer Resource Laboratory a Policy

" Research “'intern’ program was imtiated with the Texoma Regional

Planning Commission The intern program was created partially to
follow-up on previous Policy Research course efforts and partially to
provide a more structured alternative than was then offered by the
student-originated program Internships for one to four students were
subsequently established with eight different local agencies during
the 1974-75 academic year .
A persistent student complaint has been that a sizable mino‘nty‘of
students were '"blowing off” their assignments, a’sifuation discovered
only at the end of each term, if ever. In.response to this, written
assignments were Included in each course to be graded by the
instructor. & was felt that this would at least raise the minimum level
ot acceptable effort by each student. Even this approach-did not
co ely eradicate the problem/e of uneven workioads within the
tagk groups, so an experiment with a different grading system was
tried. The system had previou§1y allowed only an S or U grade, but in

Research the option of taking the course either on an S-U hasis or on
an A-B-C-D-F grade basis. This optior was allowed as a means of
providing more motivation for some student§ and enhancing the
academic quality of the course. '

it has been especially important that a wide variety of alternative
Policy Research experiences be made available. Over a two-year
period students have had as many as 12-15 possible,Policy Research
topics from which to choose. Even so, such alternatives have been
under-utiized and even in some cases abused. Models and
handbocks may need to be developed for them as well.

Aiso'planned 1s the designatian of certain regular disciplinary
courses as "“alternative’ Policy Research courses, courses such as

,.Philosophy seminars on ethical choices in public policy, or a few

regular courses that meet the Policy Research criteria and objectives,
particulariysn relation to providing expenendes in group
decision-making Such designation will occur only if the course
mstructor is willng to have the course so designated. , .

Evaluation of various sections of Policy Research has indicated
that both studepts and faculty have vaned considerably as to mastery
of group precess skills. instructors associated with Policy Research -
classes need to be skilted at facilitating group discussions without
being either overbearing or underd(ective. This was illustrated by the
report of an Advm?ry_Panel member who visited a Policy Research
class: ‘ ‘ '
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During the time the students were alone, | was most impressed
with the liveliness. of the discussion, the degree of sophistication
of inquiry and probing and the testing of each other’s ideas. The
students were going over their joint outline preparatory to making
.their final report. They were all in general agreement, but they
were very tough on each other as to the feasibility and
acceptability of each point in the outline. When the faculty
member entered the picture, however, the students all deferred
to him and he dominated the discussion of one point—the
feasibility of recommending that all nuclear tests (underground
as well as atmospheric) be banned. Thé strength of this-program
seems to lie in the independence of students working on their
own. .

, Atleast in this one case observed, students were operating
better before the faculty member entered into the activity on that
particular day. Students have not judged Policy Research to be as
important as have the faculty. T is difference in perception was
reflected in both the In-Depth Interviews and the report of the
Student Program Advisory Committee. Further, the report of the
Program and Project Steér‘mg Committee mentioned the problem of
the students’ shirking Policy Research responsibilities, possubly
because of th& group basis of work. 2

On the other hand, some of the results of the courses have .
shown substantial and serious involvement by students. The report of
the In-Depth Interviews possibly identified the 1ssue: .

it could be that Policy Research is ane of those programs whose

success depends heavily gpon who 1s teaching it an7 the nature

of the topic chosen. .

i
1
Individualization Throughouit the "Curriculum j

While there is no doubt that the institutional strategy wrth respectto -
the core is a key for fostering student development as identified in the
broader goal, 1t I1s also truerthat the core approaches have to be
supported by similar approaches throughout the rest of the
curricutum. Individualization is a s:gmflgept part of this emphasis,
both in the broader framework of degree planning and in the more
specific instances of in-course work. The theory is that
individualization, by facilitating aftentior to the particular student's
interests, needs, and goals, will motivate more active nvolvement and &
self-direction, all within the framework of the IDEAS program, and
With liberal ®ducation remaining the standard.

Overall, individualization is proyided through three fiexible
degree planning processes. The|Basic Program includes a six-course.’
Exploratory Sequence, desrgner‘ by student and mentorﬁhrough
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which the student expenences disciplines outside his concentration.

.For example, a science concefitrator takes some Social Science and - s
Humanities courses. The Spel:ral Program serves the student with a et
nontraditional concentration The student negotiates a degree plan

- contract with his mentor, selecting and combining courses frpgif
standard concentrations to meet his needs and goals The Austin
Scholars Program allows the honors level student to
educationally. With the three degree plan options, stin College is
trying to meet individual student needs by provigfhg a plan for
different individuals with varying goafs, and by building in flexrbrlrty
within each particular plan.

Most students take ¥he Basic Program and the educational
rationale underlying the IDEAS program is clearly seen in it. Each
student’s degree plan includes.the core curriculum and the
Exploratory Sequence:In addition, each student selects a field of
concentration allowing for depth study in an academic discipline.
However, 10 insure that this field of concentration does not displace

_ the balanced approach to learning, the maximum, number of courses
allowed in any one field of congentration is set at €l eleven out of a total
of thirty-four courses required for the B.A. degree

Also to balance this emphasis on depth, the individuahzed
Exploratery Sequence of at least six courses IS designed:to insure
that each student has more than a sample of exposure to several
different fields of study. The particular courses chosen vary
considerably from studemﬁst_udent, but in the total sequence they
are to assure breadth and & balanced combination of all or most of
the following. A

1. Learning about methods of irivestigatiori that differ from those
used in one’s field of concentration.

]

2. Learning by developing sensitivity to éxpernence within the
framework of academic study.

- 3. Learning to define one’s orienjation to value systems and
religion within the framework of Jc_:ademic study.

4. Learning further skills of communication or awarenessof , = -.

" igsues in communication
5. "Learmng more about the contexts in which one lives.

< This Exploratory Sequem:e 15 based on a careful consideration of
* what will-provide balance and wholeness for a particular student
'wnthm the context of that student's background, interests, and
" experience. The Exploratory Sequence is intended to be far more
than a check list; it represents a careful balance between a
prescrrqu pattern for all and an undlrected elective block it enables
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the student to individualize learning and yet be assuted of both
breadth and depth in the development of the whole person. )
The-mentor obviously plays a key role in helping the student plan
his degree. He gnyes guidance and understanding of the nature of
liberal education, and relates that to the issues of what one really
needs and wants to do. Thus, the student can really take advantage
of the IDEAS program. One resuit can be internahized motivation for

-

the entire coliege career.” . —

Individualization and Self-Direction in Programs and Courses

Not only in the core courses, but throughout the curriculum it was
intended that teaching/learning approaches would be reconsidered..
As outlined in the proposal for the Project, it was expected that
changes would be quite pervasive:

All courses and programs of study will be reviewed thoroughly

- and redesigned extensively during the three-year groject. Given
the objectives of the new educational program and the impact of
the critical changes to be initiated at AUstin Coltege—the new
freshman year program, new intefdisciplinary courses, a new
calendar, and new approaches to educational pianning by
students—careful review and redesngn are essential.

There was no-desire to achieve any debtee of uniformity in
pedagogy No particular approach was to be promoted over other
approaches. Rather, faculty studied and practiced a variety of
different teaching approaches, using appropriate resources and
backup. However, they were free to make their own judgments as to
actual changes 1o be incorporated in courses and programs.

The workshop in the first Summer Resource Laboratory, as
described in the proposal, was intended to get this process started
through a major re-examination of the tasks and roles of teachers
and students: . t

. The focus will be on the question of how the College can
create an environment conducive to individual growth of the
teacher and student. A more particular question will be how can

. the faculty member Jearn to be more open, flexible, and less
threatened

Opportunitnes will be provided for the participants to become
familiar with supportlve instructional aids and materials, to learn
how to prepare course objectives which would be performance ‘
based and transiatable into learning modules, and to hear
student attitudes about approaches which view the student as ‘
the subject and not simply the object of education. in these ways
facuity can be relieved of the-pressures of the “expert
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syndrome,’’ and students can become more active, responsible
participants in their own education. Emphasis will also be placed
on promoting designs of instrucgion that will enhance the sort of -
interaction that a contemporary student’s sensibility seems to
need. In general, teaching-learning designs need to be created
that will allow the student to derive viahle forms of thirking and
feeling which will make his education ;‘pan of his life rather than
‘merely a preparation for it. Specifically, the designs should begin
with a fresh examination of college teaching and with a variety of
-~ innovative possibilities from which the teacher can choose. .

The amount of.such change throughout the whole curriculum
and in the'day-to-day conduct of the educational program has been
very great indeed. The extent of such change was revealed in a
department by department survey of ins{ructiohgl changes,
conducted in the spring of<1975 (details .of which are diven in the next
chapter), and can be shown here, by citihg a number of specific
examples of.change. Tl\e strategies in courses and programs varied
widely but the goal was the Same in each case—more active, more
effective involvement of students in their own education. :
Freshman Writing. The Tollowing excerpt is taken from a
faculty-written report and constitutes a kind of case ‘study of one .-
experimental offering of a freshman tourse in writing. Although only*
a few students were enrolled in this experimental course, the success
of this model has steongly influenced subsequent course offerings. It
_ . is one example of putting the concepts &AS into acitibn and
- “'styjuing toward the Project goal relating to students. °

l. introduction ~ . )

The experiment was condycted by two instructors and eight
students: two incoming freshmen; a special student, a young
woman from Brazil; one sophomore; the others upperclassmen.

. A Predecessor, Freshman English

s & R

[
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L. A critique o English 11~ .. . .
19 A . P : . -~
IV. Origin ofthe New Program =~ . |’ ]
Communication/Inguiry took the ptace pf English 11. The writing

. course became agl elective and as such was-Open to a wide
variety of studepfs and not restricted tojinceming freshmen.
Students reque variety of writing \pxperiences so that a
common sourse became impossiblé. In fprder to ‘accommodate
the varying interests and needs of the students, the course was
personalized and adapted to the needs and cofmpetence of each

student. )
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V. The Writing Program

(1) DIAGNOSIS - ) jee 0 ' ‘ L
. The student obligates himself to write every day in a journal on

any topit he wishes. He sets aside one and a half hours each day

for writing. At the end o®the week, student and instructor”

- -examine the journal together, assess the writer's initial

competence. discuss his}nterests and previous writing /

expenences consider strengths'and weaknes’ses, and agree.on . /./
aréas that can be explored in writing. .

(2) THE CONTRACT

The student continues to write daily as though he has to meet a
deadline for a column.He continaes to experiment with various *
forms and areas of interest. He consults with the instructor )
whenever he wishes. Two pieces of writing per week are selected
out of the journal for revision and these are submitted to- the

" instructor for closer examinatioh.

(3) THE CLASS AND THE. CONFERENCE

Individual tonferences are held to aid the students at any point in
composmon Here the instructor may help to provide impetus or
evgn advice on a piece of writing. The class meetirigs are held to
consuder the two finished pieces of writing each studgnt submits
per week. The meetings are mformal here writers learn to
appreciate the efforts of one another and to discuss common
problems. o .

(4) THE WRITING INSTRUCTOR -

The instruétor writes along with the class and submits his own
work for scrutiny. He learns firsthand what it means to keep up
with a.course and experiences writing problems of his own'that
students can help him with.

(5) PEER-TEACHING . .
The writers meet in groups of 5‘8 DISCUSSIOI'I promotes a close //'
and specuflc awareness of writing problems. More important, the
group meeting helps to sustain mgtivation because the writer has
an audience of fellow writers. This helps Ihe writer to take pride
in his work.

(6) THE DOSS[ER '
. Writers keep their journals as well as copies of their work

submitted in class. At the end of the course all the.materialis -
re-submitted to be assessed

D, Ass&ssmém AND, GRADING
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Both student and instruchr buitd up rapport over the semester in

conferences and in clgss. At the end of the course, both
re-examine the work-and arrive at an assessment. The student is
encouraged to express his own opinion of how he has performed
and in so doing helps to give a critique of the course.

The S/U gradung system Is ideal for a practicum cburse aIt"iough

- letter grading 1s possible for those students who feel the

necessity for grades.

/

-
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VI. Positive Responses | s .

Students discover that they do have wrltlng talent and that their
writing interests others. They like taking pride in their work and
they soon become motivated and want to experiment: Risk-taking
is encouraged and so are partial successes. At times an early
tentative draft is revised into a striking attempt. Students and

instructor come to know 6ne another better because writing does

cause one to reveal himself..Higher motivation and :
self-dependence appear to help students deal better with
mechanics and pride makes a writer more meticulous. The
instructor canbe supp6rtive and act as a collaborator when a
student has real difficulty with.a piece of writing.

Moreover, the writer learns by d g and the whole course is.
action-oriented. In‘addition, the'work I1s puRlicized: his peers read
it, so that the course provides a forum and another motivating

-~ force. .

i
Vil Dmlcultles y
A personalized course offers many problems mmally To begin
with, the anonymity afforded by the lecture format is stripped’
away. Students cannot be passive. At fifst they consider the
workioad excessive and the action-orientation makes them highly
visible. Oid wotk habits have to Be broken;.a student can't simply
work at crucial points such as the night before an exam. .

Also, the discussion format begins slowly. Comments at first tend
to be reserved and tentative but the writing does help to break
down the reserve. Instructors need to be available daily but,
conferences are work-sessions and congenial because the’ .
instructor is there to help. Individual idiosyncracies of the student
have to be respectgd but once the student feels respected.he -
responds. )

¥

o
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Viil. Advantages of the Program

1. The program elicits authentic work from a student wntmg that ",
_ \ the student wnshes to share.

.
-

L

2. Increaseﬁ"wnﬂng facility carries with |t an mprease of = -
self-esteem and a feeling of . accomplishment. The student is 5
* encouraged and.sometimes admohish&d by his fellow writers.

3. The program makes the student an active participant and it ’
eliminates the passlve Iecture format. !

- . 4. The progfam produces a very stropg sense of gfoup identity .
because all members are working if a spirit of collaboration. .

5. The student does not feél aji
authentically helps one to re<e
his:creativity, his real sejf.

ted frdm his work. Writing RS
blish contact with himsel,

4 s

6. The self-paced-nature of the course allows each studentto
proceed at his own pace on the basus _0f his own interests and

agpe/xences The student “te7rns” what he khows in writing
out it. -

-

Space does not permit including as much detail for other Co.
- examples. Still, an abbreviated form does indicate some of the N
changes made. Modules have been tried in various situations. The
follownng two exampies illustrate the activity.
Biology. The modular approach has been a key factorin a
general renovation of the curriculum in btology Iargely because of -~
. persistent and imaginative efforts to’ ‘develop effective mpdules in the
__beginning gourse for freshmen. After three years of trial and revision,
- the course, titleg Basic Concepts of Modern Biology, includes twelve
self-paced ”I_eh activity units” with computerized examinations
for immediate feedback and involvement of peer teachers. A report of
the third year's.experience mcludes the following'comment:

The new format of the introductory biology course has provided -
v~ ., studewnts with greater lndependence in learning the basic |

' concepts of biology. Because‘the coursd is now competency
‘ . based, the student has a far better opportunity to master the
. matenal-w:thout’ competing’ against f students. The course is

/ - now designed to help each student pr88ress as far as he is able
o © witbaut the4ailure-reinforcing elements of the traditional
) 'competitive course structure. The new testing method provides -
the students with |mmed|ate teedback and reinforcement. Finally,
' the course provides a medns by which more experienced > N
. ) students are able to share their skills with less experienced . “'
5 CT ipdents ol . o ‘ .
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Modules. Some ofthe newer approaches that have not produced-
the desired results have been revised of replaced. In the desrgn and
use of mstructlonal modules, for example, there has been a great T
deal of experlmentatlon and not a little dlsappomtment with the .
results. One language course was modularized and then converted
out of the modular format to use more peer teaching. A professor of
music commented about.the mqdules he developed for Applred
Piano: “Modular units don’t save any time. Unless | spend time

nudging and checking, they don't get done.” On the other"hand t .
modular instruction has been very successful in o er cases—ds in
Music Theory, for example. “

____Different forms of technology have been USed i ofher instatices.
' Some of these are indicated by the following four ex
Economics. In the socnal, sciences a computeriz
bank was prepared and used in correlation with the preparationofa . -
quarterly publication, the Sherman Economlc Review.-Excerpts from
a report of thrs activity show its focus:

The purpos,e of this activity is to provide students with a practical
opportunity to apply their knowledge of social science -
methodology by filling a real contmunity reseafch rfeed and by -
deallng with real economrc problems. . . The data, including -
ormation on some 40 indices of economic activity—new. °
stryction, real estate transactrons sales tax coliection,
deposrts in financial institutions, etc.—are stored in a computer ~ °
data pank along with data on fifteen Indicators related to the
national economy. . . The Sherman Economic Review and .
_ Sherman Data Bank Prpject have offered students a number of
. new,learning experiences. In addition to the selection, collection,
tabulation, analysis and storage of data, the students have -
_acquired the skills necessary to publish and distributera -
« Pperiodical. Jhey have also galned valuable insight and V!
, experrencern working with and interviewing Sherman’s business
leaders and have confr{:uted the' prob[ems involved in further

econemic anhd consumdr analysis. The Prmect has also provided -
.. some students with the®opportunity to devi lop skill in the
construction of. reséafch designs and in the stuﬁy of c0mputer
) Ianguage ) . ’
-e ‘ ' vt
Population Biology. In some fields of study th\ecomputer has '
.be pecially useful. fhe following comment isfrom a member of
¢ his tourse'in Popul'stron Biology
ployment in the Summer Resource
Laborat Y - o .
Corhputet programs were devetoped (with.the assrstancé of

students n my.courselwhich illustrated two basic principles -

o
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’ _,catalog number, and descnption That description reads:

- -

of the evolutlonéry process—genetic drift in small populations, .
and the effect of seléction on gene frequencies. Since fhese
processes (selection and drift) are statistical phenomena and

an ideal means of assisting studerits in understandingfhese
processes. ‘
French. One of the most successful technologicalapplications of t
very low cost was the pteparation of an audio-cassette guide to the
use of French reference materials in the library. With a pertable -
player and,jarphone the student uses this cassette‘in the library v

without inte fering with the congentration of other library users.
*  Economics. Programmed inbtruction, with its individual
self-pacing and continual feedbpck, .has been utilized in parts of the
curriculum where it was not mygh used before. In Principles of
Ecomomics, a programmed | ing approach was déveloped as an /
_optional track. The programmied learning approach affords the R
student less' independence than som approaches, but does allow )
Y more free class time for the-discussion of current ecanomic issues .
and problems and-far further explanation of more difficult concepts. o
Furthermore, the use of ¢lass time for dISCUSSIon and * .
problem-oriented study, gives the student a greater understanding of .
the role that economics has in his life- and ‘makes current public ' -
policy and government.economic roles and processes more
unQerstandable ’ ¥
Other changes, have focused on gwung the student a more active
rolg in educationat activities. Some of these are descnbed in th
following four examples -
.+ Peer Teachirlg. Péer teaching has begn a means bothof / -
inv Iving students in their own -education and of utilizirg a regource

.

