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FACULTY IN AN INNOVATIVE COMMUNITY COLLEGE
by

Leslie Furdy

fcr faculty members to'be Innovative and creative

it their teartlng fall as regularly as summer rain in thi

tropics. But faculty responses to these calls are consider-

ably leas reliable. tihy are some instructors constantly ex-

perthenting with new teaching forms while others, year after

year stay with their old methods? Can instructor-reaction be

traced to characteristics of the college environment?

This per reports the findings of an attempt to iden-

tify .elements in one tollege that influenced teachers' choices

or instructional methods and styles. By reputation and proc-

lamation, the college studied was an innovative institution,

focusing special attention on such technological developments

as audio-tutorial instruction (multi-media systems), computer

assisted instruction and instructional television.

Background of the Study

Undertaken in the 1972-73 school year, this study used

the participant observation methodology. Eight months were

spent on the college campus observing instructors in their

every day work, attending formal meetings, part<tcipating in

informal groups, and interviewing college staff members.

Since this was an exploratory study, ,I did not begin with pre-

determined hypotheses about the phenomenon to be studied but '

attempted instead to develop a model of the process, by which

teachers accept or reject innovations. The emphasis was on

identifying the social influencesfrom peer and from the in-.

stitutionwhich have impact on instructor's decisions regard-

ing their teaching methods. No attempt wss made to objectively

evaluate instructional innovations at the college.

In addition to being useful for exploratory research,
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another advantage Or participant observation is that it per-

mits examination of the choice of instructional methods over a

period of time. As °laser points out, this method "...facili-

tates the generation of theories or process, sequence, and

change which pertain to organizations, positions, and social

interaction" (1969, p. 226). Being in the field situation over

a period of months allowed me to consider the possibility that

an instructor's choice of teaching methods could vary according

to changes around him, (for example, in the organization it-

self) or changes in the teacher's position with regard to other

teachers° A survey or one-shot interview would not have pel.-

mitted such exploration.

A detailed description of participant observation meth-

odology, its usefulness for educational research and the de-

tails of conducting this particular study, can be found in

Purdy (1973). While it has been used most by the disciplines

of sociology and anthropology, its use in this study showed it

to be helpful in generating educational theory and producing

information on educational organizations.

Investigating the process of instructors adoption or re-

jection of various instructional practices was prompted by sev-

eral theoreticaljaonsiderations. First, research on the teach-

ing process must be attentive to the infnrral organization, of

a school as well as the formal structure which appears on flow

charts and in policy manuals. Friendship patterns, unofficial

communication channels, rumors, and other features of organiza-

tional life such ar"morale of participants are of great sig-

nificance in any organization. Research which looks at how the

formal organization supports or inhibits innovation will only

see a part of the situation. EleMents in the informal life of

the institution can support or negate institutional policies

and inject new goals into the formal system. The studies of

how informal organization of workers have controlled the level

2
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. of production in industry are well known. The research en d'f-

fusion of innovations through both groups and dganizations

also stresses the importance of. the informal communication

links onboth the rate and direction of the spread of new ideas

{Katz, 1969; Katz and Lazarafeld, .1964; Coleman, Katz and

Meizel, 1966).

What kinds of informal activities could be relevant to

teachers' choices of Instructional methods? Some examples come

from Gaff and Wilson's (1971) review of the teaching environment

in higher education. They cite a study in which faculty were

asked to identify factors in the environment that have a sig-

nificant impact on teaching. The respondents noted such 'condi-

tions as the competency of colleagues, the supportive or nega-

ttve feedback from peers and department heads, and the general

intellectual climate of a department as being very important to

their teaching, Faculty peer groups have a great deal of influ-

ence on what behavior will be rewarded and condoned, on sources

of information, and on stimulating or suppressing teacher de-

velopnent in research or teaching. Titus, attention must be

given to peer group influence on the teaching process as at

least one part of the informal environment or a school.

In addition to understanding the teaching environment in

terms of the informal organization and the role of peer groups,

consideration Aust be given to the nature of resistancei, A

major study of the reaction to a technological innovation by

higher education faculty was made by Evans and Leppmann in

their book, Resistance to Innovation in Higher Education

(1970). Theorizing that resistance in part depends upon the

dtgree to which potential adopters felt the innovation was con-

sistent with pelr existing values and past experiences, these

researchers categorized faculty according to their position:

(for, or against Or neutral)'toward the introduction of instruc-

tional television to a bniversity. The ideas that resistance

3
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was an immediate reaction many instructors and that resis-

tance can be part of the climate of an organization were

central to their report.

A different view of resistanceAomes fro a study of an

attempt to implement a major change in teaching methods in a

secondary school. Gross, Giacquinta and Bernstein (1968 and

1970) found that resistance was not the ismediate reaction of

the teachers but rather one which developed as participating 4

to encountered organizational obstacles and became frus-

trated with the time and extra work involved in changing their

practices. Their conclusion seems useful for the study dis-

cussed in this paper:

The degree to which organizational members are
resistant to change needs to be taken as prob-
lematic, rather than as a 'given' In theoretical
'Airmulations of the successful implementation of
organizational innovatio:Is (1970, p. 704).

