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T
he establishm

ent of cam
pus centers to !stim

ulate and assist instructional oeN
opirnoird and im

proved
teaching effectiveness has taken on m

ajor significance 'A
l higher education. T

he term
 faculty developm

ent
itself has becom

e part of the contem
porary vocabulary. T

he expansion and w
orthw

hile results of develop-
m

ental activities have created increasing interest in sal types of institutions. T
he purpose of this publication

is to describe Z
his m

ovem
ent as it is taking place in setior institutions

the 14 states :served hy the S
outhern

R
egional E

du,cation B
oard C

S
R

E
B

.1..

S
R

 E
B

's U
ndergraduate E

ducation R
eform

 'i'r,rajelet, begun in lily, 1912, v,ith partial assistance from
.

the C
arnegie C

orporation ol N
ew

 Y
ork, assists !viith the developm

ent of non traditional approaches' in
undergraduate education throughout the S

outh by helring institutions and state system
s of higher educa-

tion consider constructive changes w
ithin the com

ext of their purposes, goals and resources. W
orking w

hen
possible through inter-institutional and regional cooperative efforts, the project stim

ulate!s institutions:,
faculty and adm

inistrator
to review

 innovative approathes, and design and im
plem

ent changes appropriate
to the needs of their constituents..

T
he project began w

orking w
ith cam

pus faculty developm
ent centers in the fall of 1974, w

hen it
sponsored a m

eeting of directors of all such centers in colleges and universities in the S
R

E
B

 region and,
representatives of other institutions interested in beginning C

enters. T
hat m

eeting w
as follow

ed by m
eet-

ings of several ad hoc com
m

ittees of directors to discuss and plan additional activities related to centers and
the developm

ent of new
 ones. O

ne set of activities w
as planned and carried! out to assist com

m
unity colleges

w
ith program

s of staff developm
ent. T

his publication is; the result of another specific recom
m

endation
m

ade by one ad hoc com
m

ittee and affirm
ed by the other university center directors. It is intended to m

eet
a need w

ithin this region for sharing inform
ation am

ong centers about their activities and to let institutions
interested in developing centers explore possible alternatives for their ow

n settings.
T

his publication focuses on cam
pus centers in 4-year institutions. C

enter s. chosen for inclusion are
those that have assigned staff, are funded at least in part by the institution, prov:' 'e m

ore than conventional
m

edia services, and have as their prim
ary locus im

proving teaching ellectiveness at the undergraduate level.
T

w
elve such centers w

ere identified in the region, and eleven chose to contribute to this publication. P
art I(

contains descriptions of the eleven centers w
ritten by eaC

h of the C
enter D

irectors.
T

he grow
th of these cam

pus faculty developm
ent centers is receiving great attention and m

ay represent
a: trend tow

ard translating the traditional institutional verbal com
m

itm
ent to teaching into form

al arrange-
m

ents and budgetary support for genuine and professional efforts to stim
ulate effective instruction. T

he
U

ndergraduate E
ducation R

eform
 P

roject hopes this publication w
ill serve the region! by providing useful:

inform
ation and assistance for understanding or developing'such program

s,
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row

P
rior to the current faculty developm

ent m
ovem

ent, som
e attem

pts w
ere

m
ade to im

prove the quality of instruction in college's and universities. In addi-
tion to the traditional, ploy of increasing library holdings w

ithin the res,pective
subject m

atter fields the attem
pts included!: recruiting for faculty new

 'P
h.D

.'s
from

 the best schools w
ho w

ould bring w
ith them

 new
 ideas; reducing class size

or low
ering the student-faculty ratio; and increasing the university's holdings

in the area of instructional hardw
are and m

edia. (1, pp. 3-5) T
he pervasive

notion, capsulated, w
as that a successful learning experience w

ould occur to the
extent that

fine quality m
inds w

ith access to lb) fine quality books, peri-
odicals, and m

edia could interact w
ith (c) a sm

all group of fine quality students.
In the 196O

rs, how
ever, students protested that universities w

ere continuing to
drift from

 serving learners to serving the people w
ho w

orked for and ran the
institutions. A

ccording to V
erm

ilye, the great w
ave of learner-centered reform

 .
resulted from

 student charges that universities w
ere not being accountable..

18, pp ix-x)
It is understandable, therefore, that the m

ajor origin&
 im

petus for the fac-
ulty developm

ent m
ovem

ent 'w
as to im

prove instruction. A
lm

ost all the centers
and offices that cam

e into being near the cutting edge of the m
o vem

e nt had this
as their expressed purpose. E

ven today, m
ost new

 centers begin w
ith this as their

m
ajor task,.

C
O

N
C

E
P

T
S
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F

 F
A

C
U
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M
E

N
T

A
s centers continue to evolve and staff philosophies em

erge, m
ore and m

ore
centers are expanding their definition of faculty developm

ent to a broader and
m

ore inclusive m
ission. T

he faculty developm
ent m

ovem
ent is truly a unique

phenom
enon of the 1197(V

s. T
oday, like

its cognate fields of public school
education, osyC

hology, psychiatry, and social w
ork, it is characterized by em

-
phasis upon the total person or the integrated system

. in this case its em
phasis is

upon the total developm
ent of the faculty m

em
ber

as a person, as a profes-

sional, and as a m
em

ber of the academ
ic com

m
unity. T

he expanded definition
therefore m

oves beyond developm
ent as a teacher to include developm

ent as an
individual as w

ell as a group m
em

ber, and to focus on the person's developm
ent

and grow
th in ad of his or her 'professional rotes. M

oreover, there is focus upon

the organizational structure as the academ
ic m

ilieu w
ithin w

hich the faculty
m

em
ber m

ust function. T
he prem

ise here is "that the organization functions"
either as an "enabling or an, im

peding structure and that eventually the faculty
m

em
ber%

 grow
th and developm

ent w
ill be stym

ied unless th,e organization
w

ithin w
hich he functions also keeps pace. A

n exam
ple w

ould be the teacher
w

ho m
akes changes in his/her teaching m

ethodology w
hich includes a desire to

m
ove to a P

ass-fail grading, system
. O

nly if the academ
ic departm

ent and the
registrar can accom

m
odate these changes w

ill he/she be able to proceed. T
he

thought that no one exists w
ithin a vacuum

 and that healthy grow
th processes

m
ust eventually affect the entire system

 is at the basis of w
hat is today consid-

ered to be the faculty developm
ent m

ovem
ent w

ith its m
ost com

prehensive.
definition.

U
nquestionably, students w

ere ready for faculty developm
ent centers. T

he
university itself exhibited interest for another set of reasons:

Leveling or declining student enrollm
ent

D
ecreased m

obility of faculty and adm
inistrators

H
igh percentage of tenured faculty m

em
bers w

ho w
ere m

ostly
in their forties

A
 buyer%

 m
arket for students w

ith regard to educational oopor-
tunities

*E
conom

ic crunch for universities and for students.

T
he need to better equip graduate students to com

pete for jobs
.

in higher education,

T
he proclivity of students to teii it like it is, not to be aw

ed by a
teacher's authority, and to bring legal action if they don't get
w

hat they pay for

l ncreased dem
and for accountability by parents, board m

em
bers,

legislators and the public in general

A
n articulate land often negative) press.

G
aff's research w

ith cam
puses all across the country indicated that "M

ost insti-
tutions are com

ing to realiie that they w
ill have to rely on current faculty to.



provkle fresh perspectives, infuse new
 ideas, a,nd give leadership to innovative'

program
s if they expect to m

aintain vigorous educational clim
ates in the years

ahead." 13, p. 911
W

hat then did these universities put into m
otion under the rather general,

designation ,of faculty developm
ent? O

n alm
ost all cam

puses it is the opportiM
ity

for instructional im
provem

ent
and for a few

 it is the chance for teachers to
arO

W
 in researchers, as publishers, as com

m
ittee m

em
bers,, as com

m
unity ser-

vants. as professional, 'learlers, as adm
inistrators, as student advisors, and as

people.. O
n som

e cam
puses faculty developm

ent m
eans aw

arding sm
all grants to

teachers for instigating or for im
plem

enting som
e innovative classroom

 pro-
cedure or for doing research on teaching; on som

e, it is giving prizes or aw
ards,

for outstanding teaching., on som
e, it is granting leaves of absence (or a teacher

to study or w
rite or travel or develop new

 m
aterials; and on others it is dealing

w
ith m

id-life changes and career transitrdris. A
lthough the needs the different

universities telt w
ere sim

ilar, thair beginning efforts at dealing w
ith these needs .

w
ere diverse. F

aculty devzqopm
ent is dif ferent things to different cam

puses and
unfortunately, nothing at all to a great num

ber of cam
puses..

T
er m

inokagy

T
he term

 -faculty developm
ent" has been selected to identify this publica-

tion
11 because of the need for som

e m
eaningful descriptive label to designate

the m
ovem

ent under w
hich all the individual center labels m

ay be subsum
ed,

and 12) because it has also becom
e the m

ost often used label in books, period.:
icals., and at regional and national professional m

eetings. It is ironic, therefore,
and perhaps unfortunate, that the c.enter directors in G

aff's study report that
som

e professors react defensively to the term
 developm

ent.

S
om

e centers seek to avoid w
aving this particular red flag by not

using that direct and possibly threatening term
 and by substitut-

ing less direct w
ords like professional, instructional, or learning

for faculty and w
ords like im

provem
ent (since w

e can all stand to,
im

prove in som
e w

ays) or facilitation (because w
e are all interest-

ed in i acilitating learning) t O
T

 developm
ent. 15,p. 121)

T
he percentage of w

ord utilization found in the individual titles of centers
all over the country tell us a good deal about their m

issions. W
hatever is im

plied,
by the term

 and how
ever unpleasant to som

e, m
ost centers perceive them

selves,
to be involved in som

e sort of developm
ent. T

he w
ord developm

ent is used tw
ice,

as often as any- other titular w
ord designation. T

he nam
es centers assum

e have a
lot to say about how

 they w
ant to appear to their constituencies and, conversely,

w
hat aspects of im

agery they w
ish to avoid. M

any directors testify to the hassle
involved in determ

ining a nam
e, and sorne w

ish they had selected another option
or that they had know

n then w
hat they know

 now
 about the psychological

4

ef fects of a particular nam
e. Indeed, som

e have already changed their nam
es.

A
cross the country today (coupled w

ith such denom
inators as center, pro-

gram
, division, clinic, project. or institute) are 192 total titles w

hich can be
broken dow

n into only 78 different w
ord groupings or com

binations used to
indicate the w

ork w
e are generally designating as faculty developm

ent..1 A
s

show
n on T

able 1, the m
ost com

m
only used titles in the 192 schools fused 52'

tim
es O

r in 27 percent of the schools) ate E
ducational D

evelopm
ent C

enten or
F

acu(ty D
evelopm

ent C
enters. T

he lb "other- titles lused 82 tim
es O

r in 42.7
percent of the schoolsf occurred only one C

o three tim
es each.

T
A

B
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R
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W
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R
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R
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S
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P
E

R
C

E
N

T
T

H
E

 192 S
C

H
O

O
LS

O
F

 U
S

A
G

E

E
ducational. D

evelopm
ent

28
14.6

F
aculty D

evelopm
ent

24
12.5

Instructional D
evelopm

ent
18

9.4
Learning R

esourcels)
13

6.8

Instructional S
ervices

8
4.2

E
ducational R

esources
7

3.6
Instructional R

esources
7

3.6
P

rollessiona) D
evelopm

ent
5

2.6

70 "other" T
itles

82
42.7

In the'78 titles, the m
ost frequently occurring single w

ord is developm
ent,

follow
ed by education(al), instruction(al), resource(s), faculty, learning, and

teaching in that order. C
enters are m

ore likely to see them
selves in the business

of im
proving instruction than they are of facilitating learning. M

ost, how
ever,

opt to avoid the teaching or instruction versus learning issue entirely and sim
ply

refer to the overall issue as educational. M
ore see them

selves as providers of re-
sources than of services. O

nly a sm
all num

ber describe them
selves as researchers.

S
outhern universities described in this publication utilize a higher percent-

age of the w
ords instructionfal), resource(s), teaching, and research than do uni-

versities across the country. T
he m

ost frequently used w
ords in all schools, i.e.,

LO
ata w

as com
piled from

 the list of P
rogram

s and C
eniters irs G

aff's book. T
ow

ard
Faculty R

enew
al,

pp. 1188-22B
. A

 few
 titles such as A

udio-V
isual C

enters. R
esearch in M

ed.
icalE

ducation. ,and
the titles assigned to consortia . regional program

s, and national projects,
w

ere not included in the 192 titles tabulated.



developm
ent and educationtall are, how

ever proportionately underused in the
S

outhern universities. O
f the eleven S

outhern university program
s, eight are

called centers, tw
o are called offices, and pne is called a project.

D
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N
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E
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(C
1G

 F
R

O
G

R
A

S

M
odels

S
ooner or later in all academ

ic m
ovem

ents, people w
ith skills of synthesiz-

ing attem
pt to m

ake som
e sense of the data by organizing it into a kind of

theoretical paradigm
 or taxonom

y. T
his has also been true of the faculty develop-

m
ent m

ovem
ent. A

lready, center directors have begun to categ,orize their pro-
gram

s in term
s of the schem

a articulated by B
ergquist and P

hillips and by G
aff.

B
erguuist and P

hillips depict three m
odels w

hich rh
describe as possible com

-
ponents of a faculty developm

ent program
i instructional developm

ent, organi-
zational developm

ent, and personal-developm
ent. T

he three com
ponents consist

.

oi the follow
ing activities or sub-com

ponents)

I.
Instructional D

evelopm
ent

A
., E

valuation
B

. D
iagnosis

C
. T

raining: T
raditional M

ethods
D

. T
raining: N

ew
 M

ethods and T
echnologies

E
. C

urricular D
evelopm

ent

O
rganizational D

evelopm
ent

A
. T

eam
-B

uilding
B

. D
ecision-M

aking
C

. C
onflict-M

anageM
ent

O
. P

roblem
-S

olving
E

. M
anagerial D

evelopm
ent

P
ersonal D

evelopm
ent

A
. D

iscussions about T
eaching

B
. C

areer and Life P
lann1ng

C
. Interpersonal S

kills T
raining

D
., P

ersonal G
row

th
E

. T
herapeutic and S

upportive C
ounseling U

. p. 2581

W
ith regard to the order of im

plem
entation, they suggest the sequencing of

events should depend upon how
 m

uch or how
 little threat w

ould accom
pany the

activity. T
hey use ds an exam

ple points A
 and B

 under P
ersonal D

evelopm
ent..

W
hile the latter (life planning)

is extrem
ely im

portant in,
any faculty developm

ent program
 attem

pting to touch on the

personal dom
ain of a faculty m

em
ber's fife, it is often m

isunder-
stood and consequently rejected out of hand by faculty. D

iscuS
-

sions about teaching, on the other hand, are obviouS
ly appropriate

to faculty developm
ent, and hence should precede, and m

ay lead
tow

ard, the life., planning com
ponent. (7, p. 2591

T
he final decision as to the point-of-entry com

ponent w
ould differ

am
ong

schools and w
ould depend upon a system

atic assessm
ent of institutional environ-

m
ent and goals as w

ell as institutional acceptance of the services being proposed.
G

aff's res.earch w
ith center directors across the country also indicates three,

prim
ary m

odels in operation; they differ from
 the B

ergquist and P
hillips m

odel
only in the term

s used to denote personal or individual developm
ent.

1.
Instructional D

evelopm
ent program

s focus on how
 the condi-

tions of learning are designed, particularly as these relate to
course's. S

uch program
s strive to im

prove student learning by
suth m

eans as preparing learning m
aterials, redeS

igning
courses, and m

aking instruction system
atic.

IL F
aculty D

evelopm
ent program

s focus on the faculty m
em

bers
them

selves rather than on the courses they teach. S
uch pro-

gram
s strive to prom

ote faculty grow
th by helping faculty

m
em

bers to acquire know
ledge, skills, sensitivity, and tech-

nioues related to teaching and learning. A
reas of em

phasis
w

ould include know
ledge about higher education, feedback

about their aw
n teaching behavior, teachers' affective de-

velopm
ent, and aw

areness of other disciplines and the com
-

m
unity.

III. O
rganizational D

evelopm
ent program

s focus on the organiza-
tion w

ithin w
hich faculty, students, ,and adm

inistrators w
ork.

T
his approach strives to develop policies that support teeth-

ing im
provem

ent and to create ar effective environm
ent for

teaching and learning by im
proving interpersonal relationships

and enhancing team
 functioning. 13, pp. 90-97; and 5, p. 91

D
irectors report that the type of activities typically chosen to 'm

plem
ent

the three com
ponents are:

F
aculty D

evelopm
ent:

S
em

inars;

W
orkshops

T
eaching E

valuation



Instructional D
evelopm

ent:
P

rojects to produce new
 learning

m
aterials or redesign courses; w

ork-
shops on w

riting objectives, evaluat-
ing students

O
rganizational D

evelopm
ent: W

orkshops
for group leaders or

team
 m

em
bers, action research w

ith
w

ork groups, task forces to revise,
organizational po I ic ies (5, p. 9)

It is im
portant to note that although any of these three individual corn-

ponents m
ay be selected by a university as its entire focus, m

ost directors have
opted for a com

prehensive approach involving elem
ents of tw

o or three ap-
proaches. T

his m
ay, in fact, be part of the reason so m

any centers are having to
struggle w

ith the issue of their ow
n accountability.

S
trategies;

B
ergquist and P

hillips com
piled a series of eleven different strategies for

faculty developm
ent. T

hey aver that in order to be successful, institutions
should select strategies only after serious considerations about their assum

ptions;
concerning change, their assum

ptions concerning teaching and learning, and their
assum

ptions concerning the theory, concepts, or tools of faculty developm
ent.,

(1, pp. 260,266) T
he educator w

ho m
ust m

ake these decisions w
ould be w

ise to
consult this reference for a m

ore detailed investigation of these eleven strategies:

1. T
raining;

T
his strategy is based on the assum

ption that change occurs prim
arily;

by giving people new
 skills.. 'it is assum

ed that rew
ard or punishm

ent system
s

per se w
ill not change people; rather, individuals m

ust be provided w
ith new

;
skills, attitudes, and behaviors that are appropriate to the d,esired change. T

he
training paradigm

 em
phasizes the use of both short- and long-term

 w
ork-

shops, as w
ell as classroom

 diagnosis. P
ersonal and instructional develop-

m
ent both tend to be em

phasized. O
rganizational d,evelopm

ent is only
partially em

ployed; facufty are trained in the use of such organizational
skills as decision-m

aking and conflict-m
anagem

ent. O
ne sequence involves,

initially, one or m
ore basic w

eek-long instru,ctional developm
,ent N

N
IC

K
kshops,

u. ,ally.; held during the sum
m

er. T
hese w

orkshops focus on teaching m
eth-

ods, training and teaching skills, exploration of assum
ptions, values, and

philosophies associated w
ith teaching, and training in decision-m

aking and
problem

-solving. O
nce a certain num

ber of faculty (usually at least ten per-.
cern.) are involved in the training program

, it can begin to expand beyond
the w

orkshop ievel F
aculty can be offered classroom

 diagnostic services. A
n

alternate sequence begins w
ith short-term

, on-cam
pus sem

inars that locus

6

on specific m
ethods or technologies. U

sually a rather large num
ber of faculty'

w
ilt participate in these sem

inars over a tw
o- to three,year period, 'though,

sem
inars in and of them

selves w
ill rarely have a significant im

pact. O
nce the,

credibility of the program
 is established through these sem

inars, other types
.

of services m
ay be offered, including m

ore exten.ded w
orks,hops, peer assist-

ance program
s in w

hich .one faculty m
e.m

ber w
orks w

ith another in a specific
area, and classroom

 diagnosis.,

2. C
onsultation;

T
he consultation-oriented approach to faculty developm

ent is sim
ilar to

the training strategy, but differs in that it does n.ot begin w
ith an assum

p-
tion that training is alw

ays an im
portant aspect of change. A

 person using a
consultation 'approach t,o faculty developm

ent w
ill not begin w

ith any w
ell-

developed preconception about w
hat the problem

s are in the teething and
learning process. H

e w
ill usually m

ake extenS
ive use of inform

ation collec-
tion, analysis, and feedback after having taken the m

ost critical, and often;
controversial, step in the consultative process w

hich is the identifiC
ation of:

the client, is the client the faculty, the preS
ident, the trustees;, or the stu-

dents? T
he client, once identified, w

ill t.hen define the goals of the program
.

E
xternal consultants can usually do a m

ore effective iob than consultants
w

ho are based w
ithin an organization..

3. P
ersonal and O

rganizational D
evelopm

ent;
P

ersonal and organiza,tional developm
ent strategies are grouped together

because they both em
erge from

 the single paradigm
 of applied behavioral

science. T
he basic assum

ption is that the process as w
ell as the substance of

change m
ust he planned and m

anaged if change is to be successful and pro-.
ductive. B

oth the personal and organizational aspects of change are em
-

phasized, w
ith attention being given to such issues as (1) sense of ow

nership
for the change process, (2) developm

ent of collaborative rather than com
-

petitive relationships in the solution of personal and organizational prob-
lem

s, (3l recognition of the personal as w
ell as organizational benefits a.nd

costs of a specific policy. and (.4.) creation of an organizational clim
ate that .

is characterized by trust, openness, and interdependence. T
he personal and

org,anizational developm
ent strategies differ som

ew
hat from

 the training
.

or consulting strategy in that their orientation is not prim
arily tow

ard in-
struction.

4. M
ethod-P

rom
otion

M
e.thod-prom

otion differs from
 the training strategy in that the pri-

m
ary focus is on a specific m

et.hod of instruction or a particular edu,-Lational
technology. T

he specific m
ethod's or technologies being prom

oted are
assum

ed, of course, to be at least partial answ
ers to the teaching and learn-.

ing problem
s encountered in colleges and universities.. T

he sequence of im
-



plem
entation usually leads from

 an em
phasis on the specific m

ethod or
technology to either classroom

 evaluation or
diagnosis. P

ersonal, and
organizational developm

ent com
ponents generally are only im

portant to the
extent that they provide support for t.he personal and/or institutional accept.-.
ance of the instructional tool being prom

oted.

Instructional M
aterials

T
his strategy can em

brace a far m
ore eclectic approach to the develop-

m
ent of instruction than the m

ethod-prom
otion type and w

ill at tim
es

m
uch m

ore closely resem
ble either the training or consulting strategy. it is

assum
ed that change w

ill take place w
hen resources lin the form

 of instruc-
tional m

aterials). becom
e available. T

he m
aterials-oriented faculty develop.

m
ent program

 usually begins in a consultative m
anner, w

ith m
em

bers of the
staff w

orking w
ith a few

 faculty on the identification of existing m
aterials

or on the developm
ent of new

 m
aterials. A

s t.he program
 gains credibility,

the instructional resource center staff often w
ill offer training program

s to
acquaint faculty w

ith the diversity of pedagogical tools that are .available
and to im

prove the skills of faculty in the design of their ow
n m

aterials.

6. E
quipm

ent
T

his
is

often selected by large, research-oriented institutions and
coupled w

ith a strong training and prom
otion program

. T
he equipm

ent
paradigm

 in higher education dearly reflects the m
ore general "techno-

logical"' paradigm
 held by our society.

it
is assum

ed that m
any social

system
 problem

s, like physical system
 problem

s, can be solved through tech-
nological innovation and dissem

ination. T
he m

ethods and concepts em
braced

by this paradigm
 focus on the invention, inno.vative use, and dissem

ination .
of technology.

7.. D
iscussion

T
his strategy reflects the traditions of higher education, is readily em

.
braced by and rarely threatening to m

any faculty m
em

bers. P
ractitioners:

w
ho em

ploy this strategy usually assum
e that faculty entering into in-depth

discussions about their teaching w
ill gain a m

ore m
ature perspective on the

teaching profession and a m
ore explicitly defined educational philosophy..

F
aculty m

em
bers m

ay be given released tim
e to attend, as w

ell as to prepare'
position papers and do research projects for, the sem

inar group. T
hrough the'

sem
inar discussions, faculty explore a w

ide variety of issues related to col-
lege teaching. In the process of discussing these issues w

ith their colleagues,
the participating faculty clarify their ow

n assum
ptions about teac.hing and

explore alternate m
odes of learning.

8. E
valuation

T
his strategy often serves as an entry point for faculty developm

ent and

is am
ong the m

ost w
idely used tools for the im

provem
ent of instruction.

T
he evaluation paradigm

 is based on the assum
ption that change takes place'

w
hen a faculty m

em
ber is confronted w

ith inform
ation about his perform

-
ance in the classroom

 through diagnosis and evaluation. A
 faculty evaluation

program
 is based on the assum

ption that evaluation can serve a constructive
and developm

ental purpose. S
om

e evaluation program
s, how

ever, are im
ple-

m
ented prim

arily to provide academ
ic adm

inistrators w
ith inform

ation to
be used in m

aking decisions about tenure, prom
otions, and salaries. T

his
latter use of evaluation is frequently associated w

ith the rew
ard system

 ap-
proach to faculty develoP

m
ent.

9. R
ew

ard S
ystem

If faculty are not rew
arded for the im

provem
ent of their teaching skills,

then a faculty developm
ent program

 m
ust rely on m

ore suLtle and often
fickle, m

otivators, such as student a.cceptance, colleague recognition, self-
esteem

, or a sense of personal achievem
ent. A

 college oiruniversity m
ust em

-
brace a policy w

hich provides (1) an equitable, objective system
 'of per-

form
ance, 1.21 resources to the faculty m

em
ber for the im

provem
ent of his

perform
ance, and 13) tangible rew

ards in term
s of salary, prom

otion, and'
tenure for the im

provem
ent and/or m

aintenance of a high level of instruc-
tional com

petency. A
 num

ber of different approaches have been taken in
the use of this strategy. S

everal state system
s have given sm

all grants to in-
dividuals w

ho w
ish to experim

ent w
ith new

 m
ethods in the classroom

. O
ther

institutions provide released tim
e or sabbaticals to particularly com

petent
instructors. S

till other institutions have m
oved tow

ard "grow
th contracts"'

w
hereby a faculty m

em
ber and his academ

ic supervisor establish explicit
criteria for assessing and rew

arding not only perform
ance but also im

prove-
m

ent..

10. C
areer T

ransitions
T

he problem
 of academ

ic career transitions is becom
ing an area of

potentially m
ajor concern. F

aculty developm
ent is an appropriate vehicle

for assisting faculty m
em

bers through m
ajor career transitions. W

orkshops
can be conducted in w

hich faculty engage in a detailed career and life
planning sequence, O

T
 in w

hich faculty are trained in various m
anagerial

skills. A
 faculty developm

ent program
 staff m

ight also help a faculty m
em

-
ber assess his current skills and com

pare these skills w
ith skill profiles from

,
other professional fields in order to identify com

m
on areas. E

xchange
program

s betw
een faculty and adm

inistrators can further aid the career
transition, as w

ell as provide an institution w
ith potential C

hannels for re-.
em

ploym
ent of displaced faculty.



11. C
om

prehensive I ns, ti tu ti on a 1 D
evelopm

ent

If faculty developm
ent is system

atically and patiently im
plem

ented
as

part .of a com
prehensive program

 of institutional renew
al, it can have

a
profound and tasting im

pact on the lives of faculty, their adm
inistrators,

and their students.

