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Efforts to innovate in education are handicapped critically by
the organizational structure of schools and by the attitudes of school per-
sonnel toward change. The power to bring about change is highly central-
ized in the school board and the school administrators; decision-making tends
to be one-way from administrators to school personnel. Having little oppor-
tunity to participate responsibly in planning and development activities,
teachers are typically wary of, or apathetic, toward educational innovations.

The characteristic procedures by which educational innovations
have been disseminated to schools may be grossly summarized under a "speciali-
zation" strategy.1 In this strategy, the expertise of the innovator is conferred
on the practitioner. The adopting school is provided with a package of mat-~
erials and procedures, including procedures for training teachers. The spe-
cialization strategy seems both logical, in that it transfers specialized know-
ledge and skill directly from the innovator to the practitioner, and admin-
istratively economical and efficient, in that the schools are furnished pre-
packaged and pretested programs. The model makes no intrinsic provision,
however, for bringing about optimal conditions in schools for sustaining
specialized innovations.

An alternative to the specialization strategy of change would be

an "aggregation' strategy. Project SUCCEED, in the Learning Research

1The terms ''specialization" and "aggregation' were suggested by
by Morris Janowitz. (See esp. "Alternative Models of Change for Inner-City
Schools" in The Quality of Inequality: Urban and Suburban Public Schools,
University of Chicago, 1968.) Project SUCCEED was planned and initiated,
however, prior to publication of Janowitz' conceptualizations.
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and Development Center at the University of Pittsburgh, was conceived in
such a model. Its purpose was to study and produce an aggregate of condi-

tions supportive of innovation in the organizational climate and structure

- of schools. A basic element in the SUCCEED strategy was to recruit and

train a cadre of change agents from the personnel in each participating
school. The cadres, in consultation with research and development person-
nel, carried on in-service activities to promote an interest in innovation
among their colleagues; they also planned and initiated specific innovat.ive
programs in their schools. The ideal aggregation strategy posits a school in
which evaluation and innovation activities are intrinsic, both in the or-
ganization of roles and functions, and in the willingness of each faculty
member to make on-going assessment and revision of his practice. In actuality
the SUCCEED strategy might be justified if it would stimulate even a few
members of a school faculty to devise or participate in innovative programs
and if, concomitantly, it would win for their efforts the sanction and sym-

pathetic interest of their colleagues and administrators.

Succinctly, the SUCCEED staff within the Center (a) trained
cadres of school people through (b) in-service meetings and workshops to

(c) create and implement educational innovations.

The SUCCEED staff, acting as a catalyst, (a) informed, (b)
guided, (c) evaluated, in that order, the activities of the school per-
sonnel. Two important additional functions were served by the SUCCEED
staff. They helped the cadres to obtain (a) administrative sanction for

change and (b) financial support beyond the normal school budget (from a

Title II1, ESEA grant).
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Focus of this Paper

In planning this paper, we had intended to report dnly our
efforts to measure changes in certain opinions about decision-making
responsibilities among teachers in the SUCCEED schools. Some of th;
attitude change data, obtained by two administrations of a question-
naire in four participating and four comparison schools, are listed
in Tables 1 through 4.

After considering these data in relation to observations of
what teachers in the participating schools actually are doing, however,
(See Table 5) it was decided to attend, in addition, to certain method-
ological problems in field research and evaluation and to consider
some implications for influencing organizational as well as attitude
change.

The evaluation aspects of Project SUCCEED were carried out
in field-experiment fashion by conducting a panel study, using as res-

pondents both the teachers in the experimental schools and teachers

from a selected set of '"comparison'" schools. The experimental school teachers

numbered about 80; control school teachers about 70. Due to the diffi-
culties inherent in panel analysis, the numbers of the respondents for a
given question tend to vary. The samples are equally representative on
variables, sex, age, religious preference, education, teacher experience
and social origins. As a group, the respondents represent the middle
ground of American society. They would not be expected, without novel,
potent instigation, to become forerunners of educational change. The
first step in the strategy to facilitate organizational change in the
participating schools was thus to bring about a transformation in the¥§

teacher's perceptions of their work role.
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The Educational Change Effort

The traditional role of the public school teacher is, to charac-
terize it crudely, that of a bureaucratic functionary. The teacher's pro-
fessional status in schools has been more nominal than rea}l; he has relied
more on persons in higher organizational echelons than on an independent
professional discipline, to define the forms and content of his work. He
has received only minimal guidance and support from professional associa-
tions. To the degree that instructional goal-setting, evaluation and inno-
vation are done at all in schools, they are perceived as system activities,
not sanctioned as part of the agency of a teacher's role.

