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THIS FOSITION FAFER CEFINES ALFECTS OF INNOVATION IN
ECUCATION. THE AFFROFRIATENESS OF FLANNEC CHANGE ANC THE
LEGITIMACY OF FUNCTION OF FLANNEC CHANGE ARE CISCUSSEC.
PRIMARY ECLEMENTS OF INNOVATION TNCLUCE THE SUESTITUTION OF
ONE MATERIAL OR FROCESS fOR ANOTHER, THE RESTRUCTURING OF
TEACHER ASSIGNMENTS, VALUE CHANGES WITH RESFECT TO TEACHING
RESFONSIBILITIES ANC MCCERN TECHNIQUES CF TELEVISION ANC
FROGRAMEC INSTRUCTICN, NEwW STRUCTURES, ANC CHANGES IN
PHYSICAL FACILITIES. FECERAL ANC STATE GOVERNMENTS, EXTERNAL
OR CIVIC CHANGE AGENTS ANC INTERNAL AGENiTS SUCit AS
SUFERINTENCENTS ANC FRINCIFALS FUNCTICN AS CHANGE AGENTS,
HAVE NO CLEAR CLIENT SYSTEM, ANC UTILIZE NO SYSTEM FCR
DISSEMINATION CF RESEARCH FINCINGS. THE CCMFLEX
DECYSION-MAKING STRUCTURE OF ECUCATIONAL INSTITUTICONS FURTHER
INHIBITS FLANNEC CHANGE. EIGHT ELEMINTS (NOW LACKTNG) ARE
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INNOVAT IONS--BROAC GOALS, SFECIFIC GOALS, FROFIT MOTIVE,
RESEARCH ANC CEVELOFMENT INVESTMENT, ECONOMIC ACVAKTAGE,
PERSONAL ACDVANTAGE, CLEAR FERFCRMANCE STANCARCS, ANL CLEAR
PROCUCT ASSESSMENT. THIS FAFER WAS FRESENTEC TO THE
CONFERENCE ON STRATEGIES FOR ECUCATIONAL CHANGE (WASHINGTON,
D.C., NOVEMBER 8-10, 1965). (JK)
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A CRITERION PAPER ON

PARAMETERS OF EDUCATION

~y Intrvoduction

The purpoee of this paper .13 10 attempt to define the various
boundaries and limits which pertain to innovations in the field of
education. Aa efforv will be made to define a number of valiatleg whichn
are known or helieved to have an lmpact upon the spread of innovations
in other fields and then to relate them to education. In addition to
identifying some of the variables, the writer has made certain evaluative
Judgments in & number of instances as to the ease or difficulty of
meking the applications from the other fields to that of education.

It might be helpful to the reader if the wril>r were 10 indicate
his approach to the task as presented by the title of this paper. An
examination wa:z made cf a considerable number of resources, a numver of
which are ind{ :rted in the bibliography. A study was made to identify
pertinent variables from a variety of other fields and disciplines. Afier
rertinent varia™les were identified which had implications for education,
the writer then interposed them into the educational setting. 1In the
prelimivary draft of the paper the writer aririved at a saries of categories
by cluetering those factors which seemed related. Therefore, the variables

came from other fields but the ~ategories or general headings were

developed by thes writer.
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Ur n .he receipt of the publicatior by Bhola on "Innovation Research
and Theory, the writer then adoptiod the taxonomy which the euthor of that
publication projected. ‘‘his revised “ersion of the japer restructures the
original categorie: in .he preliminary paper to fit this nev taxoromy .
Iuterestingly enough, tliree of the origzinal categories propoted by the
writer are amony *tie five proposed by Bhola. The other five cntegories
originally proposed by the writer have in the main bsen combined to form

the other two categories in the taxonomy developed by Bhola.

Philosophic Considerations
A basic problem in education is a philosophic dilemma which is whether
in a democratic social order it is appronriate or desirable to promote
delivorate change. A general problem is t.he one of planned change with

which Corey deals when he rays:

"....A great deal could be, ard has been, said on this subject;
but the central ethical considerations dc not seem to me to have to
dc with the fact of trying to bring nbout change in others or even
with the specific nature of the changes. The ethicel questions
that concern me most have to do with the means emplcyed to induce
change. It i3 here that my conscience, at least, becomes most
deeply involved. I do not secm oftea to be offended by the
outright and direct attemmts of others tc make me over in their
image of what I should be. I em sssuming that this is done with
reasonsble tact and without too much threat to my self-respect,
which admittedly is casily threatened, and that I can walk awvay or
otherwise get out of the field of influence whenever I want. What
is objectionable is trying to change others by methods that are
based on the realization that if they knew what was going on they
would have none of it. Subliwinal advertising is an illustration,
a8 are w03t instances of brainwashing and the insidious kinds of
Propaganda. Blatant propaganda is not quite as bad because its
blatancy s its own antidote.




