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Abstract

This paper describes a process for building the capacity of community college
faculty to inquire into key issues about their teaching and learning. The CLIP process was
developed and tested through a National Science Foundation at Bakersfield College in
California. Communities of Learning, Inquiry and Practice (CLIPs) are self-selected
groups of faculty and staff who collaboratively investigate questions about their work.
They undertake a three-step evaluative inquiry process and operate under a set of guiding
principles. The college provides a supporting and networking structure that gradually
builds an evolving culture of inquiry across the college. The CLIP structure and processes
complement the use of institutionally led strategic planning, goal setting, and assessment.
Together they build a sustainable culture of inquiry and evidence-based decision-making.
The testing of the CLIP process at a community college showed that the process (1)
builds collaborative relationships; (2) enhances evaluative inquiry skills; and (3) leads to

changes in professional practice among faculty and staff.

In addition to describing the CLIP process that resulted from this research and
development initiative, this paper provides the theoretical basis for the CLIPs. The
developers/researchers of the CLIP process integrated existing theories and conceptual
frameworks about systems (especially complex adaptive systems); inquiry processes;

learning; brain research; communities of practice; and planning and change processes.
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Introduction

Over a three-year period, InSites and Bakersfield College developed a process for
building the evaluation capacity of community college faculty through a National Science
Foundation (NSF) grant. In this process, called Communities of Learning, Inquiry, and
Practice (CLIPs), faculty learn to collaboratively gather and analyze data to address
issues about teaching and learning that they identify as important. As we developed the
process during the three-year grant, InSites also conducted research into the nature of the

process and its effects.

During the following two years, we (InSites) kept in touch with Bakersfield College
as it continued and supported the process with the college’s own resources. We wanted to
be sure that the CLIP process did indeed continue and also to see what else we could
learn about why it seemed to work so well. During this time, we also created resources, in
the form of online modules, to support the process at Bakersfield and other organizations
that want to adapt the process to their settings. We have disseminated the process through
carefully selected conferences and contacts and through the online modules that introduce

the process and support its use in other settings.

This paper first describes the CLIP process and the supporting materials available
online. The description incorporates findings from the evaluative research that
accompanied the development process. We also discuss why several features of the
original design did not play out as originally conceived in the Bakersfield College setting
and how we adapted the design to fit not only the Bakersfield College context but the

complex context of any college.

The second part of the paper looks at the process from a systems perspective to
explain why it works and suggest how it can be continually renewed over time within a
given setting. InSites drew on theories and research about systems (especially complex
adaptive systems); inquiry processes; learning; brain research; communities of practice;

and planning and change processes. Appendix E lists some of the key sources we used.
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Bakersfield College

Bakersfield College is one of the oldest
of the nation’s 1200 community
colleges. It is located in the San
Joaquin Valley of southern California
and serves a largely Hispanic
population of 15,000 students. As in
most community colleges, the faculty
workforce spans a wide range of
education and experiences, for
example, professors with Ph.D. and
master degrees in the sciences and
humanities, experienced business
leaders, and experience-based
technical experts in agriculture,
engineering, auto mechanics,
computers and more. The CLIP learning
experience described here has become
the college’s premier professional
development experience for faculty.

InSites

InSites is a sixteen year old nonprofit
organization (based in Colorado and
Washington) with a team of
professionals in social research,
evaluation, planning, assessment,
instructional design, interaction
programming, communication, and
graphic design specialties. InSites
promotes learning, growth, and change
through inquiry-based practices.
InSites works with organizations and
community groups in the fields of
education, social services, and health.

What are Communities
of Learning, Inquiry,
and Practice (CLIPs)?

CLIPs—Communities of Learning, Inquiry,
and Practice — are informal, dynamic groups of
faculty and others whose members learn together
about their professional practice by gathering and
analyzing data about a topic of importance to
them. CLIP team members learn an evaluative
inquiry process with three steps: (1) design the
inquiry; (2) collect data; and (3) make meaning
and shape practice. Through participation in a
CLIP, members simultaneously answer important
questions and build their capacity to
collaboratively address issues about teaching and

learning on an ongoing basis.

CLIPs support, and are supported by, the
broader organization’s goals. CLIPs are highly
adaptable. They can be used in education, social
service, health, business, and community change
initiatives. Modules about the CLIP process are
free shareware through InSites available at

www.insites.org/clip.

The development and testing of the CLIP

process at Bakersfield resulted in a process with

both in-person and online learning components. The online components support the

work of CLIPs at Bakersfield College and provide a means to link to other colleges. (The

modules also are adaptable to other workplace settings.)
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Results of CLIPs’ Work The program has developed a momentum of

The summaries of the CLIPs’ work at its own, with the number of participants growing

the end of each year show how the each year and the college administration
CLIP members generated information
that is shaping their practice and is of
use to their colleagues. (See has resulted in twenty-four studies over four

newsletters from the CLIPs in 2005-06 school years about instructional issues that are
and 2006-07 available at

www.insites.org/clip.

continuing to fund it. At Bakersfield, the program

making a difference in classroom instruction,

support services, and/or student learning as

evidenced by the data gathered by the InSites research team.

In-Person Learning

Each CLIP consists of three to seven people with one person as the group facilitator.
An overall CLIP Guide supports the CLIP work at the college, builds carefully designed
linkages among the CLIPs, and connects the whole process appropriately to the college's

other processes and initiatives. The three types of in-person learning methods are:

* Members of individual CLIPs work together to gather and analyze data. They
practice the development of inquiry skills and actually conduct a meaningful

inquiry about their work.
» Multiple CLIPs meet together three times per year to share learning experiences.
* CLIPs learn through the information they gather from students and others.

Each CLIP determines its own schedule of meetings. Members receive a small

stipend for participation and funds to carry out their planned inquiry.

Members develop questions that guide their inquiry. After gathering, analyzing, and
interpreting data, they use their discoveries to shape their own instructional practices and
student support services. Based on the results of their findings, they also produce a final
product (written document, PowerPoint presentation, or other format) to share with

colleagues.

All CLIPs meet together in multi-CLIP meetings three times during the year. At the
first multi-CLIP meeting (August), the CLIPs learn how to conduct the inquiry process
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and each CLIP refines its preliminary inquiry plan for the school year. By the second
meeting (January), the CLIPs have gathered some data. They focus on making meaning
from the data and completing their full inquiry by the end of the second semester. The
third and final meeting (April) is a time for sharing preliminary results, receiving
feedback, and celebrating the work together prior to completing their final products by

July.

Online Learning

InSites designed the online modules to extend the learning by giving team members
access to the resources used by any of the teams. Each module provides CLIP members
with tools and methods at a more complex level as their learning develops. Putting the
resources online allows for quick and frequent referral 24/7. Besides describing how to
conduct a CLIP, the modules are replete with downloadable resources that give detailed

examples and explanations of how to handle typical tasks.

Because every CLIP member has access to the same information at any time, the
modules support the collegial nature of CLIPs where there is no one "expert" leader
directing everyone else. Instead, the groups learn as they collaboratively accomplish their

tasks.

The online modules (available at: www.insites.org/clip) have four delivery modes

embedded within them: web pages, videos, popups, and downloadable resources for

individual and group learning.

It takes about 20 minutes to preview a module. By previewing, we mean viewing all
pages, videos, and popups in a module, but not downloading the supporting documents.
After previewing a module, the amount of time needed to study it in depth depends on
how many downloadable resources are studied and whether the PowerPoint slides are
used as the basis for conversations at a CLIP meeting. All modules have one or more
videos. Modules 3 — 5 have a series of video vignettes that follow the process of the
STEM (Science, Technology, Engineering, and Mathematics) CLIP at Bakersfield
College.
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This is a brief description of each module:

Module 1: Overview of CLIP Process. This module introduces CLIPs and briefly

describes how they operate.

Module 2: Introduction of Guiding Principles. The Guiding Principles are at the

heart of the CLIP process. The principles address how CLIPs conduct their work (e.g.,
ask questions that matter; foster a safe, hospitable environment for inquiry). They were
developed out of the experience of the CLIPs in the initial years of operation at
Bakersfield College. To emphasize the importance of acting in accord with the principles,
each online module ends with an opportunity for the team members to reflect on how
their tasks addressed in the module reflect these principles. (The theory section below
discusses the importance of guiding principles and how another college or organization

might modify them for their context.)

