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Adapted from Project Kaleidoscope at the Association of American Colleges & Universities
Session Overview


 (
Three elements were critical for build
ing commitment: values, external 
pressure and learning. These elements together helped campuses to
 
‘build a story’ in support of a new way of conducting work; each one
alone
 was insufficient for building commitment.
—
Adrianna 
Kezar
. 2005. Redesigning for Collaboration 
With
 Higher Education Institutions: An Exploration into the Developmental Process. 
Research in Higher Education
.
)
Facilitators: 

· Dana Keeler Gautcher, MEd.
Director, Office of Student Academic Success
· Julia Spears, Ph.D.
Coordinator for Engaged Learning

Overview

· Program goals
· Drawing up the Blueprint
· Building the Foundation
· Framing the Structure
· “Insulating” Success
·  Questions

Critical Framing Questions for the Session 


· What type of organization structure does your program reside?

· How do you put your ideas into action? 

· How do programs become institutionalized? 





Drawing up the Blueprint 



 (
High quality program are anchored in collegial and supportive cultures that invite widespread stakeholder involvement – “participatory cultures” -  which have a shared program direction, a community of learners, and a risk-taking environment.
To develop a shared vision:
Invite program stakeholders to construct the shared direction.
Encourage evaluation efforts and fit between programs.
Nurture and sustain shared understandings of the program.
“Developing and sustaining high-quality program is an organic process, not a mechanical one.  The task requires those who have a stake in the academic programs to engage in an ongoing process of organizational learning that takes as its focus improved teaching and learning”
Jennifer Haworth and Clifton Conrad, (1997).
 Emblems of Quality in Higher Education: Developing and Sustaining High-Quality Programs.
)In this interactive session, we will examine various issues to consider as you begin to plan your program/initiative.  Whether you are a newcomer to the situation, or a seasoned employee, care should be taken when drawing up your blueprint.  By evaluating your goals, current organization climate, and available resources, you can set a strong foundation for a successful program.

Planning Strategies

Understand your Undertaking:
· Is this a Mandate?
· Is this a Revamp; did you inherit something?
· Is this a new initiative?  Is the concept solid?


Do your Research! 
· What are your benchmarks?
· Who does what?  
· What works?  
· What doesn’t?


Identify Stakeholders
· Who are your supporters?  
· Detractors?  Do you know why?  Have you talked to them?
· What is the Power Climate?  
· Are you aware of the politics of the situation?











Building the Foundation

 (
“
Institutions that achieve excellence in first-year student success employ a wide variety of initiatives. Collectively and singularly, these initiatives vary from campus to campus because successful programs reflect institutional mission, student demographics, and campus culture.
 “
“
Student learning and success is a campus-wide responsibility.
”
 
“
One welcomed aspect of our postmodern world is that discrete boundaries are blurred. Moving beyond isolated initiatives is no longer an option; it is a necessity. Campuses that truly value efforts to improve student success are now taking a broader and more comprehensive approach to their first-year experience. On these campuses, the first year serves as a unifying, affirmative focus.
”
— 
Mary Stuart Hunter (2006).  
Fostering Student Learning and Success through First-Year Programs.
  
Peer Review
.
)Create a Buzz!

In order to get the conversation started, please consider the following questions: 

A. Imagine the program you are trying to create.  Who are you trying to serve? 








B. Describe the goals of this program?  








C. What impact will this program have on students? Faculty? Staff? Institution? 











Framing the Structure


 (
“Collaboration among all parts of the institution flows from a sense of purpose about what needs to be accomplished and from a widely held understanding of the institution’s operating principles.” 
--Jillian 
Kinzie
 and George 
Kuh
. (2004)
.  Going
 DEEP: Learning from campuses that share responsibility for student success.  
About Campus.
)
Share Your Vision
· How will you communicate your plan?

Align with Strategic Objectives
· Are there strategic planning documents/initiatives that you need to review?

Be Open and Transparent
· How will you offer ongoing communication about your program?
· How can others provide you will feedback?  

Get Other to Help You!
· Are there ways to involved others in your program?  How can you develop relationships and good will?

Publicize Backers and Supporters 
· How will you recognize your supporters?  


Notes: 
















“Insulating” Success
 (
K
ey recommendations for change agents interested in creating a context supportive of collaboration: 
Review the mission and underlying campus philosophy. Find ways to communicate the new mission and philosophy to campus groups. 
Examine and build campus networks. Be savvy in using networks to build momentum for change and in troubleshooting problems. 
Rethink traditional structures and add new ones such as cross-disciplinary institutes and centers. 
Revise computing and accounting systems to support collaboration. In general, review campus systems and processes. 
Alter rewards structures to support collaborative work using discretion and care. Act cautiously in this area as it is full of minefields. 
Obtain support from senior executives and recommend that they publicly model collaboration. 
Build collaboration into all major campus documents such as strategic plans, accreditation reports, and board memoranda. 
Capitalize on external pressures for collaboration in speeches and announcements on campus. 
Promote values that support collaboration (such as innovation), and try to identify the key values that support collaboration on your own campus. 
Provide sessions to inform individuals about the benefits of collaboration and get faculty from multiple disciplines to be spokespersons. 
--Adrianna 
Kezar
 (2006).  
Redesigning for collaboration in learning initiatives.
  
Journal of Higher Education.
)


Align Your Work
From the very beginning; know your institution, it’s mission, vision, values, traditions, strategic initiatives and make sure your programs support these!

Don’t Bite Off More than You Can Chew
· Plan appropriately
· Ask for help (if needed and before it is too late.  Be proactive NOT reactive)
· You Want the inaugural launch to be a SUCCESS

Solidify Ongoing Budget & Resources
· Develop a plan for Sustainability
· If your budget cannot support it; ask partners to assist

Assess!
· Measure outcomes and document benefits! 

Capitalize on Publicity



Notes: 
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