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How would one go about
introducing change and
innovation University-wide?
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Background

e Change and innovation strategies during
implementation of Sakai

e Change manager

e CSU first Australian Uni in 2008 to have open
source LMS Uni-wide

e Fullan (1991) "... that we explicitly think and worry
about the change process"
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https:fiweboutlook.csu.edu.aufexchange/P|

File Edit Wiew Favorites Tools Help

4 </

[ [3

7;\ /.jj Search “‘?Favuntes {‘3 <~ :4

Uys/Iinbox/FW: two screenshots to me to replace th - Microsoft Internet Explorer

LJE 3

Address |ﬁj https: ffweboutlook.csu. edu. aufexchange Philip. Uys/Inbox P % 20bwa ™ 20screenshat s 20k0 % 20me % 20ta% 20r eplace % 20the ¥ 20atkached % 20AAA 101 0% 20and % 20222101 -2 EML/phil2. png/CSBEAZEC - 18C0-4a97-94F, V| G

Links >*

() settings—

Google |[Gl+ v Googd B » €% Bookmarksw Ehi3blocked 8 check - s Send tow
My Workspace | | MGTS/2 200779 | | Boh of EA(ECEP) | | ZZZ101 all tools | | More Sites
fix Home " WORKSITE INFORMATION @  RECEHT AHNOUHCEMENTS @
@ Announcements )
= Blogger Options Options
M3 ChatRoom .
2 Contact Welcome to your suject ZZZ101 All Tools Thera are currently no announcements at this location.
i= EASTS This imaginary subject is a durmmy site that indicates what a site
= tmight look like in January 2008 when CSU Interact cormes online
[Z Emall Archive and ALL the elective tools have been selected (zee list on the left)
& Evaluation
& Forum four teacher is Prof Ross Chambers. Heis ... RECENT CHAT MESSAGES )
= OASIS Options
[ Modules
[ Mews
E Pols
) Resources
) Schedule 4y CALENDAR [7)
<4 Search Optians
@ site Info Please note that the "look” of the subject entry point will change at
I8 Subject Cutine the end of the year in time for the second round of professional
. J development in the schoals and for general communications abaut November, 2007
e ik th_e c_hange. The changed look will include that tools will be listed Sun Mon Tue Wed Thu Fri Sat
@ Help with icons. 28 29 0 3 1 :2: 3
Philip Uys 4 5 3 7 g 9 10
1 12 13 14 15 16 17
18 19 20 21 22 23 24
25 26 27 28 28 30 1

~

@J Done

é @ Trusted sites




& CHARLES STURT
\&/ v

LN BOR S E TOX

Background

Learner engagement & interactivity
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Background

CSU is a complex organisation when considering
change management, PD and comms:

e Biggest DE provider in Aus - (70%) and
Internal

e 5 campuses and additional sites

e Partner organisations, International
campuses in Canada, Malaysia, China etc

e Print = blended
e Full-time and casual academic staff > PD

e Movers and shaker academics and more
traditional
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Change and Innovation Strategies

Change process started in January 2007; pilots, back-end
and portal integration

December 2007 we had 750+ academics
Note: 22 educational designers (EDs)

e January 2008:
35,026 students,
7976 subject sites,
1312 project sites,
30 million hits / month
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CSU Change and innovation management model

1. Deal with people issues — majority was open; underestimated ability of some
to resist; lack of ownership and addressing perceptions

2. Create and maintain a sense of urgency — 17th December; university wide
implementation; wide communication = new era of online learning

3. Collaboratively guide the change process - OLE SC and OLE PT provided
leadership; guiding teams in Admin divisions; In schools — variable:
teams/enthusiasts

4. Create alignment - “By 2011: Leader in flexible provision of quality learning and
teaching”; school-based plans; divisional plans eg within CELT; “what’s in it for
me?” sometimes ill-defined; rationale for change in schools not always well
defined
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CSU Change and innovation management model

Communicate the vision for change - extensive communication plan; news,
formal comms; screensavers; extensive PD plan (integrated)

Empower and remove barriers — extensive PD and Support plan; not many
procedural changes — publishing online; few policy issues e.g. copyright; DIT
operating in a open source community

Achieve short-term wins — pilots and front runners in 2008

Consolidate performance improvements —PD phases; 2008 - 2009; new and
blended learning — takes time!
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Change and Innovation Strategies

Three key bottom-up strategies emerged:

1. building learning communities
2. applied research

3. sharing of best practice
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1. Building communities of practices

. Gibson and Manuel, (2003) argue that effective communication and
continued interaction allows those involved to develop common
values and a shared understanding based on mutual trust which is
fundamental

. The development of 'learning communities' that engage academics
in local communities of discourse about their educational practices
provides a sound basis for innovation and reform (Tillema, 1995)

. Building trust requires that local ‘learning communities’ engage in
discourse that challenges those responsible for strategic planning
and institutional support structures to expand their understanding of
the ‘messy’ realities of learning and teaching
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1. Building communities of practices

Some communities of practice developed; difficult
to support and encourage through sponsorships
from outside academia; bottom-up

A Uni-wide community and growing of approx 550;
to become more collaborative and participative:
Supporters group; bi-monthly forum by video-
conference

The Sakai open source system links CSU with the
wider Sakai technical and user community which is
critical for being up to date with Sakai
developments, for more efficient computer code
developments and professional development and
for contributing back to the community.
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1. Building communities of practices
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2. Applied research

Institute for Flexible Learning and Teaching

- “Teaching Scholar’scheme (8 academics in 2008 re ICT
In education and disseminate info)

- Continues in 2009
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3. Sharing of best practice

Learning Designs Showcase & Stories — Formal designs

difficult to obtain without specific reward structure, and too
comprehensive

Stories: in wiki and then transferred to website
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Unique aspects of change in educational
organisations - Adrian Bromage (2006)

iv.