'A similar idea is presented by Lauer (1sza). He notes that we

must assume the theoretical possibility that people and organi-

zations are not iiiherentiy resistant before we can understand

the nature of and conditions under which resistance appears..

Another problem in understanding institutional change

and
'Another

concerns the.otatus and rank of the people in-

volved. Are they employees who acs basically implementing de-

cisions made by higher authorities Or are they at an organi-

zational level where they either articiPate in the decision

or can themselves decide to experiment with an innovative

practice? It would seem that the patterns of acceptance or

rejection of innovations by the former group would be different

from those of the latter. It is possible that the perception

by faculty of the source of an innovationwhether it arises

from teachers' suggestions or administrative decisioncan

alter the reaction of faoulty tothat innovation.

Baldridge (1972) reminds us of another variable that must
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be considered in a study of changes In teaching practices, the

variable of conflict. Some theories of organizational change ,

have seen conflict as the result of lack of comunication with-

in a,system, and in that sense it seems to have little rela-

tionship to adoption and rejection of innovations. Baldridge,

however, 'maintains that "...In.many cases, communication is

perfectlY clear, and the situation is one of genuine conflict,

genuinelY scarce resources, and genuine differences of opinion
T4i..4about goals" (p. , This view produces several possibilities,

first that conflict itself ray be a source or cause of organi-

zational change. Second, when debates arise over implementa-

tion of innovations, attention is shifted to the process by

which the conflict Is resolved or a compromise reached rather ,

than focusing dh the final decision of acceptance li- rejection.

Thus, Baldridge suggests study of sub-groups within an organi-

zation, their relative powers, and the process by which the

final decision'may reflect the competition or cooperation be-

tween them.

"Electronic U."

The institution described in this paper, called Suburban

College, Is In some ways, atypical of community colleges because

of its newness and its avowed commitment to innovation. It is

a public college in a two-college district close to a large

metropolitan area. Enrollment in Suburban in X972-73 exceeded

12,000 students, with over 6,000 of those attending the evening

college and 7,700 taking less than ten semestur hours of

classes for credit..:

Suburban fits the prevailing pattern of community col-

leges in that it is run by the admintstrators, not the faculty.

Not only de_college affairs reflect the leadership of the ten

full -time campus:administators, but an additional nine admin-
.!

istrators.and forty classified personnel at the district office

5
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also set policy for Suburban. The five :neuters of the Board

of Trustees make district-wide policies implenented by both

district and campus-level administrators. Uhile the two cam-

puses are theoretically autonomous itstitutions, the district

Chancellor and several of his assistants have strong educa-

tional and administrative views that have left their mark or.

Suburban's affairs. Pcr eLauple, before Suburban opened in

1966, the Chancellor challenged its leaders to be as innova-

tive as possible, and he has specifically encouraged the tech-

nological emphasis of the innovations adopted.

The college has three councils which set policies intro-

murally: the President's$abinet, the College Affairs Council

(CAC), and the Council fAr,Curriculum and Instruction (CCI).

Representatives from a11 campu6 groups-- students, faculty, and

non-academic personnell--sit or. these bodies which are chaired

by the three top admiilistrators (the "Triad")--the, President,

the Dean of CollegelAffairs, and the Dean of Academic Affairs.

The Triad, plus other campus administrators, provide an

"umLrella" over these councils and handle day - today affairs.

Another level of organization exists on this campus.

Faculty are divided by major curriculum categories into eight

divisions: Business, Communications, Fine and Applied Arts,

Health Sciences, Math-Sciences, Physical and Recieation Educa-

tion, Social Science, and Technology. Run by a divifion

chairman and sometimes an assistant or two, the divisions

handle such teaching matters as course offerings and teacher

assignments. Some larger divisions contain formal and in-

formal subject-matter groups which plan and review courses in

that discipline (e.g. the Math Council).

The Faculty Senate is not part of the formal governance

structure. Composed of officers elected from the faculty as

,tea whole plus representatives from each division, the Senate

Oerves mainly as an advisory body to the administration and

the three counnila. 6
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Several administrative practices at suburban are de-

signed to promote innoattve practices. A Faculty Fellowship

'Program, for example, provides funds ror supplies, equipment

ond expert assistance. The grants supply the resource: and

.Ime to erxeumge an instrucor to deVelop a project that a

normal teaching 1f7ad would not allow. Up to 20 fellowships

haVe been granted each year since the program began in 1969,

and this support has ccntributed to the development of courses

and programs nou seen asmcdels of innovation:- -e.g., audio-

tutorial biology, the typing laboratory, and computer-assisted

Instructional coarse segments in chemistry.

Other for of administrative encouragement also exist.

Funds are made ef:ailable for summer instructional improvement

projects, faculty travel and conference attendance, perchasing

instructional h::rdware, technical support staff and for train-

ing and assisting teachers who are working with technological

innovations. It is important to remember that while the col-

lege practices, or fostering technological instruction were

not a result of a conscious campus -wide faculty decision,

neither were they the result of purely administrative priori-

ties. The administration could always point to some faculty

members' requests as a factor in the decision to Invest in

k-T materials, computer terminals, computer programmers,

graphics experts and photographers.