StaffB
y the tim

e a m
odel and strategies for im

plem
enting a faculty developm

ent
program

 have been selected, a center director probably has been appointed. If
not, the director could be selected w

ho has a theoretical orientation or discipli-
nary training w

hich w
ill com

plem
ent the style of im

plem
entation. In G

aff's
overview

 of 142 professional faculty developm
ent w

orkers, it em
erged that the

"average" staff m
em

ber is trained in education or educational psychology, has
a

doctoral degree, and holds a faculty appointm
ent. D

irectors w
hose

centers
w

ork prim
arily tow

ard instructional developm
ent have backgrounds in educa-

tion, instructional m
edia and technology, learning theory, and system

s theory.
D

irectors w
hose centers focus on organizational developm

ent have backgrounds
in organizational theory, organizational change, and group

process. D
irectors

w
hose program

s stress personal or individual faculty d'evelopm
ent

cam
e from

clinical, developm
ental, or social psychology; psychiatry; or fields that em

pha-
size socialization. 15, p. 9, and 162) In E

rickson's study of 27 centers around the
country (five of w

hich are am
ong the eteven centers in S

outhern universities), it
w

as found that m
ost center directors and senior professional staff cam

e pri-
m

arily from
 education and secondarily from

 psychology. (2,
p. 691

it is m
ore likely, how

ever, that the choice of a director preceded the choice
of the style of im

piem
entation and that, indeed, the director's background and

philosophy w
ere an im

portant variable in these decisions
probably the crucial'

variable. T
his leads to the conclusion that an institution's,choice of

a director
w

ilt probably determ
ine the type of program

 that w
ill be dev' eloped. It is doubt-

ful that m
ost universities take these factors into consideration in the selection of

a person to head a faculty developm
ent center.

G
aining S

upport

O
nce a director has been selected and m

odels or strategies identified. the
next question appears to be how

 to proceed to achieve support and acceptance
w

ith Inc aqunini5uation anti 1icul. T
h anS

W
elf

taleitiliyl T
w

o specific
suggestions w

ere frequently m
entioned by the directors G

aff interview
ed: use an

advisory com
m

ittee or board to insure faculty representation and participation,
164 percent of the centers in the country use this m

ethod), and discourage close
ties w

ith the education departm
ent to avoid being labeled w

ith "educationist':
stereotypes i7B

 percent of the center directors agreed), 117, p. 27) T
his latter suge

gestion is particularly interesting in light of the evidence that m
ost

center direc-
tors are educators, but m

ost centers still prefer to avoid the association w
ith the

director's hom
e departm

ent. T
he directors also m

ade the follow
ing recom

m
enda-

tions for gaining faculty support:

I.
O

evelbp an outreach program
obtain visibility for the center,

visit departm
elits, talk to people.

S
tart sm

all and prove yourself
don't com

e across as trying to
build an em

pire..

3.
K

eep a low
 profile

avoid a lot of fanfare and "hard sell".

4
.

S
tart w

here the faculty are
and accept the goals w

hich faculty
establish for them

selves.

5.
B

e eclectic in approach
and avoid the endorsem

ent of a particee
lar panacea for all educational problem

s.

6.
S

tarr w
ith a sm

all group of volunteers
and let them

 "sell" the
program

 to their colleagues.

7.
G

o w
ith w

inners at the outset
be certain initial sem

inars, w
ork-

shops, and retreats are w
ell-received.

8.
A

dm
inister a sm

all instructional-im
provem

ent fund.
15,pp. 123-125)

H
oisclaw

 studied thirteen ongoing faculty developm
ent program

s. O
n the

basis of in-depth discussions he presents a list of procedures and guidelines w
hich

he and the center directors he interview
ed believe "should assist the instructional

developer in avoiding quagm
ires typically encountered w

hen w
orking w

ith
pro-

fessors in the definition, developm
ent and evaluation of instructional products."

p. 4) S
om

e of the specific points have been identified below
 to give a flavor

of the type of psychological guidelines suggested by directors for proceeding
successfully w

ithout m
aking too m

any w
aves. T

aken altogether, their suggestions
sound vaguely like the S

cout oath and generally bespeak a posture of be good,
do good, help others, and you and your center w

ilt be O
K

. P
erhaps this necessity

for platitudes indicates the seriousness afforded this issue of acceptability by

faculty developm
ent centers. H

okclan's list includes!
G

o not im
P

ose insviuctionall developm
ent upon a professor:

usg, a-ry qovisory com
m

ittee for protect selecttgni prolccts esto-
lithtd as a result of "adm

inistrative override" have a m
inim

al
chance lot success; build in the potential tot a product's longevity
through strong adm

inlstrative support; give the professor an ac-
tive role in the proiect; show

 a w
illingness to listen a,nd to talk in

term
s that the professor w

ill understand; seek out the dirty jobs;
be personable; hum

ility is a virtue; continue to be a 'learner; do



your hom
ew

ork, pay attention to detail; attem
pt to establish a

personal relationship of trust and m
utual confidence w

ith the
professor as early as possible; develop an environm

ent w
here there

is a feeling of m
utual respect; show

 genuine interest in helping the
professor solve his problem

; stay out of the content arena; strive
to keep all channels of com

m
unication open at all tim

es; honesty
is the best policy; under-prom

ise and over-deliver; depersonalize
ideas; don't give out too m

uch road m
ap inform

ation to those
w

ho m
ight get scared by it; start w

here the instructor is; don't
brutalize the instructor; encourage constructive criticism

; people
generally do not forsake w

ork w
hich is rew

arded for that w
hich is

not; see that faculty are rew
arded for w

ork in instructional de-
velopm

ent; don't just sit behind a desk and w
ait for people to

com
e to you; m

ake things happen. (5, pp. 54411

M
eeting R

esistance
In spite of the studied attem

pts m
ade by faculty developm

ent centers to .
gain acceptance on t.neir cam

puses, it is obvious that m
any have not felt success-

ful in this venture. S
trategies tor m

eeting resistance to the establishm
ent a,nd

im
plem

entation of a faculty developm
ent program

, therefore,, have becom
e

critical issues w
ith w

hich on -institution m
ust deal. V

ery real problerns, as w
ell as

m
yths and m

isconceptions, face the new
 center director and after deciding

w
hith is w

hich, he or the m
ust then proceed to deal w

ith them
.

M
uch of the resistance ting a faculty developm

ent center is legitim
ate and

em
anates from

 situations that exist w
ithin the postsecondary academ

ic corn-.
m

unity. S
om

e of the very real problem
s are:.

F
ailure of the institutional rew

ard system
 to s,upport the instruc-

tional function..

P
rovision of released tim

e
or tim

e at all
to participate in

center functions.,

*G
raduate program

s poorly designed to prepare students to be-
com

e college teachers.

T
he still im

perfect system
 of evaluation of instruction,

evaluation of learning for that m
atter.

T
he tendency of faculty m

em
bers tparticularly in the liberal arts)

to resist involvem
ent in any instructional endeavor.

T
he overem

pha,sis on content proficiency and the underem
phasis

on techniques, skills and attitudes in the teaching process.

T
he autonom

y and over-zealous protection of one's ow
n "turf,"

e.g.. departm
ent or college, and the consequent resistance to

cooperative ventures.

T
he psychological distance and often the distrust professors

have of one another, particularly across disciplinary lines.

T
he resistance to being evaluated on som

ething (teaching) in
w

hich one has not received form
al preparation on the sam

e scale
that one is evaluated on som

ething (research) in w
hich one has

received form
al training as part of his P

h.D
. program

. In other
w

ords, a professor w
ho has never received any system

atic help
or feedback learns he is suddenly going to be held accountable
for his effectiveness as a teacher; he w

ill likely resent this.

e T
he tendency on the part of som

e faculty to resist any C
hange

instituted by adm
inistration.

T
he tendency on the part of som

e adm
inistrators to resist any

change instituted by faculty.

T
he dearth of research data to clearly support certain educa-

tional m
ethods and beliefs over others.

T
he problem

 of introducing a new
 series of activities to an al-

ready overw
orked faculty.

T
he tendency of., academ

ics not to put m
uth faith in their ow

n
peers to help them

 for the old story of not being an expert on
one's ow

n cam
pus).

T
he fear (som

etim
es justified) that evaluation of instruction is

being used m
ore for personnel decisions (i.e., punitively) than

for one's personal benefit
positivelyi.

T
he inability of faculty m

em
bers to disassociate evaluation sys-

tem
s and im

provem
ent system

s.

*T
he fact that faculty (especially untenured and, on som

e cam
-

puses, even tenured) have reason to feel their lobs are on the
hne.

T
he fact that it is difficult for one person to change in isolation,

particularly w
ithout an enabling environm

ent.

T
he fact that academ

ic colleagues have not alw
ays been know

n
to be kind to instructional innovators,

T
he existence of threat

all kinds.

A
ccording to sell-concept theorists, m

an strives to m
aintain and enhance his

self-perception or his identity. T
he possibility of forced C

hange, panicularly
large-scale change, can therefore pose a great deal of psychological threat. P

eople
w

ho fear they are not adequate in a given area w
ill feel threatened by anything



O
r anyone that purports to evaluate, judge, or assist them

 in that area. T
his w

ill
be so even if the judgm

ent is positive, as even positive judgm
ent (how

ever pain-
less) is judgm

ent. O
nce the right to external judgm

ent has been established, the
rig,ht to negative ju.dgm

ent is also established..
T

hreatened people w
in respond to tfLeat in characteristic w

ays:

11) by avoiding the threatening situation O
r person;

l2) by attacking directly the threatening situation or person;

(3l by attaC
king indirectly the threatening situation O

T
 person,

e.g., by attem
pting to underm

ine or sabotage .the center, or
by casting aspersions upon, th,e academ

ic reputation of the
director;

by intellectualizing aw
ay the threatening situation or person

and thereby rendering it im
potent to hurt them

. (A
cadem

i-
cians are particularly good at dealing w

ith threat in this w
ay.)

O
nce situation and person as used above are replaced by center (or center ser-

vices) and center director (or staff m
ernber), the form

s of resistance w
ith w

hich,
a faculty developm

ent center m
ust deal becom

e all too clear. C
enter directors,

report incidents of retaliatory behavior that range from
 hate letters to attaC

ks in
the m

edia to cam
paigns of m

ockery. P
erhaps the m

ost often used m
eans of re-

sistance, how
ever, is passive avoidance...

B
ergquist and P

hiliiP
s tt.ate frankly:

F
requently, w

hen introduced to m
ethodt for im

proving col-
lege instruction, a faculty m

em
ber w

ill either tO
rn aw

ay or adopt a
stance of passive resistance. C

entral to this posture m
ay be the

attitude of the faculty m
em

ber tow
ard teaching. If he does not

value teaching or does not perceive him
self as .being prim

arily a
teacher, he w

ill not spend lim
e either im

provin:g his skills as a
lecturer or a discus:sion leader or exploring alternative instruC

.-
tional m

ethods and techniques. A
t the sam

e tim
e, h:e m

ay be fear-
ful ot displaying his shortcom

ings as a teacher or m
ay resist the

values and philosophies of education that underlie m
any new

m
ethods or curricular proposals

.
A

n effective faculty develop-
m

ent program
, then, m

ust deal w
it.h the attitudes of the faculty

m
em

ber, as w
ell as w

ith related values, philosophies, and self-
perceptions. 1.1,. pp. 5-61

A
ccording to V

erm
ilye, it is not so m

uch the idea of educational (learner-
centered/ reform

 that threatens educators but the m
agnitude of the reform

.

T
heir fear, w

hich is not w
ithout som

e basis, is that m
any

good things m
ay have been sw

ept aw
ay w

ith the bad,
W

hile re-
form

ers look w
ith pride

.
the critics look w

ith alarm
 at w

hat
they regard as low

ered standards and inflated grades. (8, p,

10

P
erhaps hardest of all to deal w

ith are the m
yths and m

isconceptions sur-
rounding the faculty developm

ent m
overtient in general and efforts

to im
prove

instruction in particular. S
om

e of these assum
ptions are so deeply ingrained

in the academ
ic com

m
unity that it w

ill be questioned w
hether; indeed, they

are m
yths or m

isconceptions. P
erhaps it

is fairer to state that if the tables
w

ere turned, those professors w
ho give lip service to the follow

ing statem
ents

w
ould have a difficult tim

e substantiating them
 to the, sam

e degree that they
ivould like the faculty developm

ent w
oikers to disprove them

. if the truth lies
som

aw
here in the m

iddle, as it often does, the issues ate even m
ore dififictilt to

unravel. S
om

e of these com
m

only held assum
ptions are:

G
ood teachers,are born, not m

ade.

A
 good teacher needs no help, and a poor one can't be helped.

T
eaching is an art, not a science and, as:

such, cannot be learned.,

T
he faculty developm

ent m
ovem

ent is a plot to low
er academ

ic
standards.

It is an arm
 of the adm

inistration w
hose covert purpose is to re-

port back to the president or academ
ic vice president w

ho the,
bad teac.hers really are.

It is a m
ove to discredit scholarly research.

It is a m
ove to discredit scholarly publications.

* it is a m
ove to discredit scholarliness.

*T
he center is a rem

edial program
 for bad teachers.

O
nly bad teachers have room

 to im
prove.

If you go there, you m
ust be a bad teacher.

T
he teaching/learning endeavor is a m

ysterious process, and th,e
results defy analysis andlor m

easurem
ent.

It is an invasion of one's academ
ic freedom

 to have a colleague
m

ake evaluative statem
ents on one's ability to teach.

*It is an invasion of one's academ
ic freedom

 to have one's teach-
ing evaluated at all.

.' it is an irw
asion of one's academ

ic freedom
 for anyone else to

visit one's classroom
.,

it is an invasion of academ
ic freedom

 to place so m
uch em

phasis,
on teaching..

A
 university should hire good people and then get out of their
w

a,y.



H
ow

 one .teacti,
ri,S

; really not the university's business.

it i.i
jte to be a publishing sthollar; it is rather low

brow
 to be a

teac:her..

* A
n academ

ic is valuable for w
hat he know

s rather than for w
hat .

he can help other people learn.

It is not the purpose of this publication to attem
pt to dispel' m

ythical posi-
tions, or even to attem

pt to untangle bits and pieces of truth, half-truth, and
areas :W

hich, none of us know
. S

uffice it to:say that the literature is already rich
w

ith data regarding thesa and other questions, and it w
ould behoove all w

ho are
in the business of faculty developem

ent to acquaint them
selves thoroughly w

ith
the published theory t'..).nd research. if a faculty developm

ent leader can conceive,
of his/her role as teaC

her .of faculty w
ith regard to these questionable issues,

or better stifi as co-learner, the issues c.ould thnn perhaps becom
e t.he focu.s of

serious academ
ic consideration rather than under-the-table quips. M

any directors,
concede that one of the m

ost effective w
ays t.o deal w

ith m
yths or m

isconcep-
tions iS

 to have them
 spoken to by som

e respected scholar or authority figure
w

ithin the sam
e discipline as the person or persons raising the question. C

ontent
.

superiority still appears to be. the ticket to respectability..
G

aff suggests that m
ost resistance is based on incom

plete know
ledge and is .

best overcom
e .by clear articulation of the program

. T
his should include both

w
hat the program

 is and w
hat it s not. It S

hould include assurance that "partiC
i-

pation w
ill be voluntary, that it W

ill be disassociated from
 the adV

ancem
ent

system
, and that it w

ill serve the needs and interests of the participants
. ."

p. 7221.
C

enter directors offer these additional suggestions:

D
on't try to help w

ith one hand and evaluate (or tattle!) w
ith

the other.

B
e sure the person to w

hom
 yotil report has lots of clout

but
you com

e on gently.

ensure that the center is faculty-initiated and supported.

M
ake sure you have "grass roots" !support.

O
perate a low

,profile, service-ihtensive 'orga.nization.

D
o not threaten the faculty.

p. 1311

T
his last bit of w

isdom
 has to be the understatem

ent ,of all tim
es!

E
conom

ics

T
he final point regarding strategies for the im

,alem
entation of a faculty

developm
ent program

 has to do w
ith econom

ics. dow
 does a university estab-

lish a faculty developm
ent center in the face of dim

inishing financial resources,
at a tim

e w
hen it is m

ore com
m

on to phase program
s out than in? H

ard m
on.ey

is not only m
ore difficult to obtain, but external funding agencies are not as

likely t.o be as generous as they have been in the past. N
or is tim

e (alw
ays trans,

latabie into m
oneyl a com

m
on com

m
odity. M

ost staff m
em

bers hold joint
appointm

ents and continue to teach as w
ell as to fulfill their academ

ic require-
m

enti to w
rite and to do research. D

iscovering w
ays to increase the quantity and

quality of services w
ithout, at the sam

e tim
e, increasing the heed for a higher

budget is becom
ing one of the "'gam

es directors play." S
om

e of the devices cur-
rently being utilized are:

*U
tilizing one's ow

n faculty m
em

bers as w
orkshop leaders and.

presenters.

T
rading w

ith other universities, tor expensaY
 only, director, staff

m
em

bers, or faculty m
em

bers as presenters or w
orkshop leaders.

Learning to be a lack, or lill-of-en-trades, e.g.., doing one's .ow
n

publicity and prom
otion; w

riting and)or editing the center new
s-

letter; teaching the short courses; facilitating the. gtoup discus,
sions, etc.

T
rading m

aterials, inform
ation, new

sletters, syllabi, and pro-
gram

s w
ith other centers.

Learning to "beg and borrow
" furniture and other resource

.

room
 adornm

ents, books and journals, perm
ission to reprint,

articles, etc.

C
ontinuing to learn new

 skills so as to m
aintain as m

any services
w

ith as few
 staff m

em
bers as possible. N

ew
 skills m

ight involve
m

edia,
interpersonal

relationships,
specific innovative tech-

niques, consultative techniques, evaluation system
s., etc.

U
sing audio-tapes, video-ta,pes, and film

s to increase the oppor-
tunities for facult.y m

em
bers to benefit from

 guest presenters
and from

 teachers on other cam
puses w

ho are not able to visit
your cam

pus.,

C
ollaborative efforts by cam

puses w
ithin a com

m
uting distance

of one another. S
uch efforts m

ight include: S
haring the cost of

guest presenters, sharing the cost of w
orkshops and off-cam

pus
retreats, planning faculty visits to one another's cam

puses, etc,.

It
is difficult to im

plem
ent a program

 of faculty developm
ent w

ithout
having S

om
e problem

s and m
aking som

e m
istakes. It can be easier, how

ever, if
w

e share experiences and learn from
 one another. H

opefully w
e can benefit from



the other person%
 m

istakes, suocesses, and uhirrnately
sdom

. W
e are all

aw
are of the disadvantages of being on the cutting edge of a new

 m
ovem

ent; per-
haps w

e also need to be rem
inded of its rew

ards_
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T
he U

niversity of A
laham

a, in T
uscaloosa, is a state university w

ith over
15,000 students and 800 faculty. It is m

uch like other state universities W
ith its

triple interest in pursuing teaching, research and service, but it is unlike m
any

state universities in that during the pest five yeatt it has begun to distinguish itself
by a serious com

m
itm

ent to the im
provem

ent of instruction..
M

anifestations of innovation and com
m

itm
ent to instruction include: the

creation of the N
ew

 C
ollege in 1970; the beginning of the V

enture F
und in 1972;

the inform
al F

aculty Learning F
orum

; the w
ork of a U

niversity C
ouncil C

om
-

m
ittee to consider m

andatory teaching evaluation during 1974; the w
ork of the

ad hoc C
om

m
ittee on T

eaching E
ffectiveness during the sum

m
er of 1974; and

the creation of the T
eaching-Learning C

enter in the sum
nter cif 1975, it ako k

notable that a recent self-study produced a new
 statem

ent of purpose ineluding a
significant com

m
itm

eritto teaching..
T

he N
ew

 C
ollege at T

he U
niversity of A

labam
a offers its students an alter-

native approach to ,the traditional undergraduate educational experience. its
prim

ary purposes are (11 to create an opportunity for highly individualized
education w

hich enables S
tudents to draw

 from
 the resource; of 'all U

niversity
classes and faculty, and (2) to terve as an experim

ental unit-w
ith the expectation

of exporting successful innovations to other sectors of. the. U
niversity. T

he N
ew

C
ollege dean w

as instru-nental in securing outside funding for the T
eaching-

Learning C
enter.-

T
he V

enture F
und, w

hich began in 1972 w
ith a three year grant of $250,000

from
 the F

ord F
oundation, has continued to grow

 w
ith the addition of $200,090

M
in the U

niversity's budget. O
ver the past three years the V

enture F
und has

aw
arded over 80 grants to individual faculty rnernbets to assist them

 in experi-
m

enting w
ith new

 approaches to undergraduate education. 'T
he F

und also has
aw

arded a $10,000 grant to the T
eaching-Learning C

enter.. T
hc D

irector of the.
T

eaching-Learning C
enter also is D

irector of the V
enture F

und.
T

he Learning F
orum

 existed for about a year and a half during 1973-74.11.
w

as an independent and loosely organized group of 50 faculty w
ith the com

m
on

14

interest of heightening the U
niveN

ity's aw
areness of general! faculty concern for

good teaching. T
he group w

orked throughi inform
al lobbying efforts, special prok

ects and open discussions. ;included in the group's activities have been inform
al

luncheon "far ;essions" w
here inform

ation and suggestions on pedagogical ahd
other instruedonal problem

s h.ave been discussed; form
ai debates on educational

goals laidcd by a V
enture F

und grant): and lobbying efforts intei:ded to im
prove

the teaching and learning environm
ent on the cam

pus. O
rganized iitto -T

ask
F

orces- Learning F
orum

 participants w
ere instrum

ental in bringing about uni-
versity participation in! a nation-W

ide F
atuity E

xchange P
rogram

 and provided
rlii nh. of the im

petus for the new
 T

eaching-Learning C
enter, w

hich the group
saw

 as a visible sym
bol of com

m
itm

ent to teaching and a w
ay to contin0

Learning F
orum

 activities.
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T
he question of m

andatory university-w
ide evaluation of teaching has been

an active concern, especiallY
 of the U

niversity C
ouncil for a num

ber of years.
C

om
m

ittees studied the issues and m
ade reports concerning the establishrnent of

a m
andatory system

.
in, 1974 a series of recom

m
endations led to extensive

research concerning ideal teaching roles and behaviors and eventually to the
creation of the T

eathing-Learning C
enter. T

he C
om

m
ittee's interest in a T

eaching,.
Learning C

enter stem
m

ed from
 its belief that if teaching is to be evaluated, there

ought tO
 be a service office to assist faculty w

ith instructional im
provem

ent.
.

In the sum
m

er O
f 1974 the A

cadeM
ic V

ice P
resident 'established an ad hoc

C
om

m
ittee on T

eaching E
ffectiveness to m

ake recom
m

endations concerning the
establishm

ent of a
'ervice unit to assist professors in im

proving their teaching. ,
T

he recom
m

endations of this com
m

ittee provided stim
ulus for a proposal to the

D
anforth F

oundation, the funding of w
hich helped to create 1he U

niversity's
T

eaching-Learning C
enter. T

he T
eaching-Learning C

enter w
as form

ally begun
in the sum

m
er of 1975.

r-4
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T
he C

enter staff con.sists of a director, three quarter-tim
e faculty affiliat.es .

and a full tim
e graduate research ass,ociate. T

he D
irector is also D

irector of the
V

enture F
und and assistant professor in N

ew
 C

ollege, affiliations w
hich have

given her know
ledge of current innovations in teaching as w

ell as of a host of
U

niversity of A
labam

a faculty w
ho are experim

enting w
ith their teaching. A

.
university-w

ide advisory com
m

ittee consisting of representatives from
 eac,h,

school and college assists the T
eaching-Learning C

enter in identifying faculty
needs, publicizing its services and. in adviS

ing the C
enter generally.. T

he C
enter

D
irector reports directly to the V

ice P
resident, for A

cadem
ic A

iiairs, though
originally 'she reported jointly to him

 and the V
ice P

resident for E
ducational

D
evelopm

ent.,
E

ach of the 1975-76 fa,culty affiliates brought particular interests and points
of foods to the C

enter ,and its 'operation.. A
 professor of S

peech C
om

m
unication,

has a particular interest in lecturing/group discussion teehniques, in individual,
consultation and in developing a classroom

 observation instrum
ent for the C

enter
staff. A

n associate professor in B
iology has published several articles on how

 to
aid graduate teaching assistants in their classroom

 perform
ance and also is in-

terested in helping graduate s,tudents and new
 faC

ulty learn about "grantsm
en-

S
hip." E

valuation is a particular interest of the assistant P
rofessor from

 the P
sy-

chology D
epartm

ent w
ho is w

orking both on the C
enter%

 oW
n evaluatitift and on .

teaching evaluation,
-

in addition to t.he faculty affiliates, the graduate assistantS
hips have been,

consolidated into one full-tim
e research associate position to provide research

and staff support and identify external fU
nding P

ossibilities for faculty-developed
innovations in teaching.

S
taffing for the S

econd sem
ester of operation w

as m
odified to involve a

greater num
ber of facul.N

 aticonsultants in specific areas rather than being lim
ited,

to a quarter-tim
e

to only three faculty.

A
C

T
IV

IT
IE

S

D
uring the sum

m
er m

onths of 1975 the D
irector and three part,tim

e grad-
uate assittants began to develop program

m
ing for the C

enter... O
ne task w

as to
collect and catalog a brow

sing library of teaching-learning resources. A
n extensive

researeh effort also w
as undertaken to assess the instructional needs of faculty'

and graduate assistants..
A

.n instrum
ent w

as designed to give faculty m
em

bers are opportunity to
respond to, and rank in order, posS

ible C
enter activities, identify faculty expertise

in a variety of teaching areas and to provide responses to °P
en questions con-

cernin,g the T
eaching-Learning C

enter. A
lt.hough only tw

enty percent (200) O
f

the questionnaires W
ere returned, the results w

ere considered very useful, in part
because m

ost faculty expressing intereg.t b. services signed the questionnaire thus
providing the C

enter w
ith a prelim

inary "clientele- of som
e 180 faculty. T

he
data have been tabulated w

ith sO
m

e rather revealing trends, especially in the high
percentages of responses from

 full p.rofessors and from
 faculty in professional

disciplines. T
he greatest interest expressed w

as in assistance in identifying funding,
sources for instructional experim

entation, in assistance for gradua,te assistants,
and in w

orks,hops.

D
uring the fall 1975 sem

ester., the first order of business, and the m
ost tim

e-
consum

ing, w
as staff orientation, training and developm

ent W
hich took on three

foci: U
niversity of A

labam
a environm

ent
realitieS

, existing services,
offices), a na:tional perspective leg., other C

at'W
T

S
. operation, teaching evalua-

tion approaches, current innovations in teaching), and training for consultation.
A

 w
ritten set of guidelines and procedures w

ill be com
piled from

 these sessions
to m

eet future orientation and training needs. It should be pointed out that'
m

ore tim
e than anyone expected w

as spent on this general activity and that the
faculty affiliates w

ere very anxious to undergo this training/developm
ent before

aC
tively developing program

s. H
ow

ever, it is equally im
portant to note that frus-

tration easily S
ets in w

hen so m
uch tim

e is spent "preparing" thus the original,
sehedule of gradual training over the first sem

ester w
as S

hortened.. T
his scenario

w
ould probably develop at other centers W

hich anticipate utilizing faculty
consultants. A

s the fan sem
ester developed, m

ore em
phasis w

as given to service
activities and less to planning/training for them

. ,

A
bout 25 percent of the C

enter activities revive around responsei to indi-
vidual requests. T

hese range from
 evaluation of teaching to test construction..

T
he C

enter also has developed a num
ber of m

ini-w
orkshops on various

teathinT
learning topics. T

hese include: lecturing, group discussion, out-of-class,
learning, grantsm

anship, sim
ulation/gam

ing and others. T
he sessions are lim

ited
in enrollm

ent and are repeated w
henever dem

and w
arrants. T

hese m
ini,w

orkshops
are C

om
plem

ented by larger m
ore extensive W

orkshops usually sponsored in,
conjunctioh w

ith som
e ot.her

division of the U
niversity. E

xam
ples of this

approach include a w
orkshop on teaching social sciences jointly sponsored w

ith
the P

sychology departm
ent and the D

ivision of C
ontinuing E

ducation and a
w

orkshop on interdiseiplinary teaching co-sponsored w
ith the H

um
anities pro-

gram
.,D

uring the first sem
ester of operation the C

enter began four inform
al ses-

sions for faculty. C
om

pletely voluntary, this effort brought ten to tw
elve faculty

together over lunch or coffee for a w
eekly discussion of a topic of their choice.