Module 3: Developing an Inquiry Plan. This module helps members determine the

purpose of their inquiry, position it among other inquiries and activities at their college,
and decide on their main inquiry questions. As they do this, they also begin to develop a
plan to collect, analyze, and report the inquiry data. The result is a preliminary inquiry

plan. Downloadable documents support these activities.

Module 4: Gathering Data for the CLIP Inquiry. This module guides CLIP members

in performing the major tasks in data collection: identifying sources of data; establishing
a safe environment for data providers; choosing methods for data collection; setting up
data collection; and ensuring that data collection is aligned with the guiding principles for
CLIPs. Accompanying this module are downloadable tips on data collection, for
example, tips on conducting interviews and focus groups and on developing and using

questionnaires.

Module 5: Making Meaning and Shaping Practice. This module guides CLIP

members in the interrelated activities of making meaning from the data: description,
analysis, synthesis, and interpretation and applying what they learn to their professional

practice. It helps members understand that these are not sequential steps, but intertwined
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activities that inform and influence each other. The downloads include tips and exercises

related to each of the activities.

Module 6: Being a CLIP Facilitator. This module contains tools to help the team

member who serves as the CLIP facilitator. The downloadable resources include
descriptions of roles of CLIP members, a CLIP Inquiry Plan template, and sample

agendas and ground rules.

Module 7: Being a CLIP Guide. This module supports the CLIP Guide in positioning

the CLIP process within the college and supporting CLIPs individually and collectively.
The downloadable resources provide in-depth support for recruiting CLIP members and

organizing the multi-CLIP meetings.

Research-Based Design

The research that surrounded the development of the CLIP process included
gathering data from CLIP members through interviews, questionnaires, and focus groups.
(See Appendix A.) The research also included review of products from the CLIPs,
interviews with college administrators, and external review. While InSites and
Bakersfield College gathered some of the data, an independent formative evaluation team
from Research Evaluation Associates for Latinos (REAL) also gathered and analyzed
data. Periodically, an external review panel reviewed the research and its use in building

the CLIP process and the supporting online modules.

Our orientation to evaluation capacity building began with a shift away from
external evaluation. The method we chose to develop shifted the evaluation from
professional evaluators to those who operated programs. It involved building their

capacity in a way that created checks and balances through collaborative involvements.

During the development process, we discovered yet an additional shift was necessary
to be congruent with the reality of the complex environment of a community college (and

most organizations today). That shift was in how the CLIP work was built into the
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organization itself and how it connected to existing policies, practices, and reform

Initiatives.

Addressing Common Challenges in the
Community College Situation

Several situations in community colleges make it very challenging for faculty to
keep up-to-date in their instructional and support services. We designed the CLIP process

to help with those challenges in the following ways:

* Most faculty have no formal training in how to design and modify their
instructional practices based on feedback from students and other sources. CLIPs
provide expertise in data gathering and analysis and create a supportive

environment for change.

+ Faculty tend to work in isolation on their own classes and seldom have
opportunities to work with their colleagues on instructional issues. The CLIPs

create collaborative relationships that have benefits beyond the immediate work.

» Faculty teach many classes every day with varying schedules making it difficult
for faculty to find time to meet together. Each CLIP decides when to meet based

on the varied schedules of its members.

« Community college faculty are not allocated time to research and study their
instructional practices. CLIPs spread successful instructional practices to other

faculty beyond those directly involved.

* Most professional development opportunities for faculty tend to be one-shot
workshops on topics of interest. Although these have a certain level of value,
they do not provide a means to ensure that learning moves into practice. CLIPs
help team members readily move what they learn into their instructional

practice.

As one team member said,
Our department initially got involved in the CLIP program because we were

stalled in our development and assessment of department-level student-learning
outcomes.... Although we were a bit apprehensive..., we were quickly sold on the
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benefits of a non-threatening, collaborative, small-group environment when the
CLIP sessions got underway.

Developing the CLIP Design at Bakersfield College

The original (proposed) design of CLIPs called for features that relied more heavily

on formal structures or processes than what ended up playing out in practice. Differences

between the original design and the design that emerged from the research and

development effort included the following:

The original design called for fairly extensive use of outside consultants/experts
in areas related to evaluation technical skills and knowledge and workshop-style
professional development sessions. Instead, CLIP members obtained the technical
skills and knowledge more frequently through a “just in time” informal model

rather than formal sessions.

The original design called for the establishment of an institutional CLIP that
would focus on adjusting the program review process. Instead, the changes in the
program review process occurred through a more informal process based on the
leadership of a few CLIP members who transferred their learning into another
role they had within the college—being a part of the Institutional Effectiveness

Committee which leads the program review process.

The original design called for a Strategy Team that would look at identifying
organizational policies and structures throughout the college that might need to be
changed to support ongoing assessment and evaluation capacity building among
faculty throughout the college. Instead, a coordinating committee oversaw the
operation of the CLIPs and championed them within the college. It became
apparent that a separate major initiative among policy and administrative leaders
would be needed to actually bring about changes in organizational policies and

structures.

One over-riding factor influenced each of the above differences—the extensive

changes in top and mid-level administrative leadership and turf and personality issues

between certain faculty and administrators regarding student assessment practices.

AFE NQ
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Although the details are different, many colleges and other organizations face issues
related to leadership instability and personnel conflicts. The CLIPs provide a mechanism
to move forward on the policy issues and conduct high-quality professional development
within this unstable and conflicted environment. Ultimately, at Bakersfield College, each
of these challenges proved to be a valuable learning experience because each provided a
different insight into the CLIP process and its link to its context. Logic model figures in
Appendix D provide further details about the differences between the starting design for
the CLIPs and the one that actually emerged.

Benefits at Bakersfield College

As more and more CLIPs operate across the Bakersfield College campus—driven
largely by the interest and enthusiasm of CLIP members—the process is changing the

culture toward one of inquiry- and evidence-based decision-making.

The research conducted during the development process showed that the CLIPs
produced measurable benefits to Bakersfield College and to the CLIP team members in

three ways:

+ efficiencies in time and money;
* learning benefits for CLIP members; and

 organizational benefits.

Efficiencies in Time and Money
Through three years of documenting changes resulting from CLIPs, we found that:

+ tasks that faculty had not been able to complete are now being accomplished. For
example, the math department reported that they had been working for several
years to reach agreement on the core learning student outcomes in elementary and
intermediate algebra. Through the CLIP process, they accomplished this task in

one year for each of the levels of algebra.
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* the cost of having a team gather and analyze data about an instructional issue is

viewed by the college as a worthy investment. By summer 2008 (four school
years), twenty-four studies were completed about important issues related to
teaching and learning. Bakersfield is currently providing $2500 per team for their
stipends and other expenses. Costs for the multi-CLIP meetings, printing
expenses, and other such costs are about $1200 per year. The major benefit that
the college sees is that the results of the studies done internally are being used by
CLIP members to make changes in instructional practices and services to students

as well as building a culture of inquiry across campus.

money spent on conference attendance and workshops for CLIP team members
is more effective because attendees now have a purpose in mind and can bring
what they learned back to an intact group that can efficiently use the information

to bring about change.

One CLIP member summed up the experience of many by saying,

“Through our CLIP group, we were able to design an important project,
stay motivated and on task, divide the work load among several people,
share ideas and insights, and enjoy working together in a positive

environment.”

Learning Benefits for CLIP Members

The research team found that participation affected CLIP team members primarily in

the following ways:

AFE NQ

Team members enhanced the quality of their collegial relationships and
relationships with students including improving their communication practices
with students and colleagues across disciplines and departments. For example,

one CLIP member said:

“Strong and healthy relationships improve student learning,

communication with students, and overall feelings of success.”
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Team members increased their knowledge and skills related to inquiry
practices and evidence-based decision making regarding student learning and

success. According to a CLIP member,

"The CLIP process has helped us determine the heart of an issue so that
we are investigating and seeking information that will truly help solve a

problem."

