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Workshop Goals
 Deeper understanding of framing models

 Appreciation of the context of reform that may 
impede or ease progress thru review/reform

 Beginning steps and strategies to apply to own 
institution

 Beginning list of potential potholes that may 
impede progress and ways to address them
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PART I: Articulating a Compelling Vision for General 
Education 

 PRINCIPLE #1: Strong General Education Programs Explicitly Answer the 
Question, "What Is the Point of General Education?" 

 PRINCIPLE #2: Strong General Education Programs Embody Institutional 
Mission

 PRINCIPLE #3: Strong General Education Programs Continuously Strive for 
Educational Coherence 

 PRINCIPLE #4: Strong General Education Programs Are Self-Consciously 
Value-based and Teach Social Responsibility 

 PRINCIPLE #5: Strong General Education Programs Attend Carefully to 
Student Experience 

 PRINCIPLE #6: Strong General Education Programs Are Consciously 
Designed So That They Will Continue To Evolve
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PART II: Forming an Evolving Community Based upon a 
Vision of General Education

 PRINCIPLE #7: Strong General Education Programs Require and Foster 
Academic Community 

 PRINCIPLE #8: Strong General Education Programs Have Strong Faculty and 
Administrative Leadership 

 PRINCIPLE #9: Strong General Education Programs Cultivate Substantial 
and Enduring Support from Multiple Constituencies 

 PRINCIPLE #10: Strong General Education Programs Ensure Continuing 
Support for Faculty, Especially as They Engage in Dialogues Across 
Academic Specialties 

 PRINCIPLE #11: Strong General Education Programs Reach Beyond the 
Classroom to the Broad Range of Student Co-curricular Experiences 

 PRINCIPLE #12: Strong General Education Programs Assess and Monitor 
Progress Toward an Evolving Vision Through Ongoing Self-Reflection 
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Step 1: Start 
the Review

Step 2: 
Agree on  

Major 
Parameters

Step 3: 
Determine  
Learning 
Goals & 

Outcomes

Step 4: Design 
Curricular 
Structure

Step 5: Evaluate 
Pedagogical 

Methods

Step 6: Plan 
Assessment

Step 7: 
Implement 

Changes

Step 8: Assure 
Sustainability

Major Curriculum Review & 

Reform

Leske & Miller Steps

Incremental & Ongoing Steps
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Guide to the Complexity of Change
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Five years after the process is over, what do you want your colleagues to 
say about the work that you did? What would you want students to say? 
What don’t you want people to say?

Phase 1: Planning Your Trip (setting the stage for change)
Conceptions of change and success

Foundational Questions - Values
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1. What is driving 
reform?

2. What are the external 
constraints?

3. How centralized is the 
decision-making process?

4. What is the culture of 
your institution in terms 
of willingness to change? 

Phase 1: Planning Your Trip (setting the stage for change)
Conceptions of change and success

Phase 1 Foundational Questions: What is the context for change?
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•Lack of trust
•Strong resistance to change

•Need to protect turf

•Governance within the confines 
of the union contract

•Large number of faculty involved 
in process through committees 

and subcommittees in 
initial stages

•Budgetary constraints

•External: Accreditation
•Internal: Need for general 
education revision to better 
meet the changing needs 
of students

1. What is driving 
reform?

2. What are the external 
constraints?

3. How centralized is the 
decision-making process?

4. What is the culture of 
your institution in terms 
of willingness to change? 

Phase 1: Planning Your Trip (setting the stage for change)
Conceptions of change and success

Phase 1 Foundational Questions: What is the context for change?
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1. What is the pothole? 2. What is causing the 
pothole?

3. What are the 
consequences?

4. When will you hit the 
pothole?

Phase 1: Planning Your Trip (setting the stage for change)
Conceptions of change and success

Your Institution
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Pothole:

Possible 

actions

What questions 

should I ask about 

this idea?

Who do I involve? 

Brainstorming Solutions

Phase 1: Planning Your Trip (setting the stage for change)
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•Planning your trip
•Agreeing on major parameters

•Determining Student 
Learning Outcomes

•Implementing changes

•Curriculum attempts too much
•Tries to include too many views

•Tries to do too much

•Varied views about what gen ed is
•Unclear major goals

•No consensus

•Seek out true meaning of gen ed
•Do not articulate Student

Learning Outcomes and goals

1. What is the pothole? 2. What is causing the 
pothole?

3. What are the 
consequences?

4. When will you hit the 
pothole?

Phase 1: Planning Your Trip (setting the stage for change)
Conceptions of change and success

Worcester State
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Pothole: Do not articulate Student Learning Outcomes and goals

Possible actions What questions 

should I ask about 

this idea?

