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MANAGEMENT -ANALYSIS PAPER FOR THE NEW QUADRIVIUM , . .

v

.

e [] -
1, ’Ba_ckgrOund " . .
" . a. The educational 1ssues upon which the New Quéﬁrxvxum proposals are f
. . ]
hased ‘are, ~ . i ' ’

.
»
- -

(1) the structun.ng of the College ‘through effective Departmental

P . N ¥
- groupings to enable ceollaborative org&hisapxoﬁ of courses and

-

teaching and leérnx&g‘to be carried-out' to best advantage, . )
. ) a L]
. - (It. was orxéinalyy proposed that there would be four such ¢ i
' . ’ |
- . - groupings, tg be designated faculties, hence the term, "The .

» .
-

New Quadrivium',) ) )
oL . _ L
’ (11) the mismatch betwéen the Eoncept of individualised learning

.

] * r
on which the new College (opéned '1975) was based, and its

- - z A .
present organisational structure, which may be seffjrﬁ'xts
. . -' b - .

traditional time-tabling as frustrating realisation of the , ‘

College potential’. '

. - L]
.

. (iii) a concentration within courses on the needs ¢f students, -
4 ) - » - ~
. - - > ‘ ’,
L . ’ teachers and pupils in present-day society, rather tham on - W .
w - » L4
~ : ‘.thg”conservation'of subject content for i1ts own sake.

.
) -

N o *
The importance of the proposals for the training of teachers.in Scot-

.land at this time is reflected in an increasing.awareness  on a wider

; front of the need to identify and bridge aﬂy gap ﬁetween education
and. society. A - .ot '._ ' . .
- ® ) = . \ - '

¢ )
o . b. The proposal for the re-structufing oEktea;higg apd'learniqglén

. . Dundee Lollege of Education to tackle: the issues railsed above has theé .
- .., .o , . . ' . /\' .
- . following major elements, . F _ . :
- [§ b ’ “. - )
| . .(1) the establishment of a College C?uncil capable of investigating .

. ¥ and reporting on méjor issues of critical impo#&ance té course
‘ L3 2 v

. ’ design and management., ~

- * ¥ / ' K » - "
(11) the identification of the most cruckal arcas for investigation .\

EMC ) + ! .and subsequent Tecommendations’ ' 3 . ’ L ,

. .
. v ‘
v -y * * v s " -’ i




. Jiid) the establishment of fotr Academic Councilssro examine the
- - ’ "

v following areas, S " A .. .
“ ' N F o T - ’ < "
. » - the management of learning and teaching to obtain the -
‘ . maximum return from the‘cniqhe resource facilities of s
* - - - . F ! ™,

* - the ColIege; . AN R

L] = L4 , L]
- . .

ﬂ - ]
I

e - the examination, and, where necessary, the revision of ‘
. \ .t . .
! '¥ alf College courses to ensure their relevance to ..
.. : ’ ~
’ : societal, Academic and practical needs. -

-

-

. L} “

' - the‘establishment# where desirable, of relationships .

. 4 ‘ between ﬂepartmegts which would assist fulfilment of - .
ol . . N .
the obJectives of the College and simplify some admini-
L] N / . . L. \
§trative processes. . )

-
. -~ L]
-

- the review of assessment techniques to harmonise wth

. s " . ~ . .

. other changes. . .

. The time-tables inittﬁlly envisaged within the proposals (first sub-.

mjtted in May, 1980} looked for a detailed plan for restructuring to
1

¢

be produced ﬂIthin 2 months., Implementation might commence after

/ , that period of tjme and extend over two or three years. “a

- .
B

¢. The original proposals were put by the Principal of Dundee Col-

. . lege of Education to the Executive Committee of the College {(the
. b
L}

. effective decision.making group, representative of*all staff aiid "
= i . .

.o students), &n May, 1980, although earlier, indi%idual views were . N

x +

expressed to the Higher Academic staff by some Principal lecturers,

and earlier Occasional Papers had been presented to "set the 'scene". .
¥

¥ -

L Pl - »

The proposals Sroused considerable interest within the Executive- .

v . - . »

Committee and at all levels of academic staff angd a nuwber of concerns ,

. were expresged. However, the adoption the general proposals was

-

mpade at Execdcive Committeeéievel with the specific requirement that ,

- L]
. 3
B ’

izmediate departmenta1 discussipns of the outline take place. 0
\t) ] . \ ' ’ * i . » .
" ERIC . The 1mplementation of the proposals, therefore was to be from the .

