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General

1. Atleastover the nex: three years, research and evaluation activities should receive as high a
priority as course production and programming. This will require either finding additional
resources, or a moderate but noticeable re-direction of existing resources to research and
evaluation activities.

2. Staff who write papers should be encouraged to lodge a copy, including a short abstract,
with the Librarian (who compiled the list.in Appendix C.) This list should be kept up to date,
and new additions to the list circulated ( »ith abstracts) twice a year to all OLI and KN staff.

Creating a framework

3. Each programme area or department should be responsible for evaluating its own
performance; consequently, each programme area and department should be responsible for:

(a) identifying and reviewing its own performance criteria, and having these accepted by
the next senior level of management;

(b) identifying the information it needs to collect on a regular basis in order to evaluate
its own performance, and collecting and analysing that information

(c) identifying and implementing special research projects which aim to enhance the
performance of the department

(d) formally reviewing, at least once a year, its own performance, in the form of a report
to the next senior level of management; it is at this point that next year's performancée
criteria should also be considered and agreed. Research and evaluation data would
be one of the sources of information-on which this review would be based.

(¢) department and programme area heads should provide a short report as a result of
this review to the CEO, and these reports should be discussed at the Executive
Council. The CEO should write annually a summary report on performance for the
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Board meeting (in May?), using both these reports and statistical information on
course enrolments, completion rates, and trends (see recommendations regarding the
data-base for more details).

The OLA Board needs to disseminate to staff of both institutions the fundamental change in
stance regarding their role following the adoption of the Mission and Goals statement; the
implications for working style and professional development need to be explained and
understood by staff at all levels, but especially by senior managers, who need to take positive
steps to encourage professional development. Without this, the climate necessary for good
quality research and evaluation (and, more importantly, for achieving the broader Agency
goals) will not exist.

Every member of staff should be encouraged to have a planned set of professional
development activities over a year's period. These activities should be of benefit both to the
individual and the Agency. It should be the responsibility of each manager to negotiate
professional ¢ velopment activities with staff in their department. Each person should be
entitled to the & .valent of half a day per week, or 25 days per year, minimum, for approved
professional development activities, to include personal research activities, attendance at
conferences, training courses, visits or exchanges with other relevant institutions, overseas
consultancies, approved courses of study, work on new developments, and other
non-operational activities which lead to increased competence in the post. Thus the 25 days
will include a number of activities already being carried out. This general principle should
apply to all levels and grades of staff, although the amount of time for professional
development activities may vary across grades.

There are several ways in which central staff can be brought into meaningful and useful
contact with students and tutors:

(a) appointment of a student and a tutor representative to the OLA Board

(b) the appointment of a paid student editor for the OLA newspaper, with a remit to
increase the number of student subscribers and contributors

(c) appointment of a student or tutor to selected project management teams



(d) establishment of a students' association, with elected student representatives; OLA to
provide audio and/or computer conferencing, including the use of a students’
bulletin board for ¢lected representaiives

(e) provision of two or three self-operated video boxes, which record viewer's
comments, and which can be broadcast back to the audience at a later date, to
provide direct feedback on KN-programmes

(f) occasional weekend student/tutor get-together days, within programme areas, to
discuss general student issues (study techniques, course ciioice), etc., on an
optional, voluntary basis.

7. Two kinds of research and evaluation activities for the Authority are proposed:

(a) regular activities (such as course evaluation) which are built into project
management;

(b) special projects: individual studies, commissioned or approved either within KN or
OLI or in conjuction with other agencies

In either case, procedures are proposed to ensure that each type of activity is approved,
properly resourced and professionally conducted.

The data-base

8.1  Improvements to the data-base along the lines proposed should receive the highest priority in
the Information Systems development programme.

8.2 Data from the data base should be accessed for a specific reason, related to policy or
decision-making; this means there should bespecific times when the information is needed,
_and a specific person or set of persons who would be committed to using this information.

8.3 Routine or regular provision of information should therefore be kept to a minimum, and
related to particular regular decisions or policy requirements.
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8.4  Self-access should be the main way in which the data-base should be used. In other words,
instructional designers, middle managers, and senic -managers (or their assistants) need to

8.5

be able to get information from the data-base relatively easily. Those people who need
information should not only be responsible for defining their needs, but should wherever
possible access it themselves, at times when they need it, and without having to learn
specialist programming skills; advice though should be available on the best means to obtain
the information required. Appendix D outlines some of the analyses which it ought to be

possible to access easily and conveniently.

It is important to define the research and evaluation needs of different groups of people and
to develop procedures of data abstraction which meets those needs. The following needs
have been identified:

i

Course maintenance. It will be recommended (9.5) that each course should be reviewed
as soon as possible after the first semester presentation of that course. Thus for each new
course, the print-out in Appendix F should be commissicned by whoever is responsible
for course maintenance. (A programme for this already exists). If any further
information is needed from ihe data-base, this should be acquired by the maintenance
person by directly accessii. 2 the data-base.

Middle management (directors, course co-ordinators, possibly vice-presidents). They
need an overall picture of the progress of courses in their areas. It is recommended that
this is necessary cnly once a year, rather than semester-by- semester, as at present. Once
a year, middle management should get the print-out outlined in Appendix G, covering a
full year period, i.e. for all students registered for each semester within a specified
year-period. All course maintenance people should also automatically get a copy, so they
can see how their individual courses compare with others.

Executive Council and the Board The Executive and the Board need an annual picture

both as a form of accountability, and to help inform discussions regarding future policy
for the Institute/Authority. A statistical summary (as outlined in Appendix H) therefore
should be provided to the Board and Executive Council. The annual course statistics
should cover a full financial year, to make it easier to relate expenditure to performance.
This summary should be the main document, but Appendix G would also be available to




8.6

8.7

8.8

8.9

8.10

the Executive Council and Board members, for those who want to look more closely at
the figures. . '

Where it is not possible to dccess easily the required information, or where a detailed or
complex investigation is required, this should be treated as a project, with the consequent
need for approval and allocation of suitable resources, and setting of priorities. These
enquiries would entail the use of a specialist to obtain the necessary information, and
possibly special computer. programmes to be written:

The existing tools for organising and extracting data are not adequate for allowing easy and
convenient self-access for the purposes of undertaking statistical analyses. What is required
is a programme which automatically merges new student data with existing student data, in a
consistent way for all students, to create a dynamic, up-to-date master student file.

Once this basic master student file is created, standard statistical analysis software packages
(such as SPSS) can be bought, which will enable data to be easily abstracted in the form
required by anyone authorised to do so, whether or not they have programming skills. It is
recommended that such a package capable of running on the mainframe should be purchased.

For research or evaluation enquiries requiring substantial statistical analysis or cross-breaks,
the appropriate information required (e.g. information about students on a particular course)
should be abstracted from the master data-base for local processing on micros, thus reducing
CPU time. This would require purchasing one suitable micro for each main programme area
(i.c. approximately five) plus suitable micro software packages, to provide statistical
analyses and cross-breaks. Thus simple analyses could be run directly on the mainframe;
more complex analyses would be done on micros, to reduce CPU time.

In order to provide accurate costing and an efficient implementation of these
recommendations, Information Systems should be requested to do an initiation study to see
what is required to provide a basic, dynamic master student file, and what packages would
be most appropriate for abstracting and analysing data, including standard statistical tests.

Course evaluation

9.1

Course evaluation should be considered as a component of the project management process
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9.2

9.3

9.4

for course design and delivery, for every new course.

Courses should be designed with the firm intention of running for at least six semesters
without changes; in most cases, changes after. that date would be restricted, and limited
wherever possible to one set at a date and within resources agreed i the planning stage; in
other words, the aim is to design courses which are viable from the first dat> of presentation

The following course evaluation decisions need to be made at the Proyect management
planning stage:

(a) discussion of overall evaluation strategy, followed by a decision regarding whether a
standard or special evaluation approach should be adopted for the course

(b) evaluation costs, work-load and responsibilities, and the timing of the evaluation

(c) the implication for resources, production, delivery and tutoring of any changes likely as
a result of evaluation

A standard evaluation approach would ensure that every new course is reviewed at a set time
soon after first presentation. Details of how this is done can be refined and possibly
simplified, but one suggested procedure is as follows:

(@) every new course should be reviewed within six months of the first semester of

presentation (or as near as possible to that time, if examination arrangements prevent
results being available within that period)

(b) collection and analysis of information for the course review should be seen as part of the
maintenance of a course (i.€ the management.of a course during its presentation); one
person (i.e. the person responsible for course maintenance) should be responsible for
co-ordinating evaluation information

(c) an evaluation file for each course should be opened from the start of course design; into
this file would go course developer's doubts and queries about design, course

consultant's commerts, delivery and tutoring issues, errors spotted after delivery, letters
and phone-calls from students, advisers and tutors, and any emergency action taken; the




(d)

(e)

®

(8)

(h)

- file should-bekept‘openffor‘the—whdle life of a-course:

emergency action would be taken within the first six months of course presentation only
in exceptional cases (i.e. where serious consequences likely to lead to widespreadfailure
would result because of pot acting).

the person.responsible for course maintenance should commission within six months of
the first presentation of the course:

i a standard print-out of the first semester enrolments and grade distributions (see
recommendation 8.6.i.)

i tutor statistics (see recommendation 12.3)

iii. a statistical analysis of assignment and examination questions as soon as they are
available; these can-be compared with data from other comparable courses; if
necessary, more data (e.g. student demographics) can be called up from the
data-base (recommended changes to the data-base will make this procedure much
simpler and easier than at present). This information would be added to the
evaluation file.

The senior tutor or course co-ordinator should formally contact tutors (and exam.
markers if different) by phone after the first examination for detailed comments on the
course, using a semi-structured set of questions, designed in conjunction with the course
developers. The senior tutor or course co-ordinator would then write a report on the
course based on this tutor feedback. This report would be added to the evaluation file.

the senior tutor or course co-ordinator would then prepare a report on the course, using
all the information in-the evaluation file, including a recommended course of action. A
copy would be sent to the head of the programme area.

if the course is considered to be generally satisfactory, or changes can be accommodated
within the maintenance budget, the evaluation file would be kept open by the course
maintenance person, who would also be responsible for drawing attention to any

subsequent developments which might require unplanned changes torthe course;

Q
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9.5

9.6

9.7

() if there are major problems, which cannot be easily explained from the standard
evaluation (e.g. an unusually high drop-out rate), the head of the programme area would
decide whether to bid for funds for a special evaluation; whether to leave the course as it
is; or whether to withdra\_v the course altogether

(k) where changes are being proposed to an existing course, tutors should be consulted
about the proposed changes

These recommendations need not be followed in detail, but provide an example of how a
standard evaluation procedure might be conducted.

A special evaluation of a new course may on occasion be appropriate, but as an exception
rather than a general rule. This would involve a more detailed study of a course, and would
usually be linked to a prior commitment to substantial changes to the course as a result of the
evaluation, if this proves necessary. Special evaluations, because of the cost, should be used
selectively. One procedure would be as follows:

(a) It a special evaluation is decided at the initial planning stage, it should be timed so that
information is collected during the first and possibly second semester; otherwise,
information should be collected as soon as possible after a standard evaluation has
identified problems. It will usually be necessary then to run a course for several
semesters before a revised version can be introduced.

(b) Special evaluations should use postal questionnaires and/or telephone interviews for
students, and any informal group discussions that can be arranged, as well as the
procedures outlined for standard evaluations.

(¢) Once the information is collected, decisions should be made about necessary changes,
within the t;udget allocated; in addition, an executive summary should be widely
circulated'and an open seminar held to discuss the implications of the report

Piloting or pre-testing of courses should be treated as a special evaluation.

It is recommended that each major programme area should review its activities annually. This
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10.1

10.2

10.3

would be a meeting of the staff within a programme area, chaired by theihead of the
programme, which would look at courses, delivery, tuition and other issues. The aim of the
review would be to identify necessary changes to next year's programme of activities, and
might coincide with budget projections for the following year. For this meeting, a paper
should be drawn up which provides a summary of enrolment and:grade information for all
courses in the programme area over the year period (see recommendation 8.6.ii.). Course
evaluation reports prepared during the year would support this documentation.

Praject research

Evaluation should be built into project management. This means:
(a) discussing the evaluation strategy at an early project planning stage

(b) determining at this stage the necessary resources (manpower, funds, and timing of
evaluation)

(¢) conducting evaluation as a defined, continuous activity throughout the project

(d) defining criteria for success

Evaluation designs for development projects should be fiexible, to reflect the context of the
project, and the often exploratory nature of development projects; initial objectives for
instance may legitimately be revised as a result of experience

It is important in the evaluation of development projects to look at process as well as
outcomes (how best te do things, as well as looking at costs and learning results). This may
require:

(a) a qualitative, observational approach

(b) identification and recording of key events in a project

(c) explanation of why events/decisions were made, as well as description




104

1.5

11.1

{d) examination of the teaching or decision-making proczss, examining, for instance, the
nature of interaction betwzén leamers and teachers, or what kinds of Jzaming take place
as a result of developmental activitics

(e) analysis of the development's irapact on work roles, need for new skills, training, etc.

(f) resource implications, not only in terms of costs incurred, but how a new development
affects the balance of costs between different activities and spending departments (c.g.
audio conferencing may require a shift of costs from production to delivery)

For these reasons, it is recommended that evaluation of development projects should
generally be conducted internally, i.c. by project staff, but with external assistance irom a
professional evaluator, acting as a consultant, wherever possible. This means that evaluation
resources may better be spent increasing the internal manpower of a project, to allow internal
staff to have adequate time for evaluation activities. Credibility will denend then orhigh
quality, clearly written evaluation reports, which allow those not directly involved to
understand the development project, its achievements and difficulties.

To ensure high quality evaluation, it is recommended that evaluation should account for a
minimum of 10% of internal manpower resources on a development project. -5

All research projects should go through a formal approval procedure, to ensure projects of
significance are undertaken, to avoid duplication and to ensure that they are competently
conducted.

(a) Bids cza be proposed by ary individual or group of staff, but should be discussed with
their superior manager and referred upward for approval

(b) The Executive Council should assess and if appropriate approve any single research
proposal requiring more than $50,000 of resources (manpower and/or cash), or
involving co-operation with external institutions, or paid for out of the Executive's own
research and development budget

(t} Vice-Presidents should assess and if appropriate approve any project within their area
requiring l2ss than $50,000 worth of resources from within that area

0.
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11.2

113

114

1.5

(c) The Director, Research and Evaluation Methods, should be consulted regarding the
assessment of all research proposals (see recommendation 14.2)

Research p:ojects may be resourced from the following sources (see recommendations
14.5-14.10):

(a) re-assignment of duties of internal staff (e.g. reduction in production activities)

(b) asum of money held by Executive Council (recommended amount: $100,000) and/or a
sum of money available to each of the four component areas (recommended amount:
$50,000 each); these sums of money may be used either to buy out internal staff from
operational duties (using the money for staff replacements), or to hire in external
research staff

(c) use of professional development time of internal staff

(d) external funding or assistance from other institutions

(e) any combination of the above.

