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Presentation Notes
Good morning!  Thank you for that introduction  __________________

…

As you heard in the introduction, I direct the William E. Kirwan Center for Academic Innovation at the University System of Maryland… prior to that, I was at Lehigh University, a private R1 in Pennsylvania for 13 years teaching in the College of Education and conducting research on the role technology can and should play in teaching and learning.

Looking back on that now… It's hard for me to believe that we’re coming up on 6 years since I gave up the security of a tenured faculty position to come to “where the action is” in Maryland for this position.  But the truth is, I never looked back… 
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Now, Maryland is an interesting state in which to do innovation work… 
Has been called “America in Miniature”
Small enough to allow day travel to meetings…
Diversity of environments (beach, mountains, urban, suburban, rural)

Our higher education institutions reflect this diversity… A microcosm of public higher education

More importantly, I have had the chance to build on the momentum that was established by Brit Kirwan and others at the USM who envisioned the potential of the system office to be something more than just an organization that keeps the lights on and the trains running on time.  

Starting in 2006 with the launch of the system-wide course redesign initiative, it was clear that Maryland was interested in addressing the pressures on higher education collectively and serving populations that most need the opportunity to advance through education.

So, Maryland has been a great place to come and do this work… But Maryland does not, as it turns out, make a good cutting board. 
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Kirwan Center Mission

The Center leverages the power of multi-institutional 
collaboration to increase access, affordability, and 
achievement for Maryland students. 

Informed by the diversity of Maryland’s postsecondary institutions, 
findings from the learning sciences, and capabilities of emerging 
technologies, the Center leads statewide efforts to implement, 
evaluate, and scale and sustain innovations aimed at student success.
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VISION: The Kirwan Center is creating a statewide culture of academic innovation that catalyzes new ways of thinking about impacting student success, translates ideas into action to solve specific problems, and scales and sustains promising practices.

The Kirwan Center’s mission is 
To capitalize on recent findings from the learning sciences and the capabilities of emerging technologies to increase access, affordability, and achievement for our students.
To identify best practices and facilitate efforts to scale and sustain them.

So, as you can see… OER is not in my mission statement.  I view OER as one of the many arrows in my quiver that I use to facilitate change… along with online learning, learner and learning analytics, alternative credentials, and competency-based approaches to curriculum design… to name a few.

Also, given my background, I tend to view the challenges we face in higher education very much from the lens of an instructional designer… which I think will become clear to you here shortly.

So, the Kirwan Center set out to fulfill that mission starting in 2013… the “Year of the MOOC.” 
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And, if you’ve been paying attention since then, you know that much of the discussion in the media about innovation in higher education has been premised on the idea that if faculty would just embrace technology and incorporate these new “bright shiny objects” into the classroom we could fix what’s wrong with higher education.
 
Unfortunately, it turns out that the history of technology use in education over the last 100 years paints a rather bleak picture of the extent to which technology, in-and-of-itself, can lead to sustainable academic transformation. 



“It is possible to teach every branch of 
human knowledge with the motion 
picture. Books will be completely 
obsolete and scholars will be 
instructed with the eye. ”

Thomas Edison
The New York Dramatic Mirror (July 1913)
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It was, in fact just a little over 100 years ago, in 1913… shortly after he had invented the motion picture film… that Thomas Edison claimed in an interview that the best use of his new invention would be for educational purposes because it was now possible…

[CLICK]

“…to teach every branch of human knowledge with the motion picture. And that books would become completely obsolete and scholars would be instructed with the eye.”



“…Our school system will be 
completely changed inside 
of ten years.” 
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He was so enthusiastic over the motion picture’s instructional potential that he predicted educational films would change schooling completely inside 10 years.
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Similarly, in the 1930s and ’40s, it was widely expected that the combined effect of radio’s voice, sound effects, and music might gain learners’ attention and stimulate their imagination.




“Undreamed of possibilities for education…”

Farrand, 1931
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So, when educational radio came on the scene, pundits claimed it had “undreamed of possibilities for education”… that would…



“Will resurrect the aural instructional techniques employed so 
successfully by famous teachers of the past like Socrates!”

Tyson, 1931
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That would… “resurrect the aural instructional techniques employed so successfully by famous teachers of the past like Socrates!”




