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Foreword

The management of credit programs in <ontinuing higher education
requires many skills, not the least of which are a well-developed political
sensitivity and the ability to establish a variety of relationships. As with any
complex endeavor, constant attention is needed to make sure that all aspects
of every course and program offered arc being handled effectively.

Joe F. Donaldson is well qualified to author this publication. He directed
a complex credit program operation, in addition to studying how to gam
acceptance for this form of study. In his new role as a professor of adult
education, he combines practice with theory on how to effectively manage
this important area of continuing education.

In addition to presenting a clear process, Professor Donaldson identifics
the problem areas likely to be encountered and the staff support needed to
admunister different forms, levels, and modes of program delivery. For me
personally, the most fascinating portions are those dealing with building and
maintaining imponant relationships. The material on maintaming quality
control is equally weil done.

Those who arc managing any aspect of continuing education will find
this a valuable guide to tne role of Ieadzrship 1n program development and
operation. We feel that Professor Donaldson has made an important contri-
bution to the litcrature of our ficld.

Charles E. Kozoll
Editor
Guide Series
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Introduction

Credit course and degree programmung is only onc of sceveral program-
ming forms in continuing higher cducation. Butitis anarca of programming
that is growinyg and receiving increased atiention. In recognition of this
development, the National University Continuing Education Association
(NUCEA) cstablished in 1985 a new Division of Sumnier, Evening, and
Off-Campus Programs. Results of a survey (Hanniford & Basil, 1988)
commissioned by this division indicate that about one-third of responding
NUCEA member insttutions have a summer session administrator housed
in the institutions’ continuing education units and that almost 90 peicent of
the continuing cducation units offer both evening and off-campus credit
courses and programs.

During the last two decades, conunuing education credit programming
has also become more differentiated in form, level, delivery, and organiza-
tion. Programs that permit credit for experiential lcamning and for contract
lcarning have been developed. The number of graduate degree programs
offercd for part-time adult students has increased, and this trend is predicted
to continue (Sonntag, 1986). Courses and programs have begun to be
delivered through distance education technologies, including audio-tele-
conferencing, videotape, video-teleconferencing, and satellite. And 1nstitu-
uons of higher education use a variety of organizational models (at sume
institutions more than one model) for the planning and delivery of -edit
courses and degree programs. In the most common model—the one empha-
sized in this bock—the credit programming unit, as part of a centralized
continuing education unit, works with academic departments in scheduling
and delivering courses and programs. Colleges and academic departments
may also house decentralized continuing education units that are respon-
sible for the extension of their colleges’ or departments’ credit courses and
1. "ograms, Still other institutions have fairly autonomous colleges of con-
tinuing studies that are able to award their own credit and degrecs.

THEMES TO BE HIGHLIGHTED

This book 1s about managing credit courses and degree programs 1n
continuing education in the various forms, levels, delivery modes, and
organizational contexts tn which they manifest themselves. To understand
this form of continuing cducation programming is to appreciate the reality
of the following events:

1. Missing the Magic Moment. An off-campus degree program is
phased out because of Dr. Stone’s negative interpretations of evaluation
results. Dr. S.one is an influential faculty member, but he .s unfamiliar with
off-campus credit programming and adult instruction. The damage is
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corrected, and the department attemptsto rermitiate thedegree program, only
to find that another institution 1s now offering the same program. The
department’s imtiative is thwarted.

2. Are Your Bases Covered? After making arrangements for an off-
campus degree program with local school districts, superintendents, and
teachers, Whipple University fails to receive state coordinating board
approval for the program. School district personnel are upset, and the
academic department questions the wisdom of taking initiatives in light of
what it considers to be administrative and bureaucratic hassles required to
serve its external constituencies.

3. False Hopes—False Expectations. A comprehensive survey pro-
vides evidence of a significant level of need and demand fora credit degree
program However, when credit programming unit administrators approach
the academic department with this information, they are told that offering
the program will not be possible. Having had their expectations raised, those
who were surveyed are very upset when they learn that the nstitution will
be unresponsive to their need. Credit unit administrators must now expend
ime and energy in attempting to control the damage done to the image of
the unitand the institution. They are also bitter about the situation. They had
committed both personal and institutional resources to designing a survey
questionnaire, collecting and analyzing data, and writing a summary of
results for presentation to the academic department.

4. Understanding Constituent Clout! A flawed needs assessment re-
sults in offering a series of courses that attracts far less enrollment than
anucipated. When the history department and the continuing education
office realize that their commitment of resources far outweighs the return
they will receve, talk of canceling the course series ensues. Students leamn
of this and begn a letier-writing campaign to the insttution’s president,
insisting that the series continue. As a result, the series is offered to
compleuon even though enroliments are marginal at best.

5. Skewed Priorities or Not? After several attemptsto have an academic
department commit to offering a course repcatedly requested bv a Jocal
professional association, the course is finally scheduled. It will be taught by
Dr. Green, who 1s not only an excellent instructor but a nationally recog-
nized expert in the field. Pre-enrollments are excellent, and the client group
1s anxiously awaiting the beginning of the semester. Three days before the
coursc 1stobegin, Dr. Green calls the credit unit administrator to tell her that
he has justreceived a project grant and the course will have to be canceled.

6. Low Tech/No Tech—Xeeping Pace. During the past fifteen years,
the conunuing cducation credit unit’s program at Omega Uriversity has
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¢volved from the delivery of courses to the offering of degree programs The
insttution’s record-keeping system has not kept pace. Resources are un-
available for the major computer programming that would be required to
support degree programmung for nontraditional students in the same way
that programming 1s supported for resident, traditional students. Transcripts
still idenufy students as “nontradiuonal.” Reports needed by colleges and
departments for carriculum planning and for reporting faculty and credit
generation acuivity are cither unavailable or must be compiled by hand.

These six vignettes illustrate some of the problems that have to be dealt
with in organizing and administening credit course and degree programs in
co "nuing higher education. Each of the vignettes also highlights several of
the themes that run throughout this book. Credit programming unit admin-
1strators must constantly be aware of perceptions of many faculty and
campus leaders who still consider contnuing education credit courses and
degree programs to be, by their very nature, inferior tc resident courses and
programs. There are many things over which creditunit administrators have
littte or no control—especially those factors and events ansing outside the
umtand the parentinstitution. Working with client groups requires sensitiv-
ity and the critical and judicious use of programming techniques advocated
1in much of the adult and continuing education hiterature. Unit administrators
arc heavily dependent upon (but have little authority over) others with
whom they work, whether these others are faculty members, campus
leaders, acade mic departments, administratve units, or external stakehold-
ers. As a result, unit administrators must focus upon (1) building and
maintaining relationships so that leverage and influence can be aophed in
programmung and (2) developing expertise in continuing education credit
programming and chientele interests and needs so that this experuse can be
put to work fostening relauonships with others.

This book grapples with some of these 1ssues, offerning practicui means
that have been shown to mitigate some of the obstacles and challenges
inherent n this form of continming education programming. At the same
time, the book highhights the leadership opportunitics that cred:, program-
ming unit administration can provide for peopic who wish to contribute to
the development of higher education 1n an ¢ra when the cducation of adults
is receiving increased attention.

THE PkOGRAMMING CONTEXT

Continuing education credit programmang involves the extending of on
campus credit courses and degree programs to adults in ways that accom-
modate therr many roles and responsibihities. Because programming results
inthe awarding of course credit, ceruficates, and even degrees—coinsof the

Introducuion 3




4 Managing Credit Programs 1n Continuing Higher Education

higher education realm second in importance only to research and publica-
tion—credit programming 1s a jealously guarded commodity of the higher
education community.

This jealousy 1s compounded because faculty and the insutution’s
academic lcadership are apprehensive that conunuing education credit
courses and programs may fail to meet quality standards. The quality of
adult students 15 believed to be lower than that of traditional students.
Instructional resources available either for cvenmg or for off-campus
courses and programs arc believed to be inadequate. The socialization
process that is believed to occur only through extended periods of on-
campus residency is thought to be lacking,

In this programmatic context, administrators of credit course and degree
programs are faced with special constraints, demands, and choices that are
distinct from those faced by admunistrators of nouncredit programs. In
additon, the credit unit administrator’s role 1s made more difficult by the
fact that he or she 1s often expected to oversee a comprchensive program of
courses and degrees that nivals the size and complexity of most adminisira-
uve functinns of many small colleges.

OVERVIEW

The purpose of this book 1s 10 provide an overview of principles,
practices, and procedures required 1n orgamizing and administening an
eficctive credit programming unit in continuing higher educauon. The
book 's contentis drawn primarily from administrative experience with, and
observatons of, off-campus credit course and degree programs offered by
major research universites. The importance of different contextual factors
and organizational models varies among different insututional types (as
they doamong institutions of like type). Even so, the pninciples and pracuces
covered are applicable to all insututions of higher edicauon (whether they
arc two-or four-year colleges or universitics) as well as to the administrauon
of summer, on-campus evening, and off-campus credit course and degree
programs.

Topics covered include:

I. Guiding principles of Icadership aid coordinauon n credit program-
ming (chapter 1)

2 Organizing for and coordiraung a comprehensive credit program
(chapter 2)

3. Developing and strengthening relauonships with colleges, depart-
ments, campus leadership, and chient groups (chapter 3)

11
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4. Working with faculty and supporting faculty mvolvement in credit
programmung (chapter 4)

5. Evaluating credit courses and programs (chapter 5)

The book 15 mtended pnmanly for deans and directors of continuing
higher education, dircctors and coordinators of creditcourses and programs,
and continung cdu...don field swaff who work n the cred:t area. Deans,
department heads. an faculty members involved in credit programmang for
adults may, however, also find much of what 1s covered here to be relevant
to therr situations, as may individuals involved tn other arenas of adult and
continuing education practice.

ERIC 12
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Chapter 1

Guiding Principles of Leadershlp and
Coordination

Organizing and administenng contuing cducation credit courses and
programs requires an understanding of leadership and managenal prin-
ciples, as well as specific funcuional arcas of credit prograinming. This
chapterbriefly intreduces some leadership and management principles that
will be interwoven throughout later chapters.

MANAGING AND LEADING

Warren Bennis (1984) says that managens “do things nght,” while
fcaders “do the nght thing.” Aucnnon w© detail 1. undeniably cnitical in
ffective credit programming. Yot administrators myst also rise above day-
10-day detail to gaina view of where they are, where therr total program 1s
going. and how all courses and degree programs interplay with each other.
In short, administrators of credit programming units must be both good
managers and effecuve leaders. Leadership does not end 1n the vontinuing
educauon unitits¢ !f. Rather, 1t needs 1o be extended to one’s actvities and
relatienships with the entire insutution. chient groups. the community, and
the larger, external environment of the credit programming unit.

According to Bennis (1984), 1o be an effecuive feader, one must focus on
fuur things. First, leaders must have a sense of direction, a vision of what the
umt’s total program 15 to become. This 15 necessary o provide leadership in
direcung staff acuvities. But 1t 15 just as necessary 1o have a sense of
dircction and vision that can be communicated to all those with whum the
admanistrator works Faculty member.,, other campus administrators, and
others must be aw are of the dircction the credit programming unit 1s taking
so that they canbe involved in defining that direction and participating 1a it

Second, leaders must manage the meaning of what their unit 1s about.
This requires the developmentof a umtidentity that is shared by the staff and
iscommunicated to outsiders A favorable sdentity 1s prerequisite to intemal
and external marketing, as well as to building a positive image of the unitin
the minds of stakeholders (Deal, 1987). Stakehotders will see, for example,
animageof (1)aumtcommutted toacaderic integnity and other institutional
values that assurce high quality credit courses and programs, (2) an effective
and efficicnt unit commatted to serving instructors and capable of reducing
administrative hassles for them, and (3) a staff that posscsses expertise 1n
program planning, course dehivery, adult learming, and marketing, espe-
clally as related w credit course and degree programming. And this image

RIC 19
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8 Managing Credis Programs in Conuinuing Higher Educaion

will do much to foster good working relationships with others and the de-
velopment of the credit programming unit’s tota! program.

Third, leaders must be consistent, dependabie, and credible. These three
attributes are particularly important when dealing with faculty members,
academic departments, andclient groups. As noted later, much of the power
that credit programmit: g unit administrators are able to exercise within and
outside the institution comes from developing good interpersonal relation-
ships with others and from the trust others put in their ideas, judgments and
recommendations. In spite of a person’s interpersonal skills, without con-
sistency in approach, without follow-through in what is promised, and
without credibility, an administrator’s effectiveness is severely limited.

Finally, leaders must manage themselves well. They must know their
own strengths and use those strengths effectively. They must likewise be
aware of their weaknesses and compeusate for them in their work, even
selecting staff members who have complementary strengths and weak-
nesses to work with them. Leaders must be committed to developing
themselves. This requires them to have a positive self-concept and to
develop themselves both professionally and personally. They must make
time o be involved in continuing professional learning, and in lcaming and
activities that contribute to their personal development.

Many consider leadership to be the sole dominion and respons:bility of
chief executives, thereby relegating managerial tasks to directors of and
administrators 1n credit programming units. However, 12 is argucd here that
leadership by all levels of professional staff is essential to the development
and admunistration of effecuve continuing education credit programming.
The kind of leadership required and the groups with which it can be
exercised will of course differ according to each professionai’s particular
role in the unit. Each professional, irrespective of role or position can,
however, exercise educational leadership, which requires a vision of what
the unit’s total program could and should be and a commitment to work
toward those ideals. This form of leadership also depends heavily upon
admimmistrators’ expertise and the development of expert power, a topic
addressed later in this chapter (Donaldson, 1989b).

CONSTRAINTS, DEMANDS AND CHOZCES

Knox (1981) wnites that “the latitude for most [adulteducation] agencies
lies between the demands and constraints of the parent organization.” The
conceptsof constramnts, deman 2s, and choices (latitude) have also beenused
by Stewart (1982) in her descripuon of managerial work. Constraints on
credit programming and on the jobs of admunistrators in the credit program-
ming unit come from sources external and internal to the institution. They
manifest themselves in several forms:

14




Guiding Principles of Leadership and Coordination 9

1. State-level policies on credit programming, as was seen in the
second vignetie in the “Introduction”

(2]

Competition from other institutions in the institution's scrvice area
3 3. The mission and strengths of the parent institution
4

. A reward structure for faculty that does not sufficiently consider
continuing education activiies i promotion, tenure, and salary
increasc decisions

5. Requirements that course offerings fit into the academic calendar
used in resident instruction

6. Resource limitations
7. Theorganization’s definition of the credit programming unit’s work

8. The inability of campus administrative units to adequately support
the credit unit’s programming, as described 1n the sixth vignette in
the “Introduction”

9. Insttutional attitudes about and policies on credi. Jrogramming

10. The institution’s phy<ical location.

Demands come from the parent institution 17 the form of policies and
procedures that canriot be 1gnored. There are ox pectations of seif-support
and high yualhity programming. cxpeciations that standard accouating and
budgeting procedures will be followed and that residuals (that 1s revenue
above cxpenses) will be returned to the parent organization, expectations
that the programming urit will cuoperate with academic departments n
developing and offening courses and prograims dentified as high priorities
by the nstitution’s administration, role definiuons that specify with whom
a umit administrator may and may not work, and expectations of how an
admuinistrator and his or her staff are to carry out their unit’s duties.

The lattude between constraints and demands determines the quantity,
quality,, and ty pesof choices thatcan be made about the unit’s work. Because
constramts and demands can changce, this latitude vanes over time, but it also
vanes for diffcrent institutions, continmng cducation units, and administra
tive posiuons (see Figure 1). When demands are high and constrants tight,
choices are limited and effectveness i programming and in job perform-
ance 1s most probably mcasurcd in terms of meeting expectations (de-
mands). When the latitude for choices 1s greater, effectiveness 1s measured
mure 1n terms of whether the rightchoiees are made (doing the nght things).

When choices ase available, the + can be made 1 how work 1s done and
) b work 1s done (Stewart, 1982, p 2). If changes in standard operating

¥
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procedures donot violate expectations and exceed constrair .s, changes can
be mads 1n how work 1s done. A change 1o compulerized registrauon,
accounting, and data management sysiems 1san example of achoice in how
work 1s done. Another cxamplc would be achange in the way students must
register for courses and pay tumnon and fees. A choice to use distance
education technologies to deiver vourses would also fit 1nto this calegory
of choices.

Making choices about w At work 15 done 15 usually more strategically
mmportant o the admmistrator and o the programming unit than are
Jecisions about how work 1s don.. In fact, making choices about what 3
work 1s donc requircs leadershsp—having vision about what work should
be donc or “doing the night thing,” while making chosces about how
work 15 done requires a focus upon “dorng things night,” or management.
Making chowces about what work 1s done may mvolve changes in program-
matie prioritics, for ¢ xample from undergraduate t graduate ke clprogram-
ming, or fromcourse w degree programmaing. [tmay also msolve extending

1,

CONSTRAINTS

CONSTRAINTS

CHOICES

CHQICES

DEMANDS

Figure l.

Differences inthe demands, constraints, and choi es tn what work 13
done and how work is done by the credu programming umt and its
admunistrators The wavy lines suggest the likelthood, us well as the
potential, for change

From Rosemary Stewart. Choices for the Manager, © 1982, p 7
Reprimied by permussion of Prenuce fall., Inc | Englewood Cliffs, Now i
lersey
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Guiding Principles of Leadership and Coordination

a unit’s programming doman nto areas not previously addressed, for
example expanding the unit’s total program 1 order to work with an
academic department the unit has not traditionally worked with, developing
contract course offerings when the unit has historically offered only open
enrollment courses to the general public, and beginning to work with
academic departments inoffering summer courses oncampus when the unit
has previously offered only courses located off campus.

Effectiveness in organizing and administer.ig credit courses and degree
programs requires administrators to ident.fy and fully understand the
constraints, demands, and choices in their c;.wn and their unit’s work. To the
extent possible, administrators should scek to push back constraints, and
work to have demands relaxed, thereby i icreasing the quantity, improving
the quality, and expanding the types of :hoices available to them. If, for
example, campus policies do not support«redit programming for adults, the
administrator . Juld work toward the acczptance of policies supportive of
credit programmung. If all residuals must be returned to the parent organi-
zation, negotiaing some program development capital for the unit would
reduce this demand on the urit and provide more choices and flexibility in
programming.