[

'assi ents when combined wnh.oclearly exp: ssed objectives /
‘and e uatlbn procsdures makes for a very valuable Iearnlng .

e rience’for all concerned’ The same professor has also-been

-~ much ihvolved in the use of films, television, corrﬁutmg, and other v
: . ingtructiondttechnology .ahd has found' thatthe More expensive

instructional medid are tegs clearly beneficial than peer teaching
arrangements that actually savé instructional costs. ;
As aresilta proposal ‘was.prepared and approved that the
_ College formally recognize peer teaching to the extent of providing

s L N ! ]
» | ! »
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'{' a faculty member as contract supervisor. Periodically the contract i$ i

_ for,contratts are it the Currictlum Handbook, but these modeis

3

Peer teaching is a type of individualized practicum offered m: o
some departments Jt offers properly qualified students the

opportunity to learn by sparmgwuth a faculty member some of

the responsibilities of teliching a course The student doe§ hus

work ander #e close sn.kervus:on of a facuity member in the -

appropniate department in a one-to-one relationshtp

The specific respoITSIONites for peer teaching will va

depending upon the course and the facuity member the student

works with. By the beginning of the term in which the .peer

teaching will be done, the student and the facuity member submt
. on the proper form a definitive statement of the student's .

_ responsibilities and what he proposes te accomplish. Approvat

by the department chairman and area chairman is/réqunred ~t

Teacher @ducatlon iri maximizing the self-directedness of

student leammg the faculty had to incorporate ways for students to-

gauge their own progress. An academic program that has provided .
leadership tn this way has been Teacher Education. Building upon — ' -
several years of experience with learning modules and with v?ays of -- -
. detining and measurmg teaching compe!'ence a professor o

education was able to analyze the experiences of mdmduals in the

program: and to use\that analysis in the preparation of a system for

planning mmﬁmal self-assessment by the mdwodual student.

Art. An ant C‘ourse for the non—concentrator and an Art Education
course for prospectiveteachers in the elementary grades were
specially desighed to emphasize physical maniputation of materials
as a means of developing understanding and appreciation of

oncepts in art. Such an emphasis is pracucally universal in courses,
or those concentratmg in art, and it seems equally vatid for the "
student whose interest is m appreciation rather than n becoming an
artist..-

Rehg:on Curriculum. During the summer and fall of 1974, the
religion curriculum was redesigned. The previous curriculum had
included the same set of basic requirements for each concentrator in
thé discipline, with major choice available only after the standard~—___ -~
reqmrementshadbeen met. Recognizing-that students major in |
religion for different reasons, the department redesigned the . |
requirements so that each student ptepares an individualized |
contract to be approved by the department. Each student is assigned ‘

reviewed by the departmental advisory committee. Suggested models

_serve only as guides to the student and faculty supervisor-as each %
" cdntract is prepared. \ \ |
|
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lack of coherence in the cHoice of cousses 1n the concentration on
the part of a significant number'o?student The new individual
‘cofitracts are expected to show an-inner coherence which the
previous rehuh'ement system did not encourage To support this
- concern for coherence the department normally expects each

- 7 contract to refleclf{T)s: series of foundafion courses which&r
' understood to be basic groundwork for the kind of approac used n
the pa ularceatract, (2) courses for depth in the type ©f study

. @) supporting courses in other disciplines, and (4) . -
courses wh h broaden the student's knowledge of the field of
ts in the concentrauop -
anges throughout the educationat program canonly be

/tomcs. . s -
~ Crmcal Health Issues Course. Plannmg for inclusion of peer
\ teaching. .

Electronit Mus;c and Composition. Created and designed to give
. students alternatives in going about therr work and to include
* compositignal exercises.

T Introguct;on to Religion. Redesigned around phenomenologncal
- -approach with a modutar course stfucture. - *

‘Engr sh. Des'gn of a new topical course, [ ‘Fairy Lore i in the Hands
©f the Serious Literary Artist,” by examining “fairy genre” of the
Twentieth Century and working backwards-{0 the genre’s roots.ir
Sixteenth and Seventeenth Century literature, thus Beginning
with something tamihar to the studeata helping him dlscover

. how famihar patterns developed in past literature.

.dnflation: Causes and Consequences. Created with further
.develppment of reglonal data base and construction of APL data -
access and processing programs .

Athietic Mratmn of possmillties in mtercollegiaté *
athletics 46t women. e ,

~ Music. Redesign of Opér*atic Literature course from -
. fourteen-week format 30 seven-week format and mcorporatnoh of
- new teaching modes. N R

Theones of Learning. Development ot course contracts.




Cultural Anthropology Develo t of a modified module -
approach including cassettes pf inpsic of other cultures.

i
Introductory Musrc. Development of medta ardes including a ‘
* series of transparencies selected from textbook diagrammatic . ‘
materlais and others formuiated by the instructor.

Phrlosophy introduction of the use Qf the computer, leading to”
‘» the developmert of computer-based'modules |n symbollc logtc *

Environmgntal Biology. Redesigned to emphasu;‘e
mterdlscrplmary nature of problems field experiences, and A
problem-solving )

it must be added that the great majority of these changes were

made in close consultation of a facu ber with one or more  _
studerqbco-workers. Further, this Iist is not Eomplete; these are but
_examp!# of the variety and range of changes made during the time
ot,the Project (Other changes are noted in the following chapter, -

“The Impact of the Project on Facuity.”)

Most importantly it must be kept in mind that these changes are

_ to be considered in view of what they say about students and their

role in the educational process. Many course innovations-have been

tried, some successful and others not All, however, ha‘e been

directed toxﬁg individualization and self-direction-in t'he clief that ~ *'
those are keysto educational effectrveness and more serrous . ‘
_ igbolvement of $tudents in educational activities. B

iy

PR

Progress Made 'Towad the Goal _

* As noted earlier, the Pro;ect goal- r&atmg to students was
expressed thusly:

To foster student role change toward greaterself-dlrectron and . ‘
more independent learning. all within the motivating framework ‘
of meeting the needs and pursq:ng the educat:onal goals of the |
. student. -

But have student roles changed7 Is there greater selt-drrectron
and more independent learning on the part of students? The l
preceding section.shows that much has happened programmatically, h
aimed at moving toward the goal. Much of the change has given

students a more participative and active role in-the classroom

A key part of the program is the six-course core, and the special -
\ »~« emphasis on the freshman year. Referming to the freshman year
tourses, the Advisory Panel repbrted ‘The burden laid on these
courses is heavy.'*Moreover, the core courses have a certain

. progression built into them, at least in theory. If one course does not

ARl




.~ that follow. '
,,Fbr example, self-understanding was emphasized as a significant
pah of the first course, C/1. Yet the attempt to support this effort
“through the integration of the Birkman Seminar in the course met
with digappointing results. This frustration in the-first course may
- have affected the student’s direction in later courses, both within and
outside the core. The core’s impact on self-direction undoubtedly is
~ also.affected, probably in subtle ways, by faculty morale problems.
" Some faculty frustrations and feelings of inadequacy are most likely
transferred to some students.

On the other hand, the Individual Development program with its
mentor system seems to enjoy overall success. The problem is in
interpreting whether that success goes beyond personalized .

_ education to activating students in self-direction. That was | the theory -

cee |n\pam that students would have greater motivation due to matcmng\
‘educatiofal activities to individual needs and goals, and self-direction
could thus take place.

., But has it? Measurement of such afactor is dlfflcult To begin ’ -

witb, definitions appear to be a problem. In oxhermatenal this
statement is found: “The Prolect goal of helping students to beeome
more skilled as self-directed learners is served by supemseo”practlce
* in directing their own and others’ learning,” In responding to this, the
Advisory Panel reported: “'Under the self-direeted curriculum the > _
. student may reduce the time it takes to complete a modute or block of
* content .. .."” This response seems to equate the use of the m r
approach wnhm courses with self-directed learning, but self-dnrectlon '
may involve a broader approach, as-weti: -- -
The report of the Facuity Review and Advisory Committee
showedhew that group approached this issue and came to some
resolution of it. . -
-z~ Pgfinition of terms is necessary evaluateprogre&s toward this
_ goal. Self-directedness differs from individualization.
. Individualization is centered in the mentor program, with the
+ student’s havinlg freedom in selecting courses and planning a
-——degree program., Sét-directedness,deals more with the initiation,
" design, and carrying out of courses and educational activities by
the student.
, Students seem to mterpret ‘self-directed’ in at least two*
w ways. There is sorte feeling. that *'self-directed” refers to the
. student’s pursuing meaningful personal relationships with *
+ individuals on.campus, especially faculty. In this sense, data
show the students want this opportunity and feel they get it.-
Another interpretation of ‘'self-directed”™ ns academic
C & affairs-Here the data show that students have l different view.
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For example, Item 5 of the IGI (Institutional Goals Inventory) asks
if there is or should be an institutional goal “'to increase the
desire and ability of students to undertake self-directed
learning.”” Student response on the “'1s” scale, on a scaleof 1 to
5,15 3.5, and on the "'should” scale, 4.2. A difference of .5
appears significant. Item 8, “'to help students develop a sense of

* self-worth, self-confidence, and capacity to have an impact on
events,”’ can be related to self-directedness. The "'is” scaledjm
1s 3.2, and the "'should,” 4.3. According to these items, students
do not see the College fostering self-directed fearning to the
extent it should. The institutional data that show an increase in
independent and field studies may not be meaningful,as the
increase could simply be because there is a scarcity of course
offerings in some departments during the seven-week terms due
to faculty involvement in core courses. .

Other data make the student perception seem confusing.

The program report on the Heritage of Western Man sequence
describes students as frustrated by having to integrate material,
lacking the maturity assumed necessary for the Course, wanting
more structure, and being more grade ¢onscious. Similarly, Items
75 and 78 of the IGI, concerning awarding credit for field study,
indicate student preferences for testing in such cases. These
factors can be interpreted as contrapncting a 'desué for
self-directed learning. ‘ ,

One way to resolve the apparent discrepar_méy)aetw‘één data
that says that students do and do not want self-directed !earninp
Is to consider self-directed learning as a process. The report of
the Austin Teacher Program describes laboratories as being B

increasingly loosened-gach-year so that the student gradually——-=
moves into ufuties for seif-direetion. Aparallel can ﬁe/

drawn betwéen the Austin Teacher Program and the entire
eduCational program’s efforts toward self-directed ledrning. Early
in the college career, the student may interpret self-directedness
as meaning closer rapport with faculty, but this may evoly r .
inte academmc self-direction. With tHis interpretatioprt” | _ "~ ——
self-directed learning invelving ‘a-process, the different student °
perspectives about self-directed learning @nd the desirefor that

_*kind of experience become less confusing. Self-directed learning
can have different meanings at different points in the student's

. college experience, and in turn the desire for self-directed ,
learning may fluctuate.

This.idea that self-direction is a process for students may be an
important insight not recognized as distinctly before at Austin
Co_lleg'e.'This parallels what is already happening in lndividugl

B
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Development as the Advisory Panel reports that program

moves from heavy involvementin the freshman year, with the
mentor working with freshman students in the development of
Individual Development contracts, to a $enior year in which the
student, possessing greater autonomy, does not need the
constant availability of a mentor.

<

Conclusion
Certainly more human, more indiidualized edyucation |s a result of
the Pro;éct This was confirmed in the In-Depth Interviews, and stated
this way by the Student Program Advisory Committee: ‘Because of
the Project, the feeling of concern for people is reinforced at the
College and expressed and made manifest in programs.” And as the
Advisory Panel reports,” .. the central theme of the curricular

_ restructuring seems to have been in making thg,courses more
adaptable for mdividualized instruction.”

It1s Iéss certain that the.next step has occurred—that students
have mov: on to become self-directed learners in significant new
dimensions \As the Program’and Project Steering Committee put it,
“the- tion'in the Project that individualization could lead to
self-directed learning may be invahd.” But there 1s another possibility,
also, and it relates to the experience of the Austin Teacher Program,
which n many ways was the harbinger of IDEAS at Austin College,
and which was mentioned by Waculty Review and Advisory
Committee. This possibility is tfat fostering self-direction 1s much
more of a gradual process than was realized at the beginning of the
Project, and the rate of progress toward self-direction differs among
individuals. More work and program adjustments may be called for on
sequencing opportumties to lead students toward self—dire'ctlon,

" especially fo tudents (in the majority, according to some

" faculty) whé need more guidance in the beginning of their college
. Thus, there may-have to be less self-direction in the

, such as in fréshman courses, with movement gradually
over the college years into more and more self-tirection. -

This in turn may mean that fostering self-direction is more of a
two-phase process than has been realized thus far. Faculty may need
to work more closely on supportive roles, on guiding students in the
early years. This would apply not only overall, as in educational
planning. but also within specific courses,and course activities.

. As to the part of the goal relating to individualization and féeting
‘individual needs and goals, there is no doubt that much progress has
been made in a varniety of ways; through course-by-course
restructuring, through the mentor system-and degree plan options,
and through the increased attention fo personal valyes throughout
the core courses. There aiso is no doubt that the student, +A8S a result

Tt Providsd by ERIC
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of the Project, is exposed to and involved in a much greater variety of
processes of learning, that he js more active in education, that he
does have a different role—problem solving on contemporary issues,
working in an interdisciplinary manner with othvex students, peer
teaching, self-pacing, planning total developmeﬁt These surely will
aid the graduate in the fast-moving world of the last quarter of the
twentieth century. -
Relative to the part of the goal dealing with self-directed learning,
) however, questmns remain. The Institutional Goals Inventory shows
-" +* 'that Austin College faculty and students see self-direction as & goal
of high importance. The attitudes favor self-direction, but it is difficult
to accomplish. Further program adjustmepts may be needed in the
future, espesially regarding the sequencem pportunitiestor .~ -+
self-direction. '
“In the meantime, many positive steps have been taken toward the
goal. There has%en progréss in combattmg depersonallzatton and
burldmg self-conTience. And overall this goal is one that never has
an ending point, for it will always be possible to foster self-direction.
On a continuum, it would appear that Austin College, through its )
Total institutional Project, has advanced far from other-directed _
learning toward self-directed learning for the student. : .
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Impactlof the Project On Faéulty

Statement and Amplification of the Goal Relating to Facuity

Student ;ole changes could not come about without faculty role
cr;anges So, a major effort, indeed the major effort of the Total
Instltutloi\al Project, was to influence and support the ‘‘changing
" tasks anc‘ roles” of facuity. The direction of the charige was
summanzbd in the broad goal relating to facuity: >

- - To foster fectu development toward a more responsive role as
a human resource faciitating student learning and maturat/on n
- a wide variety of contexts.

As was the case with the goal regarding students, this faculty
goal also involved a number of emphases within the larger objective:

a. To nurture faculty competence and sense of comfort with

broadened and different responsibilities, including a facilitator

role with students, serving as a mentor, recognizing affective
-aspects of teaching, and becoming awa’of and skilled in a

wider variety of teaching/learning approaches, such as use of

medua, computer, group dynamics, and mterdlscuplmary .

stratefgles : -

¢

b. To help the faculty bring émphasis to the student's total

" education by dealing with_both extra-currieular and curricular
learning and by guiding the student in the active use of
knowledge, not just its pasgiveacquisition ) )

c. To help the faculty member serve mere as a resource and
guide instead of just an authority and to help the faculty memb9r
realize tba%he/she can serve the student by being a facilitator;

_-by helping the student learn to direct hus/her own educatnon,ﬁl
actuvntles .

These were thé major emphases of fhe Project in regard to
\!Ggguky.Faculty legislation of the new IDEAS curriculum had already

S, . . ’ s »*
\‘1‘ - .- f— -




sngnaled an awafeness that student and faculty ro1es were changing
that in the chagging context of, higher education the familiar goal$ of
service to the needs of students now presented new tasks and called
for new strategies. The proposal for the Project described the
intended effects on faculty this way'

The faculty member will be relieved of the heavy burden of being
the expert and authority tigure He will be able to devote more
time to personal assistance for students, as néw strategies
relieve him of more traditional time-c nsuming?asks He will have
the support and assistance of specugserwce units as he ~
develops the most effective instructional design for his courses
and programs His confidence in personai relationships should
grow as he gains insight and understanding about himself and
others. He will have greater opportunities to work with coIIeagues
at Austin College and at other’ cooperating mstntutnons relating
his field of interest to other fields and to the issues facing man
today

The faculty member will Hav_e more opportunity for creative
expression in his own résearch, in new program designs

- involving his discipline, in his January term courses, and in his.
topical approach to Communication/Inquiry. Oppgrtunities to
develop new forms of learning and new uses of educational
technology will be available to him.

Through his participation in educational reSearch and
development, he will gain experience and equip himself for later
roles of educational leadership as well as for professional
advancement in his discipline. He will‘learn to evaluate and be
evaluated in terms of the new educational program and its goals
rather thamanachronistic standards of an eazzer era. He will have

a greater sense of ;Sarticipation and fulfill t as his life's work
impinges more directly and more meamn/g IIy upon the work and
lives of others. Vana s /

To be sure, many faculty feit anxletyA)o t the new roles
demanded of them and their colieagues in the IDEAS program, and
some had quite ditferent notions of the issues. But legislation had set
the direction, and the Project was desjgned to implement the riew
roles, as indicated in the statement of.the broad goat and amplified by /!
the sub-goals and proposal excerpts. Action was then set in motion
to work toward the goal. ’

] Approaches Used to Reach the Goal ; /

The 2-2-1-4 Calendar )
In the beginning of the Total Institutional Project, the newacademuc -

)
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calendar was a strong and pervasive challenge fdr faculty change
The new yearly caleridar split the fourteen-week Fall Term into two -
. *  seven-week sessions, and nearly every course in the curficulum
’ needed to be redesugned in some degree. Consequently, once the -
calendar change wasepproved as a part of the new curricular .
- prografn, faculty were immediately compelled to rethmk their course ’
strategies. - :

Part of the rethinking was demanded by the new daily calendar
instituted with the seven-week sessions. With fewer classes, .
scheduled, longeg time blocks.could be devoted to eactt class period.

A class period of two to three hours was seen as likely to encourage
increased use of strategies other than the traditional lecture.

|nterdlselpunary involvement Through the Core
The new role for faculty was expected to call for, Jnncreased awareness,
and skill in interpersonal.relationships, broadened competence in the ,
use of varied educational media and instructional methods, anda 2
/ higher level of interdisciplinary involvement. The increased
ﬂ/ /involvement in interdisciplinary studies was viewed notonly as a . ;
" " necessary part of the new role for faculty, but also as a gontext that /

might encourage faculty to tey new media ar'\d new learning method .

see the|r learning as self-realization pertinent to their Ilyes outs ide the
classroom. In areas where fatulty were not the “‘expert,” as.in T/
interdisciplinary core courses, it was felt they would be more likely to ,

A

try different roles.
The hope, then, was that there would be a serendipitous effect. |
Trying new approaches in the legk threatening core courses, faculty
would galn experience and acqualntance wnth t pproaches. Then,
having seen their value and benefit m,these core courses, the faculty
.would be more-likely to try the approaches withiri the disciplinary
" courses of their own fields: .

.The Main Focus: Summer Resource Laboratories’ .

By faf and away 'the Summer Resource Laboratory (SRL) was the ‘
main actlvhy of the Total Institutional Project and the primary ’
approdch to reach toward the goal relating to faculty, Through the

SRL, faculty and students were most intensely invalved in \
restructuring courses, designing new ones, and otherwise worklng on\
improved educational strategies.