A
 variety of departm

ents w
ere represehted and m

ost 'peop lie involved enjoyed,
this low

-key approach to faculty developm
ent.

In a.ddition to t.hese program
m

atic offering,s, the C
enter collects and dissem

-

15



inates a great deal of inform
ation relating to teadhing-learning topics and funding

of teaching-learning projects. A
 series of m

onographs dealing w
ith lecturing,

group discussion, sirnulation/gam
ing and other topics w

ill be developed to zssist
faculty. T

he D
irector and the T

eaching-Learning C
enter staff also respond to

individual requests fO
r instructional research. A

t this tim
e the C

enter does not
publish a new

sletter. A
n extensive catalog of possible sources of financial suppart

for teaching-learning projects also K
ths been developed by the C

enter staff. T
he

catalog reflects both private and public resources. T
he C

enter staff also assists
professors in seeking this support by praiding assistance in developing, w

riting
and subm

itting proposals.

T
he C

enter recently has received funds to begin a "m
ini-grants" program

.
A

lthough the V
enture F

und is still available for funding large instructional
developm

ent projects, the new
 program

 allow
s the C

enter D
irector to m

ake
grants to individual professors w

ho need a lim
ited am

ount of assistance to im
ple-

m
ent a specific instructional :dee.

B
eginning w

ith its second sem
ester of operation, the C

enter began offering a'
videotaping service to faculty. U

pon request, the C
enter w

ill tape a professor's
classroom

 R
erform

ance and then allow
 the individual to view

 the tape in private.
A

t that point the tape can either be erased or the faculty m
em

ber can confer
w

ith C
enter staff.,

16.

F
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T
he C

enter's operating budget for the first year cam
e from

 five different
sources w

ithin the U
niversity: the P

resident's O
ffice, O

ffice of A
cadem

ic A
ffairs.

-O
ffice of

iliticational D
evelopm

ent, the V
enture F

und, and finally, a grant from
the D

anforth F
oundation w

hich contributed approxim
ately one third of the first:

year's budget. A
itheugh U

niversity funding for the second year'is to be dentraii-
ized, the C

enter m
aintains a policy of actively seeking outside resources to

com
plem

ent the existing U
niversity budget,.

T
he budget breakdow

n for the first year includes a U
niversity com

m
itm

ent
to the salaries of the D

irector, secretary and graduate research associate and
about half of the office expenses. D

anforth funds cover prim
arily faculty affiliate

and consultant funds and som
e operating expenses. T

he U
niversity's V

enture
F

und provided for several program
m

atic needs.

E
V

A
LU

A
T
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N
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N

D
 F

U
T

U
R

E

A
t the present tim

e evaluation of the C
enter is just beginning. H

ow
ever,

judging by the level of faculty participation, the C
enter has gained a great deal of

acceptance am
on,g the faculty during its first year of operation.

,

In the future," ihe C
enter w

ill continue to direct its efforts at e-couraging
the use of existing faculty and teaching resources..
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T
he U

niversity of A
labam

a in B
irm

ingham
 is an urban, state university that

includes a m
ajor m

edical center. T
otal student enrollm

ent is approxim
ately

12,000of w
hom

 nearly 10,000 are enrolled in U
niversity C

oR
ege. T

he C
ollege

has approxim
ately 300 full-tim

e faculty, plus 150 part-tim
e (including m

any
w

ith prim
al y appointm

ent in other units of the U
niversity).

U
niversity C

ollege com
prises the S

thools of B
usiness, E

ducation, E
ngineer-

ing, H
um

anities, N
atural S

cience and M
athem

atics, and S
ocial and B

ehavioral
S

ciences. G
raduate program

s through the m
aster's degree are offered by all

schodis. In addition, A
A

 certification (beyond the m
aster's) is available in E

du-
cation, and the P

h.D
. is offered in the N

atural S
ciences. T

he M
edical C

enter in-
cludes the S

chools of M
edicine, D

entistry, N
ursing, C

om
m

unity and A
llied'

H
ealth R

esources, and O
ptom

etry, as w
ell as the U

niversity H
ospitals and C

linics;
and the several B

asic S
cience and B

iophysical S
cience departm

ents. B
accalaure-

ate, M
.S

., P
h.D

., M
.D

., D
.D

.S
., and O

.D
. degrees are offered, plus A

ssociate de-
grees through the R

egional T
echnical Institute for H

ealth O
ccupations. A

li
graduate degrees are aw

arded through the G
raduate S

chool. T
he P

resident of
U

A
B

 reports to the B
oard of T

rustees. T
he four V

ice P
residents have responsi-

bilities for U
niversity C

ollege, H
ealth A

ffairs, F
inance, and A

dm
inistration.

T
he M

edical C
enter had its B

irm
ingham

 origin in 1945. U
niversity C

ollege
grew

 from
 extension program

s first offered in B
irm

ingham
 in 1936, w

hich be-
cam

e the degree granting C
ollege in 1966 as part of the new

ly structured U
ni-

versity of A
labam

a in B
irm

ingham
. C

ollege course offerings are prim
arily during

the day, but approxim
ately one-third of the enrollm

ent is in night classes and a
m

ajority of the student body is em
ployed part- or full-fim

e.
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T
he P

roject on T
eaching and Learning in U

niversity C
ollege (P

O
T

LU
C

) w
as

initiated by the V
ice P

resident for U
niversity C

ollege in the fall of 1973. A
 C

orn-

m
ittee of 12 persons w

as appointed and the C
om

m
ittee elected its chairm

an-
director, hired an A

dm
inistrative A

ssistant, and form
ulated a statem

ent of goals
and purposes,

T
he role and scope of the P

roject, as taken from
 the recent annual report, is

as follow
s:

W
orking w

ith existing units of U
A

B
, the P

roject w
ill seek to accom

-
plish the follow

ing:

T
o acquire and evaluate inform

ation im
portant to the teaching-

learning process. T
his w

ill include inform
ation on students, their

needs and their preparation for satisfying those needs., com
-

m
unity needs, for units of inform

ation and for inform
atiO

n con-
cerning the operation of U

niversity C
ollege in its cornm

enity
setting; teaching practices of U

C
 faculty at the present tim

e; the
teaching-learning process, and how

 it m
ay be facilitated.

T
o dissem

inate inform
ation relevant to the teaching-learning

process to faculty, student body, and com
m

unity.

T
o facilitate teaching and learning through adm

inistrative staff
functions by assisting faculty in self-evaluation and in m

odifica-
tion of teaching practices w

here they so desire; and, by encour-
aging good teaching through appropriate rew

ard structures.
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T
he P

roject operates under the V
ice P

resident of U
niversity C

ollege and is
funded from

 his budget. S
ervice is directed prim

arily tow
dtd U

niversity C
ollege

but extends to the M
edical C

enter in several areas. It has been the responsibility
of the P

roject to establish com
m

unication w
ith the faculty and students and

gain the cooperation of both. T
here are increasing signs of recognition and

acceptance of the P
roject as a useful adjunct to the academ

ic structure.

T
he D

irector has half-tim
e responsibiliti-es w

ith the P
roject and m

aintains



half-tim
e responsibilities as P

rofessor of P
hysics. kis research includes studies of

cognitive developm
ent in post-adolescents. T

he A
dm

inistrative A
ssistant is a

graduate student in the S
chool of E

ducation. T
he part-tim

e secretary is a w
ork-

study 'senior student in E
ducation.

P
olicies and program

s.. are set by 'the P
O

T
LU

C
 C

om
m

ittee com
posed of

12 persons. including tw
o students lone undergraduate, one graduate), tw

o
pdm

inistrative faculty m
em

bers, and eight faculty m
em

bers w
ithout prim

arily
adm

inistrative appointm
ents. S

tudent appointm
ents are for 'the academ

ic year
w

ith opportunity for extension over the sum
m

er w
hen appropriate, and faculty

appointm
ents are for tw

o years, beginning in June, w
ith staggered term

s. V
a-

cancies are advertised by the C
om

m
ittee and recom

m
endations tor appointm

ent
are m

ade to the V
ice P

resident follow
ing interview

s w
ith the candidates.

A
ll C

om
m

ittee m
em

bers, exc:ept adm
inistrative appointm

ents, receive a
supplem

ental stipend at t'he rate of S
1000 per year. T

his m
odest com

pensation
effectively em

phasizes.the im
portance attac:hed to the P

roject and its efforts to
aid the teaching-learning process in the C

ollege. it also engenders a sense of
responsibility to the C

om
m

ittee, so that persons unable to participate effectively'
have rem

oved them
selves from

 the C
om

m
ittee, and it m

akes it easier for the staff
to m

ake dem
ands on the tim

e of C
om

m
ittee m

em
bers. T

he C
om

m
ittee m

.eets
regularly tw

ice a m
onth and carries out other assignm

ents betw
een m

eetings..
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P
rim

ary activities of the P
roject are a quarterly N

ew
sletter, acquisition and

'm
aintenance of a library of m

aterials on college teaching; organization of pro
gram

s consisting of speakers, panel discussions, sym
posia, etc.; operation of a

com
puter-based program

 for student evaluation of faculty and courses; super-
vision or the selection of a recipient for a teaching excellence aw

ard and for an
.

aw
ard to be granted for excellence in research on teaching; support of an experi-

m
ental developm

ent of P
S

I courses in three departm
ents; organization of special'

program
s for faculty deveiopm

ent; service as a com
m

unication link betw
een'

faculty and external agencies and foundations concerned w
ith college educational

program
s; and support of travel by C

om
m

ittee m
em

bers and others to program
s

of special educational interest.
T

he N
ew

sletter is com
piled and edited by the A

dm
inistrative A

ssistant, w
ith

contributions from
 m

em
bers of the C

om
m

ittee and faculty m
em

bers from
 the

C
ollege and other U

A
B

 units. D
escriptions of current efforts, book review

s,
analyses of current trend's, and new

s item
s concerning com

ing events are the
m

ajor content. C
kulation is to ail U

A
B

 faculty and staff plus other interested
persons outside the U

niversity..
T

he U
niversity libraries have substantial num

bers of publications dealing:

18

w
ith teaching, but the em

phasis tends to be on elem
entary and secondary edu-

cation and specialities associated w
ith the S

chool of E
ducation. It is thus helpful

to have a separate collection intended specifically for the college professor..
S

im
ilarly, although there are m

any sem
inars and other program

s on cam
pus that

relate to teaching., it is useful to have a central body arrange for additional
speakers of interest to a broad cross-section of facult.y, and to assist in advertis-
ing som

e of the speakers brought in by one departm
ent or school.

S
tudent evaluation of faculty and courses iS

 organized U
nder the G

A
F

&
T

E
R

M
 program

, leased from
 P

urdue Llniversity. Instructors m
ay select item

s
.

from
 a catalog (or ..m

andl of 200 or m
ore statem

ents to be answ
ered on a five

point scale (strongly agree to strongly disagreel. T
he selections are fed to the

com
puter, w

hich prints up, form
s for each class, adding five 'C

ore' item
s that

appear on all form
s. T

he student responses are subsequently analyzed by com
-

puter and an analysis is sent to the instructor fonlyl) for his inform
ation. P

artici-
pation is voluntary, but grow

ing rapidly.

T
he aw

ard for excellence in teaching is based on student balloting, w
ith

final selection by a com
m

ittee of students and faculty taking into consideration,
the student vote plus other inform

ation, such as num
bers of students taught and

content of :letters of nom
ination. A

 new
 aw

ard for excellence in research in
teaching w

ill be offered by the C
om

m
ittee this year for the first tim

e, although
.

it has not yet received funding support..

S
upport of m

inigrants, based on faculty proposals, has not yet been funded,
.

but one early program
 that has received encoura.gem

ent by the P
roject, including

m
inor allocations of space., funding, and travel support, is a research program

 far
teaching chem

istry (prim
arily m

athem
atical preparation), m

athem
atics lalgebral,

and elem
entary G

erm
an in P

S
I forM

at. F
unds w

ere also received, by the com
.

m
ittee m

em
ber in charge, from

 the U
niversity C

ollege faculty research com
m

it-
tee. T

he program
 has been useful in focusing attention of faculty and students

on the P
S

I teC
hniques, and has already led to adaptation of the teC

hnique in an
additional course..

A
 series of program

s for faculty developm
ent, offered during the recent

.

sum
m

er, included presentations on new
 techniques, new

 theoretical develop-,
m

ents, and various other m
ethods for teaching im

provem
ent, including a pro-

gram
 by the speech and dram

a faculty dealing w
ith speaking techniques and w

ith
body m

ovem
ent and non-verbal com

m
unication. F

aculty orientation program
s

have been initiated, w
hich introduce new

 faculty m
em

bers to U
niversity facilities

available to them
.

P
rogram

s sponsored by P
O

T
LU

C
 in the past academ

ic year include;

A
 lecturc and discussion on C

om
parison of 'Instructor E

valua-
tion S

ystem
s;

C
1



*A
 sym

posium
 on "H

igher E
ducation: P

rospectus on C
hange-

featuring several nationally recognized authorities;

*A
 sem

inar or self.-paced, m
ulti-m

edia, audio-tutoriai insuuction:

.
A

 sem
inar on the C

A
F

. E
T

E
R

 IA
 P

rogram
 for student evaluation of

instruction;

A
 sem

inar and discussion sessions on the P
ersonalized S

ystem
 of

Instruction;

A
 lecture by a nationally recognized authority and a discussion

on -T
esting and P

rofessors.-

F
U

N
D

IN
G

,

T
he P

O
T

LU
C

 budget, w
hich is currently about $50000 per year, com

es
from

 state-appropriated funds allocated to the C
ollege. B

udgeting w
as accom

-
phihed under a zero-base system

, so that funding W
d5 M

atched to continuing and
proposed activities in com

petition w
ith other needs w

it.hin the C
ollege. T

he.
P

roject budget provides for staff salaries. C
om

m
ittee stipends, office equipm

ent,
travei, and program

t. S
upplem

ental funding from
 external agencies has been

sought but, thus far, the am
ount of such funding is sm

all.

E
V

A
LU

A
T
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N
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N

D
 F

U
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U
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E
valuations to date have been by the C

om
m

ittee itself, in preparation of
annual reports and at the stage of justification of conversion of the P

roject front
tem

porary to continuing status. W
e believe that the P

roject is fulfilling several
im

portant functions in draw
ing the attention of the faculty to new

 deveksp-
rnents and to the im

portance of considering the teaching function in new
 w

ays.
W

e believe thct there are still m
any unexploited opportunities for the P

roject
that can be accom

plished w
ith the present organization, it does seem

 appropri-
ate that som

e sm
all fraction of the total expenditure for education be spent in

re-exam
ination and renew

al of that effort, w
hich is better accom

plished through:
a central organization w

ith representatives from
 tcadem

ic units than by each:
academ

ic unit operating separately.
F

aculty m
em

bers are generally suspicious of new
 structures, and especially

so of any structure that hints at affecting the classroom
 activities of the indi-

vidual professors. T
his attitude has som

e m
erit, despite its deadening effect on

teaching im
provem

ent. A
 m

ajor achievem
ent of the P

roject has been a change in .
attitude of a m

ajority of faculty m
em

bers
from

 resentm
ent that m

oney w
as

being diverted to a new
 function to a recognition that at least som

e of the
P

O
T

ILIC
 functions can be helpful to the individual instructor, If the C

om
m

ittee
is constantly alert to the need for convincing faculty of the value of the P

roiect,,
substantial long-term

 effects of the P
roject seem

 possible and even probable.
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T

he U
niversity of F

lorida is the largest of the nine universities w
hich corn-

prise the S
tate U

niversity S
ystem

 of 'F
lorida.. A

s the oldest and largest institution
of the system

. the U
niversity's special m

ission is to provide graduate and profes-
sional program

s for the citizens of the state.. It is one of the few
 institutions in

the 'country to offer virtually every m
ajor professional program

 and area of grad-
uate studies on a single cam

pus: the U
niversity of F

lorida consists of sixteen .
colleges and tw

o schools.
T

he U
niversity is adm

inistered w
ithin three m

ajor budgetary units. T
he

general unit represents A
rts and S

ciences, E
ngineering, A

rchitecture, F
 ine A

rts,
Journalism

:, E
ducation', B

usiness A
dm

inistration, Law
, and 'U

niversity C
ollege

the general education com
ponent. T

he H
ealth C

enter includes the C
olleges of:

M
edicine, D

entistry. V
eterinarian M

edicine, 'N
ursing. P

harm
acy and H

ealth
R

elated P
rofessions. Lastly. the Institute of F

ood and A
griculture S

ciences pro-
vides program

s in a w
ide range of agricultural sciences in addition to its research

and extension activities.
T

he total student enrollm
ent of the U

niversity is close to 28.000. T
he teach-

ing faculty of 2,800 is supported by approxim
ately 1,500 teaching assistants.

O
ver 5.000 courses are offered to provide 90 areas of instructional program

s for
undergraduates and 50 specializations for doctoral program

s.
Lim

ited hy !m
andate from

: the legislature to a freshm
an class of only 2.900

the U
niversity's heaviest teaching load is found at the upper division and grad-

uate tevel.T
H

E
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F
F
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T

he O
ffice of Instructional R

esources (01R
1 w

as established in S
eptem

ber
of 1972 by the com

bination of resources of an established agency w
ith responsi-

bilities of m
edia production and audio-visual equipm

ent distribution, the re-
sources of a center w

hich had been responsible for duplication and scoring of
com

prehensive exam
inations for freshm

an courses, and the provision of addi-
tional allocations from

 the general budget. T
his w

as the result of the recom
m

en-

dations of an ad hoc com
m

ittee, appointed by the V
ice P

resident of A
cadem

ic
A

ffairs, w
hich w

as charged' td study and m
ake suggestions for appropriate ave-

nues the U
niversity m

ight take to bring, about instruC
tional im

provem
ent. In, the

sum
m

er of 1974, additional responsibilities w
ere assum

ed by the O
ffice of

Instructional R
esources w

hen three units w
hich provide cam

pus-W
ide non-

traditional services to students cam
e under its adm

inistrative um
brella. T

hese
three units. the P

ersonalized Learning C
enter, the 'R

eading and S
tudy S

kills
C

enter and the Language and Learning Laboratory, provide exem
plary program

s
for 'experim

ental and dem
onstration purposes as w

ell as providing services to
studen ts.

T
he 'm

ission of the O
ffice of Instructional, R

esources is to im
prove instruc-

tion through the initiation of innovative program
s, the encouragem

ent of ex-
perim

entall program
s and the support of existing program

s. lin order to carry out
this m

ission, the O
ffice of Instructional R

esources has undertaken four m
ajor

functions':s T
o provide progratris to faculty for the analy:sis and im

prove-
m

ent of the teaching4earning process.

IP
 T

o provide to faculty consulting services and technical assistance
in the design and use of instructional program

s and m
aterials.

*T
o :provide testing and program

 evaluation services to faculty
and staff.

T
o perform

 instiP
ctional research.

T
hese m

ajor functions are supported by t.he follow
ing services.

1. instructional
C

onduct w
orkshops, sem

inars and short courses
for instruction of facu/ty in:

.

the deS
ign of instructional system

s tself-paced, orogram
M

ed
instruction, C

M
I, C

A
I, m

ulti-m
edia m

odules, etcl

the design and/or :use of instructional m
aterials (slide/tape:



program
s, video-tapes, film

strips, film
 loops, transparencies,

etc.)

test construction and student evaluation techniques lw
rit-

ing test item
s, item

-analysis, alternatives to paper and pencil
tests, criterion and norm

-referenced evaluation, etc.)

tfié a6alysis, developm
ent and evaluation of teaching strate-

gies Isystem
a tic obserV

ation techniques, teacher attitudes,
and behavior relationships, interaction techniques, etc.)

the use of hardw
are (operating audio-visual equipm

ent.
com

puter-m
anagem

ent system
s)

2. D
evelopm

ental
P

rovide instructional laboratory facilities
f or :video-taping to refine instructional techniques

the developm
ent of instructional m

aterials by faculty m
em

-
bers (dem

onstration tapes. etc.)

the dem
onstration of innovative practices and m

aterials
(P

ersonalized
Learning C

enter,
self-instruction

facilities,
audio-tutorial laboratories)

3. S
ervices

P
rovide services to support instructional program

s:

consulting services

m
edia production services,

testing and evaluation pi student achievem
ent services

program
 evaluation services

T
he O

ffice of instructional R
esources is predicated on tw

o assum
ptions.

T
he first is that it

is prim
arily a service organization w

hich m
ust respond to ex-

pressed faculty needs; that it m
ust serve on-going program

s as w
ell as provide

leadership for innovation. T
he second assum

ption is that one iM
proves his or

her teaching by becom
ing involved in innovation and experim

entation rather
than by focusing on the teaching act itself. T

he encouragem
ent and support of

progr am
s and pm

jects designed to im
prove the ef fectiveness and ef iciency of

instruction is the m
ajor focus 0 f the O

ffice.
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T
he O

ffice of Instructional R
esources is a separate adm

inistrative unit re-
porting directly to the O

ffice of the V
ice P

resident of A
cadem

ic A
ffairs. It has

responsibility to the total cam
pus. T

he office is headed by a director and three
associate directors w

ho are responsible for m
edia and production services, in-

structional developm
ent, and testin.g and evaluation services, respectively. In

addition, both the R
eading and S

tudy S
kills C

enter and the P
ersonalized Learn-

ing C
enter have directors w

heare responsible for the activities of these tw
o units.

A
n abbreviated chart w

hich illustrates the organization of. the O
ffice follow

s.-
B

ecause of the w
idely varying activities of the O

ffice of Instructional
R

esources and the highly specialized skills dem
anded by these activities, the

staff represents 'w
idely diverse backgrounds and education. H

ow
ever, the adm

in-.
istrative staff, w

ith the exc:eption of the A
ssociate D

irector for T
esting and E

val-
uation, hold advanced degrees w

ith S
pecialities in one or m

ore areas of education.
T

he perm
anent staff all hold full-tim

e positions w
ith the office, In addition,.

associate staff m
em

bers w
ho hold appointm

ents w
ith other academ

ic units on
cam

pus w
ork w

ith the office on special projects.or assignm
ents. T

he departm
ent

in w
hich an associate staff m

em
ber holds his appointm

ent is reim
bursed for the

tim
e spent w

ith O
ffice of Instructional R

esources projectS
 through various

arrangem
ents.

S
tudents at both the undergraduate and graduate levels ate heavily involved'

in the activities of the O
ffice.. T

hey serve in such roles as tutoring, course m
anage-

m
ent, clerical w

ork, technical w
ork in m

edia production, data collection and
analysis, test construction and program

 evaluation. G
raduate students at the

m
ost advanced levels also are supported by O

M
 to .assum

e teaching responsi-
bilities S

O
 that faculty m

ay be released to w
ork on projects funded by the O

ffice.
W

e find that undergraduate students are especially effective in instructional
m

anagem
ent and tutoring roles. W

ithout doubt, one 'of the m
ost im

portant re-
sources tha,t w

e have is the students w
ho participate in our activities..

A
nother im

portam
 elem

ent in O
ur operation is the A

dvisory C
om

m
ittee tor.

the O
ffice of Instructional R

esources. C
om

posed of adm
inistrators and faculty'

w
ho 'represent the broad spectrum

 of the academ
ic program

s, m
em

bers
of this

com
m

ittee help establish policy and effect com
m

unication w
ith the

groups they.
represent.

A
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T
he O

ffice of Instructional R
esources provides a broad range of services

w
hich relate in m

any w
ays to instructional im

provem
ent. A

ctivities are under-
taken both in response to requests for assistance and in initiating program

s for
w

hich there seem
 to be interest or need. A

s there are alw
ays m

ore dem
ands for

services than there are resources to provide them
, priorities m

ust be estab/ished.
B

asically, any request from
 an individual faculty m

em
ber for assistance in im

-
proving classroom

 teaching, w
hether it be in inform

ation presentation, m
aterial

developm
ent or m

easuring student achievem
ent, is responded to by the appro-

priate unit. P
rojects w

hich involve program
s or depar tm

ents and require sizable,
allocations of resources are given priority in term

s of the num
ber of students21

;N
I



O
ffice of Instructional R

esources
U

niversity of F
lorida

O
rganization C

hart

V
ice P

resident
of

A
cadem

ic A
ffairs

D
irector.

O
ffice of

instructional R
esources

A
dvisory B

oard

A
ssociate D

irector
for

M
edia &

 P
roductiO

n

P
hoto S

taff
(5)

G
raphics S

taff
(2)

T
echnical S

taff
(4)

A
udio V

isual M
aterials

M
anager

C
ollege of E

ducation

T
echnical S

taff
(1)

22

A
ssoci ate D

 irector
for

T
esting &

 E
valuation

C
om

puter S
taff

(4)
E

xam
iner S

taff
(2)

S
taff A

ssistant.

C
lerical and

F
iscal S

taff

A
ssociate D

irector
for Instructional

D
evelopm

ent

D
irector

R
eading and

S
tudy S

kills C
enter

C
O

O
rdi nator

E
ducational M

edia
C

ollege of B
usiness

D
irector

P
ersonalized

learning C
enter.

F
aculty

(2)
S

taff
(2)

T
echnical S

taff
(2)

C
enter S

taff

S
upervisor

Language
Laboratory

1
T

elevision P
roducer

T
ellevision

Laboratory

(5)



w
hich ultim

ately w
ill be serv

and in term
s of institutional objectives and goals.

T
he follow

ing descripti ns of activities are not exhaustive but do represent
m

ajor efforts in instructionadevelopm
ent and im

provem
ent.

M
ini-S

abbatical P
rogram

E
ach year the O

ffice of Instructional R
esources has set aside funds to sup-

port projects proposed by faculty for instructional im
provem

ent. P
rojects w

hich
em

phasize experim
entation or innovation in instruction have been funded. S

up-
port is m

ade available on a com
petitive basis to provide for released tim

e for
faculty, for m

aterial production and for technical services..
T

he projects that have been funded reflect a variety of activities and disci-
plines. T

w
o basic course sequences in engineeringone in therm

odynam
ics, the

other in engineering m
echanicsw

ere self-paced over a period of several years.
Instructional video-tapes have been.developed to teach com

plex m
otor skills in,

the adm
inistration of anesthetics in the C

ollege of M
edicine, to teach funda-

m
ental concepts in the criticism

 of the film
 in the D

epartm
ent of E

nglish, and to
provide m

odels to students for appropriate perform
ance in the D

epartm
ent of

S
peech.

S
everal projects in com

puter application to instruction have been supported.
T

he C
ollege of D

entistry has developed a com
puter program

 for the teaching of
oral diagnosis; projects are com

pleted to develop gam
ing techniques for a course.

in m
arketing and to teach land use theory in geography.
In the language departm

ents, m
ini-sabbaticals have been aw

arded to support
the desgin and developm

ent of oral drill tapes in first-year C
hinese and to re-

design the introductory F
rench course.

T
he office has supported inter-disciplinary projects in the field of m

edicine,
and hum

anities, the developm
ent of single concept film

s-for the-physics depart-
nient, an innovative course in the criticism

 of the arts, andthe system
atic re-

design and evaluation of the introductory m
usic theory course.

E
ach year over 40 proposals for the m

ini-sabbatical program
 have been sub-

m
itted by the U

niversity faculty. N
ot all of the proposals are funded at the levels

requested; how
ever, O

IR
 does continue to w

ork w
ith the unfunded project

sponsors. T
he policy is to assist all faculty w

ho express an interest in im
proving

the quality of their departm
ent's instruction.

instructional Laboratory
A

nother experim
ental faculty developm

ent program
 for O

IR
 has been the

establishm
ent of an instructional Laboratory. T

his laboratory contains a w
ide

range of television equipm
ent including portable video-rover units, color video-

recording and playback units, and television cam
eras. T

his laboratory provides,
services for the im

provem
ent of instruction. F

aculty have used it to becom
e

fam
iliar w

ith television equipm
ent and to develop televised instruction for use

in teaching. A
 num

ber of faculty have used the lab to put segm
ents of presenta-

tions on tape. O
thers have borrow

ed video-tape equipm
ent for the purpose of

taping perform
ances of students or for m

aking video-tapes out in the field to
play back to students. A

 professor w
ho is responsible for our general chem

istry
course, w

hich has an enrollm
ent of over 1,000 students, video-tapes the dem

on-
stration of 'the solution of w

eekly hom
ew

ork problem
s. T

his tape is then m
ade

available through closed circuit to students w
ho seek help.