“Summarizing this point of view tosard ethi il cnnsidaratiore
in trying to chenge other people, my feeling is tha*t withir rather
wide limits it is the methods enplcyea rather than the ends ir view
Oor the desire to attain these ends that raise the most serious
questions about good or evil. A method that enables the indivii.al
wkO 15 under preescure tc change to protect himself if he s desires
and to persist as he 1s bacause he realizes vhat is goiug on sirike:>
Be as being acceptable in that it doee not violate my zense of right
or wrong.” (1)

dany people would not agree with Corey, thet it is the means rather
than the ends wnich are important--iz fm-. many peopie would just reverse
the order. Thers are those 'thu do feel, however, that until we come to
grips with the basic prublem of planned change, we snall really not have
touched the rfundszeatal issue in educetion. Among thiz group is Clark
who recently made the following statement:

"....The 7act is that, although we talk about change in the
literature of education and obvicusly scme change has taken place
in education, ve evade the real question--whether or nct we have
& program of planned ctange or planned innovation in the fi21d of
education, since any social process f.eld, no matter bow conservative
it may be, is forced by the pressures of its existence, to change
to souwe extent.

"I think that we might play a little game, and place ourselves
in the position that H. G. Vells must have been in when he tried to
project the changes that were likely to occur 50 or 1C0 or 200
years tafore they occurred. Let us place ourselves ir the field
of education as proi=ssionals at the turn of the Twentieth Century
and ask vhether or not we could have predicted the kinds of changes
that have occurred in the field of education over the past SC
years. My guess is, and Y don't know that this 13 the case, that
we would have a pretty easy Job predicting the kinds of changes
that were to take place in the 71214 of educetion. It wouldn ¢
bave taken an inventive genius ¢¢ the H. G. Wells tyre to predict
these changes. When we point, for example, as we very ofter do,
to the eliminstion of the one-room cchoclhouse and the consalidetion
of education into larger unite, this s a perfectly inevitable
consequence of our society, and anyone ~oculd have predicted 50 or
60 years ago that this was going to happza~-ihat is, anyone with
the modesti smount of insight thet an cverage professiooal in the
field might have had.
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"I tbink using a criterion of whether or not the clLanges in the
field sre unpredictable, education doesn't come out very well. But
Ve can make this usscasment a little less literary and dramatic and
8 1little more aystematic by asking uestions in reagrrd to the
conccptial bases for change in the rield and dy studying the f~rmal
ncchunlsms that are set up in education to facilitate change.

"First, in terms of the conceptual basis for change in the rield
of education, I taink it's perfectly clear that educators bsve not 4
accepted the social psychologist's concept of planned change. When
the term 'plavned cbange' is used in a group of educators, there is
same sort of ‘1984 Imuge' created on the part ~ the educator.
Immediately conjured uj is the political ncientist's notion of
planned change, not the social psychologist's concept of it.

"Educators a3 a wnole nave come to view the 'fit ard start®
pattern of change in this field as tle natural order of thinge.

It 18 very difficult to convince a grsup of educators that this

18 nol, in fact, the way God mandated the process of change in

the field of education, and tbat we can, in fact, do scmething;

ve cen intervene in this proces=z.” (2)

There is a feeling amopg some educators that the purposes of a schcol
system grow oul of the wishes anc desires of the citizens of the local
community. Historically. some ettempts have been mad: to bring this
question iato clear focus. Ome such atteupt is the book by George Counts

(1932) entitled, Dare the Schoals Build a New Soclal Order? The ctrong A

opposition with which this tkesis was greeted, even in the depths of the
dapression, is an indicatlon of hov antagonistic many people are,
jncluding rrofessional educators, to the idca of tbe school systems
playing & carefully calculated rolc in the renewval or re-direction of
our society.
Lest one feel tbat this resistance to the planned role¢ of schoolie E
wvas true only of the depression days, scme recent conferences of educators

have indicatezd a laissez-faire role for the schools. For example, when
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nev directiont in education are proposed by someone, there is an imwediate
question from meny as to "whose directions?’. The implication is thot the
schools must wait until there is sufficient crystallization within a given
community in order that new directions can be taken.

One of the first questions, then is the ethi:al or philoeophical orne
as to whether the school system ard the decision makers within it should
only follov the ebb and flow of pnblic opinion or whether they should
consciously and intentiionally attempt to plot at least in part the direction
the school system should move and thereby influence and/or manipulate the

various elements of the educational enterprise.

Content of Innovations

The very nature of innovations in education have implicaticns for their
ease of adoption. The simplest type of immovation is that of the
substitution of one element for ancther. Agricultural innovations such as
new varieties of seeds are fairly easy to diffuse. A kernel of hybrid
corn appears exactly the same as a kernel of open-pollinated coin. In
order to use hybrid secd corn, no adjustments have to e made in the planter
or other implements, no changes have to be made in terms of the eppearance
of the crop in the fielde and one does not even have to confide in nis
family or in any cf his fyiends that he made the decision to adopt the
v variety of seed. Likewise in the case of the physician where a new
anti-biotic may be exactly the same size, shape, and color as another
anii-viotie prescribed earlier. Under such circumstances there is little
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problem Lstvolved in making a ctangs from an older to a newer prescription.