. \ :
. L

v 5. .
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-

higher levels of acadéﬁié administration down through various Councils

to Departmehts and individual lecturers.
. ¢

d. The structure envisaged in the initial proposals has materialised

-
N L

and is functioning. There are five seniotmembers of academic staff

as the College Council and the four Academic Councils are constituted

thus, . . ' - -
'5 & '.
A. Learning Management Systems Academic.Council.

B, ‘Course Plénniﬁg Teams Academic Councal
’ "

C. Departmental Confederations Academic Council

] - !
* ’

D. ,Assessment Academic Council. ?. .
N -l
Each comprises the five members of Collegé Council plus four membgfs

of staff elected by the Exetutive Committee.

[ 4

Every remaznihg member of staff was invited to make submis#ions;

»

either individually or through Departments, to any oY these Xcademic

L
’

Councils.. A comprehensive ‘range Of papers was received. in

r -
additioq, nominated members of staff were asked to address specific

Academic Councils on sbéaialised topics,

»
n

The recommendations of the Academic Councils have been considered by

- -

the College Council who in turn madg precise proposals to the College

Executive Committee. . Agreement at this level will allow implementa-
v ’ . .
tion across the College as a whole.- . 5 v

e. No additional funds have been made available €o’the College,as a
{

whole, from its funding body (tife Scottish Education Departmént).
’ ‘ [

All the consideration of proposals, *the preparation of detailedplans

’
r

and the experimentation with implementation is the;pfore borne within

. [

the current expenditure.* Any longer term effects oOn ‘spending (for

example by a different deployment of staff) have yet to be'analgged

and investigated. ” ] . 3 ‘
v y - -

£. Internal evaluaéion is 1q;ge{y in the hands &f the College Council

" . -
-~ M '
-
.




*a

LY

€ A -
ajded by the Assessment ﬁcade&ig Council,, the latter having alreadyk- :

made a survey of somé cqrrent:practices. Furtrer evaluation will

depend on the accurate documen?ation of change as the project

develcps, and on the role of tﬁe College Council fn dVerseeihg the

glocbal }mplementat%gg of -the perosals. . .

‘The appointment of 'an external évaiuator has yet to be fully dis-

cﬁssed; although there is a gene&al impression that this should be

* ” . .

done. e ! o .
. . )

Chapge Analysis, . \

i 1]
a. The proposa%é were put forward at a time when there was a large

’ -
'measure~£§:}hsecprity within the Scottish Colleges of Education

System. It was wfdely held at Central Government levél that there
! »

existed an excess of places in the colleges for the traxning cf

teacher{, with a conSequent staff complement additicnal to requirg—
* LY

. . ' . .
hénts. This resulted in staff redundancies and threaténed Dyndee

College closure. Al'though this latter threat has now receded,
1 . 1

there has been a reduction in staff numbers from about 140 to 95 by

»

means of "vpluntary redundancy”. However ,there was still a strong
feeling existing that the proposed restructuring posed yet another

threat to the security of individual members of staff. The way in
.’ 5 L

which thfg feeling manifested itself was an opposition to specific

parts of the proposal. Thus the possible introduction of a Faculty

structure with attendant Deans of Faculties was sﬁé; by scme pecople

as an alternative to the existing Department structure and such an

alternative was viewed as a fur&h@;.threaﬁ to the security of staff
5 &‘

pasts. “
¢ R Vd .

2 ~

. y ]
As a means of oyercoming-this opposition, two strategies were adop-

ted. . Pirst, the Principal of the College addressed the academid
! ’ 1 ) 'y ¢

staff to cxplain the proposals and thelir implications for a more

gsecure future rather than a more threatened cne. Additionally the
1 x "- '6 -
- S b ¢




Principal offered to discuss‘with individual Deﬁarunents or groups of .|

-
L)

'De%.rtments any specific concerns Still he]{. In the end only two

of the 21 Departments teok this opportu:}ity. CTy - .

* . L]

\
Avfurther feeling amongst staff was indicated in the_ir' strong desire

to be involved at the highest' possible ieve),s of devision making.

This was obvious by the tlear demand that the eected members of the'

- L] - -
\

four Academic Councils be on the basis of open nomination and secret

ballot - despite a .prior recbugnenda'tion from the College Council re-

H . - .o
garding possible Academic Councl)l\r::bershlp. Although the nomina-
. A ) . . ‘
tion and ballot procedure meant a: e-lag in the.establishmént of

' N s

the Academic Comfls,’it was deemed hecessagy to allow such a pro- -~

P

cedure to take place. It is interesting to note that the elected )

-

menbers at the end of this process were exactly the same as those

initially recommended by the College Council. Y )

b. Since the start of the project no unforeseen events or forces
r'
have yet developed to hinder the achiavement of the goals. It is,

l however, only nihe months since the first proposals were a_nnoz*ed.

