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FACULTY IM AY INMOVATIVE COMMUNITY COLLEGE
by .
Leglie Furdy e
Crllc fer lasulty rmembers to be innovative and creative

ir their tearning fadl as regularly as summer rain in thé
tropies.  But culty responses to these galls are consider-
ably lesgs reliible. Why are some instructors constantly ex-
perirenting with rnew teaching forms while others, year after
year\§tay with their old methods? Can instructor reaction be

traced to characteristics of the college environment?

This paper reports the findings of an attempt to 1iden-
tify -elements in one college that influenced teachers' cholces
of instructional wmethods and styles. By reputation and proc-
lametion, the college studied was an innovative instituticn,
focusing speclal attention on such technologlcal developments
as audio~tutorial instruction {multi-media systems), computcr
assisteé instructlon and instructional television.

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

‘the parhiclpaﬁt observatlion methodology. Elght months were

spent on the college campus Observing instructors in thelr
every day work, attending formal meetings, partdcipating in
informal groups, and interviewing college stafl members.

Since thls was an exploratory study, I did not begin with.pre-
determined hypotheses about the phenomenon to be studled but
attempted instead to develup & model of the process by which
teachiers accept or reject 1nnovatlons. The emphasls was on
identifying the socilal influences--from peer and from the in-.
stitution-=which have impact on instructor’'s declslons regard-
ing thelir teaching methods. No attempt wis made to objectively
evaluate lastructional innovations at the college.

In additlon to being useful for exploratory research,
1
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another advantzge of participant gbservation 18 that 1t per—
mits examipation of the cholce of ipstructional methods over a
pericd of time. As (laser Polnts out, this method "...facili-
tates the generation of theories of process, seguence, and
change which peftain to organizations, positions, and social
interaction" (1969, p. 226). Being in the fleld situatiopn over
a perliocd of months allowed me to consider the possibility that
an ipstructor's choice of teaching methods could vary according
to changes around him, (for example, in the organizaticn it=-
self) or changes in the teacher's position with regard tg other
teachers” A survey or one-shot interview would not have per-
mitted such exploration.

A detalled desacription of participant observation meth-
odology, 1ts usefulness for educationzl research and the de-
talls of conducting this particular study, can be found 1in
Purdy {1973)., While 1t has been used most by the diaciplines
of szociclogy and anthropology, its use in this study showed it
to be helpful in generating educatiopal theory and producing
information on educational organizations.

Investigating the process of instructors a¢option or re-
Jection of various ipstructional practices was prompted by sev-\
eral theoretical Jonsiderations. FPirst, research on the teach-
ing process must be attentive to the inferral orgapization of
a school as well as the formal structure which appears on flow
charts and in policy meznuals. Friendship patterns, unofficial
communication channels, rumors, and other features of organiza-
tional life such aE‘&orale of participants are of great sig-
nificance 1ip any organization, Research which looks at how the
rorﬁhl organization supports or inhibits innovation will only
see a part of the situation. Elements 1n'the informal life of

" the institutlon can support or negate institutional policies
and inject new goals into the formal system. The studlies of
how informal organization of workers have controlled the level

O
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of production in industry are well known. The research on dif-
fusion of innovations through both groups and ofganizations
also stresses the importance of the informal communication
links on both the rate and direction pf the spread of new ldeas
{Katz, 1969; Katz and Lazarsfeld, 1964; Coleman, Katz and
.Menzel, 1966).

What kinds ol informal aptivities could be relevant to
teachers' cholces of {nstructisnal methods? Some examples come
from Gaff and Wilsor's (1971) review of the teaching environment
in higher education. They pite a study in which faculty were
asked to identifly factors in the environment that have a sig-
nificant impact on teaching. The respondents noted susch condi-
tions as the ¢ompetency of colieagues, the supportive or nega=
tive ‘eedback from pPesrs and department heads, and the general
intelleetual climate ol a department as beilng very lmpartant to
their teaching. Fagculty peer groups have a great deal of influ-
ence on what behavioy will be rawarded and condoned, on sources
of informatlion, and on stimulating or suppressing teacher de-
‘velop:nent in research or teaching. Thnus, attention must be
given tn peer group influence on the teagching process as at
least one part of the informal environment of a school.

-

In addition to understanding the teaching environment 1in
terms of the Ilnformal organization and the role of pee-r groups,
conslderation .Jast be given to the nature of resistance.[ A ’
major study ol the peasction to a technological innpvation 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

* degree tp which potentlal adopters felt ¢he lnnovatlon was con=

E

sistent with ‘their existing values and past experiences, these
researchers categorized faculty z2cecording to thelr position
{for, or against gr neutral) toward the introduction of instruc-
tional television to a éniversity. The ideas that resistance

3
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was an immediatée reactiqn ol many instructors and that resis-
tance can be part of the climate of an organization were
central to their report.

‘A different view of resistanceStomes fron a study of an
attempt to implement a majJor change irn tesching methods in a
secondary school. Gross, Glacquinta and Bernstein (1968 and
1970} found that resistance was not the irmediate preaction of
the teachers but rathér one which developed as participating %
teachers encountered organizational obstacles and became [rus-
trated with the time and extra work involved in changing their \
practices. Thelir 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-
Jematis, rather than as a 'given' in theoretical
tormulations of the successful implementation of’
organizational innovatiens (1970, p. 7o),

A similar idea 1is presented by Lauer (1972}. Ke notes that we
must assume the theoretical possibility that people and organi-
zations are not icherently resistant belore we can understand
the nature of and conditions under which resistance appears.