The more dlfficult chenges ara those whici involve restructu. ing of
arrangements involving people. organizetions or rfacilities ani which may
cfter involve some value changes. When a medical wenera) practitioner
changes to a rember of a &edical clinic of specialists, & aumber of changcs
occeur which are difficult to accomplish. Tue doctor himaelf must become
a part of a team situation end uwust defer in his judgments to one or more
of his cclleagucs who may be more highly trained snd in s better position
to wake a diagnosis. He must, therefore, give up part of his status when
he enters intc such a relsticnship. The petient's relationship to the
specialist 18 also different as he moves from the hands of the general
practivioner who has dealt personally with him to the clinic approach
vhich may give better medical treatment but with some possible loss in
personal relationships.

The most difficult change of all is that which involves value
chauges. The recent activities of the medical profession in regard to
medicare is an excellent example. Since, in the opinion of the medical
profession, medicars represented a rather fundemental change in the
relationship of the doctor, the patient and the Federal govermment, it
vwas resisted vigorously. Wher innovations requir: value re-orientation,

thoy are uccompl! “ed only with the greatest sf effort.

Substitutions

Educational innovations follov emmewhat the same continuum as those

uf other fields s suggested sbove. The simplest innovation to accormlish
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1s one wbere lhere 1s a mere substitution of one piece of material,
equipment, or process for another. Such an innovation as the overhead
projector is in genersi the subatitution by an individual classroom
teacher of the overbead for the chalkboard. Although it is hoped that the
overhead prcjector may evantually involve otler kinpls of uses, it initially
16 utilized in the classroom for the presentation of materials formerly
presented by tbe chalkboard. Tne adoption of the overhead projector by an
individual teacher does not fundamentally change her relationships with
the peer group. It docsn't even involve a drastic change in the physical
layout of the classroom including light control. It generelly 1is used to
ecable the teacher to do more e¢ffectively what she has been ettempting to

do previously.

Restructuriqg.

Many of the innovations in education involve other teachere, adwmini-
strators, and parencs as well as pew techniques and procesces  Wren one
introduces team teacbing, for example, it calls for a restructuring cf the
teacher assignments. It is somewhat akiﬁ to a speclalist in medaicine since
teachers musc give up a part of their autonomy and of individual decision-
making to the group. The status =lsoc has changed since they are no longer
the sole determiner of what bappens end tle students lock to the toial tesm
for ansvers rather than to only one teacher as formerly. As one goes into
traching, more sophisticated hacdwere 1s likely to be used and new skills

are likely to have to be develoned by the staff. The conitent {tself
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requires re-exawnination and restructuring end the students themselvesg are
8lso in new furroundings with rew and different group pressures so thati

their circumstances are also changed. Under such situations, Inncvations

_.are more difficult to achieve because they involve a much wider remge of

decisions and new roles to be played by many different people.

Value Changes.

When fundamental changes in how different people perceive their roles
wnich raquire attitude chang:s, the innovation generally proceeds the
slowest. Both television and prograsmed instriuction are new instructional
procedures vhich require tae individual teac ier to re-evaluate her preition.

- Both TV and programed imstruction require the teacher to be willing to
have sn outside person or materinl inserted between herself and the learner.
To be used successfully both of these techniques require that the teacher's
8elf-concept be such that she dces not see these outside forces as
threatening her own role or self eateem.

Therefore, educstional ipnovations spaa tbe full continuum from simple
moc.ificaiions and substitutions to value and attitude changes. The further
the innovaticn moves down the continuum toward value ckanges, the more
difficult it is to achieve. Many of the newer developments in education
do invelive fundumental re-examinations of the funciion and place of ithe

teacher, of materiuls. and of organizational structures in the learning

process.
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Nevw Structure

Some changes ar: so difficult teo accomplish that an entirely new
#tracture 1s created in ovier n. to interfere i{th e zurrert operaticn.
In many places the development of instructional televisi n has been an
innovation of this type. A new organization was developed to promote ard
program educatioreal television :ather than going through the eetablished
audic-visunl cepter and/or litrary. This upprecach 1s taken when the risk
appears 50 great thet the innowvatinn would be rejected by the traditional
system sc that rhe %ecision is made to develop a compler entary if not

competitive orgnnization.

Changea in Physical Facilities.