Mutual education: low; high re detail
implementation

Collegiate approach: high because bottom-up

High quality evidence — needed to have done
more especially from community

Spirit of open debate: low; high re detail
implementation
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Professional Development

1. Critical for empowerment and focussed on academics;

successful
2. CELT had a couple of dedicated staff to PD programme
3. Extensive resources: Help site with FAQs; site ‘about ICT

integration’; staff support site; Sakai community resources
Academics involved though pilots

Immersion through authentic project sites in Interact
Authentic PD environment

PD sessions in schools in late 2007; some repeats in 2008

O N O U A

One-on-one via EDs
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Professional Development

9. Brown-bag meetings in schools

10. Built into the Foundations of University Learning
and Teaching programme

11. 2008 CSU Learning and Teaching conference

12. Students: immersion approach: Student Life site and
through actual use (less complex on student side);
at risk callouts and after one week all but 6 students

logged in
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Professional Development

13. CELT staff: workshops; build a school site; link to
performance management; self-study

14. Other divisions: introductory sessions; some
workshops; link to performance management; self-
study
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Communication

1. Central to successful participation in ed change and innovation, and
was successful

Integrated in change management and PD processes
Central communications team
Communication to students at key points via eBox

sk W

Computer screensavers and brochure to every student
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Charles Sturt University is one of G Support for CSU Interact

Australia’s largest providers of For further infonmation and support with
CSU interact refer to

higher education online services.
2 g \ waw.cou.edu. suistudentiinteract
Having led the way into online

education over ten years ago, or contact the

CSU Interact is the Jatast IT Sarvice Desk
Local caVl Austrafia wide: 1700 653 088

Intamationai: +61 2 6378 4357

innovation to enhance access
to quality leaming at
Charles Sturt University. ww. 5. adu. auldivision/ditisarvicel

interact.csu.edu.au WwWw.csu.edu.au

€ Communicate
€ Collaborate

€ Discover
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CSU'’s online scholary environment
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Communication

6. Briefing sessions in divisions

7. Interact CD’s for all academics (academics who participated in the
pilots shared their stories and senior administrators in the University

shared their vision for Interact)

8. Interact website
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What is Sakai?

C3U interact Tools
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CSU Interact Support for Staff
CSU Interact Support for Students
ePaortfolios at CSU

Timelines

Team Members

Howe Can | Contribute?

Resources

Welcome to the CSU Interact Website

The CSU Interact Website brings together information on many aspects of the Interact
implementation at CSU.

CEU Interact is designed to provide an online, collaborative, scholarly environment for CEU to
suppaort research and project collaboration, learning and teaching and professional development.
CRU Interact is based on the Sakai framework. Sakai is developed cooperatively by a world wide
collection of higher education institutions using the community source model.

The schalarly erwironmment has been designed with the following characteristics:

e Technical and functional Integration

e Consistency

e Silo-less — can operate across organisational boundaries;
« Supportive of Ad-hoc usage

e Single point of access

For a fuller description of this integrated environment please see "The Online Scholarly
Erwironment” fword. doc)

This site introduces visitors to many aspects of the implementation including explanations of CSU
Interact and_Sakai, news about the Pilots and the various tools that have been introduced in 2008,

The Director of the Centre for Enhancing Learning and Teaching (CELT) Associate Professor
Marian Tulloch gave a series of presentations on these initiatives to staff across the University in
May 2007 A copy of the Powerpoint presentation that accompanied these talks can be found in
the Resources section.

Charles Sturt Univer sty Home
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Communication

9. Latest news are distributed via site ‘about ICT
integration’

10. EDs in schools and via L&T committees: also acted as
feedback loop

11. Student feedback at the end of every session in every
subject/course

12. Further feedback end of 2008 extensive review among
academics: biggest need more examples and one-one-
one PD

13. Externally: a few official releases and newspaper articles;
presentations at conferences

14. Posters
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Summary

Change was largely bottom-up and middle management mostly through
OLE SC and OLE PT, writer and a few HOSs (not strong on academic
side)

Known movers and shakers engaged as early adopters

Use a multi-pronged approach from bottom (22 EDs), top and middle as
put forward in the LASO model

CSU’s change model proved to be a helpful framework

More than one change dimension needs to be addressed at the
same time
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Summary

Change management, PD and comms is about people: needs to deal
with innovation capacity, insecurity, resistance, technophobia

Open LMS=>» wider, external implications given free flow
of information and IP

LASO model: technological transformation has a ragged
Implementation contour: human relationships; resources;
change fatigue; resistance to change; diverse expectations

Tsoukas and Chia (2002) - “to properly understand
organizational change one must allow
for emergence and surprise”
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The biggest temptation is to
settle for too little

Thomas Merton
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This is just the start

>

CSU needs to continue to extend the educationally
focussed implementation of CSU Interact in learning
and teaching to create richer experiences for the
students so that educational technology truly serves
the purposes of learning
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Dr Philip Uys <puys@csu.edu.au>
Acting Director, Strategic Learning and Teaching Innovation
Division of Learning and Teaching Services