Five PrRINCIPLES OF PROGRAM COORDINATION

Directors of programming units and the administrators who work under
their direction are responsible for coordinaung acomprehensive program of
credit courses and degree programs. Although many of the skills and tasks
of program coordination are similar to those of program development,
coordination differs in (1) the scope of activities that tasks must address, (2)
1s focus upon the interplay of individual courses and degree programs and
the mutual effect they have upon one another; (3) the need to attend to the
three interacting variables of people, procedures, and work (Handy, 1985,
pp. 368-371); and (4) the need to achieve optimal integration of activities.

Alan Knox (1981, pp. 8-9) notes that unp-cdictability mn funding,
participation, personnel, and migratory participants and resource persons
requires administrators to provide a “human glue” to hold continuing
education agencies together. This 1s no less true for directors and adminis-
trators of credit programming units. To ensure the strength and bonding
power of this “glue,” however, administrators must keep 1n mind five key
principles of program coordination.

The Helicopter Effect

To effecuvely coordinate a comprchensive program, administrators
must be willing and able to risc above the press of day-to-day details (Handy,

Q

g

1



12 Managing Credit “rograms in Conunuing Higher Education

Q

ERIC

Aruitoxt provided by Eic:

19¢5). From this vantage point, they can getamore complete picture of their
total program, the interplay of its varivus components, and the cffect the
toral program has upon other factors within the institution and the unit’s
service area. For example, if several academic departments in the same
lecation offer credit courses, the administrator may be able to broaden the
tase of electives available for clicntele. A focus on the details of only one
Course or degree program would preclude taking advantage of this oppor-
'unity to better serve the programming unit’s client groups. Administrators
must constantly attend tothis principle. because it takes planning, effort, and
cffective management of self to make the time necessary to rise above day-
to-day activities and crises

Power and Iniluence

Credit programmirg unit administrators have Iittle if any direct author-
ity or control over those outside their unit. This point is illustrated by the
fourth vignette in the “Introduction”; here, the client group had the power
to prevent cancellation of the series of courses. The point is also portrayed
(vignette five) in the helplessness and frustration that the administrator must
have felt when Dr. Green announced that the course he had agreed to teach
would have tobe cancelled. Because unit administrators are dependent upon
persons over whom they have litde or no control, other forms of power,
especially influence and leverage, must be cultivated. This can be done by
exercising whatever legitimate authority an administrator has, by develop-
ing the influence and leverage that come from others’ recognition of an
admimstrator’s expertise, and by building a base of personal power.

Position Power and Status

Credit programming unit administrators must have sufficient position
power (legitimate authority) and appropriate status (Handy, 1985) as
viewed by campus lcadership, faculty, and staff. Position power exhibits
itself, for example, in control over financial resources and their allocation,
in authority over the cancellation of courses and programs, and in the
development of unit policies and procedures (such as those related to
cmployment and payment of adjunct insiructors, student registration, and
arrangements andpayment for classroom space) thatdirectly affect program
development and implementation. This form of poweris either vested in the
responsibilitics of role incumbents or is directly or indirectly delegated to
them. Itis a type of power that continuing educators seldom talk about, but
all continuing education administrators do have certain legitimate powers
thac come with their roles. These powers must be accepted and exercised if
program coordination is to be effective.

Status, in contrast to positton power, may come with the position, but it
1s as likely to be a function of the perception of others. One's status is
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increased to the extent that one’s position is seen to be important by the
people with whom one works (Handy, 1985, p. 210). The importance of the
credit programming unitand of the administrator’s job therefore depends on
how critical the credit function is for campus and individual academic de-
partments achieving their agendas. One’s status would be increased, for ex-
ample, if the credit programming unit were viewed as essential to the
development of adepartment’s relationship with a professional association.
Consequently, status is closely related to the concept of internal support for
the credit function, a topic considered in depth in chapter 3.

Expertise

Developing and enhancing administrators’ proficiencies has become an
important agenda among contmuimng higher education professionals.
NUCEA’s (1988) Conunuing Higher Educauon Leadership (CHEL) proj-
ect has developed a “Self Assessment Inventory” for practitioners to use in
their professional de velopment activities. The inventory is designed around
the concept of proficiency develuped by Knox (1979, 1987) and others (for
example, American Society for Training and Development, 1983). Profi-
ciency entails both understanding and experience; it1s defined as the ability
of aprofessionzl to perform at a desirable level when given the opportunity
to do so (Knox, 1979, p. 4). Four major areas of proficiency have been
identified 1n the NUCEA inventory for all continuing higher education
administrators: (1) perspective on the ficld, (2) personal qualitics, (3)
program development, and (4) administration. A position-specific profile
for directors of credit programming units has also been developed as part of
the CHEL project and is available from NUCEA.

The concept of experise as used here combines the concept of profi-
ciency with the need for others to recognize that the person or the credit
programming unit 1s proficicnt in certamn areas. In this way, expertise
becomes a form of power and leverage that the unit and the administrator
possess. Those who recognize proficiency in others are morc apt to respect
andact upon theirprofessional judgment and advice and are les. apttoresent
being influenced (Handy, 1985). For credit programming unit administra-
tors, 1t 1s criucal that others m the institution recognize that they possess
proficiencies common toall conunuing highercducation administrators and
unique to the administration of credit courses and programs. These unique
profic.encies include understanding and managing the following:

1. Threats to the coherence of adult, part-time students’ programs of
study

2. Matters of degree program curricular design and implementation in
off-campus, evening, and summer session settings
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14 Managing Credit Programs in Continuing Higher Education

3. Ways the institution can adapt to adult lcarners enrolled in credit
courses and programs

4. Ways in which credit course and program needs assessments re-
semble and differ from noncredit needs assessments

5. Variations among needs assessments for courses and programs and
among different client groups

6. The need to administer and coordinate different forms of course and
program delivery

7. Special considerations involved in credit course and program cvalu-
ation and quality control

8. Modification of approaches to marketing credit courses and programs

9. Unique dimensions in strengthening intenal and external relation-
ships in the credit programming domain

All oo often continuing education units define themselves and are in tum
defined by others as service units. Although the credit programming unit
must provide a service (and an eficctive and efficient one at that), the unit
must alsooffereducational lcadership. This leadership can be accomplished
only by obtaining and exercising the power that comes through others’
recognition of the administrator’s and the unit's proficiency and expertisc
in the areas outlined above.

Recognition of proficiency is also fostered by academic experience.
Perceptions of expertise will be heightened if a credit programming unit
admimistrator has not only taught credit courses but has also participated as
a faculty member in an academic department’s design of its program.
Experience in writing and research also contributes to others’ perceptions
of expert power in a higher cducation context. Although they cannot always
doso, admnistrators should try to gain some experience in the academic life
of the institution if they do not already have 1t.

Interpersonal Skills

In working with others, credit programming unit administrators need
skills to assist them (** in managing conflicts that arise in their work, (2)in
developing informal networks across the parent organization, and (3) in
building another base of power—personal power—that can be used in
persuasion. Conflict arises in all organizational contexts. If properly dealt
with, however, it can be effectively managed to reduce the harm 1t might
mflict. Or conflict can be turned into useful competiion or purposcful
argument, both of which can be used producuvely within the organization
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,Handy, 1985). Administrators shoulG know different strategics for manag-
iv'g of conflict and should use them in their work.

4 Credit programming unit administration involves the management of a
4 continuous processof building and maintaining relationships. Interpersonal
and informal communication networks help administrators to get their work
3 done, and to develop sources of information-  information that is critical o
effective program coordination.

3 Although power can come from the position that administrators told in
the organization and from the expertisc others attribute to them, it can also
3 be derived from personal attributes—from personality and from the rela-
tionships an individual develops with others. As noled earlier, because
3 credit programming unit administrators have little if any dircct authority
over those with whom they work, other forms of power must be cultivated.
One of these is personal power, which contributes to the administrator’s
ability to be persuasive and to apply leverage when needed to coordinate the
unit’s total program.

Uniformity and Diversity

Credit programming unit administrators should be able to balance
uniformity with diversity. Certain levels of uniformity in procedures,
pohicies, and processes must be in place if a unit’s total program is to be
effectively and efficiently coordinated and managed. Yet working with
different academic departments, faculty members, and client groups, and
using a variety ofcourse and program delivery mechamisms require flexibil-
ity so that the credit programmung unit can attend effectively to diverse
interests, needs, and motvations. Too much uniformity interferes with the
flexibility needed to work with the different stakeholders of a credit
programnung unit. Too much diversity results in inefficiency and incffec-
tiveness 1n program coordination. Administrators should aim for an opti-
mum balance between uniformity wnd diversity in their unit’s operations
This optimum level will differ for cach organizaton and will depend in part
upon the constraimts, demands, and choices thatadmimistrators have in thewr
jobs.

This need for balance also apphes to the arena of values. Credit unit
directors, more so than thosc with responsibihty for noncredit program-
ming, have to be consistent in their support of key mstitutional values and
systems 1n order to mamtan the power described in previous sections. But
consistency ts not cquivalent to total uniformity. Rather, while administra-
tors and therr units must support key institutional values and systems, they
must also be comfortable with and supportive of some diversity i values

R N ORI TS SR ISP R R TR NP R NCIPP RO IR JRmeL o

ERIC

2 \

FE

15




16 Managing Credit Programs i Conunuing Higher Education

Q

ERIC

Aruitoxt provided by Eic:

especiaily the values unique to the academic depariments and professions
they work withand the values related to working with adult learners—if they
are to be effective, creative, and innovative forces in their institutions. This
too requires arriving at an optimum, and often delicate, balance between
uniformity and diversity in dealing with the values and norms of the
institution and others with whom. adminisirators work.

People, Systems and Procedures, Work and Structure

Credit unitadministrators necd to manage the three interacting variables
of pcople, systems and procedures, and w erk and structure (Handy, 1985).
The administrator’s work is not confined te external relationships. Internal
coordination of the unit’s people, procedures, and work is necessary for
smooth urit operation. In fact, it is only through effective internal coordi-
nation that ime is made available todevelop extemal relationships, to study
the unit’s external environment, and to be able cither to respond to changes
in the environment or to be proactive and affect the environment in
advantageous ways. Incffective intemal operations fraught with problems
only distract administrators from other tasks that are more critical to the
unit’s coordination and well-being.

Handy (1985, p. 368) identifies scveral tasks that administrators must
attend to in managing cach of these three varia les. In the people arca, the
tasks are recruitment and selection, reassignment, train:2g and cducation,
rewarding, and counseling of staff. In: the work and structure area, the duties
arc organizing reporting relationships, defining job tasks, enriching jobs,
and definingroles. An  the systems and procedu:. s category, the tasks are
developing and monitoring communication systems, reward systems, infor-
mation systems, reporung mechanisms, budgeting systems, and decision-
making systems. What must be kept in mind about these three categories of
vanables is that a change in one will produce changes in the other two
(Handy, 1985, p. 369). Introducing a c3mputerized record-keeping system,
for exemple, may affect cflice cor.municaiion channels, may raise the
staff’sanxicty level, and will require staff tramning. Therefore, each category
of vanables and their effect upon cach oth2r must be momtored and
managed as part of program coordmatiorn.

Information Nerve Canter

Credit programming r.at admnistrators must serve as tnformation nerve
centers for their units. Information is a ciitically important resource for the
effective operation of the unit and coordinadion of its overall program. The
importance of inforinaton to the continuing education unit and the role of
gathering information from the external environment 1s repeatedly ad-
dressed n the management and continuing education hierature. Quality
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informauon improves decisions, assists in deciding what work 1sto be done,
and grounds strategic planning in reality. For example, knowing what the
competition is doing in a parucular location will help the administrator to
correctly advise an academic department about the placement of its courses
and programs. Knowing aoout the difficultics an academic department 1S
experiencing will allow the administrator to approach the department with
a sensitivity to the ways programming might help solve its problems.
Administrators must develop information sources and scck information
throughout the unit's service arca and the institution o have as much
informauon as possible when decisions are made.

Six PrINCIPLES FOR WORKING WITH OTHERS
OurtsIpe THE UNIT

Managing a credit programming umt rcquires constant attention to
building and maintaining relationships outside the unit. These relationships
have 1o be fostered with those in the parent instutution, as wel! as with
individuals, groups, and orgamzations in the umt's service arca. In this
scction, six key principles for working with others v i1l be reviewed brefly.
Building and mamtaning relationships will be dealt with in greater detil in
chapter 3.

Openness

Credit umt adimmstrators nced to be open to others’ perceptions.
problems, and 1dcas. Only by actively histening to and understanding others’
views of reality and their perceptions of the problems that they and their
units face can administrators contribute to theiragendas and help solve their
problems. All too often our own agendas and problems nterfere with our
really heaning and really understanding the perspectives of others with
whom we work. Openness 1s required to foster effective communication,
probiem solving, negouation, decision making, change, and the strengthen-
ing of relationships.

Ownership

Others must be given ownership of ideas, programs, and policies. Like
musteffective admmmstrators, credit programming unit administrators must
leam to live vicanously through the successes of the faculty members and
academic departments they work with. Internal support of courses and
programs, policies and provedurcs requires that others have a stake mn them
and have ownership of them.

Reciprocity

“Y ou scratch my back, and I'll scraich yours™ accurately communcates
the concept of reciprocity. It 1s a basi. vrinciple of the pohiical dimension
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of organizauons. Credit unit administrators need to understand and act on
this principle. To the extent that they can act on 1t in mutually beneficial
ways, their work and relationships with others will be enhanced.

Logical Incrementalism

James Brian Quinn (1980) has identified “logical incrementalism” as a
change strategy that many successful administrators use. To use this strat-
cgy, administrators must (1) have a sense of dircction, (2) encourage experi-
mentation, (3) collect data about the results of experiments that can be
sharcd with others, (4) move slowly in stepwise fashion, and (5) develop
pockets of support for ideas (especially with opinion leaders). Since credit
programming s so carcfully guarded by the academy, change in credit
programming occurs very slowly. Also, if change is to be successful, it must
“bubblc up” with:n the organization. These two conditions point to the use
of “logical mcrementalism” as an appropriate change sirategy for credit
programiming unitadminisirators, For example, change from face-to-face 1o
mediated course delivery 1s usually resisted in higher educauon. Working
incrementaily has a betier chance of effecting change than “laying the
change” on the campus. in short, admunistrators will have greater chance for
success by moving logically and incre ..entally than by attempung to effect
change by grand design.

Multiple Communication Channei.

Admmistrators of credit programming units should open channels of
counmunication to others. They should aim oward variety in their personal
contacts and in the academic depariments and colleges with which they
work Ths is not only wise strategically, but it also allows admimnistrators to
broaden their base of understanding of and support for their total program
across the institution.

Zones of Compatibility

Administrators should identify and develop zones of compatibility
between their umit’s goals and those of sponsoring academic departments.
Compaubility can come 1n many forms. Academic departments may wish
toparticipate in credit programming for a number of reasons. to mamntain or
tocrease enrollments; to develop relationships with professional associa-
tions, businesses, school districts, or government; to contribute to broader
political and strategic agendas of the institution; to provide additional
income for faculty members; to contribute to social, political, and visibility
agendas of their own; to foster rescarch and development agendas; because
they believe participation has intrinsic value; or any combination of these
and other motves. The administrator’s role 1s not to judge the differing
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motivations of academic departments and faculty, but to denufy these
motives and develop compatibility between these motives and the agendas
of the credit programming unit. Goal compatibility and complementarity
provide another basis upon which -lationships can be built and fostered.

SUMMARY

Thischapter has addressed some leadership and .1anagerial principlcs in
orgamzing and administering credit courses and programs. Unit administra-
tors arc encouraged to:

« Focuson fourcompetenciesof leadership: having a sense of direction,
managing the meaning of the unit, being consistent, dependabie, and
credible, and effccuvely managing one’s self

« Recognize constraints, demands, arnc choices of therrunitand job, and
scek to push “ack constraints, reduce demands, and thereby increase
the number, type, and quality of choices

. Be aware and act upon five principles of program coordination
« Keep in mind the six key principles for working with others.

The next three chapters focus on specific functional areas of credit
programming nto which the concepts presented in this chapter are inter-
woven.




Orgamizing and Coordinating a Comprehenas e Program

COORDINATING AND ADMINISTERING FACE-TO-FACE
AND DisTaNCE EpucaTiON COURSES AND PROGRAMS

The means selected to dehiver credit courses or degree programs have
implications for how staff members and the:rr work are organized. To
illustrate, let’s compare some of the factors involved in 2dministering credit
courses offered ata distance from campususing (1) face-to-face instruction,
(2) instrucuon dehvered through audio-teleconferencing, and (3) instruction
through videotape.

ORGANIZATION OF WORK

Ir. the face-to-face model, we are concerncd most about getung people
together in the same place ai the same ume. Transporiing nstructors to off-
campus locations where students have gathered 1s the major logistcal
concern, and effective and efficicnt travel coordination 1s key. Once this s
accomphished, nstructors are rehied upon to deliver instructional matenals
and to handle many of the admin:strative details (for cxample, registration
if on site) associateé with the course. With instructors and learners together
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In the same place and at the same time, communication, teaching, and
leaming can take place

In the audio-teleconferencing model, we are concemed most about
having people commanicating with each other at the same time. Facilitating
this communication is a major logistical concern. But in this instance,
instructorscannot actas administrative agents. Additional logistical support
must be provided by the credit programming unit staff and by individuals at
off-campus locations. The unit staff must be responsible, for example, for
handling a “call-in” or “mail-in” registration system; for mailing and
receiving handouts, homework assignments, and examinations; and for
maintaining regular contact with faculty members to ensure that materials
are moving smoothly among sites. Individuals at off-campus sites must be
responsible for facilitating the registraiion process, receiving materials,
proctoring cxaminations, and returmng marerials to the campus. And all this
must be done inatimely way 1o prevent delays from disrupting the teaching
and learning process. Inaddition, the programming unit musteither have the
staff or arrange 10 use the staff of another continuing cducation or campus
unit 1o sct up cqu:pment, monior its performance, and facihitate its usc by
nstructors and students And umes for st "2nts to talk with nstructors
individually must be arranged, since the public nature of audio-teleconfer-
encing often precludes individual conferences before and after class and
during breaks.

