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Abstract: This paper is a refledive narrative exploring the introduction of a modular in-
service programme, using the device of the Hero's Journey (feaures of which are
described). The programme is a response to an Irish government initiative which aims to
integrate IT into the education system. Pedagogcd and curriculum isaues, rather than skill s
or technicd matters, are ceitral to the programme; it thus relies heavily on the inputs of
experienced clasgoom teaders. Modules are taught at many centres both on- and off-
campus. These fedures provide organisational challenges. The Hero’s Journey proved to be
an effedive frame for analysing the experience, with both strengths and dfficulties being
identified and with the spiral nature of the processfadlitating replanning. Reaulturation, in
Fullan's use of the term, has been identified as the essence of the programme.

Introduction

In common with many countries, Ireland is se&king to prepare its educdion system to med the dhall enge of
technologcd development. The mgor response is entitled “Schods IT 2000 (Department of Educaion and
Science 1997, FitzGibban & Oldham 1998. It has as mgjor foci to explore aedive ways in which IT can be
succesdully integrated into the Irish educaion system and provide IT professona skill development for at least
20,000 teaters (Department of Educdion and Science 1997). Since it involves the whole @muntry and seeks to
include dl teaters and schods, it is an example of a large-scde elucaiona reform. The nature of such reform
measures is, as Fullan paints out, largely unappredated; in hisopinion what isinvolved is reallturation rather than
restructuring of the institution. The former isamuch more difficult task (Fullan 1999.

As part of Schods IT 200Q a Nationa Centre for Technology in Educaion (NCTE) was st up, one of
its tasks being to provide in-service mursesin IT for teaders. These @murses do not lead to cetification, but they



have aeded a demand for certified courses. The Education Department at Trinity Coll ege (University of Dublin)
was arealy providing in-service ourses in other disciplines, using a flexible modular approad in coll aboration
with regiona Educdion Centres. The same gproach was used in designing and running a programme of such
coursesinIT.

The introduction and implementation of the university programme is explored in this paper. The
experienceis analysed using the metaphor of a“hero’sjourney,” as siggested by Brown and Moffett for exploring
schod transformation: “To walk the path of the hero's journey is to leave the state of unconscious innocence and
move towards conscious accetance that we ae living in times of chaos, discord and dsequili brium” (Brown &
Moffett 1999p. 58). Importantly, however, such ajourney is one of “hope” (Brown & Moffett 1999p. 1). This
metaphor is used as a frame for refledion on the experience of the programme for two reasons, firdt, it was
percaved to dfer insights on the successes and failures which ocaurred; and secondly, it provides a spira
approacdh, permitti ng the replanning and subsequent evaluation to beame aseanlessadivity. The spiral nature of
growth, bath persona and institutional, is highlighted in the seven stages which are spedfied for the hero's
journey (Brown & Moffett 1999p. 14):

Bre&down and the Cdll: Innocence Lost

Chaos and Complexity: This Way Come

The Heroic Quest: The Seach for the Grall

Gurus and Alli ances; Companions Along the Way

Trids, Tests, and Initi ations: Staying the Course

Insight and Transformation: Arriving where we Started and Knowing the Placefor the First Time
A New Call: The Journey Begins Again

Noas~wdE

[

. Breakdown and the Call: InnocencelL ost

Breadown is understoad as the lossof unconscious innocence— hence, the reagnition of a problem. In
the cae of the document Schods IT 2000 several sedions focus on the neal for various kinds of teader
development (Department of Educaion and Science 1997). As Brown and Moffett pant out, “al grea mythic
guests and journeys represent movements away from the stability, comfort, and safety of the known in response to
externa oppatunities or threas’ (Brown & Moffett 1999p. 41). IT represents bath oppatunity and threa for
teaters, and this phase in the journey might be cmnsidered as arising from the sense that breakdown has ocaurred
or isabout to ocaur. The path for the hero is away from unconscious innocence towards enli ghtened engagement:
that is, taking a path of dired experience in which change is confronted dredly. The Cal, for the government
department, is the recognition that the educaion system neeled to integrate technology into the arriculum, and
the redisation that this has considerable resource implicaions. hardware, software and (crucialy) teader
preparation were dl necessary. Courses are now being dfered by many ingtitutions, including Trinity Coll ege,
spedficdly the Division of In-Service Educdion within the Educdion Department. This is the unit the work of
which is critiqued in the paper.

