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Chadron State College was founded in 1911 and is a publicly supported, open enrollment 
institution located in Chadron, Nebraska. Chadron offer both undergraduate and graduate 
degrees and enroll approx. 3,000 students.  
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TEAM INTRODUCTION 
 
Chadron State College is in Chadron, Nebraska and we are a small public regional college, with 
open enrollment. Chadron State has a variety of undergraduate and graduate degree programs. 
Sitting here, we have a very good cross-section of our administration.  

My name is Don King. I am the Chair of the Teacher Education Program. Within our department 
we have elementary education, early childhood middle grades education and secondary 
education as well as a number of graduate programs at the master degree level. 

I’m Susan Hynes. I am Associate Vice President for Teaching and Learning Technologies. I 
oversee the library and the teaching and learning center. 

I’m Charles Snare and I am the Vice President for Academic Affairs. 

My name is Margaret Crouse and I am one of the Academic Deans. I am responsible for the 
Education Program and the Counseling Psychology Social Work and Health Education 
Program. 
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‘Margaret Crouse’ 
 

What we did at Chadron State was as follows; the elementary education faculty wanted to 
reduce the cost of materials to the students, in other words the textbook costs. In part that was 
because students have had to also pay a great deal of money for their testing and getting 
certified. So what the educational faculty were looking for were online courses that could deliver 
at no cost to the student, other than tuition and fees for getting course credits. Therefore, that 
was what motivated us in starting the program. We began by working with designers, the 
librarians, instructional designers and with student researchers to help get the low-cost/no-cost 
materials into the courses. So it was a team of people who developed the courses. The content 
person was the faculty and we had other people supporting them to develop other things.  

 
ONLINE OPEN EDUCATIONAL RESOURCES PROJECT (2:12) 
 
‘Charles Snare’ 

 
We started this effort back in 2011. At that time we were participants in a Kaleidoscope Grant. 
This grant was funded by the Hewlett Foundation and the Gates Foundation. Together with 
seven other institutions, we collaborated and produced open educational resources (OER) for 
various courses. After that grant was completed, we got a follow-on grant that enlarged the 
group to about 25 institutions that were all pursuing the general education field and developing 
OER courses. The reason Chadron State got involved in that effort, from my perspective, was 
the most important part… the benefit in collaboration.  

I think this was illustrated clearly in the opening session today when the speaker talked about 
productivity and the things that you gain in collaborating…it moves everybody along. 
Collaboration leads to innovation that can’t happen otherwise, so that was a huge part. A 
second part was obviously the reduction of costs. I mean that is important for students. Don 
talked about that earlier today when he referred to the fact that for some students, it’s just going 
to take them longer to graduate or they just don’t attend, because of the costs. Therefore, costs 
are a significant factor. Furthermore, within higher education in general and particularly in the 
United States, there is an immense amount of pressure to be affordable. OER is one concrete 
way to achieve that. Therefore, we pursued that opportunity and in the process other things 
started coming into play. 

I would say it even goes beyond that to some extent because often, if something comes-down 
from administration, the first response is no, whether it is positive initiative or negative. And 
since we work in an environment where there are faculty unions and shared governance what 
becomes critical in my view and part of what leadership is all about is; finding out what people 
want to do and where they want to go. And that’s important because when you talk to a faculty 
member or staff member and you ask them why they’re in higher education, they will all say, “I 
am here because of student learning.”  
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So I think one of the advantages that higher education actually has is that we’re all here with the 
same goal. I think sometimes we forget about that and it’s just when you remind people, or in 
some cases ask them where they want to go, 80% of the time the response is where everyone 
else wants to go anyways. And as with some of these efforts, like the Quality Matters Program, 
we had four or five faculty that got interested in this initiative and we supported them in order to 
see where this would go. If the results are good, other people will use notice (and adopt). If the 
results are not good, you don’t want the whole campus using it anyways because it becomes a 
waste of resources.  

Therefore, from my view it requires looking at; where faculties are going, supporting the things 
that you know will help the institution and then channeling people’s time and efforts in that 
direction. It’s not that you don’t have setbacks; I will tell you that with OER we’ve moved forward 
in a lot of ways and in other ways we’ve taken a step backwards, but that’s okay. Sometimes 
that’s what you do when you’re climbing mountains, you scale up the plateau and then come 
back down because you may have realized you’ve got to go in a different direction and I’d say 
this requires just being persistent and not giving up. 
 