A8 toe late Yinstor Churchill once said, "We shape our buildings and

then our huildings shepe us.” The pbysical plent is always an important

fector but in education the school building greatly limits the kinds of

ianovations which can be attempted. N
Although there are many medern school buildings, several millions of

children still attend schools where the facilities were constructed from

25 to 50 years ago. Because innovatious in education often are related

to group size, the building itself limits much in the way of what might be

attenpted. With proposals for large groups, small group seminars, and

individual study carrellb, certain kinds of space requirements must be

availabie. Any reorganization of the sizes of schocl groups may be made

difficult, therefore, by the school building which may be adapted but not
changed fundementally.
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A second liwmiting factor of facilities pertains to the use of various
pleces of equipment. Even the simplest types of projected media require
czrtain kinds of physical layouts o1 maximum visual and audit ~y
reception. Such factors ms light, gound, and climmte control are among
those which determine the amount of tachnology and thus change which can

be introduced into a clussroom.

Nature of Inventors, lnnovators, and Adopters

The terminology of "inventors, innovators, and adopters,” do not have
precise weanings in the field of education. Other terms used in lieu of
innovntors are: change agents, advocators, discoverers, elehorators,
systematizers, codifiers, and promlgators. Instead of adoptors, some
vriters use the term acceptors, (differentiatiug between early snc late
acceptors) and classifying those who are negative to changes as rejectors.
Rejectore, these researchers sar, can be considered as either the Jdissident,
the indifferent, the disaffected, or the resentful. Although there are no
precise terms which are used, the general neanings attached to the above

terms are reasorably evident.

Federal and 3tate Governments.

Increasingly, the federal Congress s well as the legislators of 1he
several states are serving as change agents because of the type of legisliation
which they consider and pass. For example, The Elerentary and Seconury
Education Act of 1965 could have more profound effect upor elementary and
secondary education and to some degree higher educaticn than any sirgle

legislative act in U. §. history. State legislators also are becoming

o %k-@:u@&& Sedalo
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=Ore involved in mandating certain changes in the state school systems
under their control. Const‘der the impact which the Fisher bill has had
and will have on s.hools, teachers, and teacher education progreams in
California. Similar actione by other legislators on & wide range of
issues facing the s hools suggests that these political bodies are becoming

very much involved in mandating chunges in educational programs.

Sxternal and Internal Change Agents.

There are a group of external forces which huve had little impact on
educational institutions in the past but whicb are likely to be of much
greater significance iin the future. An increasing amount of attention is
teing yiven to intermediate anG cooperative unite to provide services as
we_l as to promots various changes in the school programs. The Greater
Cleveland Research Council is an ~xample of one such group. The role of
state departminte will be increased in the future as is suggested later on
ia this paper. A rycent meeting at Kansas City has led to the development
of a nev Compact for Education under which it is proposed to carry on
certain research activities as well as activities to promote change. As
the implementer of federal policy legislated by the U. 3. Congress, the
USCGE will be o: great significance in future educational developwents. The
pev system of laboratories which will be funded under Title IV of the ESEA
will introduce an entirsly nev organization and structure inte education
at all levels.

Internally within a school system thecrs are some strong convictions

on the par’. oZ some people that the superintendent of schools is the
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most significant person in terms of what happens within that system as well

a8 within each of the individual buildings. These same writers and
researchers also contend that the principal within a building is the

second most powerful figure in terms of promoting educational chenge. There
are & number of highly respected researchers, however, who maintain that
the claseroom teacher holds the key to the ultimate adopticn of educational
change. These people maintain, first of all, that teachers are creative
individuals, who, if given an opportunity, could be highly innovative.
Secondly, they suggest that even i~ the case of innovations coming from
the cutaide, it is only as the classroom teacher is willing to accept,

to adapt, and tu promote the change that it will ever be successfully
adopied. Therefore, both groups of persons, administrators as well as the

teachers, likely are innovators and change ageats but of ¢irreront kinds.

No Designated Change Agent or_Agency.

A problem of schools is the lack of anyone charged specifically with
the responsibility for developing and/or promoting new practices. Some
years agc Coombs called for "A Vice President in Charge of Heresy" (3) as
sor-one vho was needed to stimulate educational changes. If a person were
charged with the responsibility for research, sclh. >l improvement and
innovation, there is a question as to whether it should b the superintendent
of schools or vhether the responsibility should be assigued to someone on
the central administrative staff wvho is directly fecponsible to the
superintendent.
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No Clear Client System.

There are certain aspects of the school structure which have
implications for the diffusion of innovatiocns. One of the problems is that
& school system does not have clients, insofar as the general use of the
term is concerned. Yor most services in our society, clients come to the
institutioa voluntarily and on the basis of what they believe to be superior
performance on the part of tacse who operate within the instituticn. 1In
the field of education, however, the students who are the clients are
required to attend a school over which neither they nor their parents have
any particular control. Therefore, because there is no choice, the
professional staff which operates within the school system are not required
to perform at a high level in order to attract and hold present and future
students.

Private and parochial schools differ on the above point since there
are reasons wvhy parents will bear the extra cost of educating children in
such schools. Thisc is one of the places vhere the problem of innovation

differs between pudlic and private and parochial schools.

No Dissemination System.