The lossof innocence for the Division was the reagnition that it was not meding the neels of teaders
in the “Information Age”; certified courses which would build on the government-sponsored courses were
required. The Call was to provide gpropriate aurses. In particular, there was a need to fill a perceved gap in
the market. Other universities were offering courses focused on skill s (proficiency in the use of applicaions
packages) or technicd expertise (in computer science and madcine maintenance). The Trinity Coll ege modules
were intended to complement, rather than compete with, these @urses; in particular, they were to be amed at
teaters with an interest in curriculum and the teading/leaning environment, and with a airiosity as to whether
these might be enhanced by use of IT. Thus, the mntent was to refled curricular and pedagogcd isales, with the
aim of increasing capability: cagpadty buil ding rather than product transfer (Fullan 1999.

To set the montext for exploration of the “hero’ s journey,” some organisationa fegures of the programme
should be noted. The main outlines for the modules were aeaed by a small steeing group with members drawn
from three sources: the University Educaion Department, one of the regional Educaion Centres which
coll aborates extensively with the Department, and the ranks of IT educationa consultants (teaders with extensive
and recent clasgoom experience in the aeabut currently working in advisory or suppat roles). The first three
authors of this paper are members of the group. Seven modules were outlined originally: Software and Resource
Evduation, Seledion and Use; Communicding with IT; Curriculum Design and Delivery; Presentation using



IT; Authoring for Multmedia axd the Internet; Planning for IT; and Management Uses of IT
(http://www.tcd.ie/Educaion/In_Servicedindex.html). It was intended that ead module would be devel oped
further by its own team, typicdly involving members of the steeing group and pradising teaders with particular
expertise in the aea oncened. The modules were to be taught at a variety of sites around the country —
refleding the Division's commitment to an “outread” modd that has not been comnon in Ireland — and by
locdl y-based teaders as well as Division personnel and those involved in module design. Teading and leaning
approaches would be innovative, to alow for credivity as mentioned ealier. Innovation would aso be refleded
in the style of assessment, which would not be restricted to the production of papers in standard acalemic format
(the norm for assesament for graduate diplomas in the University), but rather would refled the use of IT and the
participative and coll aborative gproades that the modules were designed to foster. The remaining sedions of
this paper examine how these intentions were implemented.

2. Chaosand Complexity

The use of the two terms * chaos’ and “ complexity” in describing the seand stage of the hero’s journey
isinteresting, espedaly in thelight of Fullan’s assertion that they are the same thing. He prefersto use the latter
term, considering that “the new science of complexity esentially claims that the link between cause and effed is
difficult to trace that change (planned and otherwise) unfolds in non-linear ways, that paradoxes and
contradictions abound and that credive solutions arise out of interadion under conditions of uncertainty,
diversity and instability” (Fullan 1999 p. 4). The Divison's experience edoes this understanding. With
hindsight, it can be seen that the inherent complexity of the task guaranteed a measure of chaos. Brown and
Moffett quote Bennett who describes the dhaos present in schods as “the multitude of variables that can affea
quality implementation of a sound educdional innovation, chaos is doing too much too fast so that nothing is
done well or conneded to anything else. Chaos is the ladk of a sustained focus’ (Bennett, in Brown & Moffett
1999p. 70). A pertinent question raised is: “How is it possble to improve the quality of teading and learning
... [with] unredistic time estimates?” (Brown & Moffett 1999p. 73) (seeHargreares 1995.

The In-Service Division had over ten yeas experience of organising inservice programmes for teaders.
Despite this experience, it was not able to anticipate fully the demands associated with the dfedive delivery of
professonal development in the aeaof curricular integration of IT. These included the neal for the Division to
engage in: curriculum design, software identification, software licensng and procurement, hardware
spedficaion, networking spedficdion, identificaion of locd venues and technicd suppart, tutor identification
and induction, identificaion and accessto leaning resources for participants (such as oftware and web-based
resources), and identificaion and dssemination of assessment procedures.

