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At-a-Glance 

 
What are OER?  
Open Educational Resources are learning objects which are openly licensed (as opposed 
to being subject to “all rights reserved” copyright). Their licensing provides permission 
for the 5Rs — users are free to Retain, Reuse, Revise, Remix, and Redistribute  the 
content. 
 
Why OER? 
The freedoms afforded by the open licensing mean that resources can be customized to 
suit unique student populations and their changing needs. Faculty are able to tailor 
resources to their specific courses. OER are nearly always freely available online, which 
can significantly reduce students’ textbook costs. Emerging research points to a 
correlation between OER use and reduced DFW rates; sensitivity to concerns about 
textbook affordability can become a recruitment draw.  
 
OER at Alfred University 
Supported by a grant from SUNY for the 2017/18 and 2018/19 academic years, faculty 
have been encouraged to adopt, and provided with stipends to support that adoption, 
OER in lieu of traditional textbooks. Over those two years, 11 new course sections have 
switched to OER; prior to 2017, 10 course sections had already begun using OER.  
 
Key Next-Steps at Alfred University 
➤ Documentation  —  Definitions, policies, guidelines, workflows, and more all need to be 
codified so the institutional knowledge is not reliant on the presence and/or involvement 
of any key individual(s). 
➤ Funding  —  Alternate sources of funding will be needed if faculty stipends are to 
continue without SUNY grant money. Possible sources include University administration 
or an outside donation to support academic innovation and the textbook affordability 
mission.  
➤ Assessment  —  OER- (and non-OER-) courses need to be evaluated to measure 
student success. Instruments and/or techniques for evaluating the effectiveness of 
courses, course materials, and teaching strategies need to be developed, tested, and 
implemented. Assessment is an area that should be strengthened across the board. 
➤ Professional Development —  Faculty need to be given the tools and skills that will 
enable them to support their own and their peers’ OER practice. Alfred University faculty 
should tap into the broader OER community and develop an internal community of 
practice, building a culture of OER and a support network. Long-term sustainability will 
need to be faculty-led, not librarian-led.  
➤ Communication — Communication plans and materials will need to be developed, 
tailored to the many parties impacted by OER. These populations include faculty, staff, 
administrators, trustees, donors, alumni, current students, and prospective students. No 
program can grow unless it has buy-in, attendance, and promotion.   
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Introduction 

 
Open Educational Resources (OER) can be defined as “teaching, learning, and research 
materials that reside in the public domain or have been released under an intellectual 
property license that permits their free use and repurposing by others,” (Hewlett 
Foundation, 2019). They are more colloquially defined as educational resources that 
allow the “5Rs” — without needing to seek permission from the rights-holder, users are 
free to Retain, Reuse, Revise, Remix, and Redistribute  the content. The proliferation of 
OER, in contrast with copyrighted materials from traditional publishers, is a relatively 
recent phenomenon. Educators have been developing, and sharing, their own materials 
for decades, but in recent years OER has emerged as a movement.  
 
Much of the driving force behind the OER movement thus far has been a recognition of 
the skyrocketing costs of higher education, to which the cost of textbooks is a 
contributing factor. Since beginning its OER initiative, the State University of New York 
(SUNY) estimates an impact of over $15 million in student savings, with over 153,000 
students using OER instead of traditional textbooks (SUNY OER Services, 2019).   
 
SUNY received a $4 million grant from the State of New York to fund OER initiatives in 
the 2017/18 and 2018/19 academic years. Part of that money has gone towards grants for 
SUNY campuses, including Alfred University (connected to the SUNY system through the 
New York State College of Ceramics (NYSCC)). This grant is not simply to encourage 
initial adoption (and possibly creation) of OER, but to enable each individual SUNY 
campus to build the foundation for a sustainable OER initiative, which will support their 
unique needs, mission, and values even after the seed money runs out.  
 
The use and awareness of OER at Alfred University has been increasing, thanks in part — 
but not entirely — to the SUNY funds. It would perhaps be more accurate to say that the 
availability of SUNY money provided an impetus to share OER beyond the circle of 
faculty who were already “in the know.”  
 