The aim is to provide flexible but limited sources of funding for research projects.

In general, it is better to encourage staff to conduct research as a team rather than in isolation.
Resources should be concentrated on a limited number of significant projects rather than lots
of small projects.

It is recommended that the approval procedure and sources of funding for development and
research projects should be the same.

Sources of external funding, and co-operation with external agencies, should be developed
wherever possible. University post-graduate students should be encouraged to work with the
OLI and KN, under joint supervision, to collect data and conduct research studies. OLI and
KN should help University staff define significant research areas suitable for study by
doctoral students. Joint studies on common areas of interest (e.g. drop-outs, learning at a
distance, tracer studies following the progress of students) should be carried out jointiy with

/!
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other open learning and distance education institutions, through both the proposed Centre for

Research and Education in Open Learning, and through the various Canadian distance
education associations (CADE, WCCUDE).

11.6 However, the opportunities for such joint and external activities should not deflect OLI and
KN from their responsibility to set their own priorities for research and evaluation, and for
conducting their own internal research and evaluation activities.

11.7 Ttis recommended that the following research projects should receive top priority. I have put

them in my own order of priority, but the actual ordering of priority should be determined by
the Executive Council:

i Information Systems to develop a basic, dynamic master student file, and purchase of
‘packages appropriate for abstracting and analysing data, including standard statistical
tests. This should be a top priority within Information Systems (existing) development
budget, since without it, evaluation and research cannot rcally begin

i development of an accurate and practical means of costing OLA activities (essential for
project management) - funded from (new) Administration research funds

iii Knowledge Network audience research study (see proposal 12.2): from (new) KN
research funds, perhaps linked to (v) and (vi) below

iv atleast one special course evaluation per year (as well as standard course evaluations on
all other new courses) in each of the Open University, Open College, and KN
programme areas (research funds from appropriate areas’ research budgets)

v profiles of the OLI student: a statistical analysis of age, occupation, education,

motivation by programme area, and comparison with the general population of B.C.:
using new data-base and new project officer (no other cost)

vi market survey, to identify the public's knowledge and opinion of OLI, KN and OLA,

and their perceived relevance to individual's needs: (new) Executive Council research
fund




vii study of means to link OLA better to provincial and federal industry, commerce,
government and voluntary organisations, to identify beiter their continuing and distance
education needs, and to educate them into the potential of open learning (e.g. directory of

X

agencies and contacts, high-level conference, etc.): from Executive Council Research
fund, with staff seconded from relevant programme areas (this should be a low-cost
project, using existing resources as far as possible)

identification of obstacles to qualification through open learning; barriers to the pyramid
of opportunity: individual case-studies, showing the perspective from the individual
student: from Executive Council research fund - link to (ix)

tracer studies: what study paths do OLA students follow; what happens to drop-outs;
where do OLA students come from (in terms of previous educational activities)? where
do they go to? - from Executive Council research fund

project to identify whether there is sufficent field support for students, and if not, what
steps can be taken to improve student support, and in particular whether the role and
recruitment of tutors needs to be changed, and what role other universities and colleges
might play in providing field support to OLA students to increase student support: from
Executive Council research fund or Administrative research fund

study of specific B.C. open learning needs and the needs of minority groups: how does
open learning look from their perspective; what are their special needs; what can be done
for them? Some prospective groups:

- long-distance fishermen (Open College budget)

- BCpeople working overseas (University budget)

- lumber industry (Open College budget)

- mining industry (Open College budget)

- really remote students (Administration research budget)

- native Indians (Open College/ABE research budget)

- handicapped-students (Administration research budget)

- unemployed students (Open College/ABE research budget)
- English as a second language (Open College budget)

/3
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No doubt other minority groups could be identified.

xii An analysis of the reliability and validity of assessment questions (see proposal
12.8): from Administration budget

Student services

12.1

12.2

12.3

Tutors should be evaluated on
(a) their efficiency in tuming round assignments
(b) the reliability of their marking of assignments

(©) the quality of their communication with students (comments on assignments,
advice and help to students)

These three criteria should be of equal importance,

Senior tutors should be responsible for evaluating tutors in their subject areas. Where there is
no senior tutor in a subject area, it should be the responsibility of the course-cordinator, but
this should be only a temporary arrangement until a senior tutor post is available. The need to
evaluate tutors should be taken into account in senior tutor workloads,

A senior tutor should normally request a copy of at least one assignment, preferably more,
per tutor per semester from registry. If there is cause for concern, the senior tutor should
then request to see a sample of the tutor's next batch of assignments. It may be necessary
as a result of such an inquiry to re-grade assignmenss at the discretion of the senjor tutor.
Senior tutors should also contact each tutor on a regular basis by telephone or other means.
Unless a system like TRIX is installed, senior tutors should also be sent each semester a
print-out of assignments submitted and marked by all tutors in the subject area. (A computer
routine already exists for such a print-out). This would indicate turn-round time and quantity
of assignments marked by each tutor. In exceptional cases, senior tutors may also want to
contact students directly by phone if they are concerned about a tutor's performance. The
main purpose of monitoring tutor marking and commenting would be to help tutors improve
performance, rather than to assess the need to terminate employment, although that may be

/.




12.4

12.5

12.6

12.8

necessary in extreme cases.

There should be an agreed and clearly publicised student appeal procedure regarding
assignments. The senior tutors should deal with student appeals regarding assessment of
individual assignments. The procedure, including to whom appeals should be made, should
be printed in the OLI calendar.

Senior tutors, in association with their course co-ordinators, should “e responsible for
organising occasional workshops for tutors, on assessment strategies, counselling, and
giving helpful study advice, etc.

Information Systems should be asked to conduct an initiation study to identify the feasibility
and costs of introducing the TRIX system.

It is reccommended that a research project is undertaken to identify whether there is sufficént
support for students, and if not, what steps can be taken to improve student support, and
whether the role and recruitment of tutors needs to be changed to increase student support. It
should iook in particular at the roles that regional colleges might play in increasing local
support for provincial distance education students. The project should involve a management
team which would include a remote tutor, a representative of a regional college, a Programme
Area Director or course co-ordinator, a remote student, someone from the registry, Jan
Muirhead or Denise Hartmann, and a regional student advisor. It would conduct a survey of
students and tutors, and would prepare financial estimates for any
recommended changes.

It is recommended that, as well as monitoring by senior tutors, a means of analysing the
reliability and validity of both continuous and examination assessment questions is devised,
to ensure consistency in the level of qualification. A small project team should be established,
consisting of a programme area director or course co-ordinator, someone from the registry,
someone from Information Systems, and an external consultant specialising in examination
validity procedures, to recommend methods and procedures.

Knowledge Nerwork

13.1

A survey needs to be commissioned from a leading market research or census organisation
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13.5

13.6

(possibly Statistics Canada), to identify accurately, through careful sampling, Knowledge
Network reception capability and utilisation within the province. If possible, the KN enquiry
should be piggy-backed on a household survey already planned by the external research
organisation, to reduce costs. The aim would be to identify across the province the number

.of households able to receive KN via cable with and without a convertor, or direct from the

satellite (i.. actual rather than potential reception facilities), the extent to which those
households utilise KN programmes, and their reactions to the KN service in general. This
will require extremely careful sampling procedures, and will be a rel=tively expensive
exercise, involving several thousand households across the province. Data collected from the
survey should be stored on the OLI computer, and collected in such a way that it is
compatible with the OLI studer* Jata-base. This survey would not need to be repeated every
year, so should be treated as a project.

The mailing list already held by KN, primarily for marketing purposes, could also be added
to the market surve> information, although it will be important that the two sets of
information do not become confused, and work will need to be done to ensure that the
marketing list is as compatible as possible with the OLA data-base.

One benefit from the survey in 13.1 is that it could provide a good sampling base for
enquiries about specific programmes, since from the initial (large) sample of people identified
as able to receive KN programmes, smaller samples representative of the general population
can be drawn for specific programming enquiries, and rotated to avoid over-use of certain
households.

KN ought to have a greater sum for project research than the other programme areas, and
make greater use of external research organisations. (The recommended minimum figure is
$100,000).

Professional development time should be used to allow KN staff to direct and participate in
externally commissioned projects.

It is recommended that research be directed at key programming policy decisions over the
next few years. For instance, research might be conducted into:

(a) the effectiveness of live, inter-active programmes




13.7

(b) appropriate production styles for different target audiences (e.g. general education,
telecourses, teleseries) in terms of perceived audience need

(c) the impact of video-recorders on the use of KN programming (access to recorders
by different target audiences, implications for production style, support materials)

d) the need for media education (how to read’ television)

(é) ways to increase student learning from television (production style, use of recorders,
signposting) related to different programming areas

® better ways to identify and select appropriate programming (relative merits of market
research, advisory committees, how to involve wider range of agencies, etc.y

(® better ways to liaise with wider public (a computerised directory of agencies, use of
subscribers/mailing lists, newspaper, open-access video-boxes, for public to record
opinions about needed programming and support services)

(g analysis of programming: sourceé, relevance to BC, spread of target groups, market
research into demand for areas not covered, provision of programming for the
disadvantaged

(h) reactions to imported programming

Some of these studies could be integrated. Research methods would include postal
questionnaires, telephone interviews, group discussions and individual, person-to-person
interviews, using small but carefully selected samples of actual programme viewers. Some of
these projects would be appropriate for joint research with Universities in the province.

To ensure that research is directed to meeting the needs of KN, and is properly co-ordinated
and integrated with programming and development work, it is recommended that a small
committee of KN staff, plus the Director, Research and Evaluation Methods, be established
to define research needs, allocate funds, commission studies, and disseminate and act on the
results.




Organisation and funding

14.1 (a)

rough estimates should be made of person-days required to produce a course, across
the various job categories (this is necessary in any case for proper project
management)

each individual in the course design and production area should negotiate with their
immediate manager a rough estimate of how time will be spread over various work
activities; these estimates should take account of all the demands on people's
work-times (course maintenance, administrative activities, evaluation, professional
development, etc.)

commitment to new course production would take account of person resources
available, and this would influence project planning; once committed, courses
should be produced according to the agreed schedule, and staff, having agreed the
time necessary, would work to those norms.

It is reccommended that a Director, Evaluation and Research Methods, should be appointed,
with the following responsibilities:

()

advice to CEO and Executive Council on evaluation and research matters, including
the feasibility and quality of research proposals and evaluation procedures within
OLVKN.

the design and contracting of evaluation and research activities commissioned by the
Executive Council

organisation and analysis of statistical data about students and courses for the
Executive Council

advice to staff in OLI/KN and other B.C. open learning agencies on evaluation and
research methodology, including advice on the design and conduct of research and

evaluation activities, appropriate external research agencies, sources of funding,
report writing, and dissemination




14.3

14.4

14.5

©)

(®)

the co-ordination of evaluation and research activities, to avoid duplication and to
ensure widespread dissemination of research and evaluation findings within OLI/KN

liaison with other open learning agencies involved with research and evaluation,
with a special responsibility to disseminate research findings from other institutions
of relevance to OLI/KN.

The appointment of a Project Officer (Evaluation and Research), to assist OLI/KN staff in
using the data-base, to draw samples, and to process and analyse research data; the project
officer would be responsible to the Director, Evaluation and Research Methods

Three options are offered regarding the organisational location of the Director, Evaluation
and Research Methods, and the Project Officer:

i

Directly reporting to the CEO, in the same way as other Authority-wide services,
like the International Office

Location within the Administration component
Creation of a new component (Authority Services) which would combine all the
Authority-wide services, including evaluation and research assistance

My own preference is for (i) in the short-term, but (iii) in the long term. I am not happy

about (ii), because the Director should be independent of operational units.

(@)

(b)

The Executive Council should set priorities for research or special evaluation
projects requiring more than $50,000 in resources (manpower and/or cash,
including a cost for time of existing staff assigned to work on the research project);

Vice-Principles should be free to approve evaluation and research activities within
their own area costing less than $50,000 per project, provided they have the
resources within their areas, and have checked with the Director, Evaluation and
Research Methods, regarding the feasibility and quality of the proposals.and lack of
duplication with activities in other areas.

14.6 Standard evaluations should not require extra resource. The procedure recommended is not
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14.7

14.8

14.9

labour-intensive and should reduce the overall time spent on changes to course material.

If the recommendation regarding }. - essional development time is accepted (recommendation
5), this will provide a subsiantial pool for approved development, special evaluation and
research projects, althcugh development, evaluation and research will not be the only
activities carried out in professional development time. There could though be perhaps a drop
in course production of around 5-8% per year (maximum) to accommodate this
recommendation, even allowing for some efficiency savings from the.standard evaluation
procedure and better time management, unless extra resources are-found.

This leaves three options with regard to the recommendation regarding professional
development time:

(a) don't do it

(b) see it as a replacement activity for some cther activities
(© cost it as an extra resource requirement
Revised procedures for making the data-base more accessible and purchase of appropriate

software should be considered part of Information Systems normal development budget. If
though other demands of equally high priority mean that these revisions would be
delayed, extra resources (probably not in excess of $60,0C0), should be found from the
1987/88 budget.

14.10 In addition to a slight reduction in course production activities, these recommendations

require the following extra resources per annum:

Salary and overheads for Director, Evaluation and Research Methods $60,000 (2)

Salary and overheads for Project Officer (Evaluation and Research) $40,000 ()




Cash for special evaluation and research projects:

Executive Council $100,000
University ' $50,000
Open College ‘ $50,000
Administration $50,000
Knowledge Network ~ $100,000
Total $450,000

Expenditure of £450,000 should enable all the proposals and projects suggested to be implemented.
Impl;ementation
15.  The following sequence and priorities for implementation of the proposals are recommended

1. Alseration tv the data-base structure. If not implemented, most of the other proposals

cannot be implemented, either.

