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CHAPTER I

INTRODUCTION

In March, 1972, we received a grant from the U.S.
Cffice of Education to develop a package of training
materials and modules which co':1d be used: (1) in a work-
shop setting to provide participants with skills, know-
ledge and experiences which would enhance and support
their ability to understand the change process; (2) by
the participants after attending the workshop given their
own resources and the resources of the system they are

working with to implement a change. The package uses

The Change Agent's Guide to Innovation in Education !Have~

lock) as its reference point for selecting the content
which is to be conveyed in the training sessions. The
decision to use the Guide as a startiing point in the
development of a training package wa: based on reports
of its effectiveness in different learning environments
and with audiences of varied backgrounds and experiences
in implementing change in different types of institutional
settings.

The project's development team was composed of a
Coordinating Committee of three Researchers at the

1



University of Michigan and a development and training

staff of six graduate students from the University of
Michigan. The members of the Coordinating Committee were
Drs. Ronald Havelock, Ronald Lippitt, and Garry Walz;

Bruce Shaw served as the Project Coordinator. The develop-
ment and training staff, including the Project Coordinator,
were graduate students who had a wide range of experiences
in training for change in educational settings, and who had
programmed their academic training for specialization on
the change process. As a Project team, the graduate stu-
dents assumed the responsi*ility for the development of

the training package in collaboration with the Coordi-~
nating Committee whose members provided consultation,

ideas and assumed the responsibility for the final form

of the project.

The Educational Change Agent Modules and Materials
described in this report consist of three eight hour
training packages designed to provide trainees with some
of the knowledge and skills necessary to function effec-
tively as an educational change agént.

The modules are designed to be adapted to include
information from the client system's change actjivities

for use in several of the training sessions of each module.



The contents of the modules are developed to provide the
workshop participants with information and training experi-
ences which will enhance their understanding of change as

a problem solving process with particular focus‘on building
collaborative relationships between change agents and clients
and gaining acceptance of planned changes. The first mod-
ule illustrates the six stages of problem-solving process

and assists participants in identifying the factors and
forces which should be taken into consideration at each
stage. (These stages are described in detail in Have-

lock's The Change Agent's Guide to Innovation in Education.)

The second module is designed to focus more épecifically on
krow.edge and skills relevant to building and sustaining
a relationship with a client system. The third module is
designed to address the variables which must be
censidered when the change agent is gaining acceptance
for an innovation in a system.

The proceduresAfor implementing these modules will
vary according to the content to be presented, the expec-
tations of the participants, and the immediate needs of
the workshop to maintain a learning environment, i.e.,
there are branching alternatives for the trainers. The
modules, howeveir. employ different technigues for the

presentation and internalization of the content, e.qg.,



a slide-tape presentation, several simulations, discussion
exercises, reading materials, and checklists. These dif-
ferent techniques were designed with the intention of
providing the participants with a range of experience that
can enable them to view the change process from different
perspectives and gain additional skills for application

in their own situation.

The training modules are composed of a series of
activities designed to provide both cognitive input and
experiential skill practice. The three modules are most
effective when used as a three and cne half day seguence of
training activities. Each module can be used separately,
however, if the needs and/or situation of the user demands
this arrangement.

The modules are designed for use with groups number-
ing from fifteen to one hundred. The number of trainers
required depends upon the size of the group. Many of the
activities require active participation with or observation
of small groupings of trainees and a minimum training staff
would appear to be two trainers. For larger groups the
training staff should be appropriately increased, e.g., a
group of fifty would require a training staff cf four to
six.

The modules are designed to be maximally effective



when used at a setting away from home. They require a
wide variety of support materials and equipment and both
pre-and post contact between the trainers and the client
system.

While active efforts have been made to create
maximum internal flexibility to meet a wide variety of
client system requirements, it must be kept in mind that
altering the basic elements of workshop design as de-
scribed above may reduce the effectiveness of the learn-

ing experiences.

BACKGROUND AND RATIONALE

The : have been many attempts during the last decade
to produce large scale meaningful improvements in educa-
tional practice. These attempts have had very mixed
results for a variety of reasons, human, technical, social,
and political. Nevertheless, a contributing problem in
nearly every case could be argued to be a severe shortage

of personnel trained and experienced in the management of

innovation adoption. This lack of personnel is further

compounded by: (a) the limited number of persons and or-
ganizations capable of providing training in effective
irnovation management, and (b) the modest array of inno-

vation management models, especially models relevant for



educational systems with limited resources and backgrounq
experience. The training program developed in thig
bProject is designed as an attempt to respond to this need.
We live in an age of expanding resources and expand-~
ing awareness of problems. However, it is also widely
believed that we are entering a period of crisis in
which resource capabilities will reach their limit while
demands on resources continue to escalate. Regardless of
the dimensions of apocalyptic potential of this Crisis,
there is some consensus on the need to close the gap
between available resources (knowledge, technology, prod-
ucts, sesvices, facilities, etc.) and known human problems
and needs.

Both the problem and the opportunity are before us.

On the one hand, there is a rising tide of needs and
expectations, proclaimed by many as an impending serieg

of crises (urban, ecological, population, etc.). On the
oth2r hand, in this century there has been a fantastic
acceleration of knowledge building (there are more
scientists alive in the world today than the total number
whe have ever lived up to now in the history of the world),
and in the growth of technological know-how. Man's capa-
bilities to create, communicate and store knowledge have

never been so great and they appear to be expanding. B
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The question of the use of these capabilities to
meet the rising tide of need therefore becomes ever more
insistent. Indeed, in the last generation there has
emerged a very special branch of social science concerned
with the communication and effect:ve utilization of know-
ledge. We are slowly moving toward a new conception of
a prufessional discipline concerred primarily with thec
process of change. It rests on the assumption that social
progress can be planned and engineered so that it is more
reliable and more beneficial to more people. This new
concept of "planned innovation" stresses the importance of
realistic diagnosis of needs, adequate resource retrieval,
collaborative planning and solution building, and gystematic
design and evaluation of alternative solutions.

“Strategy" is a key aspect of this new coneept of
innovation because it is now becoming recognized that
change yill only lead to real progress if it is brought
about in an orderly sequence of goal-setting, planning,
and systematic execution. Clearly, therefore, thefe is a
need for educators to spell out in detail their "innova-
tive" plans and activities i. terms of ocverall "strate-
gies” and in terms of the explicit sequences of action

steps ("tactics"”) that make up these strategies.



There are some resources already‘available to us in
building such strategies. Lippitt, Watson, and Wesley in

The Dynamics of Planned Change (1958), made available the

first coherent conception of the social "change agent," a
person who had the skills necessary to help a client work
out problems in an integrated step-by-step sequence. These
authors pulled together much of the behavioral and social
research on the consultation process, human relations,
organizational development, and group dynamics to show how
such a change agent might be effective in working with
individuals, groups, organizations, and total communities.
Bennis, Beene, and Chin (1961~1969) added to the
growth of this movement by publishing a comprehensive set
of readings from seventy-four social scientists under the

title The Planning of Change. For the first time they

demonstrated that a significant new professional disci-
pline was growing around tiais concept.

A rather different notion of "change agent" was
expounded by Everett Rogers (1962) in his integration of

several hundred researca studies on The Diffusion of Inno-

vations. Rogers' change ageint concept was rooted in socio-
logical studies of the "county agent" in the USDA's Coop-
erative Extension Service. This county agent was not only

a counselor and diagnostician to individual farmers with



irdividual needs but also a conveyor of new facts and
practices based on the agricultural research and experi-
mentation of the Land Grant universities.

By the late 1960's, Havelock and others were proposing
a fusion of these two traditions in a new concept of the
change agent as process helper and knowledge linker. It
seems evident that the sets of skills envisaged, namely
interpersonal and inter-group relating, consultation,
need definition, diagnosis, problem solving, resource ac-
quisition, dissemination, and utilization, are going to be
needed oy the educators of the future at various levels
and in various role categories.

The knowledge base for resource utilization change
agent training is fairly well summarized in two works by

Havelock and colleagues. The first, Planning for Inno-

vation, synthesizes and summarizes relevant research and
theory from more than 1,000 sources. Together with other
research summaries by Rogers and Shoemaker (1971), watson
(1971) and others, it gives ample testimony to the theo-
retical and empirical substance of this field. Several
authors including Havelock have also attempted to develop
practical guides or manuals for change agents based on
this body of knowledge and following in the tradition of

Lippitt, Watson, and Wesley. The Havelcck Guide has been
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used as the basis for a model training program design for
state education ayency change agents.

This outcropping of meaty publications is encouraging
news to those who want to close the knowledge gap, but it
is also obvious that print materials do not stand by
themselves. They must be accompanied by training in the
specific skills described in such guides and manuals. The
"planned change" specialists are very few in number and
if their ranks do not grow rapidly there is no hope that
their message will have any significant impact.

Some training programs have been undertaken in the
recent past. Of special note were the Cooperative Project
for Educational Development (COPED, see Watson, 1967) and
its successor, the instrumented and packaged teacher train-
ing workshop "Resource Utilization and Problem Solving”
(RUPS) developed by Charles Jung and colleagues (1970)
at the Northwest Regional Educational Laboratory. Similarly,
packaged and unitized training programs are also under
development fcr information specialists at the Far West
Laboratory for Educational Research and Development (1971).
Numerous training programs are also now coming on the mar-
ket to train educators in systems technology, program
planning, and so forth. Many of these programs provide

at least a partial answer to the need.
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However, in the last two years there has arisen a
unique opportunity to develop a high quality comprehensive
training program for innovation process specialists,
bringing together the best elements of past programs and

tying them to a well developed evaluation training model

as part of a national training consortium for RDD and E
personnel.

In the fall of 1970, Dr. Daniel Stufflebeam of Ohio
State University contacted Dr. Havelock and invited him
to participate in the development of a new proposal to
NCERD to train Evaluation and Dissemination specilists.
Stufflebeam and his staff had previously conducted a survey
of training needs for RDD & E personnel which demonstrated
a high need and low availability of well trained personnel
in these two areas. Stufflebeam's group felt they had
adequate in-house capability in the evaluation area but
needed to join forces with some other institution to pro-
vide training for “"disseminators." Because of their
previous work in the field, Havelock and colleagues at
CRUSK were the logical choice for such a collaboration.
Hence, in October and November, 1970, a team including Dr.
Havelock, Dr. William Morris and Mr. Bruce Shaw partici-
pated in the development of the 0SU proposal, contributed

ideas to the over-all design of the consortium effort and
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specifically designed a training component on "Innovation
Process" to match the component on "Evaluation."

The OSU proposal was subsequently funded by NCERD
but at a level which could not sustain development of both
pieces of the design. Stufflebeam and his colleaques were
thus forced to limit themselves to "Evaluation" training
where they had the greatest in-house competence and experi-
ence.

Nevertheless, contact between the Havelock gcroup and
the Stufflebeam consortium has been maintained with an
expectation that a Michigan-based component on "Innovation
Process" would be formally proposed to NCERD and would, if
funded, become an integral part of the consortium. Non-
university consortium members have also exoressed concern
and eagerness that this side of the program be developed
48 S00n as possible to meet their own internal needs. The
fact that a viable consortium already existed to welcome
@ new program could not be underrated. The consortium not
only represented a capability in evaluation which could
be used to assess this new"Innovation" component but
also offered motivated field sites which could (a) assist
in training, (b) contribute candidates for training, and

(c) offer diverse placement opportunities for graduates.
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In the last year Havelock has also been working with
Dr. Garxy Walz, Professor of Guidance and Counseling at
the University of Michigan and Director of the ERIC Center
on Counseling and Personnel Services located in the School
of Education. The purpose of this collaboration has been
the development of models for training new types of educa-
tional specialists which couid be termed "system counselors,"
to work in schools and school districts to develop a self-
renewal capacity using problem solving and a maximum utili-
zation of information resources. Because of the close col-
laboration of Havelock and wWalz and the value of proximity
to the ERIC facilities for the trainees, it was deterained
that ERIC/CAPS was the logical home base for the new program.

In summary, there was a unigue opportunity to put
together a training model for "innovation process general-
ists" employing the best curcent knowledge of the neces-
sary skills involved and combining the talents and wisdom
of a nationally recognized team of experts in human rela-
tions, communications, information processing, counseling,
knowledge utilization and evaluation. An institutional
framework (the consortium) already existed for providing
field experience and placement, and a university training

sitce of the highest caliber (ERIC/CAPS and the University
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of Michigan School of Education) was available to provide
the necessary space, administrative support and an impres-
sive array of Support services, not the least of which

is the ERIC facility itself.
RESEARCH AND DEVELOPMENT PROCEDURES

Procedures

The project began in April, 1972, and continued
through June, 1973. This fifteen month period was divided

into five three-month phases. Phase one (April - June,

1272) was devoted to start-up activities which included

setting guidelines, selecting trainees, identifying rele-
vant resources, and the development of long term relation-
ships with specific groups and organizations as resources

and field testers. Phase two (July - Sept., 1972) flowed

from this initial establishment of the EDCAMM team by
focuszing on the development of prototypes, collection of
materials for the prototypes, and testing the process for

the development of materials. Phase three (Oct. - Dec.,

1972) was the period for completing the materials for
module prototypes, conducting tests on module components

and conducting pilot tests. Phase four (FJan. - March, 1973)

became the period when the materials were revised after
the pilot tests and then tested in field sites with a

variety of characteristics and personnel. Phase five,
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{April - June, 1973) was the final sequence of activities
when the modules were prepared for the project's final
report.

The following section deals with the research and
development procedures used by the team in creating the
final package. The first section covers the time pericd
from April, 1972, to June, 1972. During this period our
time was devoted to the planning and execution of pre-
liminary activities necessary to develop three training
modules.

To select trainees for this pilot training model
program, the project's Coordinating Committee (Drs. Have-
lock, Lippitt and Walz) met in early April to determine a
general framework for the project to assure that the
planned objectives may be accomplished. At this meeting,
the Coordinating Committee members discussed wﬁat they each
considered to be the possible objectives of the project and
the resources and skills which would be required and which
are available. With this shared information, they estab-
lished procedures for selecting the trainees, devised
guidelines for the selection process, and defined their

respons. wilities.
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The guidelines for selecting trainees first called
for the solicitation of recommendations from the Coor-
dinating Committee members and other project directors
and professors at the University of Michigan who are
involved in this area of specialization. The recommended
persons were then interviewed by the Coordinating Committee
members and the Project Coordinator. Six candidates ap-
peared to have .exceptional qualifications; and as there
were no reasonable grounds to eliminate any of the six,
the Committee decided to invite four women and two ﬁen to
join the project, and to divide the sum alotted to trainee
stipends equally among them. All six candidates accepted
the traineeship, which provides the training team of Inno-
vation Process Generalists with a range of training experi-
ence with different target audiences and knowledge of
training skills for the three modules.

In the last week of April, the Coordinator, Committee
and trainees began to develop the Innovation Process
Generalists team, and to prepare for the development oif
the modules. A one-day meeting of the entire project
team was held for the purpose of discussing: (1) the béck-
ground of the project; (2) the objectives of the project;
(3) the alternative procedures for accomplishing the ob-

Jectives; (4) the responsibilities of and the relationship
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between the Coordinating Committee and the trainees:; and
(5) the resources which are available to the trainees.
This meeting was followed by weekly and semi-weekly meet-
ings of the trainees, at which times the trainees began
to design the three modules. During this phase of the
project, the Coordinating Committee members served in an
advisory capacity.

During the months of May and June, two special
meetings were held in addition to the regular development
meetings of the training team. The first of these special
meetings was on May 20, when four trainees from the Model
Training Program at the Ohio State University Evaluation
Center attended a one-day meeting to discuss their poten-
tial involvement in the project. At this meeting, it
was agreed that the four Ohio State University trainees
would (1) conduct a formative and summary evaluation of the
activities of the University of Michigan team; (2) develop
evaluation instrumerts for the modules; and (3) develop
instruments for evaluating the modules at the field sites.

To implement these activities, arrangements were
made for the two training teams to meet regularly through
the summer so that the three module prototypes might be

completed in September.
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The second special session was a retreat, held for
two and a half days in mid-June; this was attended by all
personnel on the project. At the retreat, the discussions
focused on: (1) the materials which had been developed
by the trainees; (2) a review of the procedures followed
by the trainees during the precedirg weeks; (3) a delinea-
tion of the content and objectives of each of the three
modules; and (4) the preparation of a work schedule which
would have the module prototypes completed by September.

The knowledge:, idecs and experiences discussed at
the retreat provided the trainees with more information and
skills, to increase their productivity as package developers.
From the discussions the trainees became aware of additional
material resources and of the range of possibilities for
presenting the components of the package. They were also
able to clarify: (1) the characteristics of potential
target audiences; (2) different techniques for presenting
various kinds of informaticn which will be included in the
rodules: and (3) a variety of ways to make the modules
exportable.

In addition to these special meetings, it was possible

for several members of the training team to attend the
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R.T.B. conference, and three post-A.E.R.A. sessions (Dr.
Jung's RUPS trainirg program, Dr., Rosenoff's EIC training
progran, and Dr. Baker's Instructional Objectives workshop) .
These workshops and conferences provided the team with
personnel who could serve as resource-persons on specific
training packages already available, and with contacts

for potential field sites for trying out the module proto-
types.

At the beginning of this period, three major activi-
ties were being carried out simultaneously by the trainees.
First, they were revising the prototype of the modules
based on the recommendations at the retreat in September.
Second, the trainees were testing components of the modules
in a variety of situations and receiving feedback from par-
ticipants and members of the Coordinating Committee.
Lastly, the trainees were building and revising the support
media necessary for testing the prototypes. This three-
pronged approach to meet the negotiated responsibilities
for the pilct tests enabled the trainees to work in a
coordinated style so that the modules would represent
their shared learnings earlier in the project and repre-
sent the training team as an entity.

Continually during this period, the sub-teams or

teams responsible for a module would test components of
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their modules which had qusstionable value or high-risk
potential in relation to its objective. The approach to
testing the materials was to discuss che component with
training material designers and/or experienced trainers,
or to test the component with a group already formed that
was interested in the content of the module. Wwhen tlere
were questions about any small segment of a module or
reservations held by anyone on the training team or Coor-
dinating Committee, the decision was normally to follow
both ways of testing mentioned above. After a test with
participants, the team would review the utility of the
component based on observations and feedback to determine
whether it should be included in the module.

This decision-making experience was one of the crucial
assets of the training model employed in this project.
The decisions the trainees had to make were important;
therefore, they had carefully based their decisions on the
information and the knowledge available to them and judge
this criteria. One of the learning spin-offs from this
experience was the ability of the trainees to understand
the implications of the decisions they chcse and the al-
ternatives which were possible but rejected.

The forementioned component tests had a variety of

audiences. Most of the participants were continuing their



education in the applied social science field, and many
were continuing their employment while studying. These
groups of professionals were asked to review and evaluate
the training content, design, experience, and to judge

the utility of the materials as they related to themselves
and might relate to their clients. The evaluations proved
effective and served as an excellent base for making
required revisions. The frequency for testing a component
varied considerably. Some components required only one
test while others required as many as ten tests to adjust
the component's content and design for a good fit. The
most recurrent problem was misjudging the amount of time
required to complete the entire component. The component
tests were continued throughout this period.

To facilitate the training design, it was necessary
for module teams to develop media materials to support the
module's content discussions and activities. The media
materials were recognized as most important to the impact
of the materials. As with the component tests, the teams
began at a very crude stage of development. After a number
of tests, the sub-teams for each module were able to
determine which content components required specific types
of media. When this decision was reached, persons familiar

with the content and specific media were hired to produce
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the required materials. Arriving at this decision-point
was difficult as a host of media techniques were tried;
e.g., film, slides, overhead, charts, print, and tape
recordings.

From the various experiments, ther¢ was general
agreement that we should attempt to stay with simple
designs and materials that would be familiar to the parti-
cipants and not require complicated equipment. The deci-
sion was based on the responses of the participants and
Oobservations of process trainers who have found that
"slick", highly technnlegical materials, are commonly not
used by participants when they return to their back home
sitﬁation.

This next section presents a brief summary of the
activities and accomplishments during the second phase
of the project from July, 1973, to Sept., 1973. The
activities undertaken during this period flowed from the
previous phase of organizing the teams for completing the
tasks and identification of the goals to be met with the
outcome to be a prototype set of materials to be pilot
tested during the three month phase to follow. The focus
of the team was to retrieve potentially useful materials,

training designs and exercises, and clarify the concepts

which would be included in the three training modules to
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be developed. The materials found to be most appropriate
would be presented in an adapted form or throuch the use of
new materials and training designs in the prototype modules
developed for the next phase. To accomplish this outcome
the following activities were undertaken.