In the videotape model, we arc concermed about getung instructional
maicrials (the videotape and supporing materials) and learners together at
the same ume. Again (and perhaps cven more sc 1n this instance, because
syrchronous instructional communicaton betw 2en mstructors and students
15 not rharactersstc of this model), people and mechanisms must be 1n place
onand off the campus to handle logistical details. Viewing schedules and the
pace at which learners proceed through a course must be determmed and
monitored Regular telephone office hours need 10 be arranged for mstruc-
tor-student conferences. Arangements may need to be made for the ¢ nure
vlass to meet with the mstructors by using either audio-ieleconferencing or
face-1o-Tace meetings on campus or at an off-campus location. And distrib-
uung and receis 'ng materials, including the central mstructional LOmpo-
nent, the videotape, must be coordinated at both on- and off-campus
locations.

Implications for Stafiing

Expansion of delivery methods beyond face-to-face instruction to 1n-
Clude distance educauon technologics requires hiring more staff members
and/or assigming current staff members additional responsibiliies. Because

the instructor cannot act as an administrauve agent for the conunuing
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education unit, the staff must assume these responsibilitics. The staff must
also directly oversee and manage delivery as it takes place. And for
videotape delivery, production of wnstructional materials is required.

The responsibilities of staff members not directly involved in coursc and
program delivery will also be affected. Thus the method of paying instruc-
tors may differ for mediated instruction, budgeting and accounting proce-
dures will have to be madified to address different cost and income variables
introduced by thenew means of delivery, and the professional staff will have
to gain additional expertise in distance education so that they can be
effective in their work with colleges, departments, and instructors. Introduc-
ing distance education delivery methods thereforc affects the differentiation
of staff roles and the organization of a programming unit’s work. Depending
on the extent to which distance education delivery is used, 1tmay also have
an effect upon the total number of staff members needed to carry out the
unit’s work. The primary concerns and task responsibilities for these thre=
modes of credit course delivery are summarized in Table 1.

CrepiT COURSES AND DEGREE PROGRAMS

In the types of credit programming, one major distinction 1s between
single, unrclated course offenngs and cerficate and gegree programs
Centificate and degrec programs require programming procedures that
differ both in degree and kind from thosc required by unrelated course
offerings. These differences are evident in the needs assessment, marketing,
and curncular planming and support required for ceruficate and degree
programming.

Needs Assessment

Degree and ceruficate programs require a greater commiiment by
lcamers, academic departments, and the credit programming umit than do
course offerings. In the case of course offerings, sunk costs are relatively
low, a hmited amount of coordination 1s required, and all partics’ commit-
ment 1s kept within the bounds of an academic term. In contrast, degree
programs require greater up-front costs, a high level of coordination, and
substantial resource commitment over an extended time peniod. Learners
are committing themselves and their families, friends, and employers to
extended use of discreuonary time and dollars in pursuit of degrees
Academic departments commit both financral and human resources for the
Iife of the program, thereby reductng budget and staffing flexibility from
one term to the next. Degree and ceruficate programs also require the credit
programming unit to comimit considerable staff time and cnergy and
financial resources not only to the coordination of each term’s offering, but
tlo the coordinaiion and support of the program over many terms. As a result
(S .
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Table 1.

Three Moac: of Credit Course Delivery, Areas of Primary Concern, and

Task Responsibilities

Face-To-Face

Primary Concern  Peogple at the same
place at the same

ume

Primary Logistical Travel
Detail

Resporsible
Major Tasks Party(ies)
Dehivery of Instructor
Instructional
Matenals
Production of Insurucror
Instructional
Matenals
Registratuon Instructor’,
i on-siie
Course Instructor
Admmnistratzon,
Including Scheduling
and Pacing
Instructor-Student Instructor

Communicauon

Communication
Equpment

'Often with the help of other staff

Audio Conf,
People
communicatng at

the same time

Facilation cf audio
communication

Responsible
Party(ies)

Unut staff?

Insiructor

Uit staff?

Instructors with
unit staff

Unmit siaff, with
nstructor

Lnnt staff

*Often with the help of off-campus coordinators

Videotape

Materials and leamers
together at the same
place at the same time
Matenal distnbution
Responsible
Party(ics)

Unat staff?

Instructor, with urut
staff

Unnt staff?

Unit staff, with
wstructor

Unut staff, with
nstructor

Unit staff

of this difference in commitment, morc extensive ard formahzed assess-
ments of need and demand are jusufied for degree and certificate programs
than for a single coursc. Yet assessment must proceed i a way that avoids
the results of the flawed needs assessment ighlighted in the fourth vignette

in the “Introduction.”
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Organizing and Coordinating a
Comprehensive Program

The fr~ction of organizing 2né ~cordinating a credit unit’s comprehen-
sive program is the point at which the administrator works at the interface
among the unit’s staff, colleges and departments, and client groups. It
involves attention to staffing (work and structure) and to systems and
procedures. This chapter reviews some ways that a credit programming unit
can be o1ganized. It aiso addresses the implications for staffing and work
that different means of course delivery have for the umit. Procedures to be
employed in necds assessment, program planning, and miarketing are
considered as well by focusing upon distinctions in these arcas for individ-
val credit course offerings and degree programming.

STAFFING

The choices afforded 1n organizing the responsibilites and work of a
unit’s starf depend in part upon unit size and mix (professional and support
staff), in part upon the nature of the unit’s total program, and in part upon
whether certain functions are provided by other continuing cducation or
campus units. As Strother and Klus (1982) note, some formal structure
begins to emerge in ur'ts with as few as six stiff members. However, some
role differcnuiation, even if on aninformal basis, is necessary in two-person
operations to prevent duplication of effort, to provide clear channels of
communication for those outside the umit, and to ensure unit effectiveness
andefficiency. The proportion of professional and support staff members in
aunitalso has implications for how the unit1s orgamized. For example, aunit
with a prcponderance of professiunal staff members may have to assign
them more of the nuts-and-bolts, day-to-day responsibilities than would be
necessary with a more balanced staff.

The level of program differenuation alsoaitccts aunit’s organization. As
the total program differentiates, staff roles and responsibilities must like-
wise become more differentiated. Program differentiation increases with
growth 1n the number of different (1) colleges and departments the credit
programming unit works with, (2) program types the unit1s responsible for
(summer, evening, and/or off-campus), (3) program levels addressed (asso-
ciate, undergraduate, and/or graduate}, (4) program formats offered (course,
certificatc, andfor degree), (5) dchivery systems used (face-to-face and
different distance cducauon methods), and (6) combinations of thesc
factors.
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Finally, organization of the staff is affected by the presence or absence
of other continuing education or campus units that may be able to perform
key programmatic functions. The existence of a mark:ting unit in the
continuing education operation reduces, for example, the need to assign this
enture complex functien to unit staff. Likewise, an ability to work through
the institution’s registrar’s office means that staff members are not needed
to perform the critical function of registering course participants.

Some Principies

Althougheach of these factors isimportant, there are three principles that
admunistrators should also keep in mind in staffing. The first principle is that
the unit’s siaffing pattemn should mirror the organization of the unit’s
environment. In credit programming units, this can take one of several
forms: the unit might be organized to correspond to the institution’s college
and departmental organization, to the different client groups served, to
differcnt program types, forms, and level, or to different delivery methods
employed. A mixture of these staffing pattems is usual 1n most credit pro-
gramming units

Even though a certain level of specialization is required in all credit
programming units, the second principle is that overspecialization in
defining roles and responsibilitics is to be avoided. Although large staff size
and extensive program differentiation may point toward developing distinct
roles and responsibilities and toward strict reporung and control lines, 100
much specialization and burcaucratization can lead to unit dysfunction.
Agan, untformity must be balanced with diversity (sec chapter 1). A certain
level of mulufuncuonal roles with flexible role boundaries provides for the
following:

1. Staff members will have interesting, varied work. Their jobs will be
enriched both in level and exient of responsibility and in autonomy,
two things that contribute to intrinsic job sausfacuion (Kavz & Kahn,
1978, pp. 370-371).

to

A task-oriented and team culture will be developed within the unit.
Such a culture 1s required 10 address the complex, people-oriented
tosks assocrated with credit programming, to respond adequately 10
changes in the unit’s environment, and to be innovative n program-
ming, (Katz & Kahn, 1978, p. 283; Handy, 1985).

The third princple 1s that the support staff’s roles musi be more
specialized than those of the professional staff. Although support staff do
not differ from professional staff in ther need for enriched and vaned jubs,
thetrroles within the programm ing unit must and do differ from those of the
professional staff Specialization i support staff roles and responsibihues
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permits them to focus upon the day-to day tasks of the unit and allows the
unit to offer effective and efficient seivice to faculty and students. Such
assignments arc 1n keeping with the requirement that support staff respon-
sibilities should be more specialized than those of professional staff.

Support staff should be responsible, among other things, {or arranging
wnstructor travel, handling registrations and admissions questions (unless
this 1s handicd by the institution’s registrar’s office), duplicating instruc-
tional materials, initiating and following through on instructor payroll,
arranging for library support, handling the details of promoting the total
prc yram, assisting with textbook orders, and handling the details of ac-
countingand budgeting. The administrator’s responsibilitics withrespect to
the steady-state are twofold: (1) to establish routine procedures in consul-
tation with others, including support staff, and (2) to ensurc that paper flow
and communications among support staff are adequate, that enough check-
ponts exist so that problems and errors will be identified in a imely way,
and that all details arc covered.

In summary, support staff should be primanly responsible for the day-to-
day scrvice function of the programming unit, As noted carlier, all too often
continuing education units view themselves primarily as campus service
operauons. Although service to instructors and students and a unit culture
supporuive of such service are cnitical ingredients in organizational effec-
tiveness (Peters & Waterman, 1982), 100 much involvement in the nuts and
bolts of service by professional staff detracts from their other responsibili-
ties of problein solving, mnovauon, pohcy developrient, boundary man-
agement, and educatonal leadership.

Thas division of responsibilities between support and professional staff
15 tlllustrated 1 Figure 2. As seen in this fligure, the various responsibilitics
overlap, indicaung that all staff members share some responsitility for all
areas. For cxample—innovation (suchas in record keeping) and 1deas about
development of policy and course and degree program delivery might anse
from the support staff, and their involvementn the life of the unit should be
encouraged. Likewise, while professional staff members should focus on
other responsibilities, this docs not excuse their mvolvement in sicady-state
operatons. They must recognize that they are not only responsible for the
overall coordination of the steady-state, but that their activitics in other
arenas also affect day-to-day operations in often subtie but important ways
1n addition, sometimes the professional staff must become directly mvolved
in steady-state acuvitics (such as applying labels 1n a rush to mail promo-
tional matcrials). Their involvement 1n steady-state activihes communl-
cates to the support staff that no work of the unit1s below any member and
helps engender the team culture necded to carry out the many complex tasks

required.
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Another view of this principle is provided in Figure 3. This figure
portrays a typical staffing pattern in a medium-sized credit programming
unit. Areas of primary responsibility are indicated. In addition. it should be
noted that support staff have been assigned a variety of servi.. .unctions,
ranging from secretarial support for different professional staff members to
responsibilitics for travel coordination, payroll, data management, and
promotion. The assignment of the varied responsibilitics illustrates the
principle o° job enrichment discussed earlier.

WORK SYSTEMS AND PROCEDURES

In the jargon of organizational theory, a unit’s technology 1s the way it
does its work. One aspect of a unit's technology is the way it is organized
or structured to do work, a topic just covered. Work procedures and systems
represent another dimension of a unit’s technology. These procedures and
systems address the ways that a unit goes about planning and administering
its total program and its component parts. The next two major sections of this
chapter address some of the programmatic considerations unique to organ-
1zing and administering credit courses and programs in conunuing higher
cducation. These considerations are highlighted by focusing upon differ-

ences in the delivery of eourses and programs through face-to-face and
distance education methods and upon differences in orgamzing for courses
and for degree programs.

PROFESSIONAL STAFF

PROBLEM EDUCATIONAL
SOLVING EADERSHIP

STEADY STATE

SUPPORT STAFF
Figure 2.

Primary responsbilities of support staff and professional staff of the
credil programming unit.
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in policics and procedures will have an immediate effectupon them. Regular
newsletterscan keep students up to date with program policies, procedures,
and offerings. And specially devcloped program brochures that detail
program requirements and tentative course schedulcs are useful communi-
cation devices if they are kept current.

Course Scheduling. Courses should be tentatively scheduled over an
extended period of time (at least three to four academic terms), and this
schedule should be communicated to students in newsleters, prograra
brochures, and course catalogs. Since the number and the types of courses
thatcan be offered part-time students will probably be limited, students need
to know well in advance when courses will be offered so that they can plan
ahead. Although firm schedules would be preferred, it is unlikely that this
form of scheduling is feasible, given the possibilities of faculty illnesses,
sabbaticals, leaves of absence, and other vagaries associated with long-
range course scheduling.

Cohortversus Continuous Program Entry. Students can b admitted to
pant-time certificate and degree programs in onc of two ways: in a specified
term or atany time. In the firstsituauion, students eater a programasacohort,
proceed firough the program in lock-step fashion usually taking the same
courses, and graduate together. In the second instance, each academic term
1S witness to new admissions, to new program graduates, and to students
being at a variety of places in their programs. In some instances, program-
ming unit administrators have no choice about the type of entry to be used;
for example, in a contract program for a business offered o only a select
group of employees for a specified number of academic terms, and in a
program offered to a client group too small to support multiple program
cycles or a wide selection of course offerings. But in most instances,
administrators and departments have a choice about which form of entry to
use. Each form has its own advantages and disadvantages, and understand-
ing them 1s requisite to making a good decision about this program variable

Planning for a cohort of students is generally easier than planning for
students who are at different places in their programs. Courses can be
scheduled well in advance for each academic term with the expectation that
students will take each course 1n succession. The cohort approach is also
very workable when no deviation from an established curriculum is permit-
ted. Program budgeting is also facilitated, because enrollments seldom
fluctuate widely which 1s possible in continuous entry programs. The cohort
approach also contributes to the development of an esprit de corps among
students, which in turn encourages peer teaching and support and augments
the socialization process (Patchner et al., 1987). Unless the cohort 1s very
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large, however, overall program enrollment levels will usually be lower
than those of continuous entry programs, and the number of different course
options available to students will, of necessity, have 10 be more limited.

Although planning for students who are in a flexible entry program may
be more difficult, there is more opportunity to offer a wider selection of
courses for students, allowing them to pursue specialties of interest. Such
curricular flexibility is critically important in programs leading to a variety
of specializations and career tracks. Likewise, there is increased potential
for establishing higher cnroliment ceilings, thereby creating the potential
for larger overall program enroliments than would be the case in cohort
programs,

Finally, some would argue that the cohort approach is superior simply
because it contributes more to the development of an esprit de corps among
leamers and to student socialization. Yet rescarch (Donaldson, 1988a,
1988b) has shown that a community of supportive leamers is just as likely
todevelop within single course offerings, and may in fact depend more upon
the instructor and instruction than upon students being together in a group
throughouttheir program. In other rescarchon one un iversity’sprogram, the
author has discovered the cxistence of a cohort effect within some of the
institution’s continuous enrollment programs, Apparently, insensing cycli-
cal declines in program cnroliment, programming unit administrators
cxpend added resources and effort to build enrollment levels. The result is
an cnrollment pattern that resembles a bell-shaped curve. Outliers—those
whohave just entered the program or whoare graduating-—arc present in far
fewer numbers than the bulk of students who are found in clustered groups
at the curve’s center. Even 1n continuous enrollment programs, groups of
students, hike their cohort program and on-campus counterparts, arc Liking
courses together and contr:buting to each other’s learmin g£. The varsable of
cohort and conunuous entry programs in contruing higher education has
beenthe subject of frequent debate among prograin administrators, campus
Icadership, and faculty. It is a variable in nced o1 additional analysis and
rescarch so thatthe programming decisions itaffects -an be made with better
information and greater justification.

Open versus Closed Enrollment. Depending upon institutional policies
and specific programming situations, a program may be open to all in the
general public who meet chgibility requirements. Or 1t may be closed to
ceveryone except members of an identified group who also meet chgibility
requircments. Except in unusual circumstances, programs are closed only
when the institution’s credit programming unit and dzpartments enter into
contractual arrangements to offer programs for the cmployecs of other
organizations.
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In ceciding whether program enrollment shonld be closed or open, the
credit programming unit should be especially careful to take into accountin-
stitutional mission and policies, legal requirements and obligations, and
program precedent. Ofiering a program on either a closed or an open
enrollment basis when the other enroliment policy ap,lies has much
potential for creating greatdifficuties forand damage tothe credit program-
ming unit. Furthermoe, it cannot and should not be assumed that either
sponsoring academic units or client groupsare familiar with the rationale for
such enrollment poticies. Therefore, the enroliment policy and its rationale
need tobe fully explairad to others.

Closed and open enrollment policies may also have implications for
decisions about the type of program entry (cohort or continuous) ihai will
be permitted. A decision to limit enrollment in a program to the employees
of one governmental unit, for example, may neaessitate conort program
entry 1f there are not cnough eligible employecs to supporta program on the
basis of continuous program entry. When entering «to contract negotia-
tions, programming unit staff must fully understand the implications of one .
decision on the other and must thoroughly €apiain these implications to
representatives of the other organization.

Program participar:s enter into a contrac: wiih the institution in one of
two ways: erther individually in open enrollment programs. or within the
context of a contract between the university and another organization n
closed enrollment programs. The implications of these different contexts of
program entry cannot be underestimated. Entry in1o contractual arrange-
ments usually results in additional stipulations about who is and is not
chigible for admittance to a program. For exainpiz, acompany may make the
program available to engincers in onc of its divisions and not tc enginecrs
in 1ts other divisions. The quality of the relauonship tiat develops between
the umversity and the other organization also esiablishes a social and
psychological chmate that may either facilitate or create barriers to learner
participation.