2. Appointment of Director and Project Qfficer Essential for advice on standard

evaluation, project research, and supporting evaluation activities
3. Tutor evaluation Could begin immediately, if senior tutors agree

These three proposais could be initiated immediately

4, ndard evaluation procedure put into place Dependent on establishment of project
management and data-base changes

S. Project research Some development projects could not wait, but major research
projects should await appointment of Director and establishment of data-base:
requirements
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1. Introduction

Both the Open Learning Institute and Knowledge Network are relatively young, innovative
organisations. Also, compared to open learning organisations in many other countries, OLI and
KN are compact, each with small numbers of staff but large mandates. In the carly days of OLI and
KN, all efforts were understandably concentrated on course and programme production, in order to
provide as quickly as possible a wide range of programmes and courses. The production and
delivery of materials left little time for systematic research or evaluation. However, both OLI and
KN are now relatively well established, and there has been a growing recognition that the two
organisations might benefit from a planned approach to evaluation and research.

I was therefore approached in May, 1986 by Ian Mugridge, then Academic Dean at OLI, and asked
if I would be available to ass..s the research and evaluation needs of OLI and KN, and to advise on
what steps might be taken to establish an active research and evaluation programme. Consequently,
a contract for three months' consultancy was issued, to commence in January, 1987.

2.  Terms of reference

The full terms of reference are attached as Appendix A. The original suggestion was that the
consultancy should be concerned with proposals for both research and development. However,
between the time of the first approach and the commencement of the consultancy, a major re-
organisation had-taken place, including the appointment of a new Chief Executive. By the time 1
arrived, plans for development activities were already under way. It was therefore agreed to restrict
the present consultancy to institutional research and evaluation.

It was also recognised that the consultancy should take into consideration not just the requirements
for resez:.n, training and professional development within OLI and KN, but also the possibility of
an Agency-wide service. Partly for this reason, it was intended that I would work with a committee
to be formed, under the chairmanship of the Principal of North Island College, to look at rescarch,
training and professional development in open learning in British Columbia. This committee was
not formed however in time for me to work with it, although I was able to liaise with an initiative
from the University of British Columbia, concerned with the possible creation of a colluborative
centre for research and education in open learning within British Columbia.

Lastly, it was agreed to commit up to 20% of my time during the consultancy to other activitics, at
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the request of individual departments.

Method of conducting consultancy

Step 1; Identifyving Need

Having agreed the terms of reference, the first step was to interview staff in both institutions,

usually individually, starting as far as possible with senior maaagement. Using a semi-structured
interview, the aim was to discover the following:

what on-going or routine institutional research and evaluation activities are being. or
have been, carried out, and how satisfactory these have been

what individual initiatives had been taken to conduct evaluative studies as part of
professional development

what particular research projects had been conducted

what research informaticn staff still required

" what, if anything, prevented staff from conducting research and evaluation

enquiries at the moment

what priority they would give to research and evaluation activities, even if it meant
reducing other activities to accommodate them

what expertise staff had in the research/evaluation field

what views staff had on the funding and organisation of research and evaluation
activities

any other comments they wished to add about research and evaluation activities

In addition to individual interviews, meetings were also held with groups of staff, as follows:

course designers in the University programme
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course designers in the Open College programme
tutors in the University programme
tutors in the CTV programme

A list of staff im-erviewcd is attached as Appendix B.

A library search was also conducted to identify papers or articles by sta” of OLI and KN, and
papers held in the library by external writers regarding the OLI (a full bibliography is attached as
Appendix C).

In order to understand the nature of the student data-base, its structure, and its suitability for
research and evaluation activities, an exercise was undertaken, with the help of Jocelyn Calvert,
Course Co-ordinator, University Programme, and Heather Drugge, Publications and Statistics
Clerk, to abstract information to determine what happened to students who dropped out of their
first University Programme course (i.e. to find out whether they re-registered for another course,
etc.). The results of this exercise are attached as Appendix D.

Interviews were also held with several staff from the Information Systems department, to identify
what steps were necessary and feasible to make it easier to use the data-base for research and
evaluation activities, and discussions were held with other staff to try and identify a strategy for
accessing and analysing information on the data-base.

I also attended two meetings called by the University of British Columbia to discuss the
establishment of an Institute for Research and Education in Open Learning, and the ideas and

approac* agreed in these discussions have been taken into account in this report.

Also, during this phase, a work plan and schedule, and the structure of this report, were detailed
and agreed with the President-Designate of OLA.

in |

Following this intensive period of interviewing, a number of proposals for the organisation and
implementation of research and evaluation activities were formulated. These were put forward-to
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those previously interviewed for consideration and comment. Occasionally, this was followed up
with a second interview.

Secondly, I organised and conducted a series of seminars on research and evaluation (see Appendix
E for a list of topics). One of the purposes was to help staff understand better institutional research
and evaluation activities and the strengths and limitations of evaluative research. However, an
equally important objective of the seminars was'to get reactions to my initial proposals.

As a result of these discussions, some proposals were modified or dropped, and other new
proposals emerged. Finally, this report and a draft executive summary have been prepared and
circulated to the five Executive Council members for their consideration.

4. Do OLIand KN need an institutional research and evaluation programme?
What is institutional research?

First of all, to avoid misunderstanding, it may help to define briefly what I mean by evaluation.
institutional research, and development.

Evaluation is an everyday activity that goes on all the time. Every time we say we like a programme
or course, we are making an evaluative judgement. Such evaluation though can be on purely
subjective grounds, without any evidence of effectiveness.

Institutional research is an attempt to provide more systematic information on the performance of an
institution. It is an attempt to collect evidence of effectiveness, to identify problem areas, and,
where possible, to suggest alterations that are likely to lead to improvement. This kind of research
then can be one input to evaluative judgements. This consultancy is primarily concerned with the
need €7:, and the means to provide, institutional research for evaluation purposes.

Development is any new activity or new way of doing something. It may or may not be
systematically evaluated. Research may or may not suggest new developments. Thus development

can take place without research, although if possible, research and development should be linked.

Relationship between institutional research, policy and decision-making

For institutional research to be useful, it needs to be linked to policy and decision-making. There is

30




no point in carrying out research which cannot be acted on. For instance, there is little point in
discovering that most tutors have been born outside British Columbia, if that is considered
irrelevant to hiring staff. Sometimes, research not originally directed at policy or decision-making
may turn out io be useful, but given scarce resources, such a random approach to institutional
research is difficult to justify.

Secondly, institutional research on its own should not dictate policy. For instance, research may
indicate that recent immigrants have much higher dzop-outra s than other students. However, the
policy that follows from such research is likely to be influenced by many other factors, as well as
the research results.

Lastly, research may help formulate or influence policy, but cannot substitute for it. In some
institutions difficult decisions have been postponed by calling for more research, when more
research was not the answer, but choosing between two unwelcome alternatives.

Nevertheless, well conducted and timely research can be a valuable, sometimes essential,
contribution towards skilled decision-making, thus improving considerably the effectiveness of a
distance teaching system. I have therefore looked at research in terms of policy and
decision-making, and not in terms of an interesting but not immediately applicable academic
exercise.

How necessary is IR at OLI and KN?

By definition, in a distance education system, stude..'s are not in direct contact with course
designers and managers of distance education institutions. There is a real danger therefore that the
institution unwittingly adopts policies and procedures which are not effective, or which could be
substantially improved. The very nature of distancz education requires a conscious effort to bridge
the gap between students ar staff. Institutional research is one means by which this gap between
students and staff can be bridged.

Another reason is to do with the technological nature of distance education. It is at heart an
industrial system of manufacturing, delivering and ‘servicing' a product, in this case learning
materials. The principle of feedback is considered essential for any technological system to run

efficient!y. Inctitutional research and systematic evaluation are means of providing this feedback. In
other words, if open and distan-e learning in British Columbia is to be a self-improving system,
institutional research is essential.




These are general arguments which would apply to any open and distance learning system. With
respect to the Open Leaming Institute and Knowledge Network, almost everyone I interviewed
expressed the view that systematic evaluation and research had not by and large been conducted,
and were desperately needed. The view was frequently expressed that while in the early years it had
been essential to ‘get the show on the road’, the time had now come to take a much more critical
look at policies and procedures that had often developed in an unplanned and ad hoc manner.

Many individuals felt that they were working in a vacuum; others expressed considerable unease at
the effectiveness of certain practices, but had no hard evidence to support that unease; others felt
that they did not really know enough about the students to be confident of designing effective
materials. It is worth noting that some tutors complained that while they had fed back information
about defective course material, the information had not been acted upon, because of lack of
resources. Nearly all those interviewed were enthusiastic about the possibility of introducing
research and evaluation activities, on a planned and professional basis.

Both OLI and KN are in fact in urgent need of research and evaluation activities. Both institutions
would be hard pressed to demonstrate objectively their efficiency and effectiveness, because of lack
of suitable information. Methods of operation have become crystallised without any evidence of
their effectiveness, or considered assessment of alternatives. The lack of research and systematic
evaluation procedures leaves both institutions politically vulnerable, and inhibits the development of
both institutions as leaders in open learning and distance education. However, such research must
be related to effective policy and decision-making, and the issue of adequate resources to act on
evaluativi activities also needs to be addressed.

Recommendation

1.  Atleastover the next three years, research and evaluation activities should receive as high a
priority as course production and programming. This will require either finding additional
resources, vr a moderate but noticeable re-direction of existing resources to research and
evaluation activities. (Resource implications are detailed later - see Section 13.)

Research and systematic evaluation though should not be just short-term activities. They need to be
built into the system. This requires closely examining management structures and practices within
the two organisations, analysing ways in which research and evaluation activities can be fitted into
the main decision-making processes, and identifying where management procedures need to be
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adapted to encourage this.
5.  What exists already?

The short answer is: not a lot, but still more than most staff are aware of.

Open Learning Institute

There already exists a comprehensive and effective system of course evaluation in both the Dental
and the Nursing Programmes in the Open College. It is interesting to note that systematic evaluation
is a requirement of these two programmes for them to receive accreditation. These evaluations use
very little in the way of resources, being conducted entirely by the respective course co-ordinators.
These two programmes therefore provide a model of what other courses could do, although both
co-ordinators complain of lack of resources for revising materials and for conducting more

thorough analyses of the data collected.

Also, a semester-by-semester print-out is supplied by Registry of course enrolments, withdrawals.
grade-distributions, and examination performance, and of tutor success rates and performance.
This information however is not systematised or summarised, and many course co-ordinators and
designers complained of the difficulty in using this information in the form in which it is provided.
A common complaint was that it was produced often too late to be of much practical use. Part of the
problem is that it takes a great deal of computer central processing time to run the programme and

print-out.

Occasionally, special research studies have been conducted. Appendix C provides quite a large list
of papers on the work of the Open Learning Institute and Knowledge Network, most of which are
located in the Open Learning Institute library. 1 am reasonably certain that while this contains most
of the papers available, it does not include them all. More could be done to disseminate what

already exists.
Recommendation

2. Staff who write papers should be encouraged to lodge a copy, including a short abstract.
with the Librarian (who compiled the list in Appendix C.) This list should be kept up to date,
and new additions to the list circulated (with abstracts) twice a year to all OLI and KN staff.




There are several reasons why papers and publications are important. The first is to disseminate
within the institution the results of research and evaluation studies, with the intention of influencing
policy. However, the relatively few research studies that have been conducted, while of interest in
their own right, and with often important policy implications, were rarely tightly linked in with the
decision-making processes, and consequently have had little impact. (It is worth noting that there is
already a report on institutional research and development prepared by a colleague of mine from the
British Open University - Woodley, 1983).

Another reason for publication is for professional development. The need to record, analyse and
evaluate practices usually results in a more realistic assessment of the strengths and weaknesses of
current procedures and policies, and may well stimulate changes in practice.

A third reason for publication is because both OLI and KN are primarily innovative educational
institutions, and therefore have a responsibility to disseminate knowledge about their practices and
their effectiveness to the educational world at large. Publication is one of the more important ways
through which the reputation of an open learning institution is judged. The great majority of the
papers in Appendix C are descriptive of OLI and KN procedures and systems, rather than research
or evaluation studies, or even critical analyses. There are less than 30 published articles, which is
very little over a period of seven years for two such innovative institutions, although Mugridge and
Kaufman's Distance Education in Canada is a major publication in the area. It is also worth noting
that only six external studies are located in the OLI library, and only two of these were student
assignments or theses. There is clearly a great opportunity for post-graduate student studies related
to open learning that could also be useful to OLI and KN.

Over all, then, OLI's and KN's publication record is not impressive, and certainly does not do
justice to the innovative work being carried out by the two institutions. This is partly because very
few hig™ juality evaluative research studies have been conducted at OLI and KN.

6.  Some comments on research methodology

It is customary to think of research as a highly scientific, quantitative and precise exercise, based on
carefully controlled experiments, testing hypotheses. This is one method of research which has
proved its value in the physical sciences. Certainly, a good deal of institutional research - on
enrolments, drop-outs, demographics of students, sampling, for instance - is quantitative, and
requires good statistical techniques.
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However, institutional research is worthless if the results arrive too late, are too narrow to help
decision-making, are unintelligible to decision-makers, or are hedged around with so many
qualifications that no course of action seems better than any other. Institutional research is always a
compromise between the ideals of empirical, scientific research on the one hand and the demands of
decision-making and the constraints of time and money on the other. Very often, institutional
research is more useful if it is quick and dirty, rather than clean and late. Better to be 75% certain,
and act on the information, than 90% certain after the decision has been made.

More importantly, for an evaluation to be useful, it is often necessary to understand the context in
which decisions have to be made, ard the underlying reasons why decisions get made. This
requires a much more qualitative, interpretative and usually participative approach to research,
using careful observation and interviews, and drawing on personal experience, in an attempt to
understand what is happening. This is particularly important for development projects, where many
factors may affect the success or otherwise of an innovation. This kind of qualitative, evaluative
research requires great skill, if it is not to degenerate into entirely subjective and unverifiable
personal opinions, but when well done, it'is often the most useful kind of institutional research.

7.  Creating a framework for research and evaluation
Why has there been so litile research and evaluation?

One important principle was established when the terms of reference were agreed. It would not be
appropriate to set up a large, separate department or institute of institutional research within either

organisation. It was agreed that research, evaluation and development should be the responsibility
of every department. The creation of a large, separate research department was likely to lead to a
separation of research from decision-making. In any case, given the size of the two organisations,
the commitment of substantial internal resources for research any evaluation would not be feasible.

However, if it is agreed that research and evaluation is the responsibility of every department, why
has it not happened in the past? What is gurrently stopping staff from doing it now?