“There will be vast universities of the air, with courses 
taught by the national leaders of their fields…”

Waller, 1934
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And my personal favorite that could have been lifted directly out of a New York Times Thomas Friedman article from 2013… “There will be vast universities of the air, with courses taught by the national leaders of their fields…”



“…television is an efficient and inexpensive 
way to satisfy the nation’s instructional needs.”

Jones, 1957
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And so these patterns have repeated over and over again…

In the 50s and 60s, during the baby boom, television was touted as “as an efficient and inexpensive way to satisfy the nation’s instructional needs.”



“…will provide students access 
to the personal services of a 
tutor as well-informed and 
responsive as Aristotle.”

Suppes, 1976
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And, in the 70s and 80s, mainframe and then personal computers were predicted to provide students access to “the personal services of a tutor as well-informed and as responsive as Aristotle” (Suppes, 1966).

[PAUSE]

It turns out that, as one traces the history of technology use in education, there is an incredibly clear pattern that emerges…



Big claims

The greatest thing since sliced bread!
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Initial enthusiastic claims of educational benefits:  

This is the greatest thing since sliced bread and it’s going to REVOLUTIONIZE education.  Education as we know it will cease to exist.



Rush to adoption

With no foundation in existing research.
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The new technology bowls everyone over as they hurry to figure out what to do with it without a set of guidelines or a foundation in research to suggest best practices.  



Implementation difficulties

Is it even practical?
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Then come the logistical difficulties with classroom implementation: Little consideration is given to the PRACTICABILITY of working with the new technology in the classroom. 

Radio shows lasted longer than class periods.

No effort to align content of programs with curricula.

Huge expense of purchasing and maintaining.

And, in some cases… even SAFETY issues!

Little to no instructor training (often training in functions rather than in what to do with the tech). Consequently, it is a HUGE hassle for instructor.



Then the research trickles in…

No significant differences.
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Then, last but far from least… the research begins to trickle in… research comparing “technology-based instruction” to “traditional methods” that yields NO SIGINIFICANT DIFFERENCES…

And we then dismiss the whole enterprise out of hand on the basis of an underlying lack of instructional substance.
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Sound familiar???



Dr. Jones in a 
BIG lecture hall.
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In the end, the basic act of teaching has been changed very little…

…over the last 100 years, despite all of the hype. 
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And the technologies that have transformed a whole range of businesses, such as the car manufacturing sector and the retail sector… have not had the same, transformative impact on education.
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For education, like nursing and other labor-intensive sectors that rely on human interaction or activities, the technologies we have had available to us to date simply have not been capable of producing the kind of growth in productivity over time to transform the way we do business.  

Stated differently… it takes nurses the same amount of time to change a bandage today as it did 50 years ago in 1969.  

And the same largely holds true for education… it takes college professors the same amount of time to mark an essay today as it did 50 years ago in 1969.



Productivity increase in 
industry group A

Rise in nominal wages 
in industry group A

Decrease in costs per 
unit of output in 
industry group A

Little or no effect on 
productivity in industry 

group B

Rise in nominal wages 
in industry group B

Increase in costs per 
unit of output in 
industry group B

Technological 
Innovation

Baumol’s “Cost Disease”
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This “cost disease” was first discussed by William Baumol and Bill Bowen in the 1960s…

With technological innovations in some sectors, productivity increases at a rate similar to or even greater than the rise in wages for the workers in that sector.  This results in a decrease in the cost per unit.

The problem is that, with the introduction of those same technologies in other industries –of which education is a part– the wages increase but the productivity does not…. Which results in an increase in costs per unit.

While I realize this is way more economics that you probably wanted to hear this late in the day… one of the really interesting observations that Baumol made in all of this was that when this happens, the industries in that upper row begin exerting serious pressure on that bottom row to become more productive.

Which, for higher education at least, translates recently into “you’re not producing enough graduates to meet the workforce needs of the 21st century… and the ones you’re graduating don’t’ have the skills we need.”




That’s depressing.

How do we break this cycle?
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THAT’s depressing.

I don’t mean to be a buzz kill… but the technologies that have revolutionized other industries and hold such great promise for transforming higher education will never lead to meaningful change unless we find ways to break this cycle.

So… how do we do that?  

