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In spring 2020, DU faculty made heroic adaptations for emergency remote teaching. Our group sought ways to strengthen teaching even further, to meet the challenges of teaching in a changed environment.  Our group researched widely, consulted chairs and directors, and refined several proposals. This brief report describes the process that we followed and the outcomes.  The complete records of our work, including meeting notes, drafts, and interim reports, are archived in some 50 documents in Teams.
 
Phase 1: Charge & Policy Development
 
As is by now familiar, the Provost and Chancellor appointed a Fall Logistics Task Force (FLTF) to create a campus plan for teaching in 2020-21. The initial 25 members of that task force first met on May 8 and were given a deadline to produce an initial report by May 27.  The FLTF was divided into five working groups. One of them, ours, was dedicated to Instructor and Teaching Support (ITS): identifying the policies and resources needed to ensure effective teaching in the conditions DU expects for the upcoming year.  We recognized that faculty would need help, including financial support, going forward.

Our group first generated a lengthy list of questions and needs that we should address. With input from Interim Provost Lengsfeld, we selected and prioritized a few of them.  Our work over the next three weeks resulted in our May 27 Report on Instructor and Teaching Support Policies, portions of which were shared across campus in Creating a Community of Care: An Action Plan for DU. 


Phase 2: Creating a Faculty Teaching Support Initiative

Joining us in a meeting in mid-June, Lengsfeld informed us that DU had set aside $3 million to support faculty teaching efforts.  She invited us to create a plan for how best to allocate those funds.  Two needs were intertwined: recognizing that faculty efforts needed support, including financial help, and creating learning conditions for students that reflected DU’s high expectations. Through a series of meetings, we drafted several approaches that did two things. First, we built on already-existing efforts in the Office of Teaching and Learning and in Informational Technology, whose classroom supports were already robust.  Second, we created paths whereby faculty members, whether individually or self-organized in teams, could identify specific needs and apply for funds to meet them.  As we refined our thinking, we surveyed department chairs and directors, whose input helped us arrive at a final proposal.

We sent that final proposal, which had nine separate elements plus administrative help, to Lengsfeld in early July. She approved eight of the elements (setting aside, at least temporarily, a request for support to archive materials from the entire year).  She noted that three of those programs (Individual Innovative Teaching Grants, Team Innovative Teaching Grants, and Teaching Materials/Speakers resources) would most effectively be administered through college deans, who would be closer to specific needs of faculty, obviating a new administrative position. This made sense to us.

In late July, Leslie Cramblet Alvarez, Kate Willink, Theresa Hernandez, and Doug Hesse met with Tammy Schneider and Linda Kosten to clarify the budget for these initiatives, and the package was subsequently approved. At the invitation of Provost Mary Clark, Cramblet Alvarez, Willink, and Hesse met with a designer to develop a communication to the faculty about the new opportunities, as well as a prior communication to Deans about the funding their colleges would receive.  

Please see Appendix A, below, for the final plan our group created.


Phase 3: Modification and Implementation 

Provost Clark consulted with university deans about implementing the initiative, especially the three grant elements that colleges were to administer (items 3, 4, and 5 in Appendix A).  Following those deliberations, Provost Clark decided to allocate college funds as block grants, with their deployment to support teaching in ways determined under the direction of individual deans.  Presumably, these efforts may include some levels of grants to faculty.  Appendix B represents the current initiative.

At the same time the college processes will be implemented, OTL and IT will hire a range of expertise, from instructional designers to classroom assistants to video editors.  Additionally, OTL will identify faculty who can serve as expert consultants and create a means to connect people to that expertise. 

Please see Appendix B, below, for the revised version of the plan.





Appendix A: 7/27/20 Provisionally Approved Plan

Complex Times, Expert Teaching
Teaching Supports for 2020-21
Leslie Alvarez, Leslie Hasche, Theresa Ligouri Hernandez,
Doug Hesse (team lead), Katie Schroeder, Kate Tennis
Contact:  dhesse@du.edu, 309-287-8960


Troubled times demand expert teaching. Confronting not only a pandemic but social, economic, ethical, and personal challenges, DU's students should expect the best possible learning experiences.  DU faculty can expect expert help to create teaching innovations for new environments.

In spring 2020, faculty across campus responded heroically to online teaching. Students rose to new challenges.  Still, even strong emergency teaching doesn’t represent the best that professors can achieve with planning and resources.  

To provide Expert Teaching in Complex Times, the University of Denver has committed $2.1 million dollars over the next year to help a strong teaching faculty create innovative learning environments.  Our students will have exceptional educations.