Most of the staff had not until interviewed thought that it was part of their job to conduct
institutional research activities. They assumed that these were not part of course production, and
consequently 'the management' would not approve, indeed would actively disapprove, of such
activities. (This was quite surprising, as nearly all senior managers interviewed said that they
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thought it was good that staff should evaluate their activities, and said they would like to encourage
people who wanted to do this.) Many staff also said that even if it was part of their job role, there
was not sufficient time to conduct such activities, given current production and maintenance loads.
A lot of staff said that they would like to conduct resez. >h and evaluation activities, but as well as
lack of time, they did not have the expertise to do it.

Quite clearly, an environment has grown up over the years in both institutions (more so in OLI than
KN), in which research and evaluation activities have been discouraged. That may no longer be the
management policy, especially since the recent re-organisation, but if such a change of policy
exists, it needs to be communicated. rlowever, telling staff they can now do research and
evaluation is not enough:. It is necessary to provide a supportive framework or environment which
both encourages and at the same time controls and directs the development of research and
evaluation activities.

Staff are also unsure as to what steps need to be taken to evaluate systematically their activities.
Some kind of guidance or structure is therefore necessary.

The main purpose of research and evaluation should not be summative (i.e. to be used for
promotion, external rewards or punishment) but formative (i.e. for people to be able to do their
jobs better, through taking responsibility themselves for changes in practice). The principle
therefore is self-evaluation, with help and guidance from senior management. The guidance should
take the form of providing a structure, or series of events, which promipt self-evalua’.on activities.

Recommendation

3. Each programme area or department should be responsible for evaluating its own
performance; consequently, each programme area and department should be responsible for:

(a) identifying and reviewing its own performance criteria, and having these
accepted by the next senior level of management;

(b) identifying the information it needs to collect on a regular basis in order to
evaluate its own performance, and collecting and analysing that information

(c) identifying and implementing special research projects which aim to enhance
the performance of the department




d) formally reviewing, at least once a year, its own performance, in the form
of a report to the next senior level of management; it is at this point that next
year's performance criteria should also be considered and agreed. Research
and evaluation data would be gne of the sources of information on which
this review would be based.

(e) department and programme area heads should provide a short report as a
result of this review to the CEO, and these reports should be discussed at
the Executive Council. The CEO should write annually a summary report on
performance for the Board meeting (in May?), using both these reports and
statistical information on course enrolments, completion rates, and trends
(see recommendations regarding the data-base for more details).

Project management and professional development

If research and evaluation (not to mention development)-are to take place, some way has to be
found to free up time from day-to-day operational activities. There are two ways in which this can
be done.

The first is through the extension of project management to research activities. Thus a research
study can be treated in exactly the same way as the new project management procedures for a
course, with an approval procedure, a plan for resources, and staff time allocated to the project.

The second is through an allocation to staff of a limited but fixed amount of professional
developmen, time, during which research and evaluation activities might be carried out. Of all the
proposals floated in the first round of discussions, this has probably received the most attention,
and has heen the most misunderstood, so it is necessary to explain both the reasons why
professional development is so important, and exactly what it covers. ‘

Good research and development needs to be encouraged from the "bottom-up", i.e. from people
working close to problem areas, who know the problems well, who l:ave knowledge of new

developments in their field outside of their own institution. and who have ideas about how to get
the information needed, or provide solutions to problems. This means encouraging staff to take the
initiative in proposing and conducting evaluation, research and development activities.




‘The importance of this cannot be too strongly stressed if OLI and KN are to become centres of
excellence, and the OLA a world-leading agency in open and distance learning. I was disturbed by
the restricted job role otherwise dedicated and committed staff ascribed to-themselves. Many
complained that in the past, any attempt to innovate, research or evaluate had been slapped down
and discouraged by ‘the management'. It was claimed that good staff who had wanted to develop
their professional skills through private study had been discouraged and left. Whether or not this is
true is not important; what matters is that many staff believe it to be true. Many staff feel extremely
frustrated and under-utilised as a result.

The conséquence has been what I can only describe as‘a civil-service attitude to work. Initiative is
discouraged, and people become driven by the produétion line. It seems therefore that the OLA
Board needs to address a major policy decision. Are the two organisations to become leading
innovative institutions driven by internally determined criteria of high educational quality, research
and development, or are they to be administrative arms of the provincial civil service, driven by
rules, regulations and external criteria? If the former, the staff must have conditions of service
which encourage research and development, and the most important of these is the opportunity for
proiessional development.

It needs to be understood that the argument for professional development rests not on the benefits
to the individual (although there is no denying that it will bring such benefits), but to the institution.
Both OLI and KN are 'high-tech’ institutions. Any institution working in high technology arcas
will die without professional development, as experience in the commercial sector indicates. 15%
of IBM's turnover goes towards professional training and development. The Director of 1BM
Education, Europe, who has a budget of $1 billion a year for professional development within the
company, claims: "We are big because we train; we don't train because we're big." Indeed, there is
an irony that an institution such as OLI, which is trying to provide profcséional development and
training opportunities for students working in other organisations, does not have a planned
professinnal development programme for its own staff.

Professional development is too important to be left to ad hoc arrangements. It needs to be planned
for, and organised in such a way that regular production activities are either covered or reduced.
One objection to specifying a definite amount of professional development time was that there is no
cover for certain staff. It is not good management policy though to make anyonc totally
indispensable. People become sick, leave or die on the job. Planned professional development
leads to better back-up and cover, because people have to be trained to take over other jobs while
covering for people away for professional development purposes.
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If professional development is not planned, the pressure of day-to-day operations will override the
necessity for training and development. The good intentions of managers - and dedicated staff
themselves - to allow for professional development quickly disappear under operational conditions,
particularly when organisations are continually being asked to do more with less resource. For this
reason, there needs to be a strong countervailing pressure on managers to plan for professional
development. That countervailing pressure needs to come from the staff themselves. Consequently,
a minimum amount of time for professional development needs to be negotiated and agreed with
staff, so that other activities have to be planned around the time remaining. Without professional
development time being a right for the staff (albeit one which needs to be exercised flexibly),
professional development is unlikely to happen.

This is not quite such a radical suggestion as some have believed. There is already some
professional development going on (attendance at conferences, overseas consultancy, visits to other
institutions) but it is almost unofficial, restricted mainly to senior staff, and certainly not planned or
seen as a right. Institutional research would be only one, relatively minor, professional
development activity, for most people. However, time for professional development will provide
staff with the opportunity to follow through research issues of relevance to the institutions, but with
the initiative coming from the staff themselves. It vill legitimise, for instance, the activities of
several committed staff who currently feel guilty if they spend an afternoon trying to find out why
so many students are not completing a certain course, instead of getting on with new course
production.

Lastly, the suggestion that professional development time should be a right for staff does not mean
that staff can do what they like with that time. The activities have to be negotiated with managers,

and they must occur at times that do not disrupt unnecessarily other operational activities. Within a
period of 12 months, though, a member of staff should be able to claim the full amount of

negotiated professional development time.

A final objection to this proposal is that it will be seen as an extra activity, will have to be costed as
such, and will thus fall foul of the provincial government's policy of restraint. This is not
necessarily so. There are really three alternatives.

The first is not to accept the proposal, with all the risks that that entails.

The second is to reduce proportionately production activities. This would not be disastrous,
because if the reduction in time is converted directly into reduction in the number of courses, the




reduction would still be relatively small (a maximum of 10%). However, it is unlikely that even in
this extreme case, efficiency would suffer. A reduction in incompletion rates by 10% as a result of
research and professional develop:nent would maintain the throughput of qualified students at the
same rate as at present, even with fewer courses. In practice, increased course production
efficiency (due to greater knowledge and commitment) is likely to more than compensate for u
reduction in time spent on course production, enabling current production levels to be maitained.

The third alternative is to cost professional development as an extra activity, and to ask for more
resources. This does not seem to me to be a sensible policy. The whole aira of professional
development is to make the system more effective, not more expensive. Nor does it look good to
admit publicly that there has been no professional development in the two institutions over the last
cight years. What is really being suggested is a re-organisation and better planning of activitics.

Recommendations

4.  The OLA Board needs to disseminate to staff of both institutions the fundamental change in
stance regarding their role following the adoption of the Mission and Goals statement; the
implications for working style and professional development need to be explained and
understood by staff at all levels, but especially by senior managers, who need to take positive
stcps to encourage professional development. Without this, the climate necessary for good
quality research and evaluation (and, more importantly, for achieving the broader Agency
goals) will not exist.

5.  Every member of staff should be encouraged to have a planned set of professional
development activities over a year's period. These activities should be of benefit both to the
individual and the Agency. It should be the responsibility of each manager to negotiate
professional development activities with staff in their department. Each person should be
.utitled to the equivalent of half a day per week, or 25 days per year, minimum, for approved
professional development activities, to include personal research activities, attendance at
conferences, training courses, visits or exchanges with other relevant institutions, overseis
consultancies, approved courses of study, work on new deve.opments, and other
non-operational activities which lead to increased competence in the post. Thus the 25 days
will include a number of activities already being carried out. This general principle should
apply to all levels and grades of staff, although the amount of time for professional
development activities may vary across grades.

49




I have suggested a particular mechanism for ensuring that professional development takes place:
that staff should have a right to negotiate a minimum of 25 days professional development time.
There are other, perhaps better mechanisms, which might be introduced by management to provide
professional development. I wish to stress that the issue here is not the particular mechanism, but
that:

(a) relevant professional development does take place at all levels within the
organisations
(b whatever mechanism is adopted, it should encourage the generation of research and

development activities by all levels of staff

(©) it is a management responsibility to ensure that professional development happens at
all levels of staffing. ]

The need to improve contact between the students and central staff

All distance education systems suffer from the gap between students, on the one hand, and central
staff, both managers and course designers, on the other. OLI, and to a lesser extent KN, do
provide excellent opportunities for contact between tutors and central staff, through workshops and
one-day conferences. These are extremely important, because tutors are an invaluable scurce of
feedback. However, there are considerable advantages in increasing direct contact also between
students and central staff, despite the genuine difficulties, because student perceptions arc different.

Part of the function of research is to collect feedback from students. This can be done through
questionnaires, telephone interviews and a number of other techniques. However, they all have
their limitations. In particular, it is extremely difficult to obtain well-considered, deeply insightful
comm-=sts from students using these more formal research techniques, and in particular, it is
difficult to deal with arguments, negotiations or discussion of issues t})rough formal research
methods. Student criticisms also tend to lose their force when aggregatéd or presented indirectly.

It is important therefore not to overlook more direct methods of student contact and involvement
with the centre. This is always going to be difficult, because students are not only often a long
distance away from the centre, but they have busy lives, working and studying, and many have no
wish or interest to become involved in the working of the two institutions. The few that do become
involved then are not necessarily representative of the whole student body.
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However, that does not mean that one should give up trying. There are students who are interested
and willing to participate directly. For instance, several QLI staff are also (or have been) students.
Over 30% of the students do live in the Vancouver area, and some will have the time and interest to
get involved in the work of the two institutions.

Recommendations

6.  There are several ways in which central staff can be brought into meaningful and useful
contact with students and tutors:

(a) appointment of a student and a tutor representative to the OLA Board

(b) the appointment of a paid student editor for the OLA newspaper, with a
remit to increase the number of student subscribers and contributors

© appointment of a student or tutor to selected project management teams

) establishment of a students' association, with elected student
represcntatives; OLA to provide audio and/or computer conferencing,
including the use of a students’ bulletin board for elected representatives

(e) provision of two or three self-operated video boxes, which record viewer's
comments, and which can be broadcast back to the audience at a later date,
to provide direct feedback on KN progran..nes

® occasional weekend student/tutor get-together days, within programme
areas, to discuss general student issues (study techniques, course choice),
etc., on an optional, voluntary basis.

The need for both regular and special research and evaluation activities

Bec.use of limited resources, not just for research but also for re-design and re-production, it is not
feasible to research every course in depth. There is no point in collecting evaluation data on a
course if it cannot be acted on. Furthermore, there are important areas which support course
production and delivery which may also need special studies. It therefore becomes essential to
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concentrate evaluation activities in those areas where they are most needed. On the other hand,
every course should be assessed to some extent, since it would be unsatisfactory to run a course
which is inadequate. Therefore two quite different kinds of research and evaluation activity are
necessary: a minimal but adequate process of course evaluation for all courses; and a limited
number of special studies, in the form of research projects, which may be directed at a wide range
of possible issues, but would also include special in-depth evaluations of selected problem courses.

Recommendation .

7. Two kinds of research and evaluation activities for the Authority are proposed:

(a) regular activities (such as course evaluation) which are built into project
management;
(b) special projects: individual studies, commissioned or approved either within

KN or OLI, or in conjuction with other agencies

In either case, procedures are proposed to ensure that each type of activity is approved.
~roperly resourced and professionally conducted (see sections 9 and 10).

8.  Using the OLI data-base for research and evaluation purposes

OLI has an excellent store of information about students, tutors and courses. This information is
invaluable for research and evaluation purposes. Many useful studies can be conducted (for
instance, on factors associated with non-completion, the study routes chosen by students) without
the need for collecting additional information.

Howexz:, a major complaint from staff is that the data-base, as currently structured, is useless for
research or evaluation purposes. The problem is that the data-base is not organised at the moment in
such a way that basic information about courses or students required for evaluation purposes can be
readily abstracted. Much of the information required can be obtained through using a software
package called Datatrieve, but it requires extremely laborious procedures and a great deal of
knowledge, both of the data-base and the Datatrieve programmes. Other information is in fact
impossible io abstract in the form necessary. This limits information about basic performance
indicators to a very small number of people, all of whom have other, more pressing operational
priorities. Unless this bottleneck is removed, evaluation of courses on a systematic and reliable
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basis is not possible.

As an example, I examined what was needed to conduct an enquiry from Jocelyn Calvert regarding
drop-outs (see Appendix D). After discussion with Heather Drugge, Student Services, who
frequently uses Datatrieve, it became apparent that it would take 40 hours of Heather's time to get
this information. Despite the fact that I am an experienced researcher, and familiar with data-bases,
it would have taken me considerably longer. This is not practical, yet the enquiry is a reasonable
one, and the information required for the enquiry is actually in the data-base.

The problem is caused because individual student files are not complete. There are three file

systems. The master student file is what is-entered once only from the initial registration form.

Then there is a master course file for each course, which lists details of the course, but pot student

information. A third file is then created (the student course file) for an individual course, which

takes information from the master course file, 'reads’ the student files, then identifies which course

the student is registering for, then transfers the student number only to the student course file. This

leaves impertant demographic information in the student master file. To get any other information
about students on any course requires special programmes to be written, or the use of Datatrieve. In

other words, to match student performance with other student information, a special record has 1o

be created for each student each time.