Let’s take a step back and explore this assumption that simply inserting new “bright shiny objects” into the mix can fix things…
 
and go back to our definitions… 

I was an English major and believe in the power of the words we use… so let’s take a minute to unpack what it is we mean, exactly, by “technology”…
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Ask the average person to define the word “technology” and he or she is likely to point to a smart phone, laptop computer, high-definition TV or some other immediately available electronic device. 
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The application of our knowledge about 
tools, techniques, or systems to 
solve practical problems.
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But if you look up the definition of the word you’ll discover that most scholars view the term more broadly to mean “the application of our knowledge about tools, techniques, or systems to solve practical problems.”
 
In addition to the fact the term’s meaning is actually much broader than most people realize, there are a few other things that should strike us about this definition.  




The application of our knowledge about 
tools, techniques, or systems to 
solve practical problems.
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First, in some respects, technology is almost more of a verb than a noun.  While it often involves some sort of thing (tool, technique, or system) it’s the application --how we use the thing-- that’s key.  




The application of our knowledge about 
tools, techniques, or systems to 
solve practical problems.
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Second, note that what is actually being applied in the definition is our knowledge of the thing.  This suggests we must have a keen sense of the affordances or “action possibilities” that the thing provides upon which we might capitalize.  





The application of our knowledge about 
tools, techniques, or systems to
solve practical problems.
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And, third, the definition presupposes some practical problem that must be solved or need that must be addressed.  One might even say that, unless the application of our knowledge of the thing is addressing some practical problem, it cannot be called a technology at all.

Stated differently, in order for technology to help us get results, we need to be very certain of the underlying problems to be solved and have a thorough understanding of the capabilities of the available tools, techniques, and systems to address those needs.  
 
Let’s take some time to work through this together…




What is the practical problem?

How to do more with less.
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What is the practical problem we face?  I think it boils down to figuring out how to do a lot more with a lot less.

We’re all well aware of the pressures on higher education today…
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During the past 10 years, the financial meltdown of the Great Recession of 2008 and its aftermath have created funding shortfalls and altered campus revenue streams… shifting higher education from what economists perceived as a “public good” to a “private good.”  

The Great Recession decimated state budgets and, while we have had financial downturns before, in the past higher education eventually recovered these dollars… not this time. Only six states have had higher education budgets return to or surpass their pre-recession levels.  In 19 states, expenditures per student are at least 20 percent lower than before the recession, leaving higher education institutions scrambling to find alternate sources of revenue. 

Part of that revenue, of course, comes from tuition increases.  A recent study out of Temple found that for every $1000 in funds cut by the state, colleges raise tuition by about $300. At the beginning of the last decade, college students who went to public universities paid for about 1/3 of their education.  Today, in more than half the states, they pay for most of it.  



“Non-traditional” student?
• Over 25.

• Dependents.

• First generation.

• Financially independent.

• Took time off before college.

• Went to a community college.

• Attends part time/works full time.
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Additionally, our student demographics are changing dramatically… “Non-traditional student” is becoming the new normal, with nearly 1/2 of students who are currently enrolled in higher ed now fitting into this category…

According to the National Center for Education Statistics, the 17 million Americans enrolled in undergraduate higher education look very different than when I went to school…
1 in 5 is at least 30 years old
1 in 4 is caring for a child
About half are financially independent from their parents
A quarter take a year off before starting school
2 out of 5 attend a two-year community college
47 percent go to school part-time at some point
44 percent have parents who never completed a bachelor's degree

Unfortunately, too few 4-year institutions are adequately addressing these changes in demographics…Particularly with respect to their constant, competing tension between life obligations and educational obligations.  This sends these students the message that “this place is not made for me.”

We need to rethink who today‘s postsecondary students are and figure out how to serve their needs. 

How do we do all of that while our budgets are shrinking?




What do we know about the tools?

Understanding the actions made possible.
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So, if finding ways to do more with less is the practical problem, then what do we know about the tools we have available to us?
 
The key to understanding what the tools provide is in having knowledge of what psychologists call “affordances.”
 
An affordance is the relationship between a tool and an individual that affords the opportunity for that individual to perform an action. 

What does that mean?
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For example, a switch affords flipping, a button affords pushing, and a knob affords twisting. 

The way each of these light switches is designed affords different actions without those actions having to be stated explicitly. 
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Affordances of a tool can be used both to suggest and also to help “shape” action.