Another problem in understanding institutional change
and iEnovatiens goncerns the-~Status and rank of the people in-
volved. Are they employees whd aq? basically implementing de-
¢isions made by higher authorities Or are they at an organi-
zational level where they eith;?‘ﬁzrticipate in the decision
or can themselves decide to experinent with an innovative
practice? It would seem that the patterns of acceptance or
rejection of innovations by the former grouf would be different
I'ron those ol the latter. It is possible that the perception
by faculty of the source of an innovation--whether 1t arises
from teachers' suggestions or administrative decision--can
alter the reaction of faculty tq-that innovation.

Baldridge (1972) reminds us of another variable that must

Y
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ke considered ir a study of changes in teaching practices, the
variakle of cenflict. 3ume theories of orginlizational change .
have seen conflict as the result of lack of cormunication with-
in a+syster, and 1in that sense 1t seerms to have little rela-
tionstip to adoption apnd rejection of Innovations. Baldridge,
however, maintalins that "...in rany cases, communication 1is
perfectliy clear., and the situatior is one of genuine conflict,
gernulnely scarcg\resources, agnd gerulne differences of oplpion
atout gozis" (p. ?7\\'This view produces several possibilities,
first that conflict Mself rmay be a source or cause of organi-
zatlonzl change., Second, when debates arise over implementa-
tion of innovations, attention 1s shifted to tke process by
which the conflict s resolved or a compromise reached rather
than focusing on the final dec)sion of acceptance gi rejection.
Thus, Baldridge suggests study of sub-groups within an organi-
zaticr, thelir relative powers, and the process by which the
final declision ‘may reflect the competltion or cooperation be-
tween then,
"Electranic U."
The 1nstltution described in this paper, called 3uburban

College, is In zome ways,atypicgl of coermmunity collieges beiguse

. af 1ts newness and 1ts avowed cormltment to innovation. It 1s

- a public college in a two-college gdistrict close to a large
metropolitan area. Enrollment In Suburban in 1972-73 exceeded
12,000 students, with over 6,000 of those attendlng the evening
college and 7,700 taking less than ten sepester hours of
claxses for credlt, .

Suburhan fits the prevalling pattern of community col-
leges in that 1t 13 run by the administrators, not the faculty.
Hot only deo colliege affairs reflect the leadership of the ten
full-time campus. adninlstrators, but an additional nlne admin~-
istrators ‘anc forty classified personnel at the district office

; 5
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also get polilcy for Suburban. The filve merters of the Board
of Trustees make district-wide policles implegented by bot.h
district and campus-ievel administrators. Wwhile the two can-
puses are theoretlcally sutonomous irstitutions, the district
Chancellor and several of his assistants have strong edica-
tiopal and adzlinistrative wilews thrat have left thelr mark on
Suburban's affairs. For esample, before Suburban opened 1in
1666, the Chancelior challenged 1ts leaders to be as innova-
tive as possible, and he has specifically esncouraged the tech-
nological emphasis of the fanovations adopted.

The college has three councils which seit policies inira-
murally: the President” Sfcabinet, the College Affzlirs Couneil
(CAC), and the Council fér Curriculum ané Imstructior (cco).
Representatlves fron all caiZipuh Ercups--students, faculty, and
non-academic persomef—-sit or. these bodies which are chalred
by the three top adm{-listrators (the "iriad”)--tha President,
the Dean of College ,-‘M‘l‘airs, and the Dean of jcacdemic Aflalrs.,
.The Triad, plus ot!-,ér cacpus adzinistrators, provide an
"umirella™ over these councils and handle cay-to.day affairs.

Another level of organization exists or thls vampus.
Paculty are divided by major curriculum categories into eight
divisions: Business, Cormunicatlons, Fine and Appliled Arts,
Health Sclences, Math-Sclences, Physical and Recreation Educa-
tion, foclal Science, and Technology. ERun by a divl.;ion
chairmar and soretices an assistant or two, the divisions
handle such teachlng matters as course offerings and teacher
assignments. Some larger dirvislons contailn for:al and in-
fermal subJect-matter groups which plan ana review courunes in
that discipline (e.g. the Math Council).

The Faculty Senate 1s not part of the formal govermance
structure. CoRdposed of officers e¢lected fron the faculty as
2 wkole plus representatives from each division, the Senate
gerves mainly as an advisory body to the adninistration and
the three counells.’ é

O
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Several adminis:irative practices at Suburban are de-
sigred to gromote 1ipnovative practices. A Faculty Fellowship
?regram, for exarple, provides furds for supplles, equipment
and expert ssi?aance. The grents supply the resourcef and
ime to encourage an instrucior to develop a projeet that a
norral teaching 10ad would not allew. Up to 20 fellewships
have been granted each year since the progrsm begzan in 1969
ard this support has ccntributed to the development of courses
and progrsns now Seen as-kcdels of innovatlon--e.g., audio-
tutorial blology, the typing laboratory, and computer-assisted
instructloral ccurse segments in chemistry.

Cther forms of ad“-ﬂis,ra*i"e encn;rabeuint also exist.
.uﬂds are made &vallable fo“ surzmer 1nstruetional improvement
projects, faculiy travel and conference attendance, purchasing
instructiconal hardware, technical support staff and for train-
irg and asslsting teachers who are working with technological
inncvations. It 1s important te remember that while the col-
lege practices for fostering technoloBical instruction were
net a result of a econsclous campus-wide faculty decision,
neither were they the result of purelyY administrative priori-
ties. The administration could always point to some faculty
members' requests as a factor in the decision t0 invest in
A=T materlals, computer terminals, compuler programmers,
graphics experts and photographers.