Instructional P
rogram

s for F
aculty

T
he T

eaching A
ssistance P

rogram
T

his program
 consists of eight sem

inars and tw
o w

orkshops on topics re-
lated to the im

provem
ent of college instruction. T

he purpose is to provide
faculty w

ith inform
ation concerning m

ajor trends in college instruction. T
hese

sem
inars have been offered on a regular basis each of the three quarters of the

academ
ic year and are open to all faculty and graduate teaching assistants. W

e
have found that the m

ajor outcom
e of this program

 is to identify faculty w
ho

are interested in redesigning instructional program
s and w

ho continue to w
ork

w
ith our staff on an inform

al basis.

M
odularized C

ourses for F
aculty D

evelopm
ent

A
nother approach to faculty developm

ent has been the creation of several
short courses (four to six sessions) in specific areas. P

rogram
s include: O

bjective'
W

riting and T
est C

onstruction; D
esign and P

resentation of Instructional M
edia;

M
odule D

evelopm
ent for S

elf-P
aced instruction; S

m
all G

roup D
iscussion S

kills;
and Lecture S

kills, T
hese courses are narrow

 in scope and tailored to the interests
of a specific college or discipline. T

hey are offered by request. T
he short courses,

are m
ade available to a group w

ith com
m

on interests and entail helping the,
faculty deal w

ith specific problem
s on an individual basis. A

lthough they are
m

ore costly in term
s of tim

e and resources than m
ore generalized program

s, they
are exceedingly m

ore effective in term
s of producing change in teaching behaviors.

Learning Laboratory and P
ersonalized Learning C

enter

T
hese facilities provide dem

onstration of non-traditional instructional pro-
gram

s for interested faculty and serve as units w
hich support faculty w

ishing to
im

plem
ent experim

ental ideas.
T

he P
ersonalized Learning C

enter provides a m
easurem

ent system
 w

ith,
im

m
ediate feedback to both students and instructors in term

s of student achieve-
m

ent. P
rofessors w

ho w
ish to w

ork w
ith the center can, by w

riting a bank of
perform

ance (test) item
s, utilize the services of the center. S

tudents take com
-

puter generated tests on dem
and, receive im

m
ediate feedback from

 student
assistants, and engage the services of a tutor if needed. W

eekly perform
ance23



reports on each student are m
ade available to every instructor w

ho utilizes the
cen ter.

T
he Language and Learning Laboratory is a facility for audio...tutorial in-

struction and is available to any faculty m
em

ber w
ho desires to develop and

pilot an audio-tutorial m
odule or course. E

quipped w
ith audio-tape record and

playback units, video playback units, slide/tape and film
strip projectors, self-

insti octional m
aterials in alm

ost any form
at can be m

ade available to students
thruiurin the laboratory.

in addition to the activities listed above, consultant and technical services
ranging from

 test scoring services to the design of m
edia are utilized by faculty

continually. F
inally, O

IR
 has continuing program

s in research w
hich em

phasize
the investigation of problem

s related to program
 effectiveness.

F
U

N
D

IN
G

T
he O

ffice of Instructional R
esources is funded by allocations from

 the
general education budget of the university. In addition,

orrile activities are par-
tially supported by revenue accruing activities and som

e activities are totally self-
supporting. T

w
o m

aior projects underw
ay are supported by federal and private

foundation grants. O
ne of the m

ajor responsibilities of the D
irector of the O

ffice
is to w

ork w
ith faculty in developing proposals to various agencies for funds to

support instructional innovations. T
hese funds m

ay then com
e directly to O

IR
 or

to the academ
ic departm

ent involved for support of functions assum
ed by O

f R
.

A
lthough w

e have m
ultiple sources of funding, the basic suppori of the

office is from
 state revenue allocated through the general education budget of

the university. O
ur annual budoet is approxim

ately $900,000; 75 percent of the

24

funds are spent in salaries, 20 percent in operating expenses and 5
percent in the

purchase of equipm
ent.E

V
A

LU
A

T
IO

N
 A

N
D

 F
U

T
U

R
E

.

T
he only form

al evaluation procedures for the O
ffice of Instructional R

e-
sources have been assessm

ent of projects supported through the m
ini-sabbatical

program
 and the com

pilation of attendance figures for the O
ffice's faculty de-

velopm
ent program

s. A
 large evaluation project is now

 underw
ay in the P

erson-
alized Learning C

enter. N
o overall assessm

ent of the effectiveness 'of the office
has been m

ade, but this is seen as a m
uch needed activity..

T
he staff's ow

n assessm
ent of the O

ffice's effectiveness is inform
al and

based upon judgm
ents m

ade in term
s of (11 survival and grow

th: during tim
es of

severe financial crisis (2) increasing dem
ands for assistance by m

ajor departm
ents

and units of the university and (3,P
 construction now

 underw
ay to house the

O
IR

's activities in appropriate and adequate space in the center of the
cam

pus.
T

hese facts w
ould indicate that in the three and one-half years of the O

lR
's

existence it has gained the creditability w
hich is necessary for the effectiveness

of a unit w
hose m

ission is the im
provem

ent of instruction.
W

e believe that our future is stable if w
e can continue to provide activities

w
hich are seen to have w

orth by both faculty and adm
inistrators. W

e also be-
lieve that our greatest effectiveness is yet, to be achieved and w

ill
com

e as the
result of instructional design activities in basic courses w

hich enroll hundreds of
students each quarter. T

hese activities lend them
selves to accountability

m
easures

in term
s of cost-effectiveness and provide the em

pirical evidence w
hich

w
e now

lack to support the contention that an office such as ours has
a vital role to play

in institutions of higher education.

C
7.4
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by M
ichael A

. N
ichalS

, A
ssociate D

irector for Instructional D
evelopm

ent,
O

ffice of Instructional R
esources

and John B
. S

tephenson, D
ean of U

ndergraduate S
tudies

T
H

E
 IN

S
T

IT
U

T
IO

N

T
he U

niversity of K
entucky has over 21,000 students on its m

ain cam
pus in,

Lexington and over 18000 in its 13 com
m

unity colleges located throughout the
state. T

he faculty of the Lexington cam
pus and the com

m
unity colleges num

bers
over 2000.

T
he U

niversity represents an institution just getting started in faculty
developm

em
 and instructional resources. T

he U
K

 "O
ffice of Instructional

R
esources"' w

as of ficially established! in D
ecem

ber., 1975. A
lthough the office is

new
 the idea for such a unit as w

ell as m
any of its functions have been around

at the U
niversity for som

e tim
e.

O
F

F
IC

E
 O

F
 IN

S
T

R
U

C
T

IO
N

A
L R

E
S

O
U

R
C

E
S

B
ackground

in realizing the need for som
e organized assistance to the faculty in its

teaching role, the U
niversity previously had set up tw

o im
portant units: the

O
ffice of the D

ean of U
ndergraduate S

tudies and the D
ivision of M

edia S
ervices.

T
he dean's of hce !has responsibility fôr undergraduate curriculum

, helping to im
-

prove instruction, and sponsorship of num
erous activities related to teaching,

such as an orientation program
 for graduate teaching assistants, T

he D
ivision

of M
edia S

ervices includes the U
niversity T

elevision C
enter, a m

otion picture
unit, and an F

M
 radio station, W

B
K

lY
. T

he D
ivision of M

edia S
ervices reports to

the dean of U
ndeigraduate S

tudies,.
It seem

ed logical that efforts tow
ard! the

establishm
ent of a learning resources center should em

erge out of these tw
o

offices. In ifact, as early as the late 1960's the 'idea for such a center w
as dis-

cussed. H
ow

ever,, until recently, the O
ffice of Instructional R

esources exiS
ited

only on oaper. It w
as

television, m
otion pictures, radio,

audio-visual services and a du
service.. T

he proposal w
on approval by the

board of trustees in 1970, but 'lack of funding prohibited its realization. W
ith !

this indication of support, an effort w
as m

ade to im
plem

ent a center that also

incorporated consultation, w
orkshops, and sem

inars, and other "faculty develop--
m

ent" activities, in addition to the instructional m
aterials and m

edia dieliverv
aspects already proposed,.

O
ur problem

 w
as how

 to accom
plish this in the face of very lim

ited funds,
personnel, and physical facilities. W

hile som
e activities w

ere discussed and con-
siderable review

 of the !literature, draw
ing organizational charts, and' planning

w
ere done,, little concrete w

as accom
plished until the entry of the S

outhern
R

egional E
ducation B

oard into the project. In fact, early in 1974,, D
r. Jerry G

aff
w

rote S
q. inquire about our plans for a center (as part of a national survey for the

E
X

X
O

N
 F

oundation), and w
e w

ere forced to reply that our center w
as "little

m
ore than an idea.,"

P
lanning C

om
m

ittee F
orm

ed

in F
ebruary, 1974, how

ever, the F
R

E
B

 U
ndergraduate E

ducation R
eform

P
roject and the D

ean of U
ndergraduatt S

tudies agreed to form
ulate a planning

com
m

ittee to investigate the needs of the faculty in support xervices for teaching
activities and to suggest a form

 for m
axim

um
 delivery of these services. T

his taS
k

group w
as soon to prove to be one of the m

ost itnaginative and productiV
e

'
U

niversity com
m

ittees in anyone's m
em

ory. In addition to its w
ell articulated

report, the com
m

ittee w
as responsible for a num

ber of projects that helped to
analyze the instructional needs of the faculty, !and served to focus the attention
of the U

niversity com
m

unity on the im
portance of innovation and im

prove-
m

ent in teaching. A
ided by funds provided by the S

outhern R
egional E

ducation
B

oard, the T
ask G

roup w
as able to provide a num

ber of such events that w
ere

successful beyond the hopes of its m
em

bers.
A

m
ong these w

as a special all day conference of faculty from
 throughout

the U
niversity w

ho w
ere recognized by their peers as having a particularly strong !

com
m

itm
ent to teaching. T

he conference participants discussed w
hat they felt

w
ere im

portant ingredients for a center. T
he response to a questionnaire sent out

by the com
m

ittee w
as surprisingly 'enthusiastic and show

ed the follow
ing ser-25



vices ranked as the top ten.

le
E

stablish a library for faculty w
ith current inform

ation on re-
search and new

 developm
ents in collent teaching.

2. P
rovide graphic arts consultation and production.

3,A
rrange sem

inars and w
orkshops (available on a voluntary basis

to faculty) on instructional techniques, m
ethods and approaches.

D
evelop a m

odularized video-tape course on college teaching and
learning w

hich could be used for T
A

'S
, individual faculty m

em
-

bers in-service presentations for departm
ents and colleges or

offered regularly on a non-credit cam
pus-w

ide basis.

5, H
ave consultants available upon faculty request for conferences

on teaching effectiveness and instructiunal developm
ent.,

6. O
ffer m

ini-sabbaticals to faculty to w
ork part-tim

e w
ith the in-

structional resources staff on topies!of interest.

7. A
ct as a central source of inform

ation concerning availability of
room

s, physical properties and electronic equipm
ent.

8. C
oordinate distribution and repair of teaching hardw

are cam
pus-

w
ide.

9. P
ublish a new

sletter on current trends, developm
ents, and re-

search on college teaching and learning w
hich features the activi-

ties of the U
K

 faculty.

D
evelop a directory of faculty resources on various teaching tech-

niques.

A
 second, and far m

ore am
bitious, cam

pus event w
as held in S

eptem
ber,

1974. .
D

esignated as T
eaching E

xpo, this U
niversity-w

ide exhibition of creative
teaching techniques brought together som

e 50 exhibits by faculty illustrating
!P

S
I, C

A
l: com

puter graphics, trigger film
s, sim

ulation, m
athem

atical gam
es,

audio-instructionai packets, video-tape presentations, program
m

ed texts and
num

erous other instructional appro.aches. T
he arrangem

ents and organization:
required w

ere staggering, but the effort seem
ed w

ell w
orth it w

hen on the day of
the event som

e 900 faculty, students, and out-of-tow
n guests toured the exhibits

during the five hours it w
as open.

A
fter m

onths of study, analyzing data and com
bining insights gained from

cam
pus-w

ide activities, the T
ask G

roup subm
itted its final report to the D

ean,
of U

ndergraduate S
tudies w

ith an affirm
ative recom

m
endation that .a center for

instructional resources be established w
ith the follow

ing m
ajor functions.

T
o offer individual consultation w

ith faculty on taaching tech,

26

niques, testing and instructional design and evaluation, and
advising..

T
o m

aintain a clearinghouse of inform
ation on teaching tech-

niques used here and at other institutions.

T
o identify and enlist the support of faculty m

em
bers w

ho are
w

illing to contribute their expertise tow
ard the com

m
on goal of

im
proving teaching. T

hese persons could be designated
as,

'C
enter A

ssociates' or holders of "m
ini-sabbaticals."

T
o provide opportunities for com

m
unication across depart-

m
ental and college barriers on college teaching ahd learning.

T
o sponsor w

orkshops and sem
inars relating to teaching.

T
o m

anage incentive grant funds in support of im
proved teach-

ing and instructional design.

T
o publish the new

sletter, U
K

 T
eaching: N

ew
s and N

otes, for
the U

niversity and lim
ited distribution off cam

pus.

S
pecific recom

m
en,dations w

ere also subm
itted for staffing, budget, and

other organizational m
atters, all of w

hich w
ere obviously w

ritten w
ith the

no-
tion that the new

 center w
ould have to start out m

odestly and m
ake m

axim
um

,
use of the resouces already at hand. W

e now
 had w

hat w
e w

anted and needed for
several years: a plan endorsed by unusually w

ide faculty support, w
ell w

ithin the
financial guidelines of the dean's charge to the com

m
ittee, supported :by strong:,

docum
ented evidence of need and acceptance for such a center, and consistent

w
ith previous recom

m
endations of the V

ice P
resident for A

cadem
ic A

ffairs. Ilt
appeared 'that, w

ith such carefully draw
n blueprints, establishm

ent of a center
w

as Just a m
atter of tim

e.

H
ow

ever, due to the financial "pinch felt hy so m
any institutions of higher

education, funding (even the m
odest am

ount suggested by the T
ask G

roup') w
as

.

not available. W
ithout funding, w

hat can a university do to provide som
e of the

services and resources of a center w
ithout the form

al structure a center w
ould

provide? H
ow

 w
ould w

e begin to m
eet the now

 obvious needs for instructional
resources?

B
eginning Im

plem
entation

In the year that passed after the subm
ission of the T

ask G
roup's final

re-
port, efforts tow

ard im
plem

enting the several functions suggested fell prim
arily'

to four individuals w
hose responsibilities naturally lent them

selves to these
ac-

tivities. T
hese are the D

ean of U
ndergraduate S

tudies arid
from

 the D
ivision of

M
edia S

ervices
the D

irector, the P
roduction M

anager and the C
oordinator of

Instructional D
evetopm

ent. (T
he results w

ere m
odest, but they represented

a

tr-di
ow

"



beginning and served as an indication of a cc A
tinuing dem

and w
ithin the faculty

for such services.) B
riefly, the follow

ing exam
ples illustrate the direction and'

form
 of the efforts.

1. A
 special w

orkshop on the evaluation of advising w
as held in the

sum
m

er of 1975 and w
as attended by s.om

e 70 faculty, deans and
associate deans to learn m

ore about the essential, but often m
is-

understood, activity of academ
ic advising.

2. A
 sim

ilar w
orkshop w

as held that sam
e sum

m
er on the topic of

evaluation of teaching..

3. A
t the beginning of the 1975 academ

ic year, an all-day orienta-
tion program

 w
as held for new

 graduate teaching assistants to
help them

 adjust to their new
 role as college teachers..

4. F
ollow

ing each of these program
s; the keynote speaker (in each,

case, ,a guest from
 off-cam

pus) w
as asked to appear before cam

eras .
at the U

niversity's T
V

 C
enter for an interview

 on his area of ex-
pertise. T

hese video-taped presentations have since been used
effectively in faculty sem

inars throughout the U
niversity and its

com
m

unity colleges. W
e hope these first three program

s represent
just a sm

all portion of the video-tape m
aterials w

e w
ill som

e day
have available for our faculty.

5. T
he D

ivision of M
edia S

ervices is now
 in its second year of print-

ing U
K

 T
eaching: N

ew
s and N

otes, a new
sletter going out to all

faculty. It is hoped that through this publication attention can be
draw

n to the m
any fine efforts at innovative teaching going on at

U
K

 as w
ell as to pass along useful suggestions and techniques for

those interested in trying out new
 instructional strategies them

..
selves. In addition, several other publications have been produced, .
such as

guide designed to aid faculty in locating educational'
services and resources on cam

pus, an advising handbook, and a,
guide to educational options for undergraduates.

6. T
he C

oordinator for Instructional D
evelopm

ent and U
tilization

(C
ID

U
) w

as responsible for coordination of the instructional im
-

provem
ent grants program

 w
hich provides funds and sum

m
er

release tim
e w

ith pay for faculty w
ho are interested in developing

new
 instructional approaches

7. T
he C

ID
U

 becam
e involved in consultation w

ith the faculty on,
instructional m

atters. S
o far, these faculty contacts have included

help w
ith the preparation of course outlines, com

ing into classes,
to observe and critique the teaching style fat the request only of

the individual faculty m
em

ber), helping to plan conferences and
institutes, w

orking w
ith departm

ents in revam
ping courses, pro-

viding expertise in evaluation of teaching and advising, arranging
w

orkshops for specific instructional m
edia (both hardw

are and
softw

are), and m
any m

ore. T
he D

ivision of M
edia S

ervic:es has ac-
quired, over a period of 74,m

ars, a sm
all but fairly com

prehensive
library of articles, books and m

onographs about college teaching
and !earning that has been very useful in this particular activity..

B
. W

e began im
plem

entation stageli on a faculty resource room
w

hich w
e had been assigned. O

ne room
 of the three-room

 com
-

plex had been previously used to televise live engineering classes.
C

oncept of its use w
as expanded, and it is now

 available on a
scheduled basis for m

icro-teaching, and other video purposes not
requiting broadcast quality equipm

ent. T
he second room

 serves as
a control room

, and is equipped for engineering services and
video-:tape storage. T

he third room
 is gradually being rem

odeled
into a faculty resources room

 w
hich w

ill house such equipm
ent as

a video cassette player, slide reproduction facilities, graP
hics

reproduction
facilities, graphics production m

aterials, audio-
visual equipm

ent, tabies and individual booths for designing in-
structional m

aterials, a conference area, and num
erous other re-

sources. W
ith adequate staffing and equipm

ent for these three
room

s, the potential for service to our faculty seem
s great

A
lthough those involved w

ere not w
holly satisfied w

ith this arrangem
ent, it

did provide a m
eans by w

hich som
e of the services of a learning resources center

could be m
ade available.

It w
as in January of 1976 that the decision w

as m
ade to renam

e the D
ivi-

sion of M
edia S

ervices, calling it the "O
ffice of Instructional R

esources. B
y

broadening the scope of the form
er division to include faculty developm

ent
activities, the new

 offic:e w
as redefined to be a:prim

ary resource for faculty for
all their instructional needs and not just televiS

ion and film
s,
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T
he O

ffice ca Instructional R
esources is organized w

ith a director and three
associate directors w

hich include:
1) the associate director for instructional

design and production, (the form
er production m

rager for the D
ivision of

M
edia S

ervices), 2) the associate director for instructional developm
ent, (the

form
er coordinator of instructional developm

ent), and 3) the associate director
for audio-visual services. A

long w
ith the D

ean of U
ndergraduate S

tudies, the,
director and three associate directors form

 the nucleus of a coordinated effort27



to provide supocrt to the faculty in their teaching assignm
ents.

A
 m

ajor consideration of the new
 arrangem

ent w
as the m

axim
um

 utilization
of the resources of the form

er D
ivision of M

edia S
ervices w

hich included a
graphics departm

ent, a sm
all photographic unit, a m

otion picture unit, a televi-
sion production facility, and a num

ber of highly skilled professionals. P
revously,

this office had been concerned prim
ardy w

ith broadcast quality television and
had been vitally involved in producing televised m

aterials for the A
ppalachian,

S
atellite P

roject. W
hile the quality of these previous efforts is being m

aintained,
m

ore attention is being directed tow
ard the production of non-television instruc-

tional support. T
he associate director for instructional design A

nd production
supervisas these activities,.

-the associate director for instructional developm
ent w

ill continue the,
efforts in faculty developm

ent that,w
ere begun in the D

ivision of M
edia S

ervices..
T

he central responsibility of this position is w
orkshop planning, consultation,

and publications designed to call attention to new
 m

odes of instruction.
T

he associate director for audio-visual services continues to handle the film
'needs for the cam

pus and com
m

unity colleges, but also has expanded into new
areas such as in-service training sessions for effective use of film

s in college teach-
ing. H

is office serves as the central clearinghouse for instructionat -hardw
are."'

A
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A
t present, the new

ly-created O
ffice of lnstructional R

esources is becom
ing

m
ore and m

ore active w
ith the production of several self-instructional packets,

slide-tape learning m
oduies, television productions., publications and w

orkshops,
A

n expanded teaching orientation program
 is in the planning stages and a special

T
V

 series on college teaching and learning is being considered..
T

his.. reorganization has spurred those w
ho have been involved w

ith instruc-
tional resources and faculty developm

ent to find new
 vvays to increase our effec-

tiveness. H
ow

ever, the receptive and enthusiastic attitude of the faculty

28

probably m
ore than any one single factor

has encouraged the staff to continue
to believe that faculty are interested in teaching and that an O

ffice of Instruc-
tional R

esources does have a valuable contribution to m
ake to the teaching/learn-

ing m
ission at the U

niversity of K
entucky.,

FU
N

D
IN

G

W
ithout additional m

onies for establishm
ent of a new

 office, existing funds
w

ere redirected to broaden the scope and direction of the office. A
lthough

production quality television and m
otion picture production are, and w

ill con-
tinue to be, a prim

ary function of the office, increased efforts and funds w
ill

go
to the far,ulty developm

ent and instructional developm
ent aspects already begun.

P
roducers/directors w

ho form
erly w

orked exclusively as m
edia designers in tele-

vision and film
 have begun to serve as instructional designers of slide/tape

pres-
entations and self-instructional packets as w

ell. R
eflecting the office's

new
 role

as a general resource for faculty, the staff w
ill continue to diversify activities

w
ithin the lim

its of current financial resources.
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S
ince the O

ffice of Instructional R
esources has just been established,

no
form

al evaluation has been undertaken. W
hile m

uch has been done in the
w

ay of
evaluation of television production, a form

al evaluation of the
new

 efforts in
faculty developm

ent and instructional resources w
ill not be attem

pted until the
program

 has been underw
ay longer.

A
lthough no system

atic evaluation has taken place, inform
al feedback from

.

faculty has been positive and encouraging. Judging from
 this and the

dem
and

for services, the prospects for m
aking a contribution to the U

niversity
through

assistance to the instructional needs of the faculty seem
 great.
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. H
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A
ppalachian S

tate U
niversity is. located in the B

lue R
idge M

ountains of
N

orthw
estern N

orth C
arolina in the tow

n of B
oone, population about 9,000.

A
ppalachian's facilities include 43 buildings located on its 75-acre m

ain cam
pus

and a C
enter for C

ontinuing E
ducation, a new

 U
niversity A

uditorium
, and

m
arried student housing on al 180-acre new

 w
est cam

pus area. D
uring the decade

of .the 60's,, enrollm
ent tripled at A

ppalachian, leading to the construction of 30
new

 m
ajor buildings and a, com

plete change in cam
pus profile.

In 1967, the 'N
orth C

arolina G
eneral A

ssem
bly designated A

ppalachian as
one of four regional 'universities. R

eflecting the dynam
ic grow

th and' increasing
diversity of the institution, the facultv and adm

inistration planned reorganiza-
tion tow

ard giving m
ore effective direction, to the present and future course of

A
ppalachian,.

E
ffective j4ly 1, 1960, tw

enty-one instructional departm
ents, previously

separated and directed by chairm
en, w

ere organized into the C
olleges of A

rts
and S

ciences, F
 ine and A

pplied A
rts, and E

ducation,. each directed by a dean. T
o

give greater visibility to low
er division undergraduate w

ork, the U
niversity also

attivated a G
eneral C

ollege, w
hich is responsible for assisting and guiding all

freshm
en and sophom

ore students. U
nder the new

 organization, the D
ean, of

G
raduate S

chool, ,m
 w

ell as all other academ
ic deans, now

 reports directly to a.
V

ice C
hancellor for A

cadem
ic A

ffairs.
T

he U
niversity's curriculum

 has undergone dram
atic im

provem
ents through-.

out the past decade to m
odernize and, stream

line the students° program
s of study.

T
eaching techniques, course content and interdisciplinary relationships are con-

tinually being review
ed and updated to reflect the flow

 of know
ledge resulting

from
 pure and applied research in both the educational and physical science

realm
s. 'G

eneral E
ducation requirem

ents have been reduced from
 a 'm

inim
um

 of
84 to a m

inim
um

 of 72 quarter hours in order that students m
ay enjoy m

ore
flexibility in their program

s of study or concentrate m
ore on their subject m

ajors.
In the undergraduate program

, A
ppalachian offers a B

achelor of S
cience in

teaching degree in 23 areas of specialization and a B
achelor of S

cience non-

teething degree w
ith m

ajors and m
inors in five fields. S

ince 1966, a, B
achelor of

A
rts nongeaching degree has been offered in the 19 m

ajors w
ith pre-profeisional

program
s offered in

D
entistry, E

ngineering, F
orestry, Law

, M
edicine,, and

P
harm

acy.

T
he U

niversity%
 G

raduate S
chool aw

ards the M
aster of A

rts or the M
aster

of S
ciences degrees in a, total of 27 different fields. B

eyond this, the U
niversity

provides a S
ixth-Y

ear P
rogram

 for S
chool A

dm
inistrators and a C

ertificate of
A

dvanced S
tudy for persons w

ho w
ant to pursue their education past the fifth-

year level.
A

ppalachian .also is involved in offering off-cam
pus and continuing educa-

tion, and is engaged in several consortia and academ
ic exchange program

s..
A

lthough A
ppalachian becam

e a constituent m
em

ber pf .the U
niversity of

N
orth C

arolina in 1974,, the U
niversity retains its m

ultipurpose, regional service
thrust.F

or 1974-75,, A
ppalachian, had 509 total faculty, of w

hich 401 w
ere full-

tim
e. A

lm
ost 50 percent of the faculty hold the earned doctorate..

T
he student body has tipled in the past ten years. In, 1974-75, enrollm

ent
w

as lim
ited to a 4 percent increase. T

he total num
ber of students w

as 9;400.1n
1975-76 the total enrollm

ent (over 5 percent increase) is 10,208. A
lm

ost one-
third of the students are from

 low
-incom

e fam
ilies.,
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T
he C

enter for instructional D
evelopm

ent at A
ppalachian S

tate U
niversity

w
as established July 1, 1975, and iis headed by a C

oordinator of Instructional
R

esources. T
he establishm

ent of such a C
enter w

as originally proposed by a,
team

 of faculty m
em

bers participating in a state-w
ide Institute for U

ndergrad-
uate 'C

urricular R
eform

 during the sum
m

er of 1974. W
ith the support of the A

d-
m

inistration, a plan w
as 'developed w

hich is patterned som
ew

hat after that of the
C

enter for Instructional D
evelopm

ent at S
yracuse U

niverS
ity.