Although ths quantity of good, defensibie research in the field of
education has been small, there has been faith on the part of many persons
thet if the research results could be identified they would be implemented
automatically. There has been almost blind faith that if we could Jjust

accumulate more research evidence that such information would quickly find

its vay into practice. Again because of the peculiar nature of the school
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enterprise, it appears necessary to develop reports about research findings
vhich can be understood and interpreted by school persomnel. We do not
currently bave large numbers of pecple in school systews who are able to
mks the necessary adaptations from research studies completed in other

places in order to achieve a successful isplant in their own situation.

Plurelistic Nature of School Systems

A fipal problem is the plurelistic rether than the indiviaualistic
pature of a school system. ';‘ain problem is in part involved in the
complexity of the school aystem discussed delow. The differences betwsen
the individusl entrepreneur who mey be a farmer or a physician who is in a
positicn to make decisions concerning acceptance/ror-acceptance of an

idea is in contrust with decirions in a complex rchool systea.

Process and Tactics of Diffusion

A Complex lecision-Making Structure.

Educational institutions cperate in a very complex economic y political,
social, culturel, and professional environment. A large number of forces
impings upon decision-making both in regard to the overall prograx as well
a8 to its individual and specific parts. Such forces make more difficult
arriving at changes in education as conirasted with many other activities
in our society where decision-making is limited to one or a few persons.

The final decision-making body in edu‘ation is a lay board of educstion
vaich 1s in 411 ‘ct contrest to policy waking in practically every other

social inetitution. The decisicn-meking has baen placed in the hands of
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persons vho generally are not W2ll acquainted with educational problems.
There are vids variations in the ways in wvhich such boards perform their
duties. They may be highly dependsnt upon professional advice and
assistance or ihey wAy not sesk it and if it is given, refuse such
assistance. BSomo board wemders represent slements of the comsunity who
find certain parts of the school progream inimicable to their best in_.erests
and, therefore, decisions are mads on the “aais of personal rather toan
! professionsl or commmity interests. Becsuse board members an lay persons,
thay are not always in the dest position to make judgments adbout eduoational
innovations vithout considerable study and anaiysis.

Local boards of educaiion also are very likely to make decisions based
upon their perception of rturely loce. neads and interests withput reference
to the state, national, cr irternational scenes. Since only sagmunts of
some 0f the problems in education exiit in a local community, there is a
problem for local doards to be senaitive to the larger issues in education
irn which the local systems cust eventually participate and reach some
solutions. Because muny educational innovations are developed to meet more
general prodblems, a local board is faced with the probiom of assessicg
vhat the posture of the local school should be towerd these new developments.

The professional staff of a local school system has common elements

but probably sore diverse characteristics. There is a partisl dichotouy

vhich exists between elomentary and secondary teachers vhere historically
| greater statuc, and until recently, greater salaries have besn paid to

those teaching at the higher levels. The elementary tescher generally
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perforus in a self-containei cluss.oom where she is responsible for most
of ths ectivities oncurring to the learners under Ler direction while the
secondary teacher is subject-matter orientated and not totally responsible
fo. 311 o the etudent activities. Therefore, there are not the cohesive
and in agrative factors within the yrofessional grcup wvhich make changen
288y to vromvis.

Thare i3, at all levels, almoet complete autonomy on the part of
classroom teachers 1o meke decir’ons about the things which occur within
e confines uf their classrooms. Although supervisors have nften becn

appointed to promite new practices, there continues to be consideradble

reluctance vo make dewands upon classroom teachers to perform ir. new or
different woys. There s @ strong feeling that there ir vitly one person
vho is in a position to formulate pPlans cad make judgments about what goes
On in & classroom and that is the teacher herself. The decision-making
responeidility of the classroom teacher has bad leng historical precedent.
Ciaasroom teachers &znerally are fairly highly educated individuals
vith a minixun of & baccalaureate dagree and with sdditional formal s tudy
in many cases. Because toachers bave at least four years of higher
edacation, they ”re) they are in e position to practice in a ‘somevhat
independent fashion. . _
Although the board of education 1s responsibie for oeking policy
dncisions about the school system, individual ;sicats 22 wel) ss Organized "
EXoups such we the PM play important rolas in vha.: happens in a local
school system. As individusl Parents, they beve entry into the classroom
through the mwth‘um'chudmd, although the teacher is not

2]
e 2h gl
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raquired by law or school policy to make adaptations to suit a fanily,
cshe may well make changes for personal or political reasons.

Although such organizations as the PM indicate specifically in their
national and vtate by-laws that there is to be no interference in local
school affairs, there is no question but what the interests of suck a
collective group of parents dces play a role in decision-making by school
authorities. Although a direct route for such lay participatio; really
lies through the board of education, the expressed needs of groups of
parente may change school policies directly without go'mg through the
official chennels of the board of education.

Because most parents have at some time or snother attended the schoois
as students many of them feel that they are experts in curriculum, child
psychology. and school practices. 8chools, therefore, are confronted with
& particularly difficult problem in coping with individuals who feel they
have some expertise in educational matters.