Suburbar enJoys ity desired reputation for innevation
tut innovatlion of a particular %ind. The collsge was called
"Eleetronic U" by one Journalist whose article suggested that
all its teachers utllized technologlcal devices. Visitors
see the telecommunlcatlons center with its television studlo,
audio-tutorial labs, a computer services center and a iibrary
medla center. Whlle decisions to move into all these areas
were made at different times and often for unrelated reasons,
the total effect Is that instruction at Suburban does, indeed,

'
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seem an electronic process. And yet, a majoricv of the in-
structors teach at least one traditional class using the lec-
ture~discuislon method, and perhaps as many as half of the
faculty have not done more than <dabble with media. Suburban’'s
reputation resulis in part frpm the fact that technologlcal
teachink devices are visible and can be €aslly demonstrated
whilm non—technologicai instructional experiments, such as
team-teaching and inter-disciplinary courses, are less draratic.

The Faculty
This study focused on the 125 full-time faculty members

at Suburban Zollege. The training and career backgrounds of
these Instructors generally fits the natlional patterns of two-
year college teachers. The majority have Masters degrees with
less than ten perzent holdlng aeoctorates. Many of the new 1ln-
structors have Just completed graduate programs or have held
Instructional asudbiate Jobs at Suburban previous to being
hired as full-time' instructors. Others come from high school
or Junilor cqllege teachlng, ar work In a =»on-educetion occupa-
tion preparatory to teaching in a vocational~technical field.
Most of “he faculty are new to the district, having worked
there five or less years, and appear ta be quite youthful.
Since few instructors are approaching retirement, very few
positlons will be avallable each ¥year Tor new instructors un-
less the ctollege contlnues to BPOW-

Por several reasons faculty 1ife at Suburban 15 dls-
unified and decentrallzed: The campus 1s Iarge, with iaculty
gseparated into self-contailned units according to divislonzl or
subjJect-matter organization; few formal occaslons occur where
faculty might meet and discuss 1ssues; and, the Paculty Sénate
iz a weak body. But more lmportant, the faculty have hot had
sufficient reasin to unite. Feelling content with their Jobs
tecause of relutively good salarles and services, they do not
want to upset a comfortable situation by confronting the

B
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adripistration O¥er trivial matters. ®Purther, the image of

the college a5 agn open, friendly institutlon, with faculty and
adrinistrators sharing geals, has inhibited the defelopment‘or
a seif-consclous racHTe group. Faculty are encouraged to ap-

preach administrators wnroth informazl channels or on a one-to-

cne basis Af they wish to infRuence administrative policy.

Resolution of conflicts that have occurred between fac-
alty and administiration has core through perscnal relationships
and cormunlcation rather than through organizational arrange-
wonts. However, dependence corn personal friendship to solve
problens, tenefielal only for faculty who feel on open terms
with an administrator, detracts from the usefulness of the
forral procedures. Wwhile the establishrent a few years agoe of
Faculty-Administrative Communicatlions grdéups resolved some per-
sonality clashes and pollcey fdilsagreements, they did not help
solve group ¢iffererces. In uther words, the Communications
groups are no subtstitute for governance, and thelir effect has
creer, t0 obviate the formation of a strong faculty organization.

The faculty at Suburban can te characterized as being
generally unaware and uninterested in campus-wide issues. They.
appear passive about administrative control of governance ané
urnorganized in regard to present employment conditions. There
is 1ittle communicaticn between divisions. Only rarely do they
speak of themselves as a "faculty" in the sense of a self=-
conscious arfiliation. '

In contrast to this lacgk of campus-wide organization and
consclous perspective, the divisions and subj)ect.matter groups
are centers of faculty activitles snd concerns. Here, the fac-
ulty are participants, not observers. The eight divisions and
the larger subJect-matter areas within those divisions {mathe-
maties, English, and tilology) are where instructors spend most
tice and have closest proreﬁsional and personal friends. Whille
at the carmpus level the faculty have little power, at the

9
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division level they expect to partielpate in decision-paking
and are very sensitive to any tampering with w. at they percelve
as thelr area of authority. Characteristies of the divisions
and smaller groups include faculty loyalty to0 each other, to
divislon chairmen and to thelr teaching field; formal 2nd in-
formal cormunication networks; frequent diseussion of work in
a colleglal atmosphere; rivalry and competition between indi-
viduals and groups of faculty; and consclous pulling together
agalnst any threat to an individual®s or group's decision-
making . domain. The divisions and subject-natter areas are
eruclal in shaping faculty attitudes, fesSolving conflicts,
and defining everyday conditions of work. ’

In come ways, the strength and importancee of the divi-
slons are the result of' administrative pcliey. The adminls~
tration originally hoped to prevent the ereation of many snmall
departments that could be detrimental to institutional and cur-
rieular flexikility. Thus, they planned the divisioens as ad-

" ministrative and teaching units, each with a division chairman,
its own budget, and influence over the teaching of 1ts courses.
But the administration 1s not conmpletelyY satisfied with the
arrangement. ©On one hand, they are pleased that the faculty
cooperate and affiliste across sublectematter lines--for ex-~
ample, police science teachers are in the Socizl Selence divi-
g1on and thus ean discuss divisional issues with instructors

in more traditional academic arexs. On the other hand, the
divisions have also isolated teachers, preventing communication
with instructors in other divisions. 1% seems that the admin~
istration 1= caught in the tind of wanting faculty to work to-
gether as a whole to develop Interdiseiplinary courses but nogt
tog organize as a governing or barSaining unit on issues relating
to salary and working conditions.

