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ERIC and ERIC/CEA

The Educational Resources Information Center (ERIC) is a national
information system operated by the United States Office of Education.
ERIC serves the educational community by disseminating educational
research resuits and other rescurce information that can be used in
developing more effective educational programs.

The ERIC Clearinghouse on Educational Administration, one of
twenty such units in the system, was established at the University of
Oregon in 1966. The Clearinghouse and its nineteen companion units
process research reports and journal articles for announcement in ERIC's
index and abstract bulletins.

Research reports are announced in Research in Education (RIE),
available in many libraries and by subscription for $21 a year from the
United States Government Printing Office, Washington, D.C. 20402.
Most of the documents listed in RIE can be purchased through the ERIC
Document Reproduction Service, operated by the National Cash Register
Company.

Journal articles are announced in Current Index to Journals in
Education. CIJE is also available in many libraries and can be ordered
for $34 a year from CCM Information Corporation, 909 Third Avenue,
New York, New York 10022. Annual and semiannual cumulations can be
ordered separately.

Besides processmg documents and journal articles, the Clearing-
house has another major function--information ana1y51s and synthesis.
The Clearinghouse prepares bibliographies, literature reviews, state-
of-the-knowledge papers, and other interpretive research studies on
topics in its educational area.

\ _

The Clearinghouse operates under contract with the Office of Education of the
United States Department of Health, Education, and Welfare. 'This publication
was prepared pursuant to that contract. Contractors undertaking such projects
under government sponsorship are encouraged to express freely their judgment
in professional and technical matters. Points of view or opinions do not, there-
fore, necessarily represent official Office of Education position or policy.



FOREWORD

In mid-June 1970 the Clearinghouse received an urgent request from
Central ERIC in the U.S. Office of Education to prepare selected bibliog-
raphies and brief analysis of literature on eleven critical topics related
to school organization and administration.

The bibliographies and analyses were required by USOE's National
Center for Educational Research and Development (formerly the Bureau
of Research) in planning its new program of directed research and devel-
opment. School organization and administration is one of four areas of
education chosen by the center to receive concentrated research and devel-
opment assistance. The others are reading, early childhood, and voca-
tional education. ’

Through a joint effort the Clearinghouse staff completed the bibliograph-
ies and analyses for shipment to USOE by July 2, the deadline date.

The analysis and bibliography combined here focus on (1) current evidence
on how local schools identify, judge, install, evaluate, and maintain innovations,
(2) facilitators and inhibitors of innovation in schools, and (3) unmet needs in
assisting schools to try, adopt, and install innovations.

The literature cited in the bibliography and analyzed in the paper was
drawn from a search of the two ERIC index catalogs, Research in Education
and Current Index to Journals in Education, and from the following non-
ERIC sources: Books in Print, Cumulative Book Index, Education Index,
Public Affairs Information Sexrvice, Sociological Abstracts, Social Sciences
and Humanities Index, and Book Review Digest. Although the urgency of
the request precluded a full and comprehensive search and analysis of the
literature, the reviews and biblicgraphies are intended to assess accurately
some of the current developments and emerging trends on the topic.

Many of the documents cited in the bibliography can be ordered from the
ERIC Document Reproduction Service. Imstructions for ordering these
documents are given at the end of the bibliography.

Philip K. Piele
Director
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Analysis of Literature on :
PROCEDURES FOR MANAGING INNOVATIONS

- Si_m_:e the iate 1950s, educators have been under growing pressure to o
increase the effectiveriess and efficiency of the nation's school systé@s. ;
Although numerous innovations have been proposed to assist the sahqols in
achieving these goals, the schools as a whole have been relatively slow to |
adopt innovations. To determine why the adoption rate has been so slow,

researchers have studied various aspects of the innovation process.

Extent of Adoption

Several studies measured the extent to which innovatiéns have been
a(_:l_opteq both in the nation as a whole and in individual schools and schoql
Sys_j;t_ems, Cawelti's survey (1967) of 7,237 accredited high schools disclosed _
how many schools had adopted or rejected 27 innovations by state, by typs gf.
innovation, by attributes, and by educational environment. Cawelti ob'sez;ve‘d‘
that there is an abundance of material on innovations, but _littlé on the effects.ofi
treétment or strategies. | o