T
he C

enter for Instructional D
evelopm

ent at A
ppalachian has responsibility

for redesigning courses, program
s, and academ

ic procedures. O
ne of ithe goals29



of the C
enter is to initiate restructuring the curriculum

 to achieve individualized
instruction. A

n ihdividualized academ
ic program

 as referred to here includes six
elem

ents': (1) flexible tim
e fram

es, (2) rem
edial sequence; and unit exem

ptions,
(3) c:ontent options, (4) alternate form

s and flexible tim
es far evaluation, (5) a

choice in locations, and (6) alternate form
s of instruction. S

ince real academ
ic:

change is the result of careful planning and hard w
ork on the part of m

any, the
C

enter, in essence, consists of a team
 of individuals trained to w

ork w
ith depart-.

m
ents and groups of faculty m

em
bers in im

plem
enting curricular redesign. T

he.
C

enter is intended to be supportive rather than directive of faculty efforts in the
area of curricular redesign.

T
he basic com

ponents of the C
enter for Instructional D

evelopm
ent are

Ill developm
ent, (2) evaluation, and (3) m

edia support services. E
aC

h of these
com

ponents is an integral and necessary part of the developm
ental process. T

he
developm

ent com
ponent addresses itself to such issues as potential project

initiation, project selection, generation of ideas about content structure, and the
production and field testing of a pilot project, T

he evaluation com
ponent is con-

cerned w
ith providing m

eaningful data (11 during the design phase.of the dent-.
opm

ental process (e.g., student attitudes and abilities, faculty interest, com
-

m
unity need, and university priority) and (2) during the field testing and revision

phases relative to both the individual com
ponents and the overall course.. T

he,
support services area consists of those elem

ents necessary to .produce the m
ate-

rials required in the academ
ic redesign of a course (viz., graphic arts printing

and photography). T
he support services area m

ust have the nec:essary audio-
visual equipm

ent in order to support projects being undertaken. It is also, essen-
tial that there be a learning Laboratory in w

hich the courses and program
s m

ay
be tested.
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O
rganizdtionally the C

enter is attached to Learning R
esources and is headed

by a C
oordinator of instructional R

esources. A
ithough several posittons have not

been filled, the proposed organization is show
n on the accom

panying chart.
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T
he C

enter is supporting forty instructional projects in varying stages of de.-
velopm

ent and im
plem

entation.T
w

enty of these are F
ord V

enture G
rant projects

utilizing funds aw
arded to A

ppalachian S
tate U

niversity in 1972 by the F
ord

F
 oundat ion.

A
 P

roject R
eview

 B
oard is appointed by the V

ice C
hancellor for A

cadem
ic

A
ffairs upon recom

m
endation of the deans through the C

oordinator of instruc-

30

lion&
 R

e$ources. T
his group consists of one m

em
ber from

 each college, the
graduate school and Learning R

esources.
T

he group m
eets m

onthly, S
eptem

ber through M
ay, w

hen there are pro-
posals to be considered. P

roposals recom
m

ended for funding are sent through
the C

oordinator of Instructional R
esources to the V

ice C
hancellor for A

cadem
ic:

A
ffairs for final approval. T

he R
eview

 B
oard can also recom

m
end m

odificatiO
ns

of proposals or projects in progress.
P

roject proposals are kept sim
ple and are asked to cover six elem

ents:

*W
hat is to be done?

H
ow

 w
ill it be evaluated?

Letters of support and/or continuation of funding
* W

hy should it be done?
P

ersonnel involved'
B

udget (credit w
ith the C

enter)

P
roject proposals m

ay be subm
itted to the C

enter at any tim
e. N

o strict
subm

ission dates exist, and projects are considered at any tirrie. If projects are
approved, and budgeted funds are not available, the project is delayed and im

-
plem

ented in the next budgeting period. A
n alternative could be to im

plem
ent

certain asicts of a project w
hile aw

aiting m
ore com

plete funding at a later date.
P

rojects are judged on the follow
ing criteria:

Im
portance to the total U

niversity (faculty and stud&
m

ts).
* Im

portance to the C
oU

ege korn w
hich the proposal cam

e.
T

he com
m

itm
ent of the D

epartm
ent or croups of D

epartm
ents

generating the proposal. P
rojects involving groups of faculty

m
em

bers w
ould be given priority over projects subm

itted by
individual faculty M

em
bers.

* T
he totality of the undertaking as an instruction project. C

om
-

plete instructional packages w
ould take priority over sim

ple
equipm

ent requests.

F
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T
he C

enter for Instructional D
evelopm

ent is financed by state funds. A
p-

proxim
ately $30.000 in supply and equipm

ent m
oney is available for 1975-76.

T
hese funds are used for projects and general office operation. In addition to

this, S
25,000 in F

ord V
enture G

rant funds are adm
inistered through the C

enter.
C

enter personnel costs, of course, are not included in these figures. T
he C

enter
operates totally on a project-m

anagem
ent budgeting system

.
A

lthough outside funds are being sought, the base of funding is state or
"hard" m

oney.
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C
learly, the operation is under-funded and the support base m

ust be im
proved.

T
he C

ellJ m
es a projectm

anagem
ent budget system

 and accountability is
P

rojects are evaluated individually. E
valuation is understood to be an inte-

established through an annual project status report w
hich includes cost data.

grail part of any C
enter activity.

O
rganization C

hart

U
niversity C

oordinator

of

G
rants-P

lanning
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D
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G
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U
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irector
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em
phis S

tate U
niversity

is a state supported urban university w
ith an

enrollm
ent in excess of 22,000 students.. It iis one of. tw

o -com
prehensive uni-

versities'". supported' by the state of T
ennessee. T

he faculty of the university
num

bers 819, of w
hich 778 are full-tim

e m
em

bers..
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T
he present C

enter for Instructional S
ervice and R

esearch has been in ex-
istence only from

 July 1, 1975., it w
as established in response to a requirem

ent
for a closely cool dinated chaster of services to prom

ote better and m
ore effi-

cient instruction and to assist academ
ic departm

ents, and individual faculty
m

em
bers in their ef foru to achieve this end. M

ost of the functions w
hich are

coorrfinated and directed by the center had been carried out to a greater or lesser
extent for several yearsliq' the university's Learning M

edia C
enter and the C

enter
for Lear M

ng R
esearch and S

ervice. T
he new

 C
enter for Instructional S

ervice and
R

esearch retained these centers arid at the present tim
e is adding a third center,

know
n as the tnstructional T

elevision C
enter. T

he overall m
ission nd !purpose of

the C
enter for Instructional S

ervice and R
esearch Is

facilitation of learning
throughout the university.

O
R

G
A

N
IZ

A
T

IO
N

 A
N

D
 S

T
A

F
F

T
he threi! sub-centers function as separate entities but are coordinated and

directed by the director of the C
enter for Instructional S

ervice and R
esearch,

w
ho also sei,,res as the head of the C

enter for Leall.rring R
esearch and S

ervice...
T

here is a com
m

on budget for the three sub-centers vrhich is controlled by the
C

enter for Instructional S
ervice and R

esearch.. A
 total of 20 people are em

-
ployed by the center; of these 7 are fulf trine

13 are part-tim
e w

orkers.
F

ive are professiort,i1 level the rem
ainder Ireing gidi:luate students, undergradu-

ate students and inilividuals sib rise duties are tectir'ilcal or der 'w
all. T

his am
ounts

to approxim
ately 12,5 holt trim

 eir
iv a e 1111 t

em
piloyees.. T

he educational back-
ground and uroents of the center stall vary, m

ost di'
from

 the disciplines of psy

32

chology and education, .although som
e are from

 engineering and art.. A
ll staff

m
em

bers are paid by the C
enter for Instructional S

ervice and R
esearch, al-

though tw
o of the part-tim

e w
orkers also w

ork for other departm
ents.

T
here is an advisory board w

hich is representative of the various colleges
and groups of departm

ents of the university. T
he prim

ary function of the ad-
visory board is tw

o-w
ay com

m
unication betw

een the center and the facuky of
the university.. T

he advisory board m
em

bers provide inform
ation concerning the

needs of the. faculty m
em

bers in their areas of the university, how
 w

ell these
needs are being m

et, and suggestions for im
proving service to them

. In sim
ilar

fashion advisory board m
em

bers becom
e fam

iliar w
ith services the center can

provide and assist in dissem
ination of this inform

ation to other faculty m
em

bers
in their areas.. T

he director of tbe C
enter for Instructional S

ervice and R
esearch

is directly responsible to the V
ice P

resident for A
cadem

ic A
ffairs.. T

o give close
attention, and support to the center the V

ice P
resident has 'designated his

A
ssistant V

ice P
resident for A

cadem
ic A

ffairs (A
cadem

ic P
rogram

s) a's
a prim

ary
point of contact for his office., T

here O
s a close and constructive w

orking rela-
tionship betw

een the D
irector and the A

ssistant V
ice P

resident,
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T
he -operating philosophy" of the center is strongly oriented tow

ard the
support of instruction, w

hich is im
plem

ented prim
arily by m

eans of service to
the faculty.. T

he center :vcIcedules relatively few
 eventS

 on a regular basis. 'these
are restricted largely to a w

orkshop for graduate teaching assistants at the be-
ginning of each school year m

eetings ot key center personnel on a w
eekly basis

and ,m
eetings of the advisory council on a m

onthly basis. T
he activities of the

center are described' below
 under the headings of the three sub-centers that

accom
plish them

.

C
enter tor Learning R

esearch and S
ervice

Instructional D
evelopm

ent.
O

ne of the prim
ary m

eans of facilitating learning is through im
proved design

O
r redesign of courses. C

onsulting service on this topic is available to facultyC
IO



m
em

bers w
ho desire it, together w

ith the resources necessary to accom
plish the

graphic art w
ork that norm

ally is required at certain stages in the developm
ent

of courses. T
he graphics shop has capability for preparing art w

ork w
hich is

suited to conversion into 35m
m

 slides, overhead projector transparencies, film
-

strips, video-tapes, and to other educational technology equipm
ent.

D
issem

ination of 'Inform
ation,

T
here are several m

eans by w
hich inform

ation concerning facilitation of
learning is dissem

inated to the faculty. O
ne of these m

eans is c:onducting w
ork-

shops, such as the annual cam
pus-w

ide w
orkshop foe new

ly appointed graduate
teaching assistants and w

orkshops concerning innovative teaching procedures,
and the use of educational technology equipm

ent. A
nother is preparation of di-,

gests of m
onographs prepared by centers for learning research and service at

other universities. A
t the present tim

e such digests are being prepared and
tried out on a random

 sam
ple of the M

em
phis S

tate U
nviersity faculty. It has

been determ
ined that a representative sam

ple of the faculty is able to provide
useful inform

ation as to how
 the digests m

ay be im
proved.

A
 new

 facility that has been added in the area of dissem
ination of inform

a-
tion is a sem

inar and reading room
 of the C

enter for Learning R
esearch and

S
ervice. T

his room
 is equipped w

ith carefully selected publications concerning
various areas that are appropriate to the overall objective of the center, nam

ely,
facilitation of learning and im

provem
ent of instruction.

E
valuation of E

xperim
ental P

rogram
s;

T
he C

enter for Learning R
esearch and S

ervice is experienced in design and
im

plem
entation of evaluation plans for experim

ental instructional program
s. A

n
exam

ple is the center's current participation in the assessm
ent of a project being

conducted by the D
,epartm

ent of M
athem

atical S
ciences. T

he project involves
use of a T

oup-discovery m
ethod in tw

o courses in preparatory m
athem

atics. In a
sim

ilar vein, the center seeks joint projects w
ith academ

ic departm
ents of the

university, w
hich in som

e cases involve external sources of funding. A
n exam

ple
of this is the T

eaching inform
ation P

rocessing S
ystem

 (T
IP

S
) project w

hich is
funded, in part, by an educational foundation. T

his project com
bines com

puter
m

anaged instruction procedures w
ith the large lecture session approach to in-

struction. T
he project

is
being undertaken jointly w

ith the D
epartm

ent of
E

conom
ics.

S
eed G

rants to F
acilitate Learning

A
 program

 of sm
all grants to facilitate learning is now

 in its second year,
and there is convincing evidence that faculty m

em
bers are very desirous of doing

innovative things to im
prove instruction w

hen som
e m

inim
al support in the form

of released tim
e, equipm

ent, student assistants, supplies, or clerical assistance is,
m

ade available to them
. R

esources are available to support som
e 10 or 12 proj-

ects that are designed by faculty m
em

bers andsubm
itted on a com

petitive basis
in the spring of each year for im

plem
entation during the follow

ing fiscal year.
T

he projects from
 the 1974-75 fiscal year have now

 been com
pleted and a

m
onograph w

hich consists prim
arily of the reports on each of the projects is

being readied for publication and distribution to faculty m
em

bers and others.

U
se of V

ideo T
ape in Instructional I m

 prow
 em

ent
A

 project is being undertaken by the C
enter for Learning R

esearch and
S

ervide w
hich enables facultY

 m
em

bers to utilize video-tapes of their teaching
to assist them

 irs m
axim

izing their strong points and correcting any deficiencies
that they m

ay observe in their teaching. It is possible for faculty m
em

bers to
participate in this program

 in a very m
inim

al and lim
ited w

ay, or to follow
 a

system
atic approach to im

provem
ent of instruction over a period of tim

e w
ith

the assistance of colleagues experienced in the field. T
he program

 w
as initiated

by m
eans of a w

orkshop that provided enough inform
ation for faculty m

em
bers

to have a good understanding of w
hat w

as involved and enable them
 to deter-

m
ine w

hether the program
 w

ould be helpfill to them
.

E
xperim

ental C
lassroom

T
his is a new

 addition to the facilities that are available for faculty use. T
he

experim
ental classroom

 is being equipped w
ith m

odern audio-visual devices in-
eluding portable video cam

eras and video cassette playback units. E
quipm

ent
w

ill include a -conference" telephone, w
hich w

ill perm
it faculty m

em
bers to

contact prom
inent individuals in their field and m

ake the expertise of these in-
dividuals available to students w

ho m
ay pose questions directly to them

 by
m

eans of portable m
icrophones. T

he experim
ental classroom

 w
ill be equipped

w
ith a com

puter term
inal configuration w

hich m
ay be used in various instruc-

tional
applications, including com

puter m
anaged instruction and com

puter
assisted instruction. T

he term
inal also m

ay be used to access the central com
-

puting system
 for delayed processing of student inputs w

hen such access is not
available from

 other classroom
s around the cam

pus. S
everal sm

aller innovations,
and equipm

ent item
s w

ill also be available, and larger item
s w

ill be added as
rapidly as feasible. T

he experim
ental classroom

, together w
ith assistance in the

use of the equipm
ent, m

ay be reserved by faculty m
em

bers for varying periods
of tim

e ranging from
 one hour per sem

ester to regular class m
eetings of three

tim
es per w

eek for a sem
ester. T

he prim
ary purpose of the experim

ental class-
room

 is to encourage innovation in instruction W
ithout the cost and problem

s
that norm

ally accom
pany acquiring educational technology equipm

ent for ex-
perim

ental purposes.

P
ractieum

 in A
pplied H

um
an Learning

T
he activities that are being undertaken in the C

enter for Learning R
e-

search and S
ervice offer a fertile field for students from

 any discipline w
ho are
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interested in instruction in higher education to learn by participation in the vari-
ous services and projects. F

or this reason, a practicum
 that includes participation

in the activities of the center is offered for graduate students from
 any depart-

m
ent of the university.

Learning M
edia C

enter

F
ilm

 and C
assette D

issem
ination S

ervic:e
T

he Learning M
edia C

enter acquires and dissem
inates to faculty .m

em
bers

m
otion picture film

s, film
strips, transparencies, slides, cassettes, charts, and

other m
edia of an essentially non-print variety fot instructional purposes. E

ach
year additional m

edia item
s are acquired in accordance w

ith criteria w
hich place

special em
phasis on the suitability of the m

edia item
 for instruction and the ad-

vantage that a particular form
 of m

edia has over other form
s, including printed

m
aterial. F

aculty m
em

bers play a central role in identifying m
edia item

s that are
especially suited to the courses they teach. F

aculty m
erhbers m

ay also ask the
Learning M

edia C
enter to order specific m

edia item
s for their review

 prior to
purchase, or m

ay ask the Learning M
edia C

enter to identify item
s that w

ould be
especially useful in accom

plishing one or m
ore of the objectives of the courses .

the faculty m
em

bers are teaching,

M
edia E

quipm
ent Loan

E
quipm

ent available for instructional use throughout the university includes .
m

otion picture film
 projectors, slide projectors, overhead projectors, film

strip
view

ers and projectors, audio cassette recorder/playback units, and portable,
video equipm

ent, including cam
eras and video-tape playback units.

Individualized Learning S
ervices,

T
he Learning M

edia C
enter has available seating space for approxim

ately
100 people at carrels w

hich have various m
edia item

s available
for use by stu-

dents and faculty. F
aculty m

em
bers m

ay tape their lectui es, develop supple-
m

entary instructional m
aterial in audio-visual form

at and deposit it w
ith the

Learning M
edia C

enter, or assign com
m

ercially developed audio-visual m
aterials

for use by their students,.

E
quipm

ent M
aintenance,

E
quipm

ent held by the Learning M
edia C

enter is either m
aintained by the

center or arrangem
ents are m

ade w
ith university m

aintenance service to keep it
in good operating condition. T

he Learning M
edia C

enter also assists academ
ic de-

partm
ents in the m

aintenance of their instructional eqM
pm

ent. T
he sam

e is true
concerning t.he center's m

otion picture film
, w

hich is cleaned, inspected, and re-
paired as necessary each tim

e it is used. T
his service is available also to academ

ic
departm

erns of the university that have purchased filtris from
 departM

entali
funds..
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P
roduction of A

udio-V
isual M

aterials
T

he Learning M
edia C

enter has equipm
ent available for recording audio,

cassettes and excellent equipm
ent for high speed duplication of these cassettes.

T
ransparencies of several degrees of com

plexity and quality also can be m
ade

w
ith equipm

ent available in the Learning M
edia C

enter. T
he Learning M

edia
C

enter is equipped substantially better for audio-visual production this year than
it has been in the past.

F
aculty m

em
bers w

ho prefer to prepare their ow
n visual m

aterials w
ill find

such equipm
ent as prim

ary typew
riters, m

echanical lettering devices, dry m
ount-

ing presses, transparency m
akers, and ditto equipm

ent available to them
. W

hen
m

ore difficult graphics or art w
ork is needed, the graphics shop of the C

enter for
Instructional S

erviC
e and R

esearch m
ay be called upon. T

his latter service w
as

described in the section titled, "instructional D
evelopm

ent."

Instructional T
elevision C

enter

T
he instructional television studio is a new

 facility on the M
em

phis S
tate

U
niversity cam

pus, H
eretofore, it has been necessary to get along w

ith portable'
video equipm

ent, and to use the facilities of the public service television station'
or com

m
ercial television stations w

hen they could be m
ade available for instruc-

tional purposes. T
he instructional television studio is available for use in con-

nection w
ith the course offerings of various departm

ents for exam
ple, T

V
 pro-

duction classes in the D
epartm

ent of S
peech and D

ram
a) and in developm

ent of
instructional m

aterials in the video m
ode by other departm

ents of the university.
A

ll of the uses and capabilities of the instructional television studio probably
have not been identified fully at this tim

e. F
or exam

ple, if and w
hen cable tele-

vision becom
es a reality throughout ,the city of M

em
phis, it

is probable that
M

em
phis S

tate w
ill becom

e a prim
e producer of educational program

m
ing. In

(he m
eantim

e, there are num
erous uses centering around production of video-

tapes of instructional m
aterial as w

ell as live instructional presentations.

F
U

N
D

IN
G

N
early all of the funds assigned to the C

enter for Instructional S
ervice and

R
esearch com

e from
 the regular operating budget of the university. T

here .are
relatively sm

all am
ounts of -soft" m

oney w
hich com

e from
 federal grants and

from
 gram

s from
 educational foundations, but thes.e sources are not relied upon

to carry out the central functions of the center. S
everal m

onths prior to the be-
ginning of the university fiscal year, th,e center, along w

ith other units oi the
university, subm

its a budget including all categories of costs w
hich w

ill be re-
quired to support the center during the follow

ing fiscal year. T
he total am

ount
of this iii,udget for the present fiscal year w

as approxim
ately 5114,169. It should



be noted that a special appropriation had been m
ade available to the university

for capital im
provem

ents in the area in w
hich the center functions. T

hese funds,
in the am

ount of S
250,000, are being used during the present calendar year for

purposes of preparation of spaces and 'for equipm
ent, including the instructional

teC
evisiion studio. T

his, of course, is "one tim
e funding." T

he operating budget
m

entioned above is a better indication of the sustaining level of support.

E
V

A
LU

A
T

IO
N

 A
N

D
 F

U
T

U
R

E

S
tatistics concerning utilizabon of services offered by the center are re-

tained, but no form
al evaluation has been conducted to date. T

he statistical data

indicate that faculty m
em

bers from
 nearly all departm

ents of the university are
utilizing the center; how

ever, in term
s of a proportion of the total faculty, the

num
ber utilizing the center at the present tim

e is relatively sm
all. O

ne of the
objectives of the center for the future is to insure that virtually all faculty m

em
-

bers are thoroughly conversant W
ith the services that are available, and to P

rovide
these services in such a w

ay that faculty m
em

bers w
ill m

ake appropriate use of
them

. W
e know

 from
 personal contact w

ith faculty m
em

bers w
ho m

ake frequent
and extensive use of the facilities of the center that .they are very favorably in-
clined tow

ard the assistance they are receiving. O
ur plans for the future include

enlarging this nucieus of satisfied custom
ers and extending our services in direc-

tions that faculty m
em

bers are finding m
ost helpfull to their efforts to institute,

innovations and im
provem

ents in instruction.

N
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 C
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R
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E
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E
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N
O

X
V

ILLE

by O
hrner M

ilton,. D
irector

T
H

E
 IN

S
T

IT
U

T
IO

N

T
he Learning R

esearch C
enter of T

he U
niversity of T

ennessee, K
noxville,

.

serves a faculty of around 1,600, w
ho in turn shepherd approxim

ately 23,000
undergraduates and 7,000 graduate students. D

egree program
s include som

e 300
fields of study offered in 16 colleges and schools. U

pper division and graduate,
study is em

phasized w
ith m

aster's level w
ork being provided in over 100 fields of

know
ledge and doctoral w

ork in over 50. D
iversity and variety of teachingilearn-

ing activities are the rule, not the exception.

LE
A

R
N

IN
G

 R
E

S
E

A
R

C
H

 C
E

N
T

E
R

S
hortly after the 1961-62 A

ccreditation S
elf-S

tudy w
as com

pleted, and as a
result of recom

m
endations m

ade by several of the S
elf-S

tudy com
m

ittees, the
P

resident of the U
niversity created the S

tanding 'C
ouncil on the im

provem
ent of

T
eaching and Learning w

ith this charge:

B
ecause of the im

pon.ance of m
axim

izing the use of resources currently
available for the im

provem
ent of learning together w

ith the continuing
need for exploring new

 and better m
ethods of teaching to accom

m
o-

date pressing future needs,
1 should like to ask this com

m
ittee to serve

as an advisory council on a perm
anent basis..

B
y the w

inter of 1965,, it w
as clear to the dozen ,m

em
bers of the C

ouncil
faculty m

em
bers and ad m

 in is t re to T
s th at they co u ld not devote sufficient tim

e
to im

plem
enting the charge. M

oreover,, as is so often the case, there w
as no

budget. A
s a consequence of its frustrations,. the C

ouncil recom
m

ended to the
V

ice P
resident for A

cadem
ic A

ffairs that it be replaced w
ith a special office,.

A
ccordingly, the Learning R

esearch C
enter cam

e into being in S
eptem

ber, 19165,,
w

ith the m
ission of stim

ulating and encouraging the faculty to im
prove teaching/

learning arrangem
ents.
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O
R

G
A

N
IZ

A
T

IO
N

 A
N

D
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T
A

F
F

T
he D

irector, a P
rofessor of P

sychology w
ho had been a m

em
ber of the

S
tanding C

ouncil, originally reported to the V
ice P

resident for A
cadem

ic A
ffairs..

W
hen the U

niversity becam
e part of a system

 in 1969, the D
irector began to

report, and continues to do so, to the V
ice C

hancellor for A
cadem

ic A
ffairs. T

he
only other full-tim

e staff m
em

ber has been an E
ditorial A

ssistant. S
he has had

extensive business experience and is an accom
plished w

riter. F
or the past four

years, tw
o part-tim

e undergraduate students have been 'utilized. T
hese are

selected on the basis of their interest in faculty evaluation and .,their ability to
learn the rudim

ents of the com
puter.

A
C

T
IV

IT
IE

S

S
everal operating philosophies have guided the activities of the 'C

enter;
these include:

no em
pire-buitdingthis is usually anathem

a to faculties;

teaching techniques are not too im
portantas Law

rence S
iegel

of Louisiana S
tate U

niversity puts it: "P
rescriptions for 'how

 to
teach effectively' are about as outdated as leeching.,"

certain aspects of the higher education bureaucracy are
pow

er-
ful forces in the lives of studentsthese m

ust be exam
ined

as
they influence teaching/learning;

research can guide us out of the thicket of dogm
a surrounding

the sanctity of traditional instructional approaches;

there is respect for the faculty ethos of autonolm
y and inde-

pendencepersuasion is the only tactic em
ployed; and

there m
ust be continuing search for new

 questions about teach-
ingilearning rather than reliance flupon inherited ones..

T
01.

lett



A
s m

ight be expected, em
phases upon program

s and features have varied
over the years but a continuous one has been that of inform

ing the faculty
periodically of problem

s and issues in instruction w
hich cut across disciplines

and fields. T
he m

ajor route for this has been a quarterly publication
T

eaching-
L

earning Issues
E

ach of these is research-based and the opinions of the authors
are m

inim
ized; m

ost are w
ritten by the D

irector of the C
enter w

ith occasional
ones being prepared by guests. S

om
e of the m

ore popular num
bers include:

"A
ccent on Learning: P

S
I or the K

eller P
lan," S

pring, 1974.

"T
he C

ourts and A
cadem

ic P
ractices," F

all, 1973.

"C
ollege im

pacts," F
all, 1972.

"A
utonom

ous C
ollege E

ntrance R
equirem

ents: T
im

e S
pent,"

F
all, 1971.

"E
valuating Instruction: Learning/P

erceptions," S
pring, 1971.

"P
atris P

otestastes," S
pring, 1970.

"G
rades and G

rading," F
all, 1966.

A
pproxim

ately 4,000 copies of
T

eaching-L
earning Issues

are distributed
locally and, in addition, w

ithout any solicitation, copies go to individuals in 140
colleges in the U

nited S
tates and 10 foreign countries and to 35 different organi-

zations, such as the S
outhern R

egional E
ducation B

oard and the F
ord F

ounda-
tion. T

his w
ide distribution is m

entioned because m
any institutional practices

tend to be locked together and absence of change in one is often a function of
the rigid netw

ork.
A

 second inform
ation route has been that of distributing quality pieces

from
 the literature of higher education tw

o or three tim
es per year. R

ecent selec-
tions have included:

"T
he T

rouble W
ith G

rading Is
.

.
. ," W

illiam
 V

. M
ayville, R

esearch
C

urren ts, O
ctober, 1975.

"T
esting for C

om
petence R

ather than for 'Intelligence'," D
avid

C
. M

cC
lelland,A

m
erican Psychologist,

January, 1973.

"E
valuation of T

eaching," S
tanford C

. E
ricksen and Jam

es A
.

K
ulik,

M
em

o to the Faculty.
N

o. 53, F
ebruary, 1974, C

enter for
R

esearch on Learning and T
eaching, U

niversity of M
ichigan.

"T
he G

ood M
an," Jerry R

ichard,C
hange,O

ctober, 1971.