Jacques Carelman
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And, in some cases, a tool’s affordances can also create barriers to action.
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For example, this is a tough room in which to teach a flipped, active learning class.




How do we use the tools?

No more business as usual.
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So, with that understanding of the practical problem for higher education today and the affordances of the available tools, the next step is to decide exactly how we will make best use of the tools.
 
And to figure out how we avoid the temptation to use the tools to do things in the same way we’ve done them in the past.
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This “functional fixedness” as psychologists call it was illustrated by Maier’s “Two string problem” (1931). 
 
The participants were required to figure out a way to tie two strings together, even though when holding on to one string, the other was out of reach. A variety of objects were available in the room for use in the solution of the problem, including a pair of pliers. 
 
As you can imagine, most participants grabbed the pliers and used them to try to extend their reach toward the other string… which didn’t work.

In fact, getting to an answer involved thinking about the other affordances of the pliers… like its weight.  
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The solution was to tie the pliers to the string and set it in motion like a pendulum so that it could be reached while holding onto other string.  
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Our functional fixedness in education is perhaps most clearly illustrated by this 1927 photograph that Cuban (1986) discovered in his research on constancy and change in the classroom. 
 
Can you tell what you’re looking at here?  
 
At first blush, it appears to be a pretty traditional classroom, right?
 
Actually, this was an extraordinary opportunity in the 1920s in Los Angeles for students to experience geography first hand from the windows of an airplane. 
 
But the students aren’t looking out their windows from their bolted-to-the-floor airplane desks. 
 
Instead, their attention is focused on their teacher standing at the front of the cabin, in front of a chalkboard and pointing at a globe. 
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So, let’s apply this idea to our recent experience with MOOCs, as an example. 
 
Thinking about MOOCs like that pair of pliers, what is the one affordance we have failed to really capitalize on?

[CLICK] Not courses… [CLICK] not online, [CLICK] not open… [CLICK] it’s the MASSIVENESS.
 
Sure, we’ve exhausted the scalability part of massiveness… but what about the opportunities that massiveness can afford for community connections and world-wide collaborations among learners? 
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This connectivist vision is best explained by researchers such as George Siemens and Stephen Downes who envision capitalizing on the MOOC’s massiveness affordance in terms of what they call “xMOOCs” and “cMOOCs”

They said, sure… go ahead and use the scale part of “massiveness” to increase access to learning about core skills/concepts and some light application.

Then capitalize on the affordances of being together in a F2F environment where a teacher will help guide students in authentic, project-based application of the skills and concepts introduced in the xMOOC.

Lastly, design something called a cMOOC that capitalizes on how the “massiveness” brings folks together to do things like crowdsourcing solutions to wicked problems and building community around doing.

That’s a whole different way to think about what “massiveness” affords that can help us do things differently.
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So… how are we doing with OER?  
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Just like the massiveness of MOOCs that was going to scale education and make it affordable and accessible to the masses, the “freeness” of OER has been the thing everyone has jumped all over.

And there’s no question that the “OER Movement” has made huge strides in saving students’ money as well as improving access… 

…but have OERs begun to change the way we do things?  Or are we simply replicating what we have always done in the past?  Swapping textbooks for OERs and calling it a day?

Please don’t get me wrong, I love free stuff…
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Free stuff even got us onto Jeopardy!

And, believe me, I have been the first to lead with this message, particularly when talking to state legislators and others.




Mmm.  
Free stuff…

Did someone 
say “free 
stuff?” OE-whats?
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…

But as we begin to really dig into what it’s going to take to scale and sustain OER adoptions at our institutions, we’re also coming to terms with what a huge undertaking OER curation, adaptation, creation, and sustainability is going to be… 
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We’re coming to realize that the care and feeding of that puppy isn’t so free for our institutions… who, as we’ve already discussed, are already increasingly resource strapped.

Several of us are working now to figure out what OER is going to cost our institutions in terms of actual dollars and human resources expended in the curation, adaption, digital rights and accessibility compliance, creation of new materials and maintenance over time.  

While it will take us a little while to really understand what this figure might be… we’ll get there eventually.  And, for the sake of argument today, let’s just say we determine that figure is around $20-25 per student per course.
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What happens when the publishers are finally able to get their offerings down to $25… or, to take it one step further, what happens when publishers bring the costs of copyrighted materials down to even LESS than what we calculate the cost of OER per student per course to be for our institutions?  