Faculty wWork Spage
Faculty members belleve they should have Jurisdietion

10
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over certaln areas cf their work. They want primary control

of thelr classes=--the type of reom, how the course 1s taught,
the textbooks--and partlal contrel over, or at least participa-
tisn 1n discusslons abeout divisicral and college matters affect-
'1=g thelr work (e.g. tudget, purchase of new equipment, and ap~-
rointment of a dlvisicn ehairman). Since the instructors are
aware that cenditions outslde thelr control impinge on thelr
teaching=-=-such as *rustees’ decelsicns, state legislation, ard
student interests ard fads--they do not belleve they have sole
authority. But over those areas where they feel they should
have primary irnlTluence, they are vehement about protecting thelir
work space Trom interference by any cutsider.

The phrase "work space™ 1s helpful in representing the
faculty 2omalrn of influernce and authority on the Job. Not all
faculty members define thelr work space in the Same manney., For
exarple, at Suburban, the music teachers feel they should have a
say in setting concert dates, prices charged, and policy on muslice
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 %o choose course materials. Work Space
alse reflers to a prysical locale. At Suburban, the Math-Sclence
and Health Sclence teachers clashed several times over sharing
classrooms. Here 15 a case of faculty impinging on the work
sp?pe of other Taculty; the administration 13 not the only threat
tol onets percelved dorain.

An instructoerts concern with work space i1s zoncentrie,

?;ioving from his own area of control and authority plus that of
‘-h

£
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285 I
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1s peers in a subject-matter area, to concern for his division,
and flnally concern for the collective work space of all in-
structors on his campus. A basie requirement for faculty Jjob
satisfaction and contentment 1s a set of guafantees that protect
both collective and\{:dividual work spaé@x This protection

1 N
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comes in the form of Job contracts and legal guarantees, as
well as in unwritten informal agreements and arrangements. OChe
hindrance to fermation of a2 strong faculty organization 1s that
such a Broup could potentially interfere with an individual in-
structor's work space. Faculty are not willing to give up cen-
trol over their work space to & faculty organization uniess
greater threat toc thelr freedom is percelved.

The reaction of the faculty in the 1%72-73 school year
to the construction of the television studlo on caspus 11llus-
trates faculty moving from individual fear of losing freedom
in choosing an instructional technigue 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 innovatfons on the Suburban campus
requiring technology were adOpEed fairly gradually ovér its
seven year history. Audie-tutarial (A-T) was first-;experi-
mented initlally in biology and then in remedial English.
While the administration {avored use ol A-T, 1t espoused a
philesophy of Instructor’s right to choose his or her own teach-
ing techniques as a way of défending the few teachers using A-T.
{rom attacks by other [aculty members. Conputer assisted in-
structien (C.A.I.) was the next irlnovation; terminals were
brought in and some instructors became involved with this tech-
nigue. Wulle the campus developed a reputation for 1hs creative

~use of technology in instruction, teachers still believed that

[E

they coull take or leave the innovations as they saw [it. Fac-
ulty not experimenting€ with these 1nnovatiops in divisions where
use of media was popular felt more pressure from peers than f{rom
the administration.

In 1972, at the urging of the Chancellcr, the district be~
gan construction o:’a television s%udio on the Suburban campus.
This {acility was to be for broadecasting public television to
the county &s wel) 2s for the production of instructional mate-
rials. Which of these purposes had priority was unclear to the
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Tzeulty, rost of whem paid little attentlon to it since it was
ne: speciftcally a ocllege Jucility. The Suburbaﬁ president

3s ngt- e direct 1t; corntrol Care Trom the district. A large
meved o and tegan to function, and dally breadeasting
tegan In Qetober, 1972, The Suburbkan faculty returned to campus
Tar 7all orientaticn teo find much atterntion belin& paid to the
Siburban television studio." The Thancellor’s speedn at orien~
tation Exclled or the great rotentizl of educational television,
ind seme Instrictors begar to Teel subtle enfieements Lo move
irio this aren of instructional media. & dieplay of one of the
panential-uses of :elevisiqp coler cassettes for classes was
iven, and the Mz2ulty reard descriptions of cclleagues who were
I production of televised courses. <hus, the {ntroduction
of trhe idea of using televiSion ir “nstruction differed greatly
from the insroducticn of A-T and C.A.I. Thke decision to put
Torey {nto a 5tudlo was made by the distrizt, not the campus
asrmiristratior or ?acuity. Turtherrmore, it was an adrupt énd
ctvicus zeality and di2 not reflect gradual adoption by a few
sachers -with ¢clleagues having time tO adapt to the'new idea.

Reaction grew against the studio, tut more importantly,
zgalnst the way it had come 0 be op campus. After a display
of the use of 7.V, color cass#ttes, a group of teachers f{rom
several dlvisiens debated many aspects of the television studio.
‘re faculty riember, noling that It was the Chancellor's prolect
rather than & faculty decision, was answered by a colleague,
"But you know, ycu don't have to yse any of it. That's always
our decisfon. [Pausel Angd yet we are at a turning point it
seelns; onece the carmpus is all hérdware, then we will ne longer
have a choice.” “bus; tihis {ngtructor saw the -movemert toward
television as part o a movérent toward hdnnware in general.

Cn on? hand, she was saying that there was no cause for fac-
uity cpncernt because their right to choose pot %o wse the 1n—
nqva;ions rerained. Cn the other hand, she was beginning to

realize that {if the ¢tampus made a substantial enough Snvestmert
13
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in hardware, the freedom to choose might be 1lost. The tele-
vision might be the turnapg point.