Team members diversified their strategies to influence student learning as a
result of what they learned through their particular inquiry. For example, the
STEM CLIP members began providing information to their students about the
positive relationship between participation in study groups and grades. They also
are helping interested students form study groups and have taken action to get

more locations on campus where study groups could comfortably meet.

The process has made CLIP members more receptive to new and diverse ideas.

For example, one CLIP member said,

“At the beginning I was really determined almost not to change and
thought I'm doing it the best way I can. This is really the only way that
will do the job. [As a result of being in the CLIP], I realized that change is
not always difficult and that improvements can result when you make a

change. For me it worked perfectly.

Organizational Benefits

The college as a whole is also benefiting from the CLIP process. InSites’ research

showed that:

* Results from several inquiries are being used well beyond the departments and

AFE NQ

classes of those who were in the program. For example, the rubric (scoring guide)
for assessing oral presentations in any subject area is now being used in

departments across campus, not just in the oral communication department.
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* The result of one CLIP inquiry is the development of a new college program
(mass communications) that is expected to generate additional revenue for the

college and build greater connections to the community.

+ The institutional effectiveness committee at Bakersfield College is building

practices generated through the CLIPs into the program review process.

* the experience is helping some faculty see that they could undertake the type of
research that is necessary for a Ph.D. It is helping them consider further

education which enhances the quality of the workforce.

* The positive experiences of being part of a CLIP is encouraging some CLIP

members to become more active in college leadership.

» The data-based studies/inquiries conducted by the CLIPs is shifting the culture

of the college toward greater inquiry- and evidence-based decision-making.

* The online modules are providing a link to other colleges who are interested in
the work and building the visibility of Bakersfield College in the community
college world. Over 2800 people have visited the modules online and over 225

people have downloaded the modules to their own site to date.

Linking Theory to Practice

“There is nothing more practical than a good theory.” — Kurt Lewin

The development of the CLIP process drew on multiple theories. In this section, we

look at the link of theory to practice in regard to three questions:
1. Why do CLIPs work for participants?
2. Why does the CLIP structure and process work in and for the college?

3. Why is a CLIP-like structure essential for sustaining ongoing renewal of teaching

and learning within a community college?
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Why Do CLIPs Work for Participants?

When developing the CLIP structure and processes, we looked at research and

theories including learning theory; brain research; communities of practice; inquiry;

strategic planning; systems change; and large- and small-group processes. (See Reference

list for some of the key documents we used.) Prior to developing the CLIP process, we

had used these theories and their supporting research in a variety of settings. It was

differences between these theories and what was actually being implemented in colleges

related to student learning outcomes and assessment that led us to posit and then test

various features of the CLIPs. The testing was done in an action research fashion with

continual adjustments based on the extensive data we gathered from participants and

leaders combined with what we were learning about theories and other research. This

combination led to the features of the CLIPs. Through this process the following features

emerged as more important than we had originally expected:

AFE NQ

the freedom of CLIP members—within certain parameters—to select their
partners and topics, set their own schedules, determine their own budget, and
engage in the inquiry process. This freedom was designed to ensure that the work
was internally motivated and that the results would be useful and important to
those involved. (See references about how people learn, brain research, group

processes, appreciative inquiry, and communities of practice.)

focus on the work of the CLIP members rather than on collection of information
to shape someone else’s work. Although the results of the CLIPs informed the
work of many others, the inquiries were focused on the members’ own work and

what mattered to them.
the simultaneous focus on collaboration and inquiry.

the flexible link to the overall college goals and priorities related to student
learning outcomes, assessment, and student success and other strategic initiatives

such as a focus on the experiences of first year students.

the use of guiding principles rather than specific steps and procedures.
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Each of these features was congruent with bodies of research that built on a more
organic and nonlinear theory of systems (i.e., one that recognizes the complexity of the
education enterprise). We realize that there are groups—especially external
groups—arguing for increasingly prescriptive approaches to teaching, learning, and
assessment. We concluded that approaches that call for an alignment of outcomes,
teaching and assessment have a far better chance of contributing to student success if they
are complemented by the CLIP structures and processes that draw on the internal

motivation, commitment, and values of the participants.

For example, we originally expected to bring in a number of outside consultants to
provide workshops on topics related to student learning outcomes, student assessment,
curriculum and instruction design, and evaluation of programs. Instead we learned that a
project-based learning mode—where each CLIP’s inquiry drove what they needed to

learn—was in keeping with the complexity of the college environment.

Most of the development of these skills and knowledge occurred through just-in-time
assistance to the CLIPs when they were in need of the skills/knowledge. The
knowledge/skills were provided through the CLIP Guide, written materials, websites, and
other CLIP members who had the expertise. Over time, the college offered workshops in
some of these areas but given scheduling issues and the emerging connections among
CLIP participants, the other means were especially important. The CLIP collegial
relationships encouraged the informal flow of knowledge/skills. (Some people did pursue
more in-depth knowledge on the topics, for example, those working on a doctoral degree
or those needing greater knowledge/understanding to fulfill responsibilities on an

institutional committee.

The experience showed the importance of using theories that attend to the context
and recognize the features of these dynamics that were important to address. (See

discussion below on organized, unorganized, and self-organizing dynamics.)
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Why Do CLIPs Work for the College?

While gathering data to determine if the design was working for participants, we
were also studying if and how the design was working for the college as an institution.
We were working with a wealth of research on systems change theory and practice and
building on extensive research and experience with this topic. Yet it wasn’t until mid-way
through the three-year study that we found what proved to be the most helpful theory
base to explain why the CLIP design works for both the participants and the college. At
that time, we learned about complex adaptive systems theory. This theory complemented

the more limited theories of systems change that we had been using.

Additional College Level Features
Before looking at the theory, here is more information about what happened at the
college level including information on some features we had in the preliminary design for

the process when we started the action research.

Link to Student Learning Outcomes and Assessment

The CLIP process was developed to complement planned approaches to change that
involve establishing goals/outcomes and strategic plans. An approach that is becoming
increasingly common in community colleges is to establish student learning outcomes at
the course, program, and institutional levels and assess student learning based on the
established outcomes. Other planned approaches involve review of institution-level data
to look for differences between measures of student success and what is desired. These
analyses usually look at the student body as a whole as well as subgroups within the
population, for example, by gender and ethnicity. Gaps are identified and searches are
done to find research about instructional and student services practices that may help to

address the gaps.

Generally speaking, these approaches assume that one establishes a goal and then
develops a specific strategy to achieve that goal. There is an assumption of a predictable

relationship between use of the instructional and/or service approach and specific
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outcomes. The assumption is that if the expected results were not achieved, the approach

was not implemented properly and, therefore, greater adherence to the method is needed.

Another common approach is to develop institutional-level student learning
outcomes and then ask faculty to ensure that they teach to these outcomes. Frequently,
there is little guidance, resources, or support for faculty to determine how to adjust their
instruction, courses, and programs to address the outcomes. Typically, the faculty lacks a
culture of collaboration for making changes. Also, structures such as class schedules do

not give faculty time for working collaboratively.

The CLIP structure was set up to generate a flexible process that would encourage
creative ideas and explorations as well as collegial support. The overall CLIP structure
and the inquiry process is a weaving of a flexible, creative approach along side a more

planned, controlled structure or process.

Institutional CLIP

In the original design, we planned to form an Institutional CLIP that would develop
an understanding of how systems change occurs. This Institutional CLIP would have
studied the alignment of program review practices with the new processes that were
being developed. This approach did not work for several reasons. Firstly, some of the
people who were key to establishing such a CLIP did not have a broad enough basic
understanding of alternative systems concepts to build support for this focus. Secondly,
there were internal politics, turf issues, and personality issues that affected the ability of
people to come together around this topic. Thirdly, the turnover in administrators
compounded this lack of focus. Fourthly, after about a year and a half, a faculty member
who was key in the initial establishment of the CLIPs at the college became the co-chair
of the Institutional Effectiveness Committee. In this role, she was able to informally bring

in changes with sensitivity to the complex politics of the situation.