During the first three month period of the project,
goals and objectives for the project were developed which
served as guidelines for locating materials and key perx-
sons to lend insight into the development of the materials
for the training packages' contents. The training team
utilized the resources of approximately twenty mcrsons and
reviewed approximately twelve training designs from dif-
ferent applied fields and packages which have national
reputations. While the materials were collected by team
members who had the most direct access to the chosen
people and products for review, the task of reviewing the
materials became the responsibility of sub-teams. Each
sub-team reviewed the materials from the perspective of
its utility for one of the three modules: 1. "An Over-
view of the Planned Change Process," 2. "Building a Rela-
tionship between the Change Agent and the Client(s)," and
3. "Gaining Acceptance for the Innovation by the Client

System."
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! This process had as its outcome: 1. the identifica-
tion of central content themes, training exercises useful
for specific content knowledge to be included in the pack-
age; 2. skills useful tc trainees for specific content
areas; and 3. the clarification of the assumptions held
about the train...g process and impartation of skills and
knowledge to trainees.

One measure of the effort required for this iask is
the fact that the trainees, who received stipends for approx-
imately 12 hours a week, spent an average of 30 hours a
week on this activity. This activity was most useful for
the maintenance ~f the project and the development of
materials. The sub-teams' task served the function of
clarifying not only what materials were availahle but also,
the different attitudes of the trainees, the importance
of specific conient, the utility of specific training exer-
cises and the procedures which increase the impact of the
development process. The trainees reviewed the materials
with the intent cf understanding:

1. the assumed values for the materizls.

2. the values which are implied for the trainees and

trainees of the package.

3. the relationship of the methodology to the ob-

jectives of the package.
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4. the characteristics of the identified target

audiences.

5. the anticipated outcomes from the training

experience.

6. the scope of the ouccome.

7. the capability for modifications and adaptions.

8. the requirements for coordinating activities.

9. the immediate adaptability for specific situa-

tions and audiences.

10. the communication content and knowledge.

11. the strengths and weaknesses of the measurement
tools for evaluation.

12. the cost-benefit from their use.

From this process, the trainees had a collective
awareness of the materials available and a shared perception
of the similarities and differences held by each trainee
about the materials development process and the relative
importance of skills and content for each module held by
each trainee.

The acquisition of relevant materials, described above,
required approximately six weeks. In an effort to have a
developed prototype of the package by the end of this three
month period, the training team conducted a second skill-

assessment of the teams' resources and assigned team members
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to sub-teams to be responsible for the completion of each
module. This shift of sub-team members was effective in
bringing together team members with varied skills and
experience in designing training modules. Each sub-team
was given the degree of freedom it required for the develop-
ment of training experiences for its module. The goal

for each module sub-team was to develop an eight hour
training session for one of the three modules. To com-
plete this goal, each sub-team chose the materials develop-~
ment approach which best suited their style of work. For
example, one sub-team decided to build a twenty-four hour
module first and then selected from it the elements which
would most effectively provide the desired impact in an
eight hour module. Another sub-team followed the route of
carefully defining exactly what was needed and then gather-
ing the required materials. The third sub~team used a
combination of the techniques applied by the other two
sub-teams.

During this development period, two team members were
sent to the National Training Laboratories, Bethel, to
attend a Media Development Laboratory. The outcome of their
work with the support of a coordinating committee member,
Ron L.~ :itt, was the development of an audio tape for use

in the module I--"An Overview of the Change Process."
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As stated earlier, the outcome of this development
phase was to be three prototypes of the three modules for
the package. To determine the quality of the materials
produced, 2 one day retreat was held at which all the mem-
bers of the project and the Ohio State University Evalua-
tion Center were present on the first of September. At
this meeting, it was decided that the materials selected
for the modules were essential but the sequencing of some
exercises needed improvement. It was decided at this meet-
ing that the pilot tests should be deferred six weeks to
improve the modulés based on the criticisms presented at
this retreat. The remainder of this reporting period was
devoted teo modifying the modules to overcome the criti-
cisms that were presented.

The development of formative and summative evalua-
tion instruments concomitant to the development of the
modules' materials was done by four Ohio State - Evaluation
Center trainees. They worked as a team {o prepare a set of
instruments which could be used or modified for the develop-
ment of the materials for future use by others. The 0.S.U.
team met several times during this reporting period with the
development team to discuss the progress of the materials
developed and the evaluation materials which woula be

most appropriate for the modules. The outcome of the inter-
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action between the two training teams is a set of evalua-
tion forms which serve as instruments for formative and
summative evaluations.

An important side-effect of this cooperative effort
between the two training teams was the opportunity to
share learning experiences about the development process.
The 0.S.U. team was in the process of completing one
project and beginning a second. The days together allowed
members of both teams to discuss assumptions: and method-
ologies for development and parameters for effective
products.

This period was also designated for pilét tests and
due to the interest of certain individuals in Havelock's

The Change Agent's Guide to Innovation in Education, the

activities at the Institute for Social Research, and tkr2air
needs for training materials, four locai organizations
offered their facilities, services, and personnel for pilot
testing the modules. Negotiations were held with repre-
sentatives of these organizations to clarify the expecta-
tions held by each of us. Our criteria for selecting pilot
test sites were to use the modules in: (1) a variety of
settings, (2) with persons from a variety of applied field
specializations, and (3) with specific activities or

intended plans for change projects. Our intention was
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to avoid the pitfalls of testing the modules with groups
who were not directly concerned with implementing a change
which frequently occurs when using student groups for
reality testing. This negotiation process was continued
throughout this period with the outcome being the selection
of two groups from within University of Michigan who were
involved in change activities and were willing to test
components of the modules and to test the three modules
separately to provide feedback.

To prep;re for field tests preliminary contacts were
made with six organizations in the U.S. and Canada. The
planning for field test sites remained in a planning phase
until the pilot tests were completed.

The period of January, 1973, to March, 1973, was
devoted to field testing the three modules in four different
settings. A brief description of each of these field sites
and the tine design are to be found in the last section of
this chapter.

The schedule for the field sites was designed to allow
for a two week period between each test and to move from
homogeneous groups to larger heterogeneous groups. The

10-14 day interum period between workshops was used to

review the field test just completed, document potential
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revisions, make alterations in the modules if they were
essential, and prepare for the forthcoming field test.
Prior to the field tests the team decided to do little if
any revisions of the modules between field tests. The
rationale for this judgement was that the modules had to
be tested as designed, otherwise we would not be aware of
their overall impact.

The alterations which did take place were of a minor
nature, for example, changing the background colors of
poster board used in the training sessions, or the clarity
of sentences in the instructions to participants.

The interum periods between field tests involved the
total team in reviewing the impact of the previous workshop,
identifying deviations for future module usage, preparing
the trainers for the next workshop, and preparing the
materials for the workshop to follow. To avoid having to
discriminate between trainer-field site workshop effects,
different team members assumed different responsibilities
for each workshop. This procedure allowed us to view each
module under different training styles and modes of super-
vision. This method was very beneficial after we had
completed all the workshops, for it permitted the team to
make judgements about the relative merits of the outcomes

from the field site experiences.
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With the completion of the last workshop, the devel-
opment team members re-organized themselves into the module
sub-teams that were used for developing the modules. Each -
sub-team reviewed the feedback from the workshops and the
earlier team meetings and began to make the necessary
revisions.

The final drafts were then submitted for review
by the Coordinating Committee and the whole development
team. The reviews of the final draft were then returned
to the sub-teams for their modifications.

The final phase of the project focused on the pre-
paration of the final report. Several members of the
development team and the Coordinating Committee assumed
the responsibility for final production activities.

The second responsibility of this group was to design
alternative structures for continuing the development

of materials and training workshops. The dissemination-
development structures are of an experimental nature

and will be tested during the next year, as the team
felt the training course was valuable and could be made
more: valuable with development of materials on the

other 4 stages of the Havelock model.
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The selection of pilot test sites was based on
several factors: (1) the persons who would be partici-
pating in the pilot tests, (2) the similarity between
their experiences, (3) the target audiences for whom the
package is developed, and (4) their proximity to the
development team to provide feedback. The criteria used
in selecting the pilot sites were as follows.

1. The participants should be in an in-service or

pre-service training program.

2. The participants should have an awareness of
the complexity of the change process and a
degree of involvement in a change activity.

3. They should represent a wide variety of units
within social service organizations which
function to meet specific education or welfare
problems and issues.

4. They should have tae critical capacity to judge
the training experience during and after the
module test.

5. They should have the experience to judge the
strength and weaknesses of the module's compo-

nents.
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These criteria were met by two pilot site groups,
interns at the Institute for the Study of Mental Returda-
tion and Related Disabilities and Dr. Ron Havelock's
class, Planned Change. We negotiated with each of these
groups to clarify their role in the pilot tests and to
clarify the expectations we had for the materials to
be tested and their reactions to the materials. The
negotiations for each module test followed a similay
pattern. After the negotiation took place, the parti-
cipants assumed their non-academic life roles for the
pilot test, that is, they used the module's materials
as it related to their back home situation.

During the test of the module, plans were made
for each major component to be discrete so that the
participants were asked to evaluate it from the context
of their back home situation and from their academic
training. That is, their academic training had as one
of its elements learning about the factors and forces
which affect change. The evaluations of these materials

were then reviewed by the development team and the
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Coordinating Committee in crder to revise the modules.
In addition to the participants from the pilot
test groups, other groups of persons participated in
the module test. The first group were individuals who
worked with change oriented groups in their back home
situation and who were interested in the planned change
process but had little training experience or knowledge
of the process. The second group was our own training
team. From our small staff, two members would act in
the role of trainer, one would document the process,
and the remaining three would act as participants.
Before decisions were made to revise the modules,
we arranged for one or two follow-up sessions with
participants one week after the pilot test. At these
follow-up sessions, we reviewed each component in
terms of the knowledge and skills presented to deter-
mine where the rough edges were. Then with these three

sets of data we revised the modules.
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The Prototype Revision Process Prior to Field Testing

The decisions for the revision of prototypes were
based on several forms of feedback from the participants,
the training team, and the coordinating committee. The
format for gathering data generally followed the following
Seguence. First, at the conclusion of a major segment in
the module, the participants were asked to respond to
one or two question(s) about the process and the content
of the sequence completed. Second, at the completion of
the pilot test the participants were asked to complete two
evaluation forms which focused on the skills, content,
behavioral, and motivational aspects of the pilot test.
Third, after they had completed the evaluation forms, a
voluntary feedback session was held whereby the parti-
cipants and the training team would discuss in a group-
interview situation the strengths and weaknesses of the
module. Fourth, with these data, the trainers primarily
responsible for the module would then begin to determine
the revisions which were appropriate. The final decision
for review, however, resided in the training teams' approval
of the proposed revisions by sub-team members responsible
for the module. Lastly, between the time of the pilot

test to the meeting to decide on revisions, usually 10-14
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days, the persons responsible for the module would meet
with the members of the coordinating committee and,

when possible, the participants. The meetings with the
participants were intended to gain their reflections on
the pilot test, to become aware of any new ideas they had
for improving the module, and to become aware of theix
use of the skills and knowledge presented in the module.

To our surprise and pleasure, we found that the
materials in each of the prototypes had immediate adoption
by some of the participants in the pilot tests. Briefly,
there were segments of the modules which were used in
graduate level classes, undergraduate level classes, staff
reetings, special education workshops, consultant program
planning, and consultant team building. The use of our
materials in these settings was very useful to us when
we had the post-module test meetings with the participants.
They were able to inform us as to the utility of the
materials from the standpoint of training others and in-
creasing the effectiveness of operational programs.

When there was a question as to whether a specific
component should be retained or whether the revisions
proposed would be more satisfactory than the existing
design, arrangements were made to test the materials with

a small group cf individuals, usually persons in a graduate
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seminar who had practical experiences or were involved in

an on-going change activity.

Evaluation

As noted in the Introduction, one of the aspects of
this project that made it exciting was the availability
of a team of educational researchers from Ohio State Uni-
versity to work witl. the project development team.

Evaluators, "the 0SU team", were requested to (1)
help the development team focus and clarify their stresses
and strains when (and if) they surfaced, (2) help the
developers focus and clarifv their methodological problems
and decision points in the development of their instruc-
tional system, (3) help the developers prepare instruments
to be included in the field tests to measure some of the
worth of the packaqes, and (4) help develop instruments
to be included in the package to help the students and
instructors using the package measure learning of indivi-

dual students.

The Elements of the Evaluation Assignment

The evaluation assignment contained four parts:
a) Overall Statement of Evaluation Design, b) Formative
Design, c¢) Summative Evaluation Design, and d) Instrumen-

tation Included in the ECAMM Packages.
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“erall Statement of Evaluation Design: The
©u.rall design statement was written to give a
per "pective on the various individual evaluation
activities, to elaborate on the assumptions of
the evaluators, and to clarify the original evalu-
ation intent.
Formative Design: The formative evaluation design
was based on a document (adapted from D. L. Stuffle-
beam) created for the purpose of helping the
developers focus on their most crucial decision
points. This was supplemented with direct feed-
back on group process. Short questionnaires were
used to help individuals give anonymous feedback
in areas where they did not feel ready to make
direct personal confrontations. The guestion-~
naires' main purpose was to help the development
team pinpoint discrepancies between individual
perceptions and "group" perceptions on critical
issues. A value of the anonymous questionnaire
was perceived to lie in its ability to show indi-
vidual perceptions without the influence of opinion
leaders. This type of information added a helpful
supplement to information derived from group dis-

cussions.
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A second approach to the formative evaluation
design was through comparison of the development
team's activities and decisions with decision
points dictated by the CIPP Model. Since the
model is not linear and has no time lines, it
provided a useful ideal model for the development
team to match its efforts against. In addition,
the development team's efforts were similar to
this model in matching their actual functioning

with the functioning tendencies of others.

c. Summative Evaluation Design: Since the 0SU evalu-
ation team served as formative evaluators and as
developers of materials to be included in the
package (the evaluation instruments), only a
summation evaluation design was provided. O0OSU
did not see themselves to be a credible source
for performing the actual summation evaluation.

In setting up the summative design, the evalu-
ation team hoped to utilize questions the develop-
mental team (and coordinating committee members)
identified as important. The design reflected the
instructional format and the media used in the

package. (For example, where the package teaches
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skills through simulations, simulations were
considered as a format for testing to see if the
new skills actually were learned.)

The summative evaluation involved three sec-
tions: (1) testing for skills, information and
attitudes derived from (and toward) the course zs
intended by the developers, (2) testing for some
relevant skills, information and attitudes derived
from (and toward) the course not necessarily in-
tended by the developers, and (3) testing for
skills, information and attitudes derived from
(and toward) the course and implemented after
the course was completed for some time (one day to
six months).

Instruments for the first two sections of the
summative evaluation design were apprbpyriate for
use during the field test stage. The third sec-
tion was intended to be implemented after each
field test. Summary data from the first and third
evaluation sections for every field test were to
be stated in the same appendix. Results from the
second evaluation section were to be included in
the materials as the developers think is appro-~

priate.
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Discussion of the reliability and validity
of the evaluation instruments followed as closely
as possible the guidelines in American Psychologi-
cal Association's manual entitled "Standards for
Educational and Psychological Tests and Manuals"
as closely as possibie.

Instruments evaluating the session were
dropped after the field tests. Some instruments,
however, became a part of the packages for students
to use for self-assessment and for Instructors to
use for student assessment. The summative evalua-
tion did not address the packages' and the develop-
ers' developmental process.

Instrumentation Included in the EDCAMM Package:

The summative evaluation during the pilot tests

and the field tests was based on the OSU instru-
ments as well as other tested instruments.

As was previously mentioned, the evaluators
attempted to develop evaluation instruments which
somewhat imitated the instructional modes of the
package. The rationale was that the results of the
package would be somewhat parallel to the pro-

cesses in the package.
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Appendix A includes examples of instrumentation
developed by the 0OSU team, the design for summative evalua-

tion, and the instruments used for evaluation in the final

package. Appendix A is to be found in Volume II.

Pilot & Field Tests

After the initial research development process was
complet~d, the modules were submitted to both initial pilot
tests and to a variety of field tests. Subsequent to each
of these processes, revisions in the design and materials
were made based upon the evaiuation and feedback from the
participants, the coordinating committee, and the develop-

ment teams documentation of each pilot and field test.

Pilot Tests

Pilot tests of each module as an individual unit
were conducted. This procedure was used to be certain that
each module could be used as a separate training package
1t necessary. It also guaranteed that the evaluation
and feedback of participants would be limited to the indi-
vidual module they experienced and not contaminated by
impressions of the other modules experienced in the same
time/space.

In addition several individual activities, notably,



the slide-tape presentation in Module I, were tested as
discrete exercises. The feedback from these pilot tests
resulted in considerable alteration of the slide-tape
sequence to make it both more visually appealing and
understandable.

The audiences for the pilot test sites were composed
mainly of graduate students in education, educational
psychology, counseling and special education or profes-
sionals who were working in institutional settings. The
students had a wide variety of professional roles in addi-
tion to their student status including researchers, teachers,
counselors, administrators, special education disability
experts, and state department of education program develop-

ers.

Pilot test groups were as follows:
Module I:

l. Institute for the Study of Mental Retardation
and Related Disabilities, University of Michi-
gan, Ann Arbor, Michigan.

2. Dr. Ronald Havelock's class in Innovation and
Education, University of Michigan, Ann Arbor,
Michigan.

3. National ¥YWCA Staff Training conducted by New

Perspective on Race; Tnc., Detroit, Michigan.



Module II:
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Organizaticnal Psychology Class, Dr. William
Morris, University of Michigan.

Pr. Ronald Lippitt's Advance Seminar in Planned
Change, University of Michigan, Ann Arbor, Michi-

gan.

Institute for the Study of Mental Retardation and
Related Disabilities, University of Michigan, Ann
Arbor, Michigan.

Dr. Garry Walz's class in Environmental Informa-

tion, University of Michigan, Ann Arbor, Michigan.

Module IIXII:

1.

Dr. Ronald G. Havelock's class in Planned Change,
University of Michigan, ann Arbor, Michigan.
National YWCA Staff Training conducted by New
Perspectives on Race, Inc., Detroit, Michigan.
Dr. Robert Smith's graduate class -~ Organization
and Development of Guidance, University of Michi-~

gan, Ann Arbor,. Michigan.

Field Tests

The

Education Change Agent Modules and Materials were

field tested at four major sites with widely varying audi-

ences and

overall designs. These field tests resulted in

"
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several substantial revisions of the material and many
minor revisions.

The najor revisions were concerned with providing
the best possible balance between cognitive input and
experiential skill practice opportunities. The minor re-
visions were largely concerned with clarifying particular
activities in terms of instructions and linkages.

Following is a brief description of each field test
site including the nature of the audience, the location and
the time design used. Samples of the evaluation and feed-
back from each field site may be found in Appendix B. This
Appendix is in Volume II.

FIELD TEST I: Royal Oak Public Schools, Royal Oak, Michigan

Audience: A group of 30 trainees, public school teachers,
administrators, State Department of Education
personnel and intermediate school district
supervisors,

Location: Camp High Scope, Clinton, Michigan (a rural

camp setting).

Time Design: Day One Day Two
A.M. Module I Module III
P.M. Module I & II Module IIT
Evening] Meodule II
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FIELD TEST II: Ontario Institute for Studies in Education
Toronto, Canada

Audience: A group of 35 trainees (mostly males) employed
by the Ontario Institute for Studies in Educa-
tion as directors of field centers in the
Province of Ontario to provide consultation for
innovative programs in education, plus several
professors at OISE. The participants were
experienced individuals who perceived them-
selves as seasoned change agents and who were
skeptical as to the usefulness, for them, of
the materials.

Location: A YMCA camp 90 miles north of Toronto, Ontario.
A well~-equipped large camp facility with good
meating space.

Time Design:

First Day Second Day Third Day Fourth Day

A.M. Module I Module II Module III

P.M. Module I Module 1II nggle III

Evening ! Module I Module II

FIELD TEST III: Special Education Materials Center
University of Southern California
Los Angeles, California

Audience: The group of 19 particivants consisted of 4

media instruction center directors, two teams
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of professional educators, one from the Uni-
versity of Southern California and one from
the California State Department of Education,
Plus 2 representatives from ACSA. Many traveled
from other states to attend. These partici-
pants functioned in professional roles as
administrators of knowledge dissemination ser-
vices, educators, and school system instructional
supervisors.