Although students in the schools have generally not had a direct
means of communicating their interests, r3eds, and desires it is evident
that pupils do play a part in what happens in a chssm or schocl system.
Many parents take seriously the day-by-day ups and downs of the classroom
an in turn communicate their approval or disapproval as to what is
bhappening directly to school autho.ities. The students are perhaps in the
best position to judge teaching effectiveness of anyoune in a school system.
The unfortunate aspect of the student's evaluation is that it is entirely
peréonal and gensrelly on a "like-dislike” bdasis rather than some other

moTe WMlid mseasures of performsnce.
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Although local school systems make decisions .bout curricula and
courses of study including content, mich more of what is occurring involves
decisions zade by persons far removed from the local scene. The profession
{tself is recoming heavily involied in the planning of various curricula
and a review of the departments of the NEA, for example, disclose such
groups as "The National Council for the Social 3tudies,” or tae "National
Associstion for the Teachers of Science.” Since the NEA represents
rrimarily elementary and secondary teuchers, these various departments
include a majority of teachers who are desirious of making decisions about
besic content in their subject matter areas. These various departaents
issue a variety of publications dzeling with content, teaching methods,
end materials.

An increasing role is being played by scholars located primerily in
universities and cclleges working through such learned societies as the
American Historical Association or the American Chemical Society. Although
such gicups do not necessarily have objectives which are different from
classroom teacher groups, they frequently do perceive bgtb. the content and
the teaching methods somewhat differently. 1t ia worth noting that most
of the successful curricular iinovations have been developed and promoted
by the learned societies gnd the scholars within these groups ratuar than
by educators within the professional organizations. Many divisions render
more difticult the making of decisions about innovations in curriculum.

Othe. agencies outside the local community which help compouni the
problem of decision-making ar: the teecher education institutions, inter-
mediate units, state departmeais of education, foundations, and federval
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government. A developing pattern of teackLer education is to make auch more
extensive use of local school systems as laboratories for both teacher
preparation as well as curriculum developmen'. and refinements. These
relationships could help to complicate decision-making about innovation
by local schools as the staff of these schools become more heavily involved
. 1n consultations with scholars, researchers, and clinic professors from
institutions of higher education.

State departments of education have been pPrimarily statistic-gathering
organizations with limited functions of school improvement and 1ittle or
no promotion of innovations. The new federal legislation restores, tn a
degree, a constitutional role of the State Departwent by placing upon it
tke administration of federal Programs and, more important, the pr- sotion
of charges aad innovations by local schoole. As State Departmenps reorganice
to fulfill the new fnctions there may well be less antonomy for decision-

making about changes by local schools.

It 18 evident that the federal government wili play a larger role in

educaticnal activities than has been true in the pest. The federal
government intends to guarantee to every child, regardless Qf where he
lives or the conditions under which he lives, an opportunity for quality
education. The federai legislation has been designed, therefore, to assure
each child of his birthright and to guarsntee trat trne necessary changes
are mede in local schools in order to iaplement such a philosophy.
Foundations have had an impact on educsatioral decision-making. Punds
made available to local school uystems have often bzen used .o implement
certain kinds of 1nnovtt;ons through demonstrations. Often local schools
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have been required to accept the merits of an innovation proposed by a
foundation "on faith" and tc utilize the uads for demonstrating the aew
Practice to other schools. In many other .nstances foundation funds have
been used o determine the merits of a new 1dea dbefore ypromotiag its
wideepread sdoption.

It is evident that decisions made in & local school are the result f

& wide-range of forces which play upoa those responsible for meking decisions.
In business a plant owner need not consult with aayone before deciding tc
make & change. In many other parts of the worid a decree rendered by a
responsibie authbrity in the Min.3try of Education must be compliel with by
the local school and the individuel teacher. The American schooi aystem
has built into it, however, a variety of mec iéma which meks consensus

difficult to obtain apd decision-making & highly complicated matter.

Lack of Linkages.
A further dimension of the process of diffusion pertains to what the

sociologist calls "linkages." Within our society generslly and within most

ingstitutions there is a theory that 1if o .few key i»eople can be reached with

& missage they will in turn 1nf1uenrce large numbers of other individuals.

Some studies in the field of education suggest that there are few status

leaders even within a building wiww Zafluence other colleagues.(4) This

factor i3 no doubt related to sevaral others dealt with eailier, namely,
that there is some distance between elementary and secondary school

faculties as well as considerable distance amcng faculiy members in the

several subject matter fields taught in a junior or a nenior high school.
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I'ner are 2 gin.mum number of relationships between elementary and secondary
teaclers so that the impact oi' status leaders would be primarily with their
own groups. It is likely that ther= are some persons who speak for
elementary education within a school system but there are few such people
whose opinicns would carry very much 'izight with their colleagues atv either
the junior ~r senior high school levels. 1f, for example, a teacher of
physical education for boys should publiciy give strong support to an
innovation, the probabil..y is that such a favorable stsnce would have
little or no impact cn those who teach foreign lanpguages or English. There
is litt)2 articulation among the various subject matter areas and grade
levels. Therefore, the problem of pPromoting changes in a school cystem is

ma@ified by a lack of the usual socisl interrelntionahip found in other

institutions.