The eight initiatives below support innovations that will not only be a point of campus pride but also of national distinction.  
 
Note: Items 3, 4, and 5 below will be disseminated through colleges, with apportionments determined perhaps by number of courses taught or by numbers of faculty--or by some other considerations.  While a simple mechanistic formula is easiest, we suggest that at least some consideration be given to where the support will do most good to enhance teaching and thus  benefit DU. 


A.  Eight Paths to Teaching Innovation

The resources below are open to ALL faculty, including benefited professors (tenure line, teaching professor series, etc.) and adjunct professors.

1.  Additional support from the Office of Teaching and Learning ($530,000)
Professors will be able to access increased resources and expertise through OTL. Beginning in August, OTL will
· Hire instructional designers to provide faculty more ample access to expertise as they create and sustain their courses.  
· Sponsor more seminars and workshops, led by faculty from across campus 
· Offer stipends to faculty for participating in OTL programming 


2.  Classroom Assistants for HyFlex and Large Courses ($160,000-$216,000
At least 60 professors per quarter will have a Classroom Assistant to facilitate Hyflex courses or large online sections. The CAs will attend class meetings, monitor online class activities, bring questions/contributions to the instructor's attention, and be available as an extra resource in the event of technology or other issues. 


3.  Individual Innovative Teaching Grants ($250,000-$500,000)
Faculty may apply for stipends to address a specific teaching challenge or opportunity.  This may include adapting in-person strategies for online teaching, designing or redesigning course materials, refining techniques and approaches or so on. Grants will range from $500 to $1500, depending on the scope of the project undertaken. 

This program is intended to compensate individual professors for enhancing course materials or teaching strategies, in a way that directly improves the quality of student learning and experience. Faculty may apply for stipends to addressing a specific teaching challenge or opportunity.  This may include adapting in-person strategies for online teaching or vice versa (revising lectures to improve online delivery; adapting in-person peer response for online; managing student presentations in online environments) , designing or redesigning course materials (videos, instructional materials, directions, assignments, annotation readings rubrics, etc.), refining techniques and approaches (discussion in online environments or in socially distanced classrooms; adapting group projects to online courses), learning new techniques (completing online strategies and techniques workshops; reading instructional advice; participating in series of learning activities through OTL; working with a peer mentor) or so on. The examples are merely suggestive.  

[bookmark: _GoBack]Brief proposals might include:
· Proposer’s name, contact information, department and chair/director
· A short description of the need/opportunity, including the specific course(s) that will be enhanced through this funding
· A plan and timeline
· Amount of funding requested, tied to the scope of the project
· A description of deliverables as part of a final report.  

Half of the budgeted pool will be available in summer and fall, half in winter and spring.


4.  Team Innovative Teaching Grants ($250,000-$500,000)
Self-organized groups of professors, generally in teams of 3 to 10, may work together to address a common teaching challenge they identify, learn new pedagogies together, develop shared materials, or so on.  In addition to stipends of up to $1000 for each team member, funded teams will have a budget for materials, consultants, or so on. 

Department chairs expressed a strong interest in team grants as well as individual. This program is intended to compensate groups of professors working together to enhance course materials or teaching strategies, in a way that directly improves the quality of student learning and experience.  The primary focus of these grants should be pedagogy, not curriculum.  Projects that address needs and opportunities across departments or, even, across colleges, are welcome.

Teams may apply for stipends to addressing a specific teaching challenge or opportunity.  This may include adapting in-person strategies for online teaching or vice versa (adapting in-person peer response for online; managing student presentations in online environments; building common templates; writing guidelines for Classroom Assistants (see above)); designing or redesigning course materials (videos, instructional materials, directions, assignments, annotation readings rubrics, etc.), refining techniques and approaches (discussion in online environments or in socially distanced classrooms; adapting group projects to online courses; building an assessment process; developing a portfolio element), learning new techniques (completing online strategies and techniques workshops; reading instructional advice; participating in series of learning activities through OTL; working with a consultant/mentor); analyzing student performances or conducting a Scholarship of Teaching and Learning project designed to enhance instruction; or so on. The examples are merely suggestive.  

Brief proposals might include:
· Name and contact information of all team members, with a designated coordinator/point of contact, names of departments and chairs/directors
· A short description of the need/opportunity, including the specific courses that will be enhanced through funding and how.
· A plan and timeline
· Amount of funding requested, tied to the scope of the project; funding may include faculty stipends as well as materials need to support the project, including modest amounts for consultants
· A description of deliverables as part of a final report.  

Half of the budgeted pool will be available in summer and fall, half in winter and spring.