Curricular Integrity. Again, because most credit programs offerrd
exclusively 1o part-tiw.c adult students are often restricted in the frequency
and vanety of course offerings, great care must be taken 1o ensure the
curricular integrity of these programs. This requires attention Lo (1) the
frequency with which courses arc offered, (2) the number of different
courses offered during each academic term, (3) the proper sequencing of
courses, and (4) cither offering a selection uf courses over the period
required for most partcipantsto complete their program oridentifying other
mnstitutions’ courses for transier into students’ programs. Atienuon to these
factors 1s nevessary tomeet students’ educational interests and needs as fully
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a possible and to enable them to make good academic progress. Higher
education’s past experience with a full-time, resident swdent body in a
continuous enrollment pattern has, in many instances, not required the same
level of concern for these factors as does curriculum planning foradults. Pant
ofacredit programming unit administrator’s responsibility is thercfore to be
an advocate for careful curricular planning, 10 ensure that departments and
colleges understand the potential threats to adult students’ programs, and to
assist colleges and departments in planning so that curricular integrity is
ensured.

Adequate Instructional and Learning Resources. Credit programming
unit administrators must be sure that adequate instructional and learning
resources are made available at times and places convenient to learners. For
on-campus offerings, this may require working with other administrators to
amange for the use of specialized classrooms and laboratory facilitics. It may
also require working to keep certain learning resource centers and student
services offices open at umes when adults can use them. For off-campus
offerings, the administrator must arrange for adequate classroom and
laboratory facilities with other educational institutions or organizations,

Arrangementsalso will have (o be made withother insututions and public
libraries for library support. Sometimes this may require hiring hibrary
personncl (as has been done by the Umiversity of Wisconsin-Extension,
Central Michigan University, and the University of Hlinois at
Urbana-Champaign) to arrange for extending campus library resources to
lib-aries near the students.

Although it is important for adequate instructional and learning re-
sources to be avarlable for cach course offering, it 1s cqually important for
resources to be made available :0 help students complete other program
requirements, whether internships, theses, seminar papers, or comprehen-
slve examinatons.

Communication with Faculty. Swdents need to communicate regularly
with faculty members about course work and their programs. For on-
campus programs, faculty members should hold office hours at umes
convenient for adult students, Facilitating communicauon for students ata
distance from campus, however, requires additional mechamsms, These
include setting up in-bound, toll-free WATS lines for students’ use, encour-
aging faculty members 0 have regular telephone office hours, supporting
faculty ravel toof f-campus sites for group and individual advising sessions,
and supporting the use of communications technologies for student-faculty
communication (for example, audio- and video-teleconferencing for group
meetings and computer conferencing for individual and group communica-
tions).

[l
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Integrated View and Approach.

Assessment must firtt and foremost focus upon an integrated view of
learner need, demand, el gibility, and commitment. Leamners must fecl that
they need the program, gemand for the program must be great enough, there
must be cnough eligible lecarners within the pool of those needing and
demanding the program, and those cligible leamers must be motivated and
committed enough to exchange their time and money to pursue the degree.
Seldom does one method of assessment meet the conditions of this inte-
grated view. Rather, a number of interrelated assessment activities, using
multiple methods of data collection and multiple sources of data, are
required. Datamust notonly be more varied, but mustalso be asreliable and
as valid as possible to suppert the decisions required for resource commit-
ment

An example of how one academic unit approached needs assessment
illustrates of the importance of this integrated view. The School of Social
Work at the University of Illinois at Urbana—Champaign offers a combined
off- and on-campus Masters of Social Work (MSW) program. Although
learners can complete almost half of the program requirements off campus,
they must also commit to spending one scinester in on-campus study,
followed by twenty-cizht weeks in a supervised intemship that can be in
therr home communities The conditions of residence and of being away
from therr jobs for o.ore than half a year require acommitment that exceeds
the commitment asked of most other students enrolled 1 off-campus
programs. As aresult, the School of the Social Work 1s very concemed that
ity assessment methods accurately measure the level of motivation and
commitment among potenual students, as well as need, demand, and
ehigibility.

The needs assessment approac h used 15 a conunuous one thatdraws upon
several sources of mformaton and uses a number of methods. School
admnistrators and faculty and continuing cducation staff members main-
tan informal and formal contacts with social service agencies and local
professional associations to montitor the level of need and demand 1 a
particular geographic arca. These contacts are also used to determine how
commtted employers are to providing released time for residence study. At
umes, surve, sare used as another source to double-check level of need and
demand. Names of persons who request the program are collected, and they
are kept informed of the posstbility of the program being offered mn their
communitics.

Asafinalstepleading to an ann. gl decision about where the program wall
be of fered the tullowing year, information mectngs are held incommunities
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where informal contacts, requests for the program, and surveys have
indicated that sufficient program demand exists. The information meelings
arepublicized through (1) letters to potential stdents, professional associa-
tions and social service agencies, (2) contacts throughout the community,
(3) press releases, (4) newspaper advertisements, and (5) flicrs.

The information meeting scrves four interrelated purposes. A final gauge
of program demand is made through a count of people who turn out for the
meeting. The program is completely described, with special emphasison the
level of commitment required of lcarners. Information on the cligibility of
potential learners is collected through a questionnaire that addresses this
variable and through later review of transcripts that those attending the
mecting are asked to send the School of Social Work. The commitmentlevel
of those in attendance is also determined, but this process defies detailed
description because it is based upon the professional judgments of School
administrators. Through ycars of expenience with information meetings,
administrators can pick up nuances about the participants’ commitment
level from their attitudes, comments, and questions. This last step also
illustrates the importance of informal judgments in needs assessment—
judgments that are based on informauon gleaned through effective histen-
ing, picking up subtle cues from potcnual chients, and empathizing with
them.

Althozgk administrators of an academic school are used to illustrate
these pornts, credit programming unit administrators should have the same
professional and personal proclivity for informally obtaining essential
informauon from and about potenual students. The enure needs assessment
process Just described has evolved over many itcrauons and through
continuously fine-tuning 1t. Although 1t1s not a perfect sysiem, problems
with 1nsufficient program enrollments have occurred very infrequently,
thereby avoiding the situauon described in the fourth vignette, “Underesti-
maung Constituent Clout.”

The Problem of Raised Expectations. A finalthing to keep in mind about
needs assessments is that care must be taken to ensure that assessment
activities do not create unreahistic expectations among potenual paraci-
pants Although this principle applics to a single course offering, 1t 1s
parucularly important for degree or ceruificate programs where learner
commitment is ¢xtens! ¢. The very act of assessing needs may communi-
cate to potential learners that a course or program offering 1s not only
possible butprobable. This was the case in the third vignette described in the
“Introduction.” Dashing the hopes of client groups can have negative
consequences, SO it is better to avoid nceds assessments unless realisuc
expectations can also be communicated to potential leamers.
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Clearly, credit programming unit administrators can find themselves at
the center of many *“tugs of war.” They are expected to satisfy as many of
the various unit stakeholders as often as they can. They are asked tobe both
responsive and responsible — responsive to chientele and responsible to the
institution and its colleges and departracnts. Therefore, decisions about
whether and how to conduct needs asscssments are not to be made without
scriously considering the possible consequences within and outside the
parent organizauon. One rule of thumb 1s that nceds assessments should not
be undertaken unti critena for responding have beenthe sughly worked out
and arc fully understood by academic departments. Even then, care must
still be taken not to raisc thz expectauons of potential clicntele.

Special Programmatic Considerations for Certificate and
Degree Programs

Ceruficate and degree programs are much more than the aggregate of
single course offerings. Even in programs that require only course credits,
adm:nistrators must pay attention to several 1ssues. (1) course sequencing,
(2) the mix of major, minor, and clective courses, (3) curnicular choice
offered students, (4) credit transfer policies, (5) provision of adequate
structional resources, and (6) program snformation and advisement. And
1n programs that require learming expeniences other than course work (for
example,internships, .omprehensive examinations, theses, or special papers),
altention to these aditional requirements 15 essential. Programs, like
wholes, are greater than the sum of thewr parts, and this fact must be
recognized and be grven full consideration i programeming

The pari-ime cnrollment pattern of adult leamers also places special
demands on programming. Because adult students must fit their study into
larger personal and work patterns, they have to extend their programs over
several additional terms and arc frequently unable to maintain a continuous
enrollment pattern as most of their on-campus couuterparts do Special
consideration must therefore be given to potential threats to aguiu studzsnd.’
programs and their academic progress and suceess. These threats include

1. Insufficient number and type of course offerings over tnie
2. Improper sequencing of courses

3. Inadequate access to program advisement and to adviscment related
to long-range educauonal planning and career goals

4. Inadequate acces o nformauon sbout rules and requirements of
specific programs and to information about course sclecton and
scheduling

5. Inadequate attention to problems encountered in programs and courses

O
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Faculty Program Coordinators. Dealing with these potential threats
requires the concerted cffort of the credit programmang unit and sponsoring
academc departments alike. Onc means of achieving full participation of
academic departments 1n: this endeavcr is by appoinung faculty members to
prog am coordinator positions for thewr respective departments. Such an
appomtment should come with released time from other duties, acondition
of appointment that may be achieved only through financial and other forms
of support from the credit programming unit. But the support provided to
rclease a faculty member’s time to carry out program coordination respon-
sibilities 1s well worth the investment.

The responsibiliies of a faculty program coordinator should include (1)
being 1 regular communication with the credii programming unit staff
members with whom they work, (2) assisting in needs assessment, (3)
overseemng advisement, (4) . heduling courses, (5) helping to prepare
informaton picces distributed to students on a regular basis, (6) assisung in
de:cloping marketing and premotional strategies for the program, (7)
oricnung collcagues to working . 'th adult students, (8) dealing with
students’ academic problems, and (9) assistng 1n regular program cvalu-
auon. The major rationale for having faculty program coordinators rests less
on having other persons available to as+ >t in programming, but more on (1)
faculty coordinators’ knowledge of U _ir disciplines, their depariments, and
their chentele, (2) their ability to work collegially with other faculty
members m fulfilling their coordination responsibilities, and (3) their
br.nging credibility to the program.

The presence of afaculty program coordinator does not,however, excuse
«redit programming unit admimistrators from exercising leadership
cnsuning that measures are taken to deal with potenual threats to students’
progress and success and to mamntaining program quahty. Rather, the
faculty program coordinator should be viewed as a partner, as well as a
resource. mn this process. 7 igether, they should work with others :n dealing
with the following issues:

Information. Adult stulcnts should be given timely and accurate infor-
mation about umiversit; policies and procedures and about specific program
rcquirements Although some of this can be accomplished through regular
promotonal picces, such as course schedules published for each academic
icrm, other means of communication are equally impontant. Student hand-
bocks that spell out policies, procedures, and requirements and that include
suides to assist students in planning thewr programs withadviserscontribute
much to sharing of information, student onientation, and the preplanning of
students’ programs Letters can be sent to degree candidates when changes
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Program Promotion. Many cffective methows of promotion have been
developed for continuing cducauon offerigs. However, a few comments
about some specialized methods of promoting degree and ceruficate pro-
grams are in order. Most credit programming units produce a dircct-mail
course catalog, which includes policy and procedural information and a hist
of course offerings for each academuc term. The uscfulness of these
publicauons for degree and ceruficate programs can be vastly improved if
they also contam information about programs offered and a tentauve
schedule of course offerings for future terms.

Specialized program brochures can also be used effectively as direct-
mail 1tems. These brochures should contain a program description, a
tentative course schedule, an outlsne of program requirements, admission
and enrollment cniteria and procedures, information about advisement and
instructional resources, and a form for potential participants to request
ar Yional information or application materials. Another effective means of
1 -omoting programs, especially 1n urban areas, is a newspaper advertise-
ment announcing the availability of programs and containing a coupon the
potential students can mail 1n te request additional information. Promotion
of this sortnot only provides broad exposure for programs, but 1t aiso helps
develop mailing lists of potential participants.

Developing relationships with professional and trade associations and
withemployers of potential chents is another critical ingredient in program
promotion. These relationships allow the programming unit to use in-house
communmication vehicles (o announce course and program offerings. They
may also result in invitations to meetirgs, trade shows, ana other pubhic
events where programs can be described, questions answered, and partici-
pants recruited.

SUMMARY

This chapter has considered two dimensions mternal to the credit
programming unit—the organizauon and work of staff, and the systems and
procedures employed by the unit1n its work. Three factors associated with
staffing were reviewed, as were three principles of swaff organization.
Implications for staffing associated with the introduction of distance cduca-
tiontechnologies to a unit’s course and program delivery mechanis 1s were
alsoreviewed to illustrate the effect that this form of pregram differentiation
hason staffing and the organization of work. Finally, some of the major pro-
grammaltic factors unique to organizing and administering credit programs
were reviewed. The next chapter turns our attention outside the credt
programming unit by focusing upun developing and maintaining relation-
ships with others external to the una!
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Developing and Strengthening
Relationships

The administraton of credit course offennygs and programs involves the
continuous process of building and maintaining relauonships with others
outside the unit. The processis cnucal for several reasons. The quahity of the
relationships directly affects the amount of mfluence that programming unit
admunistrators will have 1n working with others. Building bridges to those
outside the unit also opens channels of communicauon through which
informauon vital to umt functioning can flow. Information, 1n the form of
feedback about programs, services, and unit operation, is necessary for
1denufying and correcting problems. A good flow of information 1s also
.ntical to environmental scanning. Informauon about the unit’s parent
organization and service area environment 1s needed 50 that the unit can
adapt Lo environmental changes, as well as mninate strategic changes in the
environment that benefit the unit.

This chapter deals with ways that relationships can be built and main-
tained with three external groups—colleges and departments, campus
leadership, and chent groups. Pracucal means to foster the process are
suggested. Yet each means 1s based upon the principles for working with
others outhined m chapter 1. The principles of reciprocity, goal compatibil-
1ty and complementanty, openness, and ownership, in parucular, are keys
1o success.

COLLEGES AND DEPARTMENTS

Maintain Frequent Contact with Academic Unit Leaders and
Faculty

Frequent contact with others is prercquisite to the development of rela-
tionships. This contact, however, must go beyond meetings and other work-
related acuvities. Informal means of contact are also critical. Striking up
conversations with faculty members who come into the office on other
busimess 1sa very uscful approach. And the importance of setting aside some
time to wander the halls of campus buildings to chat informally with others
should not be underestimated. In short, administrators should take advan-
tage of and create opportunitics to be in contact with faculty and the leaders
of colleges and departments.

Listen anid Understand

Although mentioned in chapter 1, the principie of histening and under-
standing the perspectives, problems, and agendas of colleges and depart-
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ments bears repeciing. To achieve this requires openness. 1t also requires
setting aside 1ndividual and programming umt perspectives, problems, and
agendas so that what others say can te placed within therr framework or
view of the situation. This assistsin obtaining akaleidoscope of views uscful
inidentifying and framing problems and contnibutes much to the quality of
informauon cntical to operauonal fine-tuning and strategic adaptation and
change.

Assis* in P; oblem Solving and Goal Achievement

When possible (and especially when goals are compauble and resources
are available), colleges and departments should be assisted in solving theiwr
problems and achieving their goals. The principle of reciprocity 1s important
here. Assistance to others will pay dividends to the programming umt in a
mulutude of ways. Failure 1o assist colleges and departments, especially
when their problems and goals are dircctly related to the umt's total
program, can either preclude developing a relauonship or can do serious
damage to existing oncs.

Serve in Ways That Go Beyond Programming Unit Goals and
Agendas

Umit admimistrators, to the extent that ume and other resources permat,
should serve on campuswide, college, and departmental commatices when
asked, show support through appropnate attendance at funcuons that may
be unrelated or only peripherally related to the programming umit’s work,
and provide financial support for academic units’ other activitics (for
example, a coninbuuon of a few hundred dollars to support an acuvity of
special interes! to a denartment). Personal, “moral,” and minor financial
support that goes beyond the call of duty will do much to sohdify relation-
ships with colleges and departments. It shows that the unit administrator
understands their agendas and problems. It also shows that the programming
unit cares.

Share Information

Because credit programmung units work with others across the campus,
they have informauon that may not be readily available to others. Appropri-
atc and umely sharing of this information opens channcels of communica-
tion, culuvates other sources of information, and helps the programming
unit admimstrator become an important part of informal campus communi-
vdtions networks. Sharing information not only contributes to the develop-
ment and maintenance of relatonships, but it also ads in gathenng new
information critical to the umit.
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Communicate Pertinent Program Related Information

If relationships with colleges and departments are to be good, there
should be no surprises in the unit’s working relationship with them. If
problems are forescen 1n any aspect of the programming unit’s work with
academic units, the colicge or department should be alerted to these. Failure
1o communicate this information in a timely fashion will have negative
consequences for the relationship. It will also require time and attenuon to
crisis management when problem' unfold and become known to the college
or department.

Actively Serve on Programming Unit-Related Committees

It is important that programming umt adminmistrators join and even lcad
committees related to the umit’s total program. Campuswide commuttees
with such a focus may be found 1n the insuitution’s faculty senate, incampus
offices of undergraduate education, and n the graduate college. These
commuttees arec most commonly charged with policy and program evalu-
auon responsibilities, areas of criical importance to the credit programming
unit. Colleges and departments with significant continuing educauon credit
programming may also have committees that deal with programmauc
issues, policies and procedures, and program evaluation specific to the
college or depariment. Scrvice on all such commattees in either a member-
ship or ex officto capacity 1s important for information transfer and for
participation n decisions that directly affect the programming umit.

If committees do not exist as part of campus, colleges’, or departments’
governance structures. unit administrators should work to establish them.
They provide useful forums for building relauonships, joint planning and
scheduling, curriculum aruculation, policy setting, evaluation, and 1denti-
fyng andaddressing problems of mutuzl concern. If academic units have no
committces of this type, they can be jointly established and sponsored by
both the credit programming unit and a college or department. They can be
co-chaired by an academic unit administrator or faculty member and a
programmmg umt staff member. In evaluating the establishment of new
commuittees 1n support of continuing educ ation, unit administrators should
assure that the commuttecs are appointed by individuals tn sigmificant roles
on the campus. Their own credibility will add a degree of credibility o the
continuing cducatuon advisory or adninistrative commutice.

lrrespective of how committees are established and organized, the
importance of posttioning onesell for service on them should not be
underestmated. Participation gives the umit administrator a role in making
many of the deasions that directly atfect the unit Failure to participate
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results m the unit administrator being at the margins of decisicnmaking,
with hittle or no input or control over decisions that have implications fur the
unit. Committees also serve a legitimizing function. By being pait of the
formal structure, credit programming unit activities gain ‘egitimacy.
Commutices play this legitimizing role even if the commi.tee is only a
formality (the actual work and decision making is done i.formally and
outside the commuttee structure).