Institutiona! Recistance two Change.

A good deal of evidence exists concerning the resistance of insti-
tutions 10 change. As Institutions mature thoy become more and more
etructured and as a consequence changes are rore and more difficalt to
make. Although the school system does not hive as long a history as some
other institutions such as the home or the church, our American school
system has been in existence in somewbat its present form for over a
bundred years. A natural conssquence of this history has been the
development of certain patterns of or.,miza.t;on 80 that the people within

designated roles now resist changing those roles and the functions of the
schools.
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Not only 1is a school system a highly institutionalized activity but
the staff within !t also has resisted research astivities and change. 1In
education, suggestions for change whether based upon evidence or not are
usualiy wet with such comments as "you just don't understand teaching,”
or "you just can't take into account all of the variables ir education,"”
or "lots of the things which happened to children do not show up until years
later." Because of a lack of knovledge in the teaching-learning area, there

is no predisposition to changes.

Inbalance Within the System.

There are many references in the literature of innovation, particularly
in the writings and research of sociologists which suggest that there must
be an inbalance existing within a culture in order for change to occur. The
hypothesis is that a culture out of balance moves to restore balance and
it is during such a process that change occurs. There is considerable
feeling in education, particularly among school administrators, that the
best school system 1s one in which there is a minimum of conflict or
controversy. Over and over one gets the feeling that schoul administrators,
boards ot education, sand others in leadership positions are hopeful that
"on one will rock the bout." Therefore, one of the basic ingredients
required for a fertile environment for change generally does not exist in

education.

Measurement and Evaluation

No Broad Goals.

Within the field of educat .on there are no broad goals as to what the
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system should achieve let alone spacific &4 definitive objectives. Ideas
as to vhat the school system should accomplish vary all the way from baby

sitting and cus‘odial care to preparing better citizens for a democrecy.

No_Specific Goals.

The failure to develop purposes applies to both the general outcomes
0f the school as well as expected outcomes within specific subject matter
areas. As attention is being focused on the curriculum across the country
and as local schools have aisembled their teachers of English or mathematics,
it has been disconcerting to discover how little of what is taught at ne
grade or by one teecher is related to what is taught in another grade or by
another teacher even in the same subject matter area. In a meeting of
tea~hers in a department of a recognired school system the teachers were
discussing vhat each was doing from the seventh through the twelfth grades.
After considerabla discussion during which it was revealet that different
teachers were teaching the same cc tent at different grade levels one
teacher finally blurted out, "I think it is terribly difficult to deal with
objectives in different courses and different grade levels because I don't
¢ven knov vhat I'm trying to teach myself.”(5) The sdvent of programmed
instruction, teaching via TV, and other similar devices have brought the
vhole problem of scopu aud sequence within subject matter areas into bold
relief.

Since goals and objectives are not closely specified within subject
mtier areas or grades, it should be obvious that appropriate interrelation-

ships among subject matter areas are likewise not specified or made
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explicit. In a recent article in Saturday Review entitled, "Reform

Movemsnt or Panacea?l'' (6) Theodore R. Sizer argues that the next breakthrough

in curriculum development must be the interrelating of the various disciplines.

8izer points out, for example, thut the physicists who developed the PSSC

Physics course have paid little if any attention to the developments in the
various nev mathematics curricula and vice versa. FEach subject matter
area has developed on its owa without reference tc what other parts of the

curriculum may need in the way of content from that area.

No Profit Mctive.

A final difference in objectives between schools and many other parts
of our social and economical system is that schools are so-called non-
profit enterprises. 1In spite of statistics being projected by =conomists
most educators still promote the idea that education is different from any
other kind of institution or organization so that ite output cannot or
shoula not be measured in economic terms. Thus the profit motive which
ex!sts in the private sector of economy and the need to produce a return
on the invasimeut is currently not a iorce vhich motivates changes in the

field of education.

Jo R & D Investment.

Innovations generally have required substantial amounts of mouey for

research, development and demonstration activities. The R & D investments

by agricultural ipdustries and pharmaceutical firms have been huge. In
contrast, education has operated on what jim Finn has called "the peon

approach.” Education has never had sufficieat financial resources to much
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more than saintain a minimal progrem. Even more serious, hocwever, ie the
fact that there has been practically no investmsrt in educational research.
In recent testimony given befora a Congressional Comnittee in regard to the
Bleuentary and Secondary EBducetion Act, Commissioner Kezpel reported that
only two=fifths of 1 per cent of the total expenditure for education has
been devoted to research.(7)

Further, there has been no so-called 'risk" money flowing into the
fisld of education. The innovations which have taken place have come
primarily from th2 manut .arers and suppliers of schccl equipment and
materiala. Although these msnufacturers frequently have promcted new
product development, on other occasions they have also resisted changes
because of the increased investment which would be necessary in the
development of such new products. For example, if a company has a fairly
successful series of texts in & certain subject matter area, it is not
likely that the same company will seek new approaches which will diminish
the return on their original investment and require greater support of
sales and promotional efforts on their part. There has not been a close
relationship between the commercial interests and the field of educatiou in
terms of either product design or tryout. Because no outside funds have
been available for research and development and because developments are
expensive and not actively promoted by commercial interests, new educational
developments have been retarded.