In the end, many of the changes that we expected in the program review practices
and policies did happen. Thus, the immediate need was addressed. The college, however,
did not develop a broad institutional understanding about key systems concepts that could

be transferred to other situations.
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Strategy Team

The intended purpose of the strategy team in the original design was to review
existing policies and practices on a college-wide basis and to look at how they supported
or hindered the establishment of the CLIPs and the actions the CLIPs hoped to take based
on their inquiries. We intended the strategy team to identify changes to be made in these
policies and practices, but not to attempt to bring about the changes. Due to the
administrative changes and turf issues, such a team was not formed. Instead, a
coordinating committee was formed that focused specifically on the work of the CLIPs
and how to ensure that the CLIPs functioned well and were supported. Rather than
looking at the full range of policies and practices and their interconnections, the strategy
became one of focusing on how the practices embodied in the guiding principles could be

spread within the college.

For example, the guiding principle about ensuring a safe and trusting environment
became widely valued at Bakersfield College. When the appreciative inquiry! approach
to planning was pilot tested as a way to move toward addressing institutional policies and
practices, it was eagerly embraced, in part, we think because it fit so well as the
orientation that was needed. The basic concepts of appreciative inquiry were embedded

in the revised program review processes.

With these examples on the table, let’s now turn to issues of systems theory that
underpin the CLIP design and how it played out at Bakersfield College. The systems

theories presented here derive from research in the physical and biological sciences.

Systems Theories

When we started the research and development of CLIPs, we talked about taking a
systems approach (the controlled, planned approach) and then weaving a more flexible
structure around it. We built on systems as hierarchical structures primarily and then
talked about networks, teams, and partnerships as complementary flexible structures. Yet

the conceptual frameworks we were using as the basis for these flexible structures did not

1 Appreciative Inquiry is a planning approach to positive change that builds on the best in people, their
organizations, and the world around them. See reference list in Appendix E for more information.
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seem to have a coherent theory behind them. In comparison, the controlled, planned,
aligned model based on a fairly orderly view of systems had a more comprehensible

foundation.

When we discovered the research on theories about complex adaptive systems that
comes out of the physical and biological sciences, however, the fundamental nature of
these social patterns and structures began to make more sense. The scientifically based
theories about systems also gave us new insights and language to consider non-

hierarchical structures.

Several theoretical pathways form the basis for systems theories—general systems
theory, cybernetic systems, systems dynamics, and complexity science. The core idea of
the systems field is to be holistic. Even if the whole cannot be studied completely, the
idea is to keep the whole in our peripheral vision as we investigate parts and the
relationships among the parts. Additionally, we found that the notions of being holistic
and considering relationships as well as the parts was not sufficient to understand the
dynamics of the CLIP process and its relationship to the formal structures and processes

of the college.

General systems theory, cybernetics, and systems dynamics have a common theme
in that they assume that systems move toward order and stability. Complexity science, on
the other hand, talks about self-organizing that does not necessarily move to stability and
order. It became increasingly clear as we developed the CLIP process that which of the
orientations we assume, consciously or unconsciously, has a major impact on how we
expect to bring about change in complex settings. To explain this, let’s look at these

theories more closely.

General Systems Theory, Cybernetics, and System Dynamics
Let’s look first at the systems theories that build on the notion of order and stability.
These theories emerged from the physical sciences and engineering fields in the early and

mid-20™ century, although they have roots in earlier times.

General systems theory posits that a system, which is made up of organized elements

with certain relationships, tends to move toward order and stability. This is accomplished

AFE NQ rf 1 TDNerntn 1N_17 Anr Nrtnhar 17 2NNR Dana 19



by the system being open to its environment and continually making exchanges with it.
For example, the human body is an open system. Its organs are arranged in a particular
way and they continually interact with their environment (breathing, taking in
nourishment) to remain alive. General systems theory leads to the practice of looking at a
system as a whole, at its parts, and at how the parts relate to one another to maintain the

order and stability of the system.

Cybernetics focuses on the need for, and nature of, feedback within a system. The
system is seen as goal-directed. It is through feedback that adjustments are made to keep
the system in balance within a changing environment much like the thermostat of a
central heating system. In a cybernetic-inspired inquiry, you would assess the feedback
loops and their influence on the system behavior and behavior of the parts. (Such a theory
appears to be the basis for identifying goals/outcomes and assessing progress toward

them.)

Systems dynamics originated as a way to model changes in systems mathematically

using linear and nonlinear relationships. The basic idea behind using cybernetics and
systems dynamics modeling in the social sciences is to use mathematical tools to

determine how to control a system to maintain order and stability.

The application of general systems theory, cybernetics, and systems dynamics to
organizations was popularized by Peter Senge (Senge, 1990). He shows how system
dynamics can be depicted as archetypal behavior patterns (rather than using mathematical
formulas) and how such information can be used to find leverage points to control the

system to achieve order and stability.

These theories were quite congruent with the approach of identifying goals/outcomes
and assessing progress toward them. They also were congruent with using hierarchical
organizational structures to create order and stability. We will refer to these as organized
system dynamics. However, they were not sufficient to explain the CLIP process.

Another area of theory—complex adaptive systems—was the key.
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Complex Adaptive Systems

Within the broad field of complexity science, theories about complex adaptive

systems (CAS) introduce an important and fundamentally different notion than the

orientation toward order and stability. It challenges the notion of control.

Here is the core idea: In complex adaptive systems, many semi-independent and
diverse agents, who are free to act in unpredictable ways, continually interact with each
other. They are adapting to each other and the environment as a whole. They can create
influential system-wide patterns. They are not moving toward stability and are not
controllable as posited by the earlier theories discussed above. This system is referred to
as self-organizing. It is far from the equilibrium of either an organized state or the
disintegration of an unorganized state. It is continually in a state of disequilibrium or

intermittent equilibrium.

The application of CAS theories to human systems is still in its early stages and
researchers, practitioners, and theorists are taking a variety of orientations to the work.
They range from computer simulation modeling to observations of human systems with a
CAS perspective in mind. A human self-organizing state is characterized by the
coexistence of interdependence, independence, and feedback. Contentions, cooperation,
and competition operate simultaneously. These system dynamics are shaped by guiding
principles about behaviors (sometimes referred to as simple rules) that also take into
account human consciousness and choices. Due to the continual adaptation of agents to
one another, these self-organizing systems also have the potential to unexpectedly move

to a radically new order that emerges without preplanning.

In self-organizing situations, we are not necessarily seeking to resolve/control
tensions, but to make meaning of them and inform intentional actions regarding them.
Rather than seeking to control the patterns and bring about stability as is done when using
the cybernetic and system dynamics theories, one is seeking to influence the patterns in a
participatory way. The use of guiding principles is particularly useful here. The agents in
the system—be they leaders, members, or beneficiaries—take a significantly different

stance under the two types of theories.
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A Visual Representation

We find it useful to use a diagram to depict the different system dynamics. Figure 12
depicts the three different types of system dynamics that operate in complex systems such
as education. It builds on the work of Brenda Zimmerman and colleagues (2001), Ralph
Stacey (1996), and the work of Glenda Eoyang and her colleagues at the Human Systems

Dynamics Institute (www.hsdinstitute.org).

The figure uses two factors—agreement and certainty—to give us a visual display of
the relationship among the organized, self-organizing, and disorganized human system
dynamics. “Agreement” refers to the degree of agreement among, for example, those in a
group, team, organization, or community about the fundamental values on which the
system is built and/or the activities in which it engages. “Certainty” refers to how
predictably cause-and-effect relationships among actions, conditions, and consequences

of actions can be identified.

Figure 1 shows how the degree of agreement and certainty relates to the three
different dynamics within complex human systems. Certainty and agreement are factors
that managers can consider about their situation to help them decide how to strategically
work with the consequent human system dynamics as they contemplate their

management strategy.

At one end of the spectrum, where the levels of certainty and agreement are high, we
find stable, organized, predictable systems that can be modeled fairly well (e.g., a
manufacturing process or accounting system). An organized dynamic also is the
assumption underlying hierarchical structures within organizations. The structures are
designed to bring stability, order, and a degree of control into the organization. For
example, the notion of aligning course, program, and institutional learning outcomes and

assessments builds on the use of an orderly, stable or stabilizing structure and process.