Be Candid

In building and mamtaining good relationships with others, program-
ming umit administrators should be candid and forthright. Mistakes and
crrors should be admitted, problems shared, and program limitations should
be communicated. Covering up mistakes and letting problems lurk in the
background form the seeds for credibility crises that can seriously damage
relationships with others.

Be Flexible in Providing Support

Dufferent colleges and departments require varying types and sources of
supportto enable them to work with the credit programming unit. Many will
want overload compensation for faculty. Others will want credit for the
instructional hours generated through participation in the unit’s courses and
programs. Some will want graduate assistants and other forms of in-kind
support. Several may want a share of indirect income generated through
contract credit courses and programs. Still other, may require funding of
faculty positions to cnable them to offer continuing education creditcourses
and programs. And combnations of these and other forms of support may
be required. To the extent that campus and other applicable policies permit,
the programming unit should be flexible enough 1o provide different, but
appropriate, forms of support to solidify relationships and v..able colleges
and departments to participate in 1ts programming.

“Go To Bat for Them”

When 1ssucs and problems anise that interscct with the goals of acollege
or department and the programming unit, adminstrators should assume a
Icadership role in working with supenors and other campus lcaders. Doing
s0 will require informing others about the 1ssue or problem, advocating
attention to 14, and suggesting solutions. This form of leadership communi-
cates to others that 1¢ administrator care, fallure to act communicates the
opposite.

Use Evidenceand Logical Argumentsas Armamentin Persuasion

When fostering relationships with col' wes, departments, and facuity
members, programming unit administratu: > must keep in mind that the
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academy, by the very nature of 1 work, responds best to persuasion buiit
upon solid evidence. Thus programming unit administrators should be fully
aware of existing rescarch related to the types of programs offered and to
those bemng proposed. They should also be proficient in rescarch design,
datacollection,and interpretauon of findings. Proficiency in these areas and
knowledge of research contribute much to others’ perceptions of an admin-
1strator’s expertise, facilitate persuasion, and help strengthen relationships
by virtue of working relationships built in part upon the programming unit
admunistrator's understanding and respect for evidence and logical argu-
ment.

Don’t Question Motivations

As noted earher, facuity members, colleges, and departments have
varying motvations for working with the credit programming unit. Given
continuing cducators’ dedicauon to serving adult leamers, credit program-
ming unit administrators may be tempted to be skeptical or even contemp-
tuous of motivauons that fall short of altrmism. This 15 a temptation to be
avoided. Rather, people should be met on their own terms. Judging the
motives of colleges and departments often occurs because umit administra-
tors are sontent on “getting the job done.” As a result, they only hear what
15 being said on the surface instezd of really listening and understanding the
perspectives of others, which is critical to developing good working
relationships. When unit administrators feel the temptation to judge the
motives of others, this should be a warning to stop, think, and a-k, “Am [
really listening to what is being communicated?”

This 1snot meant to imply that no effort should be made to build a faculty
member’s,college’s, 0 department’scommitment to serving adult leamers.
But if this commitmen 1s an a priort condiuon for developing a working
relationship, very httle programming probably will result. Others’ motiva-
tions are starting pownts, not barrers, for relationship and commitment
building.

Support and Assist College Continuing Education Units

As alluded to 1 the “Introduction,” at some institutions centralized
continuing education offices coexist with decentralized and often paralicl
continuing educauon offices 1n selected academic colleges. These college
offices may also have responsibility for continuing education credit course
and degree programming. It is often lempling to view thesc umits as
competitors that should either be fought or, at best, ignored. This too is &
temptation to be avoided. Instead, the credit programming unit should
support, assist,and share expertisc with college continuing cducation units
and the individuals who administer them.
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Thus approach is not only essenual to building good working relation-
ships across the campus (with the parucular college and other colleges, as
well as with campus leadership), but it also supports the mutual sharing of
information and cxpertise among all the units concerned with extending
creditcourse and degree program opportunities to adult Icamers, something
which is integral to creatively and cffectively serving different adult client
groups. It is important to recognize that these college programming units
also control resources, in the form of additional course offerings, which may
be necded by the adult leamers who are served by the credit programming
unit. Therefore, rather than sceing these college offices as competitors,
programming unit administrators should view them as units worthy of
supportand assistance, as units that also have experiences, information, and
expertse of value to the credit programming unit, and as units that have
valuable resources for the adult lcarners the credit programming unit serves.

Camprus LEADERSHIP

Developing and mamtaining relauonships with campus leaders requires
many of the same things required in working with faculty members,
colleges, and departments. Listcning, understanding, and beiag candid, fo-
cxample, are equally applicable to working with this group. But there are
other strategics that must be employed in working with campus leaders, and
these are reviewed here.

Be Responsive

Programming unit administrators should be responsive to campus lcad-
ers’ requests, interests, and agendas. Although these may at times appear to
be disruptions to the unit, failure to be responsive can seriously damage
good working relationships. If requests and agendasplace undue burdens on
the programming unit, their effect should be communicated, and ways of
modifying the expectations should be explored within the context of
IeSponsiveness.

Represent the Institution Well

The programming unit’s work and programs arc areflection on and of the
entirc institution The unit therefore needs to work within the context of the
mstitution’s mission, to carry out responsibilities in a professional manner,
and to project the appropriate institutional image in programming and
publicity. Success in these arcas will communicate to campus leaders that
credit programming unit administrators not only understand the nstitution
and their vision of it, but that the unit is also contributing to the realization
of that vision.
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Assist in Problem Solving and Strengthening the Institution

Instead of creating problems for campus leaders, assist them in solving
their problems and thosc of the institution. Letting programming unit
problems come to the atiention of leaders in scarch of a solution only
nterferes with good relationships. It is cnitical that the unit solve its own
problems, wiile ensuring that its programming contributes to institutional
vitahty. It1s also important for umt administrators to position the unit to be
asolver of problems for campus leaders rather than arequester of assistance
from them. For example, supplying current, accurale, and relevant research
data about particular legislatv= districts to university presidents when they
appear before legislative commaticesisatype of service thatcredit program-
ming amts can often provide. This form of assistance builds relationships as

well as internal support for the unit (Votruba, 1987).

Use Formal Communication Channels Well

Because credit program ming unitadministrators are not close to campus
leadership on the istituon’s organizational chart, direct lines of commu-
nication arc scldom available for frequent use. However, times do arise
when information is requested either directly or through supenors, when
meetings are called where face-to-face communications with campus lead-
ers can occur, and when situations ansc that requirec communications with
campus leaders through formal channels. When these infrequent opportu-
mtes doanse, 111s important to use them well. Information about the unit's
total program of offerings can be shared 5o that those in leadership positions
can become more inforined about the work of the unit and its contributions
to the 1nstitution. These occasions may also provide opportunitics to bring
the unit’s special needs and problems to the atiention of the campus
leadership.

Use Informal Channels of Communication

At umes, informal channels of commumcation (or at lcast the lines of
communicaticn open 0 a umt administrator) should be employed W
communicate with campus leaders. This 1s especially effective when the
problems the umt faces are also thosc of others who have more direct access
to campus leaders. As 11 many other cases, networking is again the key.

Provide Pertinent Information Succinctly

It 15 'mportant that campus leaders be provided relevant and pertinent
informauon. Campus Icaders are barraged with demands on their ume and
with requests for their attention to a variety of problems and nceds. When
communication opportumties do arise, programming unit administrators
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must ensure that tiie information provided is on-target and succinct. Extra-
neousand peorly formulated information only clouds the issues and detracts
from the messages being sent. It may also reduce the limited number of
communication opportunities if unit administrators are perceived as not
using leaders’ time appropriately and well.

CLIeNT GROUPS

Again, many of the strategies already outlined are equally applicable for
building and maintaining relationships with client groups. However, one
strategy already covered bears repeaung and an additional strategy needs to
be introduce!.

Be Canrdid

In working with client groups, progcamming unitadministra urs must be
candid about the limitations of what the programming unit and the institu-
uon car do for them. While zesponding to requests and meeting needs is
important, neither the institution nor the programming unit can be all things
to all people. Therefore, unit admiristrators should be up front about
hmatations. Promising more than can be delivered is not only ethically
questionable, 1t is also administratively imprudent.

Get to Xnow Client Group Representatives Well

When clients are represenied by an individual, it i« important t¢ get w0
know the representative well. Although neither the programming unit
admunistrator nor the client group representauve has formal power over the
other n an interorganizational, cooperative relationship, personal power
and expzrt power can be at uni administrators” disposal if they take the time
to develop the foundations for them. This requires frequent contact with
representatives, sharing informauon with them, listenine to and understand-
ing the clients’ problems and concems, and dealing with these 1f possible.

Changes in policies and procedures must be communicated well in
advance so that appropriate adjustments can te made within the other
organization in timely fashion. Site visits to the other organization should
be made. These extra efforts show concem for them. Finally, unit adminis-
trators should work with the represcmiative in a team environment to solve
mutual problems and to improve the efficiency, effecuveness, and quality
of progiamming,

SUMMARY

This chapter has ~tlined, some practical means for developing and
maintaining offecuve working relauonships with faculty members, col-
leges, departmants, campus leadership, and client groups. Strengthening
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these relationships requires the constant atiention and effort of credit
programming unit administrators. In the process, they often have to do a
balancing act in order to manage the needs and interests of everyone
concerned. However, by positioning oneself asa*‘nerve-center” of informa-
tion and by dealing with others in a candid, forthright, and understanding
way, an administrator can develop and maintain effective working relation-
ships. These relationships are crucial to effective day-to-day unit operation
and to development of the unit’s overall strategic planning.

51




Chapter 4 ===
Working With Faculty

Fac ulty members are one of the mostimporiantinstitutional resources for
the conunuing educat:on credit programmung unit. Yet, as anyone who has
cver worked 1n continuing higher educauon knows, faculty members are
also a limued, and very often hesitant, resource. They have many other
demands placed upon their ume. And the rewards for continuing education
and public service acuvities are seldom as gre & as those for research and
publicauon. As a result, their paruci “uon 1n credit courses and programs
docs not come casily.

When they do partiupate, however, facuity members have the major
responsibility fordesigning educational expeniences and for teaching adults.
By virtue of this responsibihity, they have more direct contact wath indivic-
ual members of chient groups than programming unit admimstrators can
ever hope to achieve. Their success 1n working with adult learners will
therefore have adirect impact upon the success and quality of the continuing
education credit umt’s programs.

Thas chapter considers three important aspects of working with faculty
members. (1) developing rewards for campus faculty participaton in credst
courses and programs, (2) working with non-university instructors, and (3)
onenung faculty to work with adult learners.

REwWARDS FOR PARTICIPATING IN CREDIT COURSES
AND PROGRAMS: A MULTIFACETED AND INTEGRATED
APPROACH

Developing fuculty rewards for participation in continaing education
credit courses and programs 1s acomplex topic. It requires focusing on three
insututional levels. campus policies and procedures, college and depart-
mental policies, procedures, and needs, and the motivaton of individual
faculty members. It also requires an understanding of (1) role theury,
cspecially when faculty members are assigned to parucipate as partof thesr
normal responsibiliies, (2) ntrinsic and extrinsic patterns of motvation,
and (3) the need to maintain a relative balance between role expeclations,
ntrinsic rewards, and extrinsic incentives (Katz & Kahn, 1978). And 1t
requires a focus upon work satisfaction factors and the need o chiminate
disincenuves that can have a negative impact upon faculty participation. In
short, supporung faculty involvement in continuing education credit pru
sramming requires an ntegrated and mulufaceted approach. To be effecive
tn this arca, programming unit administrators must be armed with an
understanding of the dynamics involved in this aspect of programming, as

Aruitoxt provided by Eic:

Chapter |
Guiding
Panaples of
Leadership

Chapter 2
Orgamzng
and
Coordinaing a
Comprehensive
Program

Chapter 3
Developing
and
Strenginemng
Relauonships

, .
Workony
LANTT VI B TRTITRY

Chapter 5
Lvalvaung
Credut Courses
and Programs

Conclusion
The
Challenges of

Crednt
Programming

49




50 Managing Credit Programs in Continuing Higher Education

O

ERIC

Aruitoxt provided by Eic:

well as with the ability and resources to support faculty mvolvement along
several dimensions.

Institutional Policies and Perspectives

The work that has been done or nstitutional policies and procedures for
developing faculty rewards for continuing education acuvities has focused
on integrating continuing cducation nto the primary reward system of the
institution. This work suggests that four issues must be addressed: obtaining
support of campus leadership, defining faculty participauon in continuing
cducaton credit programming as nstruction, developing supportve poli-
ctes and procedures, and gaiming support of individual colieges and depart-
ments and their leaders. Each issue 1s discussed below.

Obuining Support of Campus Leadership. The most fundamental of
these 1ssucs is to obtan the support of campus leaders for faculty parucipa-
tion in credat programming. Without support from the top, much of what else
1s donc becomes unoperauonalized rhetoric. Faculty parucipation may be
mentioned in policy documents and referred to 1n specches. But as long as
campus |eaders do not operationalize policy statements in reviewing tenure
and promotion papers, another message is sent to faculty, colleges, and
deparurients “Continuing education simply does notcounttoward tenure or
promoticn.”

Defining the Activity as Instruction. Faculty participation in continuing
¢education credit courses and programs should be defined and viewed as
nstruction and not as continuing education or public service (Votruba,
1978) Thus perspective permits several things to occur. Instruction 1s amore
clearly defined activity in the minds of faculty members than are either
continuing educatiun or public service. Viewing credit courses and pro-
grams as instruction grounds the activity n onc of the major two acuwvities
and value systems of higher education. It helps the continuing education
credit programming unit achieve at least partial parity within the value
structure of the institution (Clark, 1956; Donaldson, 1988a). (Full parity
could be achicved at many institutions only if participation in courses and
programs were on a par with rescarch and publication.) It permats faculty
members 1o be evaluated for their participation in a manner similar to (if not
the same as) the way they are evaluated for resident instruction.

To the extent that continuing education credit instrucuon 1s done as part
of faculty members’ regular loads, data can also be collected to report on
faculty, departmental, and college instructional activities. These reports, in
turn, can be used in resource allocation decisions made by campus leader-
ship (Hanna, 1981a). Continuing cducation credit instrucuon done as part
of faculty members’ regular loads can therefore serve erther to maintain or
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1o mcrcase a college’s or department’s resources. Part-of-load nstrucuon
can also serve to betier mtegrate continusng education mstruction nto the
fabnic of college and department programming and thereby contnbute to the
quality of offerings.

Developing Supportive Campus Policies. Appropniate policies and pro-
cedures must be developed and accepted at the campus level. These policies
should address not only the importance in the tenure and promotion process
of faculty participaizon in conunumg education credit programming, but
also the ways 1n which this participation will be documented and evaluated
(Votruba, 1978; Elman & Smock, 1985). In a ~.udy Jone at the University
of Illmois a« Urbana-Champaign, 1t was found tnat most faculty members
simply listed their involvement 1n continuing education activities in their
tenure and promotion papers, failing to provide evidence of cither the
quality of their mvolvement or 1ts impact on or beyond the campus. As a
result, tenure and promouon coramittees summanly dismissed thesc activi-
ties 1n their tenure and promouon decisions (Hanna, 1981a, 1981b).

To recufy this situation, faculty members were encouraged to collect
evidence of the quality and impact of their involvement i continuing
cducation activities. ““A Faculty Guide for Relating Continuing Education
and Public Service to the Promotion and Tenure Review Process” (Univer-
sity of Illinois at Urbana-Champaign, 1981) wasdeveloped to assist faculty
members (1) in understanding the importance of emphasizing continuing
education and public service activitics that made contributions to their field
and (2) in planning the collection of data that demonstrated the quabiy and
impact of their efforts.

Gaining College and Departmental Support. Obtaining the support of
campus leadership for facuity participation in credit programming, defining
participation as mstruction, and developing supporuve policies and preve-
dures are necessary preconditions to faculty participation, but they are
insufficient unless colleges, departments, and their lcaders are also suppor-
tive. Programming unit administrators must work with cach college and
department to ensure that campus policics are implemented in ways that
meet college and departmental needs. One need that all academic units have
is to see junior faculty members, in whom they have invested much, receive
tcnure. Programming unit administrators should work with colleges and
departments in communicating and interpreting campus policies and as<ist
ing academic units and mdividual faculty members in gathering data that
support facuity members’ cases for tenure and promotion.

Asnoted earlier, however, each college and department aiso has aifferen:
nceds that the unit administrator must attend to. This 1s no less true whe
faculty re'sards arc considered. For example, some units i which enroll-
Q
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meats are declining may sce continung cducation as a means (o bolster
enroliments In this sitwauon, part-of-load instrucuon coupled wun genera-
ton of reports that provide evidence of nstructional acuvity will be
necessary for the college and department 1o support 1ts faculty members’
participauon,

In other nstances, enroliment pressures on colleges and departments
may be great, and other mechanisms must be used 10 support faculty
parucipauon within the conteatof faculty rewards. Two means of giving this
support arc using distance educauon delivery methods and providing
addiuonal faculty posiuons for the colleges and departiments. Distance
cducanon dechvery metheds can be used toextend faculty members’ student
loads without increasing their course loads. Courses can be taught on the
campus while they are being delivered or taped [ later distribuuion to off-
campus lcauons These modes of dehivery can reduce the ume that faculty
members would otherw 1se spend tn conunuing education credit instruction
while also increasing the instructional producuvity of faculty members,
colleges and departments

Another mechansm that needs 0 be explored is providing faculty
pasitions to colleges and departments, with the understanding that thesce
addiuonal resources will be used to facilitate academic upit parucipation i
continuing cducauon credit programming Although this means of support
15 generally more costly than overload payments 1o faculty members, 1t has
the advantages of cnsunng part-of-load Instrucuion, obtaining program
commitment from colleges and depariments, and Integratng contiauing
¢ducat-on credit programming intothe day -to-day nstructional acuvities of
academic units

The Individual Dimension

Altho1igh much can be done at the organmizational level 1 support faculty
tnvolvement n continuing cducaton, programming umit admnistrators
must also attend to the mouvations of individual faculty members and how
individual incenuves interrelate with the organizauonal dimensions of
participauon,

The Part-of-load Dilemma and Balancing Motivational Rewards

Much can be gained through faculty parucipauion n credit programming
on a part-of-load basis However, an inherent tenston may Crojs up 1n these
assignments Faculty members who teach adults on an overload basis can
choese to parucipate or not. In contrast, faculty me:nbers who teach 1n a
continuing cducauon credit program on a pant-of-load basis either have no
choice or a hmited range of choice about their paructgation. If they do not
also have an ntrinsic cammitment to teaching adults or do not receve some
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extninsic payoffs for parucipating, they might rebel (Katz & Kahn, 1978,
and the quality of insrucuon might decrease {Donaldson, 1988b).