‘Don King’ 
 
However, I think that this case was more than just a test. It was more than just ‘trial and run’ in 
that faculty within the Teacher Education Program became committed because they all realized 
that due to the effort, resources and time, etc. that we had to put into the process, you either 
had to be committed or it just wasn’t worth it. So we really embraced it entirely and decided to 
move forward with this as a program. Institutionally that of course depends, in our case we had 
autonomy within the education department and programs to oversee and determine the method 
of delivery for our courses. So within the Education Program, we were committed and it was not 
just a trial. It might have appeared to be a trial for the rest of the campus, there have been some 
stumbling blocks with regards to time and other work commitments, but I think were still moving 
forward. 
 
 
CHALLENGES (7:33) 
 
‘Charles Snare’ 
 
I think that what has been most critical from my standpoint is; you’ve got the Chair of the 
Department, the Dean of the School and the Associate Vice President that deals with the library 
and technology all engaged together. Therefore, you have three key components and 
individuals who are high quality and committed. And being in the position I’m in, this is a no-
brainer. I mean you just follow and you support in the ways that you can support. 
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‘Susan Hynes’ 
 
I actually oversee two key areas - the library and the Teaching and Learning center where the 
instructional design is housed. Our librarian has been very instrumental also in all of this. We 
have a librarian who is specializing in OER. Basically our process works as follows; we engaged 
students to help us with the research part (identifying OER), then that research is vetted by a 
librarian who then turns over a lot of that OER to the faculty member. The students who support 
us are undergraduate students in education, usually they have taken the course previously and 
that course is now being developed. We also try to give the faculty member as much support in 
finding high-quality materials as is possible and that have CC license or are in the public domain 
thus giving that faculty member a head start in terms of not having to do a lot of searching for 
content themselves. Then we also provide an instructional designer and a technician who help 
faculty install the course into the LMS. Therefore, my goal is not to make faculty members 
technicians or researchers, as I really want them to be teachers, I want faculty to focus on 
having great assignments for students and in putting their energies there, rather than having to 
think about all of these other things (ADA compliance, copyright permission etc.). Furthermore, 
we want other people to take care of those things in order that faculty can solely focus on 
teaching and learning. However, there’s more to it than might you think (instructional designers 
plus librarians etc.) and I believe that a lot of people could walk away from this thinking ‘there’s 
a lot of moving parts in the processes. I do agree that OER and online are naturals together. 

 
‘Don King’ 
 
From a departmental level, there was no challenge with regards to the initial interest of faculty, 
but those faculties were in different programs. Therefore, the challenge was to get faculty within 
the same program to agree and identify with the goal of opening or establishing an online 
degree pathway that was open-educational. Once we got that commitment from faculty, and that 
took a lot of discussion and department meetings because that was something that the 
department needed to agree on, we were able to move forward. The second hurdle is the 
element of time. I don’t think that it’s fully understood the extent of time-commitment that it takes 
on top of your regular teaching, instruction and faculty responsibilities. However, there was a 
financial incentive offered to develop the course, but other than that the opportunity to 
experience this, to be a part of the research process and the design process was a great 
incentive. There were perks, but no financial rewards. We chose to first have full-commitment by 
the faculty; however there were a couple of faculty members that were hesitant, for a variety of 
reasons. Some of which were good reasons, however those individuals were not teaching within 
the Elementary Education Program, so it has not been problematic for that pathway.  
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‘Margaret Crouse’ 
 
From a supervising Dean standpoint, I had two things happen. I had a group of elementary 
education faculty under the leadership of their Department Chair who wanted to do an OER 
program. Then I had another set of faculty, who I would call a little rogue, and they wanted to do 
OER a little bit differently than the Elementary Education Group wanted to do it. So I found 
myself in a position where I’ve got one group that wants to approach it this way and another 
group who wants to approach it that way. However, I encouraged both of them; the only thing 
was that I needed to make sure they didn’t go outside the parameters of what’s acceptable at 
Chadron State College. There are certain platforms you can use and certain platforms you can’t 
use and so I just had to pay more attention to what they were doing, but basically my job was 
just encouragement. 
 
‘Susan Hynes’ 
 
I’ve only been at Chadron State for a little over a year. When I came in there were some random 
acts of progress and we had courses in lots of different disciplines but no unifying thread. My 
background is in putting online programs together and the way we always tackle that is to get 
whole programs on board. Once you’ve get a whole program on board then 12, 18 etc. courses 
go online relatively quickly. So it’s the same approach for OER and online, because we’re doing 
them at the same time. Therefore, you must get a whole department to commit and start to look 
at these things programmatically. 

