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Presenter Notes
Presentation Notes
[Ron] - Peter, would it be less "cluttered" if we change your section to read "Institutional Preparedness for Digital Transformation of Teaching, Learning & Assessment and"??
[Ron] - do we introduce Mentimeter here?  We could ask the question "Please indicate whether you are a governing official (board member, legislator, or government bureaucrat), an educator (teacher, faculty member), a support services person (technical support, technology specialist, consultant/advisor), or a school/institutional executive or administrator.  Those are the areas we three represent and this could give us an idea of what the audience represents.  It's also slide 2 and nice an early in the session to get some engagement.  It would make a nice segue to do our intros.
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®* Member of the CIO Association of Canada
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Speaker Bio (3) — Michael Barr

®* 28 years of experience as an IT practitioner
® 16 years of that as Director and CIO

® Five years of that in K-12, Eight in HE

®* Leading digital transformation (DT) initiatives for 19 years

®* Doctoral candidate — University of Bath, UK in Higher
Education Management
® Area of research: DT; Teaching practices; Motivation

®* Memberships and board involvement in CIO and HEI
consortiums at the provincial and federal level



Speaker Perspective (1)

Innovation, Change and Transformation

A Practitioner and Scholarly Perspective

Ron Murch
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Senior Instructor Emeritus, Haskayne School of Business, University of Calgary, Canada



Presenter Notes
Presentation Notes
The implementation, support, and ultimate success of digitally-informed innovations to teaching and learning practices requires focussed intentionality whose approach is grounded in academic rigour, practical experience and organizational maturity.  The success of technology-supported innovation in higher-education teaching and learning practices, driven by external factors like COVID and the resultant economic challenges, will be explored in relation to teaching faculty and administrative leaders developing and maintaining positive motivation towards change including addressing major organizational challenges.

As Senior Instructor Emeritus, Ron Murch has more than 45 years of experience with the University of Calgary’s Haskayne School of Business.  Ron maintains that digital transformation requires faculty members to adopt the requisite innovations in practice and technologies as imagined by the Technology Acceptance Model and expanded upon by two key principles - each new practice or technology must have recognizable and positive value for the individual who is changing; and it cannot be too difficult for the adopter to work with


Driving Digital Transformation Toward Educational Resilience

You can’t get there from here!

Start with Institutional values, culture, and strategy.



What are we really talking about?

®* Conference theme? (DT and Educational Resilience)

* Do we need definitions? (probably a few key ones)
®* Resilience
®* Transformation
®* Innovation
* |'ll know it when | see it!
* |fl hadn’t believed it, | wouldn’t have seen it.

* The digital strategy and the institutional strategy must be co-aligned and
will co-evolve.


Presenter Notes
Presentation Notes
Why is DT in HEI important?

Resilience - the ability to prepare for, sense and adapt to changing and unpredictable conditions.  This includes understanding what value you and your organization bring to that environment or context.  Get it wrong or fail to adapt appropriately and you perish.  Aptet aut Pereo.

Transformation - a complete or deeply embedded change to an existing situation or set of practices (culture, values, and strategy)

Innovation - a new idea or method.  Something that is “new” to someone.

Why do we need transformation in Higher Ed and what does “digital” have to do with it? [Interesting, possibly rhetorical question.  Quality, Efficiency, and Responsiveness should be both strategic and operational drivers for HEI.]


Digital Transformation and Educational Resilience in HEI

* Digital Transformation (DT) is a process or journey.

®* There is no end! If you get it right, this is both the biggest benefit and the biggest
challenge.

® The result of DT in HEI is a behavioural transformation that embeds a capacity for
continuous, positive innovation enabled by digital technologies and collaboration
throughout the institution

® There are helpful, proven dynamics from the worlds of business and behavioural
psychology to encourage the success of innovation adoption and diffusion.


Presenter Notes
Presentation Notes
The bold line here is the important one.

Do we know how funding agencies actually measure progress towards an end result or goal?  Are there reasonable performance measures?  How do you navigate the process and know you have spent reasonably?  (Alice and the Red Queen??  “If you don’t know where you’re going, any road will get you there.”)

You need to develop reasonable policies and processes that enable and promote embedding the practices.  How do you develop confidence that you are on the right journey.  (Measures for point 3 on the slide.)