Location: The conference was held in San Francisco, Cali-
fornia at the Royal Inn. Meeting rooms at the
Inn provided satisfactory space for the training
events.

Time Design:

Day One Day Two Day Three Day Four

A.M. Module I|] Module II | Module ITI

P.M. Module I}| Module IT | Module III1

Evening LModule I Module I

FIELD TEST IV: Educational Technology Publication's
Conference, New York City

Audience: The group consisted of 140 trainees from all
over the United States. Their primary profes-
sional roles were junior college administrators,

public school administrators, university psy-
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chology professors, directors of university
based media centers, school system support
system personnel.

Location: Th Americana Hotel
New York City

Time Design:

Day One Day Two

A.M. | Module I Module II & III

P.M. | Module I & IT Module IIT

Summarx

In general the pilot and field testing yielded data
which allowed the developers to adapt the materials used
in each module in order to improve the package. The data
was particularly useful in terms of indicating major weak-
nesses of design and technique. Since the trainer's
style may also affect the manner in which materials are
perceived by the user, care was taken to use different
training teams combining different trainer styles and skills
in each field test. 1In general, the materials appear to
be received iz about the same way regardless of the trainer.
Groups who percejve themselves as already having a

broad base of knowledge and skills vis a vis the change

agent role are probably not appropriate targets for these

materials. The package can be used by similar groups as
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a vehicle for training persons involved in change pro-
jects. The package, in its present form, is not suitabile
for use in training trainers. The set of knowledge and
3kills developed in this package are valuable for a trainer
to have, but the materials do not contain enough emphasis
on inter-personal and group dynamic skills to be adequate
to train trainers.

The package appears to be maximally effective with
audiences who function as a back home team and who are
addressing a specific problem. The importance of the back
home support group was made clear in field testing. If
the change team participates in the training as a team,
it enhances the likelihood that insights and skills gained
durigg training will be uvsed in the back home setting.

The field tests also made it very clear that those
who participate in the training must be at least generally
familiar with the theoretical constructs presented before
attending the workshop. It is essential to the success
of the training experience that trainees receive the packet

of pre-conference readings at least one week before the

2’

workshop. (These materials are presented in Appendix C

in Volume II.)
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USE OF THE EDUCATION CHANGE AGENT MODULES AND MATERIALS

The trairing modules were developed with educator
audiences in mind but are not limjited te such users.
Specifically groups of the following types should be able
to use the materials.

l. Teaching Staff - The teaching staff has a vital

role in the przcess of Plenning and implementing
change in educational scttings. The modules
should provide them bo:h with an understanding
of the process of change and with appropriate
behaviors to support change efforts in curricu-
lum innovation anéd institutional change.

-

2. Administrative Stuif - Since administrative staff

are a highly influential group in the process of
change in education, it is essential that they
acquire the necessary knowledges and skills to
implement change. The modules should be of
great help in providing both the knowledge and
skills, and establishing guidelines.

3. College Courses in Social Psychology, Teacher

Preparation, Behavioral Science and University
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based institutes involved in special social
service areas - Increasingly, institutions of
higher education are becoming aware of the neces-
sity to cope with increasing amounts of change.
The modules are easily adopted to a wide variety
of audiences and are at an appropriate level

of cognitive sophistication to make their use

in these settings appropriate and useful.

4. Community Groups - While the level of sophisti~

cation of the formal social science knowledge
required to learn most efficiently from these
modules is quite high, the basic concepts of the
theoretical nature of the process of ch. nge and
the behavioral skill practice opportunities
presented in the modules are appropriate, with
minor revision in the cognitive elements, for

use with a wide variety of social service groups
(Y.M.C.A.'s, Girl Scouts, Community Mental Health
organizations, etc.) and community groups
(advocacy groups, Model Cities, Parent-Teacher
Organizations, etc.). Such groups are increasingly
becoming aware of the need to understand both the
process of change and to acquire skills which

will enable them to survive in a world of change.




CHAPTER II
OVERVIEW OF THE EDUCATION CHANGE AGENT
MODULES AND MATERIALS

The three training modules and the supportive
materials develnped for the implementation of the train-
ing experiences are designed to enable trainees to acquire
the knowledge and skills relevant to the innovation pro-
Cess and the knowledge and skills necessary for the dif-
fusion of educational innovations, practices and programs.

Whenever possible the modules should be used with
groups composed of teams (2-5) who will be functioning as
chanoe agents in their back home environment. The modules
can he used with groups of individuals who do not have a
back home team relationship but the effectiveness is re-
duced since a primary requirement, i.e., a well-developed
support system, is not in place.

The modules were developed to be used by members of
the original training team and were not intended to be
totally exportable as a materials package alone. The
final product consists of a man and materials package.

Consequently, trainers using this package will be expected

52
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to participate in a "trainer of trainers" workshop and/or
have the necessary qualifications to adapt and utilize this
training package.

The modules focus on two phases of the process of

planned change as defiued by Havelock; Module II on

building a relationship between the change agent and the

Client and Module III on gaining acceptar..: for the inno-

vation. Module I focuses on an overview of the process of
change and is designed to provide both a cognitive frame-
work of relevant theory and experiential behavioral prac-
tice using the knowledge. Listed below you will find the
major segments for each of the modules:

Module 1 - An Cverview of the Change Process.

a. An orientation to the workshop.

b. A clarification of the participants' and
trainers' expectations for the werkshop.

C. A presentation of the change process to
identify the stages and their salient com-
ponents.

d. A self-assessment by the participants of
their knowledge, skills, and attitudes about
the change process.

€. An experiential study of the change process.

Module 2 - Building a Relationship Between the
Change Agent and the Client System

a. The self-assessment of the change agent in
relation to the client system.

b. The development of change teams.

C. The assessment of client svstems and inter-
personal relationships.
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d. The initiation of relationships between change
agents and client systems.

@. The development of subsequent interactions
between the change agent and the client system.

f. The identification of skills and knowledge for
maintaining relationships between the change
agent and the client system.

g. The development of various interpersonal and
group skills.

h. Relating a through G to the participant's
back home situation.

Module 3 - Gaining Acceptance for the Innovation

a@. Gaining acceptance within the larger context of
client problem-solving.

b. The gaining of individual, group, and system
acceptance for an innovation.

¢. The back home application of the material
presented.

d. An experiential summation of the workshop.

Participants in the training program should be led

to expect that they will learn about one particular model
of planned change, namely, the change process as described
by Drs. Havelock and Lippitt.

Specifically, the overall goals of the three

modules are as follows:

l. To expose trainees to a coherent presentation of
the problem-solving-linkage model of change, as
outlined by Havelock in the Guide.

2. To provide trainees with an experiential prac-

tice run of the entire change process and of

Stages I and Vv, intensively.
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To legitimize experimentation, risk~taking and
an open learning situation within the workshop.
To provide ccgnitive and skills training in two
crucial stages of Havelock's six stage change
model - "Building Relationships" and "Gaining
Acceptance."

To facilitate the application of cognitive and
experiential learnings to the back home situa-
tion.

To provide learning experiences which are de-
signed to foster the integration of workshop
learnings with past knowledge, present back home
situations, and future expectations.

To provide opportunities for self-assessment as
a change agent and for gyrowth in knowledge and
skills as a change agent.

To emphasize both interpersonal awareness and
sensitivity to system as essential elements of
change agentry, e.g., by modeling the process of
giving and receiving feedback.

To demonstrate by example procedures which iden-
tify, retrieve and utilize the multiple resources

of trainees and staff.
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These goals are based on certain assumptions about

the learning process and the learner:

l. The learning process demands of the partici-
pants personal as well as professional commit-
ment.

2. The participant is willing to invest both time
and energy in the training sequence.

3. Learning is a complex process in which cogni-
tive growth must become congruent with experience.

4. We learn what has meaning--value--to us from our
past experiences, present needs and future ex-
pectations.

5. There are many different styles (levels, degrees
and modes) of learning; different cognitive and
affective styles and different starting places.

6. While the environment can set the stage within
which development can occur, the learning process
is self-initiated.

7. Without th»2 day-to-day challenges and pressures
(i.e., assumed norms, roles and influences)
imposed oy the professional setting, the learn-
er will be freer to involve himself in alterna-

ting the "here and now" with the "there and then."
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An individual must be continually confronted

with problem sitaations related to the past,
present, or anticipated world of experiences
before beginning the search for knowledge, re-
sources, etc.

Motivation is related to the degree of rele-
vance the participant experiences.

Transfer of learning to back home situations will
occur to the extent that genuine life-like situ-
ations or vignettes are presented as problems

for participants to cope with within the laboratory
setting.

Learning to cope with difficult human situations
is a matter cf experimentation and skill develop-
ment, of linking concepts, values, and intentions
to act to the actual behaviors.

All experimentation with behavior necessarily
involves some feelings of awkwardness and inept-
ness. The training climate should provide sup-
port for learning and risk taking under these
experimental conditions.

Learning can best occur when a wide variety of

techniques are appropriately used to gain entry
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SAMPLE WORKSHOP TIME MODELS
These time models are presented as guides to sug-
gest rather than restrict use of the Education Change
Agent Modulgs and Materials. These models have been tested
using these materials and have worked satisfactorily. There
are, of course, other ways to arrange the modules over time;
trainers using the materials should design time models ap-

propriate to their own client system.
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First Day Second Day Third Day Fourth Day
Module I Module Ii Module III
Slide-Tape
Presentation
Mcodule I
Simulation

Module I

Start-up

expectations

simulation

Pre-planning

First Day Second Day Third Day Fourth Day
Module I Module 1I1I Module III
Module I

Module I Module 1II Module III
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First Day Second Day Third Day
A.M. Module I Module II Module III
P.M.
Evening Module II Module III
First Day Second Day Third Day
Module I Module II Module III
2-4 weeks 2-4 weeks




CHAPTER III

MODULE I

AN OVERVIEW OF THE PLANNED CHANGE PROCESS

I. Rationale

Each of us has experienced change at various points
in our lives and has our own individual perceptions of
what the process of change means to us both as individuals
and as members of groups. Module I is designed to provide
a shared set of definitions about the meaning of planned
change and shared experiences of a planned change event
from which the trainees may acquire a new set of knowledge
and skills about change from the pcint of view of the
change agent.

Module I introduces participants to a sequentially
developed phasing of change stages as conceived by Ronald
G. Havelock. More specifically, participants will, through
a slide-tape presentation, have opportunities for more in-
depth, experiential explorations of these stages. Finally,
through a simulated experience, trainees can begin to move
toward a synthesis and internalization of new knowledge,

insights and techniques.
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Module I provides opportunities to:

l. E«srome aware of the theoretical concepts of
change as a planned process through the introduc-
tion of Havelock's model. .

2. Relate the trainees' world of every day experi-
ence to the change process model.

3. Experience a simulated planned change situation
which illustrates several of the dynamic themes
of the process of pltanned change, e.g., support
and resistance, continuity and inter-linking of
phases, dilemmas faced by the change agent and a
variety of change agent roles.

4. Learn and clarify the technical language usel
to explain the planned change model.

5. Begin to identify and organize knowledge, values

and skills relating to the change Process.

Cognitive and Behavioral Objectives - Module I

Trainees will have the opportunity to:

1. Experience the change process through a simu-
lated testing of a real-life situation and be
able to test their own capabilities as a change

agent. This experience might include:
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a) helping others articulate the need for
change and‘recognize how they as change
agents might influence the process.
b) building and/or maintaining trusting and
collaborative working relationships.
¢) collaborating with others to diagnose a
problem(s) .
d) working to establish realistic change goals.
€) acquiring and utilizing material and people
resources.
f) generating altefnative solutions and develop-
ing criteria for selection of alternatives.
g) dealing with communication problems and
resistance to change.
h) mobilizing support systems and opinion leaders.
2. Relate his/her world of every day experiences to
the change process.
3. Make action implications specific to his/her back
home situation based on the change model presented.
4. Utilize available resources in order to develop an
un%erstanding 0% the change process (e.g., audio-

visual aids, selves, training, The Guide, etc.)

5. Become acquainted with and understand the tech-
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nical language used to explain the change
process model.

6. Become aware of several of the dynamic themes
of the change process.

7. Identify and organize knowledge, values, and
skills relating to each phase in the change
process.

8. Relate knowledge, skills and values of change
model to past experience, immediate "here and
now" situations, and anticipated "back home"

situations.

Activities: Module I*

Activity I - Warm-up/Start-up Activity

Objective: To provide a means for trainees and trainers to
share information about themselﬁes and to learn
about each other.

Rationale: 1In groups where most of the members are strangers,
this activity creates a feeling of having data
about others in the group and provides a quick
way to get acquainted.

Format: Polaroid pictures of each participant and the
trainers are taken on arrival to session. Par-

*For detailed explanations and instructions for each acti-
vity see Appendix D. This appendix is to be found in Volume II.
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ticipants and trainers answer three gquestions
on a large sheet of newsprint to which his
picture is attached. The sheets are posted
around the room and participants and staff
ﬁill about to read them.

The questions used can vary according to
the group's needs. The following two sets of
questions have been used effectively in our
field test situation:

I. Who am I?
What resources do I bring?
What are my expectations?
II. Who am I? (use "ing" words)
What kind of change am I involved in?
What do I expect to come away from this
conference with?
How do I plan to use these results?

Activity II. Expectation Sharing

Objective: To share staff's and participant's expecta-
tions, needs, and goals for the workshop; to
reach agreement on design elements and shared

responsibilities.
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Format:
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When an openly negotiated contract between staff
and participants has been reached, the workshop
has a greater chance to reach its goals. Nego-
tiating a contract also models new behaviors in
the area of shared power and decision making.
Participants form into small (4-6) heterogeneous
"stranger" groups to share expectations. Each
group has to elect one member to participate in
fishbowl. After they meet for about fifteen
minutes staff begins a fishbowl discussion with
staff in center and trainees in outer circle.
Staff members discuss among themselves their
perceptions of the overall goals of the train-
ing session(s) and the hoped for outcomes,

give a brief overview of the activities and
sequencing. Participants then take the inner
circle to share their discussions and to pose
questions or problems they may have with the
design. Staff then returns to center to clarify

expectations and outcomes and to explain in

more detail the rest of the day's agenda.

Activity III. Pre~-Start-Up for Simulation

Objective:

To introduce the nature and purpose of simula-
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tion as a learning activity and how it is
related to the cognitive elements of Module I.
To allow participants to select roles, to

begin to specify these roles within role groups
and to begin planning strategies and tactics
for the simulation activity.

Rationale: 1In order for the simulation activity to provide
opportunities for maximum learning, it is neces-
sary for participants to understand both the
nature and purpose of simulation and to have
adequate lead time to begin planning before
they actually begin the simulation.

rormat: Trainers give 5-10 minute mini-lectures on
simulation and how it relates to Module I.
Explain role groups and number required for
each group. Also explain preblem situation
for simulation. Trainees select role groups
and begin to define their own roles more speci-
fically °"nd to begin to plan strategies and

tactics.

Activity IV. Slide-Tape Presentation on Process of Planned
Change

(For a detailed description of content of slide-tape and

for transcript of voices, see Appendix D)
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Objective: To provide trainees with a cognitive overview
¢f Havelock's six stage model of the process of
planned change along with opportunities to exper-
ientially internalize the Phases as related to
their own past and future experiences.

Rationale: 1It is necessary for trainees to become thoroughly
acquainted with the model of planned change pre-
sented in these training modules. 1In order for
trainees to build on their pre~-conference read-
ings and study,this slide-tape presentation was
developed to serve as a means of organizing
knowledge and to provide a trigger for experi-
ences which will allow them to relate the
abgtract theoretical model to real life
experiences.

Format: The slide-tape presentation is divided into
three parts for presentation. Each segment of
audio-visual input isg interspersed with activi-
ties designed to allow trainees to integrate
their own experiences with the new knowledge.
Segment One: “Establishiny the Need for Change"
l. Show appropriate slide-tape segment.

2. Trainees respond verbally by identifyinqg
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those voices that they were able to identify
with and those they could not. Then they

add any comments from their experience, which
relate to this phase.

3. fTrainees then brainstorm "supports and re-
sistances" to "establishing a need for
change."

Segment Two

1. Show appropriate slide-tape segments, i.e.,
Stage 1, Building a Relationship; Stage 2,
Diagrnosis; and Stage 3, Acquiring Relevant
Resources.

2. Brief general discussion.

3. Trainees select one of three stages just
discussed to focus on and form small groups
(3-5).

4. In small groups trainees:

a. Review stage in Guide and/or re-listen
to casette of dialogue from tape.

b. Brainstorm and refine lists.
(1) what concepts seem most important?
(2) what concepts would I add?
(3) what action strategies seem appro-

priate for this stage?
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5. Small groups share out final lists with
total group.

6. Trainers summarize briefly.

Segment Three

l. Show appropriate slide-tape segments, i.e.,
Stage 4, Generating Alternatives and
Chousing a Solution; Stage 5, Gaining Ac-
ceptance; and Stage 6, Self-Renewal.

2. Brief general discussion.

3.-6. Same as for Segment Two.

Simulation - Seven Minute Day*

Objective:

Rationale:

The simulation is included in the first three
training modules in order that the workshop
participants have a collective simﬁlated change
experience which will generate a set of common
experiences for testing the planned change
model and factors which must be taken into
consideration when planning and manacging a
change experience in other situations.

The simulation is intended to provide the par-
ticipants: a) an ¢pportunity to analyze a
simulated situation using the 6 stage model,

b) an opportunity to discuss alternative stra-

*Adapted from New Perspective on Race, Inc.
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tegies, tactics, roles which must be taken into

consideration as a change process is implemented,

and ¢) discuss values and attitudes which ef-

fect and are effected by the change situatior.
The simulation provides the trainer(s)

with a workshop shared experience, pacilicipant

observations, and relevant change process data

to guide the participants in a discussion of

the relationship between the model and the

factors and forces which can occur during the

change process.

Time Activity
1 hour Preplanning Session

a. identify the problem
b. the context of the situa-
tion
15 min. Introduction to simulation
Planned period
a. determine roles
b. relationships
¢. attitude on problem
d. tasks, plans, etc.
1 hour Simulation-Playing

approx. Play through days and nights

after meeting with high and
low power groups on the inno-
vation.

Debriefing
20 min. Small sub-groups
30 min. Total groups



Sample Flow Charts

Module I
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CHAPTER 1V

MODULE II: BUILDING A RELATIONSHIP

Rationale

Stage I, Building Relationships, is the aspect of
the change process often taken for granted, infrequently
planned for, yet universally the crucial part of the
change process since individuals as persons and in groups
form the target audiences of change. Module II is de-
signed to stimulate participants' thinking about and
increase their skills in building personal and group
relationships within their system in order to effect de-
sired changes. We believe that building relationshi,s is
a long term process and that it can be facilitated through
such skill building as empa*thic listening, diagnosis of
interpersoral dynamics, group process observation, nego-
tiations. Module II is designed to facilitate both cogni-
tive and skill growth in person~to-person relaticnships
and group and team building relationships.

Module II provides experiential opportunities to:

1. Evaluate the interpersonal dynamics in encounters

80
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and generate alternative ways to build these
relationships.

2. Practice empathic (active) listening and response
in a client-consultant relationship

3. Integrate different theoretical approaches to
building relationships and apply this integration
in a role play situation.

4. Practice dealing with different personality types
in a group context either as a leader or group
member.

5. Becin a general diagnosis of relationships within
one's own system and make plans for dealing with
resistance to change, building a change team, and
gaining support.

6. Build skills, as personally needed, in group
pProcess observation, consultation, system assess-
ment, contract negotiation, and other interpersocnal
and group skills.

7. Share skill building insights and strategies with
other participants.

8. Plan to try out, through role play, techniques for
dealing with personal relationships derived from

one's own system.
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Cognitive and Behavioral Objectives - Module II

Participants should be able to:

1. Work with a client in a problem solving process,
which demands of him as a consultant (a) an
empathic listening posture, (b) the ability to
differentiate between types of relationships,
both change team and client-consultant and (c)
generation and choice 6f appropriate intervention
techniques.

2. Integrate and actualize theoretical approaches
in forming change teams and assessing relation-
ships in light of the variables of ideal rela-
tionships.'

