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Introduction

An earller model! of school change (Lelthwood & Russell, }973)

was develaped to asslist school people in designlng reilable strategles for
curricuium development, Implementatlion and evaluation. Subsequent evaluative
research and development by the original authors and others has supporfed
the baslc theoretical properiles of the mode! and many of its operational
suggestions. As a result of our experlence using the model, we have been
led to a revised model which constitutes an improvement over the orlglnal
model In the followlng areéas: (a) developing operational strategies for
curriculum change, and (b) providing a framework for applled reseurch on
the processes of school change. The theoretical properties assoclated with
the model, the stages in the model, and the framework for applied research
on school change constifute the major foci of thls paper.

Many models already exlst. Accordingly, it Is legitimate--qulte
apart from the above ratlonafe--to ask, "Why develop anofhef model of school
change, let alone revise 't?" One way of answering this questton is in terms
of the kind of knowledge represented by many existing models and thelr
adequacy for the practical tasks undertaken by the aufhors.2 Chin and Downey
(1973) identlify 3 types ot knowledge about change. One fype Is "focused |
toward understanding how change occurs, especially fooking at changes, thelr
correlates and thalr consequences {(p. 518)." Another I|s "focused toward
understanding how the functlona! relatlionships of parts of & system fit,

how the varlables are Interrelated both causally and especlally

1 The terms 'model' and 'strategy' are used here to indicate different
levels of generality. A model may suggest or encempass many strategles
all of which contain the conceptual properties suggested by tha model.

2 Ail 4 authors work wlth local school districts as part of the staff of
3 OISE Fletd Centres. These Centres, 8 in total, are smail R& D
organizations located throughout Ontarlo.



corretationally (p, 5i8)." Hany modeis of change are concerned with these
2 types of knowledge (particularly the first) especlally Insofar as they
attempt to represent the changs process. There Is a third iype of knowledge
which Chin and Downey (1973) fabel Type A knowledge:

Type A is basic knowledge focused toward in¥ervention and

deliberate, intentional and planned change. it is a set

of selectively retalned tentatlves based on theory and

research on how to bring about change, and i+ has an action

purpose (p. %18),
Baslc knowledge of this sort [s underdeveloped, what does exist largely
dependIng upon derivations from the other 2 types. However, this need not
remain the case, Type A knowledge potentialtly contributing to other forms
of knowledge on the grounds that "The best way to understand something is

to try and change 1t." The model discussed in this paper !s concerned with

Type A knowledge and may be a usefui tool for expandlng that knowledgz.

Models of the Type A knowledge varlety or those which have impll-
cations for intervention often are less than satisfactory for that purpose.
Some of thefr Inadequacles can be Identlfied using Havelock's (1971)
classification of change models as Social Interaction (Sl|), Research,
Cavelopment and Diffusion (RD&D) or Problem-Soiving (PS). Perhaps the most
general Inadequacy Is that, as guides to action, each model Independently
and even sach classification of models by Itself accounts for only some of
the Iimportant varlables that are part of developing, Implementing and
evaluating school changes.

Soclal In#erac#lonkmodels for the most part limit themselves to
aspects of change speclific to the Individual, little attintion belng glven
to the soclal system within which the (ndividual functions. Perhaps more

serlously, these models tend to represent the process of individual change,



basically a psychological process, without much reference to psychological
theory. Rogers and Shoemaker's (1971) stages of awareness, Interest,
evaluation, trial and adoptlon, for example, closely parsllel Information
procussing stages basic to both cognitive learning and attitude change but
do not draw upon that body of knowledge for purposes of explanation or

prediction. Thus when concern shifts {rom representing to stimuiating the

change process (the goal of Type A knowledge), there are few conceptual
handles available for building an Intervention strategy.

Research, Development and Diffusion Models are molar in outlook
and tend to view the recipient of change in a passive role. Although the
Guba-Clark and the Miles (Havelock, 1971) modeis, for exampie, speclfy a
piace for local involvement, the action impl ications of that involvement are
not weli formulated. Roles of people and how these roles Interact with one
another tend to be neglected. On a similar note, a criticism of, but not
confined to, the RD&D models is the inadequate attention gliven to the unique
characteristics of the school system in confrasf with other kinds of systems.
These faatures have been identifled by Schmuck & Miles ({971) &s ambliguity
and diversity of goals, low Interdependence of staff, vuinorability of schools
to short-run demands from their environment, inadequate provision of financing,
ritual istic use of procedures and pressures toward processing students. Such
characteristics place demands on successful intervention strategies that
necessitate features significantly different from those of Intervention
strategles useful in non-school social systems.

Problem-solving models focus substantially on estabiishing working
relationships between agent and ciient systems where the agent Is often quite
independent of the system prior to the change activity. This Is an adequate
way of characterizing the }elaflonshlp of the authors with a school system,

ERIC for example. But where the agent has an established relationship with the




system prior to change and/or where the agent-client roles continualiy shif+t
to different members within the system, the characterizatlcn has weaknesses.
Accordlingly, another mode! of educational change Is Justiflied to
the extent that i1t:
|. permits the utilizatlon of theoretical constructs vis-a-vis cognitive
learning end attltude change to predict powerful intervention strategles
appropriate to the complexities of educational changes;
2. takes Into account unlque characteristics and constraints In school
systems which affect change;
3. allows for various cllient-agent roles to be utillzed In successive
stages of planned Intervention.
These are areas In which one or more of the other categorles of modeis are
weak,
The flrst version of thls planned school change mode! (Lelthwood
& Russell, 1973) was classlfied as a problem-solving model (Fulian, 1972).
This classification |Is accurate for that version of the mode! as wel! as
the present verslon insofar as the "receiver'" of change, some member of the
"cllent system" (Lipplt, Watson, Wesley, 1958) may Inltlate the process of
change by identlfylng an are3 of concern or by sensing a need for change.
Elements of the soclal Interactlon and RDAD perspectives are also Included,
however, in both versions of the model. The soclul Interactlon perspective
exlsts In the sense that communicatlons between the agent and the cilent of
change are designed to accommodate indlvidual dlfferences of both the
cognitive and attltudinal varlety. How the indlvidual reacts to the communl-
cation and the extent to which he understands its message are concerns ofFThe
model, expressed In terms of Information processing theory. The RD&D

perspective |Is contalned in the model Insofar as the process of development



often Is required In order to solve a problem. 8ut In thls case development
occurs by or with the client system and the research, development and

dlffuslon processes are not viewed as temporally sequentlal, necessartly,

Some Theouretlcal Properties of the Revlsed Model

Communication

This model attempts to provide both a conceptual and operational
framework within which change agents and cllents can communicate more
effectively. The premise most busic to the model Is that planned change
occurs as a result of effective communication, Communication Is effectlve
to the extent that It conveys Information to the Intended reciplent In a
cognltively meaningful and affectively acceptable manner. This effectlveness
Is Inferred 1f I* results In appropriate actions by that reclplient.