Suburban enjoys its desired reputation for Innovation

tut innovation of a particular kind. The college was, called

"Electronic U" by one jcotrnalist whose article suggested that

all its teachers utilized technological deviCes. Visitors

see the telecommunications center with its television studio,

audio-tutorial labs, a computer services center and a library

media center. While decisions to iove into all these areas

were Made at different times and often for unrelated reasons,

the total effect is that instruction at Suburban does, indeed,

7
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seem an electronic process. And yet, a najoricv of the in-

structors teach at least one traditional class using the lec-

ture-discussion method, and perhaps as many as :Alf of the

faculty have not done more than dabble with media. Suburban's

reputation results in part from the fact that technological

teaching devices are visible and can be easily demonstrated

while non-technological instructional, experiments, such as

team-teaching and inter-disciplinary courses, are less dramatic.

el

The Faculty

This study focused on the 125 full-time faculty members

at Suburban college. The training and career backgrounds of

these instructors generally fits the national patterns of two-

year college teachers. The majority have Masters degrees with

less than ten percent holding ooctorates. Many of the new in-

structors have just completed graduate programs or have held

instructional asciate jobs at Suburban previous to being

hired as full-time'instructors. Others come from high school

'or junior college teaching, or work in a 'on-education occupa-

tion preparatory to teaching in a vocational-technical field.

Most of ..the faculty are new to the district, having worked

there five or less years, and appear to be quite youthful.

Since few instructors are approaching retirement, very few

positions will be available each year ror new instructors un-

less the college continues to grow.

For several reasons faculty life at Suburban is dis-

unified and decentralized: The campus is large, with faculty

separated into selfcontained units according to divisional or

subject-matter organization; few formal occasions occur where

faculty might meet and discuss issues; and, the Faculty Senate

is a weak body. But more important, the faculty have not hid

sufficient reason to unite. Peeling content with their Jobs

because of relutively good salaries and services, they do not

want to upset a comfortable situation by confronting the

8
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administration over trivial matters, Further, the image of

the college as an open, friendly institution, with faculty and

adrAnistrators shartrs goals, has inhibited the development
a.

of

a self-conscious fac grou.p. Faculty are encouraged to ap-

proach administrators taro -h informal channels or on a one-to-

one basis .if they wish to in. uence administrative policy.

Resolution of conflicts t-at have occurred between fac-

ulty and administration has core through personal relationships

and communication rather than through organizational arrange-

ments. However, dependence on personal friendship to solve

problems, beneficial only for faculty who feel on open terms

with an administrator, detracts ?rom the usefulness of the

formal procedures. While the establishment a few years ago of

FacuIty-Administrative Communications groups resolved some per-

sonality clashes and policy disagreements, they did not help

solve group differences. In other words, the Communications

groups are no sutstitute for governance, and their effect has

teen to obviate the formation of a strong faculty organization.

The faculty at Suburban can be characterized as being

generally unaware and uninterested in campus-wide issues. They

appear passive about administrative control of governance and

unorganized in regard to present employment conditions. There

is little communication between divisions. Only rarely do they

speak of themselves as a "faculty" in the sense of a self-

conscious affiliation.

In contrast to this lack of campus-wide organization and

conscious perspective, the divisions and subject-matter groups

are centers of faculty activities and concerns. Here, the fac-

ulty are participants, not observers. The eight divisions and

the larger subject-matter areas within those divisions (mathe-

matics, English, and biology) are where instructors spend most

time and have closest profeisional and personal friends. While

at the campus level the faculty have little power, at the

9
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division level they expect to participate in decision- raking

and are very sensitive to any tampering with w.at they perceive

as their area of authority. Characteristics of.the divisions

and smaller groups include faculty loyalty to each other, to

division chairmen and to their teaching field; formal and in-.

formal communication networks; frequent discussion of work in

a collegial atmosphere; rivalry and competition between Indi-

viduals and groups of faculty; and conscious pulling together

against any threat to an individual's or group's decision-

making.domain. The divisions and subject-matter areas are

crucial in shaping faculty attitudes,1FRolving conflicts,

and defining everyday conditions of work.

In some ways; the strength and importance of the divi-

sions are the result of administrative policy. The adminis-

tration originally hoped to prevent the creation of many small

departments that could be detrimental to institutional and cur-

ricular flexibility. Thus, they planned the divisions as ad-

ministrative and teaching units, each with a division chairman,

its own budget, and influence over the teaching of its courses.

But the administration is not completely satisfied with the

arrangement. On one hand, they are pleased that the faculty

cooperate and affiliate across subject- ratter lines--for ex-

ample, police science teachers are in the Social Science divi-

sion and thus can discuss divisional issues with instructors

in more traditional academic areas. On the other hand, the

divisions have also isolatei teachers, preventing conmunieation

with instructors in other divisions. It seems that the admin-

istration ie caught in the bind of wanting faculty to work to-

gether as a whole to develop interdisciplinary courses but not

to organize as a governing or bargaining unit on issues relating

to salary and working conditions.