Another instructor commented that "The difference between
T.V. and other things 1s that with the other stuff, you could
ﬁry 1t out, play around, do a slide-tape segment and 1t wasn't
all that expensive. T.V. 1s blg from the beginning."” He 4i4d.
net mind the college's investment 1n other equipment because
ir, after a few years, the faculty evaluated 1its effectiveness
and declded against 1t, concelvably the commitment. to hardware
could be rescinded. But there was a fear that televislon was
irreversible; even 1f 1ts usefulness was evaluited in ten years
and found wanting, the college was stuck with 1t. 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 falled with them, they did not lose to® much money or prilde.
But, there was no room for practice with televised Instruction.
Faculty using 1t received greater exposure; 1t was not an experi-
ment but the final show right from the start. s

All thegze feelings hinged around the fear that the faculty
right to chovse an instructlonal technligue was beling restricted~-
there was an Intrusion in their work space flor two reasons. For
one, the decision to inveat resources 1n thils innovation and not
another one was made .without faculty partlcipation or approval.
Further, once installed on campus, pressure would be_applied for
faculty to use 1t. The administragion couid use many ways of
recognizing and rewarding€ faculty who moved 1into approved in-
structional innovations.

tother gripes and complaints alse developed and there were
disagreements between faculty and the television staff. .Some
campus administrators resented the prezence of a unit on campus
not answerable to them. In the Winter of 1973, an indignant
faculty member told me of a Board of Trustees meetlng where a
motion to ruﬁd faculty sabbaticazls was turned down while a
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motile television unit was firanced vor over $350,0C0. Rather
than belng deleated, tho cabtatlceal propcsal had actually keen
returred te gornittee for further study, but the teacker ip-
tertrated the situanticrn as a clear indication of the Board's

L)

nt éi ew to the roint that the Fac-
nt o the Board with a set Qf

n n i The Board sidetracked the

he 2istrliet and the College began efforts to al-

e n ool a carpus-wide faculty move-

3
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Thile rezc:icn te the televisiorn studioc was the first
ngtance of collective reactlon to a rerceived threat to thelr
wory, spafe—-=!r thls cacte, thelr autoneny te decide on instruc=~
“ional rethods--the faculty demcnstrated a sensitlvity to inter-
fererce In other ways. Often teachers tled their reaction to an
Innovaticn on canpus to thelr percepticn of whether the faculty
kad a cholece in zdopsing 1z, Faculty who felt A-T or C.A.I. 0?
other practices had been forcéd onto therm were alszo critical of
these Innovaticens. On the other hand,- faculty percelving auton-
oty to choose teachning methods had 2 positlve or at least neutral
attitude toward the carpus innpovations. Even those instructors
whe d1d not use the 1nnovations themselves felt they were good
and useful for others -0 use as long as there was freedom 1n

ecting then.

4 The sensitivity of faculty to interference in thelr work
space sSuggests & relaticenship betwsen faculty autonomy and
thelr acceptance ol administration-Sponaofed innovations. To
the extent the administracicn shows regard far those areas of
an inztructer’s domaln that he feels are cruelal, he is likely
to acrept the adrinistration’s supgestions and hardware. In
other words, a quid preo guo relatlonship exis’s with understand-

ing el 2rd respect for york space on one side and adoption of
18
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new techniques on the other. The administration's posture is
most cruclal because the faculty pelieves 1t can effect other
forces interfering ywith individual teacher's work. To the
faculti. one of the most disturbing aspects of the dispute

~over the televislon studlo was that the district had largely
1gnored the Suburban administratlon, thus prompting the extra-
crdinary responsz of the faculty going directly to the Board.
Before this, the faculty belleved that the administration was
committed to faculty autonomy in the area of instroction and
would intercede to block or soften interference coming from
the district or from the community. Thus, teachers expected
not only that the administratior should refrain from inter-
fering with the faculty right to choose instructional methods,
but alse that a g0o0d administraticn should block other forms
of interference.

Since both perceived administrative support and protec-
tion.af faculty autonomy and faculty attitudes toward innova-
tion run from pegitive to negative, a four-way typology 1s here
proposed: Uninhibited Innovators, Hesitant Jnnovators, Unin-

volved Non-Innovators, and Allenated Non-Innovators. A descrip-
tion of each group follows.

Uninhibited Innovators

These faculty members see the administration as baslcally
supportive, feel their work space is protected, and are eqthu-
slastie about campus innovations. By self-description and repu-
tation, they are innovators who have a3l). developed audio-tuterial
courses, labs, compurer-assisted 1nstruZtiona1 programs, or video
segments for classes. MNone have experifenced rejection of an idea
or proposal, and they have readily taken advantage of the Faculty
Fellowships avallable. Quick to credif the administration for
Suburban's reputation as an innovativd campus, they have high
regard for the administration and free! pfrise the president
and deans for being supportive. S
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Instruectors in this Eroup are content because they re-
celve funding, equipment, and administrative encouragement for
thelr prolects but many are 1sclated from thelr laculty col-
leagues. During the early years when they were leaders 1ln
changing traditional teaching methods, they had borne the brunt
of mueh faculty hostility; they needed and recelved administra-
tive suppert. Whille overt resentment agalnst "impersonal teach-
ing" methods has largely sutsided 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 théy have been promoted to
administrative posts--the Director of Learning Resources or
division chalrmanshlps, while others are loners because they
contlnue to experiment with each new hardward development as it
comes out, thus continuing thelr separation from the majority of
the faculty. A few seem tc be loners by personal cholce; they
prefer sclo experlmentlng wlth new 1deas rather than team ef-
forts, another quallty which makes them a bit suspect by other
faculty. Thelr dependence on administrative rather than faculty
support can only 1increase; they realize they need the adminis-
tration In arder to continue their work.