Information processing theory Is used to explain effective
communication and assist In predicting the kinds of messages likely to be
successful. According to such theory meaningful learning of cognitive
content (Ausubel & Robinson, 1968) and/or affective resvonse (McGuire, 1968)
depends upon the consistency of Information contained in the nsw message with
the prior knowledge and attitudes of the recipient. Exlsflng cognltive and
affective structures (personality structures) are the basis from which the
reclplent begins to derlve meaning from the "new" message. A new message
teaturlng relatively high proportions of information conslistent with fhel"
reclplents uxisting cognitive and affective structures Is potentially
meaningful and acceptable. Too much new information wlil place dysfunctlional
pressures for accommodatlion on the reclplent resulting In rejection of the

massage and lack of understanding. Too ilittie new Informatlon is unilkely



to create enough conflict to stimulate the recipient to search for the novel
and perhaps most critical feé?ures of the mossage. Acceptance of the
information, as a basls for tLe reciplent's actlons, 1s unilkely if It

appears to have impllcaf;onsjwhich conflict substantially with the recipient's
existing values. One tmportant task of the change agent, therefore, Is to
design communicatlions requiring optimal amounts of assimitation and
accommodation on the part of the client. A major requirement for successfully
doing this, Is determination of the cllents' existing personality structures.
While this is a formidable measurement task, the greater the opportunity the
change agent has to interact &Irec#ly with his cllents, the more Ilkely he

Is to be able to both estimate thelr existing personallty structures and

design and modlfy communications that will be both meaningful and acceptabie.

Successive Approximations

in terms of the characteristics of the Innovation, this rationale
suggests that complex Innovations~-and most Instructional innovetions tend
to be subjJectively complex-~must be introduced In such a wayhihai they are
not perceived as tovo radical by the cllient or too inconsistent with yhaf he
presently knows and feels. A way of doing this Is by introducing the change
through a serles of successive approximations to the ultimate goal. For
example, If the Initlating change agent's Intent Is to alter the mathemotics
program In a county fron a falrly traditional treatment of mathematics to a
program based on mastery of essentlal computational skiils and thelr use In
more sophlsticated probiem solving paradigms, he mIgﬁT Introduce the following
series of approxlméflons (from a project the Investigators are currently

Involved In) with accompanyling teacher In-service training:




I.

5.

have the present computational program specified as a sequence of
beﬁavloral objectives, some suggested materials and technliques and
example test items. This abproxlma+lon contalns no new ha?hema?!cal
content, for the teacher-cllients. It does Imply an instructional model
based on precise goal identification and dlagnosis. This modei and

the precision begun to be Introduced through the objectives is a
necessary prerequisite for mastery learning strategies to be Introduced

subsequen#ly}

revise the program based on formative evaiuation and add pools of
criterion~-referenced test {Tems for each objective. Add to the revision
also (a) placement tests using criterion-referenced test [tems to complete
the measurement prerequisites for Iintroducing mastery learning and

(b) a first approximation to a unit on problem solving;

revise the problem solving unit and Introduce an experiment in a sub-
sample of schools on mastery learning with a sub-sample of computational

skills;

expand the experimental sample while Increasing the Instructional
alternatives for each mathematical skill or objJective. Publiclize results
and Integrate more of the computational skills into the problem solving

unlt;

implement ultimate change goal.

A sequence of approximations such as this may perform several

functions essential to effectively introducing a substantial change In a

school system. First, It spreads ths resource requirements over a pertod

of

years, in the above example, approximately 5 years. Second, It allows

sufficlent time to develop the necessary program tools (e.g., specific

obJectives, criterion-referenced test items) to Implement such an innovation.



Third, it provides the system with a working knowledge and subsfanflal.dafa
about the change to be lmplbmenfed. Perhaps more Important than any of
these functlons, however, the Introductlion of change In successive
approximations allows the cllents' knowledge and attitude to develon from a
relatively unsophisticated level with respect to the ultimate goal of change
to an adequately sophisticated ievel also In successive approximations.
Under ldeal c!qcumsfances, each step In the series of approximations toward
the ultimate change goal should be viewed In the clients' framework as a
stimulating bufknof radical change. Under such clrcumsfances the complexity
of the change increases In direct proportion to the citénts} ability to
understand and accept It., Our data suggests that few coﬁplex changes,
percelved by the cllent as radical, are likely to be adequately Impiemented.
Problems that immediately come to mind In response to the procedure
of successive approximations Incliude the amount of time required to operate
in this way and the possibllity of draining the clients' energles or
enthusiasm for change by the final approximations In the process, thus never
reaching the ultimate goal. TIme or rate of adoption and impiementation
interacts directly with the degree of implementation. Proceeding directly
to the ultimate change goal where that goal Is complex and expensive, as a
large proportion of educational innovations are, tikely results In rapld
adoption vy a few to a slgnificant degree and a smail numbar more to a lesser
degree. We wouid speculate that 60 to 80 percent of the target population is
normally uninfiuenced In any Important way by such procedures. The mode! wiil
suggest ways of Increasing rate of adoption and implementation but in most
cases this will not accommodate reductions In the approximations appropriate
to reach the final change goal with a large proportion of the target
population,



Spent enthusiasm on thu part of the cllents can be minimized when
the procedures for change are buitt, as much as possible, Into the role
requirements and regular working time of the clients. In part this
necessltates developlég a system responsive to and able to accommodata
continual change as needs alter. We are aware of education systems that
have been able to do this,

From the point of view of the change agent, proceeding in successive
approximations allows the agent to establish credavility by Initially working
on the immediate, system identifled probicms even though he may see more
significant ones himself., As the agent and cliant wori: together their
perceptions of which problems are most significant come closer together.
Eventually, problem~-solving may center on the agents' initlal diagnosls, If

that dlagtoslis was accurate.

Sliding Agent-Client Relationships

Another theoretical construct in the model Is callied the "siiding
agent--cllent refationship." Such a construct appears to be a useful way of
responding to the role distance which often exists between the person(s)
initlating the change and the ultimate cllents of change. |n a number of the
projects from which this model was derived, changes were and are beling proposed
for an entire system, often involving as many as 50 schools, 1000 teachers
and 30,000 students., As might be expected, such Initlatives for change
typical!y emanate from the offices of senior administration with the intention
of ultimately influencing student performance. An effective change strategy,
under these circumstances, must operatlonalize the intent of the initiator
through indirect forms of intervention, for the most part. The inltiator must,
In other words, work through a network of other people In order to implement

change. The notlon of a sllding agent-cliant relationship suggests that the
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inttiator of the change views his task as change agent as convlnclng those
people In the network with whom he has direct contact to act a§ agents of
change with those they come into direct contact with. The intent o} the
agent's communication Is to effect a rote change from client to agent on

the part of lts intended recipients.

agent — —3 client
(Inltlator) l

agent ——————) cllent

l

agent ————————3 cllent

(ultimate client)

Figure I ... Sliding client-agent relationships

Figure | may be used to illustrate this function 1f, for example,
the Initiator of change Is the superintendent of instruction who wishes to
improve the problem solving competencies of students {ultimate clients) in
his jurisdiction. His mos! direct contacts may be principals or a principals'
assoéla#lbn. If such is the case, his task as agent Is to convince and prepare
the principals to bscome agents of change probably with teachers In thelr
schools. Simifarty tha task of tho principal Is to convince and prepare the
teachers in his school to become agents of change (increased nproblem soiving

competency) with the ultimate ciients, the students.