Efforts for broader OER education, outreach, and support have been led by Alfred 
University Libraries, with Brian Sullivan serving as OER Lead in 2017/18 and Samantha 
Dannick taking the helm in 2018/19. With their support, the number of faculty offering 
OER courses, and the diversity of those course offerings, has continued to increase. 
(While librarians at Alfred University have faculty status, “faculty” in this document refers 
to individuals responsible for teaching one or more courses, with or without tenure.) 
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OER Adoptions at Alfred University* 

Semester  New OER Course 
Sections 

New Faculty 
Using OER 

Departments/Subjects of New 
OER Course Sections 

Prior to Fall 
2017 

10  7  Chemistry 
Physics 

Fall 2017  1  1  Biology 

Spring 2018  1  0  Chemistry 

Fall 2018  1  1  Biology 

Spring 2019  8  5  Chemistry 
Mathematics 
Human Studies (History) 
Performing Arts 
Modern Languages (Spanish) 
Psychology 

*Data from OER course conversion stipends application forms as of 2/14/2019 

 
Thus far, SUNY funding has largely gone towards awarding stipends to faculty when they 
convert a new course section to using OER (nearly always replacing a traditional text). 
These stipends are a recognition of, and compensation for, the additional time and effort 
that goes into finding, selecting, adopting, and — increasingly — adapting an OER 
resource to best fit their course. One aspect of sustainability that will need to be 
addressed will be if, when, and how to phase out (or find alternate funding for) continuing 
stipends. 
 
OER present a new opportunity to support the mission of Alfred University as a 
“student-centered” institution, “aim[ing] to serve an ever-changing student population” 
(Alfred University, 2019). OER are adaptable and customizable resources, which allow 
faculty to tailor them to their specific course and students. Rather than attempting to find 
a “one-size-fits-all” commercial textbook, they can refine (or make) something with their 
students in mind. Utilizing teaching strategies and assignments enabled by OER 
(sometimes known as “open pedagogy”) also ties into Alfred’s “student-centered” nature; 
students can get involved as co-creators of their classroom resources. There are exciting 
possibilities to which continuing to embrace OER at Alfred University opens the door. 
 
One of the initiatives laid out in the Alfred University strategic plan is to “enhance student 
recruitment and success” (Alfred University, 2018). Demonstrating sensitivity to the cost 
of textbooks can become a tool for recruitment. Textbook costs are an issue that is on 
the minds of prospective students and their parents, and showing awareness of that 
issue reinforces that Alfred University cares about its students and their success beyond 
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academics. Once students are enrolled, the use of OER may help them achieve 
academic success. Although it is too soon to draw definitive conclusions, studies 
(Colvard, Watson, & Park, 2018), (Feldstein, et. al., 2012) have shown a correlation 
between OER and improved student outcomes in courses.  
 
OER at Alfred University present an opportunity to reaffirm the commitment to being a 
“student-centered” institution committed to teaching and supporting student success. 
The progress of OER adoption, aided by the grant from SUNY, indicates that more 
faculty, in more subject areas, are learning about and being excited by the possibilities. 
OER are not a panacea, but the movement of OER is an educational innovation that 
Alfred University should commit to. With that commitment in mind, faculty, staff, and 
administration need to make a plan for sustaining OER for the long-term.  
 
The following OER Sustainability Plan will address the core areas of infrastructure, 
resources, and culture within the context of Alfred University as a community and an 
institution. The plan is specific to how OER is/will be implemented at Alfred University, 
which means that some areas will have greater needs and emphasis than others. It has 
been developed with sensitivity to the size, resources, and needs of Alfred University. 
 
 

OER Infrastructure 

 
OER Infrastructure encompasses the guidelines, processes, support, people, and more 
that will be needed to develop, grow, and maintain OER.  
 
Guidelines and Processes 
To this point, OER implementation at Alfred University has been largely a people-driven 
project. The OER Leads have been heavily involved in many OER adoptions, providing 
direct outreach and support for interested faculty. This targeted, interpersonal approach 
works well for the overall community and culture of Alfred, but it has resulted in little 
formalization or documentation of the mission of OER and how to go about creating, 
adopting, etc. OER.  
 
Codifying what OER means to, and should be, at Alfred University is a critical part of 
sustainability. This will help transform OER from being an individual-driven movement to 
being an institution-driven movement.  
 
