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Abstract

The undergraduate programme in Marketing offered by the Department of Marketing of
the Technological Education Institution (TEI) of Athens is currently delivered using
mainly the lecture-based approach for students 18-24 years of age. However, a number of
factors, both internal and external, exert pressure towards redesigning delivery around a
more flexible approach, which may target to both current students and future older
applicants. These factors include, among others, a great demand for management studies,
rigidity of organisational structures and a lack of focus on Life Long Learning to serve
the needs of the changing student population. Therefore, Flexible Delivery is an approach
well suited to address current and future students’ needs in or above the 18-24 age range.
So, the current organisational situation and the key elements for consideration are
described and analysed (improvement in access and equity, flexibility of teacher — learner
interactions, the appropriate tutor support, improvement of organisational processes and
the nature and the scope of the administrative systems). These are followed by respective
policy recommendations for this organization so as to respond to the new requirements
deriving from the introduction of Flexible Delivery. These policy recommendations take
into account the difficulties that are normally expected to arise and propose ways to
overcome them. In any case, a gradual adaptation is preferable since that there are - and
there will be - many challenges to be faced by the organisation.

Mepiinyn

To mpdypapo TPOTTLYOKAOV GTOVI®V 6T0 MApKeTIVYK OV TPpocPEpeTat amd to Tunua
Eumopiag kot Awagpnpiong (Mépketivyk) tov Teyvoroywkod Exmoaidevtikov I[opvpatog
(TEI) ABnvag, ent Tov TAPOVTOS TOPEYETOL GTOVG POLTNTEG OV gival peta&d 18-24 tdv,
pe ) ypnon kupimg g mpocdyyions mov Paciletar ot owbAeln. Tlap’ dla avtd, pio
oelpd TopaydvTtov, T060 E0MTEPIKAOV 000 Kol eEMTEPIKMV, OKOVV Tieon TPog £vav
avacyeSOGUO TNG TOPOYNS GLTNG HE MO O EVEMKTN TPOGEYYIoN, N onoio pmopel va
anevfHveTal TOGO GTOVG VILAPYOVTEG POITNTEG OGO KO GE UEAAOVTIKOVG, WEYOADTEPNG
nAiog vroynerovg gortntés. Ot mopdyovies avtol meptiapupdvoovv, petald aAiwv,
peydain {nmon yio 6movdEs 6To PAVATEUEVT, T OLGKAUYIN TV 0PYOVOTIKOV SOUDV Kot
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mv €MAewyn eotiaong otn At Biov MdOnon. Qg ek tovtov, n Ilapoy omovdmv pe
Evélkto tpémo ivor po mpocéyyion mov taptalel 6t TPpootddeio avTomdKplons oTig
aVAYKEG TOV VIOPYOVIOV KOl TOV UEALOVIIKOV QOUTNTAOV GTNV NAIKLOKY opdoa 18-24
etV N og peyoAvtepes. 'Etot, meptypdenke kot avalvdnke n 1p€yovca KoTAGTAGT TOV
opyavIcHOV Kot To pog Bedpnon onueio kiewwd (Bertimon oy mpdsPacn Kot otV
16OTNTA EVKOIPLAOV, EVEMEIN OTIG AAANAETIOPACELS dIOAGKOVTOG — POLTNTN, 1| AIaPaiTnTN
VROGTNPLEN TOV AOAGKOVTOG, 1 PEATIOON TOV SOOKAGIOV HEGH GTOV OPYAVIGUO Kot M
Q00T KOl 0 GKOTOC TOV GLUGTNUATOV 0101KNo™G). AKoA0VBMS, Tapatédnkay avticTot e
TPOTAGEL TOMTIKNG YU OLTOV TOV OPYOVICUO £T61 MOTE va avtamokplfel ot véeg
OTOLTGELS TOV TPOKVTTOLV amd TNV gloaymyn ¢ Evéluctng Iapoyng omovdmv. Avtég
Ol TPOTAGELS TOMTIKNG AopPdvouv v’ OYv TOUG TIG OVGKOAIEG TOL (PLGLOAOYLK(L
OVOUEVETOL VO OVOKDWOLV KOl TPOTEivouv Tpdmovg yio v vrépPactn Tovg. Xe kdbe
nepintowon, sivor mpotyuntéa o Pabuiaio wpooappoyr aeov vrapyovv — Ko Ha
VILAPEOVY — TOAAEG TPOKANGELS TOV Ba TPEMEL VAL AVTILETOTLGTOVV OO TOV OPYOVIGUO.
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Introduction