Moreover, time estimates did indeed prove unredistic. The seven modules li sted above were outlined in
winter 199798, and teating commenced in Summer 1998 At Educdion Centres aroundthe cuntry, there was
an immediate demand, not only for individual modules, but also for sets of four different ones, so that teaders
could complete adiploma inside one yea. This, in turn, meant that a larger tean of ledurers (“tutors’) than
envisaged had to be set up. In thefirst yea of implementation, twenty nine modules were offered at seven sites,
bath on and off the university campus. This caused dfficulties. For example, production of documentation was
rushed; tutors were gpdnted in haste, without time for proper induction; designated computer teating spaces
were not available & promised; internet connedions were not in place These can be viewed as examples of
externa chaos. Examples of internal chaos would include, for the tutors, conflicting emotions and lossof focus
when encountering arganisational and technicd difficulties; for the students, confusion with regard to the nature
of IT in education (perhaps percaved as an efficient mode of teading but encountered as a series of technicd
problems) and the role of the tutors (expeded to be “experts’ but not necessarily more expert than some of the
participants, espedaly at deding with the technicd problems).

In this phase it is aso necessary to confront the “shadow” elements within an organisation. These ae
defined as “unadknowledged and covert patterns of behavior that are in competition with the formal, overt
components of a businessor educationa organisation” (Brown & Moffett 1999p. 60). This includes the extent
that the stated purposes or adud redity are @& odds with the dedared values, and the adknowledgement of
limitations such as ladk of knowledge and posshly ladk of will. An example of the former would be the
contradiction between a dedared aim of the Division, “to enable teaders to read their patentia” (as tated in the
Students' handbook), and the redity of insufficient attention being gven to providing suppat for completion of



the assgnments. This was not sufficiently addressed by the Division initially. Perhaps this exemplifies the neel
for teater educators to change their habits of pradice towards a new model of professona development as
outlined by Stein et d.; for example, a shift is recommended from “short duration with bounded personal
commitments’ to “longer duration with more open-ended personal commitments’ (Stein et a. 1999p. 244).

Because of the nature of the programme, assessment was always gaing to ke a dalenge. Asindicaed
above, the murse designers wanted to use avariety of modes, refleding the innovative phil osophy of some
modules. Given the wide range of topics, tutors and conditions of teading, it was difficult to ensure equality of
standards; in particular, tutors without experience of third-level teating were “thrown in at the deg end.” (In
fad, it can be said that a side journey emerged; this was the development of the tutors, espedally in relation to
asesgnent.) Moreover, the fad that modules were being run at the same time & the national — non-certified —
courses for Schods IT 2000 led to some @nfusion. Because of their experience of non-catified courses, a
number of students queried the need to produce asgnments, suggesting that attendance would be sufficient to
obtain credit.

3. TheHeroic Quest: The Search for the Graill

The vision quest, in the words of Brown and Moffett, is “embodied in our seach for ways to trandate
al that we now know about quality curriculum, instruction and assessment into the daily lives of schods’
(Brown & Moffett 1999p. 82). The underlying aim of the Trinity Coll ege Educaion Department in seeking to
introduce IT is that of many educaors: to addressthe neals of increasingly diverse student populations and the
complexities asciated with the increassed demands made on education by society. Finding the way in which
this can be adieved can be euated to finding the Grail (seeFullan 1993.

The vision was initialy outlined by the small steeing group, so — contrary to the suggestion of Brown
and Moffett — it was not devel oped coll abaratively with the whole group o tutors. However, as “vision building
is an open-ended, dynamic process (Brown & Moffett 1999 p. 84), tutors were ale to input their on-gaing
experience & part of subsequent group medings, and thus claim ownership of the vision for themselves. This,
together with the fast-changing nature of the discipline, has meant that course mntent has evolved continuoudly in
the period. A contributory fador has been the @mntinuing improvement in computer literacy of students entering
the modules. An important asped of the vision driving the quest was that it should address curricular and
pedagogcd, rather than technicd, interests, as described above; whil e this remains dominant, it is now possble
for some more technicd modules (for example, on advanced web authoring) to be introduced, without
contravening the spirit of the programme.