The same can be said for the administration of how faculty adopt (or create) OER and 
how that is understood and monitored by the University. Developing, and codifying, 
means for evaluating OER courses will be very important. In the course of innovating, the 
emphasis on student success should never be forgotten. Administrators and the OER 
Leads (who have the most familiarity with OER) should work with faculty to develop 
rubrics for evaluating courses implementing OER. These may be adapted from the 
established means of evaluation of traditional courses, or new metrics may be 
developed. 
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The established faculty stipend structure, paperwork, and process will need to be 
adapted to fit University-provided funds as opposed to being paid out of the SUNY grant, 
as they have been thus far. It would be appropriate to continue providing faculty stipends 
for converting courses to OER — these are less an incentive than a recognition of the 
additional time and effort that go into utilizing OER to their full potential.  
 
Codifying the expectations for these stipends should build on the established criteria for 
what “counts” as OER (resources that allow the 5Rs) and what an OER course entails (the 
majority of the required texts/materials are OER). A sliding-scale stipend structure is 
recommended for the long-term, with different award amounts for whether faculty simply 
trade out a traditional text for an established OER, adapt the OER they have chosen to 
tailor it to their class, or create and release a new OER. The tiered structure will better 
recognize (and, to a certain extent, incentivize) faculty who are using OER to their full 
potential and maximizing the pedagogical impact of OER. The details of what each of 
these “tiers” entails, and how much the tiered stipends should be, will need to be 
established and documented by University administration, the OER Lead, and faculty. 
 
Professional Development and Support 
Faculty will need to be given the tools to succeed in realizing the potential of OER. 
Professional development workshops can help lay that groundwork, but developing a 
community of practice for OER will have the biggest impact on long-term sustainability. 
(More on this will follow in the Community of Practice section.)  
 
Thus far, Alfred University Libraries personnel have led and supported OER adoptions on 
campus (both OER Leads are librarians). The Libraries will continue to provide 
consultations and workshops, but other departments and experts should also be 
involved. Many OER have a large technology component — greater involvement by 
Information Technology Services (ITS) will help faculty understand and integrate more 
technical elements. People with instructional design expertise should be consulted as 
OER-use continues at Alfred University; this may be through University employees, 
consultants, or workshops. More guidance on instructional design will help faculty realize 
the opportunities OER present.  
 
The professional development opportunities and support services laid out here can also 
benefit faculty who are not (yet) using OER. Greater understanding of instructional design 
principles and educational technology can help faculty whether they are using OER or 
not. It is important that, even as the hope is that more faculty will embrace OER, 
opportunities are equitable. A broader approach will increase buy-in and provide greater 
outreach, as well as increasing the number of students impacted by the OER initiative.  
 
Platforms and Technology 
OER implementation can be technology-heavy, as it potentially encompasses systems 
much larger than the resources themselves. At Alfred University thus far there has been 
little work done toward identifying and reporting OER courses in ERP systems or in the 
course catalog. Administrators will need to decide if OER should be part of these 
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applications. Facilitating data collection and analysis utilizing the University’s ERP system 
is recommended. Publicizing which courses are utilizing OER in the course catalog is not 
recommended at this time — Alfred University is small enough that students may not 
have a choice about which section of a course to take (if more than one is offered), and 
faculty are being encouraged to use OER based on its merits — having students pressure 
faculty into adopting OER will likely backfire and have negative repercussions on their 
attitudes toward OER. 
 
Support needed for integrating OER into the LMS (Canvas) will depend on the type of 
materials faculty wish to utilize. There has been minimal adoption of commercial OER 
platforms (like Lumen) at Alfred University. While faculty have not been discouraged from 
using the resource of their choice, the adoption of platform-based OER was not pushed 
by the OER Leads, who were looking ahead to what would be sustainable. Currently 
there is little need for more advanced integration (such as for quizzes and other 
exercises), but stronger support for faculty working in Canvas is desirable, whether or not 
it is needed for OER.  
 
As more faculty adapt and create OER, they will look for recommendations for where to 
publish their work. Alfred University should avoid taking on any additional technology 
load and should instead recommend established resources and repositories like OER 
Commons. At the same time, codifying where faculty must publish their work is 
undesirable, as it may lead to pushback in the name of academic freedom.  
 