The Department of Marketing of the Technological Education Institution (TEI) of
Athens, Hellas offers an undergraduate programme of studies in Marketing using the
lecture-based approach only. The students of this Department are currently in the 18 — 24
age-range but older students are expected to be enrolled in the future following the
establishment of the Institutes for Lifelong Education. The challenge of Flexible Delivery
for the Department of Marketing is to create self-directed and motivated learners by
providing them with more choices about where, when, what and how they learn
supported by appropriately qualified staff through the creative and efficient use of new
Information and Communication Technologies.

The Context

The organisational context consists of several external and internal variables that are

interrelated and influence the Flexible Delivery policy proposal and formulation within

the organisation. A brief description of them follows:

Educational

e Lack of clarity of the “new” concepts of Flexible Delivery, flexible learning, open
learning etc. which leads to confusion about them. These “new” forms of learning
may not be easily accepted and valued by both learners and their environment.

* Pressure exerted by other foreign institutions due to differences in teaching methods,
assessment mechanisms and criteria.

* The need to accept that learners’ needs must become the centre of the educational
process and revise the current teaching and learning practice.

Economic and technological

* The Department receives much less funding while student numbers have been
increased. Alternative sources of funding are very difficult to be sought. European
Union (EU) funding is a possibility but we must bear in mind that it is of limited
scope.
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* Inadequate resources, infrastructure and lack of modern Information and
Communication Technologies (ICTs).

* Inadequate student and teacher support due to intrinsic barriers.

* Learners’ knowledge, willingness and ability to use ICTs in a uniform way and the
extent of their access to appropriate facilities are not known.

Social

* The demand for higher education continues to be great.

* There is a need for Life Long Learning due to changing student population that is
seen more and more clearly.

* Stakeholders may have totally different views and priorities concerning the

constituents of Flexible Delivery and reaching a consensus may be extremely
difficult.

Political

* Inflexibility on where, when, what and how learners are able to learn due to existing
legislation and centralisation of the educational and administrative structures.

* Flexible Delivery is not a top priority.

e Pressure for accountability, evaluation and quality assurance of higher education.

* Existing funding formulas and policies are based in the numbers of students admitted.

Industrial
* Labour market-orientation is a potential major thrust for future Flexible Delivery
initiatives.

* Industry favours Flexible Delivery initiatives.

Internal

* Rigidity of organisational structures and of the way education is delivered.

* Closer contact with the labour market and the affiliations developed between alumni
and the Department is an advantage for Flexible Delivery.

* The Department enjoys a good reputation and high-school graduates show a strong
preference for it.

* Teaching and administrative staff is accustomed to traditional roles and resist to
change.

Taking all the above into consideration, we can use the definition of Flexible Delivery
given by Bell and Lefoe (1998, p. 72): “Flexible Delivery is an approach to teaching and
learning which increases access to education for a wide range of students by offering
greater student control over time, place and pace of study. Technology, where
appropriate, is utilised to support communication and access to information, to move
towards a more student centred approach to teaching and learning. The most appropriate
delivery medium, (e.g. a lecture, a video or a book), can be chosen to meet the needs of
students, and interaction can be facilitated through face-to-face contact or through
supporting technology such as videoconference, phone, fax”.
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Key elements for consideration

The organisation in question (the Department of Marketing) should provide higher
education in Marketing through Flexible Delivery to existing (young) students and to
older ones. Flexible Delivery seems to be more important for the second category as they
are mature adults that will bring their own life and job experience with them, have
different needs and learn in a different way. For the first category, the usefulness of
Flexible Delivery lies mainly to its ability to provide them with study alternatives and
help them to become self-directed lifelong learners. The Department needs to consider
some dimensions of Flexible Delivery within and outside it and it has to find means to
accomplish these goals.