Hesitant innovators

These instructors are susplclous of the administration
and feel continual vigllance of faculty autonomy is necessary,
they express elther a neutral or favorable oplnion of the campus
innovations and have experimented with some innovative teaching
methads. Most faculty at Suburban are hesltant innovators. Be-
cause they tend to be strongly committed to whatever innevation
they work on, they draw a.Jot of attention to themselves. All
are vé??ﬂwilling te talk about their newest instructlonal con-
cerns. Several hold formal and informal leadership roles with
the faculty and are 2ctive in the Faculty Senate, whilie one 1s
a division ehairman. )
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Unlike the uninhibited inreovaters, these people see fun-
damental differences in opinion and concerns between the [ge-—
ulty and the college adminlstration. While several have per-
sonal friendships with individual administrators, they always
distingulsh admialstrative from faculty perspectives. Some
actively distrust all administrators as z matter of principle
while others have beconrne susplcious of the motives of specific
Suburban administraters, often percelving a reduction in admin-
istrative support for one of their innovations.

Some hesltant innovators characterlze the administraticn
2s being concerned with the appearance, not the reality of in-
novaticn. "They use the word 2 lot but really don't know what's
going on,” sald one, a condemnation yhich was a source cf greax
amusetment to him and his friends. Closely prelated to this judg-
ment 15 one by a colleague who feels the administration 1gs con-
cerned with a particular innovation because it holds the promise
af saving money. "The administration has a concern with cest-
effectiveness. That's thelr Job. If you can do the same Job
for less, good. They denry 1t vut it's %true.” Faculty, on the
other hand, belleve that they are primarily concerned with
whether the innovation 13 actually & better instructional

method. Some hesitant innovators who belleve the administra-
tion hasg been manipulative and devious in working with some
teachers are also c¢ynlcal regarding the motlves and actlons
of these adminilstrators, no mattbr how amiable the relations
bezﬁeen the two groups. Nevertheless, some members of the
group are innovatlvte and creative. B

The‘hesitant innovators are @distinguished from the alien-
ated non-Innovators by a feellng of relative securlty. Accept-
ing that the administration may not be completely trustworthy
and should be kept at a2 distance from the faculty work space,
ndﬂbtheless, theae teachers find a secure enough environment in
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which to teach as they want. They have enough freedom even
though many o? them wish {or more. Thils protection of their
work space cofes from several sources: large and powerful
divisions, division chalrmen who defend laculty rights, the
potential use of the Senate,; persoral arrangements such as
{rlendship with core administrater; and establishment of work
spaces in which the administratlion has 1ittle interest.

A final characteristic of the hesitant innovators is
that they place high value on cclleagueship among tg?chers.
Urlike the upinhibited inpovaters, there 4re no loners in this
group; where they have experlrented with ﬁnovations, they
have done it in teams. ESeveral are spokesken for greater fac-
ulty participaticn ir governance and are leaders in the Faculty
fenate. At one time, several may have been uninhibited inno-
vators but, sensing administrative favor of certaln innovatlons
over others, they have become memters of groups of instructors

1¥\£ressur1ng for continued administrative funds for their work.

ininvolved Non-Innovators

These faculty members see the administration as sﬁDDOP-
tive and do not fear interference, but for a varlety of other
reasons are not interested In ¢ampus innovatlons. Ac¢tually,
thils group 1s comprised of two types of faculty: new instruc-
tors who have not ¥et committed themselves to an instructional
approach and older ones who use gne 1nstructional method only.
None of ‘them express dlssatisfaction with or suspicion of the
administration..in fact, many new instruciors ‘n this category

are in awe of the support services provided faculty and con-
¢lude “hat the administration w1ll do anything to encourage in-
novation. While others are elther susplclous of the technology
or curlous, most are busy adjusting to thelr Johs: sometimes
their first college position, and have little time left to
learn now %o use & ﬁ!e—tape carousel or write & test to be
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computerized. The new uninvolyed rern-innovators typleally do
not remain in this category for long bkut come uncer the infilu-
ence of a strong facuity perscnallty who encourages thes 2Zn one
direction or another.

The older faculty 1n the uninvelved ron-innovater group
have taugzht for.years and have been at Suburtan long encugh tc
establisﬁ their reputaticn for not being interested in any in-
structzﬁﬁal method other than lecture-dlscussion, book rezdirg
and tests. Some are isolated frem thelr peers znd apathetip
about tﬁe whole ccllegé atmosphere, though they do not express
particulgzﬁcrlticism of the innovatlions, JMust 2 lac¥ of inter-
est. And some are respected by their follezgues Lecause they

. have withstood both peer and administrative pressure to try
some innovative praetice. Other faculty ofter consider these

A 1gnated on-Innovators

" These faculty members feel the administration dominates
faculty work space cogpletely and that faculty have little
autonomy. They have a negative reaction to campus innovations.
Few fapulty at Suburban actually can be classified as completely
alienated non-innovaters singe thié”is an uneomfortable position
that ¢annot be tolerated for long.ﬁ Some 1instruetors in this
group make varlious, arrangements to allow themselves to teach
with acceptable autonomy, while cthers become apaghetis and
still others quis or are fired. .Several fagulty have left the
campus apparently because of dislike of the ted¢hnological em-
phasis or incom t11ity with the administration. Many allen-
ated faculty, % o distrust the administration the mOsts,
are actually innovater ungptrug}qaly pursuing an instructional
approach they tonsider slgnificantly innovative.