Because, let’s face it, they’re already a lot more efficient at doing these things than our institutions are…

What, then, is the value proposition of “open?”  And how do we sell that to our faculty? administrators? regents? legislators?
 
Do we just declare victory, pack up our things, and go home at that point? 



The application of our knowledge about 
tools, techniques, or systems to 
solve practical problems.
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Let’s go back to our definition again for a moment…

What else do we know about the affordances of OERs in addition to the fact that they’re free…?



Open educational resources (OER)
are resources that reside in the public domain or have 
been released under an intellectual property license that 
permits their free use and repurposing by others. 
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While being free is awesome, the FREE part is a by-product of the open affordance.  

[READ]




Open is Not Just Free

Presenter
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The real affordances of openly licenced instructional materials are our ability to 

[READ through 5 Rs]

These are the affordances we should be focused on…

And what are we trying to accomplish? What is the need?




Access Affordability

Achievement

STUDENT 
SUCCESS
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Higher education’s primary mission is unequivocally STUDENT SUCCESS.

And two big components in helping students succeed is providing access to education and making it affordable.  We have made huge strides through OER on these two aspects of student success. 

But achieving this goal requires that we work to increase access, affordability, as well as achievement for our students.

Unfortunately, these three things form the corners of what has become known as the “iron triangle” problem of higher education…

That’s because it turns out these three things are pretty closely linked in what some view to be an unbreakable reciprocal relationship, so that any change in one will inevitably impact the others. 
 
For example, to improve achievement, you often have to put more money in the system or be prepared to see higher education become less accessible to students. 
 
Conversely, cutting costs in higher education eventually leads to cuts either in access or student learning outcomes.

Now, the open movement has also been making progress in helping to improve student achievement.  As we know, having access to instructional materials on day 1 of class and the work that many are doing around open education and open pedagogy are proving to be very promising.

But what happens when we further capitalize on the 5Rs part of being “open” and begin systematically engaging in revising, remixing, redistributing to improve student achievement in our courses? 

What happens when we couple OERs with the data we need to understand what’s working and what’s not working for our students… then use what we know from that and from good design to create materials that we later re-evaluate and then redesign again as needed?



Access Affordability

Achievement
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I’ve recently come to the realization that the OPEN part of OER may actually be a “super affordance” that can help us to address access, affordability, and achievement simultaneously… 

…but ONLY if we’re willing to build on the successes we have already realized based on the “free” part and use the affordance to also change the way we are currently teaching, using data more effectively to assess the impact on student achievement, and then redesigning when we discover that we haven’t gotten things quite right.

THAT’s the value proposition of open that will actually change the way we are currently doing things.
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What I’m talking about here is, of course, a continuous quality improvement loop… which is not a term often uttered in higher education circles…and will require a fairly significant culture change at our institutions to implement.
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Let’s come back to that not-so-free OER puppy… I am really, seriously worried about this.

Our higher ed institutions are in no position to take on all of the roles that publishers have served for us in the past.  I think about some of our resource strapped schools in the University System of Maryland… Coppin State University for one… in West Baltimore where Freddy Gray lost his life and we had riots over the inequities… I cannot imagine how they could possibly support scaling OER across the entire university. 





We need…

• Digital rights and accessibility compliance services.
• Support for curation/discoverability. 
• More OER materials at higher levels.
• Support for teaching and learning with OER.
• A transition plan (bookstores closing!).
• OER quality review.
• Faculty incentives.
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In order to sustain this work, we have got to find some ways to create efficiencies across the sector to avoid bankrupting the very institutions who are serving the students we’re most trying to help.

We need access to inexpensive digital rights and accessibility compliance services
We need better support for curation, including national standards around metataging and cataloging OER for discoverability
We need more OER materials at higher levels 
We need training for faculty and students on how to teach and interact with OERs
We need to figure out how to support our institutions when their bookstores start closing down before they have had the chance to move entirely over to OER.
We need a set of unified standards and a system for review of OER quality and peer review of content…
and a system that incentivizes faculty… not with money but with a reward system similar to the citations index that we use for scholarly publications.