Facultori S ace
Faculty members believe they should have Jurisdiction

10
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over certain areas of their work. They want primary control

of their classes--the type of room, how the course is taught,

the textbooks--and partial control over, or at least participa-

tion in discussions about divisional and college matters affect,

"ing their work (e.g. budget, purchase of new equipment, and ap-

pointment of a division chairman). since the instructors are

aware that conditions outside their control Impinge on their

teachingsuch as trustees' decisions, state legislation, and

student interests and fads--they do not believe they have sole

authority. But over those areas where they feel they should

have primary Influence, they are vehement about protecting their

work space from interference by any outsider.

The phrase "work space" is helpful in representing the

faculty domain of Influence and authority on the job. Not all

faculty members define their work space in the same manner. For

example, at Suburban, the music teachers feel they should have a

say In setting concert dates, prices charged, and policy on music

tours. One instructor, for example, was very upset that the ad-

ministration had usurped this part of his work space. Other in-

structors are most sensitive about controlling course planning,

for exatIple, the right to choose course materials. 'Work space

also refers to a physical locale. At Suburban, the Math-Science

and Health Science teachers clashed several times over sharing

clasSrooms. Here is a case of faculty impihging on the work

spice of other faculty; the administration is not the only threat

to one's perceived domain.

An instructor's concern with work space 13 concentric,

,joving from his own area of control and authority plus that of

;This peers in a subject-matter area, to concern for his division,

and finally concern for the collective work space of all in-"
f structors on his campus. A basic requirement for faculty job

44'

41 satisfaction and contentment is a set of guarantees that protect

.6* both collective and individual work spade.
A

This protection

AN.

As ,

.11
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comes in the form of Job contracts and legal guarantees, as

well as in unwritten informal agreements and arrangements. One

hindrance to fornation of a strong faculty organization is that

such a group could potentially interfere with an individual in-

structor's work space. Faculty are not willing to give up con-

trol over their work space to a faculty organization unless

greater threat to their freedom is perceived.

The reaction of the faculty in the 1972-73 school year

to the construction of the television studio on campus illus-

trates faculty moving from individual fear of losing freedom

in choosing an instructional technique to a collective, campus-

wide reaction. Some background information is necessary to

understand the significance of the faculty's reaction to the

studio. Most instructional innovations on the Suburban campus

requiring technology were adopted fairly gradually over its

seven year history. Audio-tutorial (A-T) was first--experi-

mented initially in biology and then in remedial English.

While the administration favored use of A-T, it espoused a

philosophy of instructor's right to choose his or her own teach-

ing techniques as a way of defending the few teachers using A-T.

from attacks by other faculty members. Computer assisted in-

struction (C.A.I.) was the next irinovation; terminals were

brought in and some instructors became involved with this tech-

nique. While the campus developed a reputation for if:s creative

use of technology in instruction, teachers still believed that

they couli take or leave the innovations as they saw fit. Fac-

ulty not experimenting with these innovations in divisions where

use of media was popular felt more pressure from peers than from

the administration.

In 1972, at the urging of the Chancellor, the district be-

gan construction °ea television studio on the Suburban campus.

This facility was to be for broadcasting public television to

the county as well as for the production of instructional mate-

rials. Which of these purposes had priority was unclear to the

12
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faculty, most of whcm paid little attention to it since it was

nct spectftcally a college fuctlity. The Suburban president

was not-tc dtrect it; cortro: c'Ine fro:' the district. A large

staff moved in and tegan to function, and daily broadcasting

tegan in October, 197:'. The Suburban faculty retlxned to campus

for fall orientation to find much attention being paid to the

"SLturban television studio." The ;:'hancellor's spee6n at orien-

tation dwelled or the great rotenttal of educational television,

and 3CMe ihstr:..ctcrs began to reel suttle enticements to move

into this area of instructional media. A display of one of the

potential -uses of televisiv color cassettes for classes was

given, and the f--4'y heard descriptions of colleagues who were

in rt.:: production, of televised courses. Thos, the introduction

of the liea of ..stng televiSion in instruction differed greatly

from the ihtroduction of A-T and C.A.I. The decision to put

money into a studio was made by the district, not the campus

adnin!stration or faculty. Furthermore, it was an abrupt and

obvious reality and did not reflect gradual adoption by a few

teachers.with colleagues having time to adapt to the new idea.

Reaction grew against the studio, tut more importantly,

against the %la's it had come to be on campus. After a display

of the use of T.V. color cassettes, a group of teachers from

several divisions debated many aspects of the television studio.

One faculty member, noting that it was the Chancellor's project

rather than a faculty decision, was answered by a colleague,

"But you know, you don't have to use any of it. That's always

our decision. :Pause: And yet we are at a turning point it

seems; once the campus is all hardware, then we will nc longer

have a choice." Thus, this instructor saw the.movemeht toward

television as part of a movement toward hardware in general.

Cn one hand, she was saying that there Was no cause for fac-

ulty cpncern because their right to choose not to use the in-

novations remained. Cn the other !and, she was beginning to

realize that if the campus made a substantial enough 3nvestmert
13
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in hardware, the freedom to choose might be lost. The tele-

vision might be the turning point.