The alienated non-inhovatgrs hold strong views on the
fatulty's need Tor autcnomy in their work. When pressed, qge
- ) g
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instructor sald that a requirerent for job vatlsfaction was
belng able io do whatewver he wanted ln the clidssroom. He was
cyrical about the actual effect of the new technologlical
med&a, canclgdlng that these things did not reélly make any
differerce 1in the ares where it mattered most, f.e., the stu-
*dant's motlivation tc learn.

Tne faculty who are rmast wecal in thelr criticlisrm of the
admiﬁistratlcn and technological campus innovations are well
krown on ¢arpusz. Beceuse of thei; respected academice training,
xaturiiy, and 3h1llty teo articulate thelir opinlions, they are
tolerated--perhaps even respected--by both the administration .
and thelr peers. The tasic compl2in expressed by one of these
teachers {paraphrassd from a long statement): "We know what

"we think is good <teaching, but wWe aren‘t in a position to make
the dec¢lsions atout whkere to put the college money becauce of
the gevernance structure here. 3o, in effect, the administra-
tion makes the decisions of what ¥ind of teaching will he en-
couraged,” leedless to say, these faculty disagree with the
adrinistratlon®s prioritles. If the issue of faculty represen-
tation in governance becomes a mor: widespread concern on cam-
éus, these alierzted non-innovators rpay galn more influence
with campus faculty members. -

[

Conclusions

N

. The major lmpressicn about this community cellege’s

faculty coacerns thelr viglch of the nature and requirements

of thelr Job. The faculty culture is based on the ldea of the
necessity of autonemy to do thelr work. All other findings

rmust be seen in light of this c¢cbservation. Faculty belleve.

that teachlng is &h individual creative process, a very pri-

vate and personal effert, and thus 1t should not be restricted

by interference fron non-teachers or even other teachers.

This beliefl in the need for autonemy 15 a shared work ethié, 3?“

?5a requirement whi they believe produces the best teaching

s 2l
;
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and 1s personally most sgtisfying.

Teachers' consery, fq minimize interference in thelr work
space 1s not a new findlﬁ; in research on schools., Other
studles have shown how high school teachers rely on adminis-
trators, faor examp]ﬁ. to block interference from parents and
community groups, but thls phenomenon has not heretofore oeen
traced to community college Apstructors. Suburban teachers
try to deal with external pressures (from the district or the
community) as we.l as keep the college administration at a
distance from their work. W¥hat is of particular significance
here 1s Seeing how much the cholce of instructional methods '
is affected by the coneern te protect and retaln autonomy.

To protest their wyork space from interference, instruc-
tors have set up both forma2l and informal organizations that
maximize thelr control of physical areas, supplles and equip-
ment and shape work related ideas and practices. Acknowledg-
ing that vqrying degrees of administrative support are neces-
sary to their functioning, the faculty attempt to define and
direct the support flowing through their divisions 50 that ad-
ministrators are kept a2t a distance. In addition to large and
powerful divié:ong, teachers occasionally galn assistance fronm
division chairmen, the Pasulty Senate, ¢lose friendships with
administrators, and the us¢ of a teaching method or subject in
which the administration has little interest.

Since intrusicn ¢b an instructor's work space can come
from peers as well as from édministratora. the faculty culture
conta’ns provictons that also set limits on one's colleagues.
In the divi~ions and sub-groups, the teachers maintain the
rules, al .iances and compromises that protect teachers from
each otnerl The actual protection from iAnterference in a
teacher's work can best be seen 1in the day-to-day dizcussions
and negotlations between individuals and groups over working
conditions, rules of work, control of equipment and space.
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or suptort staff In trylng te nchicovs certain ends.

Educational vesgvaren :ntd r2li:y has eoften 3ccepted the
hierarchlcal model of ed.cnnicn coreunizatlions, but the flindings
of this study suggest that reodsl 1> T20 simplistic to account
ror organizaticral change. The 21! 2:odel regquires that EUCEOS-
ive change be introduced Trom =he itop ¢f the organlzation down,

1

and that other changa2s in the crpanirztion Iintroduced at lower
levels compete or ceonflict with buslic organizational gozls.

The dlscovery of the many functlons served by faeulty
sub=-groups 1s particularly Interssting and tne discovery of
faculty sube-groups at Suburban IS consistent with Baldridge's
{1972} view of organizations as fracmented into many power
bloes znd Interest groups. He argues that 1t 15 natural that
these groups will try to influence pollcy so that institutional
declisions reflect Broup values and goals. Furthermore, rather
than seelng one elite group running all aspects of the organlza-
tion, Baldridge suggests that “decisions may ve divided up, with
different elite groups controlling dirferent decisions....
Decisions are not simple buresueratic orders, but are instead
negoti%ted compronises among competing groups. OQrriclals ar
not free simply to order declisions; instead the¥ hav ckey
between interest groups, hoping to build viable compromlses
among powerful blocs" (p. 8%.

PBased on the research at Suburban, Baldridge's model of
internal power bloes and interest Eroups seems 4 very realistic
plcture of community college organicatlion. For example, al-
though the Suburban administration wields considerable power,
part of its success at Introduclng innovatlons 1s due to its
alllances with various sub=-groups gon the campus. The Triad
always knew of a few 1lnstructors who were anxious to use the
mediaz znd hardware before the materials arrived on campus.
These instructors, rather than the adminlstration, became the

+ advocates of the innrovatliens. Arn alllance was formed which
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was useful to baif sides: he teacherbhesel the funds and
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ratlic 4n the traditicnal P2euliy doreln of Instruction.

an ¢rganization consisting ¢f
riuid groups, conlllois, alliances and compronises which make
wp o thie trccess by which ibe orgarizatlicn changes. Mhat is
Lrpoeriani to & teacher's sense of seecurity 1s that at any cne
*ire, he belleves that hisg £rcup has the potential or actual
wawer to protect his own work space. Otherwlse, that person
rancantrates ene?gy and resources on opposing threats to his
domaln,  The z2ilenated non-innovaters perecelve 1nhadequate au-
“onory in thetir work space, and thus remain elther active in
:ppcéition e all administratively kracked methods of teaching
2y apathetic toward them.