To achieve this, some key elements have to be identified for consideration if policy is to
address our organisation’s Flexible Delivery needs.

The first one refers to the improvement in access and equity provided by the Department.
These issues can be seen under the light of more flexibility in terms of customising the
course content and teaching strategies and of credit transfer and recognition of formal
prior learning and the elaboration of bridging programmes. The customisation of course
content and teaching strategies are crucial since the Department will be able to be better
adjusted to the needs of learners. This does not happen today as material has remained is
written in the “old, good way” accompanied by the lecture-based approach. Credit
transfer and recognition of formal prior learning will be another initiative to value
learners’ existing knowledge and experience. In addition, bridging programmes may be
used so as to shorten the period of study of learners that have previous relevant education
credentials.

The second one concerns the flexibility of teacher — learner interactions. This flexibility
has to be enhanced by new modes of delivery (by “new modes” we mean modes that are
new in the Hellenic higher education system — they may be “old” in other higher
education systems). The use of new modes will foster flexibility in terms of place, time,
and pace of learning. Moreover, the recognition of the changing nature of learner —
teacher interactions has to be made. The need for staff development is imperative and a
special focus must be made on the changing role of the teacher in Flexible Delivery
(Mandell and Herman, 1996).

The appropriate tutor support constitutes the third key element. As support is one of the
most important constituents of Flexible Delivery initiative, one to one and group-based
tutor support are considered valuable for the learners. In contrast with the massive,
impersonal teaching, one to one and small group-based tutor support are the means by
which the diversity of the learners is possible to be addressed. This tutor support has to be
enriched with residential tutorials and seminars that provide the opportunity of closer
contact and communication of all interested parties. The above can be accompanied by
personal help and counselling to enable learners to overcome barriers and difficulties in
their learning efforts.

The fourth key element refers to the improvement of organisational processes. This
improvement may take the form of the collaboration with external institutions and bodies.
Furthermore, the improvement of leadership and “management of change” skills is a
priority for both Department’s and TEI’s top management. This goes ‘“hand-in-hand”
with the change of the organisation’s culture. This change is, of course, something very
demanding which takes time and needs a lot of work to be done.
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The nature and the scope of the administrative systems constitute the fifth key element.
Flexible Delivery administrative systems have to become customer driven and easily
understood. Administrative staff development is the most important issue here. An effort
in re-engineering the whole administrative process would also be of great help, as it will
enable the Department to amend and improve the existing procedures.
The sixth key element refers to the appropriate learning resources and technologies
needed. To meet the needs for Flexible Delivery mentioned above, learning resources and
technologies have to be selected accordingly. The mix of media to be used will be
dictated by:

* The extent to which learners can access and use the medium (practicality, cost,

personal preference)

* Instructors expertise in using it for course design and delivery

* The financial capacity and administrative infrastructures of the provider and

* The local and national communications infrastructure supporting the medium.

The current organisational situation and the key elements for consideration

The key elements described above must be viewed in the light of the Department’s
organisational situation. Of course, there will be significant facilitating and restraining
forces (organisational strengths, weaknesses and deficiencies). For the first key element
(improvement in access and equity), the customising of the course content and teaching
strategies may face the lack of understanding of what Flexible Delivery is and the
potential of “knowledge media” (Postle and Ellerton, 1999). New teaching strategies may
not be welcome by the teaching staff, as they probably do not know what these strategies
are. On the other hand, society and industry may support this change, as there is a
growing need for Life Long Learning and changing student population. Credit transfer
and recognition of prior learning will face many obstacles particularly on the part of some
stakeholders (senior academic staff, political parties) that do not like higher education to
be mingled with other levels of learning. Other stakeholders favour this initiative
(industry, older students willing to enter or re-enter higher education). The bridging
programmes will face the same problems also plus the justified concern of lack of know-
how on to design them.

The second key element (flexibility of teacher — learner interactions) and its associated
new modes of delivery may face the barriers of resistance to change and faculty culture
(Berge, 1998). Industry, again, and the pressure for more places in higher education along
with the changing and expanding student body counterbalance the barriers mentioned
before. The recognition of the changing nature of learner — teacher interactions will be
something very difficult to be brought about as it contrary to faculty beliefs and culture.
They do not want to abolish their perceived “superior role” by putting learners’ needs
first and above theirs. On the other hand, there is a need to accept that learners’ needs
must become the centre of the educational process.