Another instructor commented that "The difference between

T,,V. and other things is that with the other stuff, you could

try it out, play around, do a slide-tape segment and it wasn't

all that expensive. T.V. is big from the beginning." He did.

net mind the college's investment in other equipment because

if, after a few years, the faculty evaluated its effectiveness

and decided against it, conceivably the commitment. to hardware

could be rescinded. But there was a fear that television was

irreversible; even if its usefulness was evaliated in ten years

and found wanting, the college was stuck with it. Revealed in

this and other conversations was the feeling that teachers could

experiment with other techniques and if they did not do well or

even failed with them, they did not lose too much money or pride.

But, there was no room for practice with televised instruction.

Faculty using it received greater exposure; it was not an experi-

ment but the final show right from the start.

All the feelings hinged around the fear that the faculty

right to choose an instructional technique was being restricted- -

there was an intrusion in their work space for two reasons. For

one, the decision to invest resources in this innovation and not

another one was made.without faculty participation or approval. .

Further, once installed on campus, pressure would be applied for

faculty to use it. The administration could use *many ways of

recognizing and rewarding faculty who moved into approved in-

structional innovations.

Other gripes and complaints also developed and there were

disagreements between faculty and the television staff. Some

campus administrators resented the presence of a unit on campus

not answerable to them. In the Winter of 1973, am indignant

faculty member told me of a Board of Trustees meeting where a

motion to fund faculty sabbaticals was turned down while a
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motile television unit Was financed for over $350,000. Rather

than being defeated, the cabtatical proposal had actually been

returned tc co:!:.i.ttee for further ctudy, but the teacher in-

terpreted the situaticn as a clear indication of the Board's

priorities. Faculty resentment i3i.ew to the coint that the Fac-

ulty Zenate was activated and went to the Board with a set of

"7" czemands in the f.prine cf 197:. The Board sidetracked the

demands, but the iistict and the Ccllege began efforts to al-

:eviate the ten:ton. The growth of a campus-wide faculty move-

tent, thode,h temperary and for a particular issue, demonstrates

eeneitive flce.lty tc threats tc their collective work

'Zeno reaction to the television studio was the first

instance of eollective reaction to a perceived threat to their

work speee--in this case, their autonomy to decide on instruc-

tlenal methods--the faculty demcnstrated a sensitivity to inter-

feren,:e in ether wayz. Often teachers tied their reaction to an

tnnovatien on campus to their perception of whether the faculty

had a choice in ado sine it. Faculty who felt A-T or C.A.I. or

ether practices had been forced onto then were also critical or

these Innovations. On the other hand,-faculty perceiving auton-

omy to choose teaening methods had a positive or at least neutral

attitude toward the campus innovations. Even those instructors

who did not use the innovations themselves felt they were goOd

and useful for others to use as long as there was freedom in

selecting them.

.4 The sensitivity of faculty to interference in their work

space suggests a relationship between faculty autonomy and

their acceptance of administration-sponsored innovations. To

the extent the administration shows regard for those areas of

an inr,tructor's domain that he feels are crucial, he is likely

to accept the adrAnistraton's suggestions and hardware. In

other words, a quid pro quo relationship exists with understand-

ing of and respect for work space on one side and adoption of
15.
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new techniques on the other. The administration's posture is

most crucial because the faculty believes it can effect other

forces interfering with individual teacher's work. To the

faculty, one of the most disturbing aspects of the dispute

over the television studio was that the district had largely

ignored the Suburban administration, thus prompting the extra-

ordinary responsa of the faculty going directly to the Board.

Before this, the faculty believed that the administration was

committed to faculty autonomy in the area of instruction and

would intercede to block or soften interference coming from

the district or from the community. Thus, teachers expected

not only that the administration should refrain from inter-

fering with the faculty right to choose instructional methods,

but also that a good administration should block other forms

of interference.

4

Since both perceived administrative support and protec-

tion-ak faculty autonomy and faculty attitudes toward innova-

tion run from politive to negative, a four-way typology is here

proposed: Uninhibited Innovators, Hesitant Innovators, Unin-.

volved Non-Innovators, and Alienated Non-Innovators. A descrip-

tion of each group follows.

Uninhibited Innovators

These faculty members see the administration as basically

supportive, feel their work space is protected, and are enthu-

siastic about campus innovations. 'By self-description and repu-

tation, they are innovators who have all-developed audio-tutorial

courses, labs, computer-assisted instructional programs, or video

segments for classes, None have exper'enced rejection of an idea

or proposal, and they have readily tak advantage of the Faculty

Fellowships available. Quick to credi the administration for

Suburban's reputation as an innovativ campus, they have high

regard for the administration and free plaise the president

and deans for being supportive.

16
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Instructors in this group are content because they re-

ceive funding, equipment, and administrative encouragement for

their projects but many are isolated from their faculty col-

leagues. During the early years when they were leaders in

changing traditional teaching methods, they had borne the brunt

of much faculty hostility; they needed and received administra-

tive support. While overt resentment against "impersonal teach-

ing" methods has largely subsided and clusters of faculty using

audio-tutorial systems and computers on campus now exist, these

instructors who completely support the administration tend to

be loners. Some are loners because they have been promoted to

administrative posts--the Director of Learning Resources or

division chairmanships, while others are loners because they

continue to experiment with each new hardward development 45 it

comes out, thus continuing their separation from the majority of

the faculty. A few seem to be loners by personal choice; they

prefer solo experimenting with new ideas rather than team ef-

forts, another quality which makes them a bit suspect by other

faculty. Their dependence on administrative rather than faculty

support can only increase; they realize they need the adminis-

tration in order to continue their work.