3. Deal constructively with common person-to-person
relationships such as apathy, dependence, resis-
tance to change, conflict of values, etc.

4. Increase their understanding of the complexity of
interrelationships that can occur within a group
setting and generate alternatives for coping with
these interrelationships; for example, withdrawal,
fence sitting, over enthusiasm.

3. Identify, initially, the different innovative

roles within their home systems.
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6. Strengthen present knowledge about and skills in
relationships through a cafeteria of exercises,
chosen individually, which includes contract nego-
tiations, consultation styles, group process
observation, and other similar sessions.

7. Begin to choose and build a change team (inside/
outside if possible; inside if not) and plan
potential change strategies for their home set-
ting (applying theories and strategies to rele-
vant back home situations.)

8. Utilize peer resources throughout the session for
gaining insights and methods for building rela-
tionships.

9. Practice useful interpersonal and group tech-
niques such as brainstorming, stop sessions,
feedback, etc. in the process of the workshop
itself.

10. Assess him/uerself as a change agent regarding

knowledge and skills.

Activities: Moduls Two: Building a Pelationship*

Activity T - Start-Up Activity

*For detailed explanavion and instructions for each
activity described, see Appendix E. The appendix is to pe
found in Volume II.




Objective:

Rationale:

Format.:

Activity II
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To provide a brief cognitive review of the

six stages. To present day's agenda. To pro-
vide rationale for morning's activities.

In oxder to reinforce the trainees' learnings
from yesterday's session, it is advisable to
briefly review the Havelock model and to
explain how it is related to Phase I.

Brief review by trainer of Havelock model
using chart. Go over day's agenda. Give

rationale for morning's exercises.

- Building Relationships: Theory and Practice

Objective .

Rationale:

To provide trainees with the opportunity to be
confronted with a behavioral experience inveolv-
ing the particular skills necessary for estab-
lishing a relationship and to relate this
experience to theory and knowledge about rela-
tionship building.

This activity provides trainees with a real life
situation inveolving the skills of relationship
building and the opporturity to be actively
involved in skill practice as derived from

theoretical k .owledge.
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Format: This session is divided into two segments.
Part I provides an initial behavioral sequence
and the theory input while Part II prévides
another behaviorai skill practice session.
Part I
l. Three options for behavior skill practice

(one will be pre—selected.by trainer based
Oon needs and resources of group).
a. Trainers role play school counselor/
assistant principal situation.
b. Casette of similar situation.
C. Trainees role play an initial encounter.
2. Trainees form 2 groups.
Group A: Brainstorms the characteristics
of an ideal change team for role played
situation.
Group B: Brainstorms the characteristics
of an ideal client-consultant relationship
based on the strengths and weaknesses of
the role-played situation.
3. Each group chooses the three most crucial
characteristics from brainstormed list to

share with total group.
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4. Conceptual input from trainers regarding
Havelock and Carkhuff.

Part II

1. Play tape of initial encounter.

2. Give participants other information about
characters in taped episode.

3. Trainees form groups of five to six. Give
each group a copy of script of taped
encounter,

4. Discuss in small groups:

a. What's going on in this relationship?

b. Where should the consultant go from
here?

c. Trainees choose a next step to role
play.

d. Role play of alternative solutions in
small groups.

€. General share-out of alterratives tried

ocut and results.

Activity III - Group Role Play

Objective: To continue to give trainees skill practice
in relation to the cognitive knowledge about

establishing and building relationships.
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Rationale: Through repeated skill practice linked to
the knowledge inputs provided, trainees will
acquire and sharpen fundamental skills in
building relationships as a change agent with
client svstems.

Format: Trainer explains the role play and participants
in groups of eight e-.act it. There are two

stop sessinrs for feedback to "change team."

Activity IV - "ack Home Planning for Building Relationships

Objective: To provide trainees an initial experience in
planning for their back home projects.

Ratiopale: It is important to keep the trainees focused
on the relatiocaships between laboratory experi-
ences and the back home situation in which they
work in order to insure maximum trans‘er of
learnings.

Format.: Distribute checklist entitled "Building Rela-
tionships: A Checklist for Change Facilitators."
Trainees individually complete checklist which
is designed to provide a cursory diagnosis of
innovation roles and relationships and to iden-
tify key people in kack home system. The

trainees then share data with other members of
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their back home group. Trainers discuss with
"singles."
Trainers also serve as "consultants” to

back home groups.

Activity V - Cafeteria Skill Practice Sessions

Objectives: To allow trainees the opportunity for addi-
tional skill practice self-selected from a
variety of options.

Rationale: Since the trainees will display a wide range of
strengths and weaknesses in the skill areas of
building relationships, it is desirable to
attempt to provide a wide range of skill build-
ing exercises in order to meet these varying
levels of skill and needed practice.

Format: Trainer explains mechanics of exercise and
gives brief overview of exercises available.

l. Listening and Roger's Rule.

2. Contract Negotiation.

3. Consultation Styles.

4. Group process observaticn.

5. Option in-basket from Module III.

The exercises with complete instructions are
in envelopes. Trainees select exercise and

other group members and do it.
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Activity VI - Back Home Planning Phase 2

Objective:

Rationale:

Format:

To provide trainees with additional materials
and practice in planning for their back home
work; to follow up on previous cursory diagnosis
with a more in-depth one.

Same as Activity IV

Trainer introduces Havelock's checklists for

Linking to Client and Assessing Client.

Brief discussion of crucial individuals

(identified in earlier session) in system.

Provide option to one or both of following

{in back home team):

1. Complete Havelock checklists, discuss, and
begin to formulate an action plan for
building relationships.

a. Selection of change team.
b. 1ldertify main characters in client
system - opinion leaders, issues, etc.

2. Role play initial encounters, strategic

encounters with main back home characters.



Sample Flow Charts
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9:30

10:00

10:15

11:00

11.45

12:00
1:00/
1:15

2:00

2.30

3:30

3:45

4.30

5:30
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Module 1lI cveneral Scnedule

Loffee, donuts {participants have read Havelock and Carkhuff)
&

Intro, agenda

Building Relationships. Theory & Practice

{(aV sdehavioral piuenomena, brainstorm, connect readings

(b) Behavioral phenomena, brainstorm alternatives, try out one,
discuss

BREAK

Group Role Play witi 3 cnange agents (1 outside, 2 inside) and
5 membexs of client System .

LUnCa

dack-home action planning in te.ms (or role groups) using re-
lationship matrices, assessment instruments

Cafeteria: 2 interpersonal experiences
listening
contract negotiation

Choose one
2 group experiences
(kxercise self-running - envelope instructions)
BREAK

Teaching results of cafeteria (2 persons from each section -
10 minutes each)

Back nome planning in 2:00 groups.
Role play instructions/discuss strategies, etc.

Evaluation - Gestalt statement & checklist.
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CHAPTER V

MODULE III: GAINING ACCEPTANCE

Rationale

—

Stage V, Gaining Acceptance, is another critical
phase since its successful completion determine. > a
large extent the success or failure of the change ugent's
entire planned change effort. Consequently, Module III
focuses on this stage and provides both intensive cognitive
input based on Havelock's Guide and a variety - experien-
tial learning segments to provide maximum transfer of new
knowledges and skills to the trainee's back home setting.

The overall purpose of this module is to create a
channel through which knowledge derived in the sphere of
research about the process of gaining acceptance for an
innovation can be directed and applied within the arena
of skill practice.

The module utilizes three key constructs to portray
the process of gaining acceptance for an innovation:
acceptance, communication and adaptation/adontion. These
three constructs are crucial to the successful installa-
tion of an innovation in any system.

Acceptance is the behavioral and systematic result of

85
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a sequential process which includes awareness, interest,
evaluation, trial and adoption in some form.

The module operationalizes acceptance on three levels:
within the self, within the group and within the system.

Communication is perceived as a transactional process
between senders and receivers througii a selected medium(s).
An effort is made to heighten the awareness of the process
of communication and of techniques for enhancing its
effectiveness.

Adaptation is the process of modification of an inno-
vation in order to gain increased system-wide écceptance.
Adoption is the system-wide installation of an innovation

which may occur either prior to or after adaptation.

Cognitive and Behavioral Objectives for Module III

Participants should be able to:

1. Select and justify adaptation strategy based
upon the needs articulated by individuals and
croups in the system.

2. ‘Explain the process of how individuals and
groups accept innovation.

3. Build and maintain the support needed by a change

agent and the client system to gain acceptance on

several levels.
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4. Orchestrate multiple forms of media use.

5. Comprehend the relationship between Phase V and
the other phases of the planned change model.

6. Assess a change situation in relation to the
acceptance process.

7. Develop strategies and implement action plans
for acceptance.

8. Evaluate the process of gaining acceptance.

Activities - Module III*

Activity I: Lecturette on Phase V, Gaining Acceptance

Objective: The lecturette is designed to review the
charge model briefly and to provide more cog-
nitive input around the theoretical knowledge
necessary to operaticnalize this phase.

Rationale: Since trainees have read the handouts prior
to the session, the lecturette, using overhead
projections, quickly reviews the major points
»f the innovatiorn process. This is done in
order to focus trainee's attention on the
specific dynamics of gaining acceptance and
the inter-relatioaships of this phase with the
other.

*For detailed explanation and instructions for each acti-
vity, see Appendix F. This appendix is to be found in Volume II.




Format:

Activity II:
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Lecturette by trainer using overhead trans-
parencies about Phase V.

Discussion and questions.

Problem Identification

Objective:

Rationale:

Format:

To allow trainees to identify one problem

and goal (from their back home situation)
related to gaining acceptance in order to
develop specific strategies and action plans
for implementation back home.

If trainees can analyze and develop firm
action plans for one area of their back home
situation, the chances of their utilizing their
new knowledge and skills are enhanced. This
also provides the opportunity to use the
relationship diagnosis developed in Module II.
Back home teams identify problems, write them
on newsprint, and post.

Emphasis should be placed on writing a

problem statement: a statement which indicatecs
the situation as it is and implies action.

Care must be taken by trainers to see that

solutions are not given as problem statements.
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Activity III: Option I, Havelock-Roger's Diffusion Game

(In-Basket Exercise - Option 2) (Replay 7 Minute Day -

Option 3)

Cbjective: To provide trainees with a shared experience
based on the knowledge of the process of
adaption and diffusion.

Rationale: The game provides the opportunity to opera-
tionalize the concepts developed in the
lecturette and previous reading.

Format: 1. Trainees divide into teams of three or four

and select a scorekeeper.

2. Scorekeepérs go with a trainer to receive
instructions.

3. Trainer introduces game to trainees.

4. Game is played.

5. Process discussion of play focusing on
relating behavior in game situation to

content from lecturette and readings.

Activity III: In-Basket Exercise (Option 2)

Objective: Same as Option 1.
Rationale: Same as Option 1.
Format: l. Trainees receive a collection of letters

and meros which have come across their
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desk, in their role as a change agent.

2. They are instructed to respond to each
item (or to selected items) in writing
exactly as they would in real life, indi-
cating what they would do, say and why they
chose that behavior.

3. 1In small groups (3-4) trainees share their
responses and decide as a group which is
the best response to each item.

4. Each chosen response is written on newsprint
and posted.

5. The trainer then leads a stand-up cliric
session as follows:

a) each group stands by its set of
responses;

b) in turn, each group shares its first
response and other groups critigque it,

c) the same procedure is followed for each
item.

6. General group discussion focusing on rela-
tion of behaviors chosen to theory input
about Stage V.

Activity III: Option 3, Re-play Seven Minute Day

Some groups have found it useful to replay the
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simulation in Module I at this point.

This is effective if care is taken to
stress the simulation as a chance to integrate
the knowledge and skills acquired during the
workshop by experimenting with new behaviors,

strategies and tactics.

Processing of the simulation should focus on
the differences between this time and the

first, on the specific behaviors related to
Stages 1 and 5, and to relating behaviors to

the learnings of the workshop.

Activity IV: Forxce Field Analysis

Objective: To provide a structural framework for the
process of analyzing their stated acceptance
problem, setting change goals and developing
an action plan.

Rationale: Force Field Analysis has proved valuable in pro-
viding help in recognizing the critical differences
between a problem and a solution, in stating
goals clearly and in appraising the validity
cf any problem situation in terms of helping

and hindering forces. It leads naturally to
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setting up action steps based on decreasing
resistance and increasing supports.
Format: 1. Lecturette by trainer.

2. Handout on Force-Field Analysis for
trainees.

3. Group selects a typical‘problem and does a
quick force-field together.

4. Back home teams work together on Force
Field of oreviously selected problem.
Work should be done on newsprint, posted
when completed with a blank sheet of news-
print next to it so that other group mem-

bers can comment and make suggestions.

Activity V: Two More Action Tools

Gantt Chart and Decision Tree
Objective: To provide two more tools to help trainees
refine their skills in ;ction planning ana
to acguire a skill technique for assessing
the consequences of their action plans.
Rationale: Building time schedules for complex plans is a
difficult procedure at best, but a crucial

one if plans are to be implemented. Change

agents face tremendous demands on their time
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and this technique. borrowed from business,

has proven to be useful. The Gantt chart

(time, cost, sequence of events and personnel)
provides a framework for building time schedules

related to a specific change effort.

"The Decision Tree," another technigque bor-
rowed from the world of business, presents a
structure for examining in detail the possible
consequences of any action and the alternative
strategies required to cope. It also enables
change agents to begin to anticipate possible
road blocks and supports they need to be aware
of.

Format: 1. Lecturette by trainer explaining Gantt

Chart and Decision Tree. h
2. Handouts on beth for trainees.
3. Back home teams use the Gantt Chart and
Decision Tree to reassess their Force Field

Analysis and make any necessary revisions

in their plans.

Activity VI: Value Clarification for Change Agents

Objective: To provide trainees with an opportunity to




Rationale:

Format:
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clarify some of their important value posi-

tions related to the change ajent role, es-

pecially as they relate to Phases I and V of
the Havelock model.

It is essential for change agents to be very

self-aware of the value positions they hold

vis a vis the change process.

There are two options here: Option 1 is

somewhat shorter and deals with clarification.

Option 2 takes longer and is in more depth.

Option 1:

l. Distribute list of value statements to
trainees with instructions to rank order
list individually.

2. A masking tape ladder about twenty feet
long is on the floor with numbers from
1-10.

3. Trainer reads one of statements frowm hand-
out aloud and asks trainees to place them-
selves along ladder according to the rank
they gave value statement.

4. A series of encounters occurs for each

value statement, e.g.:
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a) Ask the others at your spaée why they
chose that rank?
b) Talk to somecne next tco you; see why
they are there.
¢) Get people from ends and middle to state
out loud why they chose as they did.
5. Total group process discussion.

6. Summary by trainer.

Option 2: Same as Option 1 up to step four (4).

4. Trainer chooses one statement on which
participants are evenly distributed. Fdrm
small groups with one person from each
position (positions are inclusive 1&2;
384; 5&6; 7&8; 9&10).

5. Task for small groups is to come to a
consensus decision about what statement
should be.

6. Discussion - decision period.

7. Tralner calls 2 stop-actions to process
small groups.

8. Small groups share final statements with
total group.

9. Summary by trainer.
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Activity VII: Summary Exercise

Objective: To allow participants to identify and share
learnings of workshop, both cognitive and
behavioral.

Rationale: It is important for each participant to sum-
marize and articulate his learnings in order
to use the material in the back home setting.

Format: Trainer requests each participant to respond
on newsprint to the following sentence tags:
l. This workshop I learned the following con-

cepts or ideas about the process of
change:

2. In this workshop I strengthened my skills
as a change agent by learning how to:

3. Post individual newsprints. Mill and
read to find 2 or 3 other trainees who
have similar learnings and skills posted
to form a small group.

4. In small groups brainstorm a list of
specific derivations of those learnings
to use in back home setting.

5. Post Brainstorm list and mill to read.

6. Short summary of exercise by trainers.
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CHAPTER VI

EDCAMM - FUTURE DIRECTIONS AND DISSEMINATION

Members of the EDCAMM team have developed a strong
commitment to both the continued development of the pre-
sent modules and those to be developed as well as the
desire to insure the continued and effective dissemination
and utilization of the materials which are and will be
developed. 1In order to insure that the development and
dissemination continues once the present funding is no
longer available the following plans have been adopted.
Basically it provides for a multiple approach to insure
that the planned activities are carried out despite what
may be difficulties associated with any particular part
of the plan.

1. Seek continued funding - A proposal has been

submitted to NIE by Dr. Havelock which calls

for an additional year's fumding (1) to enable
the last four modules in the system to be
developed; (2) to further refine and the present
modules; (3) to continue field testing on a

longitudinal basis, the outcomes from the use

113
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of the total module system, in a given social
setting. The funding of this proposal would
clearly be an important step ia providing
another resource necessary to continue the
extremely promising outcomes of the modules

for the first half of the planned change process.
It would also insure the availability of the
entire six step process as a package and trans-
portable resource.

In the event that additional federal funding is
not forthcoming to continue the project, the
members of the coordinating team have agreed to
continue to work together to find ways to obtain
local funding and throuch the use of graduate
students on credit research experiences to work
towards the continuing development and refine-
ment of the system. In addition, some financing
would be available for further developmental
work from use of the present modules with local
schools or in workshops.

The members of the EDCAMM team are agreed, based
both on their own experience and on the survey

of the research literature, that the results
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received from the system are dependent to an

“important degree on the skills learned and use”?

by the implementers of the system. Therefore,
the members have agreed to form a team which

will make available to interested groups training
experiences where they may both become trained in
how to use the medules with others in their
systems as well as to become the trainers of
others in nearby situations who wish to use

them. This trainer of trainers approach has

been adopted s the way of encouraging the dis-
semination of materials‘but also provides a
measure of quality control over who uses the
materials and with what degree of skill and
know-how. Whatever funds are realized from the
trainer workshops and the use of the modules

will be put back into the team resources‘which,
as indicated in #2 above, can be used to finance
both the development of new modules and the
continual testing and refinement of existing
modules. The interest of larger systems in the

use of the modules has led the EDCAMM team to

continue the encouragement of its use by the
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larger systems not on the previous field testing
approach, but with the intention of their using it
broadly within the system, and specifically
assessing (1) to what extent behavior changes
occur and (2) how persisting these changes are
over time. Therefore, the ZIDCAM will endeavor,
in its negotiations with given systems for
training in the use of the modules, to build

in a component for assessment of both immediate
and long term outcomes on the part of indi§i-

duals who experience the module program.
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APPENDIX A

EVALUATION DESIGN PLAN AND MATERIALS

The materials in this section were prepared
primarily by the 0.S.U. team mentioned in
Volume I. The design and materials were used,
in prepared and modified form, to evaluate the
development process, the pilot and field tests,
and as segments in the modules.



EVALUATION DESIGN PLAN

1. The Nature of the Project to be Evaluated
A team of seven parf—time research associates have taken on the task
of creating an instructional system to fit three topics: 1) "Introduction
to Change Agentry, 2) ''Gaining Acceptance', and 3) "Building a Relationship''.
They have given themselves roughly three months (June, 1972-September, 1972)

to generate the three packages based on The Guide to Innovation in Education

by Ronald G. Havelock. The seven developers then have given themselves
approximately nine months to refine and field test the packages. Even with
the relp of a set of consultants (a coordinating committee consisting of
Ronald G. Havelock, Ronald i. Lippitt, and Gary Walz), the developers have
given themselves very little time for development of the packages. (RUPS
took seven years to develop, EPEC took one year, etc.) To compensate for
the short dgvelopment time, the development team will have to exert an
unusual amount of effort. The concentrated effort may provide challenge
and motivation for the development team, but awareness of the short time
avallabie can also be expected to generate tension, anxiety, and frustration
in the developers. In addition to the burden of a short time frame under
which to operate, many of the developers lack prolonged experience with
creating instructional systems.

Evaluators, ''the 0SU team', were requested to 1) help the development
team focus and clarify their stresses and strains when (and if) they surfaced,
2) help the developers focus and clarify their methodological problems
and decision points in the development of their instructional system, 3)
help the developers develop instruments to be included in the field tests
to measure some of the worth of the packages, and 4) heip the developers
develop Instruments to be included in the packages to help the students

and Instructors using the packages measure learning of individual students.