Through the SRL each summer the Project provided the time, .
stipends, resdurces, and consultants for faculty and students to N
effect program change reflecting ‘‘changing tasks and roles.” The .
SRL is described in detail in Chapter 1, but one:point worthy of
‘re-emphasis here is the importance of the experiential factor for

L]
L}
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taculty. Participation in the SRL was deemed at least as sngnmcant as
a new course or syllabus resultrng from the-experience. As stated in
Chapter 1, . . .

.the most |mportant tactor for participants in‘the SRL was .
\_ consndered to be the process, the affective experience of
participation, rather than producing a certam course or creating

a particular product. . }

But the story of the SRL and of change s really & collection of

. many individual efforts. Some of these are indicated in the previous
chapter, for almost all work ift planning the new core courses as well |
as in redesigning disciplinary courses was done in the SRL.

With 50-65 faculty, or roughly two-thirds of the faculty,””  * .
participating in each SRL, however, even a summary of faculty \ .
involvement must be selective. Thus, the case study approach will be | .
used here, trying to use g hmited but varied set of experleﬁces to -
indicate what happened in a more generai fashion.

On the immed ately following pages are srx case studies of
taculty effbris toward change. These case stud|es are presented in
some depth to illustrate processes different fagulty engaged in while’
redesigning prbgrams and courses. The chemistry example speaks to
mare active involvement of students and adaption of a course to thg
seven-week format. The involvement of students is also appagent in

"the pRilosophy case study, and it also contéins an accountof a
faculty member’s re-thinking the ‘use of a textbook and the faculty
Mmember’s personaI response to the SRL expenence. The Spanlsh
‘and psychology case studies give details of other individuaf efforts in

trying new approaohes The Modern Language ca? study no6t only -

describes the process of change for an entrre departmental
program, but also shows the "pulling together pf the members of
the department. Ip the English case study, the fa Ity member telis of
his attempts to inditidualize a course and the impact that has on his
own role A briefer statement speaks to change t'hroughout the
Humadnities Area. .

Chémustry. A.strong focus on learning- through«dorng resulted
from. redesrgmng the begnnmng course around a small number:of -
specially devtsed Iaboratory problems Conceived before the Project, -
this approach was implemented and refined during-the years of the
Project and geared especially ta the new séven-week calendar.” +

- The fotlowing rationfale fok the Iaboratory centered approach to
teachrng chemistry is taken from materfals used in the presentation to
the Chemistry Department’ sﬁxecutlve Counctl in December‘ 1971. .

A Laboratory Centered Approach to the Seven Week Term,

lntroductmn ‘ . .
The tradmonal approach to teacmng undergraduate chemlstry

-
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has beén ive emphasis to the lecture as the primary learning *’
experienc¥®. The laboratory has had orfly a subsidiary role to the
lecture. In fact the trend at many large uhiversities hasg beento
ellmlnate the laboratory in lower level chemistry courses because *
“of the pressure of large numbérs of students. Yet chemistry is.an
experimental science and its knowledge and theories grow from
Iaboratory work. There is evidence that a laboratory centered
learning experience iscloser te the true nature of science and
the way it ig practiced and best learned. Expenence also -
indicates that a properly planned Iaboratory can be a vivid and
. excutmg way to learn chemistry. We believe that a laboratory ..
o ‘centered appraach takes advantage of the new 2-2-1-4 calendar , o,
"which is being instituted at-Austin Cotlege, We ,t'herefpre propoSe R
s alaboratory centered approach for a seven wéek term in the new
) calgndar. In this approach.the focus would be on a nurli:er of .
- ", carefully selected laboratory prejects through whigh students.
would learn Chemistry.Lecture, use of‘r’neZi’ah “and other s
Vel techniques would not be abandoned but would play asubsudlary
role to the laboratory expenencé T

e . - -

Y v

Advantages of a Laborato[y Centered Approéch
, We'believe that a laboratory centered approach i |s in accord with -
the current understanding of the’nature of science, that it tagkes - -
* full advantage of the new 2-2-1-4 calendar, that it bUIldS on the
past experience of the chemistry department and is an exténsion o
of the directions of the program already undertaken (see for .
example the preface of the current Freshman lab manual) and
that it takes advantage of unique possibilities qf our sutudtron asa
. « small undergraduate |nst|tut|on A / .

“

4 .

A current view of the nature. of science argues that the .
fundamenta‘l unit of science is the paradigm. A paradrgm is some
. accepted example of actual scientific practice;-an example which
ncludes faw, theory. application, and instrumentation together.
Such a paradigm cannot be fully reduced to component parts,
and it is the paradigm unit which is learned and is the, model for
further scientific work. “‘In learning a paradugm the scientist .
acquires theory, methods and standards in an inextricable
" mixture.”” (Thomas Kuhn, *“The Structure of Scientific
*Revolutions,” the University of Chicagd Press, Chicago, 1962). If
_ this view of s€ience is correct, then a laboratory centered oLt
“approach is a perfect vehicle for learning science since the
laboratory experiment fuses theory, application, instruméntation
and technique together. A laboratory centered approach wouid A
be the very embodiment of the paradngm nature of science. - O

___:80 . . ‘ ;j. . 4, - M:ﬁu,h‘,_g.
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by M H ' . [}
The new 2- 2 1-# alendar makes possible a mbdre concentrated
{ . and intense stugent involvement in learning during\the seven
 ———week terms. The experience of thd January term offerings in
chemistry indicates that a laboratory ¢ centered approach works
. very wéll in sucha situation. The seven week ‘term seems to call
. '« -~ for more independent learning on the part of the students. We
. - believe that the laboratory project provides for more active
- .~ . involvément and self learning from students than the lecture or
. even the lecture supplemented with media, for media often AR
“.involve the student as a passive learner. We thus belreve that a
. ‘laboratory center d approach takes full advantage’ of the new
Ly s, 2214 calendar yith its associated |dea of more mdependent -
..+ study léarning. \ .

A labordtory centeped approach is a Iogical extension and builds
on the direction of changes in chemistry over the last several @
years. The general chemistry laboratory has moved toward fewer
:  more intense, proje ts with good response from stugen{s and
faculty The orgam laboratory has made use of student selected
. projects, In .Chemistry-51 blocks of" material usually covered in
e the lecture portion of physical Chemlstry have been suécessmtly }
b, taught through laboratory projects without any coverage in . ,
.lectyre. The January term courses 5A and 7A have showp the. ]
|

'possmrlrtles and advantages of a Iaboratory oriented approach ’
Coe for the concentrated dnd intensive time.period. They have also
R showﬂhoweftectrve such a laboratory centered approach can
_ bein Iearn|ng chemistry. Thus, 'in.moving to a laboratory r
- €entered approach in the seven week terms we would be buliding
. «on a solid foundatipn of €xperience. .~ . »

. The following brief desctiption of the fall freshman chemlstry ’ ‘ 1
L course is taken from.a 1972 NSF eguipment grant proposal |

Thenéw Introduc,tion to Chemistry (Chem 15) |s patterned after -

the interim_ term coUrses . (&nd) is built around five extensive ‘

- projects which involve the Iaboratory. Ilprary, d presentatlon
Background materials aye introduced as approprlate in time and
scope for each project. he experlmenta] data are collected, -

« interpreted, and devélop&d, on an individualized basis. - ,
Knowledge, theory, apparatus “and technique are integrated in
the process of- compleﬁng e prejects. . %/

“ In 1968, the Chemrdtry faculty first préduced its own ‘freshmani
laboratory manual, A Modern Introduction to the Chemistry . .
- Laboratofy. During the spring term of 1972, theé faculty devised and

. wrote several new experiments for thg laboratory manual to be used
in the fall term cours,é 1) The Study of Solids, by X-Ray Powder

[Kc
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Diffraction, and 2) Bonding and Structure Determlnatlon '
Q-ncorporatlng procedures and methods utilizing infra-red and mass
spectrometry) An Appendix, “Notes on X-Ray Powder Diffraction, ’
was also prépared and incorporated into the laboratory manual. Four
modules on stoichiometry utilizing the interactive computer m06e .
were purchased and converted to APL; directions for their use were
included in the 1972 laboratory manual. ’

The major modification, since 1972, in Chemistry 15 (Introduction
to Chemistry) was the inclusion of more subject mattér matenial in the
classical lecture mode’in the Fall of 1973, after a substantiat majority
of students in written evaluations at the énd of the 1972-73 year ..
indicated a need on their part for more of tHrs fype of material. At
present, approximately one-half of the avallable time is utilized in the'

laboratory centered approach in teachlng/and evaIuatron MlhOr , .

modificationg have included reworking, odltylng, ©or substitution of '
exper ts ifta the laboratory. In 1974/the paradigm on crystal

* structure was enhanced by making avajlable to the students a
*module utifizing the computer for accessing x-ray data file
‘mformatlon With the help of two student assistdnts;a faculty member’

. examrr‘led the strengths and weaknesses of the course. Strengths,
such as the'laboratory orientation, paradigm apprbach and the
emphasis on investigation were retaineéd. However, the lab manual . .
//vas reworked to makeé instructions clearer and to make greater use

f the synthesis approach. In addition, some use of media was added |

fo the course.and a bibliography of supplemeptary materials was
developed. |

Whitethe faculty and well qualmed students are pleased with the
current laboratory centered Chemistry 15 (Introduction to Chemistry)
¢ourse, there is also considerable cencern regarding the number-of

students who fail to be adequately rewarded by the experience.

'/ These students seem to have limited ability to deal with conceptual
information or to work effectively in a creative envirchment vequiring
greater student responsibility and involvement in the educatlonal
process. 2 ‘

Phiosophy. A phllosophy professor “'developed a
: lbng-anticipated experiment in lntegra}lng the study of aesthetic
i stheories with in-depth involyement in 3 living art form™:

The resultant course format consists of a’phase in/phase out,
two stage approach to (1) contemp ary readings ar

discussions in aegthetics from th hnlosophrcal perspective and
(2) analysis, castlng directing, and production of Elmer Rlce S
expressioniétic free-form drama, Ttle Adding Machine
(pertormance dates will be Oet. zd and Qct. 29, 1974).

This approach has lnvolved me rn the followmg undertakings: (§);

.




a course formatfallowing for equivalent assignments for students
. ose end-of-curse work is mainiy research and those whose
*  fipai efforts will be pfimarily with the play itself; (2) an integrated
of tettures, readings, and discussions from both
- " . pNilosophic resources and background on, as well as ! 3
3 mierpretahve readings in Rice's drama; (3) a schedule of in-class
and extra-class time which again treats as equivalent efforts in
. resegfch and eﬂorts in play production;.and {4) a method
| allowing fgr some involyement in play produttion for all members
of the class, as well as.proportionate and classwide involverient
Ln some on-going academic segment of the course.

2 Twa members of the class, as well as members of the faculty in
Media-and in Theatre, have been co-consultants with me
throughout the laborath period on the sqveral iterRs above.

In the process of develgping the course, the subject of a textbook
aroge. As the faculty member jater described it, he

;= #- i made the first orderot business the reptact of the textbook he
’ had used previously. was one of the best bf its kind (Tillman
. and Cahn, Philosophy of Art and Aesthetics), composedofa |

series of excellent cumngs from the phﬂosOphves of art of
o thmkers from Plato, through Wittgenstein with helpful, but not
N heavnly-mterpretatwe head notes, ideally suited for illustrating in
. depth both the development of aesthetic theories in the West and -
’ the six or eight major schools of thought into which those- '
theones can be shown to fit.in a word, it was a perfect resource ’
for a content- oriented approach to the subject. An , )
. issue-or-involverfpg- onenteq approach, however, was hardly -
. sgrvedatallbysucba textbook, especially in a course whose
format called for the radical telescopingof background materials
- in the service of time $pent on turrent issues in art criticism and
;ﬁ . philosophy of-art and orrthe study and production of a full-length 2
t play. 4 i

- More'appropnate 1o the txpenmental model, then; wasa
" textbook (Ltpman Contemporary Aesthétics) whose selections
- were limited-at the outset to a handtal of "landrgark theories” .. ‘
¢ fromthepastmordertopfowdeaﬂchandvanedsotofcuttmgs .
from the writings of twonheth century aesthgticians and artists on l
|

~ he lgci of aegthetic experience, thh external critéria of aesthetic .
o }udgmem the intrinsic wdith otrt and its objects, and the ike. T
" *,.  This faculty member was mvolved in several other activities. . SN
Cmgroupdﬂorﬁsugsomonhisown pudngtheSRLHe .
"\« dumimarized the entire experierice: . * &<

Foronewho detoste commuttoemeetmgsandtsgeneraﬂy -
A E e, . L Lo
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skeptical of “‘team* undertakings of the planning sort, | felt truly .
at home with the overall format of the 1974 Summer Resource
Laboratory.

I submit, moreover, that i has been a productive one for me, as )
well as being the most stimulating and enjoyable work periods

have ever spent at Austin College. In truth, it was a

mmi-sabbatical

‘Spamsh One faculty member submitted this proposal for his
activities in the 1974 SRL.

. | would propose. therefore, to plan a first-year course in
Spanish in which students would learn first a certain amount of
vocabulary through such procedures as the reading and acting

- out-of dialogues, the retelling of very short readings at tirst, and
* the playing of games—in general, using means different from the
structpre drills based on a grammar point which are commonly
used foday. After-the students have learned some basic words

- and sqntetices, with some advance help. they could go on to
\ro&d all pieces ¢f literature. newspaper and magazine items,
and other similar materials 1n preparation for talks and

. ussions in class. Grammar would be introduced more

gra udly than in the conventional approach, with less emphasas

on wide coverage and mpre on the mastery of the mo &esentlal

aspects .

. During the Summer R&sdurce Lab | wouid Ilke to redesign at -

. eas{ the tirst semester of Spanish to focus my teaching of it on

foltowmg objectives: more‘emphasns upon acquiting ability to
nderstand and speak the language afld less stress on wide

Qverage of grammar; a greater degree of mastery of vocabulary, TN
sentence structure, and those grammar.aspects essential for
performance at the sta& s level of achievement; and m
adherence to time and text sequences and fimitations..

... Inthe Lab 1974 | would plan to sambpectlves which are at

4

,Q'

e 'me'thod‘s and proc

other instructional matenals avaitable those -
that are heipful for my purposes, and devise $ome new materials
- and aids. | would probably néed some clerical assistance in the *
-preparatoon Qf study guides and heip from the media peop! ln
" “the-preparation of teaching fhateriais, such as sijjes, films,
tapes. L would hope to complete the redesigning of the first
semeéter'doutse by the end of the SRI in time to be used during $ 7

. . 8&




the fall. The degree of succegss of my project will be measured
initially by how much | am able to accomplish and ultimately by
the reception given the methods, goatls, and materials by the

students. -
These pamcula);eﬂorts resuﬁe’d in a reformulated course in the
Spanish program,Beginning Spanish. The Report of Activities in the ,

SRL explained further the development of objectives, content, and
matenals for the new course. Attached was a copy of the syllabus of
= the course. Later, this self-evaluation of the degree of personal
) success was enlightening: Y
.. 1feel more confident and more knowledgeable about ways to
. implement the experimental course | will be teaching during the
‘ fall. The SRL provided the time and the materials for research
and the consultant gavé concrete suggestions and served as a

A sounding board. .
Psycholbgy. Both new instructional a'pp'kroaches and niw
. laboratory equipment acquired through an NSF Instructional
\Scientific Equipment Grant have faciltated ‘major changes in the
curnculum in psychology. Fail Term of 1975 }wfa{uarther
implementation of the plan sketched in the following abstract of the
1974 summer activities of the equipment project director.
The purpose af this activity was to create a curriculum hich will
enable 85% t6 0% of the psychoiogy majors to develo
laboratory research and study skills so that they can design
independent, onginal research while reaching 80% mastery of
the cours2 material. . ¢ ) . "

To reach tr'me objectives, a shapin§ or sdccessive approximation
process is being applied. in the introdbictory course, students will
run several experiments in addition to the-textbook content of the |
course. The course will be taught using frequent jesthg, two L
- dbportunities for remediation at a slightly decreasing .
grade-payoff for each quiz, specification of weekly objectives and
opportunity for peer tutoring outside of class. In the second * .
-Psychology course in the major sequence, Experimental
Psychology."more labs will be added, the testing frequency will
. . be decreased, the opportunity for remediation will be dropped on
' - quizzes and gradually faded on lab reports while the peer
: tutoring and the specification of weekly objectives will'be -
retained. In the electives which constitute the third course int the
major sequence, peer teaching will bé dropped, testing =
frequency lowered and the weekly objectives will be made more
generdl. For those courses which are lab courses, Students will
be expected to generate more of the ideas for e)_(periments.%e .

€ e . . S




¢ final courses in the major sequence; Learning Theories and °
Personallty will both be taught traditionally with majors in the

" \~Learning Theories class rumming original rese&h concomltant to
their textbook work. <

he participant wrote weekly objectives for Introductory

\ ychology and developed a contingency management confract
fok the eourse and three labs i animal conditioning. This tall one

\0 fon of Intreductory Psychology will be taught in the

al labs for introductory will be in use. Also by spring ot =
1975, objectives for Experimental Psychology and Physuologoca?/

Psychglagy will be written and 4h use, andl bo urses will be
taught as\indicated n the pwe results . ;
obtained in these courses duriiig 1974-75, additional o

|mplementa\|on will be made for 1975-76.

in material prepared for students, the purpose and phnosophy ot
the “contingency management mode’’ in the Introductory course
were expjamed &

[N ’ y

‘urpose and Philosophy

* For many years evidence has been accumulating thqt the -
traditional colfege tecture approach to education.was not )
working. Students whose intellectual abilities were sufficiently
high to be admitted to college, and who expressed sincere
desires to do well have been earping C's, D's and F's. Further,
many professors have oft ed that they wished their classes
would do better so that they would not be faced with havingto -
give low grades to students who they felt were capable of better
work. If it is true that for most students the measures of
intellectual ability are reasonably accurate and that they are truly e -
interesfed in doin we Il academically and if it is also trye that
professors do not to give iow grades then thereisa -
break-down in the educatlonal process.

© The systen which will be used this 7 weeks is a variation of
. * contingency management (CM) or pefonalized student
. instruction (PSI) or minimal achievement. The four previous
courses in which this variation was used produced very
promising resuits. Over 85% of the classes received either A or 8
" _in the courses. These high grades were not “given away"* nor
were the courses cryp or "“blow-off"* courses. The students in
these courses learned as much or more about Psychology as

S :@ntsmogﬂnverﬂmalPsychobgymtroduotorycoums anl .
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probability, at least 85% of the Psychology 11 class will earn'an A
_or B this 7 weeks. Naturally, you cannot be guaranteed an A or
B—If yo expect to be gtven anAorB wuthout meeting the terms

* or innov, tlon@f CM (this is the term to be used here) s that it
tage of what Psychologists have learned about
behavio™\gnd applies this knowledge to getting you to produce
for the course.'These ifinovations are not sneaky or
\‘___/ underhanded; in this contract the entire system will be outlined
for-you. ‘

A - - .