Recapitulation

Glven this theoretical task, the obvious question Is what does the
agent have to do to perform i+? How does one convince a person to become an

O  agent of change on one's behalf? A general answer to this question has already




i”V“*,‘f".’*_:and accep?ab!e, flrst of ail by dlagnoslng the cllenfs relevanf background
’fe{grperSonallfy s?rucfures., ln addlflon, however, if would appear fhaf fhe

5fhifhundersfandlng and convlcflon of the orlglnal agen+ can be adequafe

"‘r__porfions of fhe processes fhe lnlfla+0r wenf +hrough !n arrlvlng a* hls

"7“:»declslon fo change. Whereas, fhls declslon—maklng process Is !Ikely fo be

X

fes

ffsibeen glven deslgn fhe Informaflon abou+ *he change so fhaf if ls meanlngful

| ;Trans~
 mitted fo subsequenf pofenfla! agenfs by havlng fhem recaplfulafe slgnlflcan+ ]

fchuffe flme consumlng for the Inlflafor, a planred change sfrafegy Is useful
: to +he exfenf that It Is able to compress the flme requlred for fhls'k
| recaptfulaflon process with subsequent cllenf-agenfs. A useful analogy would . !
‘ be +o compare fhe Initlator's decislon-making process w!fh the dlscovery |

process of a sclen+ls+ and tho recaplfulaflon process with the process of

- feachlng (a role comparable to the agenfs') and learning (a role comparable

‘to the c!tenfs') what was dlscovered and how fhe discovery occurred. , v ,
What is betng recaplfu!afed alfers In subtie buf slgnlflcanf ways, B

however, fhe further one moves from the Inltlator of fhe change +oward the -

ulflmafe cllent, These changes are affrlbufable fo an Increase ln fhe E? """ ;"

operaflonal deflnlflons of the change as, In the case of fhe exampfe above,‘
we get closer to the teacher. The superinfendenf must characterlze fhe change
In terms that h(ghllghf ‘the role responslblllfles of the pr!nclpal the
advanfages to the system and the slgn{flcance of the change to the school,

The twacher, on the other hand must characterize the change In terms that
relate speclf!cally to fhe student performance requlred for classroom
Implementation, At each stage of the planned change process, fherefore, the
elements of the change requiring most SerlOUs analysls and emphasis are ?
fhose which must be operaflonallzed for the cllent In question to assume the

agenf role for a subsequenf populaflon of cllents, The other elements of the



. 7~f,*gi; ensure fhaf fhe cllenf understands and accepfs fhe goals fhe lnlfleforﬁc

-2

,?changa mu51 be lncorporafed wlfh Iess emphasls In order for fhe erpOSGS of

~ the change fo be undersfood‘ In summary, at each sfage ln fhe stldlng cl!enf-ﬁ

‘}eagerf relaflonshlp, fhe process of recaplrulafIOn musf-ﬂt' "ﬁif*“

“3.

lnfended fhe change +o ach!eve, 5 | e e

: it 2 enSure fhaf fhe cllen+ undersfands and accepfs fhe need for fheSe*?ff

| goals fo be achleved, - “,’f ‘ ;h »"', k :‘h‘ ,;, L ‘k_

1 3 enable fhe cltenf fo communlcare (as agenf) fhe above fo hIs cllenfs

In ferms operaflonally apprOprIafe io fhe fasks -mplled for hls cllenfs.
It Is fmporfanf fo sfress fhaf where role changes occur wifh

greafesf benefif fhe person undergolng fhe role change Is provlded subsfanflals

suppor% In fulfllling fhe new role, Uslng the prevlous example, fhe superég;_
Intendent may communicate to ‘the prlncipals the need for a change ln role from';
'bulldlng admintstrator to curriculum leader In such a way fhaf fhe change ls
wel | understood and at least partly accepted as deslrable. The prlnclpals,' ;‘bil
however cannot uiflmafely be successful agenfs of change wlfh feachers, ,
Independent of deslire, until they also acquire the Speclallzed skliis requlred‘;
for currlculum leadershlp, Too often changes fall to materiallze as planned
because the agent, In this exampla, In the superlnfendenf's role, does not
conslder as part of his responsiblllfy the trainling needs of hls cllents In

carrylng out their new role.

Screens
" A long term general goal of change within the model may be to
positively Influence student achievement, broadly defined. The Intermedlate

objJectives of the model, as means for achleving that long term eid, suggest



3.

a mldd!e man or series of middie men In the change process who act as selective .

screens between the primary change agent and the ultlimate cl!enf}rfhévstdent,;  fE

~ (see Flgure 2),

“Agent | | lintermediate Cilent | _Ultimate Client |
Cinttlatorof | | sereenor | 1 student - |
Change . Reac}or ) ' | V

"Flgurei2 «.+ Possible sourées of communlcations modlfIcation

The term "screen" suggesfs that when a change dépends on

- communications being relayed through the necessary persons within a sysfeh .}

for endorsement or other actlon, those communicatlons are Ilkely to be altered -

through & kind of fiitering or screening process, Part of the procesS-is

the "leveling" or "sharpening" that each recipient performs sn fhe‘message as
a resuit of his own naeds; pecul lar perceptiuns and role réSponslbtllties. |
Such alterations clearly create a dlfferent méssage for subsequent cllents
which may be more effectlve, lesé'efféc+|ve‘or unchanged in effecflvqness.
Theoretically, a change strategy ought to be able to capltalize on this
screening process. This Is possible when each recipient of the message Is
encouraged to alter the message prior to its relay so that (a) It is
potentiaily more meaningful and acceptable to the next reciplent glven the
known personality structures of those recipients and (b) the Intent of the
message remains unchanged. This form of alteration depends on the agent
carrying out his role tralning responsibllities with the client to whom he Is

comnunicating, In thls context, | Is possible to define training needs that




,_'l4,'

are common to all persons in an agent role (e.g., dlagnoslng personallfy *

sfrucfures, onsfrucf%ng ccmmunlcaflon on fhe basls of such dlagnos!s fhaf

a currlculum change lnlflafed by a feacher, for examP|w$‘

student ln much l+s Infended form.

the . Inlflafor. ln fhe case of the superlnfendenf as Inlf!afor, 1he sources

of disforf!on of the change before reach!ng the sfude f may be fhe prlnclpal‘

and feacher. These are real screens slnce alferaflons In the commun!caflon f;ia“5

about change are, In the flnal analysls, out of fhe control of fhe superlh~
tendent although he will cerfalnly Influence the alferaflons. In the case of
the teacher (or even the sfudenf) as Inltlator, however, the princlipal and
the superintendent are also sources of distortlon=-in this case percelved
screens. That Is to say, the teacher Inltlating a change may welgh very
carefully the anticipated opinlons of the prlnclpal and superlnfendenf and
modify the change accordingly. ln‘such cases the roles of the prlnclpal and
superintendent and thelr percelved Impllcations for change act as screens

even though the persons of.fhe principal and superlintendent may know nothing



: f £effecf. The mulflpller effect ls baslc fo many change models and sug

‘;,of +herohan§é. 1t 1s conCelvable, furfhermore, +ha+ fhese percelved screensa‘

; uould in some. lnsfances resul+ ln more dlsforflon fhan real screens.,{r,i

v’ixorganlzaflon would seem an advanlage In sflmulallng lnnova+lon wlfh In*egrl+

‘3iﬁ7f51he Mulf_pller Effecf

Anorher fheoreftcal consfrucf ln fhe model concerns lha mulflpller

kfhal If change ls adopfed by & small number of people In fhe system, l+s:
‘effecls wlll spread +hrough olher parls of fhe system almosf llke a vlrus.
4Wo have been unable fo delecf thls effecl In our own experlence and suggesf
in fac+ fhaf fhe dlfferlng tnformaflon needs of people dlfhln a sys+em create‘
~sub-sysfem Iniformation. boundarles fhaf are relaflvely Imparmeable.;~ f"557'
L Weo su5pecf thet normaflve models of dlffuslon are loglcally |
Incons|stent wlfhln the boundarles of a seml-ooheslva communlly llke a couniy?fi
educaflonal Jurlsdlcflon. Such models usually suggesf masslve expendlfures
ot resources on a small, lnlflal group of lnnovafors. As lhey lnnovafe,‘f; |
fhelr effects are purporledly folt Ilke a shock wave, emanaflng ln concenlrlcf§i
rlngs from a cenfral source and requlrlng less lnvesfmenf In unlque servlces i?l
the farther one proceeds from fhe source. In many lnsfancas, however, fne o
small, Inltlal adopter group Is also the "hlgh Innovafor" por+lon of fhe ;
Innovation's target population, Such groups are nol only hlghly moflvefed