A-1l
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2. The Elements of the Evaluation Assignment

The evaluation assignment is to contain four parts: a) Overall Statement
of Evaluation Design, b) Formative Design, c) Summative Evaluation Design, and d)
instrumentation to be Included in the ECAMM Packages

3) Overall Statement of Evaluation Design: The overall design statement

is written to give a perspective on the various individual evalu;tion
activities, to elaborate on the assumptions of the evaluators, and

to clarify the original evaluation Intent (with some modifications
due to developments since early June).

b) Formative Design: The formative evaluation design is based on a docu-

ment (adapted from D. L. Stufflebeam) created for the purpose of
helping the developers focus on their most crucial decision points.
This is to be supplemented with direct feedback on group process.
Short questionnaires are to be used to help individuals give anonymous
feedback in areas where they do not feel ready to make direct personal
confrontations. The questionnalres have a main éurpose. however, of
helping the development team pin point discrepanéies between individual
perceptions and ''group' perceptions on critical issues. A value of the
Snonymous que;tionniare should 1ie in its ability to show individual
perceptions without the influence of opinion leaders. This type of
information should add a helpful suppliement to information derived
from group discussions.

A second approach to the formative evaluation design will be
through comparison of the development team's activities and decisions
with decislion points dictated by the CID* Model. Since the model

is not linear and has no time lines (as yet), it should provide a

useful ldea) mode! for the development team to match Its efforts
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sgainst. In addition, the development team will be provided informe-
tion on development efforts similar to theirs to match their actual

functioning with the functioning tendencies of others.

Summative Evaluation Design: Since the OSU evaluation team is serving

as formative evaluatnrs and as developers of materials to be included
in the packages (the evaluation instruments), we can only set up

a summative evaluation design. We would not be a credible source

for performing the actual summative evaluation. A third source should
be tspped for that.

tn setting up the summative design, the evaluation team hopes
to utilize questions the developmental team (and coordinating committee
members) identify as important. The design should, of course, also
reflect the instructional format and the media used in the package.
For example, if the package teaches skills through simulations,
simulations should also be considered as a format for testing to
see '1f the new skills actually were learned.

The sunmative evaluation can involve three sections: 1) testing
for skills, information and at.itudes derived from (and toward) the
course as Intended by the developers, 2) testing for some relevant
skills, information and attitudes derived from (and toward) the course
not necessarily intended by the develbpers, and 3) testing for skills,
information and attitudes derived from (and toward) the course and
implemented after the course was completed for some (one day to 6
months).

Instruments for the first two sections of the summative evaluation
design would be appropriste for use during the field test stage. The
third section should be implemented after each field test. Summary

data from the first and third evaluation sections for every field test
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should also be stated in the same appendix. Results from the second
evaluation section should be included in the materials as the developers
think is appropriate.

Discussion of the reliability and validity of the evaluation
instruments should follow the guidelines in American Psythological
Association's manual entitled, ''Standards for Educational and Psychologica
Tests and Manuals'' as closely as possible.

Instruments evaluating the course may be dropped after the field
tests {unless the developers want to know how the packages affect
new audiences). Some instruments, however, should‘become a part
of the packages for students to use for self-assessment and for
instructors to use for student aSSeSSmeﬁt- The summative evaluation
will not address the packages' or the developers® develcpmental
process.

d. Instrumentation to be Included in the ECAMM Package: The summative

evatuation will be based on the instruments inciuded in the package
during the field tests and following the field tests.

As was previously mentioned, the evaluators will attempt to
develop evaluation instruments which somewhat imitate the instructional
modes of the packages. The rationale is that the results of the

packages will be somewhat parallel to the processes in the paclages.

3. Reporting Schedule

Contingent upon the developmental team's requests for service, the evalua-
tors have agreed to make at least bi-weekly reports to the Project Director‘
(Bruce). In addition, the evaluators have agreed to have the four products
(oversl) design, formative design, summative design, and instrumentation

within the packages) presented to the coordinating committee and the develop-

ment team on September 6, 1972. In return, the evaluators have been assured
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of st lesst two hours per visit of private interview time with the coordinating
committee. This is to allow the coordinating committee time to ¢ritique the

evaluation efforts of the QSU team.

L. OQutput of Products Schedule

The OSU teem will submit reports within one week of each ECAMM meeting
(ss 1s feasible). In additlon, the OSU team agrees to submit bi-weekly
responses to 'mini-products'’ sent from the development team 85 the 'mini-
products'' become available (and contingent upon the needs and wishes of \the
developers). The 0§ teem agrees to submit @ finel draft of, 1) the overall
design plan, 2) the formative design document, 3) the summptive design, ond
4) the recommended Instruments for use with the package and/or for flield tests

on September &, 1972,

5§, Lines of Responsibility Within the 0SU Evaluation Team

Jerry Adems has taken fina) responsibilities for the overall evaluation
design. He must make sure that el11 parts of the design are cons!sient with

esch other,

Madeleine Spelss and Paul Carlsen hove taken final responsibility for the

formative snd summative evaluation designs.

Key Adems has token final responsibl 1ity for the instrumentation that

goes In the package.

These essignments do not Infer work loed, but rether responsibliiity and,

to » great extent, suthority.

ée. Eveluation of the Evaluation Design and Implementation

gEvelustion of the evaluation will take place from three sources: 1)
the coordinating committee (through interviews), 2) the &evelopment team
(threugh direct feedback, cassette tapes and letters), and 3) staff at the

0SU Evelustion Center (through interviews).
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In addition, the development team and the coordinating committee will

be asked to fill out a checklist evaluating the evaluation.

6b. Evaluation of the Evaluators

The evaluation team has two central pressing concerns in the formative

stages of your effort:

1) How to help you get the packages finished faster, more efficiently,

and more creatively. This problem could be stated more concretely,

perhaps, as:
For every minute you spend in an activity that we request
(making PERT charts, specifying decision points, reading
our recom;\endations. filling out questicnnaires. etc.) you
should be able to see a direct benefit from, a) s noticeably
Scteer packége, or b) significanily more than a minute of
your work time on the package saved. To the degree that
(a) or (b; does resuit, we have succeeded in serving you
effectively.
2) How to refrain from contributing our opinians concerning content
and format for the packages, while contributing critical services
in other ways. Reworded: ‘'How can we possibly offer critical service
if we do not offer freely of our experience and opinions?" Qur
answer to the question is that we hope we can offer our experience
best by helping you focus your efforts. For example, we could present
alternatives when major decisions need to be made; help you focus
more time on major decisions and !2cs time on minor decisions; help
clarify value conflicts withtn.thc development team; help you be
aware of the match between your resources and resource needs uncovered

in similar development efforts; and get Informetion that you request
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to help you make better decisions. |f our experience is used to help
you fully In these ways, we feel our experience will have served you
well. Our opinions on what is bad or good content or format, however,
could only serve to complicate and interfere with your decision-making
processes.

A third concern we have regards the summative evaluation and instruments
to be included in the package:

1) How can we develop material that goes into the packages and stiil

objectively measure the merit of the packages?

2) How can we service your decisions and thereby influence the development
of the packages, and still call ourselves objective in measuring the
worth of your effort?

These issues are closely related. 'How can an evaluator objective'y
evaluate himself?" Our position at this point is that an evaluator cannot
validly evaluate his own efforts. We would recemmend. therefore, that we
set up 3 tentative summative evaluation design and that you commission & third

party to perform the summstive evaluation of your packages.

7. Summary

In sunmary, we have agreed to give you four products. The contents of
those products will change as your requests and needs change. In short,
we are in this together. Our efficlency should improve your efficiency; your

efficiency should improve curs.
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Definition of System

The system boundaries
The boundaries of the system include these elements defined on the
following chart and the resources available to them.

System elements

1.
2.
3.
4.
5.
6.
7.
8.
9.

Coordinating Commi ttee

‘miversity of Michigan Team

Ohio State Univeraity Team

ERIC system at University of Michigan

I.S.R. at University of Michigan

The "guide" by Ron Hawvelock

The three packages being developed

Audio visual resources at University of Michigan

Evaluation resources at Ohio State

The system elements can be broken down into element characteristics.
For example, the evaliation resources at Ohio State include the PRDB,
personnel expertise, etc. Audio visual resources at University of Michigan
might include, slide banks, graphics expertise and equipment for production
of transparencies, photography equipment, etc. The characteristics of the
coordinating committee might include a delineation of their knowledge
resource relevant to the project, availability, etc.
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Antecedents -- (defined as '"a statement of the events, pressures, and
information that led to a need for evaluation')

1. The U.S. Office of Education encourages evaluation as
requisite to continued funding. Consequently the pro-
posal reflects the requirement by providing for the
design of a comprehensive evaluation program.

2. A felt need for judgemental data concerning the develop-
ment process.

3. The association of Ron Havelock with the Ohio State
University Evaluation Center, particularly his close
relationship to Daniel Stufflebeam, gives evidence to
a continuing commitment to effective evaluation.

4. The necessity of including evaluation materials in the
products would make the absence of an overall evaluation
incongrous.

5. A need to develop instrumentation and evaluation procedures

for measuring the impact of the final product.

6. To provide a valuvable training resource and model for the
students working on the development of the training
modules.
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Who are the extralegal decisiom influences or ratifiers?

l. the evaluation team ~- accomplishment of evaluation activities will be
directly fed to the project coordinator. Although these team membe;s have
agreed to service decisions while remaining on the periphery of the develop-
mental activities, their feedback will, unguestionably influence or help
ratify decisions. The impact of influence will probably be greatest in
relation to recycling of activities at critical decision points. Hopefully
most decision influences will be directed at providing an empirical base

from which decisions can be made.

2. the coordinating committee ~- although the coordinating committee has

delegated responsibility to a student coordinator informal consultaticns
throughout the projects duration will shape the direction of developmental
activities. The nature of their input is likely to involve confirmation of
ideas and subsequent tasks (suggesting by the project coordinator or pro-
ject staff) needing accomplishment on a hroad scale. In obtaining and
processing judgements, the evaluation team will include their influentials

whenever critical decision points are reached.

3. the project developers -- developmental staff are without legal authority

for decision making. They will have considerable impact on decisions. The
project coordinator will provide leadership in defining the tasks to be
accomplished during the projects' development and staff recommendations will

certainly shape the natucre and content of project activities and elements.




A-13

4. There are also likely to be other role functionaries peripherally
associated with the project who may influence decisions. The evaluation
input must attempt to identify these functionaries and the specific roles
they play in helping to formulate decisions. For example there is apt to

be an influence on the evaluation team by center personnel etc.

The Decision Responsibility

The coordinating committee has delegated responsibility to the project
coordinator who has the major responsibility to make developmental decisions.
This role functionary must see that necessary resources are obtained,
where needed and, if necessary, muster action from any members of the develop-
ment staff. There is an additional free line of communication open to
the coordinating committee for focusing attention on the need for any unique

services that have not been accounted for in present provisions.

The Decision Authority

The decision authority resides in a coordinating committee composed of
three senjor staff members. Aside from assisting the project coordinator
in identifying, interpreting and helping to utilize available information
in designing developmental activities. This triumvanate will attempt to
help the coordinator amalyze project needs a priori during the embryonic
developmental stage. Subsequent responsibility for decision making has been

delegated to the project coordinator.
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Clientele for Information

In obtaining and providing information from an empirical base (from
which decisions can be made) the evaluation team will include influential
role functionaries as potential audiences whenever relevant.

In providing and obtaining information the evaluation team will initially
submit directly to the project coordinator. In turn, the coordinator should
not delegate this initial responsibility to project staff prior to his
review. The information channel to other project developers will be con-
tingent upon an initial review by the coordinator allowing time for resolving
information discrepancies or tu develop rebutals to any assessments with
which there is disagreement.

Information flowing to the coordinating committee will generally involve
efforts to secure additional trailning in order to facilate evaluation
activities for the evaluation team. In turn the evaluation team will pro-
vide the coordinating committee with information regarding general evaluation
policy such as developmental team operations, major breakdowns in procedural
design, a chronologue of developmental activities. In order to ameliorate
any threat to project leadership, should it rise, the project coordinator
will be welcome to attend any of these sessions in an observational capacity.

Any release of evaluation infommation to outsiders will be dependent

upon the concurence of the project coordinator and Ron Havelock.
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Decision Timing

Decision timing and the interdependency of critical time frames with
evaluation input will be established. Although some activities will defy
timely feedback due to geographical constraint, plans will be implemented
to maximize input prior to major decisions points. These peints must be
forecasted a priori where possible, in order to provide evaluators with
adequate implementation time.

The following points must be reviewed for maximum sychoaization to
occur: 1) dates of critical decision points, 2) time needed for reviewing
and discussing evaluation descrepancies by the developmental staff, 3)
furnishing required information to the evaluation team after scheduled
deadlines will authorize the evaluators to make equivalent adjustments in
their evaluation schedules. Finally, dates on which information is needed

must be reasonable in terms of time required for performance of the tasks.
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Statement of Evaluation Policy

1.11 Access to data sources. The project coordinator has agreed to
give all members of the OSU evaluation staff access to developmental
materials and information sources (e.g., records, personnel specified
in the evaluation design) during the duration of the affiliation.

Cpen lines of communication between the project coordinator and any
member of the coordinating committee by phone or direct contact during
site visits are anticipated. Any unanticipated need by the evaluators
to have access to specific documents or individuals will be made known
to the project coordinator.

1.12 Access to data base and evaluative information (who is entitled

to information). The OSU staff agrees to restrict its information
feedback to the UM project staff during the projects's duration, un-

less a separate agreement is made up. In turn the UM staff has agreed

to give the evaluation staff access to all data having any bearing on

the project’s development. All information and findings related to

the evaluation will be held in the strictest confidence by the evaluators.

1.13 The role in which evaluation authority and responsibility is
placed (who evaluates and who carries out the evaluation). The re-
sponsibility for the evaluation design has been fully delegated to a
4 member team from the OSU-based consortium. The responsibility for
testing, observations and other means of data collection activities
necessary to implement the evaluation design has been accepted by the
UM project staff.

. 1.14 Bugetary Limitations. Collection of data for evaluation pur-~
poses must be tempered by the restrictions placed on the University of
Michigan team in regards to time and resources. Since the project
funds are relatively small and the personnel working are only involved
25% time it is important that data collection provides for maximum
output of information while minimizing project personnel effort and
time.

1.15 Scheduling Limitations. Dates on which information is needed for
decision points must be reasonable in regard to lead time required for

the UM of make decisions. In turm, critical decision points must be
determined well in advance in order to minimize crisis behavior and
provide evaluation staff with adequate time to analyze, synthesize and
interpret the data. Some activities will defy timely feedback due to
geographical constraints. Delays by the developmental staff in furnishing
required information to the evaluators will result in equivalent delays

ir the evaluation schedule.
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1.16 Reporting policy. Reporting, whether orally or in written form,
will be summarized and interpreted in terms of project objectives in
order to maximize utility for decision making. The personnel to

whom each report is to be submitted must be specified in advance of
preparation. Again, geographical barriers will generally prevent the
evaluators from meeting unanticipated reporting needs. This points

up the need for a formal interface between the coordinator and evaluation
team during each site visit. Hopefully, these meetings will also permit
the coordinator to develop rebuttals to any point with which he disagrees,
to develop plans, to implement needed change, or to make necessary
modifications in the design itself.

Final design specification procedures for implementation and package
ins trumentation will be presented directly to the project coordinator
and coordinating committee. Subsequent release to any other agencies
will be dependent upon the concurrence of the coordinator and the
coordinating committee. Mnst reporting will take the form of an in-
formal progress report to the project coordinator. These sessions will
focus upon the following concerms:

A) Confirmation of the need for project component mod-
ification (expansion, etc.) as a result of project
evaluation.

B) Recommendations for revisions the evaluation staff
will provide recommendations posing several al-
temative actions with 'risk' statement attached to
each. )

C) .Descriptions of the provision site visits, progress
reports of each task group, a summary of develop-
mental consistencies and discrepancies (each product
will be assessed by means of the product criteria .
assessment guidelines established as AIR).

D) A review of imstrumentation under development.
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Formative Design Guidelines

The schematic that has been selected and adopted is a pictorial
representation of the blueprints which will guide and orchestrate the
evaluation activities. The blueprints' major features contain ce: ain
implicit assumptions:

a) The evaluation will break into 2 major functional units.

1) Formative, i.e., evaluations for refinement.
2) Summative, i.e., evaluation for assessing worth.

b) The functional unit addressing formative concerns will
divide into 2 major domains.

1) Evaluaticn of developmental steps prior to field testing.
2) Plan for implementation of evaluation during field testing.
It is important to realize that although evaluation of development
prior to field testing and evaluation during field tes"ing are temporarily
separated, they are both part of formative evaluation. Each cell of
the matrix is concerned with both areas and will provide questions,

instruments, p' ~“cedures, etc., for evaluation of both.

Embryonic Field

Development l Test
Formative
Evaluation

¢) Division of labor suggests that line developers will work
across (horizontally) the matrix addressing and priorityzing
questions concerning the project's intended goals, design
procedures, and expected outcomes. On the other hand, the
internal evaluators will channel their efforts down each
column focusing in on:

1) Specification of evaluation questioms.



K-19

2) Instrumentation and procedures for answering these
ques tions.

3) Plans and suggestions for division of labor for im-
plementing evaluation procedures.

4) Specification of directions for developmental staff
regarding the use of information for ultimate re-
finement of the package.

d) Each level of the vertical dimension is concerned with
processing judgments of all accessible individuals
associated with the package from inception through all
maturation stages.

The blueprint is chiefly intended to point up the status of both evalua-

tion and developmental progress facilitating systematic spotlighting

of missing elements in design, development, and validation of che project.
The following assumptions are made by the evaluators in respect

to this design:

1) Since project evaluation began subsequent to the conceptuali-
zation stage, the context evaluation is being done in retro-
spect. Although several development activities are in the
past, we still feel it is helpful to present a design which
addresses all facets of the development process. Evaluation
information on the early stages of development serve the
purpose of providing a rationale for continuous revision as
development proceeds.

2) The developers will provide the evaluators with a prioriti-
zation of the questions offered in the matrix. Such an
indication will help to focus the evaluation sc as to
maximize relevant feedback to the developers.

3) The proper completion of the evaluation design is to a large
degree dependent on the input of the developers. It would
be difficult to operationalize and implement evaluation
procedures and instruments without interaction and collabora-
tion between the evaluators and developers.
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PLEASE CAREFULLY SCRUTINIZE THE QUESTIONS IN CELLS 1 THROUGH 4
CONCERNING (1) GOALS, (2) DESIGN, (3) IMPLEMENTATION,
AND (4) RESULTS, SELECTING AND PRIORITIZING
THOSE ITEMS WHICH ARE MOST
CRITICAL- FOR YOUR
NEEDS
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CELL 1
Goals
Priorities Delineation of questions and audiences:

1, 1. What are the global objectives and goals for the
package?

2. 2. Who chose the goals and objectives?

3. 3. What was the rationale for their choice? What
criteria were used?

4. 4. Who is the intended audience(s)?

6. 5. What assumptions are implicit in the goals and
objectives?

7. 6. Are the assumptions accurate, internally consistent?

7. 7. Are the goals agreed upon by all members of the
developmental team?

8. 8. Are the goals and objectives clear and concise?

9. 9. Are the objectives measurable?

9. 10. Do they clearly point to developmental alternacives?

5. 11. Are the goals congruent with available resourvces
(human, monetary, etc.)?

9. 12. Will your goals be capable of programmatic exploration?

10. 13. Will the goals be congruent with accepted values

(norms, morals, ethics)?
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CELL 2

Objectives in Relation to Design

Are the given objectives stated operationally, i.e.:

a) Measureability

b) Learner behavior (ie written in terms of)
c) Conditions (restraints, supports)

d) Criteria for measurement

and is their accomplishment feasible?

Staffiqg:of Development Team

Has an assessment been made of the type and number of persomnel
needed to carry out each task?

What provisions have been made for demonstrating a match between
tasks assigned and competencies to carry them out?

Is your developmental (staffing) capability adequate?

a) What are your strengths?
b) What are your weaknesses?

Are there attitudes held by others who might conceivably impede
the work of the proposed project or interfere with its goals?

Project Leadership

Has the project leadership been delinecated in regard to:

a) The amount of time the leader will devote?
b) The degree of responsibility the leader will accept?

Who will the l=adership delegate respomsibility to for operationally
deiining the selected strategy?

The Design & Resources

Is the selected strategy congruent with resources (human resources,
equipment, materials, special services, travel, communication and
space) subsumed by budget?
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Have you delineated the availability of needed services (human
resources) both internal and external to the project?

Is your scope of work practical in regard to:

a) Schedule for task completion?
b) Availability of necessary hur..'\ resources?