5.  Teaching Materials/Guest Speakers Supports ($150,000-$200,000)
Individuals or teams may apply for funds to purchase equipment, software/licenses, or materials that directly support teaching.  They may also apply to bring guest speakers/presenters to classes, including virtually. The funds should be distributed across the entire school year. 

This program was intended to provide equipment, software, or enrichment opportunities (such as guest speakers) that directly improves the quality of student learning.  The primary focus of these grants should be teaching and learning, not research and scholarship, although we understand that in the case of graduate courses, the roles can converge.  We developed the program because we were hearing several faculty express interest in particular pieces of software (such as Adobe Spark or Kahoot) that would be prohibitively expense or superfluous at a campus-wide scale.  Similarly, some faculty were interested in pieces of hardware such as document cameras/projects or foot-operated high-speed scanners that would facilitate their teaching.  Additionally, one way to enrich classroom experiences for students would be to have outside experts/alums/etc. attend classes virtually to give talks and interact with students.  Projects that address needs and opportunities across departments are welcome.

Brief proposals might include:
· Name and contact information of proposer(s)
· Specific resource requested, plus amount
· Benefits expected (How will the resource enhance teaching and learning? For whom and for how many students?  How might the benefits be described, measured, or assessed?)
· Commitment to provide a very brief final report.


6. Peer Teaching Mentors and Consultants ($46,000)
A group of 25 faculty, recruited from across the university who are expert in one or more teaching strategies, techniques, or situations, will provide individual consultations.  Each receiving stipends, these faculty will supplement the help available through OTL, including with expertise more closely tied to subject areas or disciplinary perspectives.  PTM's will be available for relatively brief individual consultations or short workshops/seminars.


7.  Bolstered Resources for Existing Faculty Teaching Support ($100,000)
Faculty development for teaching improvement already exists in several areas on campus, including CCESL, FSEM, ASEM, the Writing Center, and others.  Those areas will receive additional funding of $100,000 to foster teaching innovations within these programs. 

Several formal teaching support efforts have long reached faculty members across multiple departments, across campus, with a long tradition of formal and informal training, including FSEM, ASEM, CCESL, and The Writing Center.  This element is designed to provide additional/special support to those initiatives, support occasioned by the mix of teaching conditions we’ll confront in 2020-21.  For example, CCSEL may require additional funding to help faculty adapt community engagement or service-learning projects to remote environments.  FSEM may require additional funding to support faculty in adapting the outcomes and intentions of that course in socially distanced environments.  ASEM may support to develop a number of materials to help faculty whose courses are largely going online and to sponsor workshops and seminars. The Writing Center does workshops and individual consultations with faculty across campus about how to assign, support, respond to, and grade student writing. 

Together, these four programs constitute a structured way to reach some 250-350 faculty across campus, supporting them in programs that affect every single undergraduate.
 
Jennifer Karas, VP for Undergraduate Programs, in consultation with Kate Willink, VP for Faculty Affairs, should put out a call for proposals to directors of the qualifying (established, cross-campus scope, a track record of faculty teaching development) existing programs.  The proposal might consist of
· Name of the proposer (and of all who will be involved in delivering the plan)
· Description of teaching development opportunity to be  funded: workshop/seminar, resource sharing/publication, institute, creation of video or web-based instructional materials or so on 
· Outcomes expected and how they will be assessed
· Budget (may include stipends, materials such as books and so on)
· Description of deliverables, to be characterized in a promised final report


8.  Enhanced Teaching Materials Production ($55,000-$91,000)
Professors will benefit from extensive pre- and post-production support as they develop teaching videos and other forms of media.  Up to 1500 hours of expert help will be available.  In addition, DU will furnish an additional Video Creation Studio as well as numerous portable “Studios in a Box,” kits containing a camera, lights, trip, microphones, etc. 



Appendix B: Final Initiative



[Please see the preamble in Appendix A]


1.  Additional support from the Office of Teaching and Learning ($530,000)
See Appendix A, 1.

2.  Classroom Assistants for HyFlex and Large Courses ($216,000
See Appendix A, 2.

3.  Block Grants to Individual Colleges ($1.2 million)
Funding awarded to individual colleges to support instructors and teaching, with ultimate distribution determined by individual deans.  Presumably, these distributions may include some levels of grants to faculty. 

4. Peer Teaching Mentors and Consultants ($46,000)
See Appendix A, 6.

5.  Bolstered Resources for Existing Faculty Teaching Support ($100,000)
See Appendix A, 7.  

6.  Enhanced Teaching Materials Production ($91,000)
See Appendix A, 8.