,CM has several featyres. One feature common to all CM courses
.. is a heavy reliance on written matenal rather than’on lectures for
£ the communication of basic skills. A professor can only speak at
a rate of 100 to 150 words per minute; a student can only take
down between 20 and 40 words per minute while even the
. slowest reader in college can read,in excess of 150 words per
minute and will always have a written Copy’to review. Lectures
-are given-(1) when there is material which should be covered, but - .
which is not readily available in written form which can be
7 understood by students in an mtroductory course, as with recent
1ournal articles; (ﬁ) to introdute more-advanced material beyond
basic concepts which assumes that the student has already
acquired the basics from the texts (this assumption will be made
in this course anda failure of the student to complete assigned
reading before ¢lass constitutes a breach of contract); and (3) for
.- their motivational value. The motivational value of lectures will be
enhanced by the freqQuent uses of visual matenals—expenmems
films, slides. - - .-

CM systems usually deal with a level of achievement by requiring
a relatively high performance (commonly 90 to A49% correct) on
small units of material with the opportunity to obtain remedial
help and retake the quizzes in the event that initial performance’
is poor.-One of the main advances.-of this feature is the -
availapility of remediation as when’ material is difficult and/or
performance is una eptable. The student assistants and

. professor for'the course are available for answering questlons or
explaining material at the posted office hours (outside office,
third floor, Kdministration and by appomtment) -

A final common feature of CM is the specification ofthe |
behaviors desired (i.e., what we €xpect you to learn). Some
peopie criticize this ‘approach because it makes leaming the
material 100’ easy.”” Apparently these people feel that education
should be a guessing' game in which the student must guess :
what the instructor thinks B important Research a

- - — e - _L_/._‘
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behavior modification have shown that if the goat is tal Iearn '
. certain thmgs itis best to speotfy those' things in advance.

Modern Language Summer workshops with wsmng consultants
* were the focus of broad revisions in the curriculahin communication
arts, music, and modern languages. In modern languages, for
example, Pfofessor Herbert Gross, Head of the Department of,
Didactics at the University of Bristol (England), ied a two-week
workshop involving ajl the Austin College faculty in that W
Led by Dr. Gross, the Modern Language faculty spent fo, o five s
hours each day for two weeks in intensive training in the
_ structuro-global method of language teachmg Of particular interest
were the non-vérbal cueing techniques in language learning and the
methodology of phonological technigues. The following summer, y‘
progress made ‘was reported this way: o
In an effort to mcrea’Se proficiency in the use of the Ianguages
and in response both to increased stud nt mterest in
understanding and speaking the langua and to current
emphasis on individualized mstrthton and competency-based .
education, the Modern Languages and Literatures Program has
completely reworked its program. More' time: for practice and .
contact with the language and a decrease in the volume o#

different material to be covered are essential elements in the new f
» format. Many enriching materials will be employed to give the g
student confidence in the use of the Ianguage

Whereas in the program in use in 1970-71 the students were
expected to progress uniformly and evaluation was based on
“whether the student could assimilate the optimum amount of ~
material anq acduire the highest~level of skill, or fell short of that
high.standard, the. new program will expect that each student
arrive at a workable skill in the language at-a pace whick he
himsel!f finds comfortable. Small group activity and gliscussion
_will place each student with others of like proficie:iy.

Stimulated by the opportumtles afforded to the factity members
in the-Summer Resource‘Laboratories as well as by current -
findings in‘pertinent journals and publications of the profession,
this department has been able to develop a curricutum built upon
the Basjc Language Series (14) whi¢h will be the foundation for
a«: use of the languages in further study or will provide the
dent with the type of skill he desires and can use. Although
" the.drastic drop in enroliment in languages which was one of the
effects of the dropping of specific requirements for graduataon at
Austin College was certainly a forcefut challenge to the L
Department to make the languages as attractive as pdssibleie




- cannot emphasize too strongly that our major concern in the
develdpment of the new curriculum has begn to improve the level
of proficiency in the students as well as t0 satisfy what most
students have identified as their major interest in the study of
languages' understanding and using the language as a means of

acommunication in the modern world .

. The Modern Languages and Literatures Program Unitis
confident the future of the Program will be bright.
Expenmentatlon both with the methods and the materials of the
new basic series are being conducted by some members of the

. faculty with success. The Workshop in Instructional Methods in

) _--Modern Languages held last summer by Professor Herbert Gross

. 7 otBristol, England, as a part of the Project’s Summer Resource
Laboratory, was effective in drawing the members of the faculty

R 4 to a consensus in goals and procedures to be followed.

The last sentence indicates another important result of the , g .
Workshop, .e., the unuty it brought to the Department. Thidwas * T
expressed in different ‘ways by the faculty involved, as apparenun .
these excgrpts from reports written by three individual faCulty

~members.s T

In regard to the Modern Langtiage Department, | believe that the

SRL hdt helped create a climate more favorable to et

expenmentatlon and meaningful change | just hope that we can

keep the momentum going. | also feel that the SRL has provided
an gpportun “{tor communication among the members of the
/dcéartmey mething hat I have felt has been badly néeded.

- ithin our Workshap, both as a department and as individuals,
e o worked in harmony and with real enthusiasm, wmch we ho
° ill contlnue into the new year.

v

N

_ Herbert Gross brought our department together in oo
* ] enthusnasm J;n the Workshop. | hope it will prove lasting. ’

English. ©One faculty member spent part ofan SRL in'applying new
methods in planning the Shakespeare course. Among his activities
were “‘updated reading of criticism and primary texts; revision of Ve
some personal notes to serve new teaching. methodology, reflection C
on any experiences in the last three years; coutse pIanning in lme
form.” As a result, the Shakespeare gourse was"?edesugned anda
new 25-page syllabus completed. Jhe syllabus was quite extenswé, T
including not just assignments and the framework of the course, but
thought-provoking guestions &nd statements about the verbal pla
refationships, and interpretatiofis in performance about vaf Dlays” / /
In the firat of the syllabus, $he facuity member%po!seto the studem

1bouthrseeneep(o? he Course. -
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Values and Intentlons behmd the plan for this c0urse

Before descnbmg specuflc topics and activities, | want to ask your
attention to my reasoning that developed as | re-thought this
course in the light of what | think is a*new realism and concern
about stud&nts and their ex ces.

|, perhaps universal-objéctives in

S ’students who choosé a course on ShalE‘Qpeare’s plays. (1)

v Snmplest 1s to,gaint or increase famiiiarity with these classics of
our cul}ure (2) They also want to assure themselves of, or

" improve, the quality of their understanding by consudting critical
writings, fellow students, or the professor; the professor's views
may have an especially valuable rg e, forin the process of the
"term he nféy profess the various‘aspects of one personality’s
0veraflfesponse to the plays, applied to an immediate audience

" whose concerns h2 knows 3) Students further desire to become

. engaged for a time with tte- works, in intellectual exercise or

" emotional and |mag|n ive involvement. A foucth benefit of the

' gourse, is the preparé 4tion they receive for further reading, and
es&z

I have seen three gen

.

ially since thi§ is drama, for performanges they will see in

— ~ the fdture; in sope cases, also, the preparatE)n may be for an

actual partncutlon in productions.

; "Those goat§ are all very general, however. And how an individual *

needs gr'wants to go about seeking them or more specifically

definirg them should not, indeed cannot, be embodied in a given

set Of topics, readlngs lectures, and examinations. A student at

./ JHis |gvel has no oblngEtMTO%e a universal man, regardless of

/ the‘obvious value of a broad response to Shakespeare. Tests -«
signed to gauge one'’s approagh to universal critic-hood would
be in danger of merely prescribing the teacher's valdes in his
ferms. A more desirable method of op®ration, then, would be
maximize flexibility irf topic and mann@™a¥ response. | think¢the
only quallfymg restriction we have to keep in mind is the fadt that
limited time and money give us a framework of one course with
one teacher and 35-50 students. .

-
Let me give but a few examples of how my plan tries to aliow -
~_indivigual fiexibility-within the first three objectives above. (1) 1
’ chose 8 plays for common reading, expecting that each of you
wou#have previously read at Ieast one of them and no more
an 3-4 of them. You will read 2 further plays, choosing them
rom a group of 13. Which plays you write essays abouf’is your
choice. (2) You will read an assigned.amoupf of f criticism and
. scholarship. but.you may choose the diregtion #ind contem}f
» 90%. (3) For 12 discussions with sméll groups df students, you'

’ v [
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-« of tests, you will write essays with

o
-

-~

L]

will choose to follow only 2 of 4 possible approaches,
emphasizing words, ideas, dramatic structure, or-theatrical
effect. Your discussions thus will be with students who have .
similar interests. :

Within the kind of flexibility planned for this course,  hope that
stulients will be able not only to personalize adequately these
" . general objectives but also to find outlets for any other personal
goals some of you may have. Requests for exceptions to o
specifically assigned activities may raise practical problems, butif’
-not 1 will try to work something out with you. -

g

* Thigplan allows, in fact urges, much initiative on your part. | |
hope that is welcome to you, espgcially within a contextofa
really high degree of ption. If you need more support tlom m€at
any time, please don’t hesitate to seek it. | feel some chapges in

“* my role as well. | have completed most.of my partin the ’
discussions by preparing the study.guides. | will be standing'in
front of.you talking fess than usual, buthe lectures that are in the
schedule can be more complete and more forcefully mine than

. the mixed recitation-and-lecture pattern | have often used.{

*  Essentially gi of your responses (thought, sgx(l;eﬁ/ or en) to
the material may Tollow out your own inte? ts, altHough you will
. beexposedtoa minimat breadth of ma:zi?bs and'to all the »
breadtty of my own views that | am’able to’express. Thus-instead
/ the barest specification of

scope to insure some variety in y
have been oriented this much 6 stGdent interests, the gr
-problem has been students’ diffj utty in persevering wit
independent effort and produging results, especially ogtime.
Many students have come learn that essays are -/ ,
work-ih-progress an s of a continuing dial ué on an issue
_ rather than the las d; sich an attitude can } .But | feel the .
re fopfatinsurance sfuctures, so fhave built in )
absolute deadiifigs for the essays and a checklist of other results ¢
that can be, at:’%tively eveftiated as S or %‘;:equently, the
grading systen for this course is a little different, but | hope
clear, firm,{aif, and useful for learning.

7

rea-Wide Impact. In preparation for a fall 1974 NEH visitation,
‘ irman of the Humanities Area described the SRL's impact on
that Area and its value from an overall viswpoint:
" .. Withaut the pravision of timg.available.during the Summer
_ Resource Laborafories as provided by the Project, it would have -
" been quite impossible to spfiduct departmental course revisions
on such a'\massive scale, Nearly every department within the

/
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* Humanities Area has by now utilized the support services of -

media, evaluation, and—through C/I preparation—the compu

entire curricula for concentrations being ;edesa ed or under

development; (2) considerable increase in communication, within -

and among the departments of the Area and the rest of the

College; (3) a heightened awarepess among teachers of common

objectives now being $hared rdore openly; and (4) a familiarity

with educational redesign, e.g. modular, teaching or contract

learning, which have been adapted to the vaned needs of the ,
* departments.

(Y

Among the most 'énrichmg features of the Summer Resource
+ Laboratory have been the distinguished consultants made
available to departments’and individuals by the Project. To name
‘a few, the exchange pfovided with Dr. Albert Seay {Musicologist,
*  Colorado College) fér Music as they rethought their entire
program, the wor hop prb ided by Professor Herbert Gross
(University of Brigtol, Engldnd) in language instruction for
" members of Modern Language; or the presence of Dr. Rotfert

King (Bronx Coflege, City University of New York) on ‘

communication theory which has helped to lead to the redesign
of the Communication Arts Department—all such efforts have

brought exciting people into /our midst go sharpen the focus of
the | S Program. - o : .

" Briefer mentiofi of other facuity involvements in the SRL: -
illustrates further the impact the Projec#ad on Austin College
faculty. Ditferent ways of organizing courses were investigated by
many faculty. The following changes in Art, History, Music, Biology,

*Economics, and Physical Scince are jllustrative examples. _

- Art. Art Fundamentals was studied and completely revised during
the 1973 SRL. The revised version-of the course featured a syllabus
which outlined each problem in detail. This was, in a sense, a use of.
the modular system, in that a student might us€ tHe syllabus and work
at his own speed. There were advantages (self pacing is motivational
for some students) and disadvantages (lack of iﬂaa satyration whlch

~ comes from working with others in a,,studlo enwﬁnment) e

History. Two European hustory courses were mdulduakzéd and
aptéd for use in the seven-week term. In turning to the use-of a

PR . . - © e A
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new.methodology. modules, the faculty member allowed his classes’ .
to restructure the courses .It was decided that “Origins of Germany” :
would be organized around the theme of ‘attempts at unity” whtile ‘ " .
the course on twentieth Century Eurdpe would take a topical ‘
approach. Students then volunteered to research and write modules
, which were later critiqued and refined by others. The Yaculty member
then wrote syllabi for the use of the modules. The modularizing of
* each course has given students more freedom to pursue their own
interests. Although there are deadlines to be met, there Is enough -
self-pacing to give the student experience at budgeting his time
effectively. This format moves the stutlents away from rote learning '
*  toward a more integrated understanding of the subject matter.
Although the format now requires greater student effort, particularly .
. . inthe area of self-responsibility, most students agree that they are :
,+..J- forced to learn more. This design has also helped to redistribute the~
~ instructor’s ime so that he isava.we to provide more individual
/ - attention. "~ el "
I “Music A modular design was investigated and adopted for.the -
series in musit theory. The faculty member developed, used, and
«  refined twenty-one modules for two courses. This process involved
writing performance objectives, constructing learning activities,and |
developing examinations.and instruments for evaluating the modules.
This mgdular design was revised and extended in the next SRL. The »
) . faculty member collected evaluation sheets on each module and '
', dummarized the significan} changes suggested by students. Each of
-+ - the twenty-one modules in the two theofy courses was then revised
7 ahd tested for any additional errors or ambtguity with the assistance
of a music concentrator who had taken both Courses undera
traditional lecture sysjgm. P ' -
' Biology. The genetics’course was redesigned to be more student
motivated and student paced. After considering different, models to,
** student paced, student motivated learning, the faculty member-chose
' a modularized, competency based, self-paced approach, Twelve . .
moduoies (learning activity units) were developed covering material .
gquivalentto a one-sefmester lecture course. After one year of using .
.the modules, the response gf students to this approaéh has been. ‘
< '’ overwhelmingly favorable. Students’indicate severa'yﬁdvantages: €})]
. although the course is primarily self motivat d, it.i§ strucjured to \
’ include considerable student-teach?; student-student interacfion SO,

[}

L

2 .

. students do not feel isolated-and alignated from the teather and’
other students; (2) students can wo k aiﬁ,th r owh pace theyeby
reducing tive pressure imposed by'eadlines Ahd comgetition; (3)

. expected of them) and the immedifte fe
concerning their performance on com
Tl a el e . )
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Biology. The taculty member attended the American Institute
of Biological Science minicourse on module making at the,

. University of Massachusetts. On his return, he worked with a student
colleague in constructing two audiotutorial self paced modules for
possible use in the cell biology course. The modules wereé used in the
course and met with such student enthusiasm that the participant
decided to modularize the entire laboratory for cell biology.
Accordingly, the riext summer the faculty member developed

" additional modules ori instrumental procedures and made the cell
biology 1ab entisely-self-paced. - - .
. Econgmics._A faculty member developed an effective innovative .
. teaching device that would immerse stugents in the issues of -
introductory économics and provide 3 fheans by which students -
,could develop skills in independently l6cating and utilizing resource "
. maténals in economics,He did this by designing a senes of
approximately tifteen project 1 mini-modules) that students could
b complete at their own pace Th:%o;ects can be completed by
individuals or can be used in mgdified form by groups of students or
in typical classes. Most of the ﬁrpjects place a substantial emphasis
upon the utilizatigr’ of government documents. Others are oriented
toward banking-and finance. Still others are more closely related to
*the type of.effort assoc(iztéd with the Social Science Laboratory and
focus attention on topigs such as general and specific purpose .
. budgets, bonded indebtedness, planned and actual disposition of
revenue-sharing funds, and the implementation of special purpose
grants. -, .
Physical Scignce. The faculty member developed an explo ory
% science course for non-stience concentrators. The ‘course Was ‘
* . designed with &'semi-modularized format. The student cGmpletes a
*°. certain number of units for a specific grade. The upits may includg
" traditional medules or may be tasks such.as k ing a reading
"journal or participation in discussions and seéminars. The design of
* . thecourse allows for more diverse inferests, .needs, and abijities to be *
+ /Met and challenged ina greater yafiety of ways. The level ‘of stadent -
interest shogld remain.high wiiie c?mpetition and fime pressures are
‘reduced !
Other restructuring went beyond the bounds of a single course.
“Examples afe in $#e History and Co munication Arts programs. .
History restruchuring ofithe sophomore-level American -
hi?tqry course represents the most{important curricular change made
irtthis program. The actual implenfntatlon of the change in the fall .

semestar of 1972 coincided with tHle implementation of the IDEAS :
gducational program. The departnfent had acted within the OPENS
,-” planning framework, and gecided to offer the new course as soon as
/ " possible. The dspartment based its ehange on the premise that the

. .
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publlc/ private secter of preparatory edugation (K- 12) had the :

responsijbility for acquarntlng students with the history of the Unlted. .

States, more particularly a rather thorough knowledge of the factual

« content. Thus the department turned frgm the traditional survey of
American history, a year-long study broken intd two semesters of -
work, and offered instead the new *Studies in American Hlstory, .
which seeks to examine American history critically and in-depth from
sélectedperspectwes. for example, the diplomatic heritage, the social
heritage, the cultural heritage, the black heritage, the role of women
in Amerr?an history. .

+ In restructuring COmpIetely the former traditional survey w,,hrch
the curriculdm had offered, and (coupled Wwith the new
calendar-yearly weekly, and daily) in changing their teaching
methodoiogy, the taculty produced a series 6f courses which meets
the needs of history concentrators, and also better. meets the

. tequirements of non-congcentrators by offering topics smtably related
to-their individual needs. Moreover, under the new format
seminar/discussion-methods increased at the expense of lectures,
and greater student involvement fesulted. Simulation games ereated
and conducted by the students, history prqjects (batiks, paintings, -
decoupages, sculptures, original poems, short stories, one-act plays,

~ collages, taped recordings) as supplements to analytlcal papers and
book reviews, and utilfZation of studgnt teaching assistants in
conjunction with the Austin Teacher Program—afl were developed in
\meehod 1972-1975. Finally, much greater use was made of the
% - media center, particularly in bringing films and clips into class as
‘ warranted by particular dimensuons of Amerlcan history bemg
studled ) ' ‘
- Commupication Arts The Communlcatron Arts Department
- recognized the need to do more than make superficial changes. With
the support of the Project Office, the Department's Program Advisory
_ Committee, and a select group of studerits who were congcentratirig in
the'department, authorization to bring in a consultant was glveﬁ The
consultant was to come to the campus and review the total program
of the department, Prior t6 his coming to the campus, the students,
functioning as an ad hoc committee, evaluated the department's
courses, activities, faculty, teaching metnodologres gna relationship
to the College. Their reactions were drafted for facuity respon'se. In a
joint meeting, the students and faculty discussed the evaluations-and
recommendations. By the time the consultant arrived, both facuity.
and sfudents were conwvincéd that major changes were necessary.
- There seemed to be.agreement that a proper response to the
Coliege’s commitments required a'review of the department’s
. 'philosophy, the development of a coherent rationale for the
departmént s responsrbrlitlas and relationship to other disciplines,

(3
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and a reordered curriculum. . e,

The constltant, Dr. Robert G. King of the Commgunication Arts - ¢

Department of Bronx Community College in New York City, was
greatly i ssed with the groundwork of the faculty and students.
.He and hi colleagues in New York City hat just completed a
flve-year study of the very matters of immediate concern to this '
depaftment. His recommendations in goordination with the work of
the aculty and students in the department eliminated thé€ need for a
protracted penod of study and redeslgnmg One faculty member‘

described the process of redesign:- -

Each course was considered separately. Each faculty member of
the WOrklng team was asked to résearch thé coursgs assigne
,rrreans of mvestrgatron of new texts and new.fa mats for-the
communication process as de'scrlbe,d 3y i

) begmmng seminar,

v

- We then brought outlines of geneml ol
objectives for the courses for revueW
a revised form.of syllabus was arrivétl

writing two courses and studylng and T

Mr. King did indeed help with the sucoesipﬁ ‘ e
There was a ﬁatdeal of animated dlscusspﬁ wﬁeh resulted in
some comproWise.:It was a healthy,~stlm latlng Sesswn -

| was very excited about our total prolec which is to revamp,
update, .and in some ways, simplify muchl of our program The
coverage in each course is‘much cleareriand the endproduct
hopefully, isa far superior progsam :

And some efforts mvolved new an¢growrhg programs asin the/ i

case of a Sociology course and Asian Studies.