Infrlnslcally‘fo.Innovafe but typlcally recelve substanflgl extrinsic

motivation In the form of greater knowledge Input, financial support and

poslitive reintorcementy. Subsequenf adopters tend to cluster closer to fhe

"iow Innovalor" end of the adopter conllnuum suggesflng Iess Inlrlnslc

motivation to change while at the seme time recelving less oxlrlnslc

motivation to change.
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Sfrafegies for change which apply dlmlnlshlng forces fo increas!ng
reslsiaﬁce are unilkely to be successful. s#rafegies whlch keep Tha forces
‘onsfanf or even Increase them may also fall however, depanding on fhe 1 
' nafure of +he forces. Much of what is known regarding how 10 effec+ school  ;17;
» change has resulted from research and developmenf efforfs which, as polnfed

 ou+ above, fend to focus on +he high Innovafor. There are 2 problems relafed

+o fhese dafa. Flrsf 1he dafa may be qulfe Invalid even for hfgh Innovafors.
Thls posslblllfy can be affrlbufed fo the unconfrolled na+ure of research on :
schoo! change In concerf wlfh the probabili?y that any "freafmenf" deslgned
to sflmulafe adopflon among hlgh lnnovafors wou'ld have +he desired effecf _
lf might be dlfflcult to prevent fhe deslred effect from occurrlng. SGCODd,i:;;
even assumfng the valldity of da?a relafed fo hlgh Innovafors, fhere Is no
reason to assume that It Is of any value In undersfandlng +he low lnnovafor'ssi_s
| needs wlfh respect to change.' There Is no reason to expecf fhaf appiy!ng +he:€f
same forcés or more of the same forces that appear to be producflve wifh the  .
high Innovator is iikely to result in adopflcn,by fhe-lower innovator,

We shall briefly mention only two of the implications of this
discussion, First, strategles wh!ch are 1o be successful in sf!mulafing
change beyond a small proportion of %he Infended populaflon must contaln
speciflic forces of varying type in accord with the characteristics ot each
segment of that population. It seems probable that many of the high innovators
and early adopters in a system make a change either because change Is
intrinsically motivating for them, or because, by making a particular change, -
they will attract faverable attention from those higher In the hlerarchy.

For many In a school system, however, the communications about the 1nnovaflon'
may not generate Intrinsic motlvation; moreover, the extrinsic rewards of

relatively late adoption are likely to be very much diluted. Many so called



’;ferlzlng mosf educaflonal lnnovaflons.: Bofh +he complex|+y of educa+lonal

| ofher areas, Ilke agriculfure, for exampie. One posslbllify for increasln

resu!fs only In superflcial acqulescence, and Is fherefore non-producflve

S b ™

dlffusion sfrafegles are ln effecf non-s*rafogles for fhe Iower Innovaflng

porflons of +he p0pufa+lon, a+ leasf In relaf!on to fhe complewlfy charac~5

Innovaflons and the lack of vlslblllfy of bgnef!fs fo fhe ucer dlc*afe fhafﬁ

dlffuslon ln educaflon musf take place dlfferenfly from dlffuslon*ln”" e

the propor*!on of adOpfers Is to make "enllghfened" use of aufhorlfy,af
!.e., fo ufllize communlcaflon from fhe upper reaches of 1he h!erarchy fo
create flrs+ Ind!recf and then, T3 necessary, falrly dlrecf pre sures

Ieading +o adop*lon. (From our perspecflve, "unenllgbfened" use of pufhorlfy;

from fhe point of v!ew of Implemenflng change ) S
Sacondly, esflmafos of cost to lmplemenf meanlngful change In
schools seom to be based on the wishful +h|nklng lnherenf In fhe dlffuslon

models which they support.

The System's Reward S+ruc+ure

One of the Impllcaflons of‘fhe d’scuss!on on mnfflpller effecfs _
relafes to the use of varled forces to effeci change with differenf segmonts  f :
of the cilent popufaflon. Some of these forces derive from 1he reward ‘
structure of the system, In particular from the actlons of those with
bureaucraticaily lnvested authority,

It seaﬁs probable that the hlgh Infovators and early adopters In
a system change elther because change Is Intrinsically motlvating for them,
or‘because, by making a parf!cular change, they will attract favorable
attentlon from those in positions of bureaucratic authority., The "high

Innovators' may be viewed as those who make changes for Intrinsic rewards,
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sometimes lrrespectlve of elther poslflve or negaflve exfrlns!c rewards from
. :lfhe sysfem. The . "early adopfers" may weII be fhose for whom exfrlnslc _}.
h,d"poslflve rewards provlde a prlmary Impefus for change, conceIVably lrrespecflve
vof whefher fhe change provldes hIgh In+r!nslc rewards.g-, ho »'7
L For +hose who change a+ an average or sllghfly below average rafe,'
'mosf of fhe pos!f!ve exfr!nstc rewards for dolng so are mlsslng.g ln faof"f
~from the poln+ of vlew of admlnfsfrafors, the change may no’ tonger be 1fil”
;lperCeived as ‘an Innovafion bu+ rafher as one of lmplemenf!ng "good" pracflce.
This group may change when +hey see fhaf fhere Is an expecfaflon for fhem
Anofher group, +he Iafe adopfers and laggards, come under pressureA’
to change and fo ‘the oxtent +ha+ fhls pressure. Is percelved by fhem, lf ls |
assoclafed with avoldlng negaflve exfrlnslc rewards rafher fhan col!ecflng
poslflve exfrlnslc rewards. , , e
Thls suggests, fherefore, that an education system, Ilke some ofhervia
kinds of sysfems, has both upper and lower fimits of accepfable rafe or fype
of change. Falling above or below these Ilmlfs, as the high Innovafors and

laggards do, creates pressures to move toward the mean. Most of the avallable

extrinsic and positive rewards are llkely to go to those who operate toward
the upper end of the acceptable range.

In order that the reward structure of the system compiement tie
changes planned, effectlve use of bureaucratically Invesfed authorlty seems
necessary. Many so-called ditfuslon strategles are, in effect, non-strategles
for the lower Innovating portlons of the population, partiy because there are
neither intrinslc nor extrinsic, positive or negative, rewards available fo

them for changlng.




| unl'kelv f° make much |mpao+ mulflple communlcaflons of varyfng ﬁl';°"‘

~+ha+ change is !mmlnenf serve o cumulaflvely produce a sfafe of readlness

a more speciflc type are likely o be effecflve 1f this sfafe of awareness f57

source Is a bureaucratically suparlor one, 5usplcion and Iack of real

e ?.,

The followlng are recommendaflons, fo fhose ln posiflons of cufhorl

*

Qadopfers'x~~‘
I Foreshadow fhe change fhaf Wil evenfually occur.~;

Alfhough one communlcaflon, especlal!y of fhe wrlffen klnd, ls‘?