The last line is the lead-in to our presentation.
_________________

[Ron] - I'd like to ask a Mentimeter question here – describe your position in your DT process/journey.  Choices are "Not yet started", "Just starting", "Confused", "Frustrated"," Finished".  I'm assuming most will indicate either "Just starting", "Confused", or "Frustrated".  :-)


O
FOOD FOR THOUGHT

It must be remembered that there is nothing more
difficult to plan, more doubtful of success, nor more
dangerous to manage than the creation of a new
system. For the initiator has the enmity of all who
would profit by the preservation of the old
institution and merely lukewarm defenders in those
who would gain by the new ones.

Machiavelli, “The Prince”, 1513


Presenter Notes
Presentation Notes
The challenge is definitely not new.

Anyone seen this before?  Very famous quote.

500 years ago.

And you doubted Santayana??  George Santayana was an American philosopher who used the phrase “Those who do not remember the past are condemned to repeat it.”  This is a rationale I use for why it is important to know something of the history of IT/IS and its usage in organizations.

_____________
The challenges associated with introducing something “new” to an established order of behaviours and values were recognized as early as Niccoló Machiavelli over 500 years ago.

All of us realize that HEIs are indeed established organizations with (sometimes) very entrenched values, practices, standards, and behaviours.  Introducing new ways of doing things is fraught with challenges and frustrations.

The COVID-imposed, rather immediate shift to digitally-enabled HEI programs has demonstrated that properly-motivated initiatives are possible and can be accomplished.


O
FUBINI’'S LAW

® People initially use a new technology to do what they are
already doing — only better.

°* Then, they gradually begin to use the technology to do
new things.

®* These new things change the ways we live and work.

> The new lifestyles and workstyles change society and
eventually change technology.


Presenter Notes
Presentation Notes
Some 456 years after Machiavelli, Dr. Eugene G. Fubini was speaking at the IEEE 1969 International Convention Highlight Session and presented the following observation.  I’ve adapted it a bit to reflect my own experiences, but the essence is the same.
Eugene G. Fubini – in this article describes his “Stages of Development of Major Technologies” - https://ieeexplore.ieee.org/document/5213895.   The first three steps are what I have here as “Fubini’s Law.  (Thanks to Michael Barr for locating this in March 2021.)

Applicable across a number of different technologies. 🡪 a vicious circle.

We use IT to “do” something else 🡪 need to keep in mind what that “something else” is.

Also, here we see the implications of applying a technology to a human situation – technology is not neutral!  It affects and is affected by its surroundings.  Watch for unintended consequences.

There may be connections here with Marshall McLuhan’s work from 1964 – Understanding Media: The extensions of Man.  It is written up a bit in Wikipedia  https://en.wikipedia.org/wiki/The_medium_is_the_message.  Somewhere I seem to recall that McLuhan observed that when a new technology is introduced to supplant or replace an existing technology, the content of the new technology is initially the old technology.  Then, after some use, the capabilities of the new technology are better understood and enable practices and content that were not possible with the old technology.  I seem to recall this being discussed in Understanding Media but I don’t have a copy and can’t provide a clear reference. .  A later book – The Medium is the Massage – further explores these concepts –see the entry at  https://en.wikipedia.org/wiki/The_Medium_Is_the_Massage.
_________________________



Single-loop and Double-loop Learning

llWhy”
Learn “What”

Variable Action

A

‘ Single-Loop



Presenter Notes
Presentation Notes
[This slide builds to illustrate the single and double-loop processes.]

Project Managers like to hold Post-Project Reviews or Lessons Learned sessions.  This is why! 

It’s important for future efforts, performed under different circumstances, that we understand the causal relationships as best we can.

http://www.infed.org/thinkers/argyris.htm

_____________________

Chris Argyris and Donald Schön, in 1974, published a seminal paper on single-loop and double-loop learning and how that led to organizational learning.   The key principle here is that if we understand Why a result arises from an action given certain variable conditions, we can modify/adjust the variables to better encourage desirable results from the same actions.

“Double-loop learning occurs when error is detected and corrected in ways that involve the modification of an organization’s underlying norms, policies and objectives.
Single-loop learning seems to be present when goals, values, frameworks and, to a significant extent, strategies are taken for granted. The emphasis is on ‘techniques and making techniques more efficient’ (Usher and Bryant: 1989: 87) Any reflection is directed toward making the strategy more effective. Double-loop learning, in contrast, ‘involves questioning the role of the framing and learning systems which underlie actual goals and strategies (op. cit.). In many respects the distinction at work here is the one used by Aristotle, when exploring technical and practical thought. The former involves following routines and some sort of preset plan – and is both less risky for the individual and the organization, and affords greater control. The latter is more creative and reflexive, and involves consideration notions of the good. Reflection here is more fundamental: the basic assumptions behind ideas or policies are confronted… hypotheses are publicly tested… processes are disconfirmable not self-seeking (Argyris 1982: 103-4).”