No _Economic Advantage.

A mjor incentive in the business field for the adoption of any new
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hardwvare or process is the payoff in terms of lower unit costs and thereby
greater profits. Because educational institutions have not necessarily
been concerned vith monetary returns on their operations, there have been
no clearly demonstrable monetary returns as a result of innovations. In
fact the more likely pattern has been to add the costs of innovations on
top of current costs without making any substantial efforts to readjust or
redistribute workloeds or sctivities. The result of many innovations has

been increased expenditures with no lessening of tbhe per unit cost.

No Personal Acvaniage.

A final problem relating to the financial aspects of education is
that most salary schedules do not differentiate among teachers of varying
degrees of effectivensss. Both of the major organizations representing
tsachers, the AFT and the NEA, have promoted the idea of equal pay for
equel preparation and experience. Siace there is resistance to mer’t pey,
there is little incentive for superior perfo‘mnce. Present salary schedules
enable the very least effective teacher to receive exactly the same salary
as the very most effective teacher given equivalent education and experience.
The theory of our economic system is that the most efficient should receive
the largest monetary rewvard and so innovations are eagerly sought after

and attempted. Such an incern'!ve 4does not operate in educational institutions.

No Clear Pertormance Standards

Since objectives and purposes of education are not clear, it is obvious

that appropriate evaluaticns are also diificult to determine. We do have

tests availadble for pupil performance but there has been great resistance

i
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on the part of educators to accept the results as representing any kind of
quality measure. Outside of the Regents' tests in the State of New York,
no other state has developed & systematic testing progran to measure the
educational output. There is, in fuct, great fear on the part of many
teachern and admiristrators to the use of achievement tests for the
determination of quality edncation. The argument is that tests do not
recognize all of the factors which need to be considered and further that
such tests would eventuall]y determine the structuyre of the curriculum.
Therefore, pupil assessmgnt through tests as a measure of productivity of
either students, fnculty, or the school system has been resisted.

In addition to the lack of clear performance standards for the pupils,
there are no clear perfprmence standards for the teaching staff. Although
attempts have been made over a perird of years to develop various ways of
determining teaching effectiveness, there is no geperal acceptance of any
one set of criteria. Uhe difficulty of developing standards of teaching
effectiveness has bec?me apparent vhen one examines studies of individuals
such as Fattu in whigh it 1is suggested that teaching effectiveness is mare
related to 1nd1vidua; school and community factors than to prior preparation.
The work of Ryans hag centered on certain characseristics of the teachier along
with effective teaching procedures and techniques quite apart from the school
setting. The mcst mpcent work edited by Gege includes chapters by various
authors among whom jhere generally are no great areas of agreement.

Even if one asgumes that the eveluation of the teaching act can be

done apart from the classroom setting, it is difficult to secure agreement
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as to vhat represents a good teaching model. Sowme models focus on the
learmar, others on the interactions within the classroom and still others

on the commmication of the content. Ordinarily, for changes to be mede,

o Rk . b i iRt W » S AN LA S B

there must be some clsar nodels to follow and ways of judging vhen the

" performance of those within the system arev effective.

No Clear Product Assessment

A third problem in evaluation pertains to the lack of objective
standards for product or process effectiveness. Although there is a strong
iopression on the part of many people that the appropriate addition of
pever media, for example, improve the learning situation the research
results are nct always so encouraging. The finding of "no significant
difference,” has appeared so frequently ir all kinds of educational research
that there is justification for some of the skepticism which exists toward
media and other innovations.

Although considerable progress has bezn made in research design in the
field of education slong with the development of better evaluation instruments,
there is still a Question as to whether we are yet in a position to measure
some of the changes which may be occurring but which cannot be identified.
We have not been able, therefore, to provide evidence enabling the unbiased
observer to make decisions as to the inclusion or rejection of certain

innovwetions.

Cor-lusion

The purpose of this paper as indicated in the introduction has been to

anslyze vhat is know about immovation from a variety of other discipliqes
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#0d t0 irterprete these factors and elements in terms of education. Each

of ths major sub-topics vhich has been developed has its foundation in
Some other discipline, field, or aree of ressarch. This peper then has
identified some factors and hu attempted to Aiscuss the various dimensions
of these factors as they might apply to education. Although there are a
number of obstacles which make innovation in education more complicated
then in a number of other fields, the writer hopes that the failure to
bave a validated system vill be considered s challenge to be met rather

than a reason for doing nothing.
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