'or awareness wlthout resulflng In movement, Subsequenf dlrecfional forres of

exlsfs,

2. Distribute some authority among peer represenfeflves, Gl ii,{
when the locus of power or aufhorlfy creaflng pressures for change7;

s conflned, In fhe percepflons of fhe cllenf to one- source and when fhaf

accepfance Is !Ikely. Such lack of accepfance may be masked In fhe gulse o
of qulck but superficial movement which tends to be defrlmenfal to fhe ,
ultimate goals of change, the cllent |Is likely, fherefore, to reflonallze
his lack of substantlve change, When the source of aufhor!fy can be ;
decentralized, especlally among some of the cllent!s professlonal peers, :

resistance to change and raflonalizaflon Is psychologlcally more dffficulf;

3. Provide training to cllents In coping with the change prior to the
possible legislation of change. , )

When change Is seen as critical and when some segmenf offfhe cllent
system does not respond to more participatory methods of stimulating change,
effecflve forms of legisiation may be calied for. An important precedlng
sten, should leglislation be necessary, Is fo provide fhe cllents with the

opportunity to acqulre the necessary sklils to Implemenf the change.
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f“earnlng cannot be leglslaled buf anxlefy over professlonal compefence can e
be reduced lf fhe cllenf has fhe opporfunlfy fo acqulre fhe skllls necessaf

itfor lmplemenlaflon;  ; __‘

~‘_;,4. lnvoke fhe need for chanse In successlve approxlmaflons.-‘ /

Thls relafes fo +he preceding sTep, and +o +hekllkell500dfof

i’f;;obfalnlng recognlflon of any lnherenf values ln +he change lf each sfepfls

 ~"54fflclenfly slmple +ha+ l# can be readlly lmplemenfed,

.5, nghllghf +he educallonal merlfs of +he change. j“~ ,
Thls sfep s deslgned to remove as many of lhe obJecflue

“fprofesslonally Jusflfled forces agalns+ lhe change as posslble.
SfageS*Of The Revlsed Mcdel

Thls section describes the sfages In the revlsed model of schoolﬂﬁ
i’change. Proceedlng successfully Through each sTage requlres develepmenf of't_
' Opera+lonal sfra+egles consistent wlfh the - +heoreflcal consfrucfs already
elaborafed. The sfages have become more concrefe, fhan was fhe case (n the
orlglnal model, the flrst five operationally elaboraflng an orlglnal sfage ’
called "Establishing The Ciimate For Change:" Also speclfied are a sorles ,' |
of sub-stages which medlafe (offen sequentlally) compietion of each ma jor

stage. Three additional features of the model requlre brief explanaflon.

First, there are many different ways of moving through the model
depending, for example, on the role of the Initlator of cnange, the kind of
change belng lntcoduced, the kind of organization developed, the speclflc’
features of the strategy generated In stage 5, etc. Comparative analysls of
the efficlency of speclfic routes Invoives Identification of common features

and an Identification of the effects of areas of difference. The model can,



‘“71desttnaflon some routes are llkely fo be more deslrable +hen ofhers (fasfer .

-2

ln fact be compared to a road map. One uses a road map fo assess one'
o present posltlon, Identlfy one'sdeetlnoflon and defermlne fhe avalleble

“ralternatlve routes fhat ensure arrlval ef thaf desflnafion. For any glven

"var more scenlc) dependlng on one's purposes.y Parf of 1he research underlylng
| +he deveIOpment of +he model Is based on evaluat!ng the rela+lve desireblilty

of elternative routes, whlch we cell trafggles. If ls also nofeworthy,

however, that glven a road map wlth a deslrable route Indlcated, many hazards i

remain to be negotlafmi Thesenegoflatlons wh!ch e ca!l tactlcs, are e par+

of fhe technlcal expertlse (about currlculum development evaluaflon, researche

design, otc,) experlence and lore Involved In each of +he proJects from whlch'

the model derives. Some of the strateglc but none of . factlcal skllls are

elaborated In the present treafmenf of the model dependlng as they do on e
particular system, personnel and lnnovatlon characferlstlcs. S |
| Second, movemenf through many of the stages Is a process of agent

Initiatlon fol lowed by cllent actlon, then cllent essumptlon of the ‘agent

role with redefinition of the client. This Is the "slidIng" agenf-cllent

relationshlp referred.to earller, | -
Lastly, Impllclt In most of the stages [s the possivl |1y of

recyciIng whenever there ts fallure to achleve the sub-stages or at Ieast

those cons | dered absolutely critical to the next ma jor stage.

I Dlagnosing the context for change.
(A) Identify current soclal frends that have impllcations for
educational change (e.g., economlc uncertalnty);
(B) Ident!|fy the major Imp!lcaflohe for educatlion of these current

soclal trends (e.g., accountabl|lty);
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i

(C) idenflfy the broadfy-besed educaflon fools (avallable or needed)
‘ llkely +o be of value In releflon to +hese Impllcaflons
'.(e.g., preclsely deflned goals, more rlgorous evaluaflon of
: lnsfrucTIonal oufcomes). j | ,f i g . f “‘,”k_’ i
Thls sfage oufllnes fhe acflons of fhe orIgInaI fniflafor ofofhe
~change who may be an. "acfor" |n any of fhe roles relaflng fo a schoo sysfem
j(sfudenf, feacher, parenf, prlnclpal, superlnfendenf, dlreCfor, frusfeetg
consulfanf and academtc) The process of ldenflfloaflon common fo each »
"sub-sfage Ind!cafes fhe subJechve nafure of fhls sfage and lmplles fha‘fthej
“orlglnat lnlflafor ls Ilkely fo have crlflcal Impecf on deflnlflon of fhe

':‘rproblem and on fhe range of accep+ab|e procedures fo be followed.:

2, Developlng semlnal organfzaflons for change. | . Vo
| (A) Idenflfy and engage people or categorles of people poSSesslng fhe
requlred tools; o

(B) Develop an organlzeflonal‘sfrucfure caoable of”lofegraf{ng‘fhog o
skllls of these people toward the change misslon (e.qg., curflcqlum
coordlnators reporting to superlnfehdenf);

(C) Relate thls organlzational structure (e.g., perhaps some form of
dlsposable organlzation) to the traditlonal bureaucratic structure
of the system In a compatible way (e.g., through a superintendent -
of curriculum);

(D) Make known the characteristics and broad goals of the seminal

organizations and procure endorsement;

(E) Accommodate subsequent reasonable suggestions for modification,
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'3 Developlng worklng organlzaflon(s) ‘ EE Atilierety

(A) Develop a "supporf“ sfruc#ure +o facl||+a+e the work of #he people V*7f¥/

' Idenflfled In 2(A) above with programfng and coordlnaflng arms {‘ﬁff   '?