For any DT journey to be sustainable, especially in HEI, reflection and critical thought are important elements of ensuring that the context and variables are appropriately adjusted to enable the actions (the teaching and learning) to be effective.
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Presenter Notes
Presentation Notes

Started out with Everett Rogers’ work on Diffusion of Innovation in 1962.

_______________________

The work of Everett Rogers, begun in 1962, has been further refined and developed for application in business organizations.  The TAM (2008) has some excellent perspectives and tips for any organization.  The implications for any HEI wishing to establish a successful and sustainable DT journey, are:

Acknowledge that such a journey will involve continuous change. (This will involve critical thought about institutional policies and practices that can stymie or block continuous change.)
Such change must be effected by an underlying individual intention to make that change and make it effective. (For each individual!)
To sustain that intention requires perceptions of both a relative ease of making that change and gaining improved value from the current state.  (Cannot be manipulative.)
There are four ways in which those perceptions can be legitimately influenced by organizational leadership:
Recognizing that individuals will have differing needs, preferences, capabilities, and interests and then enabling/legitimizing those differences to exist.
Some organizational “systems” and policies will also need to change – explicitly - to make the differences possible, acceptable, and legitimate.
If some members/individuals can be influenced to lead the changes, others in their social circles will follow.  (Know the "social circles" and enable them.)
The organization must create and sustain a variety of conditions that enable the changes to happen (training, support materials, reliable technologies, access to the technologies, shared experiences, trust, compensation, some appropriate sanctions for non-compliance, …)

If there is a perception of manipulation of or interference with individuals by the organization (or its leaders). The change initiatives will fail.  Full stop!

This key factors on the left highlight aspects of organizational culture and practices that are fundamental to successful change initiatives.  The recently published article from MIT Sloan Management Review (April 6, 2022), “Cracking the Culture Code for Successful Digital Transformation (https://sloanreview.mit.edu/article/cracking-the-culture-code-for-successful-digital-transformation/), provides a wonderful assessment, with several excellent examples, for both why and how organizational culture should be embedded and honoured in any DT initiative.  HE is NOT immune to this.

[Ron] - I need a pithy segue to introduce Peter here.  Something that gives solid credibility to the fact that DT in HE is a major innovation and requires some serious guiding principles both at a regulatory level and at an institutional level.  Any ideas??


Speaker Perspective (2)

Guiding Principles
for
Digital Transformation of Teaching, Learning & Assessment
and Institutional Preparedness

Lessons from the UK’s National Digital Transformation Programme

Dr Peter Chatterton

~ Independent Consultant — Digital Innovation & Transformation, UK




Institutional Digital Transformation — a focus on 2 key elements

Digital transformation of
teaching, learning &
assessment

Institutional
“Preparedness”




Key Lessons Learnt from UK’s multi-Em Investment in Digital Transformation of HE

00 much innovation
and insufficient

embedding /
Problems of scaling-up

Complex challenges
not addressed

complexity,
uncertainty and
rapid change

(external & Insufficient

internal) orogramme Insufficient
leadership

performance goals
(sector, institutional commitment
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Key Lessons Learnt from UK Covid-lockdown

“Slow adopters”
need help with
visualising &
experiencing good
digital learning

Need for leadership
to anticipate, address
and resource
challenges

Balance between
“stick” and “carrot”
change approaches
needs to be better
defined long-term

Support for Digital Need to embrace
Learning needs to QER
embrace faculty goals "Quality", "Efficiency"”
and plans & "Responsiveness"”




Challenges in the Adoption of Digital Learning in HE

Tutors

People issues

Support
staff

* Overwhelmed and often fail to appreciate the need for change

* Varying digital enthusiasm and capabilities

* Variation in motivation to “visualise” and experience digital learning in practice
* Autonomous academic cultures and ways of working

* Mixed feelings on changing tutoring roles

* Demands for flexibility & “consistency” of digital
experience

* Demands for wider cultural/community
experiences (non-digital)

* Lack of preparedness for HE study/learning models

* Variation in understanding of scope of digital
literacy

Students

/

* Too remote from the coalface and the “digital
experience” (non-practitioners)