"T
he P

ublic C
hallenge to the C

olleges," A
lex S

herriffs,
T

he R
e-

search R
eporter,

V
 I (3), 1971.

W
e have found that restraint m

ust be exercisedw
hile there is a w

ealth of w
or-

thy articles, if too m
any are distributed, their fate is the w

astebasket.,
U

ntil recently, a third activity w
as a program

 w
hich cam

e to be called M
ini-

M
ini G

rants. A
very

sm
all sum

 of m
oney w

as provided a faculty m
em

ber for the
exploration of teaching/learning ideas. T

he essential requirem
ent

w
as that there

'be som
e kind of m

easurem
ent and evaluation for the project. T

he ratiO
nale for

t.his program
 w

as three-fold: 11 participating faculty m
em

bers w
ere m

ore likely
to pay attention to "reseaich" w

hich they had conducted than to that of educa-
tional research specialists, 21 perhaps personal involvem

ent m
ight begin to

m
inim

ize som
e of the dogm

a about traditional instructional approaches, and
.31 sound dis,ciplinary evidence is sought, so w

hy not sound evidence for tea.ch-
ing/learning endeavors?

T
he M

ini-M
ini G

rant program
 w

as w
ell received over

a period of five or six
yearsduring w

hich tim
e around $50,000 w

as invested in it. W
ith each grant

being in the neighborhood of $200, this m
eant that 25,0 faculty m

em
bers

con-
ducted sm

alkscale projects. T
he quality and significance of the studies varied

considerably and m
any faculty 'had genuine difficulty in com

prehending the
evaluation requirem

ent, believing their ow
n observations of results to be suffi-

cient. A
s an exaM

ple a very sophisticated and renow
ned scientist, in subm

itting
an application for funds, stated: "It w

ill be easy to tease out the cause/effect re-
lationships to learning."

ceee
in som

e instances, the projects resulted in subttantial changes. F
or exam

ple,
its

a c:om
puter sim

ulation program
 in anim

al breeding w
as so succes,sful in adding to

learning (as dem
onstrated on tests) that it becam

e part of the course. In another
field the results of a study w

ere so disastrous that the entire departm
ent began

to discuss actively teaching/learning problem
s both form

ally and inform
ally andl

other research projects in "teaching m
ethods" w

ere instituted. Interest began to
w

ane in the M
ini-M

ini G
rant P

rogram
 about a year ago and the program

 w
as,

elim
inated.

A
 particular problem

 on large cam
puses is that of scheduling special educa-

tional events during the day. P
eople are so busy, it

is difficult to find a tim
e

w
hen m

ore than tw
o can get together. A

t any rate, special luncheon m
eetings are

held tw
o or three tim

es per year for discussions of significant concerns. T
he

m
ost recent one focused ..on "V

alue C
onsiderations in the C

urriculum
." It

is,

hoped that concern about values can be a w
ay of unifying this desperate institu-

tion. E
ach m

eeting is attended by betw
een 200 and 400 faculty and staff.

S
pecial sem

inars w
hich are held regufarly for graduate students, representing !

a variety of disciplines, have resulted_ in at least tw
o dissertations investigating

selected aspects of teaching/learning. T
he D

irector is also available on a one-to-
one baeis to talk w

ith students about their ideasjor im
proving teaching/learning

arrangem
ents for undergraduates and advising thern on research design and im

-
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plem
entation for studies,they w

ish to conduct. S
im

ilar consulting services are
m

ade available for faculty seeking assistance in educational research design.
O

ther activities of the C
enter have included an annual program

 for new
faculty. It w

as designed not oniy to acquaint them
 w

ith the U
niversity but also

to dem
onstrate concern by the U

niversity about im
proving teaching/learning

endeavors. T
his program

 has now
 been replaced w

ith a sim
ilar one for G

raduate
T

eaching A
ssistants. P

lans for m
ore extensive w

ork w
ith this group are now

 be-
ing developed.

Largely at the insistence of students, the C
enter provides questionnaires for

faculty evaluation. T
hier use is entirely voluntary and the results go solely to the

faculty m
em

ber. S
everal form

s are provided because of the alm
ost overw

helm
ing,

diversity and variety of teaching/learning activitiesa single form
 for all instruc:-

tion w
ould be a disastrous m

istake.
In the past three years, tw

o books have been produced by the D
irector deal-

ing w
ith problem

s in undergraduate teaching/learning.

F
U

N
D

IN
G

F
or funding purposes, the C

enter is treated as an academ
ic departm

ent; that
is, a budget is prepared by the D

irector w
hich is then subm

itted for review
 and

im
plem

entation through regular channeis. T
here has been no reliance upon

soft" m
oney or outside funding. T

his has m
eant that long-range planning is

38

possible and that the C
enter's existence and activities are controlled by the insti-

tution rather than by the w
him

s of outsiders. A
s already im

plied, the budget has
been kept sm

alloperating funds, w
ith the exception of salaries, have varied

betw
een $12,000 and $20,000 annually.

E
V

A
LU

A
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U
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E
valuation of the w

ork of the Learning R
eseardh C

enter is especially taxing
particularly if cause-effect relationships are sought. T

he determ
inants O

f changes
in practices in a university w

hich occur over a span of years are all but im
possi-

ble to isolate. N
evertheless, a form

al evaluation w
as conducted by a com

m
ittee

during the 1971 S
elf-' S

tudy. It w
as found that 50 percent of the faculty and

10 percent of the students believed that the C
enter had helped im

prove the
teaching-learning process. T

he C
om

m
ittee w

as disturbed upon finding that an
earlier recom

m
endation to add a test specialist to the staff had been ignored

(the D
irector had m

ade efforts to do sol. T
he C

om
m

ittee's discom
fort w

as ex-
acerbated by its questionnaire finding that one of every three faculty m

em
bers

and tw
o of every three students believed that grading practices w

ere not fair. In
the m

eantim
e, the D

irector has reached the conclusion that testing is the teach-
ing m

ethod w
hich m

akes a difference in student learning. O
ther approaches to

im
proving testing are being devised currently.

get"
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T
he U

niversity of T
exas at A

rlington M
IT

A
) is strategically located in the

center of the D
allas/F

ort W
orth m

etroplex an area of over 2%
. m

illion people.
It is one of seventeen com

ponent institutions in the 'U
niversity of T

exas system
,

one of the largest state university system
s in the !country. It has the second

largest enrollm
ent in the U

T
 system

about 16,500 students.. U
T

A
's faculty in-

cludes over 900 teachersincluding fun-tim
e professors, adjuncts, and!.graduate

teaching a,ssistants.

G
raduate degrees are offered in the areas of A

rebitecture and E
nvironm

ental
D

esign, B
usiness A

dm
inistration, E

ngineering, Liberal A
rts, S

cience, S
ocial W

ork,
and U

rban A
ffairs. T

hirteen fields have P
hD

. program
s.

T
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in the early 1970's U
T

A
's president, responding to a system

 m
andate ap-

pointed a T
eaching E

ffectiveness C
om

m
ittee and charged it w

ith the responsibi-
lity of im

proving the quality of instruction on the cam
pus. T

he C
om

m
ittee's

first m
ajor effort w

as to attem
pt to evaluate the teaching process through a stu-

dent opinionnaire. A
ll teachers w

ere required to participate. A
lthough m

any
teachers responded positively, a very vocal group protested loudly. P

art of the
aftereffects of the :m

andated student evaluation of faculty w
as that the T

eaching'
E

ffectiveness C
om

m
ittee began to revise the instrum

ent, som
e of the C

om
m

ittee
m

em
bers began to discuss a type of in-service program

, and a few
 faculty m

em
-

bers com
plained to the V

ice P
resident for A

cadem
ic A

ffairs that a required evalu-
ation w

ithout recourse to som
e sort of aid w

as unfair. D
uring this tim

e one of
the C

om
m

ittee m
em

bers suggested to the A
cadem

ic V
P

 that instructional assis-
tance w

as possible if the university w
ould support that type of program

. T
he

V
ice P

resident, in an attem
pt to deal w

ith the apparent validity of the request
for help by the handful of faculty m

em
bers, asked this C

om
m

ittee m
em

ber'
lrom

 the field of E
ducational !P

sychology (w
ho is now

 the C
enter D

irector} if
she w

ould be W
illing to teach a reduced class load for one year and during that

tim
e prepare a report on w

hat could be done to !help university teachers. A
t that

tim
e the C

enter D
irector did not know

 of other suth ventures and virtually felt
.

she had been asked to discover the w
heel. S

he drafted a rough first year's budget
w

hich, after being pared dow
n, has proved to be the budget for each year there-

after. A
 group of teachers and the D

irector decided on the C
enter's nam

ede-
liberately avoiding the term

 "teaching effectiveness" :so as to avoid association
w

ith the T
eaching E

ffectiveness C
om

m
ittee w

hose purpose had becom
e to revise

and m
ake recom

m
endations regarding the university-w

ide S
tudent F

aculty
E

valuation.

U
pon accepting the assignm

ent, the D
irector's only stipulation w

as that her
w

ork be clearly separate from
 the T

eaching E
ffectiveness C

om
m

ittee and from
any evaluation efforts. T

he stated purpose' of the new
 C

enter w
as to enhance the

instructional effectiveness of all U
T

A
 teachers., It w

as originally designed as a
voluntary service and resource center for regular faculty m

em
bers and for gredu-

ate teaching assistants. It w
as placed in the O

ffice of the V
ice P

resident for
A

cadem
ic A

ffairs, and for its first year the D
irector w

as appointed on a half-tim
e

basis. T
he C

enter w
as therefore established by adm

inistrative decision based
upon som

e specific individual teachers' requests. Its establishm
ent w

as first,
announced to the U

T
A

 faculty at the 1973 annual spring faculty m
eeting.

T
he D

irector's first task w
as attem

pting to find out if any other universities
w

ere doing things in this area.. P
hone calls and letters w

ent out to colleaguhes
around the country. T

he handful of sim
ilar centers located (C

ornell, U
niversity

of M
ichigan) w

ere eager to offer advice and to exchange letters and inform
ation..

T
he C

enter%
 first activity w

as designed to get faculty input on its functions and
priorities. A

 w
eekend planning retreat w

as held for faculty delegates representing,
every academ

ic departm
ent on cam

pus plus representatives from
, the !library, stu-

dent fife, and central adm
inistration. B

etw
een the presentations of leading edu-

cators (brought in to provide stim
ulation), the w

orkshop delegates spent m
any

hours in sm
all groups addressing them

selves to the follow
ing quhestions:

W
hat specific obstacles 'stand betw

een us and m
ore effective.

teaching?



W
hat general stum

bling blocks need to be rem
oved before w

e, as
:U

T
A

 faculty m
em

bers, can bec:om
e better teachers?

W
hat specifically shoutd be done to help the teachers on our

cam
pus do a better job of teaching?'

F
rom

 w
hat source should this help com

e?

In w
hat form

 should this help be?

W
hat w

ould you like to see done by the new
 F

aculty D
evelop-

m
ent R

esource C
enterboth generally and specifically?

T
he U

T
 S

ystem
 C

hancellor and the U
T

A
 P

resident w
ere am

ong those present at
the planning w

orkshop to encourage the new
 C

enter and to assure the delegates
of their support for efforts designed to im

prove teaching effectiveness. T
he final

outcom
e of the delegates' deliberations w

as -a report defining the posture the
new

 C
enter should assum

e on the U
T

A
 cam

pus. T
he activities, services, and areas

of influence and responsibility advocated by this group of delegates still consti-
tute the role of the C

enter.

O
ne of their first recom

m
endations w

as that an A
dvisory B

oard, representa-
tive of the entire faculty, be selected to advise the D

irector and to continue to
provide faculty input. A

n ad hoc faculty com
m

ittee m
et and elected an eleven-

m
em

ber board to serve staggered tw
o-year term

s. E
ach year, therefore, the,

B
oard w

ould consist partly of new
 m

em
bers and partly of experienced ones.

T
o insure representation, all the colleges, schools, and institutes are included,

and each year the B
oard itself elects the new

 persons to be invited to serve.
M

em
bers serve prim

arily to advise the D
irector on policies and priorities and to

keep the D
irector aw

are of the needs and concerns of the faculty. A
lthough

form
al m

eetings w
ere routine the first couple of years, inform

al discussions and
telephone calls are now

 the prim
ary m

ode of com
m

unication. M
em

bers suggest
the nam

es of presenters, contribute ideas for Insight, the C
enter's new

sletter,
and encourage their colleagues to participate in C

enter actitivities.

T
he original purpose w

as the im
provem

ent of instructional effectiveness.
S

ince that tim
e, how

ever, the purpose has expanded and broadened consider-
ably. T

oday the term
 "faculty developm

ent" in the broadest corm
otation w

ould'
m

ore aptly describe the C
enter's m

ission. W
hatever is helpful or grow

th-produc-
ing to academ

ic faculty (teaciiers and adm
inistrators)

is included. W
hatever

enhances the academ
ic environm

ent and thus facilitates student learning is in-
cluded. T

he expanded sense of purpose, of course, does not necessarily im
ply

m
ore services (because neither staff nor dollars have increased) but, rather, a

greater heterogeneity of services along a broader spectrum
.

40

O
R

G
A

N
IZ

A
T

IO
N

 A
N

D
 ST

A
FF

T
he C

enter D
irector reports to the V

ice P
resident for A

cadem
ic A

ffairs, and
the C

enter is funded from
 m

onies budgeted for departm
ental operations. T

he
C

enter is physically located in the adm
inistration building and includes

a large
resource area (called the "Living R

oom
"), the D

irector's office, and the secre-
tary%

 office. T
he Living R

oom
 is attractively decorated, and the m

ajority of
the C

enter's sm
all m

eetings and sem
ihars are held there. It also serves as the

re-
source room

 or m
ini-library and hobses books and periodicals on postsecondary'

:instruction.,

T
he C

enter's D
irector, w

ho also holds a tenured appointm
ent

as A
ssociate

P
rofessor in the E

ducation D
epartm

ent, is still the only professional staff
m

em
-

ber. S
he currently devotes three-quarters of her tim

e to the C
enter. T

here is
a

full-tim
e secretary w

ho does as m
uch., adm

inistrative assistance
as she does cleri-

cal w
ork. T

he secretary (w
ho w

as selected for her office skills and for her ability'
to w

ork w
ell w

ith people) is assisted by one or tw
o w

ork-study students w
ho put

in 18 to 38 hours per w
eek depending upon the need and the budget. S

taff
m

em
bers also operate duplication equipm

ent w
hich enables the C

enter to design,
and print m

any of its ow
n publicity pieces.,

T
he D

irector's P
h.D

. is in the areas of,educational and counseling psychol-
ogy. H

er experience includes public schooI teaching and counseling, educational
television, university level teaching, and private practice as a psychologist. S

he
also has had special training in the areas of speech and group dynam

ics.
,

U
T

A
 has a M

edia C
enter w

hich is located in and reports to the Library.
F

rom
 the beginning, how

ever, the tw
o C

enters have had a close, cooperative
w

orking relationship, occasionally planning activities together and serving
as

support services for each other. R
oth C

enters prom
ote the services of the other

and refer faculty m
em

bers as needed.,

A
C

T
IV

IT
IE

S

T
he C

enter offers four direct services to faculty m
em

bers and graduate
teaching assistants:

T
he inform

ational S
ervice

T
his service involves the provision of a faculty resource room

 and m
ini-

library w
hich houses books, bound and current periodicals, catalogs, new

sletters,
m

onographs, and article reprints dealing w
ith postsecondary instructional im

-
provem

ent and issues related to faculty developm
ent. T

hese are available for
checkout or roum

 use. A
rticles or portions of books are duplicated for teachers

upon request.

T
he Inform

ational S
ervice also involves the publication of a quarterly

new
s-

L.r.)

lett



letter, Insight to T
eaching E

xcellence, designed for its target readersU
T

A
teachers and distributed internationally to other universities. Its purpose is to
keep faculty m

em
bers abreast of w

hat is new
 both off and on cam

pus. R
esearch

studies and theoretical and applied articles are reprinted in their entirety or ab-
stracted from

 new
 periodicals. B

ooks are review
ed, and innovative ideas from

,
other cam

puses are covered. A
n additional part of the Inform

ational S
ervice is

the distribution of journal articles to faculty m
em

bers. In its first year of opera-
tion, for exam

ple, the C
enter distributed 4,273 copies of articles. P

art of the In-
form

ational S
ervice also involves the purchase of m

ultiple copies of W
ilbert J.

M
cK

eachie's T
eaching T

ips: A
 G

uidebook for the B
eginning C

ollege T
eacher

(D
. C

. H
eath &

 C
o., 19691 and the A

m
erican C

ouncil on E
ducation's publication,

T
he G

raduate S
tudent as T

eacher (1968) for checkout to all beginning teachers
and graduate teaching assistants.

T
he C

enter has w
ritten letters to the innovators listed in C

hange M
agazine's

publication, T
he Y

ellow
 P

ages of U
ndergraduate Innovation (1974), cataloged

their innovations according to discipline and m
ade this inform

ation available to
the appropriate academ

ic departm
ents. A

dditionally, all of the books and
journals have been indexed by disciplines and converted into topical biblio-
graphies of teaching fields represented on the U

T
A

 cam
pus so that w

hen teach-
ers com

e by to brow
se, specific m

aterials can be brought to their attention.
A

nother part of the Inform
ational S

ervice is to assist teachers w
ho w

ish either to
obtain grant m

onies or to get articles published w
hich relate to their teaching,

activities. T
he C

enter provides these teachers w
ith assistance regarding the edu-

cational or pedagogical parts of their proposal and w
ith inform

ation on funding
agencies that m

ight accept such proposals.

T
he C

onsultation S
ervice

A
 confidential service offered to all U

T
A

 teachers and G
T

A
's is personal,

consultation. T
eachers com

e for assistance in planning a new
 course, adding in-

novative m
ethodology to an old course, designing evaluation techniques, or just

for the general im
provem

ent of their teaching. O
ften the D

irector is asked to
visit a teacher's class and to provide the teacher w

ith personal feedback. G
oals

are jointly established, the teacher's class is som
etim

es video-taped, and the D
i-

rector and teacher then critique the tapes. S
om

etim
es "pre" and "post" tapes

are m
ade and com

pared.

P
reservice 'E

ducation

T
his service is provided once or tw

ice a year for all new
 adm

inistrators
faculty m

em
bers, and graduate teaching assistants. T

he program
s include 30 to

hours of preparation, and betw
een 80 to 150 persons participate. E

ach par-
ticipant is asked to read the M

cK
eachie paperback as a tex.t. G

raduate advisors

m
ay attend w

ith t.heir ow
n G

T
A

':s and follow
 up the general training provided by

the C
enter w

ith specific training w
ithin the departm

ent on teaching that panic,
leer discipline..

In addition to the presentations on t.eaching, the P
reservice program

 also in-
eludes a program

 of orientation to U
T

A
, its staff, facilities, policies, activities,

and services. T
his year, as a direct outgrow

th of the orientation program
, the

C
enter is com

piling and producing U
T

A
's first faculty handbook w

hich w
ill be

given to each new
 faculty m

em
ber.

In-service E
ducation

T
his is the C

enter's m
ost w

idely used service. T
he sem

inars, short
courses,

w
orkshops, and off-cam

pus retreats have been attended by
as few

 as 25 or as
m

any as 2510 teadhers. T
w

enty-seven such activities w
ere held during the C

enter's
first nine m

onths of operation. C
urrently activities

are available at least once or
tw

ice a m
onth. S

em
inars have dealt w

ith these topics: C
:A

l, sim
ulation and

gam
ing, group interaction techniques, P

S
I, learning theory, reducing test anxiety,

.

the inquiry approach, team
 teaching, m

otivation, interpersonal tkills,
prepar-

ing instructional objectives., discovery learning, psychom
otor learning, evaluation

of instruction, and educational technol
y. G

uest speakers, m
icroteaching labora-

'reifies, book review
s, open forum

 discussions, dialogues, panels, and m
edia

ores-
entations have been included. A

lthough these activities have been held in
a

variety O
f locations, sm

all m
eetings are frequently held in the C

enter's Living
R

oom
. Leaders and present.ers have com

e from
 as far

aw
ay as Indiane, Illinois,

M
ic:higan, N

ew
 Y

ork, O
hio and U

tah, but the m
ajority of them

 have
com

e from
T

exas universities or from
 our ow

n cam
pus. T

his last option affords
our faculty'

a chance to share their ow
n areas of expertise at no extra cost to the C

enter and
offers the psychological advantage of helping U

T
A

 teachers develop
a good self-

im
age. F

inally, the C
enter's D

irector seeks out opportunities
to trade off w

ith
other C

enter directors the task of leading w
orkshops and addressing

groups of
teachers at no cost (other than travel expenses) to either participating school.

In-service E
ducation also has taken the foim

 of funding provided by the
C

enter for teachers to attend training courses; conferences, and sem
inars.

,

T
he annual fall faculty w

orkshop is a highlight. D
elegates from

 each de-
partm

ent on cam
pus spend a threeday w

eekend together at a retreat location.
O

utstanding educators from
 across the nation address the group, and m

ini-
w

orkshops are held w
hich encourage involvem

ent and interaction. A
lthough the

live-in delegates num
ber no m

ore than sixty, all U
T

A
 faculty m

em
bers, adm

ini-
strators, and G

T
A

'S
 are invited to attend the general sessions, so there is m

axi-
m

um
 exposure to the invited presenters. T

he after-hours socialization betw
een

teac:hers from
 different departm

ents and colleges w
ho w

ould not otherw
ise have

m
uch or any contact w

ith one another apparently facilitates professionalas w
elt

411



as social interaction upon return to the cam
pus and has becom

e a valuable side
ef fect.F

aculty evaluation and faculty developm
ent are separate functions. T

he
annual student evaluation survey is no longer required. B

eginning this year each
academ

ic departm
ent is responsible for form

ulating and im
plem

enting its ow
n

evaluation policy. T
he C

enter provides consultation to assist the departm
ents

and colleges in this endeavor. A
s the F

aculty D
evelopm

ent R
esource C

enter is
entirely voluntary, and because it is a one person operation, it has been our
policy to ,keep the tw

o functions (evaluation and developm
ent) separate so that

teachers w
ill not feel they are being helped by the sam

e office or body that is
,

evaluating therm

F
U

N
D

IN
G

.

U
T

A
's C

enter has operated solely on university funds since its inception.
A

lthough grants have been sought, they have not been aw
arded to date. N

o
form

ula is involved in determ
ining the C

enter's budget. In addition to salaries,
the C

enter has operated, since it opened, on from
 $6,000 to $6000 annually.

T
his figure includes m

aintenance and oP
erations, travel; and capital outlay.

E
V

A
LU

A
T
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N
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N

D
 F

U
T

U
R

E

E
valuation efforts have included detailed attendance and participation re-

cords for individuals, departm
ents, and colleges; pre- and post-instrum

ents for
teachers com

ing for consultation; and the utilization of various types of ques-
tionnaires for w

orkshop, sem
inar, and retreat participants. W

hile the attendance
and participation records have served to provide an accurate record of the degree
of acceptance of C

enter functions by the faculty, this process has not m
easured

potential benefit to them
. T

he questionnaires have been m
ore indicative than

conclusive, as they reflect only the attendee's subjective response state. T
he

m
ost valid evaluations have been those pre- and post-m

easures jointly decided
upon by the D

irector and faculty m
em

ber w
hen those tw

o have been involved in
a process designed to assist the latter to im

prove as a teacher. T
hese instrum

ents,

42

how
ever, are not very helpful in prom

oting the C
enter's effectiveness in tha,t

they ha,ve been and w
ill continue to be confidential.

It m
ay be int.eresting to note that the attendance records in the C

enter's
first year of operation tb,y academ

ic departm
ents) revealed a range of a high of

86 percent to a tow
 of '11 percent. M

ean participation for the entire cam
pus

w
as 44 percent. T

his percentage included only attendance at in-service activities,
and did not include faculty m

em
lbers w

ho used the resource area or W
ho cam

e
for consultation.

T
he D

irector's personal assessm
ent of the C

enter's effect at LIM
 is t.hat

there is m
ore interest in the teaching role now

 than there w
as w

hen the C
enter

opened.. A
ttitudes have changed slow

ly, but today even m
any of the cam

pus
"scholars." can adm

it that both teaching and publishing can reflect a scholarly:
orie ntation. R

ather than being a w
eak second place, teaching is becom

ing a
com

panion role to the research/publication role.
T

he other notew
orthy change is the num

ber of visable m
ethods of teaching,

other than the lecture, now
 being utlized on he cam

pus. T
oday it is virtually

im
possible, on any given day, to exam

ine U
T

A
's classroom

s across the cam
pus

w
ithout seeing in operation K

eller's P
S

I, K
elly's T

IP
S

, C
A

I, language labora-
tories, sim

ulation and gam
ing, team

 teaching, m
edia utilization, and m

any
varieties of group interaction and discussion processes. F

urther, the individual
teachers w

ho have em
braced new

 techniques and styles are w
riting about their

e.xperiences publishing these accounts, and presenting papers at conferences and
professional associations. E

ach one of these persons touches others w
ithin his

ow
n discipline, and the enthusiasm

 and innovation continue to grow
. T

he C
en-

ter it seem
s, has had its greatest effects as a chang.er of attitudes and as a cata-

lyst for constructive instructional change.
T

he C
en,ter's future is certainly not assured. S

o long as there are faculty'
m

em
bers w

ho are benefiting from
 it, and m

oney in the budget to support it, it
.

w
ill continue to exist. W

ithin the year it w
ill occupy a new

 facility designed by
the C

enter staff. T
he C

enter w
ill no longer be housed in the adm

inistration,
building but on the ground floor of the Library adjacent to the M

edia C
enter.

T
he C

enter's A
dvisory B

oard sees attaining a m
ore central geographical location,

on cam
pus and m

oving a,w
ay from

 the adm
inistrative com

plex of offices as,
distinct advantages to future grow

th ..of the C
enter.
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T
he U

niversity of T
exas at A

ustin is part of the U
niversity of T

exas S
ystem

,
a public university supported by the S

tate of T
exas. T

he S
eptem

ber 1975 enroll-
m

ent w
as 42,5:98 undergraduate and graduate students, and the faculty num

bers
approxim

ately 1800 individuals., w
hich corresponds to 1644 full-tim

e-equivalent
IF

T
E

) faculty m
em

bers. In addition to these faculty m
em

bers w
ith ranks rang-,

ing from
 instructor through full professor, there are 1340 assistant instructors

and teaching assistants w
ith various part-tim

e assignm
ents, corresponding to,

approxim
ately 410 F

T
E

 persons. T
he 1975-76 budget for the U

niversity of
T

exas at A
ustin is $106,666,000 w

hich includes the operation of various off:-.
cam

pus facilities such as the M
arine S

cience Institute of P
ort A

ransas, the
M

acD
onald O

bservatory in the D
avid M

ountains O
f W

est T
exas, and so forth.

T
he cem

ral cam
pus in A

ustin com
prises som

e 315 acres.
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In S
eptem

ber of 1972,, in re:sponse to F
aculty S

enate interest in the im
-

provem
ent G

f teaching effectiveness, a S
enate C

om
m

ittee com
posed of five senior

faculty m
em

bers w
as aP

pointed to investigate the m
atter. A

fter seven, m
onths of

investigation, discussions w
ith other faculty m

em
bers and deliberation, the

C
om

m
ittee presented its report to the F

aculty S
enate, w

hich recom
m

ended the
establishm

ent of a C
enter for T

eaching E
ffectiveness. T

his re:port w
as accepted

by the m
em

bers of the S
enate w

ithout dissent, and in A
pril of 1973 the report

.
w

as brought before the U
niversity C

ouncil., T
he C

ouncil forw
arded the report

to the P
resident w

ith a recom
m

endation that a C
enter for T

eaching E
ffective-.

nest' be established. T
he P

resident approached the B
oard of R

egents w
ith this

proposition in the sum
m

er of 1973, they approved it, and the C
enter began

operations in S
eptem

ber, 1973.
T

he broad m
ission of the C

enter for T
eaching E

ffectiveness is to, provide
assistance to the teaching faculty in m

aking teachingflearning m
ore effective

on this cam
pus. T

he F
aculty S

enate C
om

m
ittee w

hich initially 'proposed the

form
ation of the C

enter stated that the focus should be on: support for faculty
m

em
bers, although the C

enter has since becom
e involved also w

ith a num
ber

of teaching assistants, m
any of w

hom
 teach regular classes, particularly in the

foreign languages and E
nglish com

position and literature. T
he C

om
m

ittee also
intended that the C

enter should w
ork prim

arily w
ith faculty m

em
bers W

ho w
ere

trying to im
prove undergraduate courses, and this has turned out to be the case.