It 1s irportant to consider how various innovations af-
fect faculty work space and thelr relatlions with other teachers
and admlnistratcrs. The administration provides the funds,
equlzment, lrardware anhd technical staff and in recurn, they
want to see the results of thelr expenditures--the guid pro
quo. Thus, experimenting teachers have administrative and the
off=campus visitors. The requirements of e%aluation add more
visitation and cbservationr, tests and measurement of stwlent
learning. - Administrators also set up rules for use ¢f the new
equipment, rules which have the effect of drawlng tecachers and
their students out of separate classrooms and labs into media
centers. The Instructors become more exposed than they were
while usin&ltraditional nethods.

But, in azddition to greater exposure to and interference
trom adrinistrators, innovations also require greater exposure
to other teachers which for some 15 as threatening as adminis-
trative inspectlion. Many new methods require team teaching or
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new forms of groups commitment. For example, intrasductory
courses run in an audlo-tuteriel arrangement may have a large
group lecture and then small discussion groups or open labs
where two Or three teachers and aldes protate in handling stu-
dent's questions; displa¥Ys, assignments and protlems with equip-
ment. Thus, only one teacher assumes the traditional role of
lecturer and the rest cooperate to plan the course. Gons 1s

the solo practitioner who taught IntroductoryY Composition any
way he desired, regardless of how ten oiher introductory courses
were taught.

Once a department decidds to offer & stzndardized course
requiring the use of new medlz, all teachers in the department
must cooperate. The new learning systems have the additicnal
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 1s inadequate or
uridesirable. Changing whole subjJect-matter areas to a technﬁ:‘“‘\“
logical approach is a complex, political process as some teachers
"attempt to persuade and others attempt to resist.

Finzally, 1t 15 important to note that t;achers do not view
thelr reactions to campus innovations as 1f these reactlions were
purely a political process where individuals and groups contend
for power and protecticon of rights and territory. The negotia-
tiong occur in terms of practical realities of supplies, equip-
ment, and budgets, but also in terms of ldeologles and philos« -
vphies of teaching. Acceptable autonomy in one's work space
means being able to choose the currlicular emphasis, the text-
books and fllms, and the personal approach to teachirng with
which an individual feels comfortable. This area of profes-
sional ideology--involving personal values, bellefls and atti-
tudes--i5 part of the work space that teachers most want to
protect. These personal bellefs are not static or held in iso-
lation from peers, and persosnal views ¢f teaching constantly

interact with .those of a teacher's refereace group. Teacher's
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teldlals aboult Lhe novure of texihling zre susceptlble to Influ-
. STy 2SS part ol b lumetoeany tepotiaticons Uetwesn teachers

- . P LR - T
anld ovhe adminlsteztiTn

w0 IRmArT, ot

1.2l practices 1s clearly
not S si:plé as purchuning rew vguirrent or serding a2 teacher
o a workshep or the rerdls of 2 new technique. Before faculty
wiil adopt instructicral practices forelygn to them, they need a
onse of autencrmy In thelr wery situation and the support and
artion of thelsr peers. Thlsg does net mear that there is an
ubsclute and itdeal level of a2uichormy for all teachers or that
g nore autcnomy teachers. have; the wore they will experiment.
Eat whille Imstitutloral supports are recessary, they zre of
secendary Irportance; te be willing to experimert, the teacher
rirst has to b€ satisfacterily assured that the supporis still
cermit nim the srtlarn of choosirng whasever technlgue he belleves
tG e best--lrn other words, to ©Be certaln his work space is not
viclated.

Fany administiretwrs telleve a teaching Llnnovatlon has been
lrtreduced successfully 1€ they set up scme hardware and see a
fex students csing It {learning resource centers freguently fall
irto thls categoryl. But unless the concerned faculty perceive
trhe inrovation &5 & useful teaching devlcs and Incorporate 1t 1n
thelr own %eaching, 1t is an adjunct, doomed to remaln on the
rerlprery.

rdministrators who succeed in erncouraging sizable nurbers

fnstructors to adept new techriques resgect the faculty work
Ther set 2 clim&te thzt allows the Instructors to take
the lead ir Introduclng the pedia, allowing time for the adoptlon
process to take its own gourse., They de not badger the non-~
acceptors but Lry rather to understand what the propoSed Innova-
tisn mears to them 23 gecple. In short, when they say the in-
structors are co-equal colleagues, they mear it.

[ I v
Lt
]
I
LF]

&7

O

ERIC

Aruitoxt provided by Eic:



. Teachers choices of instructional methods, probably the
most btasic part of their work, 1s not in faet the private per-
sonal decislon that many teachers would like te think 1t iz,
The more ghe method belbg consldered reguires institutionally
provided equipment, staff assistance, peer cooperation zrnd tire
and space 1n ¢hich to experinment, the more the declsion tezores
a .shared one ihvolving many groups In the institutlion. - he
clear distinction between administrative and faculry respensi-
bility for the 1Instructional process 1s rno longer so easlly
determined, and in the process of negotlations, teachers must
formulate the conditlons under which they will exreriment with
and adopt new practilces.

b ]
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