Altogether, therefore, it was posshle for the processto be viewed as “hopeful,” another attribute of the
Grail quest. Fivereaurrent patterns for this phase were reveded (Brown & Moffett 1999 Senge 1990:

a) personal vision buil ding as asaaed commitment — once sure of our vision, we neea to stand wp for it;

b) shared inquiry as a crnerstone of the successul vision quest — no ane can achieve the vision alone, and as
it isaprocess neadsto be subjed to constant inquiry;

c) sdf-mastery asthe ultimate jewd in the lotus— all neal to be dedicated to self-mastery without which it is
not passhble to move from unconscious innocenceto confront the rediti es of chaos and complexity;

d) the caadty for collaboration as a prerequisite to achieving the vison — tean skill sare esentia, andalso to
be @leto stand aside from the team if necessry;

€) vision and the “razor’s edge of paradox” — to walk on the razor’'s edge is to be balanced between foll owing
the vision and encountering oppaiti on and obstades.

These patterns were present in the tutors group, and were percaved to be developing to varying extents within

the different classgroups of students.

4. Gurusand Alliances: Companions Along the Way
An important part of the heroic journey is the accetancethat persona li mitations require reading aut to

companions, including wisdom figures, who embody expert knowledge and insight. The Trinity College in-
service operation relies heavily on the participation of such colleagues from outside the university. For the IT



courses, it was hoped that experienced clasgoom teaders would do most of the leduring. Selection of tutors
presented some difficulty; the ladk of relevant qualifications meant that many excdlent praditioners of IT in the
clasgoom were not formaly qualified to tead in the programme (a Master’s or higher degree being required).
Initiation of the tutors group, which maintained regular contad using email as well as having forma and
informal medings, was crucia. Members becane “gurus’ for ead other at particular times. Collaboration was
the norm, and tutors on amodule in one ceantre shared their experience, presentations, notes, worksheds and other
materials with a newer team in another centre.  Companions along the way aso included books — notably
(Grabe & Grabe 1998 — articles, websites and other non-personal sources of information. Also, a mode of
coll aboration as being the norm for educaors was being presented to the students.

The students — the teaders attending the @murses — are dso companions who travel with us. It is
envisaged that tutors and students together will be agents of change in the schod system.

5. Trials, Testsand Limitations. Staying the Course

This dage remgnises the difficulties involved. Those encountered at the beginning were outlined in
sedion 2. Some touchstones siggested by Brown & Moffett are very useful in this context: problems are natural
and inevitable, and leaning ocaurs at the eldge of chaos (Brown & Moffett 1999p. 126ff.).

To stay the @urse, a systems view must be alopted. One of the difficulties in offering freestanding
modules, rather than intad programmes which are the Irish norm, is the higher rate of drop-out that tends to
ocaur. Initial evidence suggests that students are staying with the programme, although a worrying fador was the
lower than hoped-for number of assgnments submitted (201 out of 527 registrations). In al, there were 29
modules, and sixteen diplomas were avarded in October 1999 More will presumably follow, as gudents have
threeyeas in which to complete assgnments. Five students who had previously taken other modules qualified to
enter the (foll ow-up) Master’ s programme (eight modules completed, with a suitably high average grade).

One asped raised by Brown and Moffett is that of burnout — foll owing John of the Cross they term it
“the dark night of the soul” (Brown & Moffett 1999 p. 125 ff.) — regarding initi ative overload and program
proliferation, resulting in cognitive disconneds and despair. “Giving up”’ did occur. Some tutors have dosen
not to present during the first term of 19992000acalemic yea. Despair however, was not a @ntributory fador
in their dedsion; rather, it was the redity of undertaking afull-time teading job and a part-time tutoring one &
well. The dhalengeto bring about change and transformation in the education system remains with them. In the
drive to med the needls of the students, insufficient care may have been taken of the tutors, for example with
regard to the provision of ‘amulets (which could be @& smple a encouraging them to say ‘no’ to requests for
more teading!) to asdst themin their roles. New structures are being explored.