In the United States, you may have heard this figure, students get out of our colleges at the 
bachelors level with on average $30,000 worth of debt. In order to reduce that debt (including 
textbooks) for elementary education students, we decided to make everything OER (no textbook 
costs) therefore, they could reduce that debt by $6,000. That means you’re just $24, 000 in debt 
when you finish but it’s a lot less than $30,000. Therefore, there are things that faculty can 
control to keep the costs down. I think Margaret mentioned that in education they have some 
high testing fees that have to be paid. However, this program helps to offset those fees. 
Furthermore, we’re in a fairly rural and poor region of the country so every little bit helps. When 
you tackle things programmatically, it’s not just that you save $100 on a textbook here or there, 
it’s that you save $6,000 on your program costs and those numbers do add up. Then there’s 
also the cohesiveness and camaraderie of getting it done (OER program) and people also begin 
to understanding that they can’t continue to build idiosyncratic courses that only they can use. 
Therefore, there’s now a sense of scalable courses that one can hand-off to a colleague and if 
your program grows you continue to hand off and scale it up. Therefore, part of my responsibility 
really is to get this cohesive approach implemented, build the support network (librarian, 
instructional design, escribes) and to create a process for getting that work done. We have one 
instructional designer who serves the entire school and that’s not actually unusual for some 
smaller schools. 
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Chadron State had several online programs at the graduate and undergraduate level, but 
Elementary Education was not an online program. Therefore, they were going online and OER 
at the same time, which is really kind of a natural. However, I actually think the faculty is more 
positive about OER than they are about online. But you know that’s because they love the idea 
of saving student’s money. Chadron State has approximately 3,000 students and approximately 
a thousand of those are online. Most of the online students are in the business program, some 
are in the graduate programs, the psychology program and the math program. However, they 
are all degree programs. Furthermore, we do have a lot of the teachers who are teaching in the 
field and who come back to take courses along with continuing education courses required for 
them to keep their teacher certification.   

The real challenges are time-keeping and momentum. However, momentum is my biggest 
challenge. I think people when they get over a certain hump say ‘I’ve done it, I’m happy’ and 
they feel like they can go into the next project. They’re somebody who can see the finish and 
feel like, “Okay, it’s not that bad. It’s just a semester.” Therefore, keeping that momentum helps 
in achieving the finish line. 

I’ve been involved with instructional design and I can tell you that usually people are unhappy 
when we first help them design courses, but they’re extremely happy about five months later 
when they actually teach the course and have done some due diligence and thinking about 
course design that they’re pretty happy when they finally teach it. But you know, that’s a fairly 
delayed celebration, so figuring out ways to keep the momentum going is important. 

 

ORGANIZATION OF LIBRARY 

‘Charles Snare’ 
 
A couple years ago we had some library consultants come in to do an analysis of the library. It 
was a 50-page report that I think identified two positive aspects. From that we brought in a 
couple more consultants, including Susan, to take a look at things with regards to the library and 
other units and to get a more external view of how the library was relating to the rest of the 
institution. Out of that came the process of trying to think of ways to reconfigure things. In my 
conversations and in the feedback I got from talking to other libraries, I understood that for an 
institution our size pulling together the library with the teaching and learning center might be an 
alternative. However, the one huge missing piece for us was that we lacked someone of 
Susan’s knowledge to be able to come in and pull that together. We just didn’t have the 
knowledge in place to do that.  Therefore, it was about identifying an area that we had a deficit 
in and fixing that.  
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So out of that came what Susan has now built; a resource center that looks very, very different 
from before, but has also helped overcome a problem. I sat for four hours at the end of the 
library consultant’s visit and each of the consultants told me it would take us two years to dig out 
of this very deep hole. Within two years, we are now in the New Media Consortium - Library 
Edition of being a library on the innovative edge. I would attribute the success to all three of 
these people here because you have to have someone like Susan come in to be able to do that. 
You have to have a Dean in place; Margaret came in at a critical point when we were shifting 
some things, because there’d been some internal challenges that kept things from moving 
forward. Then Don came in to work with a department that had some people that who skeptical, 
which is good, that’s how we’re trained. But none of it would work without those three people. 
Therefore, I see a lot of my job as trying to find the people who are forward thinking; in this case 
these three individuals, people that are willing to go the extra mile. That was followed by trying 
to put in place the right people (in the library and other areas. Therefore, individuals make things 
happen, that can happen. They do all the work.  

LEARNING OUTCOMES (20:42) 

If we are very systematic about how we approach the development of our courses online using 
OER we will have better learning outcomes. Furthermore, our outcomes will be much more 
authentic. It is essential to think about making the outcomes authentic in order that faculty 
understand why they are doing what they are doing along with where it’s going to lead them and 
all of the relevancy of that effort. One achieves these by really considering; how I am putting all 
of these things (content) together, I’m not following any longer a textbook on how to teach 
algebra therefore, now I must consider what I think a student needs to know about algebra and 
develop the outcomes and then identify the resources which support those outcomes and the 
authentic assessments which will support all of this. Therefore, online together with OER do 
have the ability to improve our learning outcomes for students from my point of view. I would like 
to add that in addition to improving the learning outcome, I really believe that this process has 
allowed us the opportunity to ensure that we are actually meeting those learning outcomes and 
assessing them appropriately. It’s one thing to have outcomes listed and even written in the 
syllabus however, it doesn’t necessarily mean that you’re appropriately teaching and assessing 
to those outcomes.  