\I@ anyrhing, the only possible drawbagk‘l‘@s beensa widening of inter=
< 7

ests of' the variousy Academic Cothcils as a result of the luarge fum—

bers of submissions,'papers and -reports Brougﬁt forward by members‘ of

L]

staff. This bas meant that the amount of work, (preparatiori for ‘meet-
n

ings, analysis of documents, discussions with colleagues) has truly
. ¢ L‘

. “ - N

*  been vexry hedvy. .

" . /

One ‘aspect of this work-load 1is 'reflected in the need to'keep trackof ‘

411 the papers submitt:'ed to and resulting from Countil Hne\tings. A’
¢ . ) 4

clear and’'simple labelling has been est,a.blishe)d together with a “stock"

- N

set of all such papers which any member o{ staff may conéult. .

‘. "

c. After nine months, the progress made has probably ‘exceeded earlier .

o

, expectations. No fewer than twelye fundandntal recommendations have

been passed threugh the College Bxé‘cqtive Committee, as a r‘esulﬁ of

* .
L ad ! ',

o



It appears that the momentum gained by the project has.not been lost
. 1 .

which the following changeS have been implemented:~
i\ - . o . . : . —
~t{) a Planning Team has been set -u&(oﬁ a trial basis) to R

examine from first prinéiples, all Teacher Trgining

-

Courses offered by, the Collége in Primary School

Education. . . d .

(ii) an experimental common approach to the assessment of

~ .

- teaching ﬁractice has been undertaken by Departments.

' v

’

and that, des'p.tte a very heavy involvement for sometmembers bf staff,"
1 . —
the ground being covered and the progress being made is consxderable.
"

In some measure this has been due to the members Qf the College cOun- ’

¢ [N

cil allocating pa,rt of the week, .every week, as “Council time"”, and

the general rating of Council work as high priority. .o

~
"

Additionally, a draft document entitled "The Way Forward" has been

circulated to every memher of staff. This paper: includes all the
proposals and redommendations referred to above and sets them out in

-y

an overall new College-policy. ) . .

- -

‘ ' L] .

A sumary,,g‘:g e forces. operat)ng on the project 1s as follows.

In favonr: oy . . . )
(a) There has been ful]i.;pport from the Isrincipal throughout
. * f
v - '
811 the negotiations and discussions.
. ! j ' - - Y ] .
,(b) The. dynamic leadership of the College Council by the
. V,i.ce-Principal and his tireless efforts to ma ,.lntain
. progress is widely recognised. J ' >
" &

. (c) Many members 'qf staff realise that ai“ebsence of change

might Jeopardise the afgtur."e existence of the College.

(d) There is the challenge of a fresh untrammelled approach

to Course planning and pedagogic thinking.
- . . P \
8 (e) Recent COl.lege developments ‘in 1ndependent and indi-

viqual leaming syst:em have given members of staff -’

. [
’ ’
- * . ’




‘ ) relevant experience in’working this mode. -

! ' (£) A measure of experience in inter-departmental activities'

. . has been gained thraugﬁefecent‘"dlstancé‘leé}ﬁing“

courses. ’ .

l’ e ) . .o ,
. . * N - - [
—— {g) There is eftenglve techpxcal support and study facili-’
* Y * ‘ ~ : - M
ties available to aid inter-discipiinary activities. . -
. . (h) There has recently been little .staff turnover (mainly

due to a cutback in the expansion of educational ser-

' \ ‘ vices) so that continuity of practice and planning is
kY . ' . ' *e
. ) ' maintained. (
TN (i) The possibility for all training coursés to become

. ,Debree Courses 1s under active investigation.

LY
, ) .
« ki

’

. . ) ‘(3) The 1qurest in cross-discipline collaboration is .be-
' . . .
’ - . £
) ) 3 comin; increasingly obvious across a wider front of .
[] . 1
) educational think%ng. N .
' ‘ . ) . - 7
-In opposition: . - .
fo . f{a) There is an inherent "traditionalism" in Scottish »
' ‘ . ) ,
- c . s educational ‘thinking.
' R i ' .
i (b) Some staff'are antagonistic or indifferent to the pro-
-t - posed changes in the structure. . ',
Y] ‘ s " e
- L] 5 . "

{¢), There is a mipo:ity belief that thﬁ‘cglleqe is too small

1 to have a pew Course S?rﬁcture on fop of.an existing

-Departmenttal structure.

LY . ’

{d) There is opposition to the effective change of pedagogic

decision making fxom Heads of, Department.to Planning - )

~ ( L] .
. Team Directors.