Soq:ology The faculty member updated library and*media
resources relatéd to the study of criminolgay an¥ desugned a ‘
criminology cdlirse that would combine theoret ical learning with
experiential leafning. He examined library holdings related to
criminology, legal aprocesseg'crlmwal investigation, law enforcement,
deviant behavior ahd penology and ordqred new library and media
materials to make the collection' more current. He\then structured the
criminology course around the seminar where stu\;lents discuss basic
theorles of cnmu-rology and their own interests. In addition, the
jaculty member contacted law enforcement agencies, penal .
institutions, and judges in order to arrange student’'exposure to,each

the institutions that deal with the area of criminal justice. - "~ ~

" Asian Studies. During the life of the Project, the primary growth
of\this program has been due to the increade in llbras:)y and media

©




matching tunds from the Ciarx Foundaton Of‘-etaca’yWnas
bie trme , tre SRL viewng shdes and &ims preparing
oETpAs and searching Dibbographies and pubkcations for new of
needed matenals 10 ac0 10 the colecton  / '
As aireacty noted the mnvoivements of 50-65 faculty each summér

over tour years are 100 nuMerous to here Butto fillouta ‘
ittle more broadly. a ksting of several othe will be green *

bere
\ " Ciasyfcs Program. Preparations of detasled report on
intennstritutional television operations and needs in support of an

1
|
strengthened through the suppiementary NEH =brary grant and the }
|
|

* intennstitubonal cooperatrve program in Classics. P
American Phiosophy. Redesngnedfor presentation over o
imennstitubonal television.
= — =~ Phitcsophy 8nd Aesthiefics of Music. Craited. InGhding the < — T
preparstion of extensive biphography, and designed with a research . N

-

papefasammonantpanofmecoursetormestudmt T
. ' | Immunology. A new course created. - o
"/ Beginning Calculus. Redesignéd on a self-paced basis, wnh

study guide containing objectives, problems, and study hints.

Introductory Ecanomics. Revised, inckiding greparation of
educatnonal media materials.

International Relations..Redesigned with faculty devqloped .
international reiations simulabon game that combines some aspeqts -
of the mock UN concept with the peer teachmg ‘and group rese
attributes of Policy Research.

Social Science kéboratory. On-going cornputer storage and
dnalysis of regional economic data, peer feaching, telavision
modules, slide presentation on the role of the Laboratory. -

‘Biology Program Computer apphcatoons for biological reprint
file, isotope records, testing modules, statistical deta analysis, *
student performanance surveys, experimental data records. e

. Chemistry Program. Qualitative organic lab simulgiion; compiuter-
assisted instruction (CAl) in introductory chemistry, crystaliography |
data reductlon and compound cross-references, statistical data. " '
analysus reactlon surfaces, quantum mechamcs plications
in physical chemistry.-

Mathemattcs Program Computer use for crypt ,

[+

—aymerical analysw
Music Program. Devolopmont of computer
expanding the student's undemandmgs of scaigs and modes. ) |
Physical Education Program. Evaluation an anaiysls of fitness. e

tests. - ) |
Mnoss A?mlmstrat'on Progmm Syst
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CAl & hnance® gata bank on mﬁa';dwammem T

Sl — mmmwf%wwmmm B
. brveder ks¥ings, bym"w;muoeaniacuny nvotyements :n the
Summer Resource Laboratones A vanety of other projects were
undertaken by indviduals and groups. ranging from the general, such
as an manvidual's becoming acquainted with media usage. to the

* more specic. such as a faculty member’'s working with his student
co-leaders to pian a C | course. The examples that are grven here are |

intended to show the breadth and of faculty involvements in
the SRL's. .

g Progress Made Toward the Goal
The Project gaal relatmg to facuity was expressed this way: P
e To foster faculty deveélopment foward a more responsive and

- 5

e T T supportive role as a human resource fac‘marmg Studentiearning L—
and maturation in a wide variety of contexts. -

‘e ; Al the course revisions and developments ment_ioned above may ,
be well and good for their own sake. In terms of the Project goal, ,
however, faculty development is the central issue, and not new
courses. Thus, the chahges must be examined for what they say .
about faculty.
Certainly the Austin College faculty have been actively involved
during the years of the Project. The type of involvement, indicated in
< the examples given throughout this report, shows substantiat
progress toward the goal. Many changes have occurred in response ‘
to concern for the individual student and in recognition of differences
in needs, styles of operating, and gbals. Thus, the student §as more
choices, both within particular coufbes and throughout a whole ¥
program (as ip designing a concen’:‘tlon) This type of chafige
seems to indicate much faculty movement in the direction i dicated
by the goal.
At the same time,.with mdlwduahzahon has come, in many
+ instances, a different role tor the?aqulty member. Students are
working mbre on their own, with fac ity correspondmgly, rving
.more as guides gnd resourges. Thr;i:ole change is also apparent in ,

.

of Summer R urce Laboratories. fncluded the drafting of a set of ’
of varied $cope to gommunicate both the purposes

- and some of fhe processes of the BRL. Five of these twenty -

it rather directly with faculty development in the area

| methods: ° s L
ide faculty with a wige range of experﬁnces Invarious

~




o —To help facuity scgque skiis m vanous teaching methods and
- tmaﬂd in yhtzng educathonal technology -
r —To prownde ungerstanging of the potential of educatonal

technology and grve tacuity the opportunity to deveiop siults
using mecha and the computer.

.—To mwwmmsmm&mnmdm =

obyectves. -,
—To bhelp faculty acquire skslls In developing and using moduies -
The planners of the Total | nnal?ropctwefeawaremat

Za previous informal sufveys had Yevealed a great variety of P g

teaching/learning methods and\tybs in use at Austin College.
- strategies would be entirely new to the campus. o
ol 5] T N e e
al development to support the * ‘Changing
Tasks and R inHigher. Education’ referred to in the subtitle of
the Project. ial attention was paid to v s "'leamning modes”
during thé séveral Summer Resource Laboratories, and progress was
reflected if a cotiection of abstracts of individual faculty efforfs and in
reports on program development.
)

ﬁ/aécogmzmg that other forfns d‘f evaluatioh and reporting could
n

counted on to provide systematlcalty for information on this
nd of program devgiopment— the Project Office devised .
y "questionnaires based on a prehmmary set of faculty abstracts in =
" 1975. The items on the questionnaires were 38 cumulative list of the
/ instructional methods faculty said they were introducing, expanding,
or developing as they worked in do;mpbnmng during the
summers. The intention was to find out how important and
wide-spread these methods and strategies had become and to‘what
extent they might indicate the directions of significant change in the .
educational program. c
Each faculty member was asked to respond concerning each
course taughit during the Fall and Spring Term-of 1974-75 as to which
if any of the approaches on the list wefe scgmﬁcantly used with that . .
particular class. Then the Program Director for each of the 21 |
curricular programs was asked to sumrlarize the results for his
program and to indicate which items on the list had been significantly
increased since'the 1970-71 academic year. The cover memorandum
to Program Directors attempted to focus this inquiry on two broad X
quostions . . )
What is the. IDEAS at Austin College educational program like as .
to its approaches to teaching and learning? .

In this respect, how is it ditferent from the Austm College
cumculum of 1970—71? \ .




’ Edutational Resources and Interactive Computing Servic# Units of

listed on lonnaires included, somewhat arbitranty, onty
those iden in the preliminary set of abstracts (there was no l
menton of lecturgs, for exampie) Aithough Jacuity were invited to !
~  add to the hist and many did so, the additronal items were so variously \
worded Mhi:uld not be rpasonably summarized: Both the
© quegjonnairds 8T taculty and those for Program Dlredtors called for
I personal judgm&nts concemln significance, deliberately avoudmg . .
" 1, any attempt t» define for the f pondents what might pro tos
constitute either “significant use” or “s,lgnmcant increase hus the °
result is a composite picture of faculty and Program Director
perceptrons regatdlng a parpél list of strategies, resources, and

mdwldugelzéd nd student-active modes ot instruction-and in the
varied uSe of educational mgdia and technology. The most dramatic
increases were in peer teaéhmg, self-pacing, alternate assignments
or alternate Iearnmg tracks in the samercourse, sinfBlation games
and such media as audio tapes, films, slides, and film strips.
Somewhat less dramatic but also impressive ére/fhe increases in
student-originated proleCts“ln courses, task group approaches .
programed mstr/ucuon and~ of computers, transparencies, and
videotaping. ' * ) .
Independently derived data are available on media 'yse and
production and on interactive computing in the records of the ' | ;
- the Lnstltutlonal Project. These datg. confirm the j dgmentsto(‘
" program managers concerning the radical in e in the use of’
educational technojogy. Media records indicate @n increase in all
» categories of services ranging from a-ratio of three-tp-one to a ratio ' .
of eighteen-te-one duringthe period of the Project.w .o
The Interactive Computing Service Unit reported that t
ditferent programs made major academic use of interagtive :

.

computing as compared with only marglnaluse prior to the Pro;ect :-1"‘
Applications included use of testing modules and the iptr uqtlorp of /
data retrieval applications. The unit's ‘principal pb;ect' —thatg! &

omotmg and a&mstlng in the us€ of computing in th educatiéﬂil
program—appears to have been well realized. in addition to the /1 *
familiarization program, between one fourth and one third of the
faculty make occasional.yse of ihteracﬁve computing ps appropriate '
to their needs. Attitudinal changes are difficult to a S
reasonable progress is evident in developing an opemhess gnd <7
rqceptwtty to computer-based methods and materiais khroughout the -
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: T |
- TABLE | : ¢
: SURVEY 6F INSTRUGTIONAL METHODS WSED IN ™HE .
- v 21 CURRICULAR PROGRAMS AT AUSTIN COLLEGE 1874-75 . 1
‘ T .\ No. of programs
+ ' . No. of programs  Reporting
- reporiing signii- cant incresse in
: ,cant use In . use compared o
inetructional Method 197475 ( 1970-71
Use of educational technology :
Slides and/or film strips . 18 \ 12
Transparencies . . 16 . 10 . h
Audio tapes 13

1 .

Cinema (movies) 7

- —Computer -
_____Simulation gamés S
Videotaping ny.
 Live televised mstructlon /
, Laboratory; “'learning by deing™
Use of peer resources
Peer teaching
’ Group interactive methods
Task group approach
Discussion group approach
, Use of problem solving approaches )
Use of programed instruction i’
Use of self-pacing competency- Ievel'mater
. Use of alternate tracks in the same course.
Use of choices among assignments in course 19

/

* 'Use of learning contracts | - 11
/ Use of student-planned courses - 14
/ *Use of student-originated pro' cts in ‘ .
courses - . /15
Use of conference mode of individulfized . . |
instruction other than/n directed and : o .
.t independent study gburses 14 7 |

01 the twenty-one .cumé.:lar programis, the number shown reported a signmcant in-
*crease in the use of this' method. resdurce, o ategy in 1974-75 as compared with
1970-71 For two of these — Communicatio
Policy Research — there were no compar
others — Communication Arts and Geograi
radical expansion and refocusing since 19 71 Ten other programs have been funda-

+mentaily redesigned throughout. with varymg degrees of cumcular revisioh in the re-
maimng programs




educatnona! program 4 v

K 'Theseseparatq,teponsofmem:aandComputmgU ts
reinforce the findings of the Instructional Methods Survey Afl results
clearty ntiate the main conclusidn there has been broad-jcale
, t in the direction proposed and fostered by the
al instit Project.

N a more general way, results of the insfitutional F unctromng
: and the Instutiona! Goals Inventory show that faculty and
‘ Bty percerve innevation as a commPBnplace occurrence at . v 7
) - Austin College. The specific nature of the innoyations occurring is

. ot identiffed in the Inventories, but that should be apparent from the
« earlier narrafive of this report. :

In regard to the SRL, all evidence mﬁcates that it was an

students cited the‘SRL a&benéﬂmLanmnliwas supported :

. numerous timesin reports of individual faculty on their SRL
" involvements. An excerpt from the report of the Student.Program
Adwsory Committee-illustrates their feelings: .
The Summer Resource Laboratories have been very valuable. In
fact, it is consitiered suicide to discontinue them . . . One
indication of the value of the SRL is the-amount that has been
accompllshed each summer, not just in programs, but inthe
renewal of people.

Thus, some students have seen a change in facuylty. It appears that
the institution's resources were marshaled teffectively. and that the
primary approach used to reach the goal was well received.

-Furtheg evidencae of role change is woven throughout facutty
.agcounts of therr experiences. In various places faculty acknowledge ’
a shift in the use‘of their time. Not that any savings in time have been
> effected by the Project, but some faculty have indicated that they

now have arfd take more time for individual assistance to students. In
turn, this out(’:ome uggestgAhat faculty have (estructured courses.
: and that the restructuring fras-been done in such a way that taculty
roles are more facilitative and supportive.

Problems do remain, one of which is the concern among some
faculty about the. extent of their involvement in the interdisciplinary
core courses. This concern is related to overall workioad problems.in
general. The report of the Progtam and Project Steering Committee
expressed it this way: 0

P co Tﬁroughout the program reports a cqmmon theme, perhaps the
" number one issue, is time for facuity to'do their work .

A3

!
¥

5

Related is the expressed frustratron of havmg to meet v
V. mterdjscrplinary demands, with a resulting loss of competence in
the faculty member 8 area of expertise. Facuity feel they should

t
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N qivepnomym(heuseommetoﬁ\errownd‘;phne The
. perceived reduction in effectiveness in the disciptine is dueto
o both an overall time problem and tfie invoivement-in
interdisciplinary activities. The frustration’in being unsati*red n
one's activities can be debilitating. Also, individuals differ in their
ability to carry on different kinds of aetivities simuitaneously.

Certamly, part of suph a response is natural during a tumé‘g peak
actjvity, such as the Total'Lsmmlonaj,Pro]ect And the resistance to
core nvolvements may alsd be natural in an € oational program that
has so recently mstrtutronalrzed new ones. Fhe resistance may -
,decrease on its own as time passes, an other procedures are

— T .
9 hl.“.m ST oot :V__/‘ - Lo

As \gvit?‘l student role changes, precise docamentation of taculty
charige is difficult. The case étudy approach has been used in this
chapter to try to provide so documentationi. The many mstancee of

" In regard o the three goals of the Project, there are some
feelings that the fipst two (student and.faculty) have been .
achieved, although documentation is difficult, From an )
educational pomp of view, techniques have been followed that
shqutd tead to tostering self-directed Iearnmg and facllrtatmg the
<. ' maturation ot ‘earning. The use of the techniques can be .
. : dosumented . ‘ x oo

. . 3

Moreover fostaring faculty devebpment is also a process asis

fostenng student self-direction. Perhaps the Austin College faculty is »

~ notyet to the point on the continuum where there is egse and .« |
advanced capability jg facilitating self-directed learning on the.part of

students, but progres ves seem to point toward }hat direction. ,

. 0 i
v i .
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Imipact of the Pro,ect On the
Instltutlon

Statement and Amplification of the Goal Relating to the lnsmutioh ,
The role of the institution, and change in that role, were considered

crucial in the Total Insfitutional Project. An obvious factorwasthe —— - - —
need for the College to be supportive of the Project activities .

undertaken by students and facuity. But there was a fundamental “
concern for sustaining the spirit of renewal beyond the period of the
.- » roject so that change could become a built-in mechanism of the .
~  College’s operation. The Project goal relating - to the |nst|tut|on ’

expressed this concept:
To develop and implement College-wide structures and modes of .
operation which will enable the College to maintain a process of
institutional self-renewal on a long-term, continuing basis.

Many items were ificluded in this broader goal, each a significant
factor in itself and at the same time a necessary constituent part of
the broader goal: . ( -
a. To combiné many reform and self-renewal programs, some
. common and others uncommon, to forge a unique  }
comprehenswé effort involving all members of.an msﬂtutvon and
" coordinated from top to bottom (rather than segmentally) over a
four-yeafr period.

'b. To use multiple means simultaneously to change an
institution—new calendar, Summer Resource Laboratories for
retooling courses, infusian of consultants, new gove nance and
management systems, new rewaw/systems for fac ty and staff.

¢."To work on administrative role chanées and admlmstrator/
faculty relationships iconcurrently with educa&{onal role
changes and faculty/$tudent relationships. '

. d. To strive to gain acceptaﬁce of educa/tional research and .
development as a part of the career responsibilities of liberal arts
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faculty members and as a means of meeting the future needs for
educational creativity and Je@adership on a broad basis. *

e. To devetail current ti
with newly developed on-going programs so that they becomé “~—
part of |Qstltut;onalszed stripeture$ for renewal.

- f. To institutionalize the potential-for continuing renewal not just
’ by lines on an organjzation chart but also by nurturing the
capabilities and talents of individuals.

Several of these sub-goals were stated in a ge eral way at the
time the PrOject was conceived. In the original p;oposal the |mpact
1 ofthe Project on the institution was seen tgr% way:

_ This groject will aljpw Austin Collsgb%)\t:engthe}\its
commitment to plafning and to purposeful change.The
T R -f-é‘éﬁé‘e'ntr?tédeﬂonan ‘arelatively shorfperiod of ti
" ‘comprehensive project (iffvolving all aspects of the institution)

will ﬁrovide?tual benefit &nd support for all parts of the project.
Such concentration, however, demands intensive work and
productmtﬂ Austin College is ready for this peak level of, activity
in order to sustain the significant pr095e§s and momentum which’
have already developed. ’ ~

The Collega will continue to fulfill its role of educational
leadership ih the Sauthwest and service to higher education
, through this project. The College will be able to aid other
institutions and be benefited jtself. Media and ‘educational
. techndlogy will besused along with cooperative interinstitutional \
relatlpnshnps to establish effective and economlcally feasible .
programs.’' !