The SUCCEED summer workshop and in-service activities were aimed
in part to heighten the teacher's sense of agency. It was intended to
influence the cadre members and their colleagues to redesign their own
roles and functions and, by forming new colleague associations and ini-
tiating new programs, to influence change in the organizational structure
of the school itself. The cadre members and their colleagues were encour-
aged to assess their schools, especially how well they were meeting the
individualized needs of their students. How might they improve their
schools? Given the way power and resources were allocated in their schools,
what mechanisms could teachers and administrators employ to bring about
desired change?

The main change mechanism in Project SUCCEED was the teacher
cadre. Each cadre was composed of at least a single administrator and
several teachers from each school; they worked with the LRDC staff and
with their colleagues in the schools. It was their organizational plan-

ning and development which made the larger innovation activities possible.




The cadres met throughout the school year; over the years, through attri-
tion and new enlistment, they changed in number and personmnel.

Orientation of Cadre Members--A Transactional liodel

Project SUCCEED inputs to orient cadre members to their change
agent role, included information about innovative programs elsewhere, lim-
ited sensitivity training, and specific instruction in at ;east one of the
innovative programs in development at the Learning Research and Development
Center, Emphasis in the Project was placed, however, on the initiation and
development by the teachers of innovative programs suited to the needs of
their own schools. The LRDC made available, as needed, appropriate consul-
ting help. The Center staff also guided the successful effort by a consort-
ium of the SUCCEED school districts to obtain Title III, ESEA funds.

Experiences in Project SUCCEED suggested to the teachers a revised
work role in which they might become more responsible, innovative decision-
makers. But simply heightening role awareness and interest would not be
enough. They needed training to improve their competencies to communicate,
esfablish goals and plans, and negotiate with administrators and colleagues.
The Project thus aimed from the beginning to provide the cadre members and
their colleagues with appropriate planning and decision-making experience.

The relations between university and school personnel in Project
SUCCEED were guided by what we have come to call a '"transactional" model
of planned educational change. Such a model embodies certain principles
of relationship between a "client" educational system, and a "consultant'
system. The consultant system may be an individual or any variety of or-

ganization interested in educational change. In this research it consisted

typically of a four-member staff from the Learning Research and Development




Center. The client system, in turn, may be a formal organization at any
level of education. In this case, the clients were the staffs of the
four participating SUCCEED schools. The original client and consultant
contact may be made by either party. The main purpose of the transaction
would be to assist the client system, either to incorporate a particular
educational innovation or, as was the case in Project SUCCEED, to make
"aggregate", adaptive changes in its organizational and social structure.

A major requirement in the transactional model is that the rela-
tionship between the client and the consultant be genuinely collaborative.
The consultant offers his expertise for the guidance of the members of the
client system. He does not substitute his judgement for theirs. He rec-
ognizes that the more he exerts authority and imposes his own judgements,
the less likely after the consulting relationship is dissolved, that the
client system will be able to manage competently its own educational change
efforts.

Certain basic assumptions underly this kind of approach. First,
a strategy for educational change must deal constructively with existing
organizational relationships among faculty, students, administrators and
community groups. Where these relationships are assessed to be inimical
to change, the strategy must provide for their alteration.

Second, the consultant-client relationship is time-limited. The
clieat system is presumed to be ultimately capable of deciding about and
carrying out plans which m;y emerge from their collaboration. A necessary
condition of the collaboration is, thus, that it be self-dissolving. Con-
sultant and client form, in the sense that Miles uses the concept, a new

temporary system; if they were to remain in a quasi-permanent relationship,
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the consultant would become, in effect, part of the client system. Fin-
ally, it is assumed that, even in a public school bureaucracy, the staff
members can mobilize the competence and power to make and implement sig-
nificant innovative decisions; the consultant acts, in their mobilization

effort, as temporary guide and facilitator.

Teacher Attitudes

As part of the evaluation effort in Project SUCCEED, a panel study
was conducted, utilizing an extensive questionnaire administered two times
to teachers in the experimental and the control schools. The questionnaire
was first given before extensive work between the LRDC staff and the schools,
and then again approximately 18 months later after a series of planning and

development operations. The questionnaire had several sections, including
the Crofts and Halpin scales to measure organizational climate, and a sec-
tion on Educational Futures; the latter, based on procedures used by Nehme-
vajsa in research on political futures, asked the respondents to rate sep-
arately the likelihood and the desirability of a number of innovations being
made in their schools by 1975.