The appropriate tutor support element may be more acceptable as there is already some
experience in teaching small groups (in tutorial sessions and laboratory classes). But the
one-to-one tutor support is rare and done informally an infrequently also. In addition,
faculty or other staff members do not know why they must provide support and how this
support has to be provided. One-to-one and small group-based tutor support, personal
help and counselling “undermines” the perceived economic efficiency of the massive
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education system and is to be seen as a factor of additional cost. In this case, it is sure that
their importance (Benza et al, 1999) is not understood or is underestimated. This may
threaten the viability of the whole Flexible Delivery system (Gellman-Danley and
Fetzner, 1998).

The fourth key element (improvement of organisational processes) is probably the most
crucial one and the most difficult to cope with. There are many forces that exert pressure
for the existence of leaders with true and visionary leadership abilities and experts in the
management of change - the “open management” approach as described by Paul (1990).
The same happens with the need for changing the organisation’s culture. These forces are
the collaborations with other institutions, the need for accountability and quality
assurance and the need to do more with less. Resistance to change, lack of new leaders
and drivers of change and delays to find and appoint them are restraining forces for
organisational change to take place.

The change in nature and the scope of the administrative systems (the fifth key element)
may have problems due to the rigidity of organisational and administrative structures
(Postle and Ellerton, 1999) and the existing legislation and centralisation of these
structures. Moreover, Flexible Delivery is not a top priority. The customer driven
approach will face the same problems with the change and customisation of teaching
strategies mentioned previously. The simplification of these structures may face
respective problems also. The positive side is that the efficiency of the current structures
has been put in question due to their failure to overcome certain problems (e.g. increased
student numbers) and the opportunity to change them to the desired direction seems
feasible.

The sixth key element which refers to the appropriate learning resources and
technologies needed to support Flexible Delivery is probably the most problematic. The
Department suffers from inadequate resources, infrastructure and lack of modern ICTs. It
receives much less funding not in proportion with student numbers. The addition of new,
older students may lead to deterioration. There is also inadequate student and teacher
support due to intrinsic barriers. Furthermore, young and older learners’ knowledge,
willingness and ability to use ICTs in a uniform way and the extent of their access to
appropriate facilities are not known. On the other side, there is possibility for EU funding
but we must bear in mind that it is of limited scope. EU supports infrastructure creation
and modernisation and this can be exploited to a large extent.

Key policy recommendations

Small, gradual steps have to be made in the beginning so as to avoid serious mistakes and
allow for adjustments and changes where and when needed. However, it is not possible to
cover all aspects of Flexible Delivery in the given context. Some organisation-specific
key policy recommendations will be identified in relation to the key elements described
above.

Policy recommendation 1

The Department cannot undertake the duty for customising the course content and
teaching strategies. A reasonable alternative is the introduction of the distance education /
learning mode as a first effort. Material already developed by the Hellenic Open
University (HOU) is available. This material was created with the mature / adult learner
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in mind and its adoption will save the Department a lot of money. This material covers
the majority of the Department’s curriculum. This way, an additional mode of study can
be offered at very low cost. The HOU is expected to minimise or eliminate royalties for
its material due to the protocol for mutual co-operation with the rest of the (‘traditional')
Hellenic Higher Education Institutions (HEIs). To avoid obstacles and oppositions with
informal prior learning assessment, we can develop a process for credit transfer and
recognition of prior formal learning. For example, formal prior learning is the case of the
graduates of the Institutes of Vocational Training. The two-year study in these Institutes
leads to a professional certificate acquired after success in the Professional Certification
Examinations. The specialisations they offer are similar to the Departments’ ones (trade
and promotion, advertising and sales). By awarding them certain amounts of credits, a
bridging or degree-completion programme can be designed and executed. Moreover, the
expected operation of the Hellenic Qualifications Framework is expected to facilitate the
recognition of formal, informal and non-formal learning also (Fotopoulos and Goulas,
2010).