More tigin anything e*se the quality of the Austin College 4 \
- program—witf» the impact of the humanities in elevating valwe \
: consciousness of the entire program angd the impact of the - \
sciences in prowdmg rational. methddo]ogles and resources for <
k programis—will change the substance and the style of the
N ucational process in significant ways.

Smence and humanities education will’be improvéd within each, .
. dlscnphne and area. Each existing.Course in the sciénces and-
humamtnes will be completely redesugned in terms of the ne

.

" or programs. These programs will be individualized to meet
student nieads and less formal approaches will be used in bo

M L

. L
'This paragraph refers to interinstitutional pam-of the Project which m
and thus were not undertaken. - )

oM o L
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. ’ . ) k
on and off campus p)r‘ogra\i. /
A set of processes tq effecf’chamge in education in terms of new
goals for ed; ion and a of new evaluation procedures will
"~ be developed and tested. example, the evaluation of faculty
for promothen and tenure must be responsive to the new roles
* and the new program. Institutions must under$tand better the
processes of purposeful change and strategles for cooperation
and evaluation if they are to survuve in thus crisis time for
educational institutions.

. ThUs much was envisioned in regard to the institution. This in
turn called for a variety of approaches to strive toward the goal.

‘Approaches Used to Reach lhe Goal

The “Total” Aspect of the Project

a series of separate’ \/

pro;pcts It seeméd that too often efforts in one area became “‘lost”
because everything else in the larder framework continued as usualv_/\
Moreover, the total approach meant that all the pieces would be

hasis on working together, with
mon goals in advancing the

workmg together and change.

Further, increasingly the economics of operation was becommg
a factor. Separate operations had the potential to accumulate costs
and problems that could be almost impossible to handle. Thus, an
approach was needed that could be more flexible and move more
quickly to make impact on the entire institut‘ion. Technically, the
Project appeared as an operation outside the mainstream of the
College’s yearly activities. Most Pro;ect involvements came in the
summer. During the year, the Project Office monitored progress,
worked on plans for the next summer, and had direct relations with
advisory groups and individuals. Operationally, however—the Project
was much more compllcated and even seemed a paradox. In one
sense, it was a separate undertaking given high priority, and in
another sense, it was the basic operation of the College. Wih the
educational program already Iegrslated and being rmplemented I;y the

[
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Project, the Project Was integral to the everyday routine of the

College; yet it was new, subject to experimentation, change and

improvement. The reguiar co,llege program with faculty, students, .

deans, and committees was involved, with individuals performing

usual functions, but also with people studying and evaluating whaﬂ

was being done and plqﬁning next steps. Roles were changing and

the frustration with the/mix of the old and new roles resulted both in

attempts to perform neéw roles or techniques and in slipping back into

old patterns. Thus, the Project was operating the College “as usual”
in terms of the regular schedule of events, and simuitaneously it was
also providing a whole new impetus for change. This mixture was °

" symbolized by the existence of the Program and Project Steering

Committee, a group of administrators who assured the fusing of’

Project and regular activities. Such fusing underscored and provided '

a means for the totalness of the Project.

And the totalness of the Projegt went beyond strictly
Project-related activities. Impact came on other College pperations!,
primarlly through the participation of the Project Director and the
Project Coordinator in the regular Governing Council, Gommittees,
and Workshops of the College. Furth®r, the Project Director, as Dean
of Educational Research and Development, was responsible for
processing proposals for other projects, such as Student O/rigina'te
Studies and individual faculty résearch.projects He alsé'was a
participant and counselor in procgdures for the development of
career plans for individual faculty (explained later in this chapter).
Thus, the Project was truly a major resource activity for identifying
issues, providing ideas, and maximizin? opportunities for the total

Office ot Educational Research and Deveiopment :

Priof to the beginning of the Project, Ausﬁnéollege established the
Offite of Educational Research-and Development. The position of
Dean of Educational Research and [ggvelopment was created and
filled by Frank Edwards. He was also named Project Director in the
prpposal to the NEH and the NSF. .

With the creation of this Office and position, the College
rgcognized the important role of creative leadership for the Project-
apd for striving toward the Project goal relating to the institution.
us, a Preject Director was not just simply named. Irgd, a
sition was created that would have broader and long8r lasting

-

as defined in terms of responsibility for educational planning and

> B
.. N

Y

development, for providing Ieade/rstzigland information on issues and

}
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mifications for the College; with the Project directorship being one
- of the responsibilities involved. ) .
The role of the Dean of Educational Research and Developmient .
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trends in hlgher education, and for helping to maintain a climate of
creative develdpment for ideas and innovations dealing with
educational problems and issues. The Dean of Educational Research
and Development ccordinated the planning ofgducational projects, .
~ proposed programs, and assisted in the preliion of projects on *
college-wide programs and issues. For exaMple, he worked with and
~ assisted faculty in trf‘é development of research and educational
. prolects coordmatmg these prior to the submission of proposals..He
assisted with the proposals the evaluations of the research, and the
operation of projects where required. In this and othér ways he :
served as a resource person in the Career Development program and .
represented the College in many interinstitutional cooperative
projects. By being an -ex-officio member of the College's Governing
Gouncil and a member of the Executive Office,-the Dean had the - —
opportunity to make input.and help raise issues so that the College
woyld be kept aware and in a climaté of creativity and innovation.
The creation of the Office of Educational Research and
ﬁevelopment illustrated a problem that many others in complex
. ~ 'organizations had identified: the tendency for routine operations to
. /" absotb the time of the line-operating executive, leaving inadequate
time for planning and creativity functions. The experience of Austin
College over two decades confirmed this tendency as a problem. .
Consequently, in each penod of the College’'s major curricular and
.program revisions, éeparate committées and task forces were
, organized, thus separating people from their regular operations for
the study and creative planning. (The traditional self-study process
4 . forreaffirmation of accreditation is designed along this same pattern
of separate committees,and planning operations.) Thus, the central ,
leadership for the Totat Ipstitutional Project was likewise separated
from the mainstream of ¢n-going operations through the T
establishment of the})m e of Educational Research and . ’

_ Development. At the same time, the Office was related to the buuldmg !
" ofa stronger and mare creative operating structure and process for
the College. g ‘ ’

Consultants, the Advisory Panel, and the 125th Annlvcrury
~ Commission
" Basic to the Project was the use of a variety of people to bring to the
. College an impact from the broader world of higher education. ‘
Consultants were certainly important in the Summer Resource -
Laboratories, as they bréught information and |deas as a resdurce for
« the College's Project.
‘ A second approach has involved-the use of recogmzed ‘
.,/ authorities to critique the Project in light'of their background and o
undersfandmg T hqs was expressed structurally through the Advisory '
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Pane/ described in Chapter | The use of the Panel was a test of the -
hypothes:s that using consultants collectively over an extended
eriod of time would be of Jreter benefit to the College than using
hem only singly or for a limitéd time
. The Panel's haison role to the funding agenmes was very loosely -
! construed by the Panel and was focC pnmarily in guiding the )
evaluation of the Project. With the Panet, outsiders who nonetheless .
had become famitiar with the College and.versed in the progress of
the Project were available for help.in formulating evaluation pjans.and
for actual participation in evaluation.
Thts experiment in the use of consultants was a most heipful
device. It not only gave the College better use of consultants oyer a
three-year period, where continuity and getting to know College’
and one another werg extremely helpful, but also the t effect of
the Advisory Panel was beneficial, with the interplay—even the
ditferences of opinion that surfaced as issues were faced—being
instructive. The liaisoff role to the funding agencies brougfit degree
of objectivity and “arms length” evaluation to the process. in Wis
regard, the-Panel was especially helpful in identifgng criteria and
estabhshing procedures for the interview part of the evaluation plan.
The Panel's own evaluation of the Project is contained in a separate
, report submitted to the funding agencies. i
A third approach to the'dise of outsiders occurred during the time
af the Project, though it was not directly a part of it. This was the
25th Anniversary Commission of 'ustm College. Created by the
rd of Trustees, the Commission was composed of 125 people with
arious backgrounds and areas-of-expertise. Some had particular
interests in programs, while others had ‘specnal constituency
lationships. .
The Commission accepted a threg-part charge from the Trustees, -
?) to review the College’s educat»onal program and to make
ecommendations for plarmiflg next steps, (2) to broaden and
trengthen the College's constituengies, and (3) to focus attention on
ustin College during its 125th anniversary ceiebration. To
ccomplish these objectuves the Commission was organized into two
mittees and constituenci ’
mission and its functions, there °
25th angiversary.
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Project and its installation of the IDEAS educational program. For

exampie, there were several special events which provided -

communication and education for the College’s constituencies.

Publicity material for the 125th annfversary added to the broader

public understanding. The 125th Anniversary Commission concluded ’

its ' work with a report to the Board of Trustees entitled "‘Bridges to the

‘Future.” This report and related Commission matenals have been fed

into the Project as additional cntique and suggestvons for
pgc?am ad)

consideration in ustment,

Professional Develepment of Faculty and Staft .
Providing resources for personal renewal certainly was done throudh .
e Project, especially its Summer Resource Laboratary. This was
'so considered a part of the College renewal a:med for the
instrtutional goal. -
. At the time the Project began, the College was in the early stages
of ptanning and developing & Career Development Program whereby
faculty and staff needs for growth would be cogrdinated with the
institution’s needs. Self-fulfillment of the individual's own professional
gouals was to be facilitated through the contmuoqs support of the
College. : :
The Total Institutional Projéct and Career Development Program :
were related both substantively and philosophitally from their
beginnmngs. An early statement of that relationship came during an
April 13, 1972, meeting before erther of the Project’s supporting
N grants was awarded and before the Austin College Board of Trustees .
had taken ofﬁcnal action to approve the Career Development
Program When a question was raised about possible faculty .
reluctance to participate in one of the self-assessment and retraining
' pr?ures of the first Summer Resource Laboratory, the Project
r

Director's response was an unequivocal expression of the
refationship: ‘ !
We shouid not present the Project and the summer activities as
something apart from the continuing relationship of a facuity
. member to Austin College, in the Career Development Program,
' that type of growth will be infused rﬁto the relationship s a whole
-and not as a separate summer actmty

The Project will be the strongest way for a faculty member to get !
at \he busmess ofCareef Development.

anomer way, the concept of the SRL—the Conege s .

ulty develop professionally within a framework of joint

that meets the needs of both the individuatl and the .
be institutionalized in the Career Development ..

ERIC- - - 140 :




Career Development emerged from the Colledge’s concern-for
faculty and other program personnel in today’s changed situation in
higher education, changed in terms of the concept of tenure, job
markets, evaluation, obsolescence, creativity, salary and economic
conditions, and new roles and career requirements, especially in the
-small liberal arts college. These all combined to bring new thinking
about faculty and staff, the key to the quality and creativity of the -
College-and what rt-can go for students .
. Accordingly, a task force was appomted to work on these
problems. As a result of that and other staff work, the Board of
Trustees took major actions regarding the College’s personnel policy,
all interrelated and in some ways touching on the Career
Development Program. -
. Thererwas a reinterpretation of the College s concept of tenure.
Professional development of the faculty member was buiit into the
_Career Development Program and required of all faculty, tenured'and
non-tenured, and other program staff personnei in this way the"
College began assuming the risk of keeping a faculty creative rather
than relying on turnover of young faculty. It was the risk of having a
high percentage of tenured faculty and the risk of having higher \
salaries far older faculty. Careful evaluation and standards for :
promotions and tenure would bé needed, and the decisions and
administration of these judgments would have tb be handjed carefully
because ;f the long-term implications for the quality and creativity 8t >
the facuity. At the same time, the chariged job market situation with
the surplus of doctorates meant alternative career develbpment plans
were ialty important.
A new compensation standard was designed to nnsure that the
College would build in salary levels that would be realistically
competitive. The millmum target for average faculty compensation is
the mean compensation in twen'ty other institutions ‘specialty od
for a balance among the various types of colleges and univefsities
with which Austin College competes for faculty. Salaries of individual l
faculty are based on the contribution that the faculty member makes i
to the College and on the merit of that individual's performance and o
contabution, adding to the security of the new tenure policy. v I
l

4

The Career Development Program itself becarfie a process for '\
each facuity member to document his understanding of his present -
role and responsibility aj Austin College. Career planningand '

evaluation became the key factor in promotion and tenure questions. .
The faculty member must be specific about his peponal goals and |
- plans for professional development, and propose a specific plan for J
the next four years. He works out the career developmeht plan with. .
his Program Executive (Area Chairman), dnd there is aieo &vailable a 1]
'
*\
|

development oouﬂselor appomtod frorn the tenured faculty,

»
L]
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and others to assist the faculty mémber in thinking through and
planning his career development. This process is done on a four to
five year cycle arid# a basic element in the individual's self-renewal
processes incorporated into the total program of Austin Coliege.
‘The Career Development process takes somewhat the same
approach thagthe College uses with students for personal
goal-settirig and educational plans and applies i to faculty. It also
attempts to match the personal goals of the individual with the
institutional goals and priorities and educational ngeds. When both

personal goals and institutional goals are ¢coordinated, the personal

- fulfiliment of the individual contributes also to the development and !

the success of the College. This process then results in the
individual's plan for short term study leaves, special projects, writing
a book, research, sabbaticals, etc. The individual's plan is
coordinated with the College’s plans, schedules, and ability to help
underwrite portions of the specific pians. The pian becomes a
conscious and spacific effort Yor the personal growth and .
development of the individyal faculty member in the context of the
Coliege’s capability.

in terms of the Total Instnutlonal Project,the Career )
Development Program attempts tg provide’in a more personal way for
the individual faculty member to tontinug professiona! development
along some of the carefully considered ghd relevant ways that were
part of the Summer Resource haboratory. (Even group approaches .
either during the year or in the summer are still possible.) The™-. *

. Summer Resource Laboratory was very xmportant in initiating faculty

into processes of personal ooat-settmg and evaluation.

Thus, ‘what is happening in higher ‘education, what is relevant tor -
the Cotlege and what is relevant for the individual are all parts of the !
context for the continuing career development concerns. Carser
development becomes the-essence of fighting the problem ot
obsolescence. With the career development process really working, * -
both for the individual and for.the institution, it is one of the keys to
individual and institutional self renewal.

) Goel-seiting, Evalustion, and Renewal on the Program Level

Oneofmomttwﬂiﬁcantcomrbubomoftheﬁoncttolong-torm N
institutional renewai was exposing faculty to and gmng them °

expedenoemtheprocmofgoﬂ-utthgandw tnrohtionto .
programs. This came abouthrough the Su ‘

+ Laboratories, first in regard io core program witumpoct

" was not funded. . ' .

!

Q

to departmental programs. In theongmalpropoultoNEHmdNSF
Mmammmmmmmmmmtodedwjthm
mmmmwm Th&dompm.
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" structure and management, and a great;deal of experimentation had

(]

* *  Yet the College kne}v h%?o deal with this basic problem. Thus,

&

/'

without Project funds, th e expanded on'what had begun in
the Summer Resource Lgboratories in terms of program renewal.
This was done by desig ng and installing new governance and
program management systems. -

Austin Qpllege has a history of concern for effectwe operational

occurred over the past two decades or more, in more recent years,
however, the change process had greatly accelerated—change in the
conditions and responsibilities of college operations and
.interreiationships, in fast-moying external conditions, and in the
imposing of legal restraints 4nd affirmative action responsabdmes
Neither the former faculty govemance in the "town hall meeting”
approach nor the authoritarian approach of a president,
characteristic especially of the small liberal arts college, seemed
- feasible any longer. Any combination of the two did not really suffice
to.deal with the modern problems of a coliege and its leadership and
management. Related was the changing role of Trustees, both in
terms of corporate and legal responsibilities and liabilities, as well as
constituency representation and participation, and in heavier burdens
of institutional finance. Such changes created new concerns for ways
to preserve the vaiues of the former systems and ways to design a
structure and management program'that provided for-creative
programs and leadership and also for effective but flexible methods
nfcporabon adequate to deal with ramdtychangmgoondvmm
the OPENS
Gid e study of
b&m action untit &

after program changes had been N

legisiated through the regular ais. Also, 1t was understopd that
hestﬂcturewastobebasca!y: erofthaBoardoanmou'
ethod of sharing its responsibiliti forgavefhance facujty*’\‘

administration, and students. A ingly, the issue of structure was

a matter of Fecommendations by the President to the Board after z
study and staff work had been handied through members of the

Cotlege community. :

Thus, after the new educdtional programs had been legisiated in \
1971, a process of study and experimentation was undertaken- .
regarding the problemsilf structure, governance, and management. ~
In meetings and workshops 4gith faculty and students during 1973, 7
ditterent models for gdverning} boards were studied. Related were
struggles with different r’ﬁa gement philosophies and techniques,
such as management by objectives and program budgeting, and with
- paradoxes related to management, such as the necessity for change
versus the natural human tendency to resist change, or the

‘recontitiation of broad participation with strang and responsible - -
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reviewed the procgsses of various other commmqes and thewr work - = '

f Finally, all the studies and statf work were consolidated, but no
far direction seemed to emerge " Thus, a Board of Governing T

Counciis was established asan expenmental way of t

. month for an entire year, r :
\\“ : \xefms ot col janous alternatrve
ign that would be
appropnate for Austin College. This process proved to be a very
one for gammg understanding ahout the complexity of the pr hie

*  Through some additional staff work, a different apgroac X X : B
designed. This approach considered the governing process more\\ij
from the standpoint of ingividual program units and used themas ~ *
building blocks to design the system The Board of Trustees then had
to define the structures in such a way that it could share the
governance responsibility. This resulted in the establishment of the .
Governing Couaci and the Program Management system.
Four elements are invoived n the new governance structure and
in the Program Management Systems These are a comprehensive
partnership style, program operation and processes, basic stance
' " and pohicy. ‘and sharmg of respons:bnlrty.
4 .-
yv a Comprehensve Partnerstup Style .
| . ~— As m’ore cooperative approaches are empioyed in the
a ' teaching”leprning sitaation, 50 160 are simiar strategies being
adopted in the operational side of the College This
sive parteership style means that a total approach s
rd to the College’s organizaton and structure.
— from trustees to students to constrtuencnesa is-
for effective and efficient use ot human and financnal

—=KeytoThe Program Manggement appscach and fitting it into .
e broader governing structure is-defining each “program™ or _ Y 4
‘operating unit by functien or asngnmem and then considering

T & 1
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{ © how to put those program units together @sbeting blocks for
the structure. Basic also is the striving toward a creative
approach in each program unit where it counts most andswhere
. the people most gencerned with the program are. The “'Program %
nsible for the program unit and has an advisory
or input and evaluation. Each program unit assumes
ed responsibilty, setting goals required to carry out
* the program activities, and defining both the necessary «
resources to accomplish the tasks ang evaluation procedures for
__determining how well it was done. This operation call$ upon the
- "~ "taculty to serve the College and carry out its operation at the |
broadest base and as the cruciaj point of quality for the individual
program.
- Administrative units for program operation and coordination,
are grouped into four areas or dwnsnons-—Humamtles Sciences, ’
/ Soc;a%‘ iences, and Edycational Advisifig. Each area is headed
by an Bxecutive rgsponsible for the Brogram budget and -
operation of the division. The Program Executive shares as
appropriate with each program director the toois needed for
carrying out the ptegram and the challenge to have a creative
program of excellent guality.