’ ‘/

9 . 7 B
: (e) There are fears that certain aspects of teaching within
) . . L] * '
8 - Courses ,cannot be fitted into an integrated course

Y -
LS [ ‘l . ’

- l;E(l(;‘ ' : _-? structure. 7 s) L T

- -

a~




'(E), ‘There is a degree of "institutional inertia" :

) whereby the system tends to retain its-curreat

status and ‘s/tru.cture . ,

L . } LY

L (g}, The genéral contraction in educational resour-

F7]

. N
L] s -

J ces (including staff) does not encourage

. innovation. “

-
.
-

(h) The size and extent of the proposed innovation I

: itself unsettling. . .
p .

. e .
. [y t
. 1 . » .

7 (1) Staff insecurity remains over future ‘possible . .

college closuree.
\

. (3) For many there i8 a "fear! of thinking crea-

* .
. R P

tively ‘and flexibly as qpposéf to the "securi-

5 ° ty" of what is known and tried. .

Strategy Design ° . .

It is"aIWays difficult to maintain a steady rate of progress, particu-

larly with competing demands on individuals' time. However no, marked .
"slowing down" has been noted over the past nine months. , In fact the .

early prégress (possibly greater than was e.nticipated) has served to

maintain a high level of conmitment from those most closely involved

in ﬂ*‘discussions. As 1nd1cated in lb.abov7, a tailed plan was

envisaged within twelve months of the first submission pf t.he propo- .

fu

' sals, As noted in 2c. t.he draft paper entitled "The Way Forward"

embodies all the recommendations within a policy framewdrk. It may ,

therefore be claimed that progress is in advance of expectations. .

There is, however,wﬁtill work to be done both in getting tlye 'p.olicy

13
document accepted by all members of _s'taff and by'the Executive %:ommit-
. J .

tee and in working out the details of what it-entails, -
[ ] -

» H * . ’ - - '
The paxperience of the Primary Educational Planning Team (established £

. T .
on a trial basis) must be taken into #ccount in est':ablishing JSkanning .

; 1v o o ‘

\
o L

.
L .



‘ject area. .

. v

Teaps in other areas. The problgms met and overcome by the trial

"

Planning Team have been 1a‘rge1y new in that they havj/ often not bee.n

faced up tos_previously. The additiodal stresses facing a Secondary
. . . -
Education Planninig. Team include the prospect of more firmly held
C \ )

. . ~ . .
"departmehtal“ vievs. In view of the percewed' importance of the .

Director of a Planning Team, 1t will be v:.tal to appomt someone whq //
is not seen as holding an allegiance to any single jsubject or sub-

L4 .- . .

A L]
L] . |

With respect to Departmental Groupmgs referred to under la. (1) it
i/—-,‘ -
will be necessary to take account of widely d:.ffering views about

j - the way in which Departments will work together. J .
- how* many Departments can expect to/w{r]: collaboratively. Y
. Ty ) oy
-.the range of different groupings to meet specific .:ix, )
’ ::'ji
course fleeds. . . . /’i |
{ T
. . ¢ |
Thus groupings may bk seen as "loose confederations" rather than as - ‘
e . |
v - »,
Faculties as was initrally erffisageqd, and these confederations may N
. » { - .

® Other Com:ses. offered by Dundee Collgge, namely those in Cbmmunity

]

't.he controlling factors outside (Central Government)- are likely to be

»
. -

’
alter’'as the course needs vary. .

Education ang Social Werk should be included in every aspect of the-,
new policy. Furthermore there is a growing feeling t.h*t.he extent ' i

n - " ' ' ' : -
of integration should inglude common Course elements with student

teachers'draining. This may ulhmtely lead fo a common course

being offered, at elen':entary level, to evez:y student entering the &

»
L4
. * »

College, leaving the choice of final qualification to a later stage
. + * .

-

1 [ ]
(rather than prior to entry as at present). Although there probably

» .

exists sufficient goodwill in this College to encourage such a move, ®

more ‘restricting. C o ' '

- -

An fnitial strategy to explore. sowme ‘of these difficulties is to_
,.- / b
encourage ar{ open discussion amongst staff at!"ETl"Iefe/ls. This will .
: + e *

LI y ’ 1 - ~ ' .

. 0




F

include non-academic ;upport staff as-;éll as academic staff.’ It is

’ .

-

nét anticipéted, at this stage, that';here_will be any directive V

givén from top managemen

t, alghough 1t 1s recognised that dszérenﬁes

-

of opinion and views will still exist.

a

*

Any resolution of these, 'if

+ not possible by_consdlta;ion, must finally be made at ;hQ\level of

the College Execut1v§:Comm1ttee.

’
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