Policy recommendation 2

The recognition of the changing nature of learner — teacher interactions can only be
achieved through staff development. Staff development must be seen as an instrument for
organisational change (Robinson, 1998). New teaching strategies and methods (Sparkes,
1993), awareness of how learners have changed, the new roles of the teacher, new
assessment methods etc. are the topics in which they must receive training. A good option
for them would be to attend the postgraduate modules “Adult Education Methodology”,
“Design, Management and Evaluation of Adult Education Programmes”, “Contemporary
Approaches to Adult Education” and “Open and Distance Education” developed and
delivered by the HOU. Again, cost can be compensated through the mutual co-operation
agreement. These modules will provide staff the necessary knowledge and first-hand
experience of studying at a distance. Material and non-material incentives must be given
them to do so.

Policy recommendation 3

The appropriate tutor support needs a separate management sub-system (Freeman, 1997).
Staff development is responsible for making tutors: a) gateways to other resources; b)
providers of feedback; c) helpers with personal problems and d) assessors. The
postgraduate modules mentioned above can serve this aim except (c) in which the help of
the TEI’s social and counselling service can be used to provide the training needed.

Policy recommendation 4

The answers to the question “why go flexible?” are the reasons for bringing change about
and get leadership informed of what is expected by it. These answers are (Race, 1996):

* The pressure is on us due to the increasing competition

*  We need to work together (with other providers of education and training)

* The (traditional) systems are changing.

* Funding is diminishing.

*  Our learners are more different.

* Students’ expectations are more varied.
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* Many students feel over stretched — we have to ease their burden.

* Quality control and accountability are more important.

* The world outside is using more flexible learning.

* Learning to learn is more important as an outcome of higher education.

These issues dictate the change of attitudes and ways of thinking and dealing with
everyday activities. If current management (both at TEI and Departmental level) cannot
be adjusted to the new requirements, they must be replaced. This sounds stranger but the
success comes only when top management understands and supports the new initiatives.

Policy recommendation 5

The customer driven approach as well as the flexibility needed for change in nature and
the scope of the administrative systems can only be achieved through administrative staff
development actions. The rationale is the same as in the case of teaching staff
development activities. On the other hand, the issue of simplicity and understanding of
these systems must be achieved through the means of re-engineering. An outside
organisation (e.g. a consultancy firm) may undertake this task. Due to limited funding,
the alternative of assigning this task to a university Department must be examined.

Policy recommendation 6

The issue of the appropriate learning resources and technologies needed to support
Flexible Delivery has direct relationship with inadequate resources, infrastructure and
lack of modern ICTs; inadequate student and teacher technical support; learners’
knowledge, willingness and ability to use ICTs in a uniform way and the extent of their
access to appropriate facilities. All these suggest the use of low-cost second-generation
media (Taylor’s “multi-media model” as cited in Postle and Ellerton, 1999). These media
(print, audiotape, videotape) are the ones also used by the HOU as students feel
comfortable with, have access and experience to use them (Cuskelly, ef al, 1997). For the
near future, Taylor’s fourth-generation alternative (the Flexible Learning model —
Interactive Multimedia, Internet-based access to WWW resources and Computer
Mediated Communications [CMC]) has to be considered because of its advantages
(Mason, 1994). This will be the case provided that the necessary funding has been
secured, the limits of technology have been well defined (Bates, 1994) and both
Department and learners are willing and capable of using the new ICTs and exploiting
their full potential.

Conclusion

The introduction of Flexible Delivery in the organisation of the Department of Marketing
of the TEI of Athens is a difficult and time-consuming task. In this paper, an attempt was
made to make a proposal for the development of a Flexible Delivery policy for this
Department taking into account its characteristics and particularities as well as the forces
that shape its external environment. Six key elements expected to be of paramount
importance were identified and the associated strengths, weaknesses and deficiencies
related to them were also described. Respective policy recommendations made on the
basis of this description so as to address the needs deriving form the introduction of
Flexible Delivery within this organisation. The implementation of the policy proposed
must be gradual and must allow for time in order the Department and its constituent parts
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adjust in the new situation and be able to respond more effectively and efficiently to the
challenges Flexible Delivery is to pose in the future.
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