2 InFigure 1, the three dynamics are presented as distinct aspects of a system in a larger environment. It
is important to recognize, however, that in a complex human system or collection of systems, the
dynamics are highly intertwined, their boundaries are fuzzy, and the system is permeable and open to
its environment.
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At the other end of the spectrum in Figure 1, where systems exhibit both low
certainty and low agreement, we find a random, unorganized situation. These are
situations where we can’t see any patterns, or where the elements of a broader system
have not yet self-organized or been organized by someone or something. This dynamic is

congruent with the notion of academic freedom and laissez faire approaches to

management.
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Figure 1. Three Dynamics of a Social System and its Context

Between these two ends of the spectrum (moderate certainty and agreement) is the
special dynamic of a self-organizing system. When a system is self-organizing, small
differences in factors sometimes create large consequences and, at other times, do not.
This inhibits our ability to make accurate predictions; the possible variations are too

complex and vast to be predicted. This is the type of dynamic that operates alongside and
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intertwined with the organized and unorganized dynamics within an organization. Here is
where we have the dynamic we talked about earlier that is characteristic of complex
adaptive systems. Often unbeknownst to the “semi-independent and diverse agents”, they
are creating influential dynamical® system-wide patterns. This self-organizing dynamic
represents the way interactions happen between faculty as they are rethinking their work
and throughout the teaching and learning process as faculty and students interact. It is this
type of dynamic that the CLIPs are designed to capitalize on by providing some simple
structures, processes, and guiding principles of action that support and encourage

faculty’s natural desires to promote student learning and success.

Application to CLIP Process

With this theoretical backdrop, let’s now look at how these three different system
dynamics are reflected in the CLIP process and its relationship to the other dynamics of
the college. Notice that the CLIP process is not solely reliant on the self-organizing
dynamic. First, it links to the organization’s focus on specifying student learning
outcomes and their measurement. Secondly, the inquiry process provides

structure—design the inquiry, gather data, make meaning and shape practice.*

Because the nature of the self-organizing dynamic is often not recognized or
nurtured, it is assumed that we either have organized or unorganized systems. Leaders
feel they need to organize/control the organization or jump to the other extreme of
stepping away from attempting to shape the organization (e.g., in colleges, when issues of

academic freedom are raised, administrators often feel they must step back).

Failing to distinguish the self-organizing dynamics from the organized or
unorganized dynamics can easily undermine how major changes are undertaken within a
community college. The current emphasis on establishing and assessing institution-wide
student learning outcomes serves as an example. For simplicity sake, let’s break the

process into three parts—(1) establishing the student learning outcomes; (2) mapping

3 Dynamic means something is continually moving. Dynamical means something is continually changing
its motion.

4 This process is essentially the scientific process. It also is congruent with research about how the brain
works. (See Rule 12 in Brain Rules by J. Medina.)
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courses and programs to the outcomes; and (3) establishing ways of assessing the

outcomes.

Each of these processes provides the opportunity for different blends of the use of
organized, unorganized, and self-organizing dynamics. The self-organizing dynamic is
one of the key dynamics to use at each of the stages. Yet, we often see rather erratic
movement back and forth between processes congruent with the organized and the
unorganized dynamics while limited attention is paid to processes that intentionally
leverage the self-organizing dynamics. For example, the college may establish the student
learning outcomes using processes designed to reach agreement on a few predictable
student learning outcomes and assessments, but give faculty complete freedom in the
curriculum as long as it can be rationally argued that it links to the shared outcomes with
little supporting structures that encourage collaborative self-organizing. The breadth of
the outcomes and the flexibility of the assessment practices strongly influence how well

these strategies work.

By consciously leveraging processes that are designed around self-organizing
dynamics, the college can produce work that is likely to be more successful and
sustainable. The CLIP process was designed to work alongside institution-wide student
learning outcomes and assessments or other strategic initiatives with specified outcomes.
The CLIP process builds on the self-organizing dynamic to give the faculty the
opportunity to work collaboratively. As we said earlier, self-organizing dynamics involve
many semi-independent and diverse agents who are free to act in unpredictable ways and
are continually interacting with each other as they adapt to each other and the

environment as a whole.

In the CLIPs, faculty along with the students and others who are engaged in data
collection have the choice of what questions to investigate and how to do so. Each CLIP
is interacting intensively around designing their inquiry, gathering data, and making
meaning from it to apply to their practice. The CLIPs are designed to encourage the self-
organizing in a general direction that is congruent with the basic values of the participants

and focused on the overall direction.
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This method allows considerable room for defining the process of moving in the
desired direction while allowing for emergent new and creative results rather than
specifying outcomes in detail. For example, a CLIP identifies a focus for an inquiry that
relates to student learning and success, while the inquiry process itself is designed to
reveal new understandings rather than being designed to support a predetermined

perspective.

To support a self-organizing dynamic, it is important to determine guiding principles
that are congruent with the basic values of those involved and focused on the overall
direction. The CLIPs at Bakersfield College had eight guiding principles; the essence of

the principles is captured in four:

* Ask questions that matter.

®  Foster a safe, hospitable

environment for inquiry.

Ressarch on complex adaplive systems indicates that, in complex » Create authentic, open-minded
situations. many diverse agents &ne acting in unpredictable weye and
contneally interact with one anather. They are adapting 1o each dlalogue that reflects diverse

other and the environment as & whaole. ':;Lllljll'lg ENNCEZEs are 8 .
perspectives.
means of shaping those interactions o encourage emeargent

e el sbecarhe sl + Generate renewing, inquiry-based
Tha GLIP guidng principles &re designed o promola caring, creative,

and enargizing keas and actions that nanafil the common pood. practlce,

The CLIP guiding principles are

Ask questions about your Foster a safe,
own work that matter haospitable anvironmant designed to promote caring creative
to you. for inquiry. ? ’
and energizing ideas and actions that
uestions Environment
9 benefit the common good. (More
details about the principles are in the
second online module.)
Dialogue Practice
Create authentic, Genarate
opan-minded renewing, inguiry-basead
dialogua that reflacts practica.

diverse perspectives.
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Why Are CLIP-Like Structures and
Processes Essential for Sustaining
Organizational Renewal?

Although the self-organizing dynamic is the dominant dynamic of the CLIP process,

the design has aspects of the organized and unorganized dynamics. We found that the

situation at Bakersfield College was dominated more by self-organizing and unorganized

dynamics than the organizing dynamics we had initially assumed. By recognizing the

different dynamics, we were able to adjust our approach to leverage the appropriate

dynamic in the situation.

Individual CLIPs have a simple struciure
designed to support creatvily, internal
molivetion, and inguiry.

Individual CLIPs

CLIP Guide &
Support Team

Larger Organization
The CLIPs collectivaly work within a
supporting structure of the larger
organization led by a CLIP Guide and
Suppart Team. The CLIF wark links to the
larger organizelion's siralegic plan/goals and
its forma! argenized structure.

Guiding principles and formal policies work in tandem lo
enliven the whole organization.
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Similarly, although goal-focused
strategic plans and processes such as
establishing institutional student
learning outcomes and assessments are
based primarily on the organized
dynamic, they benefit from using
elements of the self-organizing and

unorganized dynamics as well.

The overall key is to be conscious
of these three different dynamics;
understand their defining
characteristics; develop a way to attend
to the patterns over time and across
locations (e.g., variations across
departments, connections to the
community); and consider how to
intentionally use structures and
processes that leverage each for the

benefit of the organization’s purpose.

Recall that earlier we said that one
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feature of complex adaptive systems is that new structures are likely to emerge from them

without preplanning. This emergence may happen of its own accord but it is also likely to

happen when people within the system develop an understanding of patterns within the

self-organizing dynamic and recognize ways of influencing those patterns. Those patterns

can be influenced particularly by changes in guiding principles, new connections between

self-organizing dynamics and organized dynamics, establishment of attractor patterns,’

and understanding how slight variations in initial conditions can lead to quite different

results.

Sociel and crganizational changs is comptex. The flexicla CLIP
DFOCESS Works in tanaem with formal structures and polices. Esch
supports the ather. The CLIP process izans toward encoursging
emergent creslive ideas end praciices while formal orgenzatanal
structures tend io suppart predetermined cutcomes and gosls. The
DrOCESSES Meke complernentary coninibutions to the overall purpose
of an orgamzelion o iniiative. Stratege pdans for change are
snnance by the comomation of the two ways of influencing complex
syslams.