* Under-appreciation of the strategic importance of digital
technologies

* Digital learning can be a “poisoned chalice” for
management careers
Faculty/School management (local level) fail to embed
digital learning in business plans/processes (and are not
mandated to)

* “Notinvented here” syndrome

* Low aspirations for digital literacy by universities,
educational agencies and employers

Leadership

Organisational
issues

Digital TL&A

challenges

* Universities need to rethink what support to academics is provided and how to scale this up
e Support services need to address faculty & institutional strategic goals, plans and operations

* Support staff roles and capabilities need to evolve to address innovation, change and
embedding

Insufficient resourcing for academics

Insufficient academic reward and recognition for
teaching and learning

Need to redefine institutional processes in order to
integrate and embed digital innovation and change
Lack of ownership/strategic direction/performance
goals at the local level

Over-reliance on multiple educational agencies

Difficulties of achieving “personalisation” with
industrial-scale learning

Pace of change, complexity and too much of everything
Rethinking teaching, learning and assessment models -
evolution or revolution?

Rethinking staff roles and capabilities

Bad (digital) things happening

Lack of student and academic preparedness for self-
driven digital learning

Specific & complex challenges associated with advanced
technologies

Difficulties in digitising practice-based learning



Guiding Principles for Digital Transformation of TL&A

Build on and evolve established and evidence-based pedagogic models

Adopt longitudina
+ Balance Adopt “assessment approaches to
synchronous and for learning” student academic,
asynchronous approaches persona.l and
approaches professional
development

Adopt high levels of Focus on QER

Future-proof flexible communications, ~algfEt (DA (course Quality,
approaches to

curriculum design engagement and tant . Efficiency and
: e content creation :
community-building Responsiveness)

+++ radical innovation??



Guiding Principles for Institutional “Preparedness”

Consider new

: Embrace (& balance)
Visioning and business models,

. QER
scenario planning SENETSAES, (Quality, Efficiency,

services etc :
Responsiveness)

Evolve roles,
capabilities and

employment models
Learn from the for ALL

external
environment

People issues

Recognise, anticipate Organisational
and address issues

challenges and
barriers

Co-align and co-
evolve digital and

Digital TL&A
challenges

institutional strategy



Speaker Perspective (3)

Commitment and Motivation to Drive Educational Resilience

A Strategy Perspective from a Senior Leader

Michael Barr

Chief Information Officer at Southern Alberta Institute of Technology (SAIT), Canada




Leadership and Motivation Enable Resilience

* Don’t get too focused on technology as the solution: Keep in mind that 80% of any
solution is people and process, it’s typically 20% that’s the technology

* How do you view DT? Journey; Outcome; Relationship
 The way in which you view it, influences how you respond, i.e., your actions or
utterances

 Bottom-up change is desirable but requires senior leadership support and
sponsorship if it is to have a chance of succeeding

* Teaching faculty motivation is critical to the success of DT initiatives

* Motivation can be analyzed through questions:
* |sthe task or thing | have to do understood?
e Canldoit?
e Am |l set up for success?



Leadership and Motivation Enable Resilience

Forces outside of the DT initiative (V) that impact on teaching faculty (DV)

Management (MedV) and IT governance (MedV’) as a mediating force between the
two

 Management as a mediating force between the two
e |T governance as a mediating force between the two
* Strategic planning as a mediating force between the two

The phenomenon | am researching: DT-motivation-affective forces (see diagram)
Do significant or interesting relationships exist within the phenomenon?

Can we develop an instrument to assist with strategic planning with a specific focus
of addressing motivation issues that might impact the implementation of DT change
initiatives such as changes to teaching practices? This is a key component of a
successful strategic plan.



DT-Motivation-Affect Phenomenon

External or Internal
Affective Force

@

DT Change Event Motlv.atlon
Feelings
Faculty Member
IV : DV >
Affective Force Feelings of Motivation

Independent Variable (IV) . Dependent Variable (DV)

>
K

Mediation Actions

~e

Mediation Variable (MedV)

Management



In Summary

* Student and faculty requirements are increasingly complex

* Student support processes, and the underlying technology, must continue to evolve to
ensure continued relevancy

* |Increasing pressure to embed student supports into teaching practices — support this via
Al?

* Digital transformation change initiatives are complex
 The leadership skills you have used in the past might not get you to the future
* Areyou being honest about your institutional change capabilities?

 Be aware of:
* Underestimating the complexities involved
e Overestimating your management skills



Comments?
Questions?
Perspectives?

|deas?
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