People 
Currently, the OER adoption initiative at Alfred University is librarian-led and heavily 
librarian-supported (the librarians in question being the OER Leads). This has been 
workable given the small size of the institution and the scale of the program. Given 
organizational constraints, it is extremely unlikely that hiring more staff to support OER 
will be possible. Nor will the small number of people supporting OER be able to maintain 
their current level of individualized service if demand continues to grow.  
 
With these limitations in mind, the most sustainable model for long-term OER support is 
to establish a community of practice, through which invested faculty and staff can 
develop and share the tools and knowledge to support OER at Alfred University. Giving 
this community of practice a firm foundation must happen in order to successfully 
transition to a long-term program. In establishing that foundation, and beyond, the OER 
Leads and the University Libraries will continue their involvement as OER supporters, 
experts, and cheerleaders. (More on this will follow in the Community of Practice section.)  
 
The work that goes into adapting (and creating) OER must be recognized. Currently, 
faculty are awarded stipends to compensate for that. In the long-term, paying stipends 
will likely be unsustainable. Instead, it is recommended that adapting and creating OER 
be specifically identified, if not emphasized, in the promotion and tenure process (P&T). 
Each academic unit manages its own P&T, so the particulars will be up to the relevant 
committees, but the impact OER will have pedagogically and on the academic community 
as a whole deserves recognition. 
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OER Resources 

 
Material resources, such as technology and staff, are largely encompassed by the 
Infrastructure section, above. “Resources” here entails the most foundational element: 
financial resources; how to provide and maximize the funds needed to support OER. 
 
Costs 
At Alfred University, the largest expense associated with OER is faculty and staff time. 
The other major expense that will need to be budgeted for will be professional 
development, support, and outreach. As the community of practice develops, 
stakeholders will need to assess the community’s priorities and determine what financial 
support they will need.  
 
When facilitated by peers within the community of practice and supported by freely 
available resources (such as OER on OER), future professional development costs should 
be relatively small. These costs may be borne by particular schools, subsidized by the 
University Libraries, or supported by another administrative body on campus. 
 
Course development is (and should be) already part of faculty members’ duties; whether 
utilizing OER presents a greater burden will depend on how faculty approach it. At Alfred 
University thus far, most faculty who have switched to OER have simply adopted 
established resources, such as OpenStax books, to replace the textbook they had been 
using. The time and effort required for this approach will likely be accepted as part of 
their teaching duties. However, using OER to their fullest potential will entail adapting 
resources in many cases, and the time and effort required for that may be above and 
beyond. As for OER creation, unless it is explicitly recognized for P&T, the financial 
incentives/compensation that would be available is unlikely to justify the investment of 
faculty time that would be required. 
 
While supported by the SUNY OER grant funds, all faculty who converted course 
sections to OER were awarded a stipend; this approach will not be sustainable beyond 
the initial grant. In the interest of sustainability and scalability, a tiered stipend approach 
is suggested, so that awards reflect the variability of faculty time and effort. Policies for 
what each tier entails — what qualifies and what the awards will be — will need to be 
determined and codified. The long-term source of stipend funds will also need to be 
determined; academic innovation funds might be a good avenue.  
 
A wrinkle in how to budget for the cost of the human effort behind OER is the question of 
how to evaluate that cost when OER is part of a salaried employee’s job description. 
Determining when supporting OER crosses the line from being part of regular duties to 
infringing (which would entail budgeting for reallocated staff time) will be necessary.  
 
Expenses for material OER infrastructure, such as technology platforms, should be 
minimal. The OER Leads at Alfred University did not encourage faculty to adopt 
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platform-based OER because it would be unsustainable once grant funding and/or the 
initial contracts ended. The judgment was made that it was better not to have faculty 
become dependent on something they wouldn’t be able to keep. The precedent is set 
that, if faculty do opt to adopt a platform-provided OER, the cost will be passed along to 
the students (it remains significantly less expensive than commercial textbooks). 
 
Funding 
Possible sources for funds include the University Libraries, which have supported the 
OER initiative at AU thus far (with SUNY grant money), and the Provost’s Office, which 
may be able to navigate other funding streams. Donors seeking to support academic 
innovation and student success at Alfred University should be approached about 
contributing to OER growth and sustainability. 
 