Hearn (1962) stddied the extent to which educational ]'.‘nnovationsr developed
through federally funded projects of ESEA Title Il are continued» and adpptéd by
school systems. A survey of the school districts that had administered th_é 330 ‘
such projects funded in fiscal year .1966 showed that 279 (84. 5%) ‘were cqnﬁiﬁuéd;
Continuation was found to be associated with such project cha.racteristic_s as c_o_sf,
and preparation of materials, such situational or system variables aé _\&eél_th

and community norms, and such superintendent characteristics as age and

'



education. The average project was responsible for stimulating 20 s"imilar new
projects in other schools.
In Toronto, Ontario, the Committee on th.e,_‘Implernentation of Change in
the Classroom (1967) analyzed the innovation process in two Ontario schools.
The analysis emphasized the adoption and implementation phases of two innovations.
Carlson (1968) summarized and evaluated research cn adoption and diffusion
of educational innovations with emphasis on the deficiencies of past research.
In 1964, Mort summarized the findings of about 200 studies of the adaptablllty

of sohcol systems

Facilitators and inhibitors oi Change

A large number of studies have centered on factors that facilitate or inhibit
adoption and diffusion of innovations. Most of these factors fall generally into
three groups: characteristics of school leaders and staff members, 'Charaeteristics
of the community, and characteristics of the school organizatien. -

Carlson (1965), in Adoption of Educational Innovations, analyzed the rates

of adoption of educational mnovatﬂons in terms of qualities of 1nnovat10ns stages
of adoption, and characteristics of innovators. He concluded that the rates of
adoption and diffusion of innovations are only partly accounted for by the hathre
of innovations and innovators. | |

In a study to determine factors that cause or 1nh1b1t change m a school
organ1zat1on, Marcum (1968) class1f1ed 30 schools in f1ve Western States :
according to degree of mnovatlveness and organ1zat1onal cl1mate. The study o
revealed that the most mnovatlve schools had open cl1mates, h1gher expendf'ures
per student, lower average age of staff, fewer number of years of staff serv1ce,
and a larger professmnal staff, | | |

:‘llseilegrin {1966) discussed the conditions under which educational -



innovation can occur and the changes that must be made;-to-tie together knowledge
‘and-practice. In a later work (196‘8) he showed that effective innovation must be-
preceded by fundamental changes in educational organization. .
Goodlad, Von Stoephasius, and Klein (1966) studied the problems and ...
issues that have plagued various curricular innovation projects. After evalua,tingv
- the organization and instruction of these innovations, the authors suggested that -
successful innovation depends on balance, experimentation, and self-renewal.of
curriculum. |
From a study of an innovation that was unsuccessfully introduced into a
small elementary school in a lower-class urban area, lGrross and his colleagues
(1968) attempted to isolate factors that inhibit and facilitate the -implementation
of planned organizational chang=s. The study concluded that implementation of
.change must take into account (1) staff resistance, (2) the clarity of the innovation,
{3) staif's capability to perform it, {4) the existence of necessary materials and
resources, and (5) the compatibility of .organizational conditions with ‘the innovation.
In addition, resistance to change may emerge after the introduction of an innovation
and can vary over the period of time inplementation efforts are made. - -
~ Reynoldson (1969) investigated the interrelationships between the decision~
making process and the innovativeness of public schools. His study's,ﬂndings_
indicate that the educational decision-making structure (centralize or decentral—
ized) does not measurably influence decisions of .professional staif- members to..
adopt‘mnovatlve practices. - However, more innovation was found in _schools:.,wlth .
g greater openness of organizational climate.. Reynoldson concluded that -fact.o.rsvm
' "such as personallty character1st1cs of the administrator, his wﬂhngness to adopt
innovative -ideas, his leadership-style, and the diffuseness of the‘-commumcatlon_ :
network_ may have more mﬂuence on decisions to adopt innovative 1deas .,han -

the structure of decision makmg.



- Hencley (1968) contends that successful ﬁlitiation of innovations must: .+t ;-
recognize the preferences and demands of groups that hold power in the‘cofnmunity.
Hughes (1968) found that leadership."»thrﬁst" and staff "espri’r;" correlate highly
with innovation in school district central offices. Guba ahd Clark (1967) -
examined the educational change process from production of new knowledge to -
implementation of new practices, and presented 16 recommendations to facilitate
change.:

Factors that impede innovations in education have also been widely studied.
In 1965, Abbott and Lovell edited a volume. of six papers that identified the basic
forces in American society affecting education, the organizational—iristitutional'
impediments to change, and the nature of educational change as a social process.
In "Barriers to Change in Public Schools," Carlson (1965) traced the
relétively slow rate of change in public schools to three barriers: (1) the absence
of an institutionalized change agent, (2) a weak knowledge base, and (3) the : -
" ‘"domestication" of public education, which distinguishes it from other areas.
*" such as agriculture. : v SR &
Miles {1969) contends that resistance to educat_ional innovation is a con- .
sequence of the normative structure of institutions, especially the bontempqrar&
educational system.
Goldman and Heald (1967), following a review of the literatui'e'and an-
analysis of data on the relationship between personal néedvpatterns and teaching