Hesitant Innovators

These instructors are suspicious of the administration

and feel continual vigilance of faculty autonomy is necessary;

they express either a neutral or favorable opinion of the campus

innovations and have experimented with sone innovative teaching

methods. Most faculty at Suburban are hesitant innovators. Be-

cause they tend to be strongly committed to whatever innovation

they work on, they draw a,lot of attention to themselves. All

are veFY4willing to talk about their newest instructional con-

cerns. Several hold formal and informal leadership roles with

the faculty and are active in the ?acuity Senate, while one is

a division chairman.

17
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Unlike the uninhibited innovators., these people see fun-

damental differences in opinion and concerns between the fp-

ulty and the college administration. While several have per-

sonal friendships with individual administrators, they always

distinguish adcrtnistrative from faculty perspectives. Some

actively distrust all administrators as a matter of principle

while others have .become suspicious of the motives of specific

Suburban administrators, often perceiving a reduction in admin-

istrative support for one of their innovations.

Some hesitant innovators characterize the administration

as being concerned with the appearance, not the realitY or in-

novation. They use the word a lot but really don't know what's

going on," said one, a condemnation which was a source of great

amusement to him and his friends. Closely related to this judg-

ment is one by a colleague who feels the administration is con-

cerned with a particular innovation because it holds the promise

of saving money. "The administration has a concern with cost-

effectiveness. That's their job. If you can do the sane job

for less, good. They deny it but it's true." Faculty, on the

other hand, believe that they are primarily concerned with

whether the innovation is actually a better instructional

method. Some hesitant innovators who believe the administra-

tion has been manipulative and de'vlous in working with some

teachers are also cynical regarding the motives and actions

of these administrators, no matter how amiable the relations

between the two groups. Nevertheless, some members of the

group are innovati..,e and creative.

The hesitant innovators are distinguished from the alien-

ated non-innovators by a feeling of relative security. Accept-

ing that the administration may not be completely trustworthy

and should be kept at a distance from the faculty work space,

nonetheless, these teachers find a secure enough environment in

18
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which to teach as they want. They have enough freedom even

though many of then wish for more. This protection of their

work space comes from several sources: large and powerful

divisions, division chairmen who defend faculty rights, the

potential use of the Senate; personal arrangements such as

rriendship with one administrator; and establishment of work

spaces in which the administration has little interest.

A final characteristic of the hesitant innovators is

that they place high value on colleagues p among tethers.

Unlike the uninhibited innovators, there re no loners in this

group; where they have experimented with nnovations, they

have done it in teams. Several are spokes en for greater fac-

ulty participation in governance and are leaders in the Faculty

senate. At one time, several may have been uninhibited inno-

vators but, sensing administrative favor of certain innovations

over others, they have become members of groups of instructors

Npressuring for continued administrative funds for their work.

Uninvolved Non-Innovators

These faculty members see the administration as Suppor-

tive and do not fear interference, but for a variety of other

reasons are not interested in campus innovations. Actually,

this group is comprised of two types of faculty: new instruc-

tors who have not yet committed themselves to an instructional

approach and older ones who use one instructional method only.

None of 'them express dissatisfaction with or suspicion of the

administration--in'fact, many new instructors in this category

are in awe of the support services provided faculty and con-

clude that the administration will do anything to encourage in-

novation. While others are either suspicious of the technology

or curious, most are busy afijusting to their Jobs, sometimes

their first college position, and have little tine left to

learn how to use a ide-tape carousel or write a test to be

liN
19
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computerized. The new uninvolved not-innovators typically do

not remain in this category for long but cone uncle: the influ-

ence of a strong faculty personality who encourages then In one

direction or another.

The older faculty in the uninvolved non- innovator group

have taught for, years and have been at Suburban long encugh to

establish their reputation for not being interested In any in-
,

structidnal method other than lecture-discussion, book reading

and tests. Some are isolated from their peers and apathetic

about tile whole college atmosphere, though-they do not express

particular criticism of the innovations, Just a lack of inter-

est. And some are respected by their colleagues because they

have withstood both peer and administrative pressure to try

some Innovative practice. Other faculty often consider these

aditimnalists to be good at what they do.

1
Alienated Non-Innovators .

4

These faculty members feel the administration dominates

fatuity work space completely and that faculty have:little

autonomy. They have a negative reaction to campus innovations.

Few faculty at Suburban actually can be classified as completely

alienated non-innovators since thii:is an ,uncomfortable position

that cannot be tolerated for lang. Some instructors in this

group make various, arrangements to allow themselves to teach

with acceptable autonomy, while others become. apathetic and

.stilllothers quit or are fired. ,Several faculty have left the
a

campus apparently because or dislike of the teChnological em-

phasis or incom bility with the administration. Ma** alien-

ated faculty, t se o distrust the administration the most,

are actually innovator unobtruw- .sively pursuing an instructional
..-

. approach they consider s gniricantly innovative.