Beyond simply pulling from sources of funding, OER’s impact on student success may 
result in financial benefits to the institution. In addition to being a potential draw for 
donors looking to fund academic innovation, reduced DFW rates in OER courses, along 
with easing students’ financial load, will likely improve retention. “Z-Degrees” at 
community colleges — degree paths in which all courses use OER, so students can 
complete their requirements without having to purchase any textbooks — are gaining 
recognition and drawing students. If enough courses at Alfred University use OER, the 
lower cost for books — and the signal it sends to prospective students — may become a 
recruitment draw.  
 
Tidewater Community College (TCC) proposes an OER sustainability model they call 
INTRO: INcreased Tuition Revenue through OER . In this model, using OER effectively (in 
such a way that the benefits are pedagogical as well as financial for students) produces a 
lower drop rate for OER courses (Wiley et. al., 2016). For a community college, the 
lowered drop rate would be sufficient — tuition dollars are retained, not refunded — and 
the initial results for TCC are promising. At a residential college like Alfred University, 
where full-time students pay a flat tuition rather than per credit hour, the translation is not 
so direct. However, the impact of lower drop rates on student retention could still be 
significant. A modified INTRO model for OER sustainability may also be considered, as 
more data about the impact of OER on retention is collected. 
 

OER Culture 

 
Building and documenting the OER culture at Alfred University will be critical to the 
long-term sustainability of the initiative. OER should be championed by a broad group of 
people across campus, including administrators, faculty, and staff. They should support 
each other and inspire their peers; distributing the enthusiasm and support for OER 
beyond its initial supporters will help ensure success is not reliant on one individual. 
Documentation is the unsung hero of sustainability — individuals can come and go, but 
the justification for and the tools of a community initiative should remain. Recording 
policies, procedures, best practices, and more is an area where there is still a lot of work 
to do. (See the Infrastructure section, above.) 
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Vision and Strategy 
The vision and strategy of OER at Alfred University should be developed collaboratively 
with faculty and administrative stakeholders, not handed down by fiat in this sustainability 
plan. That said, the language of TCC’s OER policy would be an excellent model, and it 
encapsulates why Alfred University (and many other institutions) should embrace OER:  
 

[T]he purpose of using OER at TCC is to improve student success through 
increased access and affordability and to improve teaching efficiency and 
effectiveness through the ability to focus, analyze, augment, and evolve course 
materials directly aligned to course learning outcomes. (Wiley et. al., 2016) 

 
OER will support Alfred University’s commitment to being “student-centered.” They have 
the potential to be the most student-focused materials; professors can customize their 
resources to fit their students, their teaching style, and their learning objectives. They 
demonstrate that faculty are sensitive to the financial needs of their students;  knowing 
and caring for students as individuals is one of the hallmarks of Alfred University. They 
are resources that are adaptable and innovative; what better way to demonstrate a 
“maker culture” than to reinvent course materials? 
 
OER will also support the elements of Alfred University’s strategic plan focused on 
student recruitment, retention, and success. Initial studies show promising correlations 
between the use of OER in a course and improved student outcomes, especially for 
Pell-recipient and minority students (Colvard, Watson, & Park, 2018). Highlighting the use 
of OER, and the innovative teaching and learning that use enables, can become a way for 
Alfred University to distinguish itself for prospective students. 
 
Metrics 
“Data-driven” is a term that gets thrown around frequently. But, in order to move from 
buzzword to meaningful operations, quality data needs to be collected. Demonstrating 
the impact of OER should focus on two areas: financial impact and student success.  
 
To that end, information on which courses and/or sections have implemented OER needs 
to be collected. This includes enrollment numbers and costs of previously used materials 
(new, used, rented) to measure financial impact. Student success is more difficult to 
quantify, but student outcomes in OER courses, such as final grades and DFW rates, 
should be tracked. Faculty and students should also be surveyed to develop a fuller 
qualitative picture of the impact of OER. Collection, storage, and dissemination of student 
success data must be compliant with FERPA and sensitive to privacy concerns. At a small 
institution like Alfred University, even if data is stripped of PII (personally identifiable 
information), it would still likely be possible to determine who the students in a particular 
course section are. Student success data should still be collected, but this concern may 
limit how it can be shared or publicized.  
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Communication 
Information about the impact of OER at Alfred University will need to be shared with a 
wide variety of audiences. Thus far, communication efforts have focused on faculty (and 
some relevant staff), mostly encouraging OER adoption. For long-term sustainability, 
administrators, trustees, donors, students, prospective students, and support staff will 
also need to be brought into the loop. Each of these audiences should (ideally) have a 
communication strategy tailored for them. 
 