Emerging, Planned,
Unpredictable Predictable

Results Results

The CLIR process is built on an integretion of reseanch on comgplex
goaptiva systems. inguiry processes. leaming theary, communites
of practice, enpreciglive inguiry, and changs procasses.

It is from the self-organizing
dynamic that creative new ideas are
likely to emerge that can be leveraged
for systemic change. Thus, it is very
important to support this dynamic as
well as understand the patterns that are
forming and shifting over time and
across various locations within the
college. By understanding the patterns,
leaders and others within the system
can both see opportunities for
encouraging new ideas and for
understanding them when the time is

right to encourage new directions.

It takes time to develop a way to
gather information to track patterns and
understand how system dynamics are
best influenced and under what
conditions each is appropriate and

effective. An ongoing strategy for

5 An attractor can be thought of as a circumscribed or constrained range in a system that seemingly
underlines and attracts how a system functions under particular conditions.
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renewal and success is called for. This strategy would combine (a) structures such as the
establishment of student learning outcomes and assessments with curriculum mapping to
support the outcomes; (b) sustained leadership and support from top administrators and
faculty leaders; and (c) a CLIP-type of structures and processes to make the myriad

adjustments in teaching and learning processes needed to be coherent with the outcomes.
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Appendix A:

Research Focus and Example Findings

The research began with a hypothesized CLIP design which we based on our thinking at
the time we wrote the proposal for funding about how to integrate research on learning
theories; systems change; communities of practice; inquiry/evaluation processes; and
student learning outcomes and assessment.

Initially, we designed the work using a logic model. (See logic model in Appendix D.
Although we realized the CLIP process would be more dynamic than shown in the logic
model, our initial design was heavily based on a concept of planned change.

Here are the features of the work that we originally expected to focus on and where we
hoped to see changes when using our original design:

a.

Quality of Project Core Work: Do the evaluation capacity building activities for
the faculty CLIP improve (a) faculty knowledge and application regarding
student, course, and program assessment; (b) instructional methods; and (c)
student outcomes? If so, what is the nature of the essential evaluation capacity
building activities?

. Program Review Process as Key Sustainability Component: Do the evaluation

capacity building activities for the Institutional CLIP improve the program review
process and improved teaching and learning within the programs of the faculty
involved in the CLIPs and possibly other programs?

. Evaluation Capacity Building (ECB) Professional Development Modules: Do

the modules incorporate the best of the evaluation capacity building skills,
knowledge, and attitudes used with the CLIPs in a way that successfully assists
other faculty and administrators to build their evaluation capacity?

. Other Sustainability Factors: What other policies, practices, and conditions are

critical to supporting the faculty’s development of assessment and evaluation
knowledge, skills, and applications? What are the key features of these support
structures?

Evaluation Capacity Building Model: Overall, what are the essential elements,
activities, and processes of the evaluation capacity building CLIP model and how
do they work together synergistically to deepen and sustain the evaluation
capacity of a community college beyond the three years of the project?

Here are examples of responses of CLIP members to interview questions and
questionnaires used throughout the development of the CLIP process.
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» "I’ve learned that it is okay to disagree and that meetings are more productive
when there are relationships and a common goal in place."

+ "Rather than viewing my courses as a grocery list of chapters and tasks, I now
look more for an overall focus and ways to interrelate each activity to student
outcomes and understanding, continually reviewing and assessing student/class
progress."

* It surprised me how much some students want to succeed in college. When many
of our students do poorly, it is not always for the reason we thought."

+ "I value the fact that we are doing something REAL, that will have definite
outcomes, and that we will learn from."

» "CLIP participants seem so much more relaxed and ready to contribute ideas
because everyone knows that each member wants to participate and be involved."

+ "It surprised me how something complicated, like measuring student outcomes,
can be brainstormed, measured, and analyzed in a relatively short period of time
with so many faculty working together in the process."

Comment from a student in the class of a CLIP member:

* "I’m impressed that the faculty are doing this research. When we filled out the
questionnaire in class it made us think more about studying and study groups."
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Appendix B: CLIP Newsletter Showing
Evidence of Results

Here are three pages selected from the 2005-06 CLIP newsletter prepared at the end of
the year. The newsletter was distributed to all faculty at the opening day events in the fall

Fall 2006

of the subsequent school year.
COMMUNITIES OF LI

LEARNING, INQUIRY, AND PRACTICE

Bakersfield College

WHAT ARe CLIPs?

Communities af Learning, Inguiry, and Practice (CLIFs) are informal and dynamic action research groups (langely
faeulty ) who teckle questions about teaching and learning that participants want o investigate. CLIP members make
inguiries into thelr chosen guestions through o five-step “evaluative inguiry” process: (1) position the inquiry; (2] plan
the inguidry; (3) collect data; (4) analyze and synthesize date; and (5) communicateiuze the findings from the inguiry,
CLIF members build their skilly and knowledge in conducting such inguiries while learning to work together to

address sensitive issues and fry out eew approaches to teaching and learning, Faculty are the primary constituents of
CLIFs, but administrators, staf] students, and conmusity members also participate,

The work of the six CLIPs in operation during the 2005-06 school year is reported here. Quotes are from CLIP
members,

Assessing Students’ Oral

Communication Skills

Commumnication CLIF Members:

Helen Acosts, Michele Bresso, A Todd Jones, Michael
Korcok, Mark Stzller {fcilitator)

Each CLIP prepares a final description of their work
directed towand a particular sudience The
Commsinieation CLIF wrote their summary to thetr
Bakersfield Collage colleagues. Here are excerpts from
rohat they wnte:

In the 20053-06 academic vear, five members of
the Bakerstield College Communication depart-
ment participated in & CLIE We would like w
share our experience as a CLIP with the entire
Bakersfield College campus community because
wa feel that other staff and faculty may benefit
from the work products of a CLIP group, or even
through participating in & CLIF themsehes.

Spering 2008 cross-CLIF meeting

1 wanted fo work with my colleagues fo accompiish a big
task that had been on the back burner for a while. The
funding aflowed us fo make the task a top priorty "

resourees o carry out some crocial research, we
jumped at the chance to participate.  Although we

(ur department initially got imvolved in the CLIP were a bit apprehensive shout hammering out

program becanse we were stalled in our develop-
ment and assessment of department-level student-
learning outcomes. When we realized that
imvolvement in the CLIP grant project would pro-
vide us time to work ogether and financial

o

sensitive details concerning student-learning out-
comes in & small-gronp setting, we were quickly
aold on the benefits of a non-threatening, collabo-
rative, small- group envimnment when the CLIP
sessions got underway.

emmunities af Learning, Inquiry, and Practice
Bakarstlald Collaga * August 2006
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Although we gained & lot of knowledge about the
assessment of oral communication skills through
our CLIF work, we also gained important knowl-
edge about collaborating in a work group.
Through cur CLIP group, we were able to design
an important project, stay motivated and on task,
divide the work load among several people, share
ideas and insights, and enjoy working together in &
positive environment. We highly recommend your
participation in & “community of learning” if the
opportunity arises!

Improving Students’ Success
Rates through Letter Writing

and Conferencing

Developmental Writing CLIF Members:

Brenda Freaney, Hillary Neumedster, Paula Parks
[farilitater)

“Our project gave students the opportunity to
reach out on & personal level t us as instructors
and feel that they were real people to us, not just a
nams: on & roll sheet,” said one CLIF member in
describing the Developmental Writing CLIE

This CLIF studied the progress of students who
had passed Academic Development (ACDV] 68
and were enrolled in English 60, Az one CLIFP
member described it, *[In the past]. it was
assumed that these students would do well in
English &0 [essay writing] because of their sue-
cessful background in ACDV 68 |parsgraph writ-
ing|. This, surprisingly, was not the case. Our gal
was o find out why and to see if we could come
up with strategies w help these at-risk students”

The CLIP decided to see if students in English 60
would perform better if they received personal
attention from their composition instructor. The
CLIFs study required students in eleven English
Gl classes to submit letters w their instructor on
assigned topics and to participate in conferences
with the instructor. The topics were about issues
of importance o the students.