6. Insight and Transformation: Arriving Where We Started and Knowing the Placefor
theFirst Time

The hero's outcome is the arival transformed at the paint of origin, but knowing and contributing to the
place"in a new, more fully conscious way." We hope that, as for a hero, our experiences have equipped us, and
our students, with "insight, wisdom, efficag/ and commitment” (Brown & Moffett 1999p. 146). It remains to
investigate the extent to which thisisthe cae.

Students were invited to submit an evaluation form, which explored their perceptions of the ledurer, the
venue and the suitability of the content, a the end of amodule. Of the evaluations receved, comments were very
positive regarding the teading, content and timing o the modules, the negative comments related to the
technicd difficulties which plagued the first modules in particular. Unfortunately, however, the responses were
too Hand to suppat further analysis. In many ways, the assgnments presented for assesanent were more
reveding regarding the quality of understanding and level of the d@tainment of the students. Overall, the quality
of assgnments increased as ledurers leant to modify the task set in the light of their experiences. Severa of the
assgnments readed a high enough standard to suppat a propacsal that they should be made available to aher
teaters on awebsite. Students' appredation of the difficulties of maintaining heavil y-used equipment to a high
standard of functionality, espedaly in regard to web connedions, grew during the period. Indeed, to the question



“what other content should be taught?’, a cmmon answer was the skill s to maintain a networked system in a
schod. This lies omewhat outside the scope initialy envisaged for the modules, but it is being addressd in a
parallel Master’s degree programme introduced in Autumn 1999as a joint initi ative between the Education and
Computer Science Departments (http://www.cs.tcd.ie/courses/mscitedu), and co-ordinated by the fourth author of
this paper.

Further work is planned on asssanent and on the development of new modules to refled the ever-
changing field, passbly incorporating the use of web-based dscussons and video-conferencing to integrate more
locd expertise with that in the university and to suppat students when doing their assgnments. It is hoped that
the most interesting projeds will be made avail able to ather teaders through either the Coll ege's web pege or the
NCTE site, Scoilnet (“scoil” being the Irish for “schod”). One posshle indicaor of successto date is that
modules very simil ar in scope and content to the Trinity ones are now being devel oped by NCTE.

One mnclusion that can be readed is that the programme, and of course those of other ingtitutions, has
resulted in the establishment of nuclel of educaionalists, criticd and anayticd of the role and patentia of IT in
educdion in the airrriculum, around many of the Educaion Centres around the cuntry. This is in acordance
with the purpaose of the hero's journey. The legagy of the transformed heroic educator includes being able to
approach change fealesdy, to take responsihility for our adions, to know the darker side, to be reinvigorated
regarding their role in educaion and their teading, to know that we need others and to share with others, and to
be avare of the need for resiliency: that is, to take cae of ourselves.

7. A New Call

A temptation in uncertaking a journey may be to cling to ways that are traditional and comforting andin
some respeds that happened in the planning and initial presentations of the modules. However the desire to
fadlit ate the type of professonal development experience which genuingly impads on clasgoom pradice has led
to aredization that what is necessry is not simply an upskilli ng exercise but a re-envisioning o teating and
leaning and a mnsequent reaulturation of students, tutors and unversity (Fullan 1999. Students have had to be
prompted to go keyond the understandable desire for quick-fix solution and concrete gplications for the
clasgoom, and to refled on the underlying models of leaning. Tutors, as a necessary pre-requisite to deding
with the complexity of the teading task, have had to develop coll aborative skill s sich as pee-leaning and team-
teating. The university has had to review its models of asesanent to take acount of the new media and
different modes of presentation.

As the first cohort of IT students proceals to study for Master's degrees and rew groups come forward
to take up the modules (established and rew), the oscle starts afresh and there is anew Call. We hope that we
are approaching the next cycle with more gpredation of the tasks involved, but with the same sense of
excitement and hope that promoted the origina enterprise.
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