Individualized outreach and support for faculty should continue from the OER Lead. Due 
to issues of scalability, this personalized service will likely be limited to faculty who 
express interest (even passing or superficial interest) in OER. General resources for OER, 
such as newsletters, mass-emails, or resource guides should be developed and 
improved to reach the general faculty body. In addition to resources for “how-to,” it will 
be critical to convey the “why” of OER. While information about student impact can be 
prepared and distributed, the most impactful communication will likely be peer-to-peer. 
With that in mind, faculty who are involved with OER need to be given the tools and 
vocabulary that will enable them to share. (See: Community of Practice , below). 
 
Administrators, trustees, and donors will need focused communication demonstrating the 
impact of OER on students’ experiences and how OER are supporting Alfred University’s 
mission, vision, and strategic plan. If seeking funding or donations from trustees or other 
outside parties, a coherent “story” of OER at Alfred University will be necessary. The 
“how-to” will be less important for this audience than the “why” of OER. One-sheets and 
materials for presentations should be developed for this audience. Alfred University has 
some buy-in from administration, particularly on the issue of textbook affordability, but 
maintaining and growing that interest and enthusiasm will still take work.  
 
Communication needs for support staff will largely depend on their role in future OER 
efforts. Well-documented workflows and other questions of “how-to,” specific to their 
duties will help them accommodate OER needs. It is unlikely that Alfred University will 
develop a large-scale OER operation, such as might be found at larger institutions, so the 
number of staff involved may be relatively small. Documentation may need to be 
developed on a case-by-case or need-based basis. However, for any staff involved, it is 
critical to minimize the additional burden OER operations may place on them and to 
provide at least some explanation of why it is a worthwhile endeavor. Staff from some 
relevant departments, including ITS, finance, and the bookstore are already familiar with 
and excited about OER; their experience and expertise will be critical in developing 
materials and a broader staff-focused communication strategy. 
 
Finally, communication with students will need to be carefully handled. In contrast with 
many other institutions, thus far at Alfred University a conscious decision has been made 
to do minimal student outreach. As has been demonstrated elsewhere, student pressure 
can become a powerful driving force for OER adoption. However, the OER project team 
has been concerned about being seen as “weaponizing” students in order to pressure 
faculty into adopting OER or to pressure administration into mandating OER. With an eye 
toward cultivating long-term positive feelings for OER, as well as being conscious of 
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existing capacity, the focus has been on guiding and encouraging faculty to consider 
OER for themselves and their students. OER adoption should be something faculty want 
to do, not feel like they must. 
 
However, as more faculty embrace OER and (hopefully) the practices of open pedagogy, 
student-focused communication should increase. Students will encounter OER in their 
classes and largely through their faculty. Again, preparing faculty to have these 
conversations and be OER ambassadors will be critical. The goal of student-focused 
communication should, ideally, be to have students advocate for OER not solely because 
they want free textbooks, but because they recognize the possibilities for more active 
involvement in their education and the potential to have resources that are specifically 
meaningful to them. 
 
 

OER Community of Practice 

 
Realizing the potential of OER at Alfred University will hinge on faculty buy-in and 
involvement. The campus needs not one OER expert but an ecosystem of people who 
can support each other. OER are adaptable and collaborative — a community-based 
approach reflects these central tenets. 
 
This group will likely include members of the original OER Work Group (established in the 
2017/18 academic year). Support staff involved with OER efforts, including the bookstore, 
ITS, and and instructional design should be encouraged to participate. The OER Lead 
(and University Libraries) will continue as coordinator, subject matter expert, and 
project/initiative cheerleader. However, the target audience of the group should be 
faculty (the practitioners), and this is where recruitment efforts should focus. Members of 
the community of practice will be united by their work toward and with OER; hopefully 
there will be involvement and impact across campus.  
 