What is required is a programme which automatically merges new student data with existing
student data, in a consistent way for all students. Thus after a student registers for a course, not
only should course performance information (e.g. grades) be added to the master student course
file, it should also automatically be added to the master student file. Similarly, when a student
registers for a second (or subsequent) course, all the student information regarding the second
course should be added to the initial master student file. All fields on the file should be keyed
fields. Thus one is creating an easily accessible, dynamic, continually up-dated and above all
complete record for each student. Once such a file is created for all students, this becomes the
master data-base from which all subsequent analyses can be done for evaluation and research
purposes. In other words, the computer will search through the master student file according to
parameters set by the enquirer - for instance "Select all students on courses with ADMN codes for
all sessions, who previously studied an OLA pre-university course”. This would then provide the
sample on which further analyses can be done. Using this system, it should also be feasible to
abstract appropriate sample information for local processing on micros, thus reducing central

processing time.




While this is a requirement for evaluation and research purposes, it will also become increasingly
necessary as more and more students complete degrees, or seek credit transfer, since a full student
record will be required. Also, some countries now require, under public data protection acts, that
all stored information about an individual should be available to that individual on request. My
proposal would make this a much simpler process.

Once this basic master student file is created, standard statistical analysis packets (such as SPSS)
can-be bought, which will enable data to be easily abstraced in the form required by anyone
authorised to do so, whether or not they have programming skills.

Information Systems will need to do an initiation study to see what resources are required to
provide a basic, dynamic master student file, and what packages would be most appropriate for
abstracting and analysing data, including standard statistical tests.

It is important to point out that re-structuring the data-base is essential for project research. The
present system makes it impractical to sample students, send questionnaires, or ¢conduct analyses of
student demographics, on any regular or systematic basis.

The proposals to be recommended would also have value on a wider agency basis. A common
identifier for all B.C. students in post-secondary education is being used. The data-base changes
would enable students to be traced across several different institutions, and where appropriate,
additional data from their time at other institutions can be added to the student master file.

These suggestions have been discussed with Information Systems staff, who agree the proposals
are feasible, It is a question of setting priorities for implementing these proposals.

Recommendation

8.1 Improvements to the data-base along the lines proposed should receive the highest priority in
the Information Systems development programme.

Detailed proposals follow on what needs to be “one, but it is also important that general principles
are established regarding the use of the data-base for research and evaluation purposes, so that
information accessed is directly relevant to, and used for, decision-making, and to ensure that time

_ of both people and the central processing unit is not wasted.
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Recommendations

8.2 Data from the data base should be accessed for a specific reason, related to policy or

83

8.4

8.5

decision-making; this means there should be specific times when the information is needed,
and a specific person or set of persons who would be committed to using this information.

Routine or regular provision of information should therefore be kept to a minimum, and
related to particular regular decisions or policy requirements.

Self-access should be the main way in which the data-base should be used. In other words,
instructional designers, middle managers, and senior managers (or their assistants) need to
be able to get in..rmation from the data-basc relatively easily. Those people who need
information should not only be responsible for defining their needs, but should wherever
possible access it themselves, at times when they need it, and without having to learn
specialist programming skills; advice though should be available on the best means to obtain
the information required. Appendix D outlines some of the analyses which it ought to be
possible to access easily and conveniently.

It is important to define the research and evaluation needs of different groups of people and
to develop procedures of data abstraction which meets those needs. The following needs
have been identified:

i Course maintenance, It will be recommended (9.5) that each course should be
reviewed as soon as possible after the first semester presentation of that course.
Thus for each new course, the print-out in Appendix F should be commissioned by
whoever is responsible for course maintenance. (A programme for this already
exists). If any further information is needed from the data-base, this should be
acquired by the maintenance person by directly accessing the data-base.

i Middle management (directors, course co-ordinators, possibly vice-presidents).
They need an overall picture of the progress of courses m their areas. It is
recommended that this is necessary only once a vear, rather than semester-by-
semester, as at present. Once a year, middle management should get the print-out
outlined in Appendix G, covering a full year period, i.e. for all students registered
each semester within a specified year-period. All course maintenance people should
also automatically get a copy, so they can see how their individual courses compare

48 23




8.6

8.7

8.8

8.9

8.10

with others.

ii Executive Council and the Board The Executive and the Board need an annual
picture both as a form of accountability, and to help inform discussions regarding
future policy for the Institute/Authority. A statistical summary (as outlined in
Appendix H) therefore should be provided to the Board and Executive Council. The
annual course statistics should cover a full financial year, to make it easier to relate
expenditure to performance. This summary should be the main document, but
Appendix G would also be available to the Executive Council and Board members,
for those who want to look more closely at the figures.

Whete it is not possible to access easily the required information, or where a detailed or
complex investigation is required, this should be treated as a project, with the consequent
need for approval and allocation of suitable resources, and setting of priorities. These
enquiries would entail the use of a specialist to obtain'the necessary information, and
possibly special computer programmes to be written.

The existing tools for organising and extracting data are not adequate for allowing easy and
convenient self-access for the purposes of urdertaking statistical analyses. What is required
is a programme which automatically merges new student data with existing student data, in a
consistent way for all students, to create a dynamic, up-to-date master student file.

Once this basic master student file is created, standard statistical analysis software packages
(such as SPSS) can be bought, which will enable data to be easily abstracted in the form
required by anyone authorised to do so, whether or not they have programming skills. It is
recommended that such a package capable of running on the mainframe should be purchased.

For research or evaluation enquiries requiring substantial statistical analysis or cross-breaks,
the appropriate information required (e.g. information about students on a particular course)
should be abstracted from the master data-base for local processing on micros, thus reducing
CPU ume. This would require purchasing one suitable micro for each main programme area
(i.e. approximately five) plus suitable micro software packages, to provide statistical
analyses and cross-breaks. Thus simple analyses could be run directly on the mainframe;
more complex analyses would be done on micros, to reduce CPU time.

In order to provide accurate costing and an efficient implementation of these




recommendations, Information Systems should be requested to do an initiation study to see
what is required to provide a basic, dynamic master student file, and what packages would
be raost appropriate for abstracting and analysing data, including standard statistical tests.

9.  Course evaluation

A two-tier approach to course evaluation is proposed, with a standard, minimal evaluation
procedure for all courses, and a special evaluation procedure, or project, for selected courses only.

Changing course material

It is important to distinguish between two quite different kinds of reason for making changes to a
course, The first is because the course is not viable as it stands. This may be because the text book
on which it was based is no longer in print, because there are fundamental flaws in the teachin g.or
because the assignments bear no relationship to what is being taught. In these cases, changes are
absolutely necessary, resources must be found, or the course must be withdrawn.

The second ‘eason for making changes is because although the course is quite viable as it stands, it
could be improved. It is recommended though that changes should be limited in this case to one
main batch which can be made at very low cost, early on in the life of the course. Resources for
remaking courses are limited, and should be concentrated on those courses most in need of
changes.

The goal then should be to aim for high quality courses robust enough to last without the need for
constant changes. There is a set of procedures tha: will yspally allow course designers to reach that
standard, and OLI course designers by and large are aware of those procedures.

Changes 5 courses after first presentation divert resources away from initial design. In the end,
constantly changing courses when resources are limited means that either poor quality courses are
offered initially, because insufficient resource is available for cours. design, or people who could
be working on new courses are still revising existing courses. That in the end means that students
suffer, because they get less choice.

Standard course evaluations

The standard method of course evaluation being proposed is dependent on the concejt of project
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management. It is also dependent on a relatively small amount of resource being set aside for each
course to allow for changes. Lastly, it is dependent on a properly planned and resourced procedure
for looking after a course once students are enrolled (i.e. course maintenance). Evaluation should
be part of that course maintenance process.

The current lack of consideration given to the presentation of a course after it has been handed over
for production is a weakness. This is when the leaming begins, not ends. If project management
means anything, it has to be responsible not only for the design of the course but also its conduct.
Projéct management is likely to be in the hands of one person during maintenance, but at the
planning stage, decisions need to be taken about how the course will be managed during
presentation. Evaluation, and the changes that may need to be made as a result, should be a part of
that maintenance activity.

Special evaluations

Special evaluations, because of the cost, should be used selectively. Some reasons which might
justify a special evaluation would be:

(@ external funding for evaluation, or because course sponsors or accreditation bodics
demand evaluation

(b) a new venture: new target group, a new programme area, or a radically new course

design
©) a high profile course (large numbers of students, government or public interest, etc.)
@ unusually poor performance of a course or programme, as identified by standard

evaluations, without reasons being clear
Special evaluations should be treated as projects, with resources requested not only for the conduct
of the evaluation, but also for the changes that vill follow as a result. It would be difficult to justify
a special evaluation if it was not intended to make substantial changes.

An argument against piloting

In some areas, piloting of courses is becoming popular, that is, trying out materials on the first
semester students, then revising materials subsequently. This is being done to take advantage of
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desk-top publishing, which enables changes to print material to be made quickly and easily,
without typesetting. There are several serious objections to the way piloting is being conducted in
OLI at the moment:

(a) it s increasing the cost of course design and in fact slowing down the rate at which
new courses are being produced

(b) itis causing major problems in course delivery and student services

(c) it raises questions about the validity of a credit when different students are studying
different versions of the same course

d there is an ethical problem of ‘early' students receiving a poorer version than later
students

(e) carly versions with a large number of errors and poor design create a bad image for
the Institute

H changes are not usualiy made on the basis of systeratic feedback and evaluation

It is accepted that ‘n certair areas, it will be difficult always to get the right approach to new types
of students or new subject a:eas first ::ne; also, it will be necessary to change courses from time to
time because of significant chariges in subject matter (new regulations, unavailability of text
books).

However, there are better ways to handle these problems than deliberately designing material in
rough-pilot forms which are studied by fully enrolled students, then continually changed. Where
doubts ~xist about the target group, this should be handled by a careful study of the target group
before course design begins, i.e. as a market research project. If a course still turns out to be
unsuitable for the target audience, it is recommended that this be handled through the procedure for
special evaluations. If significant changes in the subject matter during the life of a course require
changes to the course muterial, this should be handled as part of project management. In other
words, maintenance resources need to be reserved for unexpected changes, or where it is known
that changes are likely during the course, course design should allow for changes to be made

easily, through the use of separately printed supplementary material for those areas likely to
change.




Recommendations

9.1

9.2

9.3

9.4

Course evaluation should be considered as a component of the project management process
for course design and delivery, for every new course.

Courses should be designed with the firm intention of running for at least six semesters
without changes; in most.cases, changes after that date would be restricted, and limited
wherever possible to one set at a date and within resources agreed in the planning stage; in
other words, the aim is to design courses which are viable from the first date of presentation

The following course evaluation decisions need to be made at the project management

planning stage:

(@) discussion of overall evaluation strategy, followed by a decision regarding whether a
standard or special evaluation approach should be adopted for the course, or whether
market research is needed to identify better the requirements of the target group

(b) evaluation costs, work-load and responsibilities, and the timing of the evaluation

() the implication for resources, production, delivery and tutoring of any changes likely
as a result of evaluation, or changes to course content during the life of the course.

A standard evaluation approach would ensure that every new course is reviewed at a set time
soon after first presentation. Details of how this is done can be refined and possibly
simplified, but one suggested procedure is as follows:

@) every new course should be reviewed within six months of the first semester of
presentation (or as near as possible to that time, if examination arrangements prevent
results being available within that period)

(b) collection and analysis of information for the course review should be seen as part of
the ‘maintenance of a course (i.e. the management of a course during its
presentation); one person (i.e. the person responsible for course maintenance)
should be responsible for co-ordinating evaluation information.

) an evaluation file for each course should be opened from the start of course design:
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into this file would go course developer's doubts and queries about design, course
consultant's comments, delivery and tutoring issues, errors spotted after delivery,
letters and phone-calls from students, advisers and tutors, and any emergency action
taken; the file should be kept open for the whole life of a course.

emergency action would be taken within the first six months of course presentation
only in exceptional cases (i.e. where serious consequences likely to lead to
widespread student failure would result because of not acting).

the person responsible for course maintenance should commission within six
months of the first presentation of the course:

i a standard print-out of the first semester enrolments and grade distributions
(see recommendation 8.6.i.)

|=H

tutor statistics (see recommendation 12.3)

iii. a statistical analysis of assignment and examination questions as soon as
they are available; these can be compared with data froi other comparable
courses; if necessary, more data (e.g. student demozraphics) can be called
up from the data-base (recommended changes to the data-base will make
this procedure much simpler and easier than at present). This information
would be added to the evaluation file.

The senior tutor or course co-ordinator should formally contact tutors (and exam.
markers if different) by phone after the first examination for detailed comments on
the course, using a semi-structured set of questions, designed in conjunction with
the course developers. The senior tutor or course co-ordinator would then write a
report on the course based on this tutor feedback. This report would be added to the
evaluation file.

the senior tutor or course co-ordinator would then prepare a report on the course.,
using all the information in the evaluation file, including a recommended course of

action. A copy would be sent to the head of the programme area.

if the course is consé)déred to be generally satisfactory, or changes can be
L4
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9.5

)

(k)

accommodated within the maintenance budget, the evaluation file would be kept
open by the course maintenance person, who would also be responsible for drawing
attention to any subsequent developments which might require unplanned changes to
the course.

if there are major problems, which cannot be easily explained from the standard
evaluation (e.g. an unusually high drop-out rate), the head of the programme area
would decide whether to bid for funds for a special evaluation; whether to leave the
course as it is; or whether to withdraw the course altogether.

where changes are being proposed to an existing course, tutors should be consulted
about the proposed changes.

These recommendations need not be followed in detail, but provide an example of how a
standard evaluation procedure might be conducted.

A special evaluation of a new course may on occasion be appropriate, but as an exception

rather than a general rule. This would involve a more detailed study of a course, and would
usually be linked to a prior commitment to substantial changes to the course as a result of the
evaluation, if this proves necessary. Special evaluations, because of the cost, should be used

selectively. One procedure would be as follows:

(a)

(b

©

If a special evaluation is decided at the initial planning stage, it should be timed so
that information is collected during the first and possibly second semester;
otherwise, information should be collected as soon as possible after a standurd
evaluation has identified problems. It will usually be necessary then to run a course
for several semesters before a revised version can be introduced.

Special evaluations should use postal questionnaires and/or telephone interviews for
students, and any informal group discussions that can be arranged, as well as the
procedures outlined for standard evaluations.