A matrix type of structure is a part of the Program .
Management system to increase understanding of the N
mterrelated nature of the many programs and statf assignments. 4
Fundamental to this matrix is the concept of multiple : 'nu

assignments (the *‘wearing of two or more hats’’ and indeed
. being responsibile to several peopie for ditferent phases of the
program). it also provides a home base for each faculty member
in his fiekd or discipline program. The matrix is also .a method of
identifying thd number of multiple assignments and the workload
- for the individual facuity member, and keeping both in a proper
: balance ’

. The coordination and communication regarding the program
are the initial responsrbnlrtrm{le Program Director and the
Program Executive, alithough the Administrative.Secretariat is
uttimately tesponsible to see that statf work i§ completed and the
* overall mstrtu‘ﬁonal goals and stance of the College are being
met. .

. One of these ofhef devices is an administrative coordination
group, the Administrative Secretariat. Composed of the four
Program Executives, théOaan and-the College Secretary, the
Administrative Secretariat itthp ficial and Coliege-wide way of
|documenting and cCoOmmunicy decisions by program units.;

" 'Aiso, budget and other resourcls are brought to bear through

the Secretariat and its related Oxecogvo operations. o,
) .
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The Program Management System is designed to produce - -
for each program unit a statement of understandfng about its

;;;;;

Y to accvrppT’h its goals an mventory of resources requested and
made available to carry out its program, and an understanding of
f, the evaluation process and reporting of its accomplishment: If
* this succeeds, then much will have been accomplished. And the
» accomplishments will be a direct outgrowth and extension of the

" processes initiated by the Project.
Further, the Program Management ‘processes are scheduled
on a short-range (this year and next) basis as well as a longer, N
five-year basis. Results are to‘be coordinated and summarized by
the Program Executives. Thus, the Program Management System
has the potential to produce a full statement of the Co‘lege s
program and operation, the type of statement us to the
regional accrediting body. Accordingly, with thé€ help_of the
Southern Association of Schoois and Colleges, Austin College is
using its Program Management System as a non-traditional
. approach to selt-study for 1965-1975. Much work done for -
. evaluation of the Prq;ect is being‘used in the non-traditional
B self-study. Austin College believes that this approach is more x
appropriately focused andl will demonstrate the quality of the
program in meeting more thafi the traditional standards of basic
- accreditation. It may also, with the help of the Southern |
Association staff in analyzing the procedures and results, provide
some clues to a better approach for thé'self-study process in the
creative liberal arts college. - . .

v "c¢. Bgsic Stance and Policy
. . ‘Basic changes in program or pohcy especially as they affect
several program units or the fundamental stance of the College
muyst go through the proper legislative channets A program
change within the program unit’s responsibility which does net :
. - affect others, can be made by the Praagram Director, with the
', . coordination and assistance of the AdminBtrative Secretariat.
—All changes are reviewed by the Administrative Secretariat,
andal any major change in the educational program becomes a
legisiative matter for the Governing Council. While the Program
Director, with any assistahce from his advisory committee and his
Program Executive, does the staff work for the legislative
process, the Administrative Secretariat determines the adequacy
of that staff work on the legisiative matter (and aiso on some
college-wide matters with a task force or ofher committee work
* required before it proceeds further in the legislative process). . _ -
When adequate staff work has been accomplished, then the '

~
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matter goes to the Governing Council.

The Governing Council is composed of elected faculty and
student representatives and includes administrators and staff
fepresentatives. Also, a Trustee-in-Residence and the President
are ex-officio members: There are two safety valves in the

. legislative process. One is an elected Faculty Review and
Advisory Committeé which serves as a “‘watch dog’’ for the
faculty on legislative matters, especially those dealing with
curriculum. 'Eus committee has the right to ask for
reconS|deratlon of a legislative matter or even to ihitiate an -
appeal procedure. Such procedures mdy evolve after faculty
‘discussions and go to the Board of Trustees. A_second group is
the Student Program Advts0ry Committes, "¢omposed of elected
students and officers. The student group functions in a manner
parallel o that of the facuity committee, with particular interest in

. . matters affecting campuys fife. {

Any item, within a single anit or not, which affects the basic
stanoe of the College must go from the Governing Council to the
_ Board bt Trustees for consideration, The Baard of Trustees thus'
retams legislative responsibility-for major policy items,

d Sharing of Responsibility
institutional leadership and administrative matters were
carefully considered by the Board of Trustees, especially after
N they considered the role of Trustees in providing the continUity,
N corporate respopsibility. and leadership necessary for )
perpetuating the role of the College. A considerable amount of
discussion focused gn the way the Board itseif operated; how the— -
Board was staffed to carry out its aperations, and how much
¢ delegatoon and sharing of responsibility was possible in terms of
operanon Thus; as seen in the principles aiready
. enuncialed, thgGoverning Council was created to serve as the
on-canfPls legislative body. For the paralfel operational side, an
Executive Office was established composed of the President and—, 4
other designated executives. The Administrative Secretariat was 77
* designated as the device for coordination, communication, and
expediting of campus operations.

" Aseparate Corporate Office.was also establtshed composed
of the President and certain ather executives, to be concetned
more closely with the operation of the Board of Trustees, finance,
construgtion, and development. These activities are broad

e corporate and institutional matters where Trustee involvementis "~
’ more crucial. The corparate executives work with the Trustees

and also call onmany of the administrators and faculty membe,
. within the college campus community to assist with coyp’

¥
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In both the Corporate Office and Executive Office, the
concept of the multiple executive or team approach is used This
means that although the President is responsible, his
responsibility i1s shared with the other executives for their
respective areas of responsibility They operate both individually
with multipie responsibilites delegated by the President, and
coliectively as a multiple executive team. This same principle of
shared responsibility and the team approach appliés at other -
levels in carrying out the various program operations of the
College.

One of the significant prlnmples througho
designm of the structure and of pr
the use of students and sharing of fesponsibility with them. The
traditional student government wag’abolished a Aumber of years
ago, and undoubtedly the 'pflue e of students in the
governance process and in the Pyoject has been significant.
Students are involved in each of the program advisory
committees, and their input at that level is broad and significant.
And there are other more obvious and more specific
involvements of students. These include the Governing Council,
the Residence Halls, and the Student Affairs Office, staffed by
students and a part of the community living operation. Another is
the Student Development Board through which students are
involved in the development of the College, both in terms

during their college careers. .

- The interest in self renewal is cially evident in the ;
Board's sharing of responsibility in ‘the structure and the program
management system. However, it is alsa included in the Board’s
own cycle of review and evaluation. The Board is a working
group, and each year it examines a major part of the College’s
operation. Over a four-year period, the Board studies the entire
College program and operation. That kind of involvement at the
highest level helps to assure renewal.

The Program Management System attempts to build in the
ptanning and creativity at the tirst line of program operatlons
Because the risk is high (in terms of the experience’pf business,
government, and the College itself) in instituting ;ﬂanﬁing and -7
creativity at the operational level, the College has Qreat°d the
office of Educaticnal Research and Development as a safeguard
to insure the continuation of creativity Yet why shouldn’t the -
people who know the problems best, and who are the source of -
many of the best ideas, be able to give the creative leadership? If
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the system is proper, it should encourage that type of creativity.
Such a broad based effolt is worthwhile; and creative
procedures, forces, and keadership are posgible.

Progress Made Toward the Goal -

It is important to keep in mind the broad goal concernlng the
1 institution:

To develop and in;plemen College-wide structures and-modesof ~—— -
. operation which will enable the College to maintain a process of - -
institutional self-renewal n-a Iong-term continuing basis.

The precedmg section attempts ‘to show that "’structures and
modes of operation” were indeed developed and implemented. One
of the modes of operafion concerned the totalness of the Project, and
evidence that the Project was indeed total came through the In-Depth
interviews. There faculty indicated that it was not apparent which part
of the institution benefited most from the Project. This result seems to
indicate that the Project had a pervasuve impact throughout the
College.
*  But as for continting renewal, more is needed. Obviously, the
Oftice and position of Dean of Educational Research and
Development dre crucial for the College in terms of its educational
creativity and leadership. Both will be maintained. Although the
position is vacant at the moment, the functions are shared by several :
people in the.interim before a replacement is made. The Board of '
Trustees is serious about this kind of educational leadership and has
aiready made proposals for the endowment and financial '
underwtitirig of this position and program. On a broader basis, the '
function is now supported with a large group of faculty*and staff who
have had experience and acquired skills in educational creativity!
in terms of outside review and input from others, two new
progsams are emerging. First, a new constituency program will
involve alumni, the church consfituency, parents, and residents of the
local area. This program is being implemented at the present time
and has particular significance in that the Trustees are also adjusting
their structure with advisory committees for each constituency group - —
- reporting directly to the Board of Trustees. The program for each
. constituency group then will be carried out along the lines of three
objectives: (1) getting understanding of the College, of education, of
programs; (2) providing external leadership for the College and-
providing opportunities for involvement of constituency groups; and |
. (3pproviding students with the opportunities of educational choice, 1
|

!

“and providing money, both in terms of annual giving and in terms of
Iong-term endowmentivand estate planning. This program will work to
provide a truly interact @ process of mutual understanding and
service between the.Coliege and a very. specifically ideéntitied group
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of mdlviguals who believe in and_ are concerned about educatlon and
who are in turn served by the Collége, This re-organized and
re-vitalized constituency base will serve as a foundation for the future
development of the College.

Second, the Board of Visitors and Advusoryﬂanel concepts are
being fashioned into a gréup of advisors and visitors-who will assist
the three major academi¢ areas of the College: Scienges;.Social
Sciences, and Humanities. This-program will be f further devéb@
and installed. next year. . -

All of this effort emphasizes the total mstltutlonal approach to \
knowing what is hapgemng in the area of higher educatign and the
“impact that it should have through‘critique, advice, and consultants
on a continuing basis. The College can benefit by being aware of
those issues, while at the same time identifying the constituency
group in order to have an impact on them By providing programs
relevant to the needs of the constituency. Such two-way interaction °
can help assure the self-renewal, relevance and perpetuation of
Austin College.

Regarding the professional development of facz:lty and staff the
Career Development Program_is now fully operatioRal. In addition,
outside funding has recently been secured to’ éupport the' program.
The Advisory Panel identified both strengths and weaknesses of the
current program. AIso, however, it assessed the priority of the 9§

rogram for the College: Nag

Career Development fortunately is being considered top. priority

for funding at Austin. This is essential both from the aspect of

self-renewal which is a basic principle on which the college is
operating, but also because of the continuing new skills that the
facu1iy‘w\wg;iye to acquire in order to maintain the changes that

‘ have alreadyt place and the continuing change that is fow
also a basieprocdss at the college. v

tting and e\?aluation of programs will be continuing
gh the Program Management System and new governance
9ystem. The System will be installed fully through the College’s

- Non-Traditional Seif-Study now underway and scheduled for
completion. for 1976.

Frustration in the governance and management systems ‘tomes
out very strongly in the In-Depth tnterviews, and the Institutional
Functioning Inventory shows a relatively low rating in the item
“*democratic governance.” But it must be remembered that
governance and management changes were delayed purposefully for
one year so that educational changes couid proceed. Further delays
were caused by lack of funding, sotved only recently with the
securing of a grant from the Kellogg Foundation. Thus, these systems
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still need time to mature opgrationally, though it:can safely be
reported that the structures are now in place.

Conclusion _ / f
As the Faculty Review and Advisos Committee noted, this

titutional goal concerns projection, and progress toward it really -

“Can be assessed only with the passage of time.
some in different forms, to continue on a' more routine and regular
basis the dynamic of rdne/wal generated by the Project. Progress in
implementing these sﬁvctures should ¢come now that the focus of
attention is on therg/' . .
~. ) Jﬁ:’;” L .

//\ ./\, - |

There are ,structures/preser/u”at all lavels of the College, though P
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Strategies and Insights: An Overview

In this overview section, it should be noted that although this report
-describes the Austin College Total Institutional Project around three

broad goals, still there were many overlapping approaches that

applied to more than one gogl. For example, interdisciplinary

approaches were obviously relevant to both student and faculty role

’ changes, and structural changes involved every level of the

community * Six interdisciplinary core courses were installed, ) 5
evaluated, and redesigned with the support of the Project, Individual -
courses were redesigned in nearly every de'part'ment, and some

departments restructured their whole curricula to promote a.more

active and individual learning process.

- On.e of the major overall issues is'‘concerned with reporting and
evaluation Austin Céllege has tried diigently to collect “‘hard data"
~ to substantiate what happened during the Project Several different ¢

consultants were used in this area, and countless meetings were

held. There were participant questionnaire evaluations of three ' .
Summer Resource Laboratories and' of mast subdivisions within

these laboratories, as weil as evaluative reports by the leadership. \ .
/ During two summers each faculty participant evatuated his or her
, progress against goals set in the process of apphcation an )

negotiation, and during one summer student interviewersconducted
evaluation using sampling techniques. Each core course uses
development evaluation by student questionnaires and leadership
reports each time it 1s offered as a bass-for further curricular
revision Each facuity member's performance in each.course is gow .
routinely evaluated by student questionnaires. Also, each academic .
prqgram is evaluated annually under the guidance of a Program .
- Advisory Committee and in relation’to aset‘of”;:)gram goals subject L
" to the review of that Ce "mittee. The Prqject’s/Advisory Panel had an J
on-going evaluatwedi:ntnon as well as an iportant role in
summative evaluation and reporting. The Panel reviewed preliminary
plans for summative evaluation and gave advice concerning *
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alternatives and implementation, supervised the in-Depth Interview
procedure conducted by professional interviewers, and
independently prepared their own oral report to the campus
community and written report to the funding agencies and the
College Further evaluation procedures inciuded annual
admiristration of the iF1. iGI and other questionnaire instruments,
épd reviews of preliminary evaluation materials by separate groups
jresemmg student. faculty, and admin:strative viewpoints Other .
rinent materials include.a set of abstracts of faculty actvities in
the Summer Resouroe-Laboratories and a survey of status and
change \n mstr\ucno nethods )

There i1s abundéant evidence of more individualization, bt the
more active parhcipation of students, of a broadening of the scope of
student development with which faculty are invoived. of m:':ge\hv:ned
and more student-active modes of instruction and fearning, afd of a
rapid growth in the acceptance and use of evaluative procedures
throughout the College Mpst observers see moderate success in
fostering student seit ion; and the in¢reases in participation.
evaluation, and accouyntability seem to promise achievement pf the
goal of continuing instrtutional seif-renewal

, Stli, the documentation of role change 1s difficult outside the
case study and ilustrative example approach used in this report
Austin College can glaim to know very httie for sure as a result of the
Project evaluation s cifficult to document attitudinal changes
without longrtudinal studies Pérhaps the comparative’studies
anticipated in a separate intennstitutional part of the originai proposal
might have given more definttive answers. but that part was not
‘funded and might have been premature And there will always be
more to be done in re§ard to each goal of the Project. They will never
be attainabie once and er alt 1t1s a process one we will never !
complete Yet, we do have®ome evidences and even teelings about
what has happened so far’ Others, many othets, have already asked .+~
us about these feélings

It was originally intended that a section ot the report would |
present the perspectives and subjgctive evatuations of Dr Frank C
Edwards Project Director and Dean ot Educationat Research and
Development until his untimety death in Jyly of 1975 The special
perspectives of the College President wouid then hawe been in a
separate section Because the President succeeded to the role of
Project Director when the Project was nearty completed this section
serves for the two parts originaily planfed. puifing together and
meshing the nsights and perspectives of vanous leaders of the
Coltege and the Project. /

Here we want to relate our thoughts and feelings abdut th has
happened For some of the items mentioned, the;e’aée no datatrom «
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strict evaluation procedures to either confirm or deny what 1s written

.- But the conclusions are based on our experience and we'think we
can support these from that experience and our understanding of it
With that perspective we here iift out what seem to be the ‘most
significant factors among the programs and processes of the Austin
College Total Institutional Project

Programs ¥
As indicated earlier in this report. pr m changes have been
nugerous and,n some cases, quite dramatic Much has been done.
and this i1s reported primarily in Chapter | of this report We do not
‘attempt to repeat that here but we do want to express some msights,
concerns and feelings about particular issues and programs
Liberal Arts Philosophy Throughout its history Austin College
 has affirmed and reaffirmed the value of a liberal arts education
Today. too in the IDEAS program the liberal arts are dominant
During the caurse of the Project however there were times when the
concept of hiberal arts education faded into the background
Similarly some felt that the encounter with the arts and sciences”
«was not appropnately emphasized to students Too often eitner
the arts or sciences were neglected in a student s program This
perhaps was guite normal during a time of intense activity and focus .
ot attention on educational role changes and corresponding
development of alternative instructiona! technigues But perhaps
aiso this was a failing of the Project Now with the Project
conclusion. efforts are progressing to recognize anew the hberal arts
education and what that means for the stugent anc the College
program such as taculty 'nvotvemert m core and interdisciphinary
courses v
Mentor Somewhat surprising s the degree of success of the
mentor system In the beginning the role of%mentor was viewed as
one requiring sensitive skill and demanding new training for the
facuity That retraining has apparently been quite successful But if
the success“dY the mentor Js surpnsing it1s a most welcame surprise
The mentor 1s key in many ways to the IDEAS at Austin College
program—through the personal reiationship with the student and the
impact that can have on the student s entire view of cotiege and
through the mentor-s guidance in serious educational planning by the
student, especially in the situation of increased degree options and
decreased prescription Thrs one-to-one relationship of mentor and
student 1s a source of real strength for the entire program
Freshman Year Calendars and Core The supportve. integrated
° approach to the student's first year on campus s still viewed as a :
potential for-achieving new educational effectveness The new
calendar arrangements and the core courses, with theit
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contemporary ang value-ornented emprases are consicered crucial
Deaiing with seif-understanding is crtical also :

Birkman Method and Seminar There ras been not a ittle
disappointment cohcerning the B rkman technique ang s failure to
pe stimulating to students Tnere are some nacationy that .neffective
use and follow-up have been part of the problem Faclity use as by
departhentai groups showed petter resuits Stil a technique 10
increase understaniding of s#f™and others such as the Birkman can
be mo% usetul for some students, ,

Instrsctional Methods Modules cgmbetency levels peer
teachmg' media. the computer—ali thege anc others are used more
commonly throughout the educationay program now The facutty
know much more about ditferent instrbctional methéds Dut still nave
more learning 1o do 100 For example we have leafned that the
etfective use of media does not mean just adding a'fiim to a course
In fagt in some'cases students have beer turnegoft by media It
could be that mecia are useful when thought ot as teaching devices
but not as etfectivewhen approached from the viewpamt of /earning

Much of what jev have learned can be summarized Dy using one
more example~the Austin Teacher Program fnaugurated n 1968 its

" tne College s award-winning five-year teacher education program

ending in 3 Master s degree for the student The future teacher gets a
thorough grounding in i3eral education’ as does any other Austin
Coliege student Atthe same time, the prospective teacher oDserves
'n public schoois and progresses through various participations,
including anatyticai drscussions of teaching methods work as a
tsacher a:de and geadually 10 jarger tasks :n actugl teaching to an
internship ih tull day-to-day respohsibility for instryction Experiences
are v.deotaped and analyzed by the student and pkers inetfective

how-to-teach courses previously otféred are elminated The
Teacher Egucation facuity gu:de the students by faciitating peer
interaction and by hotding 'ndivieual conferences in which learning
contracts. are fdysulated dnd modules are selected to obtain
competencies / .