A faculty-led (or at least equally faculty- and librarian-led) and faculty-supported network 
for OER adoption will be a shift in Alfred University’s model, which has until now been 
librarian-led. Having the OER message coming from their peers will likely increase buy-in 
from faculty. There is sometimes a sense in academia that fellow faculty members are the 
most qualified people to make teaching recommendations; faculty govern themselves 
and their curricula. Encouraging and empowering faculty to lead the long-term OER 
efforts will lean into that preference for peer-to-peer communication. 
 
When the financial incentives go away, faculty buy-in will be what sustains OER, not 
recommendations from librarians and definitely not directives from administrators. 
Working with OER takes time and effort, often more than might be required for using a 
commercial textbook; the community will help faculty see the value in investing in OER. 
Even if stipends do continue, it will be important that OER adoptions (and other 
operations) are intrinsically motivated rather than dependent on monetary compensation. 
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Intrinsic motivation may come from seeing the financial impact OER use is having on 
students, as well as growing understanding of the pedagogical potential of OER.  
 
Faculty at Alfred University are, for the most part, focused on teaching and embrace the 
“student-centered” culture of the institution. The prospect of being able to adapt 
resources to fit their students and their courses should be enticing. Pitches for OER have 
often focused on the financial impact because it is easy to quantify, but pedagogical 
freedom will hopefully be the long-term selling point. Creating a space where faculty can 
share their insights and innovations should lead to the development of higher quality 
OER and OER-supported teaching practices, and it will enable faculty to continue to grow 
professionally. This is also an opportunity to focus on understanding and embracing the 
changing student body, and faculty can share their experiences in a constructive forum.   
 
Decisions about operations should be made by the group in order to maximize 
participation. While in-person meetings should be a component, creating a virtual space 
(possibly in Canvas) will probably be necessary. It will be important to minimize potential 
roadblocks, one of which will be challenges in coordinating schedules. Recognizing 
participation in the community of practice as service or professional development for the 
P&T process will help faculty justify taking the time to be active participants. Each 
academic unit manages its own P&T process, so there may be varying levels of 
acceptance of this recommendation.  
 
While the community of practice should reach a point of being self-sustaining, significant 
efforts will be needed as core membership is being established. These will focus on 
giving the members of the community the knowledge, skills, and experience they will 
need. (Open) resources on OER adoption, adaptation, and creation will need to be 
located and compiled for faculty (and others) to reference. A directory of online 
communities or individuals developing and practicing open pedagogy should also be 
created. All these resources, and any others, should be compiled in a digital location 
which will be easily accessible; this may be in Canvas, a LibGuide, or a shared Google 
Drive folder, for example.  
 
The OER Lead will facilitate and/or arrange significant professional development for the 
core membership. This will be the opportunity to model the collaboration and mutual 
support that will carry the community of practice forward. In addition to 
knowledge-transfer, workshops should incorporate elements of a “train the trainer” 
model. After the establishment period, professional development and outreach should 
continue, for the community of practice and for the rest of campus, but the load should 
be shared with the core membership. As with the static resources, areas of focus include 
OER logistics and techniques, tips and tricks, instructional design, and open pedagogy.  
 
Community Cultivation: A Field Guide , published by the Educopia Institute, lays out four 
iterative phases for communities, which they define as “intentional collective[s] of people 
who gather to address common interests and goals,” (Skinner, 2018, p. 4):  
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(Skinner, 2018, p. 9) 
 
The framework and suggested practices outlined in this field guide will be helpful as the 
Alfred University OER Community of Practice develops its identity, membership, goals, 
and more. The specifics are beyond the scope of this document — they must be 
developed by the (prospective) community members.  
 
 

Conclusion 

 
OER are characterized by open licensing (often through the use of Creative Commons 
(CC) licenses) which allows the 5Rs. Without needing to seek permission from the 
rights-holder, users are free to Retain, Reuse, Revise, Remix, and Redistribute  any or all 
of the resource. The use of OER opens the door for creating customized resources (to 
better support unique students) and for faculty to engage in open pedagogy (“the 
practice of engaging with students as creators of information rather than simply 
consumers of it,”) (University of Texas Arlington Libraries, 2018).  
 