Members of the Developmental Writing CLIP a1 January meeting

After implementing the letter writing and confer-
encing, they compared retention rates and pass
rates in these classes with those in the other
English &0 day classes. They found that former
ACDV students in the classes that required letter
writing and conferencing had high retention rates
and erual pass rates compared with other English
Gl classes. Alen, according to a CLIP member, "It
was clear that the majority of students wanted,
benefited, and even enjoved more frequent per-
soral attention and interaction with their instroe-
tor.”

This CLIP s preparing an article hased on their
warlk for submission to a joumnal in their field.
They are working with Lisa Fitzgerald in the
Bakersfield College Institutional Besearch office
o analyze data from the Spring semester to see if
the findings from the Fall are replicated.
Knowing that these data are preliminary, a CLIP
member said, 1 am eager to continue our project
over several vears so we will have enough data
make a comparison to past semesters.”

t had an ides! CLIPI | think owr CLIP benafited from being
in two diferent but relfated departments and we had a
"swing” maember who knew how both amas functioned,”

Commurities of Learning, Inguiry, and Praclice 3
Bakersfiald College = August 2006
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Please contact the Math Department about the
agreed-on content of the Developmental
Mathematics courses, Knowing the core topics for
a course can be helpful i it is a prevequisite for a
courss vou teach.

Facilitating Peer Study
Groups to Improve Student

Performance in Science,
Technology, Engineering, and
Math (STEM) Courses

STEM CLIP Members:

Wayne Cooper, Consuelo Gonzalex (faeilitator], David
Cuerrem, Bebeeea Head, Liz Rozell, Joe Saldivar,
Fatrick Serpa

I suppose, unknown to me, 1 have been doing
evaluative inquiry most of my educational life,”
said one participant. "1 continually evaluate what 1
am doing and try to improve whatever method{s)
at hand. Being involved with the CLIP has provid-
ed an opportunity to work with others of similar
interests.”

The seven participants in this CLIP included five
faculty, a staff mem-

One year was an insufficient fime frame to
make & definite conclusion.”

their focus from MESA students in Science,
Technolpgy, Engineering, and Mathematics
(STEM] to all students in STEM courses.

Ome member of the STEM CLIP had participated
in the previous vears Physics CLIE which consid-
ered whether participation in the discussion ses-
sions held by instructors corvelated with test
seones and homework completion rates. After col-
lecting and analyzing the data, the members of
that CLIF learned that some students who wene
coming o the discuston sessions took the infor-
mation from the session to their friends in infor-
mal study groups. In this way, the discussion ses-
sinns were actually having more of an impact than
the feculty had expected.

The STEM CLIF decided to investigate how
effective study groups might be enconraged

AMONET TNoTe students.

To determine how prevalent peer study proups are
among students, the CLIP administered a survey
to students in STEM and non-STEM classes at
the end of the Fall semester. Among ather ques-

ber, and a student.

They came together

to better under-

Relationship of Grades to Student Participation
in Study Groups

stand the peer study Spring 2006 Bl Study Group
needs of MESA 0 Mo Study Group
| Mathematics, 16
Engineering, and 4
Science
Achievemnent) stu- e
dents, to provide an §' 0
environment weup- | S ° g
part these needs, g 5
and determine ways | Lo
o disseminate infor- 4
mation about study 2 . -
groups o MESA o . i : ; !
students. As the A 8 c o E
CLIP work evolved, Mid-Term Grades in a Sample of STEM Classes
they broadened
E Communitias of Learning, Inguiry, ard Practics
Bakerstiaid Gollega = August 2006
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Appendix C: Examples of Features
of Online Modules

The right margin of each web page is designed with an “icon alley.” Three different
icons are used to denote different types of information that appear as pop-ups—quotes
Jrom CLIP members, more examples of the topic on the page, extra information from
research and other sources, and more information on the case study (the STEM CLIP
about study groups) that is used throughout the modules.

sinie GLIPY

Learning, Inguiry, and Practice

What are the Benefits to CLIP Members?

The benefits to CLIP members are many. Participating in a CLIP provides opportunity for callegial wark
L and expands members' thinking about teaching and learning issues. Being in a CLIP also provides an
1* What are CLIPs? opportunity to conduct research/inguiry about teaching and learning.

Welcome
What is a CLIP?

Purpose of a CLIP?
Benefits to CLIP Members?

Benefits to the College?

How Do CLIPs Work?

What is Yearly CLIP Schedule?
Phases of CLIP Inquiry? |
Principles Guiding CLIPs?

How Do You Get Involved? Because CLIPs build members' skills and knowledge in how to conduct inquiries, they allow Q
members to analyze and reflect on beliefs, strategies, and the consequences of their actions in

Summing Up/Moving Ahead a safe, trusting environment. CLIPs elicit the strengths of those invalved, as well as provide a

Downloads vehicle to engage in collaborative inguiry-based decision-making. ﬂ

i

‘{5"2& ( )

A Support Network
for Educational Change
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Example of Videos Within Modules

The modules contain eleven video segments of 30-120 seconds each. All video segments
are closed-captioned. Here is an example of a page from which a video is accessed.

s CLIPY

Learning, Inguiry, and Practice

Deciding on Your Inquiry Questions — Going Deeper

To gain a better idea of how inguiry guestions are
developed, listen to a member of the STEM (Science,
S Technology, Engineering and Math) CLIP at Bakersfield
3. Destgnmg the College tell how they decided on their inguiry questions.

CLIP Inquiry

This CLIP wanted to find out whether peer study groups

improved student learning. They had a special interest in
the students in the Mathematics, Engineering, Science
Achievement (MESA) project. The process of deciding on
their guestions helped this CLIF discover how best to focus
their inguiry.

While choosing their inquiry questions, they thought about:

® study needs of STEM and MESA students
Deciding on Inquiry Questions ® how to provide an environment to support those
needs

® student achievement with and without study groups IR getting so much data that you just
® how to measure success really couldn't sift it all

Reflect on what made them realize their questions needed
to be different and why they ended up with the specific ones
they chose.

Summing Up/Moving Ahead

Q{SF"“—‘ Press - above to watch video. When done, click arrow to go to next page. { )

A Support Network
for Educational Change
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Examples of Pictures Within Modules

Pictures taken at CLIP meetings and other locations are used throughout the modules.

3. Designing the
CLIP Inquiry
Welcome
Determining Purpose
Discussing Key Questions

Developing a Concept Map

Positioning the Inguiry

Deciding on Inquiry Questions

Data Collection Ideas
Analysis/Communication Ideas
Developing a Plan

Reflecting on Decisions
Summing Up/Moving Ahead

Downloads

Home

Fohes

A Support Network
for Educational Change

csssints CLIP)

Leamning, Inguiry, and Practice

Analysis and Communication Ideas

Mext, generate ideas about:

& methods for making meaning from the data (analysis)
® reciplents of the results of your Inquiry
® how you will communicate results

e
Tl Cous W

= gk e E
i

Module 5 describes the steps of making meaning of the data
and using the results to shape professional practice;
however, think through these ideas at a general level now so
your CLIP has a good idea of where its inquiry is going and
why.

Click on the underlined text to see more ideas about analysis and communication.

<>

11 of 14
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Example of Graphic Figures Within Modules

Graphic designs are used to add an informal and friendly feel to the modules in selected
places.

Communities of CLI Pj

Leaming, Inguiry, and Practice

CLIP Guiding Principle 2:
Ask questions that matter

2. Eight Guiding
Principles for CLIPs
Welcome
1. Conduct inquiry
2, Ask questions
3. Create a safe environment
4. Encourage contribution
5. Build relationships
6. Create dialogue

. ! \ ) -~ 1
= -
7. Engage in reflection :
B. Generate practice

el e Ask questions about issues related to student learning and success that you,
Downloads students, and others truly care about. Use questions throughout the inquiry
Home that lead to deep levels of understanding about valued and meaningful issues.