Who do I involve? 

Create small 

advisory groups to 

identify/articulate 

student learning 

outcomes early in 

the planning phase; 

look at LEAP 

outcomes

What measurable outcomes 

do we want to achieve? 

What do we want students to 

demonstrate or look like who 

have completed the general 

education component of their 

curriculum?

Assessment Director

Center for Teaching & 

Learning or Professional 

Development Center for 

writing broad SLOs

Faculty with vested 

interest and diverse 

perspectives

Brainstorming Solutions

Phase 1: Planning Your Trip (setting the stage for change)
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1. Who opposes reform? 
What are their ideas?

2. What ideas are central 
to reform – who 

understands the ideas?

3. Who is not involved in 
reform now, but will be 

when it counts?

4. What is the culture of 
institution in terms of 

trust of the change 
process? 

Phase 2: Hitting the Tarmac – Taxi and Take-Off (beginning the review)

Phase 2 Foundational Questions: Preparing for Reform
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Inertia & Disbelief – 20 years 
since last reform

and faculty feeling 
burned by administration

Silent Majority

Departments with most to lose

Twelve Principles for Effective 

GENED Programs

Task Force members/Focus 

Group Participants

Departments with a 
specific course to lose.

Oppose Diversity Requirement
(whose definition counts?)g

1. Who opposes reform? 
What are their ideas?

2. What ideas are central 
to reform – who 

understands the ideas?

3. Who is not involved in 
reform now, but will be 

when it counts?

4. What is the culture of 
institution in terms of 

trust of the change 
process? 

Phase 2: Hitting the Tarmac – Taxi and Take-Off (beginning the review)

Phase 2 Foundational Questions: Preparing for Reform
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1. What is the pothole? 2. What is causing the 
pothole?

3. What are the 
consequences?

4. When will you hit the 
pothole?

Phase 2: Hitting the Tarmac – Taxi and Take-Off (beginning the review)

Your Institution
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When it moves from a theoretical 
discussion to real action

People are more willing to 
fight change that has a cost

Even if they agree 
with the principles

Curriculum and resources are 
centered in departments

GENED is owned by everyone 
– therefore by no one

Assume that people value 
GENED and the need for reform

1. What is the pothole? 2. What is causing the 
pothole?

4. When will you hit the 
pothole?

Phase 2: Hitting the Tarmac – Taxi and Take-Off (beginning the review)

Millersville

3. What are the 
consequences?
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Pothole:

Possible 

actions

What questions 

should I ask about 

this idea?

Who do I involve? 

Brainstorming Solutions

Phase 2: Hitting the Tarmac – Taxi and Take-Off (beginning the review)
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Brainstorming Solutions

•Pothole: Assume people value GENED and reform

Possible 

actions

What questions 

should I ask about 

this idea?

Who do I involve? 

Survey current 

attitudes. 

Use Strong 

Foundations 

Framework

How do we get broad input?

How do we encourage 

ownership of ideas and the

reform process?

Which principles get 

emphasized?

Departments / Faculty 

Senate / Students 

Phase 2: Hitting the Tarmac – Taxi and Take-Off (beginning the review)
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1. Who are charismatic 
and respected faculty 

who favor reform? 

2. What are the legitimate 
fears and needs of 

opponents?

3. Are there folks who seem 
to be disengaged, but who 
will voice concerns when it 

counts?

4. How have recent 
experiences with major 
change been dealt with?

Phase 3: In Mid-Stream: Keeping Your Boat Afloat (managing the curriculum change 
process)

Phase 3 Foundational Questions: Building Support, Anticipating Opposition
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Top down
Inconsistent leadership
Lack of communication

Naysayers who lurks in the 
shadows

Fears:  Independence of 
departments, workload, 

job security
Needs: Professional development 

(e.g., course design), Logistics

Identify individuals & their 
roles: Chairs, Governance

Bring them into reform process
(e.g., advisory board, 

workshop leaders)

1. Who are charismatic 
and respected faculty 

who favor reform? 

2. What are the legitimate 
fears and needs of 

opponents?

3. Are there folks who seem 
to be disengaged, but who 
will voice concerns when it 

counts?

4. How have recent 
experiences with major 
change been dealt with?

Phase 3: In Mid-Stream: Keeping Your Boat Afloat (managing the curriculum change 
process)

Phase 3 Foundational Questions: Building Support, Anticipating Opposition

2/18/2010 Navigating the Journey to Gen Ed Reform 



•Developing overall philosophy 
and goals

•Presenting framework
•Presenting final document

•Separate groups lobbying 
for their perspectives

•Decreasing support

•Avoiding conflict with 
various groups

•Saving time

•Keep the committee out of 
politics

•Present the proposal in an 
•open hearing

1. What is the pothole? 2. What is causing the 
pothole?

3. What are the 
consequences?

4. When will you hit the 
pothole?

Phase 3: In Mid-Stream: Keeping Your Boat Afloat (managing the curriculum change 
process)

Worcester State
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•Pothole: Keep the committee out of politics

Possible 

actions

What questions 

should I ask about 

this idea?