Thus it1s edsy o see that some of the Austin Teacher emphases
are common to theProjett and IDEAS program These incluge a }
thorough ground g infiberat education as a foundation.
mdu’wduahzanon‘_\oo\m ency levets student involvement
experierftial legmmg, fying new approaches (modules), attention to
atfective teatures. and peel Interaction Moreover now the Austin
Teacher Protram S @ usting 1n ways that may-signai arso the next
step for the farger p‘:Zram modules are being used more on a

‘. supplementdl basis. and tere 1s'to be more strugture for beginning

students with graduat movement of the students into doing more on
their own «
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* situations in which facuity and students couid try new ideas Andthe -

Processes

All along processes have been emphasized in the Project The idea 18
that the way something 1s done is just as important as what 1s done.
perhaps even more important This relates to attitudes, to the
recognition that responding sensitively to affective dimensions of
behavior can be an incentive and important motivation

" Accordingly. the way the Project went about stimulating change
may be the key to what happened Some of these ways have been

Jdentified throughout this report and are summarized here

Coordinating Institutional Strategy Austin College had an
institutionat strategy 1n going about the Project. and there were three
main parts embodied in that strategy First, the Proyeci was seen as a
time of intense activity when substantial extra resources would be
pumped into the College But that ' hump' of resources would enable
the College to become skilled so that in the future 1t could undertake
further transformation 1n a more routine manner not requiring the
extra resources. Second, the creativity and planning functions were
separated from operations (through the Office of Educational
Research and Development) to assure that the needed leadership
and stimulation would te provided And third, the Project was total.
One aim was to make styles i the operational segment of of the Gollege
philosophically consistent with styies in the educahonal program so
that efforts in ome area would neither be at variance with nor be
undercut by what was happening in the other area

Emphasizing Process Theactual participation in the Pro;ect by
nearly all faculty was seen as the crucial part of the Project If facuity
could become skilied in or learn to accommod4te tg the processes of
change, then future concerns for “products” (courses, programs)
would take care of themselves Part of that procesg emphasis
involved all members of the campus, including sybstantal numbers of
students. working together and participating in the Project The
reinforcement’ and psychotogical support of mutual efforts were
signiicant and had a synergistic effect the total effect was truly
greater than the sum of the parts

* Instalhing a New Program Since the /DEAS at Austin College

program had to be instalied through the Project, there were concrete

new calendar arrangements (weekly and hourjy) forced
reconsideration of couwses and methods Similarly, expanded
interdisciplinary responsibitities exposed facuity to difterent
teaching - leaning approaches Thé new;progfam. calendar, and
intérdisciplinary emphases did much to/stimulate educational reform,
reform that might not have occurred wlthout these three related
factors /.
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Setting Goals Evaluating. Reporting For the future, perhaps no
experience was as iImportant-for faculty as the Project’s constant °
requirements for individual and program goal setting, evaluation, and
reporting This process became quite tedious at times, probabily all
tired of it But it was effective for in-course monitoring of the Project !
as well as summative evaluation And, of course. people became
more skilled in these areas

Critquing Critiques of what was going on by outsiders were a
further stimulator of change Not only did this prevent some mistakes,
but it also reinforced many in what they were about and thus»urged
them on to further renewatl efforts The Advisory Panel was especjally
helpful here Though the Panel did not perhaps function as
cohesively as a group as might have been desired (attributed in part
to busy schedules which prevented attendance/at some meetings),
nevertheless its impact was substantial as “"The Advisory Panel” and
through its individual members |

Communicating Throughout the Project there has been {

| * substantial communication between Austin College and others in i

hlgher education inquiring about the Project it has been difficult at \ |t
' times because of the concepts involved and program terminology.
' We thought we gave the programs conceptual names that
communicated the essence of the program, but‘these are apparently g
difficult for others to understand Still, this.communication process ‘,
‘has benefited the Conege as responses from others have reinforce
. people’s eftqrts at renewal bx

' Flexibity and Openness to Ideas. Through all the ad;ustmzms of | \
.institutiortal structure and strategy and the emphasis on processe
revalvation, and commumcataon the' flexnbuhty and resmency of the . -
institution and its people have been jested and developed And the |
courage of the College and its people has been further. tested by ¢
disappointments Perhaps the greatest challenge to our flexibity ahd
openmmdness has been the need to recognize that some appealnr’é

ideas have no} worked and need to be put aside; and that the task of ’
personaf and institutionat renewal wvﬂ never be comme{ed //

I '} . [y -
P - - / . '

The redson processes are so important is bﬁause thé heart bf - ;o
educatvon 16 peopte, thinking and feeling human beings. And people
their attitudes and roles, have been the heart of the Project Perhaps

the most important part of the Pro;ect has been its emphasis on /

-

deating with people's attitudes, feelings, and needs.
Students. All the concern about programs and processes is

—_ultimately for the benefit of the student This does not mean that the -
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student has to like all programs and processes, for edupatnon
involves pushing, challengmg stretching the individug/'s limits.

But the old prescriptive ‘method does seem to ha e lost its
usefulness for today's changing situation, for studefts are more
diverse in therr backgrounds and needs when they/gome to collele.
This was an assumption Austin College took seriodsly when IDEAS
was planned, and it has proved valid. Individualization is necessary.

v On thk other hand, another assumption does not seem to have
proved valid, and that concerns|the maturity of students. In planning

IDEAS, Austin College was told py others that in the future the
graduating high school studentwould be farther along than his

counterparts of the past and belable to handle different educational 'f:" )
tasks. Thus far, Austin College as not seen this on a general basis. ?‘

One indicator of this is the currgnt nation-wide trend of lower scores
on the Schotastic Aptitude Test] As a consequence, the College is
having to work harder at moving students toward new educatlonal
roles.
A related factor 1s the concprn of today's student with vocational
preparation. The tighter job market throughout the country increases
anxiety in this area. But the mote practical emphasis is hard on the
libéral arts in general, and mchased efforts are needed td\explain
the long-lasting valués of liberal education.
L Together,.these issues are placing greater difficulties than had,
, been expected on initiating student role bhangé. Austin College’k
: committed to that role change as a necessity for living in the médern
world and will continue to pursue it, but additional steps may be
needed more than at first thought.
Faculty Faculty are thecrux of the mstltutlon s effort to have an
- impact on students, and thus the reason for much of the Project
being focused on faculty develbpment This focus, however, has~
placed a heavy workload on faculty, due.in part also to the totalness
ot the Project. If less had been attempted in the same amount of time,
the workload might not have been &s severe; but results might have
been dispreportionally less. Thus, there is a dilemma to be faced
concerning time: do you attempt léss and risk scattered, possibly
short-term results? Or, do you take total approach ‘and face the
issuepf worklgad? ;
- Another source of anxlety among facuity has been t)saor general
’ role in the institution. With the new governance and progfam ;
management system, the faculty does not have the same
/ legisiative role with respect to Curricutsr affairs. Though their.
i elected represantatives on the Facuity Review and Advisory
/ , Committee may initiaté)anmnsuderatnon or appeal, curricular
. / legisiation is the funttion.of the Governing Council where students,
faculty, and admzmstrators represem the whole campus community.
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Although some see this change as a foss of faculty power, one of the
effects/has been to spread more of the decision making to the
program level.where the individual facuity member, now have greater
authofity than under the former system, /

Thus, the role change for facuity has been considerable. At the
same time, that role change has been consistent, as in both
educational and governance areas the faculty are involved more In
the cooperative How do we aprroach of working together. And that
.approach Is a necessity for the small hberal arts college today. s

Admunistration. Much of the sime philosophy that applies to
faculty role change also apphes to tole change for administrators.
The role of the President i1s crucial, and ina %gy symbolizes the issue
concerning administrators.

The rolé of the President and other administration leaders has
had to change as the conditions and the various stages of program
and |nst|tutnona1 development have changed. It is clear that the earlier
tradmonal authornitarian role of the President is unacceptable if not
impossible n todags%very complex situation. Yet the necessity for

leadership and vision of the challenges of the future are still essential
for the educational ptogram, and for the institution that is able to
continue to meet the changing educational needs of its constituency.

The complexity of today's situation with its increased rules,
rights, legal requirements, and outside entanglements of an
institution, require a variety of expertise and flexibility, and an ability
to act prbmptly that was unknown in an earlier day of educational
management There 1s also currently a concern for accountability that .
requires an efficiency and effectiveness in operation and.im the
utilization of resources as afplied to a clear purpose of the
institution AR of these new pressures bring into question the
adequacy of earlier concepts of college governance sometimes
involving adversary relatnonsh:ps among the facuity, students,
administration, and frustees, and often hampered by the inertia of
standing committees and by a cumbersome legi tative process.

A personal\ forceful style, den],anded by the
circumstances é\f the past and effective in those tithes, may simply be
out of place in a more cooperative “do it together’
Moreover, the futuke of the iristitution is at stake. Others at all levels
must assume educational leadership if renewal is really to be a
built-in, routine operation. Thus, the President must build a team and
hope others will assume some of the Ioad ‘he has traditionally
assumed.

One factor concerned all—studehts, faculty, administrators—and
probably cannot be emphasnzed too much: the sheer frustragnon
involved in change. The Project created some real struggles for
ere a9Kes and pains for some individuals. Any
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institution considering fundamental change must be aware of the
personal stresses that will surely be a’part of the change.

v

Putting It All Together: A Selt-Renewal System for a College

eople, processes and programs—that's what the Project was all
/ bout. But it was not concerned Qnly with one-time change regarding
/ each of these. Rather, the frue purpose of the Project could be said
' to extend a climate of creativity on gampus and to make that climate
permanent. Austin College had exhibited an active, exciting climate of
reform and innovation for two decades, attested to by campus visitors
\ over the years. But that climate often came with extra duties added to
already heavy burdens of responsibility. Couid the major upheavals
and cycles of change be avoided and a more even pattern of :
renewal—for people, processes, and programs—be established on a /
more systematic basis? - .
Coming out of the Project, Austin College increasmgly sees
renewal as involving a number of different items. No single item can
. guarantee self-renewal by itself. But together they can form a system .
that holds great prqmise for built-in renewal. The elements of such a
Self-Renewal System for a College. drawn from the expenence of
Austin College and its Total In§titutiona! Project, are identified below.
Institytional Commitment. (a) The Board of Trustees must be
committed to the concepts of.change and self-renewal for the
institution. (b) The Board of Trustees must have a thorough
understanding of the College’s role, its educational objectnves and
the necessity of meetr%pe educational needs of a well-defined

* .

r

¢ constituency. (c) The Bdard of Trustees must have the understanding
and the willingness to e involved and provide the necessary
assistance and resources for analysis, planning, and program review.
At Austin College, the instjtutional commitment is affirmed by the
Board of Trustees. The Board is a working Board and is involved C,
_deeply in operations affecting the Col'lege s stance and perpetuation. e
One evidence of this involvement is the fact that the Board issues its
own Policy Manu{l detailing the role of the College and operations.
A major part of the Board's commitment involves a new
constituency program. One Board rheeting each year will be devoted -
to a particular review of the College he constituency groups.
Advisory Committees of the Gollege’s programs receive from the
constituency groups their suggestions and recommendations.
Another part of the Trustée’'s commitment 1s expressed in a
— Boérd of Visitors designeg to assist educational program
development, particularly/in the three academic areas of the
Conege-TSc es, Socigl Science, Humanities. This Bqard of Visitors.
e will give.a quality critiqug to each of the program areas. Reports will

' " *
. R . -
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be made, not only to the aréas, but also to the Board of Trustees.

The above two factors could almost be considered a separate -
element in a self-renewal system, i.e. “providing ways for those outside
the College to. make an input and have an impaet Such outside
cntiques bring stimulation to the campus

A final factor in the role of the Board of Trustees in self-renewal
concerns ‘‘safety valves’ in the form of communication devices built
into the College’s operation. These are structured appeal procedures
through the Corporate and Executive Offices, and spegial - *
commumcatuon opportunities provided for the Trustees with facuity
and students.

LeadeMhip and Structure. (a) The Board of Trustees must be
certain of the designation of proper leadership and assignment of  *
responsibilities, to maintain a team approach-and broad participation.
(b) The Board of Trustees must create specific structures and make
clear it 1s sharing its. responsibility with administrators, faculty, and
students, with proper arrangements for accoyntability.

~ At Austin College, the Executive Office and multiple executive
approach are used to maintain and cultivate fhat leadership in
institutional operations. Invotved in the same way but on a different
level is the Corporate Office. The leadership|of the College is reviewed
as a part of the Trustees’ four-year cycle, not only to see to what '
extent it is measuring up through its evaluation, but also to see to
what €xtent there are sufficient backup and ional resources as
replacements are necessary. Related e med for sufficient
administrative leaves and other. ns of rénewal as a part of the
executives’ career developm@nt. The.Board of Trustees is especially
involved in this tead i n and projection. Another factor
rnal leadership given by Austin
aculty, to other ipstitutions ahd to
assocaatuoo operations” This 1s-a factor not oply in the growth of the
Mh€ ability of that pe to bring back to the-
institution.uriderstandings, insights, and reinforcement concernir’jg )
what the College is doing vis-a-vis others. o

Creative Climate with Basic Trust and Mutual Concern and -~ sy
Commitment. (a) For renewal, there must be mutual concernand ! ° ",
commitment on the basns of trusting one another that decisions.and
outcomes are in the interest of the total College. (b) The creative ,
climate of mutual concern, commitment, and trust must be supporte&
by rewards and recognition given on the basis of service to the
College community.

At Austin College, a heritage of twenty years of creative
experimentation established the current creative climate. Careful
recruitment of faculty is important in sustaining that climate and
expanding it. Continuous consideration of the needs of the future,
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.. ~ agsure that one phase of the College be reviewed in depth each year

institution concerns alk- : ’ ‘ ‘
A Cycle- rogram and Pperations Review. (aS The Board of
Trustees must establish a pr¢gram and operations review cycle to

\

anmﬁ:a"t on some regular cycle every ?Jhase of the College be
reviewed with necessary changes In pregrams and policies. (b) There
should also be an annual evaluation oMge programs and a
budget review.
At Austin College, the Board of Trustees has a four-year cycle of
/ view in which one-phase of the College program is examined in
epth each year by the Trustees. In their Summer Workshop, the
oard gf\Trustées reviews in sequence over four years the
{developmen; program, the business affairs program, the educational
grogram. and the executive leadership of the College, including the
oard’s own operation and extensidn of the Planning Guide. This
* cycle serves as a base so that the entire operation of the College
must prepare for this review. Past operations over the previous four
syears must be explained and reporied, and proposed policy chan§es
'must be recommended to the Board as well as spéciﬁc plans for the
next four years. The staff and faculty processes in getting ready for
such a review by the Board of Trust are in themselves a discipline

and self-renewal.process. The a'rgview of the program each year
2

pr&§ram, there'fust be definition gf program unit responsibility,
tivities, specification of the

‘,\(alu‘ation and reporting. (b)nstitutional analysis with inglitutional
- research and educational gfteativity must bring to bgeégf:ationaﬂ

trends and problems.on the College situation and/apply these to th
~ future and changing needs of thie constituency. (c) Efforts mu
continue 16 measure drograms-against a total institutional approach,
the College’s goals, and projections. .

At Austin College the Office of Educational Research and | 7

Developmem/with the position of Dean of Educational Research and

Deweloprpe/nt, has been estgblished to assure the brlngingft extra .

creative pressure to.the cdfmpus. That kind of Creative- i ——
by this Office, ang it alsg is a respurce to individuals for tHeir own. . 4

professional development and self renewal procassesas that relates
t6 the College's priorities. This Office igbacked up by a second office,
that of Ingtitutianal Research. it jgsncerned with the caliection of
data yﬁ;‘rious kinds of evdjiatior] processes to show where the
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institution is in terms of those data and larger trerfds: ftalso 3
special problems that may be identified through the Office &
Educational Research and Development or the executivgdeadership
of the College. YV
Also involved at Austin College is thye Progra
System. Its advantages are a broad based inv €
students in the creative processes, specifi¢ pfanning and evaluation
each year, and four-year projections (als eared to theyeporting to
the Board of Trustees on the educatiQ Al program). All Pf this
provides a routine and an opportu ' s for raising issueg and for
getting specific answers to whatghould be done next to improve the
quality of the program. This is/also related to the concept of the
Board of Visitors and its rgview of educational programs. The
. Program Management 8ystem provides the primdry basic input and
' evaluation procesgahrough which self renewal can really happen 3
the level of theifidividual program. Included alsa is the functio rof
the Admjpistrative Secretariat in coordinating theé:many separate
0a3 5T program renewal. i .
The cyjmjnation of program renewal comes through
legislative‘processes. The Governing Council, eomposed of
representatives of faculty, students, staff, ard administration, deals
with all the legislative program adjustmerits that are made./Advisory
and Réview Committeez;?o%ie a means for broader invojvement of
facuﬁy and students in diScussion’and debate, as does the use of -
task forces and committees for'the proper development of legisiative
proposals before they are stibmitted to the Governing Council. |
. Changing Roles apd Individual Renewal. (a) The institution must-
have programs, wgrkshops, and summer la atories for team work
nd individual eftorts. (b) There must be a'System of career
developmentWith inghividual goal-s% and professional
advancement., ’ ' B }
Austin éollege, the Careér Development Program is a-key o
tagftor for the renewal pro for the faculty and program staft ” |
gersonnel, and efforts are underway to get the Career Development
Program underwrittef with specific endowment. The College will then -
have the necessary resources to'enable it to fulfill its fusttion of
helping to. /daél with obsolescence and to keep alive ‘;he creﬁt\ivity of
the facyity and sta ‘ ‘ I
. @utside Assistance for Installing a Self-Renewél System. (a)
fhere must be } Feadiness of the institution with qeople open to
problems and o Lonunities. (b) Extra people are not necessarily
required, butmsra work is, and extra resources for the do-it-yourselt
approdch. (c) The use of the right outside peer‘influence and
- experience cap provide heIQ and shortcut the process of installing a .
* self-rgnewal system. L [ . . .
/ - .
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At Austin College, the Project was a major factor in developmg its
self-renewal system. The added resources especially of consultants
and the Advisory Panel, were helpful. Still, the College was ready—it
had already legislated the new educational | program and was
committed to it. ‘

In essence, others can share their experiences, but the~focus is

! still basically se/frenewal. Thisjis a process. All outsiders can do is

/ use their experience and understandlng to make suggestions, and

/ then hopefully others can delve jrito renewal in anka&er and better’

8 ,/ fashion.

Conclusion o

Self-renewal is really what Austin College is trying to
students for, living in a world of constant change re rénewal is
demanded and alternatives and options must be open. If the
entire College as an institution has its own sel{fengwal system, and if
faculty and staff are also demonstratmg the' concern for renewal

position, but also |t should be creatin model thAt can be instructive
to its students. Plann “}ngﬂor renew/at/not just byi
programs and redrawing organi tional charts, bijt also by nurturing

the talents-and abilities of individuals—that has bffen a major thrust of
the Austin Collége Total Institutional Project.
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