3 and funcflons' - o | b | |

(8) Procure approval for operaf!on of the suppor+t sfrucfure e

| (e.g., from fhe frusfees) _ | 7

(C) Communlcafe fhe worklng organtzaflon In a way so as nof +o unduly
arouse expecfaf!ons to all those com!ng under I+s lnfluenCe-

(D) Obfaln endorsemenf and wllrlngness to acf!vely parflclpafe from .
thoss coming under it+s Influence {possible recycle If fhls 1s not
achleved),

Sub-stage (C) |s designed to begln to create a cllmafe for change
among a larger number of lnfermedlafe ¢llents than has been the case to this
polnt. Such communication should create optimal confl!lct or dlsequllibrlum o
among those ¢llents and a subsequent search for maxlmlzlng benofits of the
conflict rather +han an escape route, For example, 1f a communicaflon from
the seminal organlzation announced the formaflon of a task force +o revlew
the programs In a parflcular subJecf fhaf announcemenf would create some
disequll ibrium whlch could be almed In the desired direction if the
communication also stated that cllents would be making an tnput to the
review, that exlisting programs and program changes were unllkety to be
rejJected, and that the Intent was to move forward from the program base
already lald. To the extent that this Is successful fhe cllients of fh!s
stage become agents for the next stage. If success |s dublous the stage
should be recycied, Sub-stages (C) and (D) may occur as part of the tasks

In stage 4, rather than as separate prlor steps,




"”,‘(C) Communlca+e the general goals fo 1he cllenf;

7are deslgned. In parf fo have #he cllen+ assume fhe agen?'s nol

'applled +o fhe change ln quesflon. it is unllkely fhaf an agent ca?

effecflve without such understandlng but lf Is unreallsfic nof +o seek avs
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4 D°f'"'"9 general Prob!ems and goals (The worklng organlzaflons).:z s

‘if(A) Idenflfy the general goals requlrlng acflon; | &
_(B) Defermlne the- relaflonshlp (or prtorlfles) aa«ng +he genoral f
goals,' o | |

‘f‘(D) Sfimulafe and recelve clienf reacffon,~ R .
'(E) Rev!se general goals as requlred on the basls of cllen+ reacflon.;

Many of ‘the communlcaflonsffrom agent fo cllenf ln +hls sfaee

subsequenf sfage. When this Is a purpose, fhe communlcaflon shouid(confa!n

a7rev[ew"of a[l ofyfhe sfeges'ofﬁ+he_modelJalreadchomp1§fed eé,ep‘

of - speedlng up the process fhrough whlch he musf go fo ecqulre fhaf unde »
standing., Tﬁls Is particularly Imporfanf when fhere are ] serles of agenfs f_
fnvoived In the change. ,

The Identification of goals might be partly based on a needs

assessment using one or more of the methods |lsted by Sanders & Cunnlngham

(1973), tfor example.

5. Generating a strategy for implemanting the general goals with the ¢l lent.
(A) identlfy means whereby the previous organlzation ean work wlth

the cilents In developing (or choosing), evaluating and Implementing

necessary changes;
(B) Communlcate the strategy to the c¢lients;
(C} Stimulate and recelve client reaction;

(D) Revise the strategy as required by client reaction.
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| 6. Assessing speclflc needs with +he cllenf.

(A) Iden+lfy needs of greafesf concern w!fhln prevlously deflned lat
domeln of concern; ' '

(B) Rank fhese needs.rg',rji

7 Developlng or chooslng soluflons fo meef Idenflfled needs wlfh fhe cl!enf7w
'14_ (A) Review elreedy developed soluflons +o meef needs;

g; (8) Selec+ where posslble, a soluflon compaftble wlfh fhe resource
- '1fconsfrelnfs u‘ +he c!lenf; ' |

511 Generafe a soluflon. The ferm 'solutlon" In fhls case may be mlsleadlng

In fhe sense +ha+ l+ ls clearly only a "flrsf epproximaflon" soluflon or :”l o

E “f‘part!al so'uflon. In almosf all cases fur+her work Is requfred by fhe clien+ =

ln order +o make +he soluflon opereble In a meenlngful way.
Implemenf!ng the soiutlon wlfh +he cl!enf. ,
(A) Prepare the cllen+ for fhe lnlflal task of lmplemenfaf!on,

(B) Meef addlflonel needs ldenflfled by agent and cllent tor lmplemenrarlon;;
'L‘; and use.

;—9. Eva!uafing fhe soluflon wlfh the cIIenf.

(A) Iden+lfy weaknesses In the solutlon;
(B) Idenf!fy sfrengfhs ln the soluffOn,
{C) !denflfy means whereby weaknesses can be remediated;

(D) Report eveluation results to o*her potentlal users of the solutlon,

This stage has recelved much attention In our own research and
development activities and cortinues to deserve such attention, Ml|es (1964),

for example, found In a review of a number of studies that educationa

lnnoveflons were almosf never evaluated on a systematic basis,
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110% Revislon | | |
-(A) Modlfy the soluflon In response fo evalua+lon dafa so as fo ro+aln By
sfrengfhs and mlnlmlze weaknesses. : ety ;' | ’.;
| Thls sfage mlghf Involve recycilng back as far as sfagJ 3*;7 ”  
/Vf"“fhls potn1 lf becomes posslble alsd to modlfy fhe work!ng orga’izaflosMS)
'*~‘f;ydeve10ped ln sfage 3 somefhing unlikely to happen prior fo sfag




"Theleccupaflenai‘mende+e of rhe aufhore, furfhernore, reeUIres fhaf fhey
Infervene as parflclpanfs in the change process. There mus+ be an awareness
of the role played by cheracferlsflc members of fhe schoo! sysfem ee we!! ,

i ;  as the efyplcal role of the eufhors and l+s lnfluence on fhe acflons of ofhere
In this context It Is Important to nofe 'rha'r it 1s "planned" school change
beling studied, the aufhors belng one of - fhe pIennIng and planned-ln componenfs.z
Change may be measured by comparaflvely examlnlng a phenomenon a+

2 or more polnfs [n time. While change of an undef!ned sort cennof b6 ..
prevented, the noflon of planned change‘suggesfs consclous lnfervenflon-ln }};l?

the process for the purpose of alferlng fhe dlrecf!on and/or refe of +hef
‘chenge., Planned school change dlcfafes a speclflc sub—sef of varlebles es
'approprlafe to Infervene w!fh. A model of change assls#s a research mefho- .
cdology deslgned to Invesfigafe planned school change If lf' ey '

(A) provldes a rationz] basis for choos!ng the polnfs ln +Ime mos+ ipﬂfhifgi'

. productive for compareflve examlnaflon,~" | "' &
w(B) deflnes the crlflcel fea+ures of fhe In+erven1lon plen, ehii
'anp; (C) ldent%fles fhe sub-se+ of varlebles +hrough whlch the ln+erven+lon

plen prlmerlly acfs.‘;



"i‘l“ff lnfervenflon sysfem for fhe achlevemen+ of clearly deflned, someflmes
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~ The lmmedlalely obvlous interaction, between roles and stages, deflnas the

crlflcal feafures of the lnfervenflon system referred to In (B) ache. Such
teatures relate prlmarlly to +he role oufcomes appropriate for each sfage i
and lnclude such things as the commliment of teachers to classroom lnnovallons, ;r;ﬁ
the prlnclpal as an agent of change In his school, the superlnfendenl as fvlff

facltitator of developmenf. These rele oufccmes somellmes change wllh each £

stage and In nany caseés the Inittator of change def Ines +he approprlale role
outcomes tor a sfage by his actions at fhe ou+se+. In reallly, fhe | |
hlerarchlcal soclal structure of a school sysfem suggesfs +ha+ lf +he lnlflafor
Is & superlnfendenf, role oulcomes are more Ilkely to be as fradlflonallv
deflned. reachers. for example, mlghf run lnlo dlfflculfy redefln!ng fhe ;};
superlnlendenf's role for him, bu+ 1hey could modlfy lf £
A less obvlcus lnferacﬂon Is befween the roles ln 'rhe wdel and
the prefesslonal functlons +hrough whlch change effecflvely manlfesfs lfself. ‘
The earlier verslon of the model ldenflfled currlculum developmenl and |
: evaluaflon as two examples, althUgh labelllng 1hem compcnen+ 0+her
examples Include professlonal developmenf, ln-servlce fralnlng, unlverslfy
fralnlng and slaff promotion sysfems. Thls lnteracllon deflnes fhe sub sef‘;
l of varlables +hrough whlch 1he lnferventlon sysfem prlmarlly acls ((C) above).
These varlables provlde funcllonal slruclures wllhln whlch professlonal role

