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Abstract

Change is inevitable in all organizations and especially in higher education. Ideas such as strategic plans, quality assurance plans, fundraising, building planning, technological needs, recruiting and retention, affirmative action, promoting diversity, competing with for profit colleges, and aging faculty are just a few of the many areas of change which have created financial and personnel needs within higher education. This topic could easily demand a whole course in just learning how to manage change for future administrators. A college president may feel like a juggler as she or he tries to keep the current balls in the air while knowing some balls of change may be left out of the mix. The focus of this paper shall be how to manage change for higher education by focusing on the technological side of education. 

Introduction


Leadership and vision are terms that are mentioned frequently in books for managers. Educational leaders also have to be proactive leaders and be prepared for change within their own world. One such area in education which has changed a great deal has been technology. When I attended undergraduate college in the 1970’s, I enrolled via a punch card system that was labor intensive and not immediate at all. Today I simply log on to my computer and enroll for my courses instantly via the internet. The changing world of technology in higher education has presented colleges many ways to present learning. 


A college president may not have to know much about technology, but certainly needs to have people and systems in place that can manage the technological needs of an institution especially since this technology can place a strain on finances. That alone makes it an important issue for college leaders. The purpose of this paper shall be how college administrators handle the changing needs of technology in order to not only keep up but keep ahead of the curve. 


William Bridges writes extensively about how to manage change and transitions, a concept which would apply to all levels of management, either business or education. Bridges (1991) reminds people that change is also about the transition and it is in learning how manage that transition that we manage the change. How often has change in education happened and leaders may not even think about the transitions that staff undergo? This change can be in a new software adoption, new email address or employing a web site consultant. At some point in this change process, the change and transitions impact administrators, leaders, faculty, staff and of course the students, which may be often neglected when considering changes within a system. 


How then can higher education administrators manage this change especially with technology constantly demanding attention? First, many resources exist which refer to a leader having a vision or strategic plan where to go within their administration. This can be compared to needing a road map so we can plan our route. Pratt (2005) refers to her twelve steps of leading change and calls the first step “Have a clear vision of what you want to achieve.” For information technology leaders this is especially necessary since computers and software are constantly changing. And, people may resist the changes so one not only has to deal with hardware and machines but with people and emotions as well. Pratt (2005) notes that as an aside and encourages leaders to make note of the emotions in people and allow their ideas to be heard. Her ideas may sound simplistic but they appear to be credible even though they are coming from a business model; this business model has increasingly been seen in higher education administrators. 


Administrators should be reading leadership development books as well as attending leadership training. If they don’t have training in higher education, then administrators need to work through a high learning curve so they understand the finances, dynamics, needs and nuances of how higher education operates. 


Once a vision is developed one must consider the people or staff on board. Although “Good to Great” author Jim Collins (2001) might think one should just find the right people for the right seat on the bus type analogy, this writer suggests leadership is not that simplistic and requires a thorough analysis before implementing mass layoffs or simple staff replacements. This plan appears to be a negative approach and one that has been ill thought out ahead of time. Rewarding staff for positive behavior and actions appears to be a better idea and one that helps to mold the organization. 


This is pointed out in the “10 Steps to Managing Change” by Sevier in his 2003 article. He cites three obstacles to managing change: “1. Organizational culture, 2. Fear and 3. Complacency.” In essence, decide on the culture that one wants to lead and steer toward that culture.  This is best done by managing people positively and not negatively. Since change with technology will be inevitable and the organization will go through these obstacles most likely, learn from others and lead with vision. 


In the counseling profession, reframing is a term used to give a new lens to a problem by restating it in a more positive way. In the business world, reframing is a term used by Bolman and Deal (2003) as they apply four frames: “structural, human resources, political and symbolic” to leadership in organizations. They suggest that leaders need to reframe how they look at their organization with these four lenses and analyze their leadership. When examining the leadership of managing technology for instance, a leader would need to decide on the structure an organization needs for serving the business and students. The human resources frame is important because one still needs to have capable people managing and applying the technology. Every act of leadership is political since funding is often dependent upon the state or federal government as well as alumni donors. And the symbolic leadership is apparent in how leaders handle the changes within their organization. 


Jones (2003), an Australian author, writes about Managing Change and cites the need for flexibility for leaders so they can adapt to the changes around them. This also sets the tone for the management team and others under them. She mentions this flexibility is needed on a personal and professional level. Her approach points out the practical approach to change and truly does not offer anything different within managing people, just a new spin on an old topic. 


When considering how to manage change in technology in higher education one can even apply the Array of Higher Education Benefits chart (IEHP, 1998) to this idea. Under the social and public area is the “improved ability to adapt to and use technology”. This may be a side benefit of managing change but it is a significant one since technology is ubiquitous in our society today. 


So, in managing this change, what are some specific ideas that can be implemented to this technological aspect of education can be handled comfortably? 

First, one must examine how technology can make learning available to more people as well as keep it effective, efficient and affordable. Today, many colleges use a dynamic content management system (cms), generally either Web CT, Blackboard or Desire 2 Learn which can adequately meet the needs of distance or online learners. Since web based or online learning is growing about 10% yearly, brick and mortar colleges face increasing competition with for profit colleges. Hence, a traditional school needs to decide whether they are going to compete effectively or stay out of the race altogether. A powerful cms can assist in making this online learning possible. 


Second, one has to consider other ways that technology can be used to assist other areas of campus needs. Many colleges are now adopting software that can instantly email or text message all their students in case of an emergency. Because of the increased campus security concerns, this need for immediacy for action may be a necessity rather than a luxury. 


Third, course designers and instructors must look more closely at Web 2.0 applications to further engage students in the classroom. Applications such as wikis, portfolios, and networking sites take advantage of internet capabilities which engage students rather than just the text driven content often used in a content system. The challenge here though is in obtaining the systems to seamlessly communicate with each other; this may require extra work on an instructor or designer’s part. Or, the Web 2.0 application can also be used as an adjunct to the course since students are often using applications like these already. The learning curve here may be higher for the instructor instead! 


Fourth, training for the faculty, students and instructional designers must come at least just in time or before it is needed and must be ongoing plus required. This will require a training department and not just one person to handle the needs for a college. A train the trainer program can be implemented to ease the workload and online modules can be used to keep people educated. The need for workers to be kept informed and trained in technology will be a constant demand for all training departments but can be done with using technology effectively. 


Lastly, a strong Information Technology department has to run by people who understand the technology needs of higher education not just from the financial viewpoint but also from the infrastructure and student viewpoint. This requires necessary funding from state legislators and from students. Equipment must be kept up to date and preferably ahead of the curve.


Author Tony Bates (2000) probably addresses the need for managing technological change the best by stating: 


If universities and colleges are successfully to adopt the use of technologies for 


teaching and learning, much more than minor adjustments in current practice will 


be required. Indeed, the effective use of technology requires a revolution in 


thinking about teaching and learning. Part of that revolution necessitates 


restructuring universities and colleges-that is, changing the way higher education 


institutions are planned, managed and organized. (p. xiii). 

This is indeed a tall order and one that since the book has been published has probably not been taken seriously by all administrators in colleges. Change has to start somewhere and impacts many people at all levels. Suggesting change can also be political suicide for administrators if it is not welcomed by the stakeholders. The key here is deciding what change is necessary and controlling the fallout from the changed environment. This can only be done as many authors suggest by being proactive, communicating what is to come and by pointing out the advantages to changing. 
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