[ <>

for Educational Change 4 of 11
F Ihaummy s coupnTIEs € " QIAETIE €
%@1 i owﬁf“‘wj::md 4:/44%
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Gathering Data and Making Meaning from Data

Example of Downloadable Documents

CLIP Inquiry Plan Template

Inguiry Information Data Sources Data Collection | Data Collectors Timing and Plan for

Question Needed to Methods Location of Meaning
Answer Data Collection 2, .
Inguiry Data
Cuestion

Sharing CLIP Discoveries
Who do these Who can take action What will we share? How,/Where will When will we,.
N

discoveries matter to?

on these discoveries?

we. share?

NCQ NQ
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Module

Tips for Analyzing Qualitative Data

’.ﬂ_‘.h&fh ' Analyzing qualitative data involves reading through the interview or focus group
transeripts and other data, developing your codes, coding the data, and drawing
connections between discrete pieces of data.

Reviewing your data

Begin data analysis as soon as possible after you begin data collection. Read the data with an
eye for themes, categories, patterns, and relationships. Write analytic memos [example?]
and/or held analytic meetings with other CLIP members to capture your initial thinking and
tentative ideas about the data. These preliminary reviews may reveal areas that are being
overlooked in the interviews and prompt vou to allow time to address these in future
interviews. The initial themes and categories that vou see in the data also inform the codes that
vou will use for a systematic analvsis of vour data.

Organizing yvour data for analysis

The most common forms of qualitative data that CLIPs collect are transeripts from individuoal
and group interviews (including focus groups) and responses to open ended questions from
questionnaires.

How you organize your data for analysis depends on whether the data are grouped question-
by-gquestion and are woven throughout an interview.

If you cannot easily separate the data question-by-question, vou will need to analyze the whele
interview for common themes, categories, and patterns. See the section below on developing
vour codes, coding vour data, finding themes, patterns, and relationships, and summarizing
vour data.

Instruct the person who is transcribing the tapes to indicate along the left side of the transcript
whaq is speaking, L.e., the respondent or interviewer. This is relatively easy to do for individual
interviews but may be difficult for a focus group. Detailed notes of the focus group that include
the speakers' names or initials will help yvou to correct the transeript as needed. Leave 2 wide
right margin for coding the transcript and adding comments as you analyze the data.

When you have qualitative questionnaire responses as well as responses to very structured
interviews, you can organize responses question-by-gquestion. This makes it easier to analyze
the data. The following is one approach to organizing the data in a word processing progran.

Example - Questionnaire date®

! Although this process can be used for structured interviews, in this example we only refer to questionnaire data
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Example of PowerPoint Slides for Team Discussion

Some downloadable files are in a PowerPoint format to facilitate discussion at CLIP
meetings.

________ _' Reflection Questions
& Concerning Design Decisions

1. Conduct an inquiry that enhances
student learning and success.

+ Does your inquiry focus on and strengthen
what is valuable and meaningful for student
learning and success?

‘Z:Ml.-ﬁ':v.i E _‘{:LEPJ h[a_r:em_- i ISty

§WTAG LR AT AT P, 07 B0 G o 20 oo
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Appendix D: Logic Models

NS.08.rf.CLIPDesptn.10-17.doc October 17, 2008, Page 41



Inputs

Long-Term

Receptive
Community
College

- Administrative
support/commit-
ment

- State pressure

- Faculty
leadership

- Data
processing/analy
-sis services

- Professional
growth center

- Professional
growth
requirements

Evaluation
Capacity Building
Organization

- Has the
knowledge,
skills, and
attitudes to be
built* (see list at
lower right)

ECB Activities Short-Term Outcomes Intermediate Outcomes Outcome/Impact
Support Faculty CLIPs Faculty Faculty use Course/program High-quality
Build knowledge, skills & gainnew =P new student/ [P modifications instruction
attitudes™ (see list at lower right) assess- course/ improve teaching and
through: ment program learning +
- presentations by outside know- assessments
experts lnge/ A Improved Student Success:
- coaching skills - attainment of knowledge,
- conferen.ces A > skills & comPetencies
- networking - course retention/ success
- team work Faculty peer - program persistence/
support for —pp|  completion
continued use/of - successful transition
Support Institutional CLIPs ( P a:i;figgﬁ directly to workforce
Build knowledge, skills, and - seamless/successful

attitudes™ (see list at lower right)

through:

- presentations by outside
experts

- coaching

- conferences

- networking

- team work

Support refinements in institu-

tional data gathering and analysis

v

Improved program review process

transition to baccalaureate
programs and into

\4

Build ECB Professional
Development Modules

M
A 4

—»

Spread of evaluation/
assessment capacity to
other BC faculty

Financial Support

- External (NSF)

- Internal to
community
college

NS.08.rf.CLIPDesptn.10-17.doc

Support Strategy Team

Help team:

- identify modifications to ECB
process

- study policy, infrastructure
changes that may need to be
addressed by college

- scan for broader system
change issues

Organizational policy, structural
changes needed to support ongoing
evaluation capacity identified

workforce

Organizational
policies, structures
support ongoing
student, course,
program assessment
use among faculty
and administrators

- student assessment
- community building

- setting student learning outcomes
- course/program assessment

* Knowledge, Skills, Attitudes Built Among Faculty and Institutional

CLIPs via ECB Organization:

- alternative instructional practices

- system change

- link of programs to institutional
policies, norms, resources, mission,

goals

Figure 2. Original CLIP Evaluation Capacity Building Logic Model

October 17, 2008, Page 42




Supports ¢—— 3 CB Activities ¢ Localized Results ¢—p Systemic/Institution- ¢———p Purpose-Focused

—_ — Wide Results/Patterns Results
—
Community CLIP Guide and Planned and Unplanned
College Coordinating Committee Desired Student Learning

- Administrative Guide and Committee Faculty . Outcomes (Stable & Evolving)
support/commit- position CLIP work to gain Ongoing
ment build on self-organizing inquiry rgnewal of

- Faculty dynamcs/structures and know- Instruc-
leadership link to organized 16(183/ tion to fit Student S .

- External dynamics /structures skills <+y context ) attainnlllenet of klrllf)cv\e;:('ige,
f&c:ﬁ;&;ﬁ:’ment * + skills & competencies
learning Facalty CLIPs Eacul?y Culture of - course retentl.oil/ suc/cess

- Professional CLIP memb in skill dlver.s1fy inquiry - brogram persistence

embers gain skills, th completion
growth knowledge, attitudes (see o among ful iti irectl )
requirements list at lowe; right)* and _> strategies faculty, _» - successful transition directly

- Strategic plans engage in inquiry using ) ﬂto staff,. apd to wolrkf(/)rce ad
focused on cuiding principles: in Lilence adminis- - tseam. :fss stucljess 111
student success . ask questions about own 1stu c?nt trators ransition to gcca aureate

earning programs and into
work that matter to you * workforce (adjusting to
Evaluation > and support system * context)
Capacity Building purpose Faculty Culture of
(ECB) « foster safe, hospitable build S}./ste.ms c
Organization environment for inquiry relation- thlnk.lng,

- Has practical « create authentic, open- ships that policy Organizational
tefhtf}icall and miéldetd Zli.ialogue that encourage r(z?:\ggl policies/practices coherent with
relationa reflects diverse i :
iy sersoped o sablemd evoing |
attitudes related * generate renewing, own work CLIP guiding principles, and
to alssessment,d inquiry-based practice community context (renewing
evaluation, an :
systems* (see list ‘ t f and flexible)
at lower right) v _ T
(at start-up) Institutional Effectiveness e e e e il ,

(Program Review) | * Knowledge, Skills, Attitudes Built Among Faculty CLIPs, CLIP Guide, '

Financial Support Committee i and Supporting Committees: i

- External Committee adjusts policies ! e setting student learning outcomes + system change (planned and self-organizing) !

- Internal to and practices to be i+ curriculum and instructional design * student assessment !
community co.ngr.uent with guiding i inquiry skills in planning, data « relationship building '
college principles an.d desired | collection, making meaning and + connection of CLIP process to organizational

student learning | shaping practice policies, culture, resources, mission, goals, |
- outcomes i purpose and context i

Figure 3. Logic Model Explaining CLIP Application at Bakersfield College
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