The dilemmaof part-of-load instruction points out the need for program-
ming unitadmimstrators to heed the advice of Katzand Kahn (1978) tohave
an integrated and mulufaceted reward system that also maintains a relative
balance among intrinsic rewards, extrinsic motivators, and the assignment
of duties. Some means of providing an integrated approach at the individual
level are outlined below.

Attending to the Faculty Members’ Resources

For faculty members, one of the most valuable resourczs 1s ume. For
many, no amount of extra compensauon for participation in continuing
education acuvities 1s worth the ume they would lose tu zonduct addiional
research, publish, or consult. Since most continuing educauon credit activi-
ues require more time of faculty than residence instruction does, 1t 15
important w henever possible to reduce the ume commitment of faculty and
to compensate them through some form of differenual pay.

As menuoned carlier, residentand off-campus teaching can be integrated
through the use of distance educauon technologies o inciease student loads
msteadof course loads  Yet increased student loads also demand addinonal
time of 1structors. Providing of grading supends or grading assistance are
wa' 10 recognize and compensate faculty members for taking on an
increased student load. Travehing to off-campus teaching locations takes
much more ume than simply walking dow n the hall from office to lasy-
rocm. Atthe Umivers:ty of Hlinoss at Urbana-Champaign, a travel dislox a-
uon allowance 1s given to faculty. whether they teach on a part-of-load or
onan overload basis. Payment is based on miles traveled during a semester
to ieach an off-campus course {Hanna, 1981b).

Recognizing and Rewarding Excellence. Faculty members can be rec-
ogmzedand rewarded for thear parucipauon in conunuing education activi-
tics through an award program that acknow ledges excellence in tcaching
adults (Ponaldson, 1988a, 1988b). Such a program provides an extninsic
rewarG i the form of praise and recognition. A monetary component to the
award provides yetanother extnnsic motvator. Although an award program
-an be operated by the continuing education unit, 1t s better to integrate the
program with campuswide instructional award programs that most institu-
tons sponsor. This integration helps w further define pasucipaton in the
conunuing ¢ cauon credit courses and programs as instruction, thereby
mcreasing its value to the campus communtity and to tho.2 faculty members
who parucipate And integration of the aw ard program 1nto a campus ritual,
such as atcaching awards banquet w here the value of excelient teaching 1s
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..Jebrated, provides an importent symbol in the management of meaning—
the meantng of the credit programming unit’s activities for the institution as
a whole.

One should not ovc.lcok the nauonal and regional awards provided by
professional associations and other groups as means to recogniz: anc
reward faculty members for their participation. For example, severa divi-
sionsand regions of the National University Continuing Education Associa-
uon provide awards for the contributions that faculty members make in
ditferent types of programming. These awards also provide extrinsic
rew ards for faculty members, but because of their regional and' national
character the awards also add to the status of faculty members cn their
campuses.

1t 15 not ¢nough, however, to be aware of these national and regional
awards and communicate thewr availability to faculty members. Rather,
credit programming unit staff should actively encourage faculty members
to apply (in utself a form of recogmtion) and help them develop their
apohications for the awards. This assistance ¢an be provided by accumulat-
ing relevant data and other informauion, suggesting how the application
should be developed, reviewing the applic. on and recommending im-
provements, and providing clencal and other 1n-kind support in preparing
the apphcauon

Encouraging, Supporting, and Participating in Faculty Research.
Defining faculty partwipauon in credit programming as instruction and
puilding an integrated reward sy stem around this reconceptualization 1s a
potent strategy . But progiamming umt administrators must not forget that
rescarch and publicaton remain the chief cniteria by which faculty are
cvaluated at most umisersttics Therefore. encouraging, supporting, and
participating in faculty rescarch ts d cnitical component i any integrated
rev.ard system Partivipanion of faculty in continuing education credit
programming provides a fertle arca for two major forms of rescarch: that
related to continuing education credit programming itself and that related to
research in faculty members” own fields.

Rescare h can be cnwouraged by giviag faculty members some cxamples
ol wdys thcy might conduct research related to their rarticipation 1n the
unit’s programs. For cxample. research can address (1) the weaching of
aduits, (2) the urcumstancees different groups of part-time learners face in
their studics, (3) models of course and program development for different
2roups of part-tunc learners. and (4) the use and instructional cffectiveness
ot different distance education technologies These arc all rescarch arcas
that faculty meinbers have addressed and can sull address through tharr
participation in continung cducation credit courses and programs
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It1s important to emphasize that these and other areas can be researched
from facuity members’ umque professional and disciplinary perspectives.
Rescarch on continuing education credit programming does not necessarily
have to be grounded in adult and continuing cducation hterature. In fact,
cross-discipiinary or muludisciplinary perspectives on the field add rich-
nessand depth of insight that can veneiit the whole of continuing education.
Finally, encouraging research on continuing education credit programming
mustbe coupled with giving faculty members information about publication
vehicles other than the publication outlets of tir¢ir own fields.

Research can also be encouraged by highlighung ways in which faculty
members can use their participation to facilitate research in theirown fields.
By working with adults whe may be practicing professionals associated
withbusiness, industry, school districts, and social service agencies, faculty
can (1) be made aware of current problems in need of research and (2)
develop relationships with students and organizations that can lead to
consulting, research suppor?, o7 joint research projects. When faculty
members travel off-campus to teach, they can also take advantage of being
1n the ficld setting without bearing the cost of travel.

Although encouraging of research by faculty members 1s necessary, it1s
nsufficient. Whenever possible, means must be found to support their
research. This can be done in several ways. In-kind support of faculty
rescarch can be given, for example, through mailing survey questionnaires,
by providing institutional date related to a faculty member's research topic,
by providing secretarial and clerical support, and by having office graduate
assistants and undergraduate help assist in hiterature searches. Direct sup-
port of research can also be provided. A miumum of addiuonal travel
funding can be provided, for example, to pem:t faculty members 1o stay
overmght man off-campus locauor to collect data. The credit programming
unit can also set aside some discreuonary funding to be distnbuted to
parucipaung faculty on a competiive basis to support their research
agendas Review of proposals should be a shared responsibility of colleges
or departments and credit programming unit staff To the extent that
academiz units can be encouraged to provide matching funds, the researcli
activities, as well as faculty participauon 1n credit programming, become
better recognized and more fully integrated nto college ana departmcntal
activiues.

Fanally, programming umit administrators can join 1 team rescarch
cfforts vath faculty members. By participaung in research with faculty
members, admimistrators can support projects through therr contributions of
time and expertise. The unit will benefit through improved professional
pracuce that can come from research findings. An adminsstrator's partici-
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pation 1n the most valued academic actuivity aiso helps develop strong
professional tics between faculty and umtadmnisirators. It also contributes
innosmall measiire toothers’ perceptions of programming unit administra-
1ors as experts.

Eliminating and Controlling Disincentives and Negative Motivators.
Programming unmii administrators also need 10 focus on maintenance factors
(Herzberg, 1966). Although the ehmination and control of disincentives are
insufficient for fostering faculty participation, the failure to eliminate or
control them can interf2re with the mouvating factors outlined above
«Monaldson & Walker, 1986). The credit programmung office must try (0
mahe faculty parucipauon as “hassle-frec” as possible; for example:

1. Information about the umt’s policies and procedures has to be fully
communicated and explained to facuity.

2. Travel to off-campus locations must be well orchestrated.

3. Information should be provided about the communitics where faculty
members will be teaching.

4. Distanze cducation technologies must be made as user friendly as
possibic.

5. Classrooms must be accessible, open, and comfortable.

6. Admimistrative details such as student registrauons, class cancella-
uons,andreimburser. entfor travelexpenses must be handled smoothly.

7. Staff members must be readily available to provide support services
and local contact, especially for faculty members who teach at a
distance from campus. Failure to attend to these important details will
serve only to negate the benefits of developing a comprehensive
reward system for faculty participation in the unit’s programs.

This section has provided several examples and suggestions for develop-
ing areward system for faculty parucipation in continuing education credit
programming. The unmique context of each credit programming umit will
determine 1n part what specific rewards can be made available to faculty.
Whatever rewards are developed, however, they must fit into an integrated
and mulufaceted reward system if they are to contribute effectively to
faculty participation.

WORKING Wit NON-UNIVERSITY INSTRUCTORS

So far in this chapter we have focused cxclustvely on campus-based
faculty. But credit programming unmits have another source of 1nstructors
that they must not overlook—non-university faculty The use of
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non-umversity individuals to teach credit courses varies among institu-
tions. Some rely almost exclustvely on non-umversity instructors, others
rely almost exclusively on campus-bascd instructors. The nature of the use
of non-university individuals also vanes within instituons. Strother and
Klus (1982), for example, distinguish between ad hoc faculty, who are paid
on acourse-by-course basis, and adjunc. raculty, who are appointed by the
university on the basis of a continuing part-ume commitment to teach in a
particular department’s program. The extent to which non-university indi-
viduals are used as course instructors, as well as the mixture of ad hoc and
adjunct faculty inaumt’s overall program, will affect the nature of the credit
programming umt's work in two ways 1n 1ts mternal systems and proce-
dures for obtaining non-university instructors and managing their employ -
ment, and 1n its working relationships with colleges, departments, and
campus-based faculty

The University—Non-University Instructor Connection

The connection betw >2n aniversity and non-university instructors s
based on acombination of motivations: those of the university for sceking
out non-university persons, and those of non-university persons for pursu-
ing teaching opportumues in continuing educauon programs. Credit pro-
gramming units usually employ non-umversity people for at least three
reasons. The first is a umversity policy and straiegic decision to use non-
university instructors as the pnmary instructional resource. Several of the
more nontraditional degree programs have been developed along this
particularmedc:. The second reason s a shortage of faculty resources on the
campus, which occurs from a lack of (1) enough faculty members to teach
n the credit unit's programs, (2) necessary interest or motivation of full--
tne faculty, or (3) requisite experuse and expenence among campus-bascd
faculty toteach certain courses. In this last case, non-umversity persons, by
virtue of their experience and experuse, can provide an inv aluable resource
tothecredit programming umit’s instructional programs. The third reason 15
that using non-umversity instructors provides yet another means of devel-
oping andbuilding relationships with outside organizations and groups. For
example, employing instructors from business, industry, and school dis-
tricts, strengthens the links with potential pools of parucipants. Likewise,
relationships between academic units and therr external stakeholders (for
cxampic, between an academic department and a professional association)
can be enhanced (Donaldson, 1989a).

Universities seck out well-quahficd non-umiversity people for instruc-
tors, but these people also look for oppertunities to teach for umiversities for
a varicty of reasons. First, teaching in a conunuing education credit unit’s
courses and programs gives them an additional source of income. Second,
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for some, association with a umversity gives them added status that assists
them n their jobs or mects a parucular psychological need they have. Third,
working for a untversity gives individuals, and the organizations for which
they work, a means to develop relationships with the university, and
especially with certain academic departments and faculty members. Finally,
some individuals want to teach n a credit unit’s courses and programs
simply for the love of teaching and working with adult leamers.

These motivatons refocus our attention on the importance of role
expectations, intrinsic rewards, and extnnsic incentives in working with
faculty. These principles are no less important for non-university nstruc-
tors, and they should be taken into account when recrmting, selecting, and
developing this particular instructional resource.

Recruiting and Selecting Non-University Instructors

The recruitment of non-utaversity instructors can range from the simple
to the complex For credit programming units that rely heavily upon this
instructional resource, recrmtment of a cadre of qualified instructors is a
cntical process. A great deal of ume and effort 1s expended to develop
promotonal procedures, including advertising, toattract a sufficient pool of
indnviduals fruin which the mosthighly quahfied instru.tors can be selected.
When non-university instructors provide only a small proportion of instruc-
tion, recruitment procedures arc much more informal. Instructors are
reerwited on an “as-needed” basis by credit programming unii administra-
tors working through hcads of departments to 1denufy qualified instructors,
they are recruited by campus-based faculty members as they work with
outside organizauons and groups; and applicauons to teach on a part-time
basisare simply reccrved by academic departments and creditprogrammang
units from individuals who, for whatever reason, wish to teach for the urat.

Although rec ruitment 1s important, even more critical are the criteriaand
procedures used to select individuals to become non-university instructors,
The procedures again range frora the simple to the complex, depending upon
the level of a unit’s usc of non-umversity instructors and the nature of the
rclationship (whether ad hoc or adjunct) berween the institution and the non-
university person. Irrespective of their level of complexity, however, the
procedures must ensure three things. (1) that the person has the requisite
experuse, content mastery, and academic preparauon to teach n the pro-
gram, (2) that the individual has the ability and skills to teach adults
cffectively, and (3) that the credit programming unit staff recogmizes and
values the expertise and authonity of the college or department in assessing
the non-university faculty member’s credentials. This last clement helps to
establish mutual respect.
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Makingthe decision about a person’s academic preparation should be the
sole responsibility of the academsc unitthat sponsors the course to be taught.
Usually this decision 1s based on a review of the person’s resume and
perhaps an intervie w. Although academic preparation and content mastery
are essential credentials for an instructor, they are insufficient. The person
must also be a good teacher of adults.

Making a decision about the person’s ability and skills 1n teaching adults
1s the more difficult part of the overall decision about whether to hire a
person as an mstructor. First, it requires the attention of the sponsoring
academic unit, since 1 most cascs employing instructors 1s 1ts prerogative.
Again, good working relationships with academic units are criucal. Without
them, the importance of instructional skills cannot be adequately commu
micated to, understood by, and acted on by the academic unit. Second, it
require at least two other components 1n the selecuon procedure. The first
isannterview. The interview should explore an applicant’s experience with
and approach tothe teaching of adults. [t1S preferable (although niot always
pussible) for credit programming unit administrators to participate m this
process. If administrators are unable to parucipate, those conducting the
interview should clearly understand the importance of exploring these
dimensions with the applicant. The sceond component 1s a thorough check
of the applicant’s references It 1s important to determine how applicants
relate to other adults with whom they work and to learn about their track
record (if they have one) 1n tcaching adults. Although neither of these two
additional components 1n the selection process guarantees that the person
will be a successful instructor of adults, cach docs provide addiuon.”’
information upon which judgments can be made.

Individnals who administer credit programs that rely heavily upon non-
university instructors may wish to consider using more sophisticated
selection procedures like the assessment center approach of Regis College
in Curorado (Paprock, 1988). This approach includes five acuvities:

1. Annterview in which the intervicwer assesses applicants’ attitudes
towards teaching, learning, adult educauon and nontraditional tcach
ing techmques

tD

. Anin-basket exercise which assesses applicants’ evaluation skills and
the type and quality of feedback they are able to give leamners

3. An oral presentauon in which apphicants’ abilities and skills n
teaching and relating t¢ an adult audience are assessed

4. Anessay that1s used to assess applicants’ writing ability :ind the con-
gruence of therr phulosophy with that of the institution and the spon-
soring academic unit
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5 A group discussion surrounding a group consensus problem that is
used to assess applicants’ ability to work with others and facilitate the
group process.

Research has suggested that people who do well n the assessment
process also do well in the adult classroom, thereby making up for the
weaknesses inrelying only upon interviewsand references (Paprock, 1988).
The sophistication and complexity of this process requirc many more
resources than perhaps can be justified for the employment of ad hoc
instructors or for units who rely little on the use of non-university instruc-
tors. However, the assessment center procedures do suggest some other
means that might be considered 1n building more sophistication and pre-
dictability into the selection process.

Even the most sophisticated process does not guarantee complete suc-
cess. There are times when non-university instructors perform poorly in the
classroom, and steps must be taken to prevent future poor performance.
Somcumes the difficulty can be addressed through faculty development
activities. But more often the programming unit will want io dismiss the
person from instructional responsibilitics. Dismissal requires working
closely with sponsoning academic units. They must be made to understand
the dafficulty that poor performance creates not unly for the programming
umt, but for the institution and the academic umitas well. And they must be
assisted 1n devising strategies to deal with the situation

For ad hoc instructors, this process may be as simple as not asking the
person i yuesuon to leach agan and focusing upon finding another person
totcachthe course Foradjunctinstructors who teach with the understanding
of a continuing part-ime commutment to the credit programming unit’s and
academic department’s program, the process required 1s more complex. It
may be Tuss.hle in such cases to reassign these people to other duties, while
perritung them to mantan their association with the stitution and
academie amt. But 1t may also require sensitivity, go « human ielations
skills, usc of due process procedures, confirmng memos. sting discussions
with them about their inadequate performance, and following the same
stituonal pohicies and procedures required 1n sevening the relationship of
cmployces with the institution Although credit programming umit admin-
istrators seldom have primary responsibility for dismissing an instructor,
they have to work closely with academic units tocarry out thrs responstbility
with sensitivity so thatthe incident does not damage the credit programining
umt’s relationship with the academic unit.

Four Principles for Working with Non-University Instructors

Carcfully attending to the procedures and cnitena for selecting non-
university mstructors can reduce the probability of their dismussal. Attend-
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ing to four other principles will also reduce this probability and will assist
1n the dismussal process if 1t becomes necessary.

ClearlyCommunicate Expectations. The credit programming unit must
clearly communicate what 1t expects of non-university insuuctors. This
must include communicatuons about university and unit policics and proce-
dures such as those on course scheduling, required contact hours, and
grading. Likewise, non-university instructors should be told what support
willbe routinely given them by the credit programming unit, as well as what
types of support arc generally unavailable. The credit programming unit
must aiso be clear about wha' pay the instructor will receive for teaching,
what ¢xpenses will be coverea and how payment and reimbursements are
to be handled.