Have adequate measures for, a; fiscal, and b) budgetary controls
been put into operation?

Alternative Strategies & the Design

Have you explored means by which to identify and assess alternative
training strategies?

Have you related how alternative developmental stratepgies will deal
with the prcblems, needs, or opportunities identified?

Of the spectrum of available strategies, what are the criteria for
strategy selection?

The Design & Scope of Development Activity

Is there a sufficient spectrum of developmental activity to cover
all the needs?

Design in Relatiom to Other Packages

Are you the only developmental agent exploring this area?

Does the project design emerge out of the work done in any other
endowing institution?

Have you assessed the relation cf earlier related work of other
developmental efforts?

Have you thoroughly explored your potential for cooperation and
collaboration with other developmental projects? e.g.:

a) Can you piggyback?
b) Can you dovetail?
1) compliment?
2) supplement?
¢) Fill the voids?
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Have you assessed your potential for enlistwent of assistance from: K
a) Other institutions?
b) OCollaborators?
c) Other professionals?

Have you explored the possibility of a communication network between
the project developers and developers of similar or related efforts?




Formative
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CELL 3

Implementation - what provisions have been made to monitor and assess

(to pinpoint defects/failures) activities during im-
plementation stages.

a) do provisions employ major milestones/decision
points in the plan?

b) do provisions employ sufficient resources for
moni toring the progress of programs?

which mechanisms have been set up to receive represen-
tative input from members of the client group expert
judges program personnel?

how are assessments of methodological adequacy to be
underiaken?

has a mechsnism been devised for identification of
potential barriers (i.e., barriers which interfere
with program implementation and/or operational pro-
gram design before implementation has occured.

has a mechanism bsen established for providing pre-
programmed decisions in case of failure to meet
designated criteria?

Joes the mechanism provide for adaption and modifi-~
cation in case of failure to meet criteria?

does the plan include an efficient decision~-making
process with appropriate delegation of responsibility
and suthority?

have the provisions been made to provide a complete
descrip_ion of program activities to the evaluators?

are the data collection and recording activities
syncronized with actual developmental activities?

are these design features which appear generalizable
and replaceable.

what featnures of the program appear unique and
idiosyncratic?



Formative

Results -
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CELL 4

are there any negative side effects, i.e., unintended
consequences?

are there any positive side effects, i.e., unintended
consequences?

what are the direct benefits?
what degree of exportability is being planned for?

what provisions have been made regarding assessment of
objective achievement?

what provisions have been made for providing useful information
to decision makers concerning potential discrepancies between
goal attainment and goal expectation?
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CELL 5

Operationalization of Evaluation Procedures and Instruments (for
answering questions)

1. Use of brainstorming sessions for determining objectives and
goals.

2. Construction of questionnaire for determining who chose goals;
what was the rationale; what criteria were used.

3. The OSU evaluation team will evaluate the goals and objectives
for clearness, consistency, comprehensiveness, measurability.

4. The 0SU team will identify assumptions implicit in the goals
and check for consistency.

5. A checklist of available resources can be generated and compared
with the goals and objectives to see if they are reasonable.

6. The use of goal free evaluation statements from participants in
the field test will indicate goal drift at that stage.

7. The use of a cluster-indicator, i.e., behavioral symptoms instru~
ment to gain information from both participants (what they
indicate the goals are) and the developers (the terms they feel
indicate intended goals) will help to measure discrepancy.
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CELL 6

Operaticonalization of Evaluation Procedures and Instruments

1.

3.

5.

6.

7.

Development of mechanism for assessment of staff development
capability at modular level to find out if self-assessment
(developmental competencies) done at the retreat is congruent with
actual performance in production.

Perjiodic self-assessment by module staff of strengths and
weaknesses. This could result in either regrouping the curreant
staff placement or trading off particular skills between groups
for short periods of time.

Time and decision log for Bruce? For reconstruction purposes,
and for self-assesswent of decision-making frequency and
capability.

A list of all available resources and a list of necessary and
desired resources could be checked for congruency.

Mechanism for introducing flexibility into the schedule of ex-
pected products. The schedmnle should change with the assessment
of development time required for completion of sub-products.
(Use of "Critical Path Analysis")

Projection of costs should be checked against current expenditures
for congruency. This could involve a projected cost schedule and
a weekly cost log comparison. Recommend use of “Program Planning
and Budgeting System'' PPBS.

Development of criteria for strategy selection. Assessment of
alternative training strategies currently in use. Comparison of
identified needs, problems, and opportunities with selected
strategy for assessmeant of "best fit".

Periodic comparison of current development with previously
assessed needs to insure that all needs are being met,

The development of a model (or paper?) which incorporates the
essential characteristics of related works and provides information
as to how the package fits into the arena of change effort. This
would help minimize duplication of effort and maximize focus in
virgin territory (how does that grab you!l).
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CELL 7

Operationalization of Evaluation Procedures and Instruments

1.

2.

7.

8.

Development of (open-ended and Likert instruments) for gleaning
representative input about perceptions of progress from members
of

a) client groups

b) expert judges

¢) program personnel

a. Generate a checklist of all milestones/decision points to
assess how many have been serviced by evaluation and how
many still should be serviced by evaluation,

b. Devise a form which illustrates time and bugetary pérameters
allowable for each phase of development.

Criteria are established for assessing methodological adequacy.

Time checklist of scheduled completion of subtasks established
and matched against products sent to evaluators.

Force field completed including (potential) barriers to program
completion.

Caecklist is generated which identifies alternative pre-programmed
dectsions in case of failure to meet criteria.

A questionnaire is generated which assesses decision making and
delegation of responsibility and authority.

A mechanism (chart, for example) will illustrate a degree of
parallel between actual developmental activities and data collection
and recording activities.
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CELL 38

Operaticvnalization of Evaluation Procedures and Instruments

1.

a)

b)

a)

a)

b)

a)

b)

c)

Establish mechanism for measuring negative side-effects by
iaviting two goal-free evaluators to go through the mock-

ups and independently record all the unintended consequences
that they forsee. (Due to financial constraiats, the use of

an Evaluation Center or U of M graduate student is recoamended.)

Compare the goal-free predictions with actual outcomes by
interviewing (cond setting snares for) several package
participants after the first field test and document negative
side-effects.

Follow the mechanisms above to measure positive side-effects.

Set snares and ask package participants open-ended situational
questions within the packages and document positive side effects
using inter-judge reliability (e.g. given such and such a
situation what variables would you seek out and avoid when
building a relatiomship).

Establish mechasism for measuring the direct benefits of the
3 packages by using instruments within the packages to assess
intended cogmnitive and behavioral outcomes. Behavioral
objectives can be used as the guideline for these instruments.

Measure the direct benefits of the packages by asking package
participants to list the most valuable ideas and techniques
they have learned from the package, aggregating and ranking
their responses through a frequency count.

Measure the exportability of the packages by field testing the
package at several sites with a hetrogeneous audience.

Measure the exportability of the packages by administering a
pock-up or rough developmental form of the packages as pro-
grammed materials (without a teacher) to a small control group,
interviewing participants afterwards for comprehension.

Creaic a checklist during embryomic development detailing

(1) required (2) desireable (3) optional, ecological variables
(as mentioned by Lippett) that can be programsed into the
packages to enhance their exportablility.
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6. Provisions for assessing objective achievement should include
the types of instruments mentioned in 3. a) above. Other provisions
for assessmeut at the field test stage might include: in package
role play situations with an observor recording achievement of
performance objectives on a 1 to 5 rating scale; a post-session
with a sample of package participants discussing in detail their
individual perceptions of the packages; a pre-test, post-test
format.

7. Institute unobtrusive measures to document the providing of use-
ful iaformation to decision-makers (i.e., Bruce, Ron H., Ron L.,
and Garry) from the developers. Information concerning potential
discrepancies between goal attainment and goal expectation during
the embryonic developmental stage could also be recorded un-
obstrusively.




s SVNNELA ALY

A-35

FORMATIVE EVALUATION

LY N

E— DEVELOPMENT : >

.

Goalg Desisns v Inplenmentation . Results

Delineation of

qQuestions and <
audiences ] 2 . 3 . 4
Operationalization

of evaluation pro- -

cedures and inst- 5 6 - ‘ 7 8

ruments for answer-
ing questioms.

L

. - LN . LR = -0 A S SN S T S etn S d
. . L4 ) Do
ot il . t’,f’,‘_._ 3 PR IR ':k:-_\'. oé ',"-‘:J"’:‘.‘-\-.{ S
R Y. ‘

RS L AR '.- B B :?‘- ’.\ TP M .. “.h X “"“..’
Ioplementation of .- '":.j‘“".;f',"*' cer ok
evaluation pro- B ETR SRS [+ PRSSR CHS § RS0 B + I ?1
cedures and N DT I S SRE
instrunents SCRNRNEY [ gl R R e cewe e
! Use of evaluation 13 14 15 16
| data '
i e N

NOTE: The shaded area indicates the section of the matrix which

follcows.




A-36

CELL ¢

Implementation of Evaluation Procedures and Instruments

1.

The evaluation of goals and objectives should be carried out
during the July OSU visit.

If a questionnaire is constructed for determining the origin of
goals, the rationale for choice, and the criteria used, it should
be administered to members of the coordinating team and the

task groups.

A checklist of resources should be filled out by the project
coordinator in conjunction with the OSU team at the next meeting.

The instrument to collect perceptions of goal statements from
participants on goai drift should be administered at the end
of the field test.

The cluster-indicator instrument will be administered to the
developers toward the end of the embryonic stage of development
and to the participants in the field test.
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CELL 10

Implementation of Evaluation Procedures and Instruments

1.

3.

Congruence of self-assessment with actual performance in
production at the modular level could be assessed by each
unit. Self-asse.sment could be combined with assessments by
others in the group and the average checked against a pre-~
defined minimum standard. Anything below that minimum might
necessitate a temporary tradeoff of personmnel in order to
accomplish specific tasks.

The above should be earried out after the mockups are
completed and the unit has had time to produce.

A list of resources, actual and desired, should be completed
as soon as possible by the staff of each unit.

The Critical Path Analysis (or similar instrument) should be
constructed as soon as possible so that it will influence the
necessary flexibility needed for orchestrating completion.

The projected cost schedule and current expenditure listing
should be constructed by the project coordinator as soon as
possible and if necessary, revision in design should be made.

A group of individuals possessing some familiarity and
gsophistication with related instructional packages might collaborate
to define the territory of the content area. This would result

in a better understanding and focus of the package in relation

to the field of change strategy.
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CELL 11

Implementation of Evaluation Procedures and Instruments

1.

3.

8.

Instruments to gain input on how the project is percelved as
"going" could be administered by the evaluators to members of
the coordinating committee and developers at the August 17th
meeting.

a) Developers and evaluators refer to decision points checklist
every two weeks after its creation.

b) Developers and evaluators monitor form which illustrates time
and budgetary parameters weekly.

The coordinating committee members could compare performance of
developers to criteria for assessing methodological adequacy
on August 17th and September 6th.

Evaluators and developers could monitor weekly progress of
congruence between schedule of completion of subtasks and

receipt of subtasks by evaluators. ‘

A force field could be completed by the developers (with technical
assistance of the evaluators) at next meeting to identify the
most prominent barriers to progress.

Developers could refer to checklist of altermative pre-programmed
decisions as a resource in case criteria are not met.

A decision making questionnaire could be administered to the
developers and the coordinating committee members at the August
17th and September 6th meetings.

Bi-weekly reference will be made by the evaluators to a chart
illustrating the parallel between actual developmental activities
and data collection and recording activities.
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CELL 12

Implementation of Evalusgtion Procedures and Instruments

1. & 2. 8a) The iwo goal-free (GF) evaluators (0OSU and U of M
graduate students not involved in the project) should
b~ invited to go through each sub-team's materials in
rough form at some time prior to the first field test.
This activity will be arranged by the OSU team. The
GF evaluators will study the materials at their own
convenience, making marginal notes and providing oral
feedback to Bruce. Bruce can relay any valuable in-~
aights about negative and positive side effects to the
sub-teams.

3. Instruments to measure direct benefits of the packages should
be constructed by each of the UM sub-teams for their individual
packages prior to the first field test. If desireable the OSU
team will assist in the initial resource search of existing
instruments and review and revise the UM instruments.

5. The checklist of ecological variables will be compiled by a small
task force from the OSU and UM teams working with Ron Lippitt.

7. Implementing unobtrusive measures can be accomplished throughout
the developmental process Ly both teams,
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CELL 13

Feedback Mechanisms and Use of Evaluation Data

A. TFeedback mechanisms (See statement of evaluation policies,
Sec. 1.6)

B. Use of evaluation data.

1. The evaluation team will "nform developers about mismatch
between their abstract grnals and some implicit commitments
of their materials.

2. If there are abstract goals which have not been attained
the evaluator needs to pick up the missing element.

3. During this final stage the developer should have minimal
degrees of freedom in regard to altering interpretation of
results.,
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CELL 14

Feedback Mechanisms and Use of Evaluation Data

A.

B.

Feedback mechanisms (See statement of evaluation policies, Sec.
1.6)

Use of evaluation data.

1. Use of evaluation data-information regarding a spectrum of

potential design strategies would be

a. reviewed

b. synthesized

¢. evaluated
in regard to a specific set of criteria designed to determine
how to optimally utilize project resources to meat project
goals. Ultimately, decision makers will use this information
for coming up with a suitable procedure for implementing a
selected strategy.

2. An analysis of one or more procedural designs is recommended

utilizin. either
a. a cost/benefit assessment
b. a force field assessment

3. Interpretation of results should not be subject to modification
by the developer.
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CELL 15

Feedback Mechanisms and Use of Evaluation Data

A.

B.

1.

2.

Feedback Mechanisms (See statement of evaluation policies, Sec.
1.6)

Use of Evaluation Data

Assist program developers to use process data. Examples of process
data include processed judgements from various involved persons;
recommendations from the OSU team; etc. Process data can be used
to modify either

a. actual activities

b. program design
Related to the above examples, suggestions for modification
tr.hniques include: reviewing results from judgement instruments
as to their usefullness to program developers; reviewing recommenda-
tions from the OSU team as to their usefullmess, timeliness, and
comphrensiveness to the UM team.

Assist program developers to use infzrmation accumulated from
establishing mechanisms and instruments by
a. providing feedback at timely intervals when needed for
(1) removing procedural barriers
(2) providing preprogrammed decisions

b. providing. feedback at regular intervals (bi-monthly) for

(1) conmpletely describing actual program activities
in terms of major milestones met, resources used,
and synchronization of recording and developmental
activities.

(2) identif*'ng and assessing the discrepancies between
actual procedures specified in the original program
design.
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CELL 16

Feedback Mechanism and Use of Evaluation Data

A. Feedback mechanism (see statement of evaluation policies, Sec
1.6)

B. Use of evaluation data.

1. Due to extreme temporal and budgetary constraints, evaluation
activities, regarding the interpretation of results, can most
appropriately be described as a hybrid formative-summative
focus. The formative principle of not needing to prove any-
thing during embryonic development and spending time only ex-
ploring and experimenting is a luxury this project camnot afford.

l.1 Formative

Unlike the *'"goal-free evaluator," the evaluation staff
will be utilizing information to inform developers on

the presence of a mismatch between their abstract goals
and the implicit commitment of the prototype (substantive
materials) package.

1.12 To pick up side effects the developers have over-
looked and to be able to identify some promising
practices.

1.121 May have to point out a need for "
shifting” based on the above.

gear

1.2 Summative

1.21 Determining the extent to which intended go.. 3 have
been achieved (i.e. feedback about the relative merits
of the project judged comprehensively and emperically].
Goals, of course, are paramount for effective planning
and implementation--one of the commandments of
evaluvation (Moses, 1972--A direct communication).

1.22 Examination and interpretation of possible dis-
crepancies between intended and actual outcomes. A
possible check list for missing elements including
some of the following:

*The goal-free approach is precluded by the fact that the evaluators
have already been locked in to a '"set" toward the projects goals.
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.a. degree to which the product meets the whole problem

b. degree to which the product clearly and directly re-
lated to the stated problem

¢. degree to which impact has been realistically forcasted
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The questions in this section SYSTEM'S ANALYSIS OF MATERIALS can
be used before and after the pilot test and field test for 2 pur-
poses:

(1) to analyze the 3 modules before the first class for adequacy,
comprehens iveness, goal drift, clarity, economy, etc.

(2) to analyze the 3 modules after the pilot and field test classes
for systemmatic revision in the light of how the modules held
up In actual pratice.

The SYSTEMS ANALYSIS OF MATERIALS questions can be used by the

Jevelopers, a panel of experts (eg. Havelock, Wals, and Lippett),

and an outside review panel who sre not fami lar with the materials.



ol

10.

11.

12.

13.

14.

15.
16.
17.

18.
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Analysis of Materials ( #2 and #15)

. Does the module contain all that it should according to the initial goal

statements?

Has all irrelevant material been eliminated? ( that which is neither included
in the goal statements, nor fills any clear cut educational function in
relation to the goals)

Are any areas given unreasonably large or unreasonably small coverage in
relation to goal statements?

In your judgment, is the content free from factual error?

. Are the procedural instructions for the trainee complete, clear, and easy

to follow?

. Is there a systemati attempt to establish connection between the student's past

experiences and concepts and the new knowledge and skills beirg introduced
in the package?

. Are there sufficient activities for application and clarification?

Are the examples given sufficiently varied so that the student does not get
a wrong or one-sided picture of the concept being taught?

. Is the information appropriately placed, so that, for instance, information

is not given after a response request has been mada?

Can the trainee assessment devices be answered on the basis of the
information the student has received?

Does the module activate a variety of response behaviors from the trainees
for the purpose of assessing cognitive and affective domains?

Is the trainee given an opportunity to work on problems which require
operating on several concepts or principles at the same time?

Deces the mddule give the trainee an adequate initial organization ("Gestalt
in advance") as well as an adequate final organization ("final Gestalt, e.g.
by means of "properly structured revision")?

Are there adequate feedback devices that help the trainee to brush up his
knowledge or recycle within specific areas of information if needed or desired?

Does the difficulty level appear to be adapted to a particular audience?
Is the meaning of new terms defined clearly upon introduction?

Is the general layout of the module both educationally appropriate and
economically defensible?

Are the procedural irstructions for the trainer complete, clear, & - easy
to follow?
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Directions for use of the Semantic Differential

Fil1l out the scales in relation to the term or concept which
is underlined at the top of each page.

Here is how you are to use these scales:

i1f you feel that the term is very closely related to one or the other
end of the scale, you should place your check-mark as follows:

fair_ X __: : : : : : unfair
or
fair : : : : : :__X__unfair

If you feel that the term is quite closely related to one OF the other
end of the scale (tut not extremely), you should place your check-
mark as follows:

good : X . . . . bad
or
good : : : : < X s bad

1 the term seems only slightly related to one side as opposed to the
other side (but it is not neutral), then you should check as foilow.:

nice . T S . : . -awful
or
nice . : . D S : awful

-

The directicn toward which you check, of course, depends upon which
of tne two ends of the sca'. seems most characteristic of the term
you are judging.

1f you consider the trrm to be neutral <n the scale, both sides of
the scale equally associated with the term, then you should place
your check=mark in the middle apace:

nice : : : X - : : awful

IMPCATANT: (1) Place your check=—. ks ir the middle of spaces, not
on tne boundaries.
(2) B8e sure you check every scale--do not omit any.
(3) Never put more then one check-mark on a single scale.
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Changg Agents

m (2) (3) (&) (5) (6) (7)

a) Necessary —_— — - — - - ___ Unnecessary
b) Flexible — — —_— - - inflexible
c) Distrust —_— - - — - Trust

d) Restrictive  ___ - - — - Permissive
e) Important - - — _— —_— Unimportant
f)  Approach — - — Avold

g) False - . . Genuine

h) Passive e . __ AMActive

1) lIrresponsible Responsible

j)  Successful Unsuccessful .




Flexible
inadequate
Like

Hard

Clear
Tense

Light

impersonal

Strange

Approach

(1

(2)
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Me as a Change Agent

(3) (4) (5)

(6)

(7)

Inflexible
Adequate
Dislike
Easy
Confusing
Relaxed
Heavy
Personal
Familiar

Avold



Negative
important
Free

Slow
Lenient
pifficult
Clear

Near
Restrictive

Adequate
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Iimprovement of Education by Change Agents

(1)

(2

(3)

(%)

(5)

(6)

Positive
Unimportant
Constrained
Fast

Severe

Easy
Confusing
Far
Permissive

{nadequate
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NOTE: OPENENDED Questions probe trainees' attitude toward the materials through
asking them for suggestions to improve the materials. These questions
should be used after each section or unit during pilot and field test classes
while the activities are fresh in the trainees' minds. Questions will be
useful for the revision of materials.