The alienated non-inhovators hold strong views on the

facuj.ty's need for autonomy in their work. When pressed, one
t........,

20
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Instructor said that a requirement for jot satisfaction was

being able to do whatever he wanted in the classroom. He was

cynical about the actual effect of the new technological

media, c114141ding that these things did not really make any

difference in the area where it mattered most, i.e., the stu-

'dent's motivation tc learn.

The faculty who are most vocal in their criticism of the

administration and technological campus innovations are well

known on campus. Beccese of their respected academic training,

maturity, and ability to articulate their opinions, they are

tolerated--perhaps even respected - -by both the administration

and their peers. The tailc comp'ain expressed by one of these

teachers (paraphrased from a long statement) : "We know what

we think is good teaching, but W6 aren't in a position to make

the decisions about where to put the college money because of

the 'governance structure here. So, in effect, the administra-

tion makes the decisions of what kind of teaching will be en-

couraged." Heedless to say, these faculty disagree with the

administration's priorities. If the issue of faculty represen-

tation in governance becomes a morn widespread concern on cam-
.

pss, these alienated non-innovators may gain more influence

with campus faculty members.

Conclusions

The me,Jor impression about this community college's

facultv concerns their vielc4 of the nature and requirements

of their job. The faculty'culture is based on the idea of the

necessity of autonomy to do their work. All other findings

Must be seen in light of thii observation. Faculty believe.

that teaching Is tn individual creative process, a very pri-

vate and personal effort, and thus it should not be restricted

by interference from non-teachers or even other teachers.

This belief in tie need for autonomy is a shared work ethI4,

Y.*: requirement whi they believe produces ttft best teaching
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and is personally most satisfying.

Teachers' confer:. fr minimize interference in their work

space is not a new finoi4 in research on schools. Other

studies have shown how high school teachers rely on adminis-

trators, for examp) , to bloCk interference from parents and

community groups, but this phenomenon has not heretofore peen

traced to community college instructors. Suburban teachers

try to deal with external pressures (from the district or the

community) as we',1 as keep the college administration at a

distance from their work. What is or particular significance

here is seeing how much the choice of instructional methods

is affected by the concern to protect and retain autonomy.

To protect their work space from interference, instruc-

tors have set up both formai and informal organizations that

maximize their control of physical areas, supplies and equip-

ment and shape work related ideas and practices. Acknowledg-

ing that varying degrees of administrative support are neces-

sary to their functioning, the faculty attempt to define and

direct the support flowing through their divisions so that dd-

ministrators are kept at a distance. In addition to large and

powerful diviiions, teachers occasionally gain assistance from

division chairmen, the Faculty Senate, close friendships with

administrators, and the use of aiteaching method or subject In

which the administration has little interest.

Since intrusion on an instructor's work space can come

from peers as well as from administrators, the faculty culture

contems provi.uons that also set limits on one's colleagues.

In the divisions and sub-groups, the teachers maintain the

rules, aY.lances and compromises that protect teachers from

each ot4er. The actual protection from interference in a

teacher's work can best be seen in the day-to-day discussions

and negotiations between individuals and groups over working

conditions, rules of work, control of equipment and space.
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...

or support staff in trying to nctit, certain ends.

..

Educational est:arch ArA F.11!7y has often accepted the

hierarchical model of ed..:%:lon .Irc.,:lizations, but the findings

of this study suggest that model IL ':Do simplistic to account

for organizational change. The .:1:. ::.del requires that purpos-

ive change be introduced from tte7 tcp of the organization down,

and that other changes in the crFanizatioh introduced at lower

levels compete or conflict with basic organizational goals.

The discovery of the many functions served by faculty

sub-groups is particularly interesting and tne discovery of

faculty sub-groups at Suburban is consistent with Baldridgets

(1972) view of organizations as fragmented into many power

blocs and interest groups. He argues that it is natural that

these groups will try to influence policy so that institutional

decisions reflect group values and goals. Furthermore, rather

than seeing one elite group running all aspects of the organiza-

tion, Baldridge suggests that "decisions may be divided up, with

different elite groups controlling different decisions....

Decisions are not simple bureaucratic orders, but are instead

negotiated compromise*, among competing groups. Officials ar

not free simply to order decisions; instead they hav to -ckey

between interest groups, hoping to build viable compro ses

among powerful blocs (p. 81.

Based on the research at Suburban, Baldridge's model of

internal power blocs and interest groups seems a very realistic

picture of community college organization. For example, al-

though the Suburban administration wields considerable power,

part of its success at introducing innovations is due to its

alliances with various sub - groups on the campus. The Triad

always knew of a few instructors who were anxious to use the

media and hardware before the materials arrived on campus.

These instructors, rather than the administration, became the

advocates of the innovations. An alliance was formed which
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K at. useful tc bctn zne teaehe::,,..tet the funds and

o experiment %_t:. n-w (something their

;:eers could not give) while thz. a;:miListration accomplished

tic a._ of tho innova-ions ithout appearing auto-

ratic in the traditicnl facul1ly domain of instruction.