I’ll give you an example of something very simple our instructional designer did recently in her 
design strategy for assignments. This was done in order that students would understand what 
role the assignment serves in the overarching scheme of outcomes. The instructional designer 
has now linked assignment outcomes back to unit outcome and then to course outcomes in 
order that students really understand ‘oh, this is what this assignment is designed to do. This is 
the red thread connecting the dots’. But it doesn’t only just do that for the students, it also does 
that for the instructors and sometimes they can see a misalignment or ‘oh… that assignment 
doesn’t really do that. Maybe I need to tweak the assignment or I need to tweak the outcome’. 
So that’s a very simple thing one can do in design, but it’s often a missing piece. Why does a 
student need a reason to write an essay? 
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IMPACT ON COSTS (23:11) 
 
‘Charles Snare’ 
 
The way things are set up in The United States is that many students are on financial aid and 
often will not get their textbook before two or three weeks into the class starting. It’s often the 
students who are most at risk and they are put in a position to fail in many ways. However, with 
OER these students now have the opportunity to get the required materials on the very first day 
of class. Therefore, the chances of succeeding are much greater and in turn that means they 
come back the next semester, which from our standpoint means they end up paying some sort 
of fees which generates revenue in the end. Then of course, the United States is moving more 
and more toward focusing on how many students we actually graduates. At my last count, I 
think about 23 or 24 U.S. States have now implemented performance-based budgeting. 
Because of these performance criteria this has become even more important in addition to 
adding one more lever to help students eventually graduate. That will also have an economic 
impact on us as institutions. And then in a secondary way, the public will be more favorable 
toward higher education when they then know why higher education is important for their son or 
daughter to have. However, on the other hand they are unhappy when they see that higher 
education is wasteful. Therefore, this is one way to demonstrate to the public that we take their 
concerns seriously. We’re saving their sons or daughters money…and thus we will get back 
some of the goodwill that I think we have actually lost.  

Probably the most well-known book in the higher-education sphere is Academically Adrift. That 
book is about the ‘quality of things’ and really very skeptical in that a large number of students 
go through four years of college and almost 50% have actually learned very, very little. So this 
effort by Chadron State is one way, as Don was talking about, to be very transparent for people 
to look at and see what we’re doing while also making things more accountable. The other cost 
aspect of this, Susan talked about spoke about scalability, but I’ll take a little bit of a twist on 
that. Right now the model is; a professor goes in and reinvents the wheel for the thousandth 
time when teaching Introduction to Psychology. That subject has been taught for many years by 
thousands and thousands of professors; however everyone is still starting from scratch. What 
our Education Department Program is actually doing now is; whoever follows Don in to teach a 
class is not going to start from scratch. Therefore, it’s much more in some ways a research built 
model, because as in research you build on the shoulders of other people. That’s what we’re 
doing with this initiative; when new faculty now comes in they’re no longer starting at ground 
level. However, that doesn’t mean that teachers are going to be out of a job, because there’s 
always going to be those ‘teaching puzzles’ out there that are going to need to be solved. 
However, now they have more time to find out where those teaching obstacles are. So what this 
means is that we’re becoming much more cost-effective and getting more for what we’re 
actually doing… rather than being kind of haphazard in many ways. 
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LINKS 

Chadron State College:  
http://www.csc.edu/  
 
Kaleidoscope Grant:  

http://www.csc.edu/modules/news/public_news/view/9348 

Hewlett Foundation:  

http://www.hewlett.org/  

Gates Foundation:  

http://www.gatesfoundation.org/  

7 Things You Should Know About OER:  

https://net.educause.edu/ir/library/pdf/ELI7061.pdf  

Quality Matters:  

https://www.qualitymatters.org/   

New Media Consortium:  

http://www.nmc.org/   

Academically Adrift:  

http://goo.gl/ZqV9wT   

ADA Compliance:  

http://www.ada.gov/ 

Open Educational Resources In U.S. Higher Education: 
http://www.onlinelearningsurvey.com/reports/openingthecurriculum2014.pdf 
 
2015 Grade Level: Tracking Online Education in the United States 
http://www.onlinelearningsurvey.com/reports/gradelevel.pdf 

 

FURTHER INFORMATION: 

Dr. Gerard L. Danford 

gerard.danford@haaga-helia.fi 
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