Once the information is collected, decisions should be made about necessary
changes, within the budget allocated; in addition, an executive summary should be
widely circulated and an open seminar held to discuss the implications of the report.

9.6 Piloting or pre-testing of courses should be treated as a special evaluation.
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9.7 Itisrecommended that each major programme area should review its activities annually. This
would require a meeting of the staff within a programme area, chaired by the head of the
programme, at which courses, delivery, tuition and other issues would be discussed. The
aim of the review would be to identify necessary changes to next year's programme of
activities, and might coincide with budget projections for the following year. For this
meeting, a paper should be drawn up which provides a summary of enrolment and grade
information for all courses in the programme area over the year period (see recommendition
8.6.ii.). Course evaluation reports prepared during the year would support this
documentation.

10. Project rescarch

%

There are two different kinds of project to be considered. The first are development projects. which
may or may not have a research or evaluation component, and the the second are research projects.
i.e. projects which are fundamentally research enquiries, but not necessarily with a development
aspect.

A

Projects are considered to be well-defined activities of initially limited duration. In odir words.
resources are committed for a definitely limited period, although if, in the case of a development
project, it is considered successful, the activity may convert into an on-going operational activity. It
would then though no longer be a development project.

Development projects

There are very strong arguments for ensuring that research and evaluation are built into
development projects. Research and evaluation can:

(@) improve the project during its operation
(b) provide external credibility
(c) account for the way resources have been used

@ enable lessons to be learned which may apply to other projects/activities




(e) help decide whether or not to operationalise/continue with the development activity

A, development project may have one or more of the following criteria for success:

(a) improvement in quantity (doing the same as before, but more
cheaply; or getting more for the same money)

—(b)~ ——improvement in-quality (féaching higher standards for the same cost)”™ ~—— "~

© increasing activities (doing something new: reaching new audiences, teaching a new
subject, bringing in additional resources)

By their nature, development projects tend to be exploratory. Often then the benefits or limitations
of the development will not become apparent until some way through the project, and may be quite
unanticipated. Also, whether or not a development succeeds is likely to depend as much on the
conditions under which the activity operates as on the technology or development itself. For these

reasons, research and evaluation methodology, and criteria for judging success, need to be flexible.

Lastly, it is assumed that development projects will be assessed, approved and managed in the
same way as other projects.

Recommendations
10.1 Evaluation should be built into project management. This means:

(@) discussing the evaluation strategy at an early project planning stage

(b) determining at this stage the necessary resources (manpower, funds, and timing of
evaluation)

© conducting evaluation as a defined, continuous activity throughout the project

d) defining criteria for success.

10.2 Evaluation designs for development projects should be flexible, to reflect the context of the
project. and the often exploratory nature of development projects; initial objecti<es for

-

instance may legitimately be revised as a result of experience.
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10.3 It is important in the evaluation of development projects to look at process as well as
outcomes (how best to do things, as well as looking at costs and learning results). This may

require:

(a) a qualitative, observational approach

e e e st

-=-~ = -—-(b)--——identification-and recording of key-events-ina'project— """ -
©) explanation of why events/decisions were made, as well as description
) examination of the teaching or decision-making process, examining, for instance,

the nature of interaction between leamers and teachers, or what kinds of learning
take place as a result of developmental activities

(e) analysis of the developmeni's impact on work roles, need for new skills, training,
etc.
) resource implications, not only in terms of costs incurred, but how a new

development affects the balance of costs between different activities and spending
departments (e.g. audio conferencing may require a shift of costs from production to
delivery)

10.4 For these reasons, it is recommended that evaluation of development projects should
generally be conducted internally, i.e. by project staff, but with external assistance from a
professional evaluator, acting as a consultant, wherever possible. This means that evaluation
resources may better be spent increasing the internal manpower of a project, to allow internal
staff to have adequate time for evaluation activities. Credibility will depend then on high
quality, clearly written evaluation reports, which allow those not directly involved to
understand the development project, its achievements and difficulties.

10.5 To ensure high quality evaluation, it is recommended that evaluation should account for a
minimum of 10% of internal manpower resources on a development project.
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Research Prajects

A large number of research and evaluation projects have been suggested by staff at OLI and KN.
Good research requires careful selection of topics and methods, commitment, skill and interest
from those conducting the research, and a decision-making framework that will facilitate changes as
aresult of the research.

sources:

(@

®

©

(d)

Research projects into opén learning and distance education may originate from the following

The OLA Executive Council may wish to research significant areas of concern to

assist decision-making.

Programme areas and operational units, who will wish to conduct research related to

courses, problems or developments specific to their areas.

Individual staff, who wish to pursue a particular research topic associated with their
area of work.

Externally funded or initiated studies, concerned with general research problems ix

open leaming and distance education, but requiring use of or access to Open
Leaming Authority data or students, or needing to work in conjunction with
OLVKN.

Research projects then will have a number of different clients, so it is advisable not to centralise all

resources for research projects. At the same time, it is necessary to have formal approval

procedures to ensure that worthwhile projects are properly condu. ed.

In setting priorities, it is important to have clear criteria. I offer the following as guidelines for

research project approval:

1.

2.

Is the research likely to increase the effectiveness of open leaming in British
Columbia?

Is the research likely to enhance the reputai:on of open learning in B.C.? (Note that
this does not mean that potentially critical studies should not be undertaken; it is

n7
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3.

4.

e i =7 o e e e e e

5.

6.

equally important to demonstrate that activities are being carefully analysed and
assessed)

Is the research likely to identify major problems in open learning which need to be
identified and addressed in B.C.?

Is there a clear client for the research, and is the client likely to act on the findings of

the research?

Is the project likely to be competently conducted, with appropriate methodology and
iming?

Is the project likely to give a good return for the resources invested? (Small. projects
with a limited goal are often more likely to succeed than large projects with
grandiose aims.)

Lastly, it is assumed that research projects will be assessed, approved and managed in the same

way as other projects.

Recommendations

11.1 All research projects should go through a formal approval procedure, to ensure projects of

significance are undertaken, to avoid duplication and to ensure that they are competently

tonducted.

(a)

(®)

(b)

Bids can be proposed by any individual or group of staff, but should be discussed
with their superior manager and referred upward for approval.

The Executive Council should assess and if appropriate approve any single research
proposal requiring more than $50,000 of resources (manpower and/or cash). or
involving co-operation with external institutions, or paid for out of the Executive's
own research and development budget.

Vice-Presidents should assess and if appropriate approve any project within their
area requiring less than $5C,000 worth of resources from within that area.
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© The Director, Research and Evaluation Methods, should be consulted regarding the
assessment of all research proposals (see recommendation 14.2)

11.2 Research projects may be resourced from the following sources (see recommendations
14.5-14.10):

(@) __ _re-assignment of duties of internal staff (e.g. reduction in production activities).

®) a sum of money held by Executive Council (recommended amount: $100,000)
and/or a sum of money available to each of the four component areas (recommended
amount: $50,000 each); these sums of money may be used either to buy out internal
staff from operational duties (using the money for staff replacements), or to hire in
external research staff.

) use of professional development time of internal staff.

d) external funding or assistance from other institutions.

(e) any combination of the abo;re.

The aim is to provide flexible but limited sources of funding for research projects.

11.3 In general, it is better to encourage staff to conduct research as 2 team rather than in isolation.
Resources should.be concentrated on a limited number of significant projects rather than lots
of small projects.

11.4 The approval procedure and sources of funding for development and research projects
shovld be the same.

11.5 Sources of external funding, and co-operation with external agencies, should be developed
wherever possible. University post-graduate students should be encouraged to work with the
OLI and KN, under joint supervision, o collect data and conduct research studies. OLI and
KN should help University staff define significant recearch areas suitable for study by
doctoral students. Joint studies on common areas of interest (e.g. drop-outs, learning at a
distance, tracer studies following the progress of students) should be carried out jointly with
other open learning and distance education institutic. 1s, through both the proposed Centre for
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Research and Education in Open Learning, and through the various Canadian distance
education associations (CADE, WCCUDE).

11.6 However, the opportunities for such joint and external activities should not deflect OLI and
KN from their responsibility to set their own priorities for research and evaluation, and for
conducting their own internal research and evaluation activities.

" TIL7" s recommended that the following research projects should receive top priority. I have put |
them in my own order of priority, but the actual ordering of priority should be determined by
the Executive Council:

i Information Systems to develop a basic, dynamic master student file, and purchase
of packages appropriate for abstracting and analysing data, including standard
statistical tests. This should be a top priority within Information Systems (existing)
development budget, since without it, evaluation and research cannot really begin.

ii development of an accurate and practical means of costing OL A activities (essential
for project management) - funded from (new) Administration research funds.

i Knowledge Network audience research study (see proposal 12.2): from (new) KN
research funds, perhaps linked to (v) and (vi) below.

iv at least one special course evaluation per year (as well as standard course evaluations
on all other new courses) in each of the Open University, Open College, and KN
programme areas (research funds fror appropriate areas' research budgets).

\ profiles of the OLI student: a statistical analysis of age, occupation, education,
motivation by programme area, and comparison with the general population of B.C.:
using new data-base and new project officer (no other cost).

vi market survey, to identify the public's knowledge and opinion of OLI, KN and
OLA, and their perceived relevance to individual's needs: (new) Executive Council
research fund.

vii study of means to link OLA better to provincial and federal industry, commerce,
government and voluntary organisations, to identify better their continuing and
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xi

" individial student: from Exécutive Council tesearch fund - 1ink 16 (ix).

distance education needs, and to educate them into the potential of open learning
(e.g. directory of agencies and contacts, high-level conference, etc.): from Executive
Council Research fund, with staff seconded from relevant programme areas (this
should be a low-cost project, using existing resources as far as possible).

identification of obstacles fto qualification through open learning; baitiers to the
pyramid of opportunity: individual case-studies, showing the perspective from the

tracer studies: what study paths do OLA students follow; what happens to drop-outs;
where do OLA students come from (in terms of previous educational activities)?
where do they go t0? - from Executive Council research fund.

project to identify whether there is sufficent field support for students, and if not,
what steps can be taken to improve student support, and in particular whether the
role and recruitment of tutors needs to be changed, and what role other universities
and colleges might play in providing field support to OLA students to increase
student support: from Executive Council research fund or Administrative research
fund.

study of specific B.C. open learning needs and the needs of minority groups: how
does open learning look from their perspective; what are their special needs; what
can be done for them? Some prospective groups:

- long-distance fishermen (Open College budget)

- BC people working overseas (University budget)

- lumber industry (Open College budget)

- mining industry (Open College budget)

- really remote students (Administration research budget)

- native Indians (Open College/ABE research budget)

- handicapped students (Administration research budget)

- unemployed students (Open College/ABE research budget)
- English as a second language (Open College budget)

No doubt other minority groups could be identified.
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xii An analysis of the reliability and validity of assessment questions (see proposal
12.8): from Administration budget.

The above project recommendations should not preclude other studies being carried out, if
resources can be found for such studies, and they are approved by the relevant
Vice-President.

TR ‘Tutors, ad;'isory services, and vdi&aﬁon of student assessment procedures

This is the most difficult area for me in making proposals. First, there is a major difference between
my own institution and OLI/KN in the way student services are organised. This ieads to sume
reservations on my part about the general policy in OLI/KN of keeping regional services to a
minimum. In my own institution, 20% of the total budget is spent on regional services. Despite
more than half of this going on administration (regional offices, etc.), there is in the British Open
University an elaborate system of correspondence, telephone and face-to-face tuition, extensive
counselling services, and as much personal contact between students and tutors as the system can
manage.

Not all students need or want extra suppor’, one reason why many students study through open
learning is because they prefer to study a'one. However, for other students, at least in the British
Open University, close contact with tutcs and other students is very important, and helps to keep
many students in the system who would o herwise drop out. Other studies of OLI (see for instance,
Keegan, 1982) have suggested that student support services do need to be improved.

70% of all 167 OLI tutors live in the Greater Vancouver area. Less than 10% live in areas other
than Greater Vancouver and Victoria, compared with over 40% of the students. Does this matter?
Can such tutors fully understand the needs of more remote students? Would a closer match of
tutors to <tudents in geographical distribution lead to more frequent, and more informal, contacts
between students and tutors? Could suitable tutors be found in these regions, and what would the
implications be for current contracts of dropping some existing tutors? Should tutors' roles be

broadened slightly to provide more general advice to students on courses? Would a more equally
distribution of tutors around the province lead to better communications with local colleges? What
would be the implications for work-load, training and budgets in broadening roles?

I'am aware of the major differences in \i:e numbers and geography »f students in the two systems.
Even so, I have still found myself asking the fundamental question as to whether the balance of
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resources in the OL/KN between production/delivery on the one hand, and student services on the
other, is right. In other words, do students get enough support? To answer that question, the
possible role of universities and colleges in providing support for OLA students would need to be
examined, and extensive research activities into student needs would have to be undertaken. This
would be justified only if there was a policy commitment to increase or transfer resources, and/or
commitment from the Universities and colleges to co-operate, and/or Provincial Government

commitment to look at the funding of Universities and Colleges to see if this kind of support can be

encouraged, if the studies did indicate the need to iricrease student services. Nevertheless, this
seems to be such an important policy issue that evaluative research in this area should perhaps
receive at least as great a priority as in course production.

Even within the context of the OLI/KN, a very wide and diffuse range of activities is covered
within the area of student services: relationships with local colleges and business, advice and
information on courses and inevitably careers, tutor training and effectiveness, the effectiveness of
delivery systems, and the validity of student assessment procedurcs. This spread of areas of
interest makes it difficult to concentrate limited evaluative research resources.

Thirdly, I have found it more difficult to pin down clear lines of decision-making and
responsibilities in this diffuse area (itself an interesting issue), but this is essential if research is to
influence decision-making.

For these reasons, my proposals for research and evaluation in these areas are more t# ntative.
Evaluartion of tutors

Tutors are an essential part of open learning systems. Their role in providing feedback on courses
has already been discussed. However, tutors themselves have a need for professional development
and tr=ining.

At the moment, information about tutors is mainly statistical, and is used for mainly summative
evaluation purposes. The present system of tutor evaluation is unsuitable, being based on a
complex and time-consuming print-out of quantitative data on tutor assignments which is not easy
to analyse, and which is not really justified in terms of the relatively small numbers of tutors
involved (although it may be necessary for payment purposes). More direct methods of evaluating
tutor performance should be used.
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More importantly, tutors themselves often work in isolation. They need formative evaluation, in
order to improve. their skills as distant tutors.