The data reported here are from a set of questions which asked tea-
chers to respond to certain decision-making situations. They were asked fo
rank, on a five-point scale, the degree of participation that certain refer-
ence groups within the school should exercise in specified decision-making
situations. A second facet of the same question was their ranking, again on
a five-point scale, of the actual participation enjoyed by these same refer-

ence groups. Our concern here is with the section which deals specifically

with ideal decision-making, that is the teacher's perceptions of how much

each of several reference groups should participate in making various kinds
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of decisions. Because our attention is on teacher perceptions and atti-
tude change, we are most interested herc¢ in whether teachers indicated a
desire to take on for themselves greater decison-making power, and to
lessen the power of school groups of which they were not members.

A comparison of group response scores between Time 1 and Time 2
revealed no statistically significant changes. A panel analysis, however,
tracing changes over time in the same respondents was somewhat more indi-
cative of change. Tables 1 through 4, with the data arranged in terms of
the percentage of teachers responding, summarizes the responses to the
questions noted at the head of the page. The column entitled 'Percent of
Shifts in a Positive Direction' summarizes response changes of one step
or more from Time 1 to Time 2 in the direction of granting greater au-
thority, and participation in decision-making to each reference group.
The 'No Change'" category is the diagonal of our tablesy in that it indi-
cates the percent of ratings which remained the same at Time 2 as;%fz; 1.
In Table 1, we see that 40% of the teacher respondents in the experimental
(SUCCEED) schools had moved in a positive direction when considering the
possibility of a representative committee of teachers planning and eval-
uating in-service workshops; 264 had moved in a negative direction, and
347% remained unchanged in their opinion. By contrast, 24% of the teachers
in the control schools had moved in a positive direction when consi’ ering
the part that should be played by a representative committee of teachers,
while 26% had moved in the negative direction, and 48% had remained un-
changed. Reading down the table, one can note the large negative increase

when teachers were asked
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to rate the role that should be played by superintendents in the experi-
mental schools, and the large negative increase in both sets of schools
with reference to administrators as a group.

The data in Tables 1 through 4 suggest that between Time 1 and
Time 2, the perceptions of the teacher respondents of the degree to which
different reference groups should participate in school decision-making,
shifted in the following ways:

Experimental Schools

l., Positively in all four situations with reference to a commit-
tee of teachers.

2, Positively in three out of four situations, with reference to
teacher faculties; in the fourth, the positive and negative shifts canceled
each other.

3. Positively in two out of four situations for individual teachers;
in one situation, positive and negative shifts canceled each other.

4. Negatively in all four situations, with reference to the super-
intendent,

5. Negatively in three out of four situations with reference to
the school board; the exception is a situation involving the relationship

of the school to the larger community.

Control Schools

l. Positively in three out of four situations in favor of a com-
mittee of teachers.

2. Positively in three out of four situations with reference to

s——CtommiLree—ufteachers—and—te the teacher faculty.

3. Negative in three out of four situations with reference to
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individual teachers.

4. Negative in three out of four situations with reference to
superintendents, school principals and administrators as a group.

Although as evidence they are unlikely to dazzle the eyes of a
researcher, the comparative shifts between experimental and control schools
intimate the kinds of influences at work in the experimental schools. When
considered in relation to certain Project events and problems, they may have
some useful lessons. Table 5 suggests that many important changes in teacher
activities and school programs have taken place during the years of the SUC-
CEED Project. Similar changes have taken place in the other three partici-
pating schools, although it would require more detailed analysis to establish
than we can afford here. Only minimal activities beyond traditional basic
programs can be seen in the control schools.

Discussions with administrators and school persgunel also reveal
marked differences in faculty morale between experimental and control schools.
If our findings are valid that teacher behavior and morale in the SUCCEED
schools has changed, they are only vaguely reflected in the attitude data.

The possible reasons for the discrepancies between our field ob-
servations and these questionnaire data would fill a lengthy list. Some of
the problems are endemic in survey research on attitudes, especially research
which involves efforts to change attitudes systematically; some lie in the
particular design and procedures of Project SUCCEED; still others in the in-
evitable hitches and crises which distort and impede long-term development
efforts in field situations.

Perhaps we can sort out some of the more pertinent reasons during
our panel discussiua. This paper simply poses the attitude change and measure-

ment problem in the larger cuntext of educational change and innovation.
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