Academic departments also ha ¢ aresponsibility to communicate to the
instructor what content :s to be covered 1n a course and at what level. They
should also be responsible for commuricaung their expectations about the
quahty of instruction that1s envisioned. The credit programming unit may
need to work with academic umits Lo ensure that these cxpectations have
becn communicated.

If these expectauons are not clearly communicated, instructors may not
adequately fulfill their instructional obligations as expected, with the added
consequence of poor evaluauons of their performance. Because of poor
communication, instructses may expend funds that the unit cannot reim-
bui»¢, orthey may not understand the basis for their pay. The repercussions
of nut communicating expeclauons caa also go beyond poor performance
and lead to bad feelings all around—feclings that can scriously interferc
with the good working relations necessary 1n this situation.

InvolveNon-University Instructors is. ;e Life of the A cademic Depart-
ment. Non-university mstructorsare berg asked to represent the institution
and a particular academic department in their dealings with adult learners
The more they know about the policies of a department, its curmnculum, and
its expectationsabout instruc tion, the beiter they wall be able to represent the
insttution and perform well. Although communication of expectations
through ontracts and distribution of matenals will help in this process,
whene ver possible non-umversity instructors should be included wn the hite
of the academic department They should be mvited te faculty meetings and
souial events with faculty and students so that they can get to know other
faculty members, lecarn how the courses they teach fitinto the acpartment’s
cumculum, and begin 10 understand some of the academic 1ssues 1n the
departmcent. They should also routinely receive departmental communica-
tions thatdeal with curneylar ard instructional issues. if involved properly,
non-university mstructors can also provide valuable perspectves and infor
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mauon 1n departmental dehiberations about conunuing educauon credit
activilics.

Credit programming units must often take responsibility for facilitating
this form of involvement by encouraging departments to reach out (o non-
university instructors. The programming unit, when nceessary and possible,
may also have o support non-university instructors’ travel to attend faculty
mceetings. Although not routinely a component of the development of non-
university instructors, quality involvement in the life of the academic unit
contributes much to the effective use of this important structional re-
source.

Non-University Instructors Should Not Teach Persons Who Reportto
Them. Asnoted earlicr, onc of the motivations for umversities and credit
programming units to seck out non-university instructors 1s to foster
relationships with outside organizations and groups. In this situation, the
path of Icast resistance is often to assign these individuals to teach learners
whoare also their subordinates. This practice should be avorded at all costs.
Seldom can supervisors and subordinates cast aside their work roles when
they enter the classroom. As a result, the academic frecdom the nstructor
requires in grading is compromised, role relaionships conducive to a good
work environment may actually interfere with the development of an
environment conducive to learning, and what gocs on in the classroom may
have a negative cffect within the work environment of mstructor and
students alike. The potential compromises and harm inherent 1n this situ-
ation are often not understood by academic departments and non-university
structors. Conscquently, credit progremming unit administrators have not
only a role in establishing this principle as policy, but also cxplaining its
rationale to all affected parues.

Non-University Faculty Members Should Be Viewed as Resources to
Be Developed. Non-umiversily mstructors should be viewed as resources
worthy of further growth and development as instructors of adults. Sigmifi-
cant time, encrgy, and resources are expended n recrmiung cnd sclecting
non-umversity instructors and in admimstening the instrucuon for which
they are responsible. If this investment 1s to have a payoff, non-umversity
Instructors must be as effective as they can be in teaching the programiming
unit’sclients Thercfore, their professional developmentin this arca musibe
fostered. It1s 1o this topic that we now turn our attenuon,

ORIENTING FaCULTY MEMBERS TO TEACHING ApbuLrs

A major responsibility of .redit programming unit adnimstrators 1 1o
help faculty menbers, whether campus-based faculty or non-university
instructors, prepare to teach adults and to contnbute 10 continued faculty
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development. But unit administrators must be sensive to faculty member,
college, and departmental prerogauves about instruction. Administrators
cannot simply represent themselves as unabashed experts in this arca
withoutnviung negative responscs. Rather, their approach should incorpo-
rate accurate, practical and up-to-date informaton, sensitivity to faculty
prerogatives, and multiple and politically sensiisve methods of communi-
cating information.

Dictribute Relevant and Practical Literature

Distnbuwung practice-oriented literature written by recognized experts
for ail participating faculty members’ information 1s one effective means of
assisting faculty in their teaching of adults. For cxample, an cspecially
useful guide for non-university instructors is Enjoying the Challenge A
Guide for Part-Time Instructors (Hofsirand & Kozoll, 1986). This material
can be handed out as 1t becomes available, or it can be included 1n packets
of matenial the unitdistributes at the beginning of each term to inform faculty
of unit policies and procedures.

Include the Topic of Teaching Adults in Faculty Orientation
Programs

Most credit programming units offer orientation programs for participat-
ing faculty members at the beginning of cach academic year or more
frequently. These programs provide an excellent opportunity for the topic
of teaching adults to be considered. Non-university instructors should be
encouraged to atiend these sessions, especially if they live in the same
commumty or, 1f few 1n number, therr travel expenses to auend the
orientation can be reimbursed. 1f large numbers of adjunct ir.~tructors who
live a distance from campus are employed, then it may 2 wst to offer
onentaton scs 1ons for them in therr communities. 1t 1s important 1n this
case totake campus-based faculty members or faculty program coordinators
to this off-campus onentation session. Doing so fosters communications
between non-university and campus-based instructors, and it also allows
campus-based faculty to talk about uie specifics of teaching their parucular
subject matter to adults.

One effective technique for dealing vath this topic in an onentation
program 15 10 1nvile a faculty member who 1s respected by other faculty for
his or her expertise 1n this area to make a presentation. (This can be a non-
university wnstructor 1f the onentation 1s pnimarnly for non-umversity 1n-
structors.) Having “one of theirr own™ spcak on how to teach adults will be
accepted more readily and have a more significant impact than wall presen-
tations made by admimistrators, wrespective of how much expertise the
administrators might have n this area, A second effective technique 1s
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having a pancl of experienced .nstructors share their expericnces with
others.  If chaired by a faculty member and facihitated 1n an open and
supporive way, the panel discussion can serve as a springboard for
informauon shanng and problem solving among peers.

These two techmques can be combined, and other techniques are also
possible The pointis simply this: Considening the topic of tcaching adults
in oricntation programs will be more effective 1f 1t1s grounded in the sharing
of expeniences and expertise among faculty peers.

Work through Academic Unit Leadership to Support Faculty
Instructional Development

Department heads and college deans have admimistratve responsibility
for the instrucuonal cffecuveness of their faculty. Therefore, they are
natural allics of programming unit administrators n this area. This mutual
mteresthas become reinforced during the past several years as adults have
conttnuced to return 1o campus 1n increasing numbers. The abihty 1o work
cffecuvely with adult students has become as criical an ingredient 1n
resident instruction as 1t has tradiionally been i conunuing educauon.

Working with the leadership of academic units permuts programming
umit administrators (o pursue their own agendas while mtegraung their
efforts with those of department heads and deans and avoiding interfering
n a faculty prerogative It also provides a mechanism by whichk unit
administrators can deal with problematic situations without bccoming
directly nvolved in a personnel matter that belongs within the domain of
college and departmental leadership. Finally, academic unit leaders or their
delegates often have experience 1n working with adults, Therefore, letling
leadership intercede on behalf of the programming unil can resull 1n peer
tutoring of any faculty member (whether campus-Lased or non-university)
1n need of assistance.

Give Faculty Members Information and Advice When They
Request It

The previous section 1s not meant to imply that programming ut
admnistrators have no expertise in the teaching of adults. Rather, 1t 1s meant
to uighhight the 1ensions that anse, because of academic prerogatives, when
administrators attempt to facilitate the development of facullty members as
teachers Suggesuons have been made about techniques that can be used to
facilitate faculty development without ponted forays into this domain. But
occasions do anse when campus-based and non-university nstructors
request help and advice from programming unit admimistrators. In these
Instances, the administrators should respond 1n a sensitive and supporuve
manner, offering resources, information, and advice as ie sitwation de-
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mands. Failure o act upon such requests communicates lack of expertise
and interest to the very faculty members upon which the unit depends for the
maintcnance and growth of 1ts total “rogram.

SUMMARY

Faculty members arc one of the most important resources for a conunu-
ing education credit programming unit. This chapter has revicwed ways to
develop a mulufaccted and ntegrated reward system to support Liis re-
source's participation 1 credit programming. It has also dealt with ways to
recruit, select, and work with non-university instructors. The responsibility
of programm ing unit administrators for faculty instructional development
has been highlighted, as have ways that unit administrators can fulfill this
obligation without treading upon academic prerogatives.

The manner in which programming unit administrators approach their
work with faculty members 1s central to developing cffective influence
throughout the wholc mstitution. For 1118 1n and from the perceptions of the
faculty that one’s expertise, mterpersonal skills, and position within the
continuing cducation and campus organization arc not only defined but also
communicated to others. Good and supportive working relationships with
faculty arc as important to admimistrauve effectiveness as 1s one’s under-
standing of and work with colleges, departments, campus icaders, external
organizations, and adult clicnt groups.
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Evaluating Credit Courses and Prncples o
Programs | Eortnauen

The 1ssue of assuring high quality courses and programs Cuts across ail ng‘;‘:uzmg
the acuvities In which the credit programming unit becomes mvolved. | and

Central to the assurance of high quality programming 1s evaluation. Buta &“’"“I ‘"‘3‘/:
unit’s ability to conduct evaluations well can have other payoffs. Itcando | Program
much to foster unit expertise, which will in trn strengthen the influence of Chapter 3

I
unit administrators across the c.ampus Also, if the ownership of evaluations : Developing
and
|
1
|

is shared, 1t can foster good working relanonships with ail the unit’s

Strengthening
stakeholders.

Relauonships

This chapter will baetly review some principles of program evaluauion = Chapier 4
that have parucular relevance to credit programming, highlight a few | Working With
approaches lOC\/dludungLOHllnulngCdUCdUOI'lCerllCOUFSCSZlnd programs,
and describe three addiuonal approaches that have not been commonly
employed by programming s Although not always made explicit, many
of the concepls introduced carhier (especially in the chapter on developing

and str=ngthening relanonships ) arc apphcabie o the destignand implemen-  Conclusion

Faculty

tation of course and program evaluanons g;llcngu of
Crednt
EVALUATION PRINCIPLES IN CONTINUING EDLCATION Programmung

CREDIT PROGRAMMING
Focus on the Purposes of Evaluation

How will evaluation results be used” This is a question that needs to be
asked carly i the planning ot evaluations The answer will determine in
large measure the information collected. the data sources tapped. and the
individuals and groups with whom resuits wiil be shared Evaluation resalts
can be used for accountability . for decision making. for pehicy developinent.
and for strengthening interral support If the evaluation hasbeeneffectively
planned - * conducted. the results can be used for all four purposes

Accountability 1s important because credit courses and programs arc so
jealously guarded by the academic .ommunity Evaluauon must be em-
ployedas ameans by whichthe creditprogramming unit, as wellascolleges
departments. campus leaders. and dient groups can judye the quality of the
unit’s eperations and programs

Evaluation resulls can also contnibue o decision making about pro-
grams, procedures. and policies Inthiscase.e aluations should be designed
<o thatthe iformation oblained Can contzibute notonly to the umit’sdecision
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making, but to that of academic departments and client groups as well.
Academic departments can use evaluation results to idenufy improvements
needed n thetr program planming, advising, and communications with
students Where courses and programs are offered on acontractual basis (for
cxample, o businessc , school districts, or governmental units), the em-
ploying organization can use the evaluation results to improve the support
provided adult learners.

The results canalso be used in policydevelopment. In many respects, this
applicauon 1s a blend of the decision making and accountability uses.
Results can be provide evidence that supports the development of policies
favorable 10 continuing education credit programming. Evaluauon should
also be included as a component of any program innovation. Given the
skepuicism and concemn with which academic comm umue cmbark o~
changes in radinonal programming, e valuation often becomes a necessary
precondiion to program experimentation. The academic community's
acceptance of cach successful mnovaton contributes 1n subtle and incre-
mental ways to shifts in a campus’s perspecuve on credit programming. As
aresult. innov a 1ons that are accompanicd by high quality evaluauons have
the potenual o influence policy and rroceduraldecisions, which can reduce
the constraimts on the credit programming umit and 1ts operation.

Finally an evaluation and its results can be used to ganinternal suppon,
as well as external support (for cxample, from siate legislators and jocal
advisory boards) Well-developed evaluation procedures serve the sym-
bolic purpose of communicaung thai the credit programming unit 1s not
taking the quahity of programming for granted and 1s concered about
program improvement Also, results showing that the umit’s programs are
comparable 1n qualuy to residence programs (and most studies have shown
this 1o be the case) provide information that can be communicated 10
influenual others :hroughout the campus. Having a reputation for high
quality programming and for understanding the importance of constantly
monioring course and program quality does much to strengthen the aca-
demic community *s and external stakeholders' support for the program-
ming unit

However. in order 1o cffecuvely use evaluation results for the purposes
outlincd above, evaluations must be conducted well. Faculty members will
expect the same level of nigor and rationality n evaluauons that they expect
i therr own and others’ rc Larch. Otherwise, results will be considered
mvahid nd will have only negative consequences for the unit, is 1otal
program. and others’ perceptions of programming unit administraiors’
experuse.
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Evaluate through Both Formal and Informal Means

Although formal evaluanon pro » resuits that can be used tor ac-
«ountability and decision makinyg, programming unit administratons should
not overlook the usefulness of obtaining evaluation intormaiton 1n.ormally.
Posioning themselves ata nerve venter of information, administrators can
gather informauca from campus ieaders, colleges, departments, faculty
members, and client groups Information obtained nformaily through
contacty wath others often has as much or more value than information
obtarned through formal evaluatton methods This information can seldom
be used for accountability. but it van be used by the programming unit w
make corrections 11 15 operations, and to IMprove its programming 1t can
also be passed along o others as nput w0 their decision making and
programming

Be Open to Negative Feedback

[t cnncally important that programnung unitadministrators beopen to
ncgativeteedback Posiive fecdback obtained frome s aluations and through
uther means confirms that what s being done 1> beng done well, and such
feedback is gratfying But it provides no basis upon which o make adjust-
ments and corrections 1n courses and programs or in the operation of the
credit programming unit Negauve feedback s required o enable the
programuming Gt W iidke wonunual adjustments and improvements

Although negative teedbadk s otten hard 10 ke, 1t should actwatls b
more highly valued because i, unhhe pesitive teedback, provides the bass
tor action To obtar this kind of feedback. however, requires an openness
w 1L, furequires the wilhingness o nclude guesticns in evaluanon instru-
ments that might pointout weaknesses. and it requires i Sineere OPenness in
relationships with faculty members, academue units, and cliert groups so
that they wall feel comfortable 10 prosiding negatnve feedback It also
ruyuires helping others with whom the credit unit werks o undersand the
value of negauve feedback

Look Beyond the Surface of Evaluation Results

In the press of day-to-day acuviaes, umt administrators often find 1t
difficultto make the ime tolook beyond the face value of evaluationresults
To use the results effectively for course and program improvenient and as
abasis for rational argument for Change, however, administrator s must look
beyond the surface level of results. Relying upon frequency counts and
descriptive staustics 1s simply not enough (Schroeder & Donaldson, 1986)
First, additonal data analysis will generate insights and further questions
that would otherwise remain unnouced in descripive staustics For ¢x
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ample, conelational analy sis of ev aluation data for an oft-campus program
ot alarge midu 2uicin sniversity resulted in finding that students' ¢valuation
of quality was ncgatively correlated w the length of ume the students spent
1n the program 15 hroeder & Donaldson, 1986). Reliance upon descripuve
stazistics would not have uncovered this relationship and would not have
rased the question of why some students 0ok so long to complete 1t.

Sccond, additicnal data analy sis also lends credibility to the vahdity and
rchabiity of evaluation methods. Evaluauon results are being reported to
faculty members who are also scholars and rescarchers. herefore, evalu-
auon that goes beyond descripuon will do much w improve the credibility
and acceptabdity of results by the academy (Schroeder & Donaldson, 1986).

Be Involved in Establishing Evaluation Policy, Procedures
and Criteria

Remember Dr. Stone 1n the first vagnetic of the “Introduction”™ The
acgative mterpretations he gave cvaluation data resulted from his lack of
understarding about corunuing cducation credit programming and adult
wnstruction The probability of this occurrence would have been reduced had
¢valuaton policy, procedures, and critena included consideration of some
spectal charactenstics of credit programming. This 1s not meant (o say that
evaluauons should not include critenia similar to those used to cvaluate
residence programs Rather, 1t 1s meant 1o point out that the conlinuing
educaton credit progranming context difters from residence programnung
and struction

These differences must be taken 1010 account 1f evaluations are (o be
vaha Continung education credit programs can be comparable 1n quality
o residence programs, but they cannot and should not be equivalent.
Therefore, 1t 15 incumbent upon programming umt administrators (0 be
actively involved in developing policies, procedures, and critena for the
evaluauon of contnuing educaucn credit courses and programs Lo ensure
that evaluauons will provide appropnate and vahd results.

Legitimize the interpretation of Results

To legiumize interpretauon of evaluation results, program.ning umt
admwnstrators must involve faculty members, college and department
admnistrators, and campus leaders 1n the interpretation process. Represen-
tauves from various segments of the 1nsutution, including the credit pro-
gramming umt and the sponsoring academic department, should be 1n-
volved. This approach provides yet another way to avord the difficulues
described in the Dr Stone vignette. It precludes umlateral interpretation by
any one person or group. It also provides an opportunity for unit admiats-
trators o have imput to data interpretation and to educate others about the

v
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different perspecuves that should be taken into account when cvaluating
continuing educauon credit programs

Include Procedures for Evaluation in Planning

Evaluauon procedures should not be developed after the fact. Rather,
they should be developed as part of planning. This 1s espscially important
when an academic department begins to develop plans for a ceruficate or
degree program. Having the academic department consider evaluation as
program plans arc unfolding has several benefits. I draws artenuon to the
fact that the program will be evaluated, thereby highlighung the need for
carcful planning. It requires a focus on the different components of a
program (for example, courses, curriculum, advising, information provi-
ston) that will be evaluated. This fostcrs more carefui consideration of each
component during planning, and it helps communicate 10 academic depart-
ments what 1s needed to offer a high quality program. Finally, it helps
1denufy and address problems before they occur. Including evaluation as
part of planning highlights the nced for a well-developed plan that anuci-
pates various conungencies that may arise during program implementaton.