I'am impressed by Athabasca University's computerised system for monitoring student and tutor
progress and performance (TRIX). This requires every tutor to have a terminal, and to be
responsible for entering data about student grades and performance directly. It does though provide
a very uscrofncndly system, enabling both tutors and course co-ordinators to be able to see at a

‘glance which assignments have been submitted and marked, which students are behind schedule.

and a range of other impoitant indicators of student and tutor performance. This is the kind of
sy.*sm that OLI needs, but supplemented by more qualitative information,

Recommendations

12.1 Tutors should be evaluated on
(a) their efficiency in turning round assignments
(b) the reliability of their marking of assignments

(c) the quality of their communication with students (comments on
assignments, advice and help to students)

These three criteria should be of equal importance.

12.2 Senior tutors should be responsible for evaluating tutors in their subject areas. Where there is
no senior tutor in a subject area, it should be the responsibility of the course-cordinator, but
this should be only a temporary arrangement until a senior tutor post is available. The need to
evaluate tutors should be taken into account in senior tutor workloads.

12.3 A senior tutor should normally request a copy of at least one assignment, preferably more,
per tutor per semester from registry. If there is cause for concem, the senior tutor should
then request to see a sample of the tutor's next batch of assignments. It may be necessary

as a result of such an inquiry to re-grade assignments at the discretion of the senior tutor.

Senior tutors should also contact each tutor on a regular basis by telephone or othei means.
Unless a system like TRIX is installed, senior tutors sh.» 1d also be sent each semester a
print-out of assignments submitted and marked by all tutors in the subject area. (A compuiter
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routine already exists for such a print-out). This would indicate turn-round time and quantity

of assignments marked by each tutor. In exceptional cases, senior tutors may also want to

contact students directly by phone if they are concerned about a tutor's performance. The

main purpose of monitoring tutor marking and commenting would be to help tutors improve
performance, rather than to assess the need to terminate employment, although that may be
necessary in extreme cases.

12.4 There should be an agreed and clearly publicised stude;nyap;—)-cal;ro;;d;;e regﬁ:;;ii;g_*
assignments. The senior tutors should deal with student appeals regarding assessment of
individaal assignments. The procedure, including to whom appeals should be made, should
be printed in the OLI calendar.

12.5 Senior tutors, in association with their course co-ordinators, should be responsible for
organising occasional workshops for tutors, on assessment strategies, counselling, and
giving helpful study advice, etc.

12.6 Information Systems should be asked to conduct an initiation study to identify the feasibility
and costs of introducing the TRIX system.

Evaluating student support

12.7 TItis recommended that a research project is undertaken to identify whether there is sufficent
support for students, and if not, what steps can be taken to improve student support, and
whether the role and recruitment of tutors needs to be changed to increase student support. 1t
should look in particular at the roles that regional colleges might play ir-increasing local
support for provincial distance education students. The project should involve a management
team which would include a remote tutor, a representative of a regional college, a Programme
Area Director or course co-ordinator, a remote student, someone from the registry, Jan
Muirhead or Denise Hartmann, and a regional student advisor. It would conduct a survey of
students and tutors, and would prepare financial estimates for any
recommended changes.

Validating assessment procedures

12.8 It is recommended that, as well as monitoring by senior tutors, a means of analysing the
reliability and validity of both continuous and examination assessment questions is devised,




1o ensure consistency in the Jevel of qualification. A small project team should be established.
consisting of a programme area director or course co-ordinator, someone from the registry,
someone from Information Systems, and an external consultant specialising in examination
validity procedures, to recommend methods and procedures.

~
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~——~——— 12 Knowledge Network S - - .

Knowledge Network requires a different approach from OLI in setting up a research and evaluation
programme. OLI is more 'staff-intensive' than KN, and therefore OLI has more scope for
evaluation and research to be incorporated into normal operational activities, and to some extent
absorbed by current staff as part of théir duties.

KN on the other hand has very few staff, particularly on the educational side. These few staff are
already heavily loaded, and even if they do take on evaluation and research responsibilities, their
collective impact would still be small. They are therefore more dependent on external assistance for
research and evaluation activities,

The other major difference is that while OLI has good information on its students, and especially
their names and addresses, KN 'students' or viewers are either generally unknown, or available
only through other institutions' registration systems. This makes the collection of information.and
. feedback on programmes much more difficult, and hence more specialised and professionalised
methods are necessary. ‘

Audience research

While Nielsen and BBM statistics have their value, in terms of overall numbers watching KN, they
have severe limitations. First of all, they are based on too few households to be statistically reliable
with regard to the more specialised Knowledge Network audience, at least as far as individual
programming is concerned. Secondly, they provide very limited information. As a consequence,
key information, such as accurate, detailed and up-to-date figures of households both capable of
and actually receiving specific Knowledge Network programmes, or viewers' reactions to
programmes, is lacking. In order to provide this information, a number of steps need to be taken.

Ly
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Recommendations

13.1

13.2

13.3

A survey needs to'be commissioned from a leading market research or census organisation
(possibly Statistics Canada), to identify accurately, through careful sampling, Knowledge
Network reception capability and utilisation within the province. If possible, the KN enquiry
should be piggy-backed on a household survey already planned by the external research
organisation, to reduce costs. The aim would be to identify across the province the number

--of-‘households-able-to-receive-KN-via-cable-with-and-without-a-convertor,.or-direct from-the

satellite (i.e. actual rather than potential reception facilities), the extent to which those
households utilise KN programmes, and their reactions to the KN service in general. This
will require extremely careful sampling procedures, and will be a relatively expensive
exercise, involving several thousand househclds across the province. Data collected from the
survey should be stored on the OLI computer, and ¢ illected in such a way that it is
compatible with the OLI student data-base. This survey would not iieed to be repeated cvery
year, so should be treated as a project.

The mailing list already held by KN, primarily for marketing purposes, could also be adced
to the market survey information, although it will be important that the two sets of
information do not become confused, and work will need to be done to ensure that the
marketing list is as compatible as possible with the OLA data-base.

One benefit from the survey in 13.1 is that it could provide a good sampling base for
enquiries about specific programmes, since from the initial (large) sample of people identified
as able to receive KN programmes, smaller samples representative of the general population
can be drawn for specific programming enquiries, and rotated to avoid over-use of certain
households.

Project research

For reasons given in the introduction, research and evaluation at KN should be mainly in the form
of development or research projects or special evaluation studies rather than the standard evaluation
procedure recommended for OLI (at least until a significant proportion of KN's programming is in

association with OLI courses).
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Recommendations

13.4 KN ought to have a greater sum for project research than the other programme areas, and

make greater use of external research organisations. (The recommended minimum figure is
$100,000).

13.5 Professional development time should be used to allow KN staff to direct and participate in
externally commissioned projects.

13.6 Itis recommended that research be directed at key programming policy decisions over the
next few years. For instance, research might be conducted into:

(a)

(b)

©

()

(e)

®

(g)

(®

the effectiveness of live, inter-active programmes

appropriate production styles for different target audiences (e.g. general education,
telecourses, teleseries) in terms of perceived audience need

the impact of video-recorders on the use of KN programming (access to recorders
by different target audiences, implications for production style, support materials)

the need for media education (how to 'read' television)

ways to increase student learning from television (production style, use of recorders,
signposting) related to different programming areas

better ways to identify and select appropriate programming (relative merits of market
research, advisory committees, how to involve wider range of agencies, etc.)

better ways to liaise with wider public (a computerised directory of agencies, use of
subscribers/mailing lists, newspaper, open-access video-boxes, for public to record
opinions about needed programming and support services)

analysis of programming: sources, rele"ance to BC, spread of target groups, market

research into demand for areas not covered, provision of programming for the
disaavantaged
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(h) reactions to imported programming

Some of these studies could be integraied. Research methods would include postal
questionnaires, telephone interviews, group discussions and individual, person-to-person
interviews, using small but carefully selected samples of actual programme viewers. Some of
these projects would be appropriate for joint research with Universities in the province.

13.7 To ensure that research is directed to meeting the needs of KN, and is properly co-ordinated
and integrated with programming and development work, it is recommended.that a small
committee of KN staff, plus the Director, Research and Evaluation Methods, be established
to define resear-h needs, allocate funds, commission studies, and disseminate and act on the
results.

13.  Organising and funding research and evaluation

Principles

Throughout the consultancy, I have been guided by certain basic principles and assumptions:

1. Evaluation and research should be the responsibility of each component, department. and
operational unit.

2. Itis therefore the responsibility of managers to ensure it happens.

3. Evaluation should be considered a normal part of everyone's work. Research on the other
hand needs to be planned as a special activity.

4.  Evaluation should be considered as part of project management, and planned and resourced
in exactly the same way as other project activities.

S. Research studies. “ould be treated as projects, and managed in the same way as other
projects.

6.  Extra resources for evaluation and research activity would be limited, but nevertheless there
may be some scope for extra resources be:ng found.

£3
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7. Otherwise, evaluation and research resources would need to be found either by reducing
some other activities, or by increased efficiency. '

T have, by and large, been able to accommodate my proposals to these general principles. Virtually
everyone interviewed recognised that evaluation and research was their responsibility within their
own area, and they were willing to do research and evaluation.

Making better use of people’s time
However, equally, almost everyone was concerned about lack of time and lack of expertise.
The lack of time

The lack of time can be met by re-organising people's workloads and a modest increase in
resources. Time management is generally poor. Individuals should aim-to-plan their-time-across'~ -
various activities, and try to achieve their goals within that time. However, there appear to be no
norms' for various activities, such as required manpower (in days/months) for course design, nor
any strict enforcement of production time for a course. This is a management responsibility:
without such guidelines, it is impossible for individuals to plan their work efficiently. This is a
larger issue than evaluation and research, but I believe that better ‘me management would free up
some time fov ev.’ aation and research activities.

Recommendations
14.1 (@) rough estimates should be made of person-days required to produce a course, across
the various job categories (this is necessary in any case for proper project
management)
(b) each individual in the course design and production area should negotiate with their

immediate manager a rough estimate of how time will be spread over various work

activities; these estimates should take account of all the demands on people’s
work-times (course maintenance, administrative activities, evaluation, professional
development, etc.)

) commitment to new course production would take account of person resources
available, and this would influence project planning; once committed, courses
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should be produced according to the agreed schedule, and staff, having agreed the
time necessary, would work to those norms

The lack of expertise

The problem of expertise is more difficult. There is a professional body of knowledge regarding
institutional research and evaluation, and a large number of skills required. I do not think it is
feasible to bring everyone up to the necessary minimal standards by in-house seminars or by
contracting in professional expertise on a short-term basis. Perhaps most important of all, good
quality evaluation and research requires methods to be adapted to the organisation and practices of
the system in which research and evaluation is to be conducted. Therefore there are strong reasons
for requiring an internal, full-time specialist in this area, with both specialised knowledge of
evaluation and research methodology, and a good internal knowledge of the system.

I also believe that if limited resources are to be used efficiently for evaluatic.: and research, there is
a major need for co-ordination. Such a person would have Agency-wide responsibilities, and
would play an important roie in liaison and joint studies with other organisations in and outside the
Agency.

Lastly, a large number of people doubted that evaluaiion and research would happen to any extent,
unless there was what the French call an "animateur”: someone who would encourage, advise,
co-ordinate and motivate people to carry out the evaluation and research activities in an energetic
and professional way.

Recommendartions

14.2 It is recommended that a Director, Evaluation and Research Methods, should be appointed,
with the following responsibilities: )

(a) advice to CEO and Executive Council on evaluation and research matters, including
the reasibility and quality of research proposals and evaluation procedures within
OLI/KN.

(t) the design and contracting of evaluation and research activities commissioned by the
Executive Council




(d)

(©

®

Funding

14.5 (a)

organisation and analysis of statistical data about students and courses for the
Executive Council

advice to staff in OLIVKN and other B.C. open learning agencies on evaluation and
research methodology, including advice on the design and conduct of research and
evaluation activities, appropriate external research agencies, sources of funding.
report writing, and dissemination

the co-ordination of evaluation and research activities, to avoid duplication and to -
ensure widespread dissemination of research and evaluation findings within QLI/KN

liaison with other open learning agencies involved with research and evaluation,
with a special responsibility to disseminate research findings from other institutions
of relevance to OLI/KN. ‘

14.3 The appointment of a Project Officer (Evaluation and Research), to assist OLI/KN staff in
using the data-base, to draw samples, and to process and analyse research data; the project
officer would be responsible to the Director, Evaluation and Research Methods

14.4 Three options are offered regarding the organisational loc * .1 of the Director, Evaluation
and Research Methods, and the Project Officer:

Directly reporting to the CEO, in the same way as other Authority-wide services,
like the International Office

Location within the Administration component

Creation of a new component (Authority Services) which would combine all the
Authority-wide services, including evaluation and research assistance

My own preference is for (i) in the short-term, but (iii) in the long term. I am not happy
about (ii), because the Director should be independent of operational units.

The Executive Council should set priorities for research or special evaluation
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14.6

14.7

14.8

14.9

projects requiring more than $50,000 in resources (manpower and/or cash,
including a cost for time of existing staff assigned to work on the reszarch project);

(b) Vice-Principles should be free to approve evaluation and research activities within
their own area costing less than $50,000 per project, provided they have the
resources within their areas, and have checked with the Director, Evaluation and
Research Methods, regarding the feasibility and quality of the proposals and lack of
duplication with activities in other areas.

Standard evaluations should not require extra resource. The procedure recommended is not
labour-intensive and should reduce the overall time spent on changes to course matzrial.

If the recommendation regarding professional development time is accepted (recommendation
5), this will provide a substantial pool for approved development, special evaluation and
research projects, although development, evaluation and research will not be the only
activities carried out in proféssional development time. There could though be perhaps a-drop ‘
in course production of around 5-8% per year (maximum) to accommodate this
recommendation, even allowing for some efficiency savings from the standard evaluation
procedure and better time management, unless extra resources are found.

This leaves three options with regard to the recommendation regarding professional
development time:

(a) don'tdo it

(b) see it as a replacement activity for some other activities

(c) cost it as an extra resource requirement

Revised procedures for making the data-base more accessible ard purchase of appropriate
software should be considered part of Information Systems nr,rmal develcpment budget. If
though other demands of equally high priority mean that these revisions woul be

delaved, extra resources (probably not in excess of $60,000), should be found from the
1987/88 budget.