Note: The WORKSHOP GOALS instrument can be used to measure goal drift
for each unit or session of instruction.

Openended Questions ~

1. What would you suggest to help the content in this section of the workshop
become more clear and understandable?

2. What would you suggest to help the various steps to flow more logically
and easily?

w
»

What would you suggest to make this section of the workshop more interesting?

P

What did you like most about this section of the workshop?
What did you like least about this section of the workshop?

6. Genera' impressions, comments:




Yes

Yes

Yes

Yes

Yes
Yes

Yes

Yes

Yes

Yes

Yes

Yes

Yes

Yes

No

No

No

Ne

No

No

No

No

No

No

No

No

No

No

10.

11,

12,
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Gaining Acceptance Checklist

Can you identify and describe t*. stages of an innovation
before and arter gaining accentance?

Can you define acceptance in terms of the sequential pro-
cesses which it includes?

Can you select and justify a communication strategy based
on needs articulated by a client system.

Can you explain the process how individuals and groups
accept innovations?

Can you think of at least 6 ways to foster the gaining
acceptance process on the:

individual level?
group level?

system level?

Can you readily apply information gleaned from ''change’'
articles to your own back home situation?

Can you list and prioritize barriers to communication
in terms of their seriousness after listening to taped
er live role-play?

Can you develop mechanisms to overcome the most serious
barrier listed?

Can you identify the characteristics of innovators within
an crganization?

Can you make use of innovators within an organization?
Can you identify characteristics of a resistor?

Can vou plan strategy for dealing with resistors?



Yes

Yes

Yes

Yes

Yes

Yes

Yes

Yes

Yes

No

No

No

No

No

No

No

No

No

13.

b,

15.

16.

17.

18.

19.
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Can you identify types and characteristics of opinion
leaders?

Can you make use of opinion leaders in gaining acceptance
of an innovation?

Can you plan a strategy of adaptation for an innovation
in order to bring about acceptance?

Can you plan an effective communication strategy for
gaining acceptance?

Can you make effective use of the following med i ums ?
workshops?

discussions?

oral presentations?
Can you orchestrate multiple forms of media?

Can you demonstrate flexibility in strategy in order to
facilitate acceptance of an innovation?



A DIRECTIONS: Place a
-56 check (/) beside the
skills and competenci

Building a Relationship Checklist {which you now have.

1. Can interview self - asking probing questions about:
____ (a) own role

___ (b) own values

______ (c) own boundaries

____ (d) own knowledge

____ (e) own skills

_____ (f) own decision-making process

2. Can_gwn information about self received from others.

3. Can exhibit supportive interpersonal skills in a role-play situation,
including:
(a) paraphrasing )
__ (b) empathetic listening
___ (c) non-verbal: open body posture, maintaining eye contact
____ (d) giving and receiving positive feedback
L. can exhibit confrontation skills in a role-play situation:
___(8) frank about own values, boundaries, and feelings
(b) accepts criticism
___ (c) can probe effectively
__(d) give and receive useful negative feedback

5. Can define a variety of Client Systems

e ————

6. Can define various Change Agent roles listing positive and negative
facters for each role.

-~
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7. Can draw up 3 time table for a given change situation.

8. Can effectively search out informal information about client system
from a variety of sources.

9. Can list important environmental variables to consider at a 'first
meeting'' with client.

10. Can use the following tools to clarify or monitor a Client System -
Change Agent relationship.

(a) skills and competencies checklist
(b) force field analysis

(c) brainstorming

(d) third party intervention

(e) stop sessions

(f) interpersonal skills poo!

11. Can set up a data gathering mechanism for pre-assessment of client
system.

12. Can use formal and informal information about client system when
making decisions.

13. Can utillize 'stop sessions'' during role=play to generate alternative
courses of action.

4. Can formulate a tentative contract with various clients.




15.

16.

17.

18.

19.

20.

21.

22,

23.
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Can name variables that influence change agent - client contract.

Can state common problems of entry and re-entry for a variety of
change settings.

Can describe inhibitors and facilitators for a change agent working
inside a system.

Can describe inhibitors and facilitators for a change agent working
outside a system.

Can name and role-play different kinds of authorit roles.

Can describe and role-play possible client reactions to different
authority roles.

Can describe how to implement a support base in given settings.

can list cost-benefits of working alone in glven settings.

Can conduct a post-assessment of change agent - client interaction
including: ‘

(a) clarification of goals and norms at work in client System
(b) trust and power relationship between change agent and client
(c) needs/expectations of client aid change agent

(d) blocks - problems - progress

(cont inued)



2k,

Knows
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(e) hidden agendac
(f) manipulative techniques
(g) use of resources

(h) degree of mutual commitment

Roger's rule for conflict sit:ations.
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Backg' yund Information

Participant:

Address:

Street City State Zip

Position:

Highest Academic Degree:

Organization:

Please Circle One:

Age: under 20 20-30 30-40 40-50 50-60 over 6GC
Sex: M F
Present Role: Faculty Member Educational Sales
Evaluator Curriculum Specialist
Pfogram/Project Dissemination Specialist
Director
Educational Researcher Educational Counselor

and/or Developer
OQutside the Field of

Student Education
Educational! Administrator Other:
Specify
Type of Organfzation: State Department

Research and Dev=lopment (Center
School District

Publishing Fimm

University or College

Federal Goverament

School

Other:

Specify
Have you generally been successful as a change agent:

very successful successful unsure/not  unsuccessful very unsuccessful
applicable
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Gestalt Statements

This instrument can be used as a ''red light', exposing the need for
a class negotiation session or as a ''sounding board' for positive and
negative feelings about tht is going on. To be most effective, this
instrument should be used after each unit (every hcur and a half or

two hours). The results should be posted on butcher paper on the walls

of the room,



Directions:

| feel

| appreciate

| resent

| want

| learned

| plan
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Gestalt Statements

Complete the following statements. Give yo'r gut-level
reaction to any aspect of the session.
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NOTE: The next two Instruments: GROUP NORM INSTRUMENT & RATING GROUP SESSION*
can be used when the class breaks into "small' groups to:
1. analyze reading material

2. negotiete class activities to make them morc applicable to
own situation

3. conduct panel discussions
L. ‘*Back Home' action plan

y 5. plan stratigies for ticonflict in Communication'' tape or other
: simulations

The GROUP NORM INSTRUMENT should probably be used the first time

the class breaks into small groups. |t tends to set up norms for
group behaviors.
The RATING GROUP SESSION INSTRUMENT can be used most effectively

after a small group planning session (eg. simulation or back home) .

% Fox, Jung, Schmuck, etc. DIAGNOS ING THE PROFESSIONAL CLIMATE OF YOUR
SCHOOL and RESEARCH UTILIZING PROBLEM SOLVING .
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Group Norm Instrument for Class Negotiation Sessions

Consider what usually or typically happens during a8 class negotiation
session. For each of the items below, put one of the following numbers:

+3 This is very typical of these sessions
+2 This is fairly typical of these sessions
+! This is more typical than not

-1 This is more untypical than typical

-2 This is quite untypical

-3 This is pot typical at all

(For scoring
leave blank) -

l. When problems or differences of opinion come up in the
session, they are thoroughly explored until evervone
understands what the problem is.

2. The group discusses the pros and cons of several different
alternative solutions to a problem or courses of action.

3. Decisions are often left vague--as to what they are, and
how they will be carried out.

L. The same few people seem to do most of the talking during
the session.

5. Some very creative ideas and solutions come out of this
group.
6. When conflicts over decisions come up, the group does

not ‘avoid them, but really stays with the conflict and
works it through.

7- The results of the group's work are not worth the time
it takes.

8. People feel antagonistic or negative during the session.

9. Solutions and decisions are in accord with the trainer's

or ieader's point of view, but not necessarily with the
class members'. ‘

10. The discussion goes on and on without any decision being
Q reached.
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Rating of Group Session

instructions: Circle the number on each scale which comes closest to being

vour assessment of the session just completed.

How clear were you about your membership role in the session?

/' \ / 2 / 3 /) 4 /5 / &6 / 7 f 8 /L & f 10 /W /2 7

Completely Clear on some things, Completely
confused confused about others clear

How completely did you share your ideas in the session?

/ 1\ / 2 / 3 / & / 5 / 6/ 72/ 8/ 9 ¢ 20 f V) / 12 /

| did not share | shared about half | completely
any of my ideas of my ideas shared every idea
that occurred to me

To what extent were your efforts to influence the session successful?

; Vv / 2 / 3 / & f 5 4 6 ( 7 / 8 [/ 9 [ 10 /[ W/ 2/

Nothing | did had any About half of my attempts | strongly influenced
influence on the group influenced the group. the group every time
| tried

Mow clearly did you communicate your positive and negative feelings when you
were aware of them?

/v 4 2/ 3 / b t 5 4 6t 72 / 8 7 9 [ 1O /N /12 /

Not at all-=-no one | communicated to then Completely clear
knows how 1 was feeling clearly half of the time to everyone

How clear were you about how others were feeling during the session?

/ VvV / 2/ 3 / 4 t 5 / 6 ( 7 [/ 8 /9 / 0 _/ n /12 /

| had no idea about | was clear about | knew exactly how
how anyone felt half of the group everyone felt
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To what extent did the class benefit from the unique contribution of each
person in it? (By virtue of his role in the system, training, exerpei nce,
etc.)

/ \ / 2 /3 /4 /5 / 6 [/ 7 / 8/ 3/ 10/ W/ N2 /

Not at all-=-no real About 50-50 Completely benefited

benefit from anyone from everyone in the
group as much as
possible

To what extent did the class work at discovering how your unique background
and role could contiribute to what was going on? -

/ \ / 2 / 3 / & /5 J 6/ 7 4 8/ 9/ 10/ Wt / V2 /

They didn't find out They got about half They found out

anything about me that of the contribution everything about me

would have helped I could have made that could be of any
belp

How productive was the work of the session?

/Y / 2 /3 /[ & /5 4 6/ 7 / 8 /9 £ M0/ WY/ N2 /

Completely unproductive-- About half as productive Very productive--
nothing worthwhile . as we could have be2n as much as possibly
could have been done

How creative was r~e plan produced? (For example, actively testing and
building on each other's ideas)

; V. / 2 / 3/ & / 5 / 6 / 7 4 8 / 9 / 10/ WV [ 12/

Not creative at all-- About 50-50 Extremely creative
the plan came out of the plan~-is better than
lowest common denominator anyone could have

of ideas from the group ~come up with alone
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Composite Rating of Group Session

Record the ratings oy this chart as each individual

reports his ratings for each item.

Circle the point on each scale where the largest number

of ratings occur. For example, if two consecutive

numbers each have three ratings, circle buth numbers.

m
//\/-5//2
7\ 3 3

Connect the circles with a line, producing a profil:
of your group work during the planning session.

1R

12

Bl

12

11

12

N

12

1

12

A

12

1

12

[H

12

w
F
VI
o
~
oof
0

10

1

©
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The FOLLOW-UP QUESTIONNAIRE and RATING YOUR ORGANIZATION instrument
should be mailed to each trainee anywhere from | week to 3 months
after the workshop. The purpose of the two instruments is to

find out how much the trainees are using change agent skills gleaned

from the workshop in their howe organizational setting.
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Follow-Up Questionnaire

1. How often have you used information, techniques, or skills learned
at the Workshop, attended

. 19721

a. frequently
b. occasionally
c. rarely

d. never

2. Has your attitude abcut the role of the change agent changed as a
result of the workshep?
a. significantly changed in a posicive direction
b. bhas not changed significantly

¢. significantly changed in a negative dlrection

3. Do you find the new information you have learned from the workshop
applicable to your organizational setting?
a. yes ~ in many situations
b. yes - in a few situations
c. not yet

d. no

L, 1If you have found ar, of the information, skills, or techniques

taught in the worksiop useful, please list them below.
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RATING YOUR ORGANIZATION

DIRECTIONS: The following statements refer to the organization where you
are acting as a change agent to get a particular ipnovation
installed. Indicate how much you agree or disagree with each
statement according to the following scale:

SD = Strongly Disagree D = Disagree N = Neutral A = Agree SA = Strongly Agr

1. The clients are clear about the innovation. ) D N A SA

2. The clients have been given sufficient SO D N A SA
training and practice .o use the
innovation easily.

3. The leadership in the client system Sb D N A SA
builds and maintains motivation
toward use of the innovationh.

b. The organizational arrangements are SO D N A SA
compatible with the innovation.

5. The clients have necessary equipment and SD D N A SA
materials to use the innovation,

€. The clients have been given adequate help SO D N A SA
in understanding their new roles 3as
demanded by the innovation.

(circle one)
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This checklist can be used for assessing the summative
evaluation report. Since we are somewhat co-opted from doing
the sumiative evaluation (we did the formative evaluation and
provided instruments for the packages) these guidelines could
be used to focus the efforts of the individual(s) doing the

summative evaluation.
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A CHECK LIST FOR RATING AN EVALUATION REPORT  C-valuation Con
Boulder, Dec.,
This check list can be used to examine the report of an evaluvation of an educa-
tional program to see if the report provides complete and useful information.
i Needs
Well Better Not Not
Stated Statement !Stated|Appliceble

Area I--THE EVALUATION ITSELF
A. Audiences to be served by the
evaluation . . . . . 4 s et e 6 e ® s 6 6 s of e s 6 0 st s o SENCEREERE
B. Decisions about cthe progran,
anticipated . . .« ¢ . ¢ - 4 s 4 s e 0o o s e oo s s e afe 0 o b e oo oo
- €. Rationale, constraints, bias of
e\mluators......-.....-o...;.....-..r.o-o.

Area II--SPECIFICATIONS OF THE PROGRAM BEING
EVALUATED

A. Educatioral philosophy behind the
ptogran-.....o.........-....-...........
B. Subject matter to be taught .« ¢« ¢ ¢ ¢ ¢ o ¢ oJ o o o o ofe o o b o o o o
C. Learning objectives, staff 2d4ms . « « ¢ o o of o o o o ofe o o b o o0 e
D. Instructional procedures, tactics,
'edia e 6 0o ¢ 6 o o o 82 o o6 o o6 o o o o o6 o st e o o o ofe o o h o o s o o
B. Students: oiography, readiness,
soals.etc. e ¢ o ¢ e o o & o o o o 8 o ® o tf o o o o ofe o oo o o o o o
F. Instructional and community
SELLINZ ¢ ¢ ¢ o o o ¢ o o s o 6 6 o o o 0 0 oo o o o sfe o o o o & o
G. Standards, bases for judging
qullit’ o o o 8 6 6 06 » o o 8 o o o @ ¢ o o o s o o ole o o o o o o o

Area III--PROGRAM OUTCOMES
A. Opportunities, experiences provided .

B. Student gains and 1o5Se8 « « « ¢ ¢ ¢ ¢ ¢ o ¢ o s o s oo o g oo o o o»
C. Side effects and unexpected DONUSES =« &+ ¢ ¢ of o o o o ofle o o s o ¢ o =
D. Costs: cash, resources, work, morale . . . ¢ ¢ ¢ o ofe o & c o o o @

Area IV--RELATIONSHIPS AND INDICATORS
A. Congruence between intent and
.cm’-tyooo.cooooo.oooooooioooooo-oboooco
B. Contingencies, causegs and effects . ¢ ¢ ¢ ¢ of o ¢ o ¢ ofJo o o b o oo o

C. Trend lines, indicators,
cm”ri‘on’ [ ] [ ] [ ] [ ] [ ] L ] [ ] [ ] * [ ] [ ] [ ] e [ ] [ 3 L] '1 [ ] L ] [ ] [ ] [ ] L] [ ] ® L

Area V-—JUDGMENTS OF WORTH OF THE PROGRAM
A. Value of outcomes, different
poinuofview........................r.....
B. Relevance of objectives toneeds . ¢« « ¢« ¢ ¢ ¢ieo ¢ o o ole o o b

Readsbility of report
Usefulness of evalustion information gathered
Comments:

Q Stake
ERIC 10/70
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EVALUAT IonN

whe items listed below are intended to be polarized pairs of items. Please
Ciiwcx the box which most nearly describes your feelings about thc sessions.

- - e e —— — -
> L e

Ol e Bl < T I< T b B N

215 5152

Sl (B18]218)

et =3 - i & ~—

=@l dlrlal=

% W, 0 S
— et — — e
Reuacaed expuctations ssed expectations .
Personaily rewarding Personally unrewardin, R
soL uelpful to work iielpful to work -
Involving ot involving .
Bor.ag nteresting -
[ 3
Not_uifecti.y my behavior ! ffecting my pehaviur
1

Enjoyable Not enjoyuble
Creating new awareness Not creating new awar.aes-
Not encouraging action Encouraging action —_—
Orgaaized Disorganized/overorganize. _
rroducing: new ideas Not producting new ideas
Poor utilization of resource cod utilization of resource
staff taff
In.ovative design [ypical designs -
Goou utilization of MY toor utilization of MY
resources esources
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L. Wnat things did you like best  Hout the conference?

II. What things did you like least about the conference?

III. What features, from this program were helpful and should be continued in
future programs?

~ow

IV. What features were not useful and should be dropped or drastically modit
in designing future programs?

V. Any other comments you wish to make, i.e., setting material, trainers,
etc?




Directions:

feel

appreciate

resent

want

learned

plan

wish
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Gestalt Statements

Complete the following statements. Give your gut-level
reaction to any aspect of the session.



APPENDIX B

EVALUATION AND FEEDBACK
FROM EDCAMM FIELD TESTS

The summaries of each field test are
included in this appendix. The forms
presented in the beginning are an
example of the instrument used for
evaluating each test.



Whe items listed below are intended to be polarized pairs of items.

EVALUATION
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Plcase

cieck the box which most nearly describes your feelings about the sessions.

¢

HIGHLY

?IODERATELY .

" SLIGHTLY

SLIGHTLY

ponzmmx

HIGHLY

Reacued expectations

Missed expectations

Personally rewarding

Personally unrewarding

Not nelpiul to work

lelpful to work

Iavolving

Not involving

Borinyz

Interesting

Not aifecting my benhavior

ffecting my behavior

Enjoyable

Not enjoyable

Creating new awareness

Not creating new awareness

Not encougaging action

Encouraging action

Orzanized

sorganized/overorgani zea

.

‘Producing new ideas

Not producting new ideas

Poor utilization of resource
staff

%ood utilization of resource
taff

Inaovative deg;ggﬁ

Typical designs

So0d utilization of MY

Poor utilization of MY
esources

resources




II.

III.

IV.

wWhat things did you like best about the conference?

What things did you like least about the conference?

What features from this program were helpful and should
be continued in future programs?

What features were not useful and should be dropped or
drastically modified in designing future programs?

Any other comments you wish to make, i.e., setting
material, trainers, etc.?
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Gestalt Statements

Directions: Complete the following statements. Give your gut-level
reaction to any aspect of the session.

| feel s

| appreciate

| resent

| want

| learned

i wish
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FIELD TEST I: Royal Oak Public Schools
Royal Oak, Michigan

Audience: A group of 30 trainees, public school teachers,
administrators, State Department of Education
personrel and intermediate school district
supervisors.

Location: Camp High Scope, Clinton, Michigan (a rural
camp setting).

Time Design:

Day One Day Two
A.M, Meodule I Module III
P.M. Module I & II Module IIXII
Evening | Module I




Royal Oak Workshop

Jan. 19-20, 1973 - Camp, High Scope

items listed below are intended to be polarized pairs of items.

EVALUATION
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Plecase

eck the box which moet nearly describes your feelings about the sessions.

|

TR

O Bl el el 2 o |

Hi51El81514

AEEIEHE

MR
lelalalalx
R
eacired expectations 231 2 ssed expectations
ersonally rewarding 22 1 2 Personally unreswarding
jot helpful to work 2 1l |22 Helpful to work
involving 22 1 1 2 Not involving
Joring 1 123 iInteresting
Vot affecting wy behavior 1 ¢ [18 Lffectin&my behavior
Enjoyable 20} 3 1 Not enjoyable
F
Eﬁreacmg new awareness 18 1 &4 Not creating aew awareness
|
jot encouraging action 1 __ 24 kEncouraging action
Prganlzcd 21 | 2 1_pisorpanized/overorganized
Lroducing new ideas 21} 3 Not producting new ideas
:
Pror ucilization of resource Good utilization of rescurce
hcaff 3 1 121 beaff
[nnovative design 171711 Typical designs
ucilization of MY 181 6

cor utilization of MY
CSOUTCEes
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I. WHAT THINGS DID YOU LIKE BEST ABOUT THE CONFERENCE?
Application of change process te LET and/or our own problems.
STAFF! Really neat!