Who do I involve? 

Meet with 

various groups

Present 

components of 

curriculum 

separately

What are your concerns? 

What are your goals?

What do you like and why?

What do you dislike and 

why?

Committee members 

and/or leaders

Department chairs

Faculty focus groups -

Brainstorming Solutions

Phase 3: In Mid-Stream: Keeping Your Boat Afloat (managing the curriculum change 
process)
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1. What is the pothole? 2. What is causing the 
pothole?

3. What are the 
consequences?

4. When will you hit the 
pothole?

Phase 3: In Mid-Stream: Keeping Your Boat Afloat (managing the curriculum change 
process)

Your Institution
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Pothole:

Possible 

actions

What questions 

should I ask about 

this idea?

Who do I involve? 

Brainstorming Solutions

Phase 3: In Mid-Stream: Keeping Your Boat Afloat (managing the curriculum change 
process)
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1. What support is there 
for implementation of 
non-curriculum goals? 

(new pedagogy, 
delivery, co-
curricular) 

2. How will decreasing 
budgets affect 

implementation?

Phase 4: The Ongoing Journey (implementation issues and beyond)

Phase 4 Foundational Questions: Support for Implementation
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Eliminate  ideas that depend
on low enrolled classes / 

co-teaching
& ideas that will 

not improve retention or enrollment

Center for Academic Excellence

No additional complement

1. What support is there 
for implementation of 

curricular & non-
curriculum goals? 
(new pedagogy, 

delivery, co-
curricular) 

2. How will decreasing 
budgets affect 

implementation?

Phase 4: The Ongoing Journey (implementation issues and beyond)

Phase 4 Foundational Questions: Support for Implementation
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1. What is the pothole? 2. What is causing the 
pothole?

3. What are the 
consequences?

4. When will you hit the 
pothole?

Phase 4: The Ongoing Journey (implementation issues and beyond)

Your Institution
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At implementation

Worsened by budgetary 
difficulties

Insufficient number of sections

Students take substitute courses

Acceptance/valuing of FY 
program falters

No administrative mandate to 
redistribute complement

Assume no need for a 
staffing plan

1. What is the pothole? 2. What is causing the 
pothole?

3. What are the 
consequences?

4. When will you hit the 
pothole?

Phase 4: The Ongoing Journey (implementation issues and beyond)

Millersville
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Pothole:

Possible 

actions

What questions 

should I ask about 

this idea?

Who do I involve? 

Brainstorming Solutions

Phase 4: The Ongoing Journey (implementation issues and beyond)
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Brainstorming Solutions

•Pothole: Assume no need for staffing plan

Possible 

actions

What questions 

should I ask about 

this idea?

Who do I involve? 

Evaluate

budgetary 

realism of plan 

at every stage

Get 

administrative 

buy-in

How does reform impact 

enrollment, retention, faculty 

lines, distribution of faculty 

lines?

Provost / Deans / 

Department Chairs 

Phase 4: The Ongoing Journey (implementation issues and beyond)
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Step 1: Start 
the Review

Step 2: 
Agree on  

Major 
Parameters

Step 3: 
Determine  
Learning 
Goals & 

Outcomes

Step 4: Design 
Curricular 
Structure

Step 5: Evaluate 
Pedagogical 

Methods

Step 6: Plan 
Assessment

Step 7: 
Implement 

Changes

Step 8: Assure 
Sustainability

Major Curriculum Review & 

Reform

Leske & Miller Steps

Incremental & Ongoing Steps

Principles 7-12: Forming an Evolving Community 
Based upon a Vision of General Education
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Step 1: Start 
the Review

Step 2: 
Agree on  

Major 
Parameters

Step 3: 
Determine  
Learning 
Goals & 

Outcomes

Step 4: Design 
Curricular 
Structure

Step 5: Evaluate 
Pedagogical 

Methods

Step 6: Plan 
Assessment

Step 7: 
Implement 

Changes

Trash the 
Program

The last step you 

DON’T want to take!!
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The Journey Back to Your 
Institution

What are the most important things you can 
do to help create an “Evolving Community 
Based upon a Vision of General Education”?
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The Journey Back to Your 
Institution

Thank you for attending our workshop.

Enjoy the rest of the conference, and have a 
safe journey home at its conclusion.

-- Fred, Bonnie, Andrea & John
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