.7hus, thit i-tae: sees an orcanization consisting cf

croups, corr'^-.., alliances and compromises which make

the process ty whIch the organization changes. *I.:hat is

important' to a teacher's sense of security is that at any one

'ime, he belie7es that his group '.as the potential or actual

power to protect his own work space. Otherwise, that person

:.ancentrates energy and resources on opposing threats to his

lomain. The alle:Ated non - innovators perceive inadequate au-

ts.nomy in their. work space, and thus remain either active in

-IPPositIon tc all administratively backed methods of teaching

sr apathetic toward them.

it is important to consider how various innovations af-

fect faculty work space and their relations with other teachers

and administrators. The administration provides the funds,

evipment, hardware and technical staff and in return, they

want to see the results of their expendituresthe quid 2E2

21...e2. Thus, experimen:ing teachers have administrative and the

off-campus visitors. The requirements of eValuat.on add more

visitation and observation, tests and measurement of student

learning.. Administrators also set up rules for use of the new

equipment' rules which have the effect of drawing teachers and

their students out of separate classrooms and labs into media

centers. The Instructors become more exposed than they were

while using traditional methods.

But, in addition to greater exposure to and interference

from administrators, innovations also require greater exposure

to other teachers which for some is as threatening as adminis-

trative inspection. Many new methods require team teaching or
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new forms of groups commitment. For example, introductory

courses run in an audio-tutorial arrangement may have a large

group lecture and then small discussion groups or open labs

where two or three teachers and aides rotate in handling stu-

dent's questions, displays, assignments and problems with equip-

ment. Thus, only one teacher assumes the traditional role of

lecturer and the rest cooperate to plan the course. Gone is

the solo practitioner who taught Introductory Composition any

way he desired, regardless of how ten o'Lher introductory courses

were taught.

Once a department decidEs to offer 4 standardized course

requiring the use of new media, all teachers in the department

must cooperate. The new learnOg systems have the additional

characteristic of inflexibility--once they are established, one

or two teachers cannot change practices but must persuade a

majority of teachers that the course as taught is inadequate or

undesirable. Changing whole subject-matter areas to a techno»...f

logical approach'is a complex, political process as some teachers

attempt to persuade and others attempt to resist.
,

Finally, it is important to note that teachers do not view

their reactions to campus innovations as if these reactions were

purely a political process where individuals and groups contend

for power and protection of rights and territory. The negotia-

tions occur in terms of practical realities of supplies, equip-

ment, and budgets, but also in terms of ideologies and philos-

ophies of teaching. Acceptable autonomy in one's work space

means being able to choose the curricular emphasis, the text-

books and films, and the personal approach to teaching with

which an individual feels comfortable. This area of profes-

sional ideology--involving personal values, beliefs and atti-

tudes--1s part of the work space that teachers most want to

protect. These personal beliefs are not static or held in iso-

lation from peers, and personal views of teaching constantly

interact with.those of a teacher's reference group. Teacher's
26
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nt)ot.t tt.e o'; tea.:hIng are .1;sceptl.ble to Influ-

%,e as par'. 14y-t-4,y tetween teachers

an.1 admthistrati.

lit sum-lry, irstr':ctlo%al practices is clearly

nct so si7.c1e as pl..rc!-.asinv new equi;ment cr ser.dirg a teacher

a workshop on the merits of a new technique. Before faculty

will adopt instructional practices foreign to them, they need a

sc.noe of autorcmy in their wcr? situation and the support and

pro:eztion of their peers. This does net mean that there is an

..ttsclute and Ideal le...el of autonomy for all teachers or that

rare ate..cnony tuschers.have, the more they will experiment.

while 1,'s'iro''onal supports are necessary, they are of

secondary importance; tc to willing to experiment, the teacher

first has to Le'satisfactcrily assured that the supports still

permit hip the srtion of choosing t,:atever technique he believes

to to best--in other words, to be certain his work space is not

violated.

::any administr?.)rs believe a teaching innovation has been

intrcduced successfully if they set up some hardware and see a

rew students using it (learning resource centers frequently fall

into this category). But unless the concerned faculty perceive

the innovation as a useful teaching device end incorporate it in

their on teaching, it is an adjunct, doomed to remain on the

Periphery.

Administrators who succeed in encouraging sizable numbers

or instructors to adept new techniqses respect the faculty work

space. They set a climate that allows the instructors to take

the lead in introducing the redia, allowing time for the adoption

process to take its own course. They dc not badger the non-

acceptors tut try rather to understand what the proposed innova-

tion means to them as people. In short, when they say the in-

structors are co-equal colleagues, they mean it.
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Teachers choices of instructional methods, probatly the

most basic part of their work, is not in fact the private per-

sonal decision that many teachers would like to think it is.

The more the method beihg considered requires institutionally

provided equipment, staff assistance, peer cooperation and t.re

and space in 'chich to experiment, the more the decision becomes

a.shared one involving many groups in the institution. The

clear distinction between administrative and faculty responsi-

bility for the instructional process is no longer so easily

determined, and in the process of negotiations, teachers must

formulate the conditions under which they will experiment with

and adopt new practices.

28
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