These seven principles of evaluaung continuing education credit courses
and programs arcapplicable irrespectve of the specific evaluation approach
adopted by a credit programming unit They not only ensure a focus upon
igh quality programming and course and program improvement, but they
also help build intemal support and strengthen working relauonships across
the insututon.

A COMPREHENSIVE APPROACH TO EVALUATION

Since conunuing educauon credit programs can range from isolated
course offerings to ceruficate and degree programs, the full range of
offerings should be taken into account in developing evaluduon procedures.
The unit of evaluation with which one must begin, however, 1s the course.

Course Evaluation

Ceurse Instruction. Course evaluation may take one of three forms or
some combinaton of these The first 1s student evaluauon of course
instruction These evaluaticns usualiy focus upon a number of instructional
and course dimensions and are sirular to or the same as evaluatons of
residentinstruction Course organization, instructor knowledge and prepa-
rauon, and overall course and instructional quality are examples of dimen-
sions covered 1n this form of course evaluauon. To the extent that credit
programming unit and college and department admimistrators receive re-
sults of these evaluations, information 1s gained about the quality of
mstruction in conunuing educaton credit courses. This information can
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assist in planning faculty development efforts and n wdentifying faculty
members whose instruction s either exemplary or 1 need of improvement

Instructional Resources. The second form of course evaluauon focuses
upon resources needed 1f the quality of a course 1S to be comparable to that
of resident courses. The focus upon resource requirements 15 especially
crucial when courses are offercu off campus, or on campus at imes when
the full array of campus instructional resources are unavailable. This form
of cvaluation requires obtaining information about resources necded for
quality instruction before a course begins, as well as about faculty members’
judgnents of the quantity and quality of resources provided for theiwr
nstruction. Italso calls for recognizing that each individual faculty me mber
willteach the same course 1na unique way and will therefore need different
mnstructional resources.

Onc example of this form of course cvaluation has been developed at the
University of Ilhinois at Urbana-Champaign. Before an academic term
hegins, instructors arc sent a“Resources and Facihties Request Form.” This
form asks them to 1dentify their partcular needs for classroom facilities,
duplicaion of matenals, audio-visual equipment, and hibrary and other
mstructional resources So that they can tcach the course 1n a comparable
fashion to the way they teach it on campus. This form 1s shared with those
responsible for making the varous instructional support arrangements.
Instructors’ requests are cither met or modified to their satisfaction well
before the courses begin

Atthe end of the academic term, a “Resources and Facilitics Follow-Up
Form™ 15 sent to nstructors asking them to cvaluate the provision of
instructional resources for the course they have just taught. Items related 10
the guality of assistance provided by the credit programming unit and
raguesting suggestions for improvement are also included 1n this question-
nairc. Thus the form 1s not only used to obtain feedback about the quality of
instructional support, but 1s also used to obtain informauon about the unit’s
¢~ crall support of mstructors’ parucipation 1 courses and programs Spon-
sored by the unit. The form therefore scrves also as a tool through which
information can be obtaimed for improving the credit unit’s operation

Impact The first 1wo types of evaluation focus, respeetively, on process
and mputs. Whatis missing 1s a focus upon vutcomes. Although often more
difficuli to design and justify financially, evaluation that asks what impact
& course has had on leamers’ personal and professional lives 15 also
umportant. As will be noted later, this type of information can be obtammed
as partof program e+ aluation. However, mechanisms shouid also be inplace
to collect this information about the outcomes of 1solated courses. Single
course offerings are usually taken by nondegree students who enroll to
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achieve some specific personal or occupauonal goal. Therefore, informa-
tion about how well courses are helping this group of .camers to achicve
their objectives is important.

Such evaluauon provides information necessary for the design and
instruction of these courses and communicates to noncegree students that
the institution also values them, e ven though they are not pursuing adegree.
If follow-up evaluations of this type cannot be justified for each course
(because of logistical, financial, or other imitations), the programming unit
might consider conducting a periodic evaluation of a random sample of
nondegree students todetermine how courses are meeting their needs, Such
an cvaluatior: can also be integrated with needs assessments for various
groups of nondegree students and evaluations of marketing strategies.

Program Evaluation

If certficate or degree programs are offered, these must also be evalu-
ated. Although course cvaluations provide the foundation for program
evaluation, they alone are insufficient. Progre m e+ aluation requires collect-
ing data from many sources across a number of dimensions not addressed
by course evaluation. Sources of data include students who have graduated
or who are currently enrolled 1n the program, faculty members who teach
and advisc 1n the program, and the sponsoring department or college. The
kind of information thai can be collected from cach source will differ
somewhat. These are outlined below.

Students. Information that can be collected from students includes.

I Socio-demographic information that will permit analysis of data
based upon different icarner characteristics

2. Students’ percepuon of course guality

3 Judgments about the contributions a program has made to individual
leaming objectives

5 Students’ percepuons about the quahty of program advisement,
including provision of information about the program, admisstons,
course planning, and ,"ersonal concerns

6 Students’ judgnicnts about the impact a program has had upon their

4 Students’ percepuons of the helpfuiness of support services
personal and professional lives 1
|

Information can also be coliected about Iearners’ motivauons for ¢ -
tinding their education, their reasons for selecting the insutution’s program, |
andhow they leamed about the program, Although this information docs nut
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relate directly to program quality, collecung it as part of program evaluation
provides a cost-effective means of gathering additional and vital data about
program clientele and markeung.

Faculty Members. Information collected from faculty members can
nclude

1. Information about faculty members, such as academic rank, number
of courses taught, and rol. (instructor, advisor, faculty program coor-
dinator) n the program

to

. Asscssment of the adequacy of facilities and instrucuonal resources

3 Theirjudgmentabout the quanuty and quahity of program information
provided to them

4. The comparability of residence and continuing education credit
courses with respect tosubject matter, amount of material covered, as-
signments and examinations, student performance, and course quality

S. The comparability of residence and continuing education students
with respect to student traits, such as academic abiliues, motvation,
and maturity

6. Their percepuons of the quahty of program advisement
7. Their judgment of the overall quality of the program.

Information collected about faculty members permits analysis of data
based upon faculty members’ different levels of experience and roles i a
program. Such detailed analysis can provide important msights about
factors that contribute to facully percepuons of quality. Gathering data
about a varicty of program speci fics allows a focus upon different program
components, so that the sources of any problems can be rcadily idenufied.
Asking faculty members to asses, program components also requires them
to think through the quality of each component before making an overall
judgment of program quality. This exercise increases the validity of the
overall evaiuation and serves to remind faculty members of the elements
necessary in offering high quality conunuing education credit programs.

Information about the comparability of courses and students must be
collected with great care. The concept of comparability (in contrast to
cquivalence) must be emphasized. In addition, the usc¢ of nontraditional
methods of course delivery and of awarding credit must be understood by
faculty members before their judgments can be considered vahid

Sponsoring Department or College. The third snurce of data 15 the
sponsoring wollege or department. The type of mformation collected at this
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level focuses on more giobal dimensions, such as:
1. Program descnption ana history

2 Quanuty and quality of faculty involvement n all aspects of the
program
3. Program rationale and purpose(s)

4. Program coordinauon

W

. Extent to which the program has complemented and supported the
umt’s teaching rescarch and service missions

. Current program slatus and future plans
Current enrollment and graduates by year
Cour s offered and enrollment by term and year

Course dehivery and scheduling

S o ® N oo

10. Student progress

11. Crnitena and standards for admission.

Evaluatondata collected from students and facult . members fo. us upon
cach group’s percepuons of quality. Inforniation collected from the spon-
soring colle ge or department focuscs, n contrast, upon some organizational
dimensions related to the program——the academic unit’s support and coor-
dinauon of the program, the unit’s rationale for offering 1t, and the pro-
Jram’'s fit with the unit's overall mission. Other .nformation collected from
the academic unit 15 related to giobal curricular dimensions su. h as student
progress, adequacy and cohcrence of course offerings, and course schedul-
ing and delivery. This informat.on complements data obtained from stu-
dents and fac ulty, thereby providing amore complete picture of the program
than would otherwise be available.

Interpretation ana Reporting

Once collected and assembled, the 1ata must be inteipreted and results
reported through appropriate channcls o the sponsorin college or depart-
ment and the credit programming umit. As not~2 earlier. 10 obtain both
Iegitimacy and objectivity in data interpretation 1t 1s important to mvolve a
varicty of persons in the interpretauon process. Once reporied, the results of
the evaluation should serve as a m2ans for the sponsoring department and
the credut progrdmmlnz, unit to corrcet any problems that have been
identified and to highlight other areas upon which to focus n an effort v
continually improve the program.
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O1HER EvaLuation Toor s

So far the procedures described 1 this chapter have concentrated on
traditional evaluation methods, However, there are three infrequently used
tools that Lan be profitably used by progr..uming unit administrators (o gain
valuable insights about programs. These are transcript analysis, student
tracking systems, and follow-up studies.

Transcript Analysis

Student transcipts Lan be animportant source ¢ . Institutional data about
programming. Transeripts usually include (1) the ¢ ge, gender, and previous
cducational accomplishments of students, (2) da.cs of program cntry and
compleuon, (3) a chronolugical histing of courses and credits carned; (4)
information ,out students’ academic performance; and (5) information
aboutcourse completion and transfer credits. The information in transcripts
can be used o answer a host ¢f gresticns about a program, These fall into
three major Latcgories, student progress, curricular coherence, and curricu-
lar choice.

In the student progress category, one can determine the number of years
and semesters 1t takes students o complete a program, the number of
semesters students  stopped out” and 100k no courses, and the number of
times students withdrew from counses. Inthe curricular coherence category,
course-laking patterns can be analyzcd, the extent of adhercncee to predeter-
mined course sequences Lan be ascertamned, and students” movement from
one form of registration to another (for cxample, between on- and off-
campus registration) can be established. In the curricular choice category,
one can assess students’ curncular efficicncy (ratio “ credits taken w
credits required), the number of transfer credits in students’ programs, and
the makcup of therr curriculum with respect to course level, electives and
required courses, independent study courses, and 1ntegrating cxpericnces
(for example, intcrships and practica). By couuj.aring courses taken by
students with courses offered at a location by the nstitetion, students’
currictlar chowee and flexibility in taking a vancty of courses can also be
determined (Donald<on & LeGrand, 1988)

The value of uanscript analysis lics in the richness of ranscript data, the
lungitudinal perspective that transeripts provide, and the opportunity they
offer for analy z2ing data along a number of student chamctenstics, including
age, gender, program, and previcus Gegree. To the cxient that other data
have been collected from students (for example, their perceptions of
Jifferent dimensions of program quality), the data compiled from tran-
scriptscen be analyzed in relation to thes. other data. This gives yetanother
basts fur obtaining valuable information about a program. For cxample, onc
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candetermine 1f there 15 areiationship between the curnicular choice offered
students and their perceptions of program quality (Donaldson & LeGrand,
1988).

Transcript analysis 1s very labor ntensive, however. The analysis takes
much ume and can seldom be fully computerized. Programming unit
admimistrators must therefore determine whether the information obtained
from this technique 1s worth the investment of resources needed to under-
take 1t. In additon, before analyzing students’ transcripts, administrators
must determine whether doing so 1s permitted by sastitutonal policics and
whether the analvsis of transcrnipts conforms with state and federal re: ula-
tions about :nformed consent and privacy.

Student Tracking Systems

Rich, longitudinal data can be obtained through student tracking sys-
tems. A student racking system offers many of the same strengths as
transcript analysis But 1t has the added advantage of control by unit
admnistrators. It uses a predetermied rlan for data collection nst- d of
relying upon retrospective analysisof 4 accum ulated at the discretion of
the regstrar. Also, becanse the systen nder control of the programming
unit, problems with programs or problems that students arc ¢xperiencing
can be 1dentified at the ume instead of after they occur. A tracking system
15 also especially useful in reviewing ssues related to student recrustment
and retention

Developing and vperaung astudent rack ing sy stem hassome of the same
weaknesses as ranscript analysis. It 1o s labor intensive Data about
students must be cnicred eachterm. And unlessa computer program that fits
all or most of a credit programming umit’s specifications can be readsly
oblamed, the Lost of developing a student racking computer program must
also be borne. Again, costs must be werghed against benefits. An excellent
source about student tracking systems and then design is Esiablishing a
Longuudinal Student 1racking System  An Implementation Handbook,
which was prepared by the Nauonal Center for Higher Education Manage-
ment Systems (Ewell, Parker, & Jones, 1988)

Follow-Up Studies

Follow-up studies focus upon the impact that a program has had on the
personal and professivnai lives of program graduates. These studies can be
-onducted on a one-ime basts (cross-secuonal design) or can follow
graduates for several years (longitudinal design). The particular approach
taken will depend upon the specific questions one wants toanswer. Follow-
up studies can constder the smpact that programs havc had on (1) students’

O
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employment (for example, full-ume, part-uime, and whether employed in
the field rrained for), (2) students’ caming power, (3) job performance, (4)
Job sausfaction, (5) performance in students’ personal hives, (6) general life
sausfaction, and (7) a combination of these and other factors. But here, too,
these stuaies are costly and labor intensive. They require idenuficaton of all
graduates, careful design of questionnarres or nterview guides, mail or
telephone surveys, and data analysis that may be quite complex, perhaps
requinng stausucal consultation,

The three evaluation tools Just suggested have two things 1n common,
They provide rich information about programs that 1s unavailable through
tradiional methods. But they also are costly. Costs must therefore be
weighed against benefits when considening any of these 100l~ One must
keep in mind, however, that institutions of higher education are mncreasingly
being held accountabie for the impact of therr programs. The same 1s true of
continuing educauon credit programming units. The additional information
obtaincd through transcnipt analysis, student tracking systems, and follow-
up studies has much potential for contributing 10 the quality of local decision
making and for providing rich nsights into the impact that programs have
on the personal and professional Iives of adult learners

SUMMARY

In this chapter several evaluauon principics 1 conunuing education
credtt programming have been detailed, some approac hes 10 the evaluation
of courses and programs have been suggested, and three special evaluation
tools have been briefly reviewed. Offenng high quality credit courses and
programs 1< basic toa credit programmng unit's acceptance and credibility,
Well-developed evaluation policics and procedurescontribute much to high
quality programmung. When conducted well and when ow nership s shared,
evaluaon also builds support and strengthens relauonships,

SU




Conclusion

The Challenges of Credit
Programming

Scveral themes have emerged throughout this discussion of continuing
education credit programmung units and the courses and programs they
Sponsor.

TuE IMPORTANCE OF INFLUENCE

The firet theme 1s that unit administrators must rely upon leverugs. or
influence, .o eifectively oo “rdinate programs and to gain the nstiuuon’s
aceeptance of policies and provedures that support the credit programming
umit and the adult leamers 11 serves. A programming umt administrator’s
ability to exeruse 1nflugnce 1s contingent upon a conuinuous process of
bullding ano  antaimn,  od working relatonships with a variety of
programmiag unit stakcholders and upon the recogmuion of the administra
tor's managenal and educauonal experuse. Although leadership has always
been required of deans of continuing cducation, toddy it 1s also being
dc.aanded of credit programm ng unit adminsstrators

During the past few dec ades higher educanon insututions have become
more complex an 1 their component parts have grown e reasmgly interde
pendent. As a wesult, the power once wielded by a few over an enure
insutution has been reduced, and leadership has been increasingly required
of persuns at lower organizanonal levels Therelore, credit prorramming
unit admumistrators can no longer limit their detivities W program coording
uon. They must also take up the challenge of leadership.

Tur CoMPLEXITY OF CREDIT PROGRAMMING

A second theme 1s the comprehensive nature of organizing and admni-
stenng credit courses and programs. As noted 1 the “Introduction,” the
administration of creditcourses and progirams require s mostof the lunctions
needed w run mamy small colleges. Admimstrators must sumultancously
Juggle needs assessment, budgeting, markeung, student recrumument and
retention, program desclopment. program coordination, faculty parucipa
tion and development, budgeuny and finanuing, vanous modes of course
and program delivery, student support services, and course and progiam
evaluation, while also attending to the demands and constraints impeos cd b
external agencies and by the parent institution Adminsstrators must dlo
contend with being caught in a constant tug-ol-war bewwveen, on the one
hand, serving the educational needs of chient groups and, on the other,
honoring the exped lations of internal stahcholders and opimion leaders that
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the credit programming umit and 11s programs 1n no way deviate from the
mnsttunon's vision of quality.

Conscquently, admimistering . redit course+.and programs requires much
cnergy. a capacity to deal with plenty of ambiy uity, flexibility in approach,
a wilhingness to live vicariously, and the ability not to take oneself too
seriously Itrequires programming unitadministrators o know therr strengths
and weaknesses ar4to schedule free time and personal ume to avoid having
the job become all-cunsuming,

OPPORTUNITIES AND LEADERSHIP

The third theme 15 opportunity. Conunuing educanon credit program-
ming hasreacheda stage of matunity duning the pastdecade. The recognition
of 1ts importance 15 intensifying n conunuing education and highereduca-
non alike Credit programming 1s becoming more differenuated 1% form,
level, and mode of delivery, thereby creatng more opportunity for admin-
1srators 1o work with a varicty of people across the campus and with a
dnersity of chent groups,

The potenual for sumulanon and personal and professional growth
through such opportunities 15 boundiess. By being at the margins, adminis-
trators mustalso deal with the tension of having to be closely ausociated with
the values and workings of the parent msbution while also having to be
mnovauve and represent the educational needs of adults. But from this
tenston arise opportumues for leadership. To take cdvamtage of these
opportwmties, however, umt administrators must be willing io participate
fully and proficicntly in leading higher education 1o a new era of educa-
twonal service 1o adults
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