“behavior, concluded that age promotes self-centeredness:among teachers, and'is
the major ‘obstac.le to flexible, responsive teaching practices. - However,: Bridges
and Reynolds (1968) studied the effect of the teacher's beiief system ohrrece‘p"ciyity
to'innovations. They questioned the assumption-that gfeater experience makes:

for greater inflexibility.




Goldhammer (1365) cited five factors that affect public acceptance.of::.
‘educational change: the public's image of the change advocate,.the organization -
and its ends, the public's view of the change, the congruence of the change with

the public's values and recognized needs, and external or "situational" factors. .

Adm1mstrator as Change Agent

Gallaher (1965) analyzed the poss1b1l1t1es and 11m1tat10ns oi the superm— |
tendent as an effectlve advocate in d1rected educat1onal change The un1que |
character1st1cs of the school as a formal organ1zat1on and the 1mpl1cat1ons of
such character1st1cs i’or d1rected change are emphaS1zed in the analy81s

Booth (1965) concluded from a review of the l1terature that although
school prmc1pals are somewhat l1m1ted as agents of reform by the plural1st1c
nature of educat1onal policy makmg, they seem most effect1ve in promotmg
curr1culum reform | | B

Mlller (1968) prov1ded educat1onal planners and managers with background :
knowledge essent1al to understanding and effectmg planned change in educat1on |
He outl1ned several d1mens1ons of planned change and related them to mvolvement

of adm1n1strators, operat10nal leaders, and teachers

Straiegies for Innovation

Having considered the reasons for success: or failure of innovation adoption,
some researchers have devised strategies and modelsrfor-schools to use in-
implementing.innovations; *MoSt of the strategie's are*generally_conStructed, to
fit a Variety:o',f'situatiOns;w.:”‘- T |

Culbertson (1965) ‘examined the'co‘nstraivnts' thatf_'havel reStrlcted planned: - -
‘educational ,change and outlined‘ four._‘-:major;\;organizationalﬂ:strategiesfat different -
levels to o_vercome the'restraints and th‘erehy facilitate change., Clark. (1965) |

argued that ,changes m the. educational structure, under the impact of economic,



demographic,- and political forc‘e—s,; fhave-‘altered 'the;-rrequir_ementsl.-'o_f..Ia":jv_:i_abfi‘ei_ o
strategy for educationalvirmovatiori. He?suggested that'a,viable.Strategy:mus_t’ L
recognize these interests and that enlarging organizational--'structures{-to..F.‘--.-};V-“_*z ;L
encompass’the interests will facilitate. educational-innovations e | :

Arthur D Littie, Inec,, (1968) assessed the usefulness of several models -
for mnovatlon adoptlon by mterV1eW1ng and submlttmg questlonna1res to educators
and parents 1n e1ght typ1ca1 school dlstrlcts From the study, a more general |
model was der1ved Innovatlon adopt1on can occur onry in the presence of an
1n1t1atmg meg han1sm and a sustammg mechamsm The report d1scusses the e
1mp11catlons of the study for stlmulatmg and supportmg mnovat1ons in school
dlstrlcts. V | o o o S

Ke11 (1969) exammed preSent approaches to mnovatlon and 'usmg prog'ram—
med learnmg as a concrete example, suggested a new admm1strat1ve structure
to advance nmovatlon M11es (1969) descr1bed seven types of structures to :
manage mnovatwe processes He stressed the coordm‘xtlon of the processes

| Klmbrough and Todd (1967) argued for changmg the bureaucratlc nature of B

- .school systems to allow for more educat1ona1 change | M11es (1965) cr1t1c1zed the
traditional "Weberian" bureaucrat1c model of organization as 1nappropr1ate for
the schools, and proposed an alternative model stressing the capaclty to- mnovate.

-Meade (1966) summarized models and variables in educatlonal change ina .
plea for curriculum reform. '

Winn (1969) studied educational innovation within the .COnte?tt'fo_i'; the:broader
problem of modernization, especially in the underdeveloped countries.-.g He con-
cluded that the problem of innovation lies not in the properties of the. schoo1S— |

themselves but in inadequate implementationof pians.
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