‘ relaflonshlps can be coordlnaled. Such coordlnaflon ls lhe basls ef an



(A)

()

(o))

i'rsampiing.

fDeve!op metho Is for assesslng achlevemen1 of the *ermlnal goals of

, planned change, as suggesfed by 1he mode . |nsofar as fhese goals ;

~ well expllcafed elsewhere and can be Iabelled dlree+ performance
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Develop methods for accurafely recordlng, in projec+ seff!ngs. procedures t.ge
used to achleve the gtages and sub-stages and ana!vze tholr releflonshlp
to procedures ‘suggested by the model. Thls fask requlres defermlnlng

the nefwork of actlons and reactions among people and groups of people ::V
as they make declslons regard!ng change. These actlons are the |
obJecflve properf!es of the sysfem (R1ley, 1963) and are best reflec1ed o
In some form of observation;
Develop methods for eveluaflng the effecflyenees,of4medleffngiprooeduresp}f
in achlevlng the sub-sfages of1planned changep eejsuggesfed by fhe'moeeliﬁ;
In +hls case fhe prlmary concern ls with perce!ved knowledge end attl+ude
change or +he subjective properf!es of fhe chenge sysfem-~de+a besf

collecfed fhrough quesflonlng,, -

i

of+en refafe to s+uden+ performance, our mefhodo!ogy has been reasonebly

' Recordlng and Ana[yzlng Procedures

'VQ{*fnecei:ary.

A means of classlfying Theubehaviors of people or groups ofppeople

Of #he an+e'""‘



"ﬂf,jl:of people, +he obJecflve properfles of fhe syslem (or proces

~are lmbedded In a fheorelical framework +hen cerfaln predlcfed relaflons

+he aclors ln lhe change procoss deslgned fo be lnslruménfal ln lhe davelopmenl—

' Tlckle and Brlson (1972) offer a classlflcaflon of behavlors fha+ ls

rlapproprlafe.‘ They deflne problem solvlng as ¢ons|s+lng of"* : »’f"“

5I. Quesf!on or problem ldenflflcaflon,
o 2, Genera+lon of allernaflve soluflons,‘ ’ | it S
”‘;!‘3. Obfelrlng and evaluaflng Informatlon fb declde whlch alfern'flve glves

”5¥f, fhe "besf“ answer to fhe quesflon,’ ;l ’ |
g Synfhesls or addlng up this information;
lfS. Chooslng fhe bes+ allornaflve.‘kﬁ“ "i“f"”.“ il
*,“3A superlmposlflon of fhls classlflcaflon sysfem over each‘sub-s‘ go~ln fh

;ﬁ»model reflecfs +he nefwork of acllons and reacllons amonglpeople and. group
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lhal should exlsl can be aSSQSde (Ker!|nger, 1964, p ‘a 507).

The speclflc behavlors to. be classlfled and recorded are lhose of s

of procedures for goal achlevemenf, as deflned by +he model. Roblnson,;._f?‘f

leen lhe klnds of dafa lo be Ileofed fh;; -




-,3{; 0

Much'of our presen+ work Is dohe ﬁlfﬁ and fhrough grouplngs Of
peOple with releflvely well speclf!ed funcflons. These groups ere offen
4comml++ees, such as county currlculum comml++ees, and fhe au?hors normally
have offlclal membershlp on. +hese commlffees. For fhe most perf, fhese k  ,::
- commlttees assume an agenf role. and may be elfher the semlnal andIOr worklng
organlzaf!ons In sfages 2 and 3 of +he mode!. The declslons +hey meke effec+
Iarge numbers of clients and the process of change Is well reflecfed for ou»
, purposes by fhelr de!lberaf!ons and acflons. Dlreot observaflon of 1he|r
actions ylelds prlmary data abouf +he agenfs' ro!e In fhe chenge process. fﬂ
Because fhe membershlp of fhese comm?ffees Is offen carefuily represenfef{ve
of cllent groups, 1hese persons, alfhough offen efyplcal members of fhe gﬁoup

they represenr, perform ln the role of "lnformenfs,? as well, mos? of +hem -
| possessing characferlsflcs consldered essenfial +o fhe good Infonmen+ | :’$
: (Bach, 1960) . ln fhls way fhey are a sulfeble secondary source of defa fli*;.

regard!ng ¢l lent reacrlon, alfhough cerfa!nlv not. one +o beire"ed e“:' .

ls 1he!r funcflonlng

kexclusively. Bofh their efrengfh and weakne; '

,Jselecftve, In+erpreflve screen for Informaflon,;‘.:o:,;;t}o ik



e affer each sesslon.‘ This serves to. reduce fhe burden of lnfersnce on fhe ong

-3 -
When categories of behavior belng observed are not well spsclfled, the
observer s more Ilkely to selectively expOse himselt to the data 1n a manner

- that ohanges over +|me. This shift ln callbraf!on of the observaflon measure

' 'Is a +hreaf to valldlfy that should be a# least par#lv mlnlmlzed by )

 7sys1ema+lc recordlng categorles. Furfher, thls +endency to shlff callbra+|on. ';iif

often as @ resui+ of lncreased famlllarlfy with the culfure, Is mlntmlzsd by

fhe Inflmafe faml!iarify now possessed by 1he aufhors wlfh some of fhe culfures
in which they work. T . e
7 Offen (but cerfa!n!y not always) fwo R&D persons aro presenf af |
a glven meef!ng. One of fhese observers ls always a commlftse parficlpanf'f
n fhe complefe sense of fhe word, whereas fhe ofher may be 2 pass!vebobsesver
‘offen in +he role of recordlng secrefary from +he commft#ee s polnf of
VWhlle fhe fask of recordlng ls esssnflally fhaf of +he passive obsefvef.

"‘-record ls dlscussed and modlf!ed by bofh passlve and parT!pranf observers

spassfve observer. a !arge one where molar un!fs of behavlor are_belng observsd"

_as +hey are here (Rtley, 1963, p. 508).’_ If also should Zmprov;,; rell“blllf
's'deflned for pracflcai purposes as agreemenf among observers (Kerllnger, 19641_
| | p.rso7>.~, ’ ’ i G

A further mefhod for increaslng rellabillfy and decreaslng 1he s;;fn,

1 fj burden of Inferenco is employed.v Each reoordsd meefing sesslon Is sean as

E:*kan evenf whlch.ws,;so57Tk
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observers at and immediately after each meefing and Then by RAD staff

members collectively examlnlng 1he records of a serles of from 4 to 8 meeflngs.«1f

This collective analysts hetps derlve both the theoretical and actlon
Implicatlions from the data, In units amenable to easier Integration.