14.10 In addition to a slight reduction in course production activities, these recommendations
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require the following extra resources per annum:
Salary and overheads for Director, Evaluation and Research Methods $60,000 (7)
Salatil and overheads for Project Officer (Evaluation and Researéh) $40,000 (?7)

Cash for special evaluation and research projects:

Executive Council . $100,000
University $50,000
Open College $50,000
Administration $50,000
Knowledge Network $100,000
Total $450,000

Expenditure of £450,000 should enable all the proposals and projects suggested to be implemented.
Implemenzation of proposais

Some thought needs to be given about the implementation of the proposals that are accepted. Tt
might help to indicate the sequence and relatedness of the different proposals. The following is the
recommended sequence.

1. Iteration - re. IS priority
If not implemented, most of the other proposals cannotbe implemented,
either.

2. Appointment of Director and Project Officer $100,000

Essential for advice on standard evaluation, project research,
and supporting evaluation activities

3. Twuorevaluation Nil cost

Could begin immediately, if senior tutors agree

These three proposals could be initiated immediately




4.  Standard evaluation procedure put jnto place Nil cost

Dependent on establishment of project management and data-base changes

5. Project research 2$350,000
Some development projects could not wait, but major research
projects should await appointment of Director and establishment
of data-base requirements

The implementation of proposals approved by the Executive Council will be the responsibility of
the various programme areas. It might though be worth considering who is to be responsible for
ensuring that the proposals accepted by the Executive Council are implemented, since
implemientation is likely to require some considerable effort and re-organisation. If the appointment
of a Director is approved, that person could be responsible for reporting to the Executive Council.
If not, the Council should nominate someone else to monitor progress.

It should be possible though for the majority of the proposals to be implemented and operational by
May, 1988, although some of the reséarch projects may need to be phased in over a longer period,
if $450,000 is not available in 1987/88 for these proposals.
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INSTITUTIGNAL RESEARCH AND EVALUATION CONSULTANCY

TERMS OF REFERENCE

. TO DEFINE THE INSTITUTIONAL RESEARCH NEEDS OF THE OPEN
LEARNING AUTHORITY

s
2. 70 ASSESS THE RESOURCES LIKELY TO BE AVAILABLE FOR
INSTITUTIONAL  RESEARCH  ACTIVITIES {INCLUDING  EXISTING
MANPOWER) AFTER DISCUSSION WITH APPROPRIATE UNITS IN OPEN
LEARNING INSTITUTE/KNOWLEDGE NETWORK

3. TODRAW UP AN INSTITUTIONAL RESEARCH PLAN, WHICH WILL INCLUDE
WITHIN THE RESOURCES AVAILABLE APPROPRIATE:

(i) INSTITUTIONAL RESEARCH ACTIVITIES (INCLUDING
PRIORITIES)

(ii) ORGANISATIONAL STRUCTURE(S)

(1ii) STAFFING (INCLUDING JOB DEFINITIONS), RESCURCES AND
TRAINING IN INSTITUTIONAL RESEARCH

(iv) METHODS OF CONDUCTING INSTITUTIONAL RESEARCH
ACTIVITIES

(v) SYSTEMS OF DISSEMINATION AND FOLLOW-UP

4. TO DISCUSS AND WHERE POSSIBLE AGREE TO THE PROPOSALS IN THE
INSTITUTIONAL RESEARCH PLAN WITH ALL CONCERNED UNITS IN EACH
RELEVANT INSTITUTION BEFORE FiNAL PRESENTATION OF THE PLAN

S. TO PRESENT THE INSTITUTIONAL RESEARCH PLAN TO THE EXECUTIVE
COUNCIL FOR AMENDMENT, APPROVAL AND IMPLEMENTATION

5. TO BE AYAILABLE FOR CONSULTATION TO THE 'WING' COMMITTEE ON

RESEARCH, TRAINING AND PROFESSIONAL DEVELOPMENT IN OPEN
LEARNING

7. TO BE AVAILABLE FOR CONSULTATION ON OTHER OPEN LEARNING
AUTHORITY ACTIVITIES, UP TO A MAXIMUM OF 12 DAYS IN TOTAL
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Definitions

Institutionel research: = research which @ims to improve the
" * effectiveness and efficiency of open learning,
through changes in teaching, administrative
and operational activities, generally based on
the systematic monitoring of existing methods
and practices.

Development: the introduction of new methods and practices
for apen learning (including applications of new
technology) ond the provision of externally
contracted services. other than distance
education courses to-other organisations.

Professicnal development activities undertaken by individusls to improve !
their professional competence, whather
instigated by themselves or their employer.

The consultancy has been restricted by agreement to:

(8) institutional research, and not development, except where the
orgenisation of institutiona! research might overlap with
cevelopment activities.

(b) advice to the ‘Wing' committee on the provision of research,
professional training end development in open learning, for
those bath within end outside the Open Learning Authority.

(c)  consultancy on other Open Learning Authority activities, up to a
maximum of 12 days

Consultant

The consultent appointed is Dr. A. W. Bates, Professor of Educational Medisa
Research, and formeriy Head of Institutional Research, at the British Open
University. He will he working with the Open Lesrning Authority from
Jenuery Sth until April 3rd, 1967.
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Appendix B

GROUF INTERVIEWS

University course designers
CTV course designers
University senior tutors
CTV reguler tutors

PROPOSALS CIRCULATED FOR COMMENT TO:
All those individually interviewed (as relevant) plus:

Bruce Thompson
Penny Streetl
Catherine Kerr
Bob: Amusesen
Linde-Love

Jim wWright
Johr: Megre
Carcl Renr:e
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untversity senior tutors
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MEMORANDUM
Prom: Tony Bates, IET Extno.: 313
To: Pater Dailly, c.c Dennis Meakin Roommo: hors de Heron
Subjpct : Improving the data-base Dute: 12 February, 1987

Problem The data-base is not organised at the moment in such a way that basic
information about courses or students required for evaluation purposes can be
readily abstracted. Much of the information required can be obtained through using
Datatrieve, but it requires extremely laborious procedures and a great deal of
tnovledge both of the data-base and the Datatrieve programme. Other information
is in fact impossible to abstract in the form necessary. This limits information about
basic performance indicators to a very small number of people, all of whom have
other, more pressing operational priorities. Unless this bottleneck is removed,
evaluation of courses on a systematic and reliable basis is not possible.

Asanexample, [ attach an enquiry from Jocelyn Calvert regarding drop-outs. After
discussion with Heather Drugge, it became apparent that it would take 40 hours of
Heather's time to get this information. Despite the fact that I am an experienced
researcher,-and familiar with data-bases, it vould have taken me considerably
longer. This is not practical, et the enquiry is a reasonable one, and the information
reqired for the enquiry is actually in the data-base.

Cause of the problem. Tha problem is caused because individual student files are not
complete. ] understand that the data-bas2 is constructed as follows (please correct
me if | am wrong). There are three file spstems. The master student file is what is
entered once only froin the initial registration form. Then there is a master course
file for each course, which lists details of the course, but pot student information. A
third file is then created (the student course ﬁle) for an individual course, which
takes information from the master course file, ‘reads’ the student files, then
identifies which course the student is regzstenng for, then transfers @ ent
numbers only to the student course file. This leaves important demographic
information in the student master file. To get any other information about students
onany course requires special programmes to be written, or the use of Datatrieve.
In other words, to match student performance with other student information, a
special record has to be created for each student sach time.

Requirement. What is required isa programme vhich automatically merges nev
student data with existing student data, in a consistent way for ali students. Thus
after a student registers for a course, not only should course performance
information (e.g. grades) be added to the master student course file, it should also
automatically be added 1o the master student file. Similarly, when astudent registers
for asecond (or subsequent) course, all the sunent information regarding the
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sacond course should be added to the imiial master student file. All fields on the file
shoulil be keyed fields. Thus ore is creating an easily accessible, dynamic,
continually up-dated and above all oomplete record for exch student. Once such a
file is created for all students, thi: 2 ata-base from which all
subsequent analyses can be done for evaluanon am reswch purposes. Inother
words, the computer vill search through the master student file according to
pm-mtei'ssetbyﬁnmmrer-forimhme *Select all students on courses with
ADMN codes for all sessions, who previously studied an OLA pre-university
course”. This would then provide the sample on vhich further analyses can be done.
Using this system, it should be feasible to abstract appropriate sample information
for local processing.on micros, thus reducing CPU time. (It may also be possibie to
getrid of the master student-course file altogether. )

Note that while this is a requirement for evaluation and research purpcses, it will
also become increasingly necessary as more and more students complete degrees, or
seek credit transfer, since a full student record will be required. Also, some

- countries nov require, under public data pre “ection acts, that all stored information
about an individual should be available to that individual on request. My proposal
would make this a much simpler process.

Once this basic master student file is created, standard statistical analysis packets
(such as SPSS) can be bought, which will enable data to be easily abstracted in the
form required by anyone authorised to do so, whether or not they have
programming skills:

Recommended action. Information Systems should be requested to do an initiation
study o see what is required to provide a basic, dynamic master student file, and
what packages would be most appropriate for abstracting and analysing data,
including standard statistical tests.




TO Tony Bates

FROM Jocelyn Calvert

RE A datatrieve project < i! h“l

DATE 22 January 1986

I’11 descrive two of a million possible projects and give some
‘background for each.

Course completion over more than one registration period

Objective: To determine what proportion of students receiving an
incomplete (I) grade during their first registration subsequently
complete the course.

Rationale: Students who do not complete a course during the normal
time period are permitted to re-register at a reduced fee and, on the
recommendation of their tutors, to carry over assignment marks from
their first registrations. (It is my opinion that they are also

; permitted to carry over passing exam marks, but I believe the registry
dissents.) As a result, the completion rate for a session may not

tell us the .dropout rate.
ggcf 452 I g"/—“
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Possible strategy:

1. Select all students who registered in university courses for the
first time in 8509 and who received an I grade. Such students may
- have had a previous registration in a different course.

A
2. Determine what proportion completed the course with a grade of A,
B, C or D in a subsequent session. A N

L hw'\“u‘-uj &‘r"wuwn‘tl .

Notes:
This will not provide a complete answer because I think we attract
different groups at different times of the year. For example, the
summer calculus crowd could result in different figures for May.

Since the computer flags students who are re-registering in a course,
I assume it can select those who are not.

An overall figure for university courses would be useful to begin -
with. At some point we might want a breakdown by course or the same
information for a single course.
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MEMORANDUM
From: Tony Botes Ext no. 313 j
To: Jocelyn/Heather Room no: Outside Heron ‘
Subject: Datotrieve exercise Date: 26 Jonuery, 1987

How many-students who fail or withdraw go on to complete in
another session?

Step | Teke one session (8505) end discover whot kinds of students in
university programme pass, fail or incompliete (o)) students)

8505
AN registrants for QU courses in 8505 (Ali=e)
Table /by aree
JLow.moin Other urben Rurol ! tol
No. & No. & No. & | No. %
Pass I b
{
Fail I ¥
!
Incompiete | d
i
Withdrew | e
e e e e e e e e e
Totel (N, 100 100 100 F o 100
Teble 2 by egucelion
Codes 1-2 3 45 6,788 11 10 Total
>Grade!1 HighS. Untr. Non-U.q.>Degree Degree
No. B No. B No. TNo. & No. £ No. £ No. 4
Pass
Foil
Incomplete
Withdrew
---------------------------------------------------------- l-—--------
Total (N) 100 100 100 100 100 100 100
1 Je N




Table 3: by occupolion
Table 4 by course objective
Table 'i- by sex

Step 2 Identify those who registered for the first time for sach

specific course, across all university progreammes {all first
time registrents =:b) and identify their characteristics

* 8505
Students registered for the first time for a particular course
Table 6 by times registered far course

19ss foii  Incomplete!  Totel
First time : {;i IT)O |
Previously-registered : 100
oa® T

Step 3 1identify first time registrants who (a) failed (= ¢ students) or {b)
incompleted (= d students), and analyse by areas, education, occupation, ond
course objective.

8505
First time registmants who failed or incompleted
Totile = by areo
Lower main. Other urban Rurel Totel

IN %

Pass 60 30 10 | 100
i

Fail a4 40 20 ic 100
i

incomplete 30 30 40 I d 100

- o e e e o e 2 B e e o e S S S e e e o e - e o o e e | ..........

Total (N) I b

Tatle 8- by educotion Téble & by accupotion

Table 10: by course ehjective

Step 4 ldentify subsequent fate of first time registrants who failed or

2

7/




incompleted
1805

First time registrants who failed or completed and re-registered

Tabdle /1: byswwmt registration(Note change of % column)
Re-reg Eiled incomplete Totol

8506

68507
8596-8604
After 12 months

Su-tatel e
Registered for other OU course
Registered for other OLI course

Not re-registered

Table 12 by no. of re-registered sessions
Re-registered for course Failed
Once

Twice

More

- D v S B we S e T AR E 6 = D SN G D WS S D D S G G G &P 60 G b 60 @6 T an = S W e

Sub-totol

Registered for other OU course
Registered for other OLI course
Not re-registered

A”vf&v«‘% D e
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Tabie 13- by graces an re-registrotion (hesed on lost ar best grode)

Eoiled

Incomplete Totel

Sub-tato/ m
F

Incomplete

Registered for other OU course




Registered for other OL| course
Not re-registered

Totel c 1008 d 100%

p = students who failed or incompleted on their first session who then
went on eventually to complete

Step 5 tdentify cheracteristics of those who went on eventually to
complete, combined with those who gucceeded first time ,
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MEMORANDUM
TO: OLI and KN 3taff
FROM: Ian Mugridge
RE: Workshops on institutional research
DATE: February 2. 1887

As you know, Tony Bates of the British Cpen Unlve”szty :
spending three months looking at the research needs of the
Open Learning Authority. As part of his activities, he
has offered to give a series of workskops for institugs
and network staff. These have been scheduled as follows:

(1) 12th February Creating a framework for IR
- IR and decision-making
4 4
—— s - e current position
HERGN ROGH by
6;{ ' - the political context
= - IR and development
L) iGTh rebruary Ccllecting feedback on ccurses
BCARDRCCM
0Lz
(31} Designing project evaluasion

(¢ 5th March sing tne data-bzze for
nZR0N RO0OM oolicy decisions
OLI
{(5) _2th March Evaluating television and other
technologies (at KN)
KNOWLEDGE
NZTWORY.
PR - . . . . . -
) i%th March A plan for institutionszl resear
50ARDROOM
OLZ
zach seminar will take place from noon until i:30 or the
days Indicated. Coffee will be providecd.

ze.: Tony Bates 7.

ERIC

Aruitoxt provided by Eic:

OPEN LEARNING IN?TlTUTE
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Aruitoxt provided by Eic:

/anen Learnthg Inst t{ute
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