D
uring the first sem

ester of its existence, the C
enter%

 A
dvisory B

oard de-
tided upon ,the follow

ing program
 activities as a set of short,term

 (five, year)
goals, listed in descending order of priority:.

1. C
ourses in college teaching for faculty m

em
bers;

2. (T
ie) C

ourses in college teething for graduate T
eaching A

ssistants;
2.

C
onsulting service for faculty m

em
bers;

4. R
eferral service; (T

his is an attem
pt to obtain, answ

ers to questions
on educational m

atters. If w
e don't know

 the answ
er w

e w
ill ob-

tain it and call back, instead of paS
sing the buck to som

eone else.)

5. P
eriodic w

orkshops for faculty ',m
em

bers (and later, teaching
assistants) on a variety of topics related to teaching im

provem
ent;

6. A
 detailed exam

ination of 'general-purpose classroom
s to determ

ine
their suitability and the type of equipm

ent they contain. A
fter the

survey is com
pleted, sub-standard clasiroom

s can be upgraded and
a set of guidelines tan be draw

n up specifying m
inim

um
, standards

for existing classroom
s and for any new

 classroom
s to be con-

structed in future. T
hese guidelines w

ould include such things as
classroom

, equipm
ent, acoustics, lighting, etc.,
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T
he C

enter for T
eaching E

ffectiveness currently is com
posed of a director;

an assistant director, a secretary, tw
o consultants, and tw

o student helpers. T
he43
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C
enter is not connected to any of the C

olleges, and the director reports to the
V

ice P
resident and P

rovost.

T
he current m

em
bers of the C

enter's staff are:

T
he D

irector, P
h.D

. in C
hem

ical E
ngineering, devotes three.-

fourths tim
e to the C

enter and one-fourth tim
e to the D

epart-.
m

ent of C
hem

ical E
ngineering, w

here he is a full professor..
T

w
enty years experience in college teaching, long-tim

e interest,
in im

provem
ent of teaching, experience in com

puter-assisted
instruction, self-paced instruction (P

S
I or K

eller P
lan). pre-

viously w
as D

irector for five years of the B
ureau of E

ngineering
T

eaching of the U
niversity's C

ollege of E
ngineering..

T
he .A

ssistant D
irector, P

h.D
. ,in E

xperim
ental P

sychology, de-
votes half-tim

e to the C
enter, and the other half-tim

e to re-
search in psychology. S

even years experience in college teaching,
served tw

o years as research associate on P
roject C

-B
E

, a large
research proiect on com

puter-based education
at the U

ni-
versity of T

exas. B
ecam

e interested in teaching im
provem

ent
w

hile helping to design experim
ental courses as a graduate

s I uden I

A
dm

inistrative S
ecretary, 12 years experience in secretarial !

w
ork, including three years as secretary to the director of a proj-

ect engaged in teaching innovation at the college level; also
taught adult education classes in G

erm
any.

C
onsultant, M

aster's degree in C
urriculum

 and Instruction, de-.
votes one-fourth tim

e to C
enter and three-fourths tim

e to the,
D

epartm
ent of E

nglish. T
hree years experience in college teach-

ing. C
onsults w

ith faculty m
em

bers and teaching assistants on
questions originated by clients; specialist in perform

ance analysis.

*C
onsultant, P

h.D
. in C

hem
istry, devotes one-fourth tim

e w
ith

C
enter and three...fourths tim

e w
ith D

epartm
ent G

I C
hem

istry,
w

here he is a full professor. A
pproxim

ately 20 years in college
teaching, until recently w

as co-director of P
roject C

-B
E

, a 1.6
m

illion
dollar

research effort
in com

puter-based education:
tong-tim

e interest in im
provem

ent of chem
istry teaching.

*C
lerk is a w

ork-study student. 10 hours per w
eek w

ith C
enter.

U
ndergraduate student in S

peech/C
om

m
unication.

C
lerk spends 10 hours per w

eek w
ith C

enter. U
ndergraduate

, student in C
hem

ical E
ngineering.

4 4

S
taff 'm

em
bers are paid directly by the C

enter; consultants
are paid one-

fourth tim
e by the C

enter and three-fourths tim
e by their departm

ents. T
he

stu-
dent clerks are paid an hourly w

age by the C
enter, and neither has an outside job;

the balanc:e of their tim
e is devoted to their studies,.

T
he original report of the F

aculty S
enate C

om
m

ittee recom
m

ended that the
proposed C

enter have an A
dvisory B

oard m
ade up of both faculty and students..

W
hen the C

enter w
as established, the P

resident of the U
niversity appointed such

an A
dvisory B

oard, com
posed of five faculty m

em
bers and tw

o students. O
ne of

the students represents the undergraduate student body and the other the
graduate sturlents. In addition there are tw

o ex officio m
em

bers
one the V

ice
P

resident and P
rovost; the other the D

irector o the U
niversity's M

easurem
ent

and E
valuation C

enter: T
his A

dvisory B
oard has three functions: it recom

m
ends

policy for the C
enter: the m

em
bers of the B

oard advise C
enter personnel, suggest

areas in w
hich the C

enter m
ight m

ove, sources of outside funding, and w
orkshop

topics; and they keep their ears to the ground in their departm
ents and colleges

and relay to the C
enter the interests end needs of the faculty.
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T
he activities conducted to achieve the goals w

hich have been outlined are
listed below

.

C
ourses on C

ollege T
eaching

D
uring the sum

m
er of 1972 the D

irector and a m
em

ber of the M
easurem

ent
and E

valuation C
enter initiated a graduate course in the departm

ent of C
hem

ical
E

ngineering entitled "C
ollege T

eaching in E
ngineering and the S

ciences." T
his

course w
as intended to provide education and training in the various engineering

and scientific disciplines for students w
ho are thinking about a career in college

teaching. T
his course has been of fered each sum

m
er since then, and also has,

been offered during tw
o regular sem

esters. A
t the tim

e the course w
as begun,

the only other sim
ilar course on the cam

pus w
as in the departm

ent of G
erm

ireiic
Languages. S

tudents from
 areas other than engineering and science have taken

the course, and courses like it are being established in other departm
ents, A

lt the
present tim

e w
e know

 of nine such courses w
hich m

eet regularly and have pub-
lished syllabii. W

e expect the num
ber of such courses taught in individual de-

partm
ents to continue to increase.

in addition to w
orking w

ith the professors w
ho teach these courses C

enter
personnel also act as visiting instructors in areas in w

hich the course instructor
does not feel com

petent. T
he A

ssistant D
irector often m

akes presentations on
learning psychology, course design, theory of testing and test design, and audio-
visual techniques. T

he D
irector has m

ade a num
ber of presentations on w

riting
instructional objectives, the P

ersonalized S
ystem

 of Instruction (P
S

I), audio-



visual techniques and the role in higher education of organizations such as the
C

enter.

S
em

inars on T
eaching

F
or the past tw

o sum
m

ers C
enter personnel have conducted a teaching'

sem
inar foi

faculty m
em

bers, w
hich m

eets for three 75-m
inute periods each

w
eek for six w

eeks. T
hese sem

inars are voluntary, and attrition both sum
m

ers,
has resulted in the loss of about 50 percent of the participants. N

evertheless,
four of the seven new

 departm
ental courses in teething are being taught by

teachers w
ho have attended these sem

inars, and other participants have becom
e

active in com
puter-based education, P

S
I, and the use of audiovisual m

aterials as
a result of their experience in the sem

inars.
S

o far w
e have not been able to get part-tim

e sum
m

er salary for teachers
attending the sum

m
er sem

inars. N
either have w

e been able to obtain released
tim

e for faculty m
em

bers w
ho m

ight attend such a sem
inar during one of the

regular sem
esters. W

e also have been unable to devise a m
ethod by w

hich w
e

could obtain any significant participation by faculty m
em

bers in an in-service
course during the regular school year.

C
onsultation

A
ll the regular staff m

em
bers of the C

enter engage in one-to-one consulta-
tion w

ith clients, w
ith the exception of the secretary and the student clerks.

T
hese consultations range from

 helping the client find resources or references
relating to things they w

ant to try in their teaching, to long-term
 consultation

lasting for a sem
ester or even for a year. In addition to these m

eetings w
ith the

client w
e alsei are prepared to sit in his/her classes, to videotape one or m

ore of
them

 for later analysis, and to bring in as additional consultants other faculty
m

em
bers w

ho are skilled in the use of a particular teaching technique. T
he num

-
ber of faculty m

em
bers utilizing the consultants is sm

all but reasonably steady.
R

ecently this service has been m
ade available to som

e graduate students, and w
e

have just provided the services of a C
onsultant to the departm

ent of E
nglish

w
ho is physically housed in the departm

ent and is w
orking-rather intensively

w
ith 30 graduate teaching assistants and tw

o assistant professors. S
he serves as a

C
onsultant and resource person to the college teaching course w

hich the begin-
ning graduate T

A
's take for credit, sits in the T

A
's classes, virkotapes them

, and
does a perform

ance analysis for each of them
. T

he C
enter pays one-fourth of her

salary and the departm
ent of E

nglish pays three-fourths. It is too early to tell
how

 this experim
ent w

ill w
ork, but from

 all reports the results seem
 prom

ising.

R
eferral S

ervice
T

he referral service has not been extensively used, although virtually all
Q

uestions out to us have been answ
ered to the m

fisfaction of the orininator

N
early all questions com

e in by telephone and they range from
 "H

ow
 does one

go about copyrighting a videotape?" to "D
o you know

 anyone on the cam
pus

w
ho has a 3/4inch videocassette player?" O

ne m
ight question w

hether this is
im

portant enough to be one of the C
enter's goals, but it is an unavoidable

function w
hich w

e w
ould perform

 w
hether it w

as a form
al goal or not.

W
orkshops

T
he C

enter conducts regularly scheduled w
orkshops for the faculty and

graduate T
A

'S
, giving eight per year, approxim

ately one per m
onth. S

ubjects
have included w

riting instructional objectives, theory of testing and test design,
the use of gam

ing and sim
ulation in teaching, P

S
1 (the P

ersonalized S
ystem

 of
Instruction, or the K

eller P
lan

a self-paced teaching technique), w
orkshop for

P
S

I proctors (students), how
 to im

prove lectures, giading practices, perform
ance

analysis, use of ,audiovisual m
aterials and equipm

ent, audiovisual production
techniques, the, valuation of teaching, and psychological counseling of students,
and faculty m

em
bers.

D
uring the spring sem

ester of 1975 w
e also instituted

a series of w
eekly

sem
inars on various teaching m

ethods. A
ttendance at these sem

inars w
as low

,,
approxim

ately eight to ten persons on the average. A
lthough the participants,

w
ere enthusiastic, the sem

inars w
ere discontinued because their presentation

stretched the sm
all staffs resources too m

uch.
T

he m
ajority of the persons w

ho attend w
orkshops are graduate T

A
's and

faculty from
 the U

niversity of T
exas at A

ustin, but visitors also attend from
 the

A
ustin C

om
m

unity C
ollege and from

 C
oncordia C

ollege.
T

he w
orkshops are announced by a general faculty m

ailing at the start of
each sem

ester, follow
ed by a m

ailing dealing w
ith a specific w

orkshop abouttw
o

w
eeks before it

is held. A
nnouncem

ents are also inserted in the faculty ,new
s-

letter and the student new
spaper during the w

eek of the w
orkshop.

C
lassroom

 S
urvey.

T
he classroom

 survey has been com
pleted for 480 general purpose class-

room
s. T

he survey consists of a three-page checksheet on each room
, w

hich in-
cludes a scale floorplan of the room

, condition of chalkboards, presence or
absence of projection screen and projectors, lighting survey, num

ber and type of
seats, location and check of electrical outlets.

T
hrough a friend in the architectural engineering faculty w

e have m
ade

acoustical checks of five classroom
s. H

e has his acoustics lab class check the,
room

s as a laboratory experim
ent, and provide a report diagnosing the cause

of the trouble and giving at least three sets of recom
m

endations for m
odification

of the room
 listed in descending order of expected effectiveness, together w

ith
cost estim

ates for the m
odifications. A

ll the room
s w

ere found acoustically de-
fP

rti've w
ith inm

ate ran



of 1.8 seconds in a m
edium

-sized classroom
. T

he.enalyses and recom
m

endations
m

ade by the students cost us nothing and give the students good experience. T
he

average cost of upgrading the acoustics of a classroom
 runs around $400.

D
uring the last tw

o years the P
resident's office has provided approxim

ately
$17,000 to the C

enter for upgrading the audiovisual facilities of classroom
s. T

his
m

oney has provided 90 overhead projectors and stands w
hich have been located

in designated classroom
s, it should not be surprising that the use of this equip-

m
ent is increasing; faculty w

ill use such equipm
ent if it is m

ade easily accessibly'
to therm

 S
o far only one unit has disappeared, and the chances are very good'

that it has been "adopted" for the exclusive use of som
e professor.

S
um

m
ary

T
he C

enter's operating philosophy is that the C
enter exists to serve the

teachers at this U
niversity, both graduate students and faculty m

em
bers, by pro-

viding inform
ation, encouragem

ent and service, and by attem
pting to raise the

consciousness of the entire cam
pus com

m
unity regarding im

proving teaching. W
e

are not involved in the form
al evaluation of teachers, and do not w

ish to be.
H

appily this service is perform
ed by the M

easurem
ent and E

valuation C
enter, a

separate unit of the U
niversity. N

either do w
e produce audiovisual m

aterials nor
provide projection equipm

ent, except on a very lim
ited basis. T

he V
isual Instruc-

tion B
ureau, heretofore a sm

all and understaffed group, is being relocated and
expanded to provide these m

ost necessary services to the faculty.

F
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T
he C

enter for T
eaching E

ffectiveness operates on "hard" m
oney; w

e are a
line item

 in the U
niversity budget, and there is no form

ula for deciding on that
budget.

F
or the three years the C

enter has been in existence, the budget has been
as follow

s:

'Y
 e a r

B
 u dget

1973-74
$37,136

1974-75
40,917

1975-76
49,904

T
he increase m

ainly has been the result of both salary raises and of changes
in assignm

ent or percentage of tim
e devoted to C

enter activities. F
or exam

ple,
the D

irector changed from
 one-half tim

e to three-fourths tim
e in S

eptem
ber

1975, and the A
ssistant D

irector w
as prom

oted from
 one-third tim

e C
onsultant

to one-half tim
e in her new

 position at the sam
e tim

e. T
he categories of funding

46

and the am
ounts authorized for each category for the 1975-76 school year

IS
eptem

ber 1, 1 975-A
 u gust 31, 1976) are:

A
dm

inistrative and P
rofessional S

alaries
$34,780

C
lassified P

ersonnel (S
ecretary)

9,024
W

ages
3,000

M
aintenance and O

peration
2,500

T
ravel

600
,
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T
here have been no form

al evaluations oi the C
enter's overall activities, and

it is our feeling that such a form
al evaluation w

ould be very difficult to m
ake.

T
he individual w

orkshops are evaluated to provide feedback on presentation,
involvem

ent of the participants, value of the inform
ation to the participants and

other related m
atters. T

hese evaluations allow
 us to revise the ;m

arkshops to
m

ake them
 m

ore interesting and m
ore productive for later offerings. W

e also re-
ceive num

bers of unsolicited "thank you" letters from
 faculty m

em
bers w

ith
w

hom
 w

e have w
orked in various capacities. B

ut w
ho can m

easure the eventual
value of a new

 idea to a teacher w
ho has never seen any teaching technique

other than the lecture and, thus, has never done anything but lecture to his/her
students?

A
ttendance at a w

orkshop on gam
ing and sim

ulation, com
puter-assisted in-

struction, self-paced instruction or the case m
ethod m

ay cause a teacher first to
think about, then experim

ent w
ith, and finally adopt a considerably different

style and m
ethod of teaching than the one or ones he w

as using at the tim
e he

attended the w
orkshop. It m

ay take w
eeks, m

onths, or even years to happen,
but the results m

ay affect his teaching and his. students' learning profoundly.
S

im
ilarly, a session (or sessions) w

ith a consultant on m
atters w

hich a teacher
w

ould not dream
 of discussing w

ith his or her colleagues, m
ay increase self-

confidence, self-know
ledge, com

petence and, ultim
ately, effectiveness. H

ere
again, this process m

ay take extended periods of tim
e; ideas and encouragem

ent
m

ay com
e from

 the consultant, but the desire to change, the hard w
ork required

to effect change in oneself, and the tim
e and energy to do it are dependent upon

a num
ber of personal and environm

ental variables. P
ersonal developm

ent in any
area is an unending but fitful process, and evaluating O

U
T

 effect upon the per.
sonal and professional com

petence and effectiveness of the teachers w
ith w

hom
w

e w
ork is extrem

ely difficult to m
easure, particularly in the short term

, less
than three or four years.

O
ur ow

n assessm
ent of our C

enter's im
pact is that our w

ork has been very
fruitful, w

ithin the lim
itations of personnel and budget. In 1975-76 our budget

is less than 0.05 percent of the total university budget. A
n equivalent percentage

of the total of faculty m
em

bers plus teaching assistants is 1.6 persons. D
uring

LC
D



the year our consulting, w
orkshops, classes in teaching, and other activities w

ill
involve perhaps 250 people; since som

e of these participate in all our activities,
.

this represents m
aybe sixty different individuals. A

s O
U

T
 program

s are all volun-
tary, w

e can assum
e that participants are rather highly m

otivated, an,d so perhaps
20 percent w

ill experim
ent w

ith som
e ideas, rather than m

erely participat7
ing in our scheduled activities. B

y this ,(very conservative), estim
ate, our w

ork
w

ill have a significant effect on 12 'teachers per year, and som
e effect on 48

m
ore. Jerry G

aff, in his book, T
ow

ard F
aculty R

enew
al, estim

ated that a faculty
m

em
ber w

ho achieves prom
otion to A

ssociate P
rofessor represents a potential

university investm
ent of 81,300,000 over the rest of his professional. career. If'

our C
enter's activities can assist a teadher to im

prove his teething skills that is,
w

orth hard cash. E
qually im

portant is the im
provem

ent of his know
ledge about:

his profession, his sensitivity to his students, his satisfaction W
ith his career and:

his feelings ebout him
self, thoug,h not ea,sy to evaluate.

W
e feel that our C

enter's future at the U
niversity is reasonably secure. W

e
do not expect its size to increase greatly, but per'haps w

e w
ill experience a m

od,-
est grow

th in personnel over tim
e. W

e also expect our function,s and activities to
change som

ew
hat over the years as the problem

s and directions of higher 'educe-
tion change.,

C
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by John F
. N

oonan, D
irector.
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V
irginia C

om
m

onw
ealth U

niversity w
as established by the G

eneral A
ssem

bly'
of V

irginia in 1968 by m
erging the form

er R
ichm

ond P
rofessional Institute and

the M
edical C

ollege of V
irginia. Incorporating one of the largest and m

ost com
-

prehensive m
edical centers on the E

ast C
oast w

ith a broad range of undergradu-
ate and graduate program

s, V
irginia C

om
m

onw
ealth U

niversity is a m
ajor uni-

versity in the V
irginia system

 of higher education. B
ecause of the quality and

variety of its educational services and because of its strategic location, V
irginia

C
om

m
onw

ealth U
niversity serves not only the R

ichm
ond area but V

irginia-at-
la rge.T

he U
niversity has tw

o designated divisions, although organizationally it
operates as one institution w

ith tw
o cam

puses. T
he A

cadem
ic cam

pus, offering
undergraduate and graduate program

s, is com
prised of six schools: A

rts, A
rts

and S
ciences, B

usiness, C
om

m
unity S

ervices, E
ducation, S

ocial W
ork. T

he M
edi-

cal C
ollege of V

irginia cam
pus offers health-related program

s of study and is also
com

prised of six schools: A
llied H

ealth P
rofessions, B

asic S
ciences, D

entistry,
M

edicine, N
ursing, P

harm
acy.

F
all 1975 faculty num

bered 2,324: on the M
C

V
 cam

pus, 682 full-tim
e and

586 part-tim
e: on the A

cadem
ic cam

pus, 658 fultaim
e and 393 part-tim

e. In
addition to the faculty, the

U
niversity em

ploys approxim
ately 7,100 other

persons.
T

otal fall 1975 enrollm
ent for the U

niversity w
as 18,033. In addition, alp-.

proxim
ately 10.000 students enrolled in the 1975 sum

m
er sessions and E

vening
C

ollege. A
lum

ni total approxim
ately 32,000 living throughout the U

nited S
tates

and in m
any foreign countries. in 1975, the U

niversity a,w
arded 2,781 degrees.

T
he com

bined operating budget for both cam
puses for fiscal year 1975-

1976 is S
102,482,400. in addition, the U

niversity receives approxim
ately $ 15,

m
illion in federal and private gifts and grants during a fiscal year.
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.

T
he C

enter for Im
proving T

eaching E
ffectiveness (C

IT
E

) grew
 out of the
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desire of the F
aculty S

enate of the academ
ic division to have

a university pro-
gram

 designed to help faculty im
prove their teaching, it w

as created in the fall of
1973 to serve as a resource for the A

cadem
ic

cam
pus of the U

niversity. T
he

C
enter's prim

ary goal
is to develop a com

prehensive program
 for increasing

teaching effectiveness through faculty developm
ent.

O
R

G
A

N
IZ

A
T

IO
N

 A
N

D
 S

T
A

F
F

T
he C

enter em
ploys three full-tim

e staff, tw
o part-tim

e staff and tw
o

secretaries. T
he director of the C

enter reports to the V
ice P

resident for A
ca-

dem
ic A

ffairs.
T

he three full-tim
e center staff m

em
bers el hold professoriat appointm

ents
in the C

enter for im
proving T

eaching E
ffectiveness. T

he director holds the rank
of associate professor and cam

e to this position from
 teaching E

nglish in a liberal,
arts college. H

e holds degrees in E
nglish from

 W
heeling C

ollege and B
ow

ling
G

rerm
 S

tate U
niversity in O

hio.

T
he tw

o other full-tim
e professional staff persons hold the rank of assistant

professor. O
ne's background includes hom

e econom
ics w

ith degrees from
 the

U
niversity of G

eorgia and C
ornell U

niversity and a P
h.D

. in psychology from
 the,

U
niversity of C

incinnati. T
he other has a background in E

nglish Literature w
ith

undergraduate and graduate degrees from
 the U

niversity of M
ichigan.

O
f the tw

o parttim
e staff m

em
bers, one is an assistant professor in the V

C
U

S
chool of E

ducation w
ho holds an E

d.D
. from

 the U
niversity of M

assachusetts
and the other is a speech com

m
unication instructor half-tim

e at the U
niversity

of R
ichm

ond.

A
C

T
IV

 I T
I E

S

C
enter activities are organized and conducted to provide services to the

follow
ing constituencies.

Individual F
aculty

T
hrough private consultation, classroom

 analysis, sem
inars, w

orkshops, off-
cam

pus retreats and handouts, faculty are assisted to im
prove their instructional

cirzl



effectiveness. T
he focus of these program

s is broad, ranging from
 instructional

m
ethodology and technology, to career planning. O

ne basic assum
ption w

e are
currently testing is that the conventional hiatus betw

een professional develop-.
m

ent and personal developm
ent can actually im

pede both goals. Increasingly, w
e

try to help faculty set professional developm
ent goals in light of their m

ore'
general assum

ptions', belielsvalues and purposes. A
 second assum

ption w
e m

ake
is that faculty, like students, learn and develop in different.w

ays. O
ur program

s
try to respect that by providing opportunities far faculty: to learn alone; by
reading; by attaching them

selves to a m
entor; by w

orking in sm
all groups; or by

being a part of m
ore perm

anent support groups. A
 third assum

ption is that an,
accurate analysis of one's strengths is, for som

e faculty, a better beginning point
than an analysis of w

eaknesses..

D
epartm

ent C
hairm

en

T
hrough a three-year grant from

 the Lilly E
ndow

m
ent Inc. the C

enter has
been able to provide resources to chairm

en w
ho w

ant to im
prove their abilities

to facilitate the professional developm
ent of their faculty and the overall effec-

tiveness of the departm
ent itself. T

his project is at its m
id-point and m

ore than
60 chairm

en have utilized its resources. O
ur basic assum

ption here is that chair-
m

en w
ho are them

selves know
ledgeable about professional developm

ent and its
organizational requirem

ents are m
ore useful to faculty than C

hairm
en w

ho are'
not. T

he Lilly P
roject also enables us to w

ork collectively w
ith all chairm

en from
a single school. Last sum

m
er, for exam

rle, w
e conducted a three-day retreat for

the eighteen chairm
en and deans in the S

chool of the A
rts

the largest state-
assisted A

rts school in the country.

E
nt ire D

epartm
ents

A
lthough the procedures require substantial investm

ents of staff tim
e, w

e
have been able to assist several departm

ents to assess their ow
n effectiveness and

to plan w
ays to m

ake im
provem

ents. A
fter conducting 90-m

inute, confidential'
interview

s w
ith every m

em
ber of a departm

ent on various facets of the unit's
functioning (its goals, priorities, patterns of decision-m

aking; its m
em

bers' pro-
fessional aspirations, strengths, needs assum

ptions; its m
em

bers' assessm
ent of

the chairm
an's perform

ance, etc.), the staff w
rites a brief report sum

m
arizing the

perceptions, and sends it to each m
em

ber of the departm
ent. S

hortly thereafter,
the staff and the departm

ent m
eet in an all-day retreat to review

 the inform
a-

tion, decide w
here alterations are appropriate, and plan strategies for im

plem
ent-

ing those changes. T
he staff, after this retreat, provides follow

-up assistance to
the unit. O

ur assum
ption here is that teaching occurs in a com

plex departm
ent

social system
 w

hose characteristics affect faculty in subtle and varied w
ays, andl

that the rhetorical com
m

itm
ent to good reaching m

ade by all departm
ents is no

assurance that practices w
ill reflect that com

m
itm

ent.

E
ntire S

chools

A
s lim

ited resources have allow
ed, C

IT
E

 has w
orked occasionally w

ith all
faculty from

 a single school in teaching-im
provem

ent activities. Last
year, for

exam
ple, w

e studied the teaching-im
provem

ent needs of faculty in
one of our

schools, then conducted a three-day retreat to m
eet som

e of those expressed
needs, and provided on-going follow

-up assistance to those faculty. T
his

year,
w

e are w
orking w

ith another school in a project aim
ed at clarifying the educa-

tional goals of that unit and its 220 full-tim
e faculty. W

e have also assisted that
school in im

proving its advising practices w
ith undergraduates. O

ur assum
ption

.

here is that C
IT

E
%

 w
ork w

ith faculty, chairm
en and ciepartm

ents is affected by
the policies, procedures, traditions, and norm

s of the schools them
selves, and

that w
e ought to recognize that in the w

ay w
e allocate our resources.