At this polnt, analysls suggests that the observation Teshnlques'
used to date, In combination wlth the recording sysrem deraioped a#?end ‘
reasonably well to the Issue of reiiabll!fy doeflned either as observer
agreement or In a more fundamentally accura#e sense, It also suggesfs 1he1,
fhreafs to valldity caused by too great an En#erprefive burden belng pIeCedr
on the observer are usual ly mlnlnlied; However,'webb ot al (1966) Indlcafe
that the vlslblliry of observers may produce changes in behavlor that
diminish both internal and external validity. Clearly The aufhors are

v!sible‘and cen do no#hlng about IT But the threat to valldl#y as a resul#

of our vislbllity may not be dlsastrous for several reasons. Flrsf ‘observer fr"f

offects erode over time and in all Instances the authors are presenf Iong
enough to become a famlltar par+ of fhe landscape.‘ Second, reasons for belng
kfhere are prlmarlly as actors in the change process rafher +han observers of
it from 1he poln+ of view of mosf of 1hose being observed Thl~ redqces

,fposslbae reactive effecfs.’ Third, Kerltnger (1964) c|+ea avldence To suggesf

';;«"1haf reacflve effecfs are ofren overrared on fhe grounds 1ha+ slnce peopl°




thelr interactlon with decfslon~maklng groups. In some (nsfanoes R&D staff
wiil have substantive content inputs to make wlth nespect fo’group'déclslonSe
-Another Important role, however, islfo enéure that a declslon—making oroup
follow an adequate problem solvlng'sfraTegy Enyarrlvlng‘ot +heir doclslons., _
“Even I he authors have nothing forconfrlbufe to the content of & "d‘euclslon; .
the Robinson ef al (1972) modsl may be used In helplng guide fhe declsion- _ji'ddl(

maklng procoss along efficlent Ilnes.

'EvaluaftngvProcedunes For Goal Achlevement

| The exisfence of Infermedlafe cllenfs ln the model suggesfs fhaf .
- the agenf, to sflmulafe oprmum use of an ,nnovaflon, needs fo acqulre a?
!easf the support of all the . Infermediafe cl!enfs and bofh +he supporf and
undersfandlng of those cllenfs closely lnvolved wlfh lmplemenfaf!on. The

rlnfermediafe obJecflves ot the model, fherafore, although sfafed In more

,operaflonal Ianguage, are concerned wlfh afflfude dlagnosis (someflmes leadlng
B to affempfs at a++1+ude change) and knowlodge dlagnosls offen Ieadlng fo {ff;o
knowledge 1ransmisslon. As such, evaluaflng achievemenf of fhese Infermedlafe
obJecfives involves assessmenf of fhe sysfem's subJecflve properfles--fhe Ideas,
,k‘ knowledge and aftlfudes of parflcipanfs In fhe change process., lley (1963) : _
: :fidenflfles quesflonlng as an approprlate mefhod of gefflng af +nese subjecflven:7=~£

: properfles. For our purposes fhls means fonnal and lnformal;q esfl'”' L

‘5andyln+ervlew dafa col!ecfton




Where esfabllshed hypotheses are being verlfied our taste Is to remain wlfh'd |
random sampling In quasl-eXperlmenfal deslgnq where posslb;e. Alfhough N
useful for our research purposes, sucﬂ data wii) typlcally be seen by proJecf
parflclpanfs as formative and +ransac+lonal evaluation dafa and musf sérve f
that purpose, flrsf of all, ' |
Evaluation of the sysfem's subJecflve properfles shou!d affempf
o to determine: ; e ’;
(A) the fact of Intermediate goal aHélhmenf Including attitude and iy
| knowledge modification of Infermedlafe cllenfs, ‘ ,
(B) the relaflve contribution or effecflveness of each of fhe sneclfic
procedJres employed toward that end;
() an expianaflon of the effecflveness or lack of effecflveness of
‘each procedure. _ : , o v
Both A and (B) above lend thenseives to fatriy dirsct analys!s, fhe quesﬂonsf“
- posed +o cllenfs relaftng closely +o Speclflc acflons, recorded +hrough our ‘
j‘observaffon sysfem, +aken by the agenfs wifh fhe Enfermediafe ollenf For

~;‘example, obJecflve 5(8) 1s "To communlCafe +he sfrafegy 1o +he cllenfs "

- ,p7;know!ed9e of fhls communlcaflon-p Th9 °ff°°f’V°"°55L,f fhe 'rocedures
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Barring the possibliity of collecting such data, explaining consequences
conslstently In terms of tho same set of theoretlcal constructs (Information

processing) would seem a useful thing to do.
Conclusion

This discusslon has elaboraled the lheoreflcal properfles, and
dlscrefe stages of a mode! Intended ro be used by lhose plannlng 10 lnfroduce
‘change into a school syslem. It has also outllned how +he developers of fhe;l
',model are beglnnlng work wlfh lf lo more preclsely formulafe general prlnclples
of school change while at the same flme provldlng dlreo+ asslsfance +o =
pracflfloners in fhe solullon of sysfem-speclflc problems. Far from belng
'lncompaflble, fhese two focl have proven to be hlghly complemenfery.i On Ebli'

: very fow orcaslons have fhe defa generafed for +he soluflon of sysfem-speclflc”

o problems requlred supplemenf beyond ?he kinds of unoblruslve observaflons V.b

B made by lhe aufhors and 1he|r staffs. These observaffons place nofadded

burden on personnel ln the school sysfem and lhls ls essenflel lf lhe eulhors
'are fo be opflmally useful to and accepled ln ?he sysfem. ;{j,', , ', |
‘ This: duel focus has, of course, necessllaled deveIOplng a research

‘pjmeihodology dlfferenf from typlcal experlmenfal mefhodologles. Howevej"

l’itfi,,are sympelhetlc loward lhe Glaser and Sfrauss (I967) poslflon wllh respecl
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one of "knowledge uflllzaf!onﬁ or ﬁpuffjng theory Intc practlce." VWe must |
be prepared to adm|+ that eXlsflng knowledge and +heory Is hoefuily lnadequafe;:
in this area. Educaflon Is a purely pracflcal endeavour, educational change '
yfheory cught to be very dlrecfly re!ated to the fask of guiding the developmenf
of rellable change sfrafegles. With a few notable excepflons (e.g., Smith & v
Keith, 1971), educational researchere tond to aVo!d the tedious tasks aSSOCIQfLV;
ted with development of grounded +heory. | |
Our fleld activitias and research mefhodoIOgy are Infended +o
resulf In a subsfanflve grounded fheory. Only direct Involvemen# fn he!plng
1o solve sysfem-spec!flc probiems will enable this Intention to be reallzed.
Such Invoivemenf however, places demands on the - researcher to acqulre skills, ,f
often consldered unnecessary for him and cerfalnly,frequen+iy no+ possessedf,i fn
by'hlm. These skills Include +hose assoclafed with an effecflve consuffenf.,vfii
fhe abillty fo relafe +o fhe practifioner tn a manner accepfable to hln ;
fhe abll!fy to undersfand and respecf the pollflcal pressures wlfhln a sys*em,f
| +he ablll+y to develop pracflcally feaslble developmenf end evaluaflon
'mefhodologles from +radl+lonal research mefhodo!ogles and fhe ablllfy +o

_analyze fhe Impllcaflons for reliablllfy and valldity of exfremely messy

d r{‘"fleid research seftlngs ln order fo undersfand +he meanlng of evenfs. : jiﬁ
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