I’d like to spend another minute or so on this last point… 
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What I’m envisioning is something like SoTL on steroids…. An opportunity for us to truly leverage our activities as teachers to advance knowledge and knowledge practices in our professional and scholarly communities.
 
SoTL is… [Walk through diagram…]
 
But imagine a situation where the assessment of our contributions to teaching can be much more easily quantified… directly impacting the knowledge and knowledge practices of our professional and scholarly communities through networked and indexed instructional materials that carry with them the analytics to tell us how they impact student learning. 
 
That is a measure of our larger contribution to teaching that is far superior to the student course evaluations we are all currently wrestling with. 
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“Improvement in post secondary 
education will require converting 
teaching from a solo sport to a 
community-based research 
activity.”

-- Herb Simon 
Nobel Laureate and Professor

Carnegie Mellon University
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Now… I’m not naïve.  I know none of these things will be easy undertakings…

In fact, in order for this to work, as Herb Simon said, we’re going to need to convert “teaching from a solo sport to a community-based research activity.”

That is the premise we’re working from in the Maryland Open Source Textbook (M.O.S.T.) initiative…
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The Maryland Open Source Textbook (MOST) initiative 
Began August 2013 as collaboration between USM-SC and the Kirwan Center.
Grounded in the idea that text choice should remain the prerogative of faculty.
Open to all Maryland higher education institutions.
 
Today, while it’s being led by the Kirwan Center we are now in partnership with the Maryland Association of Community Colleges (MACC) and the Maryland Association of Independent Universities and Colleges (MICUA).
 
With support from the Hewlett Foundation, we’re working to refocus MOST to build the infrastructure needed to create efficiencies and capitalize on other affordances from this project such as finding ways to enhance conversations across our 2-year and 4-year institutions with respect to transfer pathways.
 
We have recently redone our mission statement to reflect this shift… 
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MISSION

M.O.S.T. supports long-term, statewide scaling and sustainability of 
fully accessible, openly licensed course materials by providing 
the collaborative infrastructure Maryland’s public higher 
education institutions need to support effective and 
efficient OER adoption, adaptation, and creation. 

M.O.S.T. is dedicated to empowering and 
rewarding faculty who capitalize on the opportunities 
afforded by openly licensed materials to optimize student 
learning through continuous quality improvement.
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MISSION

M.O.S.T. supports long-term, statewide scaling and sustainability of fully accessible, openly licensed course materials by providing the collaborative infrastructure Maryland’s public higher education institutions need to support effective and efficient OER adoption, adaptation, and creation. 

M.O.S.T. is dedicated to empowering and rewarding faculty who capitalize on the opportunities afforded by openly licensed materials to optimize student learning through continuous quality improvement.




GOAL

To achieve its mission, M.O.S.T. will support statewide scaling and 
sustainable use of OER, leveraging the affordances of openly licensed 
materials to increase access, affordability and achievement for all 
students’ success by...

• shifting the conversation about OER from being just about 
affordability to, more holistically, being about student success;

• supporting effective and efficient adoption, creation, and 
adaptation of OER to optimize student achievement;

• developing processes, models, and reward structures 
for sustaining the work over time.
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GOAL
To achieve its mission, M.O.S.T. will support statewide scaling and sustainable use of OER, leveraging the affordances of openly licensed materials to increase access, affordability and achievement for all students’ success by...
● shifting the conversation about OER in Maryland from being just about affordability to, more holistically, being about student success;
● supporting effective and efficient adoption, creation, and adaptation of OER to optimize student achievement;
● developing processes, models, and reward structures for sustaining the work over time.




Parting thoughts.

It’s not really about OER…
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So… in conclusion… 

I have to admit that I’m not altogether sure any of this is really about OER itself at all… 

…the technology in-and-of-itself will not make a difference we find ways to capitalize on the openness affordance to change the way we think about how we engage with instructional materials in our courses. 



Presenter
Presentation Notes
What’s critical now is that we NOT simply use new tools to perpetuate doing things the way we’ve always done them in the past.  

Instead, our work must be aimed at helping us understand what needs to be fixed and how to capitalize on the affordances of emerging technologies like OER to best address those needs…. 

Until higher education makes this shift, we will continue to deprive our students of the transformative power of technology. 



http://www.usmd.edu/cai/
mjbishop@usmd.edu
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Thanks so much! 
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