M
ajor A

dm
inistrators

A
s C

IT
E

's local prestige has developed, and as its assum
ptions, practices,

.

and resources have becom
e know

n, university adm
inistrators have started

re-

questing its services. T
his year, for exam

ple, D
r. John F

. N
oonan from

 C
IT

E
 and

D
r. Loren W

illiam
s, from

. the E
ducational P

lanning and D
evelopm

ent P
rogram

from
 the M

edical C
ollege of V

irginia division of the university, have been asked
by a m

ajor adm
inistrator of this institution to conduct a three-day retreat for

him
 and the 15 m

em
bers of his staff. T

he purpose of the retreat is to assist that
.

group in developing m
ore effective long-range planning and problem

-solving
LIT

practices. T
he assum

ption w
e m

ake here is that all of the activities described
above occur w

ithin the context of this university itself, and that
even greater

clarity about its educational purposes, policies and practices w
ilt in the long

run,
benefit the learning and teaching m

ission of this institution. A
 second

assum
p.

tion is that support from
 the top is critical to C

IT
E

, and w
ell w

orth cultivating.

F
U

N
D

IN
G

T
he C

enter for Im
proving T

eaching E
ffectiveness is supported by S

tate
F

unds as w
ell as a threeyear grant from

 the Lilly E
ndow

m
ent, Inc. called "F

acili.
tailing F

aculty D
evelopm

ent T
hrough D

epartm
ent C

hairpersons." O
ur total

funding in 1975-16 is about $100,000, m
ost of w

hich is used for classified and
professional staff salaries.

E
V

A
LU

A
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IO
N

 A
N

D
 F

U
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U
R

E

W
e have attem

pted to evaluate the activities of this C
enter by follow

.uP
surveys and interview

s w
ith the individuals and organizations w

ho have utilized'
our services. O

ften an individual or group w
ill, as a result of w

orking w
ith us,
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state a concrete objective they w
ant to attain. in our follow

-up activities, w
e try

to determ
ine the extent to w

hich that objective has been accom
pliS

hed.. W
e are

also very m
uch interested in the attitudes developed tow

ard our services by in-
dividuals and organizations w

ho have utilized them
, so w

e try to determ
ine that

in our foilow
-up as w

ell..

E
D

U
C

A
T

IO
N

A
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 PL
A

N
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N
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E
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E
L

O
PM

E
N

T
 PR

O
G

R
A

M

M
edical C

ollege of V
irginia C

am
pus

In carrying out its activities, C
IT

E
 routinely collaborates on projects w

ith
the E

ducational P
lanning and D

evelopm
ent P

rogram
, a separate unit, located on

the M
edical C

o liege of V
irginia cam

pus, M
C

V
'S

 E
ducational P

lanning and D
e-

velopm
eat P

rogram
 (E

P
O

P
I assists educational units w

ithin the M
edical C

ollege
define their goals m

ore precisely and then accom
plish them

.

E
PO

P Program
 A

ctivities
A

ctivities undertaken w
ithin the scope of the E

P
O

P
's m

ission are quite
varied and are described briefly under the four categories of E

valuation, F
aculty

D
evelopm

ent, instructional D
evelopm

ent, and P
lanning and A

dm
inistrative S

up-
port. T

he nature of the activities in each category range from
 provision of in-

divual consultation to faculty and adm
inistrators, through scheduled w

orkshops,
sem

inars and retreats for groups of faculty and adm
inistrators, to assum

ption of
responsibility for m

ajor developm
ental projects.

E
valuation

T
his category includes activities designed to assist faculty and adm

inistra-
tion to m

a ke be tter decisi ons about educational activity. E
ducational activity is
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broadly defined to include such things as student achievem
ent,.supporting ser-

vices, and teaching efforts. C
ontinuing evaluation of the IM

C
V

IV
C

U
 C

ancer
C

enter in its research, patient care, and education functions is a m
ajor com

m
it-

m
ent in this area.

F
aculty D

evelopm
ent

T
he prim

ary goal of activities in this category is to assist faculty in im
prov-

ing general skills and com
petence. T

he m
ajor thrust has been the provision of

w
arkshops and sem

inars designed to help faculty in their individual teaching
roles and as m

em
bers of instructional com

m
ittees.

Instructional D
evelopm

ent
T

hese activities are designed to assist faculty in developing a product, e.g.,
new

 instructional m
aterials, revised curriculum

, educationM
 oN

ectives, etc.

P
lanning and A

dm
inistrative S

upport
A

ctivities are conducted to assist the developm
ent of new

 program
s and the

developm
ent of procedures for better m

anagem
ent of resources. E

xam
ples in-

clude developm
ent of institutional policy to enhance faculty recognition for

educational eH
ort, m

anaging the continuing developm
ent of detailed goals, sub-

goals, and objectives shared by the six M
C

V
 schools (A

llied H
ealth P

rofessions,
B

asic S
ciences, D

entistry, M
edicine, N

ursing, P
harm

acy) and the M
C

V
 H

ospitals,
and m

anaging faculty effort reporting.
M

uch of the w
ork of E

P
D

P
 is done in close collaboration w

ith faculty from
the several M

C
V

 schools. In addition, resource sharing cooperation w
ith the

D
epartm

ent of V
isual E

ducation on the M
C

V
 cam

pus and the C
enter far Im

-
proving T

eaching E
ffectiveness M

IT
E

) on the A
cadem

ic cam
pus is frequent.

T
he E

P
O

P
 has a staff of Il persons and is headed by D

r. W
. Loren W

illiam
s,

w
ho is P

rofessor of E
ducational P

lanning and D
evelopm

ent and P
rogram

 D
irector.
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H
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by S
tanley A

. H
uffm

an, Jr., D
liector

T
H

E
 IN

ST
IT

U
T

IO
N

V
irginia P

olytechnic institute and S
tate U

niversity is a land-grant institution,,
located on a plateau in the A

ppalachian 'M
ountains in: B

lacksburg, V
irg M

b. A
s a

com
P

rehensive U
niversity w

ith seven: academ
ic colleges and' a graduate school,

.

degrees are offered in over seventy disciplines of study and in:clude over forty
fields in: w

hich th,e doctorate m
ay be obtained. T

he 197,5-76 enrollm
ent is 18.500

students w
hiC

h includes 2,600 graduate students. T
he faculty num

bers 1,600.

L
E

A
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G
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In 1970, the faculty expressed a desire to have additional services for the
support of instruction, and a com

m
ittee w

as form
ed to m

ake recom
m

endations
for the developm

ent of a Learning R
esources C

enter. A
s a result of these efforts,

the B
oard of V

isitors form
ally created the Learning R

esources C
enter and ap-

pointed a, D
irector in F

ebruary, 1971 and it started operation in: July of that
year. P

iens for the C
enter resulted from

 encouragem
ent and efforts by the V

ice
P

resident for A
cadem

ic A
ffairs.

T
he C

enter exists for the purpose of providing a com
prehensive m

edia re-
source service capability to support the instructional, research,, and extension
program

s of the U
niversity,. A

s a prim
ary m

ission:, the staff of the C
enter ana-

lyzes instructional needs and provides planning, production, and w
arehousing of

resources to technologically facilitate com
m

unication and im
prove. the quality of

instruction: through a system
atic approach.

G
oals of the C

enter are;

T
o develop the necessary resources, both hum

an and techno-
logicai, to m

eet ever grow
ing dem

ands for' im
proved com

m
uni-

cation, and expanded learning, opportunities.

T
o encourage system

atic analysis and design: of instructional
sequences for classroom

 needs.

T
o respond to perceived faculty needs for audio-visual m

edia
support to fulfill program

m
atic requirem

ents in instruction.

O
R

G
A

N
IZ

A
T

IO
N

 A
N

D
 S

T
A

F
F

T
he Learning R

esources C
enter is a separate organization under the O

ffice
of the V

ice P
resident for A

cadem
ic A

ffairs and the D
irector reports directly to

the V
ice P

resident.. A
s a separate organization, the :C

enter is able to support all
program

s in all colleges and divisions of the U
niversity.

T
he C

enter has three divisions for operational purposes. T
he E

ducabianal
S

ystem
s D

ivision is prim
arily responsible for the production of video and audio

tapes and the developm
ent of learning facilities. T

he Instructional D
evelopm

ent
D

ivision is prim
arily responsible far w

orking directly w
ith faculty m

em
bers w

ho
w

e creating or revising course m
aterials or w

ho w
iS

h to 'develop a new
 approaC

h
to instruction. T

he M
edia S

ervices D
ivision is prim

arily responsible for the de-
sign production:, and distribution of instructional m

aterials and educational
com

m
unications m

edia. T
o support the activities of the C

enter, the staff consists
of tw

enty-seven full-tim
e people supplem

ented w
ith approxim

ately forty part-,
tim

e students and non-students.
T

he professional staff is m
ade up of the D

irector, three A
ssistant D

irectors,
w

ho head: eaoch of the divisions, and tw
o consultants.. E

ach m
em

ber of the pro-
fessional staff assists faculty in the design of instructional activities..

T
he. D

irector has a degree in m
edia and several years experience in the field:.

H
is experience includes teaching m

edia :courses, heading a graduate program
 of

study in m
edia, and directing a Learning R

esources C
enter at another university

prior to the present position. T
he A

ssistant D
irectors have degrees in the field

of instructional tech:nology and experience in teaching and adm
inistration..

S
pecific backgrounds in areas w

here they have prim
e responsibility w

as a cri-
terion in the selection of each. O

ne has a background in television, one in in-
structional developm

ent, and one in general utilization O
f m

edia. O
ne consultant,

.

w
ho specializes in instructional developm

ent, has a degree in m
,edia ..w

ith an
em

phasis on instructional design and adm
inistrative experience in m

edia at a
sm

aller institution.. T
he consultant in m

easurem
ent and evaluation has a degree

in educational research., has taught statistics and has w
orked extensively on the

design and, utilization of evaluation instrum
ents.,
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T
he technical staff consists of individuals w

ho have degrees or specialty
backgrounds in art and graphic design and production, photography, equipm

ent
m

aintenance, television engineering and television production. E
ach m

em
ber of

the technical staff and of the secretarial staff has been encouraged to visit and
acquire a conversational know

ledge about all operations w
ithin the C

enter. T
he

w
ork of the professional and technical staff is enhanced and supplem

ented by
students w

ith backgrounds in selected areas for certain jobs and students w
ho

have a high interest in m
edia w

here non-technical w
ork is required.

T
he perm

anent full-tim
e staff positions in the C

enter are paid from
 general

U
niversity funds. A

ll staff are perm
anently assigned, and none has been loaned

from
 departm

ents for the service functions provided.
A

ctivities are review
ed by a Learning R

esources C
enter A

dvisory C
om

m
ittee

m
ade up of representatives from

 each of the seven academ
ic colleges and other

divisions and includes both graduate and undergraduate students. T
he C

om
-

m
ittee m

eets on a quarterly basis to review
 the w

ork, to advise on policy m
atters,

to m
ake recom

m
endations for additional services or C

hanges in operations, to
serve as a sounding board for the faculty and to provide a liaison to the faculty
of the colleges and other divisions regarding the C

enter's activities. T
he C

om
-

m
ittee is appointed by the V

ice P
resident for A

cadem
ic A

ffairs and the m
em

bers
serve for an indefinite period.

A
C

T
IV

IT
IE

S

A
ct iv i ties ar e lodged in the C

enter's functioning d iv isions w
hich hay e both

professional and technical personnel to carry out the m
ission and provide services

to the entire U
niversity.

instructional D
evelopm

ent D
ivision

T
he Instructional D

evelopm
ent D

ivision provides consultation in the process
of .system

atic instructional design and considers the entire fram
ew

ork of teach-
ingnearning problem

s. A
ssistance is offered in specifying and w

riting course
goals and objectives, the developm

ent of teaching strategies, form
ating courses,

and applying appropriate audio-visual m
edia w

hen indicated. A
fter needs assess-

M
ent and selection of appropriate strategies and m

aterials, personnel help in the
design al instructional m

aterials, handouts, scripts, or other form
s of instruc-

tional preparation. In the m
easurem

ent and evaluation service. faculty are provided'
help in m

easuring learning and evaluating instruction, instructional m
aterials,

and student perform
ance. C

onsultation is alienable in the design and application
of questionnaires, tests, and exam

inations, A
 com

prehensive test scoring service
includes score averaging, item

 analysis, and intelpretation of test results.
1n-service program

s m
ay be presented by this D

ivision in C
aoperation w

ith
the other divisions of the C

enter. A
dvice is given regarding teachingflearning
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grants, the cost of innovative teaching approaches, and inform
ation on tested

.

non-traditional instructional m
ethods. A

 sm
all reference library relating to

educational m
edia and a lim

ited self-service facility, w
here faculty m

ay experi-
m

ent w
ith the developm

ent of instructional m
aterials, are provided. A

 faculty
developm

ent program
 is in the planning stage by a consultant .in this D

ivision.

E
ducational S

ystem
s D

ivision
T

he E
ducational S

ystem
s D

ivision has, as a prim
ary function, the operation

of com
plete color television facilities for all U

niversity program
s. T

he facilities
include a large color studio w

ith m
ultiple inputs and special effects equipm

ent
and a s.m

all studio for student presentations w
hich m

ay be required as part of a
classroom

 learning activity. Instructional guidance and production crew
s are pro-

vided for the purpose of P
lanning and staging any type of studio production. O

n-
location video t,aping is also provided.

,

A
 m

ulti-cable distribution system
 for closed circuit transm

ission of instruc-
tional program

s to over 150 classroom
,s is available. A

 tape library is m
aintained

in the C
enter and distribution inputs include reel-to-reel or cassette playbadks in.

1/2", 314", and 1" form
ats in color or black and w

hite. E
adh dlassroom

 receiver
.is equipped w

ith a telephone to the distribution center so that program
s m

ay be
played upon the request of the instructor or at a presdheduled tim

e. S
eries and

single program
s are utilized in over fifty course offerings in t.he U

niversity.
T

his D
ivision offers consultation services to assist colleges or departm

ents
in the planning of learning laboratories, the design of independent stu.dy units,
or the layout of classroom

s or other learning facilities.
A

 library of audio cassette tapes, played by academ
ic departm

ents, m
ay be

high-speed duplicated for cassette or reel-to-reel recorders for both faculty and
students. S

ervices in speech com
pression are also available. T

his D
ivision heips

coordinate activities of the languageltnusic listening center.

M
edia Services D

ivision.
T

he M
edia S

ervices D
ivision offers a variety of m

edia resources in w
arehouse

ing and production of instructional m
aterials. A

 full com
plem

entof audiovisual
hardw

are is available for loan to faculty. A
 delivery service for film

s, projectors
and other equipm

ent is oroyided. T
his equipm

ent loan unit is responsible for the
inventory of cam

pus audio-visual equipm
ent and has been instrum

ental in the in-
stallation of screens and overhead projectors in each classroom

 of the U
niversity.

A
 film

 library restricted in use t.o on-cam
pus faculty and off-cam

pus exten-
sion agents has been provided. T

he film
 librarian w

ill rent or borrow
 film

s from
various external sources to m

eet specific instructional needs. T
he C

enter subsi-
dizes the rental of film

s by sharing the costs w
ith academ

ic departm
ents. A

 film
,

preview
 room

 is available, and classroom
 projectionists m

ay be provided on
request.



T
he graphic-arts unit has a staff of technical and free-hand illustrators w

ho
take instructional ideas and render them

 in the form
 of C

harts, graphs, illustra-
tions, or displays to m

eet a variety of instructional, research, and extension
needs. T

echnical capability including a diazo processor, lettering equipm
ent,

and enlarging-reducing m
achines, and a w

ide variety of m
aterials are available

to the art staff,.
T

he photo lab offers fuli services in W
eek and w

hite and color photography
and processing... T

he staff w
ill photograph live or graphic m

aterials, duplicate
slides, m

ake special effects pictures, and advise on photographic equipm
ent and

processes. A
 color film

 processor for 35m
m

 film
, a m

ounter for 2x2 slides, and
special m

icrofilm
ing equipm

ent for docum
ents are available in the lab.

T
he silk screen unit provides design and printing for posters, signs, book,

C
overs., O

r sim
ilar item

s using the seriograph process for support of instruction-
ally related activities and the C

ontinuing E
ducation C

enter for conferences and
special program

s... A
ssistance is also provided in the design and developm

ent of
educational exhibits.

A
 special projects coordinator w

orks in liaison w
ith other units of the C

enter
in producing m

ulti-m
edia program

s w
hich m

ay be utilized in classroom
 instruc-

tion or for non-credit instructional activities in the E
xtension D

ivision w
hose

statew
ide w

ork is a part of the U
niversity's land-grant m

ission..

F U
N

D
IN

G

T
he C

enter's operating budget for program
 support is adm

inistered as a part
of the U

niversity instructional budget from
 state appropriated funds. T

he budget
is supplem

ented by grants and contracts in conjunction w
ith U

niversity depart-
m

ents from
 state or federal agencies. A

 sm
all charge is m

ade for the production
of graphic, photographic and siik screen m

aterials to recover som
e costs.

B
udget developm

ent is the responsibility of the D
irector w

ho annually sub-
m

its a request, based on program
 needs and levels of service, to the V

ice-P
resident

for A
cadem

ic A
ffairs, T

he budget for the 1975-76 year is $300,000.

E
V

A
L

U
A

T
IO

N
 A

N
D

 FU
T

U
R

E

A
ctivities of the C

enter have been evaluated through the com
pilation and

distribution of quarterly and annual reports w
hich reflect, qualitatively and

quantitatively, significant activities and levels of service. A
 U

niversity S
elf-S

tudy,
underw

ay during the current year, w
ill analyze and evaluate services to the fac-

ulty. T
he C

enter A
dvisory C

om
m

ittee also serves in an evaluative capacity. D
ur-

ing the fifth year of operation, outside consultants w
ill m

ake a form
al evaluation'

of the C
enter to assess present services and m

ake recom
m

endations for future
activities.

T
he C

enter has an operating philosophy of providing faculty and students
w

ith appropriate services to im
prove learning opportunities. T

he increasing
num

ber of faculty w
ho utilize the services and express a desire for increased and

im
proved instructional support services im

plies acceptance of the program
. T

he
facutly has a decided interest in im

proving the quality of instruction as evidenced
by those seeking help in m

ethodology and the developm
ent of instructional

m
aterials for classroom

 and independent study usage. T
he greatest deterrent to

increased use of the production services, as reported by the A
dvisory C

om
m

ittee
and individual faculty, has been the sm

all charge w
hich is m

ade for selected
production services.

T
he future of the Learning R

esources C
enter at V

irginia T
ech is assured in

that the operating philosophy of providing service has m
ade the C

enter an in-
tegral part of the instructional program

 requirem
ents of continuing to im

prove
the quality of classroom

 instruction through im
proved com

m
unications. T

he
D

irector is of the opinion that grow
th of the C

enter w
ill continue and that

services w
ill be expanded as efforts are m

aintained to effect change and m
eet the

perceived needs of the faculty and adm
inistration by providing the highest qual-

ity of service possible to fulfill instructional, research, and extension m
issions

throughout the U
niversity.
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W
hile concern for instruction&

 effectiveness is not new
 to educators and institutions in the S

outh,
form

al arrangem
ents and budgetary com

m
itm

ents to activities specifically designed for im
proving instruc-

tional, effectiveness in S
outhern universities is a recent devetopm

ent. E
ight of the eleven faculty developm

ent
centers described in this publication have begun operations since 1973 and ten since 1971.. A

s the center
descriptions show

, t'he overall and prim
ary concern of all of them

 lies in bringing about im
provem

ents in
the teaching-learning process at their respective institutions. N

one of the centers is organized, staffed or
funded exactly like any other, how

ever, and approaches and activities to achieve the overall goal differ in
the various locations.. F

rom
 this it seem

s appropriate to generalize that w
hite institutions share the com

m
on

need to im
prove institutional effectiveness, there is 110 single prescription, for achieving this goal that ail in-

stitutions can adopt. Instead, it seem
s that organized efforts and form

al com
m

itm
ents to im

proving the
teaching-learning process begin in different w

ays at different institutions,, take a variety of form
s, and pro-

vide different kinds of activities and services depending on the circum
stances and needs of each institution..

It appears that the prim
ary im

petus for the creation of cam
pus faculty developm

ent centers com
es

from
 adm

inistrators. in tw
o of the eleven cases, the or4nal im

petus cam
e from

 the faculty senate. In three
cases, instructional im

provem
ent program

s resulted from
 consolidation, of all instructional support services

such as m
edia, graphics, and the like, into central operations. In alm

ost ail of the cases, adm
inistrators took

.

the initiative, but appointed or asked for a faculty com
m

ittee to study the issue and to m
ake recom

m
enda-

tions. C
onsequently, even though the original im

petus cam
e from

 adm
inistrators, faculty involvem

ent w
as

alm
ost alw

ays present in developing and prom
oting the original idea.

W
ithin the com

m
on purpose of im

proving instructional effectiveness., the faculty developm
ent centers at

universities in the S
R

E
B

 region take several form
s w

hich m
ight be sum

m
arized into three general categories.

F
ive of the eleven centers concentrate on w

orking directly w
ith faculty on instructional

developm
ent by providing them

 inform
ation and opportunities for learning about new

 ap-
proaches, and individual consultation and evaluation. T

w
o of these five centers have regular

publications w
hich they distribute to the faculty at their ow

n cam
puses and at other institu-

lions. T
hey also m

aintain libraries and provide inform
ation through special speakers sem

inars
and sym

posia. S
pecific activities w

hich provide faculty opportunities to develop new
 ap-

m
ooches include w

orkshops, specially designed courses, instructional laboratories, individual
consultation ond special funds for m

aking "m
ini-grants" to faculty. O

ne of the five centers
w

orks prim
arily through projects

providing funding to individual faculty or w
hole de-

partm
ents or program

s to develop new
 instruction&

 approaches. T
w

o of the five assist w
ith

student evaluation of instruction questionnaires, and one sponsors an annual teaching
excellence" aw

ard.
F

our of the eleven centers provide com
prehensive instructional resources. T

hey com
bine

instructional developm
ent efforts w

ith instructional support services such as audio-visual
m

edia equipm
ent, instructional television opportunities, graphics, and the like. T

hese four
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centers represent centralized m
edia operations for their institutions from

 W
hich instructional

developm
ent efforts grew

. P
roviding com

prehensive instructional resources in this m
anner

allow
s for extensive faculty c:ontacts through m

edia services as w
ell as opportunities for in-

troducing the subject of alternative approaches. S
om

e of the centers place prim
ary em

phasis,
on m

edia services as a.! w
ay of im

proving instruction; others see the tw
o as separate, but still

interconnected, operations..
T

w
o centers concentrate on com

prehensive faculty developm
ent com

bining several as-
pects of the m

odels described in P
art I. T

hese centers assist faculty m
em

bers w
ith personal'

developm
ent as w

'eli as w
ith developing instructional skills. T

11,ey also w
ork w

it.h the institu-
tion as an organization to im

prov'e all aspects of the institutional operation as they affect the
overall goal of instructional im

provem
ent. A

ctivities conducted by these tw
o centers include

individual c.onsultation, sem
inars, retreats, w

orkshops, and distribution of inform
ation.

C
om

m
unication and distribution of inform

ation about successful instruction is one of the activities,
that all the cent.ers share in com

m
on, though only four of the centers produce a regular publication. T

hree
of the eleven publish regular new

sletters w
hich contain articles on new

 and successful approaches. O
ne de-

votes the entire new
sletter t.o articles w

ritten by profes,sors at that institution describing their ow
n instruc,-

tional activities. O
ne of the centers publishes a regular research report in the area of teaching and learning

w
ritten by a researcher or authority in a particular area. in P

lace of regular 'publications, the other centers
.

distribute reprints of articles from
 tim

e to tim
e and distribute inform

ation through sem
inars, special speak-

ers, and fac,ulty gat.herings.

F
aculty D

evelopm
ent C

enters in the S
R

E
B

 region vary greatly in size of staff and budget. T
he largest

center in t.he region has a staff of six full-tim
e professionals, several part-tim

e faculty, m
ore than a dozen

students, and an annual budget (including staff salaries) in excess of $900,000. T
his is one of the centers in

the com
prehensive instructional resources category. T

he sm
allest center has one part-tim

e professional and
an annual program

 budget under $10000. B
ut accom

plishm
ents in stim

ulating instructional im
provem

ent
.

are not necessarily in proportion to staff and budget size. S
m

all, non-im
posing, alm

ost inform
al structures

and activities w
ork w

e'll and a,cc.om
plish a great deal in som

e circum
stances. T

he m
essage seem

s to be that
an institution should establish the type operation that best fits its situation and seem

s to have the greatest
likelihood of success.

T
he person w

ho directs the center is, the m
ost significant influencing factor on the nature of center

activities, the directions these activities take, and the internal influence of the center. B
ecause so little is

know
n or understood about w

hat faculty developm
ent is on m

ost cam
puses, th.e director is alm

ost alw
ays

tree to take the center in w
hatever direction he or she w

ishes. S
uccess of center operations seem

s to depend
a great deal on the center director's understanding of the institutional clim

ate so .that activities do not
create a conflicting or negative atm

osphere. N
o particular educational background appears to be m

ore ad,.
vantageous than another for a center director. F

ive of the eleven center directors in this study com
e from

,
the fields of psychology and education. T

w
o are from

 the natural sciences or engineering., one from
 the

field of m
edia, and one is a professor of V

ictorian poetry. B
ut by and large, one cannot distinguish w

hich
director has w

hich academ
ic background by studying the centers, their activities, and their accom

plish-
m

ents. T
he m

ost im
portant qualification for a successful director, rather than a particular academ

ic train-
ing, seem

s to be an interest in and concern for successful teaching and effective learning. C
enter directors

seem
 to be flexible in their approaches, non-dogm

atic in their view
s, and open to new

 and innovative ideas.
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O
rganizationally; each of the centers in this report has a director w

ho has overall responsibility for the
center's operation. S

even of the eleven centers have a faculty athisory com
m

ittee representative of the en-
tire institution to assist the center director in planning activities, to provide support, and to serve as a com

-
m

unication link for the center throughout the institution. ini one case, the faculty com
m

ittee is m
ore than

advisory; it is a directing com
m

ittee w
hich itself plans and conducts center activities. ln this case, com

m
it-

tee m
em

bers are paid a stipend in addition to their regular salaries. In another case, the faculty cam
m

ittee
approves grant aw

ards w
hich the center m

akes to individual faculty or groups for instructional developm
ent

projects. In the four cases w
here official faculty advisory groups do not exist, faculty are used extensively'

by the directors in assisting w
ith center activities.

F
or the m

ost part, cam
pus centers for faculty developm

ent in the S
R

 E
B

 region are separate entities
w

ithin the institutions, usually dlrectly under a vice president, m
ost often the vice president for academ

ic
affairs. In .rw

o cases, the center is part of an "um
brella" organizational schem

e, called "learning resources."
w

hich m
ay include all learnino-assisting activities at the institution, including the libraries. M

ost cen.ter
directors feel that autonom

y is an im
portant part of their success. W

hile responsible to a vice president,
center directors report that they have a w

ide area of freedom
 in w

hich to w
ork. B

ecause of the often
delicate, personal and confidential nature of the relationship betw

een a faculty m
em

ber and the center
staff, it seem

s im
portant that the centers' records and files be of a confidential na.ture. C

enter directors .
seem

 particularly adam
ant on the point that they not be a part of the form

al evaluation process for aw
ard-

ing faculty tenure, prom
otions and salary increases. O

fficial evaluation and activities to stim
ulate and assist

w
ith change or im

provem
ent do not seem

 to m
ix w

ell.
In conclusion, w

hat can be said about the effectiveness and future of cam
pus facult.y developm

ent
centers in S

outhern universities? A
s indicated in the cases, form

al evaluation activities have not taken place
to any notable extent. C

enter directors are, for the m
ost part, enthusiastic and positive about their activities

and their successes. 11 gtow
ing budgets and increased staff and facilities are a sign of success, then cam

pus
centers are succeeding.

Institutions alw
ays have expressed a concern for teaching. T

he grow
th of these cam

pus centers is signifi-
cant in that m

ajor institutions in the region are translating that concern into form
ai arrangem

ents and bud-
getary com

m
itm

ents to stim
ulate effective instruction. T

he overall long-range effect of such arrangem
ents,

and com
m

itm
ents is still to be seen..
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