OER fit Alfred University’s mission of being a “student-centered” institution “aim[ing] to 
serve an ever-changing student population” (Alfred University, 2019). Their use ties into 
the strategic plan focus on “enhanc[ing] student recruitment and success” (Alfred 
University, 2018). Since beginning to actively encourage faculty to consider and adopt 
OER, the number of faculty involved, the variety of subject areas, and the number of 
students impacted, have continued to increase. Hopefully, this positive trend will 
continue. The strategies and considerations laid out in this sustainability plan lay out 
some things that will need to be addressed for OER use at its current level to be 
sustained, and for it to continue to expand.  
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The most critical element to address is to establish a culture of documentation. Currently, 
policies, guidelines, procedures, best-practices, etc. are established and communicated 
largely by word-of-mouth. At a small institution like Alfred University, it is possible to 
personally contact anyone involved in a project, but this practice leaves institutional 
knowledge and hard-won lessons-learned vulnerable in the long-term. Definitions, 
expectations, workflows, and more all need to be codified.  
 
Assessment should be a key part of any initiative; unfortunately, it is often overlooked, 
ignored, or shoehorned in at the end of a project (reducing its effectiveness). As with any 
assessment program, issues to address include determining what success looks like, 
developing means to measure those success markers, carrying out the assessment 
process, and communicating the results. Building a culture of assessment is not a small 
endeavor, but it is critical as more and more decisions aspire to be “data-driven.” Alfred 
University’s OER program has the opportunity to be an exemplar of baking assessment 
into an initiative (nearly) from the beginning. 
 
Additional areas of focus include securing alternate sources of funding in order to sustain 
the practice of awarding faculty stipends and improving communication. Stipends are an 
acknowledgement of, and compensation for, the additional time and effort that go into 
finding OER and using OER to their full potential. Many different populations have a stake 
in sustaining and increasing OER at Alfred University; communication tailored to their 
needs and interests will be much more effective than generic messaging (or no 
messaging at all).  
 
The long-term success and sustainability of OER will hinge on OER use becoming 
faculty-driven. While librarians and administrators will continue to support operations and 
provide expertise, faculty are the primary creators, adapters, and adopers of OER — 
without faculty buy-in, students will not benefit from OER. With this in mind, OER-focused 
professional development needs to be provided, which will give faculty the tools to 
become both effective practitioners and OER leaders in the campus community.  
 
The widespread use of OER is an emerging trend, and the affordances and community 
present amazing opportunities for innovation in teaching. Addressing the high cost of 
higher education is of increasing importance, and will likely impact recruitment and 
retention. Alfred University is a student-focused and community-driven institution, which 
prides itself on its history of inclusivity and innovation. SUNY funding provided the 
impetus, but it is clear that Alfred University should continue its OER operations. Key 
next-steps and required resources are outlined in this document, but most decisions will 
need to be made collaboratively. Ensuring continuing funding and further developing the 
Alfred University OER community is critical.  
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Action Items 

 
OER Lead 
1. Reconvene OER Working Group to discuss progress and goals 
2. Solicit OER Working Group and Alfred University campus as a whole for interest in 

forming OER community of practice (core group) 
3. Develop and hold workshop(s) for interested faculty and staff to build (and build on) 

baseline OER knowledge 
a. Multi-day summer intensive and/or workshop series during the academic year 

4. Continue individualized support for faculty implementing OER 
 
Faculty 
1. Reflect on and/or assess (potential) impact of OER on students and teaching practice 
2. Share insights and/or  impacts of OER (positive, negative, and neutral) with OER Lead 

a. OER Lead can provide insight, expertise, and support 
3. Attend OER workshops and other meetings to begin forming community of practice 
4. Consult with OER Lead about implementing OER in new course sections in Fall 2019 
 
Administration 
1. Explore alternate sources of funding for continuing faculty stipends (existing funds, 

donors, etc.) 
2. Continue encouraging faculty to use OER (and low-cost materials in general) 
3. In consultation with OER Lead and Deans, determine and document terms for faculty 

receiving stipends, qualifications for course designations, etc. 
 
Professional/Support Staff 
1. Attend OER workshops and other meetings to begin forming community of practice 
2. Consult with OER Lead, faculty, and administration about OER implementation 

practicalities and possibilities — needs, challenges, insights, etc.  
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