Sunday Sessions - Erain storming

I liked the methods used to present material, the staff's rapport
with their clients, and the setting _

Putting process into action in terms of our own situations

Speed - but not too fast - personal

The brainstorming. The small group action planning

Interaction. Practical application. Personalities of ISR staff

Informality. Involvement of group

Ideas on how to accomplish something. The organization with which
I can do something. The way things moved. Being able to transfer
new ideas to my back-home situation.

Brainstorming sessions concerning LET. Small group work. Actual
application of material in individual school groups.

Involvement -~ input with chance to try

Role playing - games - developing a plan using the change agent.'s
process

Terrific group leaders - pacing - techniques for future use
Being involved in the change process and group interaction

Being involved. Not being lectured to! No feeling of pressure.
I felt wvery comfortable. The pace was excellent - Held my
attention and interest.

I learned a great deal about, not only the people I work with at
sckool, but about the people I am working with in this progranm.

It changed my attitude of mild pessimism to optimism. Participation
in and practicality of all aspects.

The method of presenting information, group work and presentation
through the newsprint. I was impressed by the E.D.C.A.M. staff.

The brainstorming. The role playing. The presentation by Bill that
got us moving toward the concrete and a plan of action and his help
in summarizing and ‘tying together.

People - running the conference and people from my school I just
discovered. Practical techniques: force field, newsprint.

The pecple. The team of Rooney & Shaw are talented, warm individuals.
Bill Morris fits your team - (compliments I guess)

The very specific clarity of directions and goal and efficiency to
meet these things

The interplay bstween people, the pace, the atmosphere, the con-
vergence on objectives. .
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II. WHAT THINGS DID YOU LIKE LEAST ABOUT THE CONFERENCE?

Sometimes almost too organized -'Haybo‘trying to cram 3 days into 2!
Stages 1-6 beat them to death.
None e s T
Not enough time totally - ' ™ )
' slide Tape Froduction o

No negative comments .

Timing of sessions . A

I am exhausted! ' ‘

I enjoyed the entire process every session - honestly.

The cafeteria - perhaps because we were tired

Nothing

Time. Too short to absorb as much as I could have. Saturdays
sessions were begun in exhaustion. .

I would have liked more experience with developing observor skills.
Bill's snoring
Pace might have been a little long sometimes - bet 3 days is better.

The afternoor session was important and had to be done from a wasted
and tired frame of mind.

The break in the action at 3:00 yesterday without coming back to
pick up that thread

The pressure of time

Going beyond 4:30 p.m. on Friday. Perhaps giving your evaluation
right after lunch so that we could spend more time on it rather
than yelling

There were times when it might have helped to split up some sessions
with a 10 minute break.

The extremely fast pace ~ due to having to face great accomplishment
into little time. ‘
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III. WHAT FEATURES, FROM THIS PROGRAM WERE HELPFUL AND SHOULD BE
CONTINUED IN FUTURE PROGRAMS?

Focus on our problems! Changing membership in small group situations
- we need exposure to all points of view - not just our own little
circle. -

Establishment of working relaiionships

The use of slides, the timing on individual and group participation
role playing, explanation of where material came from, i.e. the
Gant calendar.

Learning to organize according to a process.
Involvement of participants

Informality, rapid pace, technique of demonstration followed by
performance assignment.

The design of change process. Building relationships. Task analysi:
overview of intro. caf. style reactions (Friday p.m.). Bill Morse

How to organize a program of change (all organ. ideas). The in-
volvement of the U of M staff with ours. The "newsprint". Using
the change process to deal with the problem of the people involved.

Application of concepts with help of resource people.
Involvement input with chance to try.

Role playing. Discussion groups. Planning. Newsprint.
Instant feedback - techniques for planning.

All.

Brainstorming idea. This idea was a new one to me. Lots of group
work - ‘this was a help.

Informality, practical application of materials presented, our
participation in the ideas.

All the features were helpful.

Brainstorming. Role playxng - especxally taking the other persons
(opposite) point of view. Action plan group work technique.

Practice in stages of change process. Actual application of steps
to project. Working with actual work group. Those aids to communica
tion activites i.e., process observer. Rap session.

Theory to action - use of newsprint to keep things before the
eyes. Use of sharing techniques among units.

The clarity of direction.

The pace and directness toward goals.

The method of "reporting” back from groups was particularly good.
Explanations of GNAT charting used various metheds of strategy.

In our group discussions it was helpful to have someone objective
to listen and point ocut things we couldn't see.

Role playing to analyze relationships. Applying concepts and processe
to our individual teaching situations.

L
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IV. WHAT FEATURES WERE NOT USEFUL AND SHOULD BE DROPPED OR DRASTICALLY
MODIFIED IN DESIGNING FUTURE PROGRAMS?

None

Stages 1-6 less time.
None

Managerial role playing.
None

Delivery system (methodology). Better coordination with slide/tape
presentation. Less use of newsprint for standardized content - ex.

. Gant charts

All was useful, but don't add ﬁore slides and tapes.

Food!

Honestlv, I enjoyed it all.

Program should be longer. More time to absorb the ideas.
I feel all features were useful and shouid not be dropped.

Perhaps more tapes of role playing scores or resistance to change
and then react to them (open ended type to continue) and comment
or moderation and technique used to break or deal with resistance.

I found all features useful.

The group process topics and tactics in the after dinner session
were mediocre in light of existing techniques to meet the objectives.

The cafeteria games were not as relevant or useful.

I don't like listening to tapes - but then again, it does provide
variety. Cafeteria did not have enough optiocns.

8:15 b;eakfast.

The "cafeteria" was somewhat confusing but possibly we were just
weary.
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V. ANY OTHER COMMENTS YOU WISH TO MAKE, I.E., SETTING MATERIAL, -
TRAINERS, ETC.?

This is the best most achieved conference (and most pleasurable) -
I've attended in 20 years of teaching!

Overall - AOK

Trainees very helpful. Needed more blankets - it was cold! Liked
the "cafeteria”.

Good, positive personalities

I can see where we were presented with a great amount of material.
Perhaps too much for the time that was available. -

Will we receive feedback that Todd has prepared?

It's good to "get away from it all" and concentrate on the job
to be done. —

The Saturday P.M. identifying what LET was and have to bring about
very beneficial.

Thank you - most informative - creative, very competent.
This was all good.

Excellent materials - organized. Trainers came across as feeling
"they really cared".

The trainers were excellent. They guided but did not push. They
were interesting, creative, but not overbearing!

One comment on the staff who I am glad I met. They are wonderful
people, understanding and I thank them for their assistance.

There should be more descriptive detail fox setting up the role
playing situations.

Nice setting. Trainers were friendly, helpful, and well-organized.
Keep me informed about what happens to your project. I might be

interested if you set up a training program for trainers (Diane
Stuart, 595 E. Troy, Fermndale, Michigan 48220).

I see the reason for a 3 day conference. 1Its a lot in tlhe space
of time we had. I regretted having to go to sleep. I wanted to
keep going.

I was particularly helped by receiving a systemized process for
problem solving in many dimensions of my group and personal life.

I would do it again next week. Jean is a great leader with inten: .ty
that is contagious.

The trainers seemed to complement each other. Each had different
kinds of things to offer.

Explanation at the start of the stop action technique. I think
that this is highly important for feedback.

I thought the trainers were all very good. They became part of
the group and knew how to offer advice without dictating and
pull some of the answers out of us.

The enthusiasm of the training team was contagious.
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I FEEL:

Like I can really use it.

That I have spent a very useful 30 hours.
Gcod/Tired.

Good. Relaxed and invigorated - have new expectations,
realistic approaches.

A sense of accomplishment and a desire to continue with
what I have begun.

Great. I feel like I learned a tremendous amount and that
I have established much better relationships with the people
on the LET team.

Excited about the possibilities of utilizing this process
for LET.

Good about - more confident about my role.

Right now that we are all committed - I'm afraid this may
diminish - but I hope not.

As if I'm headed in the right direction - put on course.

Satisfied - I believe our school is "off-the-ground” finally
on LET program.

Good about the last 36 hours.
Great! It was a rewarding weexend.

Completely satisfied that we have begun an excellently planned
work method for our project and that we have a long way to go.

More directed towards my task.
As though much has been accomplished.

Great, but somewhat overwhelmed by the tasks yet to be
accomplished.
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I FEEL (continued)

Good about having come - but physically very tired and
fogged out.

Better and Better.
More able to implement change.

Satisfied that something has lkeen accomplished and I played
an important part in it.

Much better about my involvement in the LET program.

Exhausted and brain weary, but have many thoughts to sort
out within the next few days and weeks. .

Very tired, but high! Ready for Monday - that's not usually
the situation.



I APPRECIATE:

Your hard work and involvement.
The personal approach.
Your sincere interest in the audience.

Some people in ways that I didn't have an awareness of before
and feel more effective, helpful and helped.

The time and effort put forth by all parties involved.

The help we received from resource people and the opportunity
to get to know them a little bit.

Other points of views - and, dedication to something we're all
going to have to work together on.

Your time and concern and your competency

The dedication of the people involved in the project.

The opportunity to work in this group situation - the sincereity
of the "Change Process" team - you're great!! Getting to know LET

team on & personal basis.

The way the trainers presented their materials and quickly involved
us.

Th> planning that was involved and the work it took in the
organization of this conference.

The ~~¢ple I work with and the people I met.

The way in which the "Change Process" staff presented their material
and worked with individual Royal Oak staff members.

Your help and guidance.
The opportunity to work with 25 other people.

The opportunity to participate and to build relationships with
participants.

The exposure to a fine program and involvement in an exciting experience.
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I APPRECIATE (continued)

The task oriented approach.

The presentation and the personal approach taken by the
change instructors.

Jean, Bruce & Bill.
The help we received this wveekend.

All the preparatory work that was done sco that so much could
be accumplished in a short tinme.

The new knowledge.
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I RESENT:

Nothing.
Nothing.
Hangovers for a brief time.

The fact that we'll have to go back to classrooms until
Thuxrsday - I'd like to continue (after a good night's sleep).

Nothing.
That our whole staff couldn't have been here.
The short time one had in change process

The fact that my staff couldn't be here - why can't there be
more money in the world?

The limited time.

Nothing.

Not having enough time and energy.

Wothing.

Nothing.

My own attention span at tiues.

Nothing now.

That you can't be part of our program.

All meetings couldn't be this informal and productive.
Teachers and resource people literally having to beg for time

and support for this type of program - therefore it had to be
crammed into a short length of time.




I WANT:

To use this stuff in other ways.

To return to my building and get to work on bringing about change.
Cvaluation at a late date - of success in chanage process.

Love, adventure and progress for folks.

To keep up the enthusiasm and commitment I feel now.

To make the LET program work in Royal Oak.

To get started!

Success of LET.

Some sleep.

To make use of the techniques learned here to keep on course
with LET and also as a toeol for implementation of future efforts.

To even delve further and utilize some of cthe techniques in other
areas.

To go home now and do some thinking, absorbing and relaxing by
myself.

To be able to follow through on new ideas.

To continue working on this as soon as possible so that this
work is not wasted.

To work and put this preocess into practice.
To continue working with this group.

To be able to implement what we have learned regarding the change
process.

To be successful in applying some of principles and things learned
and see change and growth take place.

The ideal.
To go home. I'm tired.

To change many things.




B-17

I WANT (continueqd)

to thank you all very much. Also I'm finally getting excited
about being in LET. Now there seems hope.

To keep the same spirit alive that began here and to build on the
relationships developed.

A chance to clear my head for a few hours - to "get it together".




I LEARNED:

It wasn't learning so much as a way to put it all together.
A lot. |

Much.

More than I am aware of yet.

What the change process is and how to organize my job in the
change process,

Where I am and where I sheuld begin to go.
A lot!

More about myself - How to act and react to people. The essence
of a change agent.

That change is possible - if systemized.

Decision making techniques and planniag techniques - also
things about myself and others with whom I'll be working.

Some possible new ways of doing things.

One heck of a bunch of things.

To try to assert myself and my ideas more.
About using research to help organize work,
About my colleagues.

A lot about change process.

A great deal about myself, the clrange process, and the size of
the task ahezd.

To identify specific methods of change process.,

Skxills that will be indispensible to bringing about our program
and change.

A lot about how to implement and begin to implement my ideas.
A lot about working with people, organizing yourself, etc,

More about the change process - perhaps with further thought 1
could attempt being a type of change agent.

A lot!
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I PLAN:

A lot of things. I can use a lot of this in staff.

To go straight home.

To implement many components of this process.

To become very steady and persistant in getting what I want.

To try to communicate my commitment and enthusiasm to the
staff in my building.

To go home and try to make the program work and get the people
in my school involved.

To use some of the information on problems other than LET!
To use my new found knowledge to implement change.
On making LET work.

To wc -k enthusiastically on the LET project - to take seriously
my commitment.

To use techniques in other areas as well as LET.

To use at least a part of what I learned.

To carry out my newly formed plan of action.

To use research in the future.

To follow this up.

To continue being actively involved wiil ithis group.
To implement as much as possible what was presented.
T~ work hard to get our staff involved in LET.

To follow through on specific measurable objectives using change
process methods.

Change some of my attitudes toward my job.
To keep growing in my ability to help effect change.
To use this informatien in LET.

To put into practice as many of the ideas developed here as
possible - hoping not to lose the enthusiasm generated.

Very little right now until I do what I want (see I want)




I WISH:

A great amount of luck!
I had learned the change process before I became an administrator.

A more extensive content base could have been identified before
the workshop.

To know what I want at all times and appreciate what I get both
for myself and other folks.

More people could be involved in such a conference.

We had had more time to go into our topics more deeply.

We could work togecher again!

The entire building of mine could have been inveolved (they need it)
and I wish more time could have been spent (being involved) in
your program - instead of 36 hours, perhap:s 72 hours.

This session had taken place in October.

All the staff could have this experience - I only hope some of
our enthusiasm will be contagious - also that we have some
momentum to carry us over the 'down times'.

We could have stayed another day!

People could get together like this more often.

The trainees and this program the best of luck.

That there could be more experiences like this.

You the best in your endeavors.

We would have had more time to work together.

We could have had more time.

LET could become a real prart of our curriculum.

Tc involve others in this process and have them feel some of
the gut action I received.

That I will not slip back into apathy.
All groups could interact so openly.
We could continue this type of work (LET) approach.

This group could meet again under similar circumstances, more
relaxedly to renew our enthusiasm periodically.

I could put the car on automatic pilot and just be homel
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FIELD TEST II: Ontario Institute for Studies in Education
Toronto, Canada

Audience: A group of 35 trainees (éostly males) employed
by the Ontario Institute for Studies in Educa-
tion as directors of field centers in the
Province of Ontario to provide consultation for
innovative programs in education, plus several
professors at OISE. The participants were
experienced individuals who perceived them-
selves as seasoned change agents and who were
skeptical as to the usefulness, for them, of
the materials.

Location: A ¥YMCA camp 90 miles north of Toronto, Ontario.
A well~equipped large camp facility with good
meeting space. .

Time Design:

First Day Second Day Third Day Fourth Day

A.M. Module I Module Il Module III

P.M. ) Module I Module II | Module III

Evening Module I Module II




v ol
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Ontario Institute for Studies in Education

The items listoed below are intended to be polarized pairs of items.

EVALUATION

Please

check the box which most nearly describes your fcelings about the sessfions.

'
e o
3] s | e} 2
e 2 alial s
TEHHEHEEHE
X Vo 11 Q
AR AR R R R
lalalalal =
Q@ ujn a
R >3l R i -
Reacuaed expectations 6l 9 112112 Missed expectations
Persoaally réwardim'vL 5 10 3 2 {1 Personally unrevarding
sot uelpful to work 61 113 10 |3 lielpful to work
Involving 4 1241112 Not involving
Boxing 2 2 ]11 ! 5 lnteresting
ot affecting my behavior 1 2 5 11 3 h\ffecting my bechavior
Eniovable — 4 16| 312)51}] 1 Not enjoyable
Creating new awareness 15 (91 41114 Not creating new awareness
Not encouraging action 1 ]11l1lejois ncouraging action
Orjzanized 7 11 3 |5 _Pisorganized/overorganizeu
Producing new ideas iO 413 2 1 Not producting new ideas
Poor utilization of reseource bood utilization of resource
staff 3 {Sf{1j410)1 btagf "
Innovative design 2 5 414 1|6 2 Typical designs
Good utilization of MY 9 | 44 |5 | 1foor ucilization of MY
resources esources

N = 22
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. WHAT THINGS DID YOU LIKE BEST ABOUT THE CONFERENCE®.
ommunication with other centers, particularly those with different
ationales (or models), face fto face or in small groups.

pportunity for personal interaction.

‘hance to be away from my normal daily activities.

etting to know people and their work.

eeting people from centers that had previously been names without
aces [ ]

elevant input.
Opportunity for discussion outside consultants
Overall loose, flexibie structure. Availability of resource personnel.
Focus on change concepts and literature.
Learning techniques, ''game-playing".

People "opened up' their attitudes. Guest team pleasant capable
young people. Interesting ''games."

%Group sessions on direct (real problems; Simulation (role) experience
(when linked to above)

ESmall group force field analysis. Meeting fellow participants.
EThe people. Opportunity to react.

tConsultation exercise. Communication meeting. Simulation.
Individual exchanges analyzing‘process problems.

Opportunity to work in small groups with field personncl and
personnel other than those from {ield centers.

Opportunity for group work. Fun in analyzing group norms.

Team.

I did support the concept that the deliberations should move to a point
of making commitment to particular actions. Beginning Monday P.M.,

the team took us into their confidence about where they were going

and what it might do for us.

You.

Meeting people.
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II. WHAT THINGS DID YOU LIKE LEAST ABOUT THE CONFERENCE?

The paralysis oi the large group and my personal ineffectiveness in
helping to break it. Not enough time in some of the exercises to

work my data into them and discuss it. The workshop not adaptive enougl
initially.

Our group norms.

The lack of field development. People's behavior as learners.
Inability to proceed to action, implementation of Havelock model, or
anybody's model. Frustration. Continuous postponement of groups needs
to an 'appropriate" point - which never really came.

Lack of consultant ability to lead group. Low cognitive level.

Low level cognitively. Manipulative attempts by a staff person.
Initial encounter too "'loose'", i.e., opportunity for pre-wanderers

to establish their outsideness. Lack of action but that is our hang-up
not yours.

Location.

Inactivity of some small groups. Unwillingness of majority ol participa
to "'play games' and give you our trust.

Inflexibility of some leaders. Faillure to accommodate our ideas into
plans, particularly first simulation game. Didn't take our preliminary
reports into design.

Model exercises not related to reality. No time for reflection.

Lack of establishing a relationship the first day between leaders and
participants. 1lst day implication by Gloria that the model and agenda
was more rigid than it actually turned out to be. Simulaticn was not
useful.

Mvriad hidden agendas. They remain.
Initial two sessions.

Inability of group to work as group either to determine common goals,
analysis of problems. or courses of action.

Too great an emphasis on the sessions. I would have liked (needed) more
time to get outside. To go for a walk in daylight, etc. The lack of
structure to hasten decision making. I didn't like the waiting around
for a decision to be arrived at regarding a course of action.

Inability to come to grips with real problems in working towards action.
Stems I think from the refusal of the group at large to deal openly
with problems or even enunciate them.



WHAT THINGS DID YOU LIKE LEAST ABOUT THE CONFERENCE? (Continued)

ack cf preplanning and overall tightness - Agenda needs face validity
nitially.

he Targon. The lack of any conceptual frame of reference and hence the
igidity. The refusal of everyone until the last evening and day to
ecognize that the real problem of our group was worth looking at.

he opening session I think created tensions between the team and
he F.C. people and also among the F.C. people - those who were williug

o give the team a chance and those who felt the team had already
emonstrated inflexibility and unwillingness to meet our needs.

S.

hortage of theoretical explanation for procedures. Little for the mind.
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III. WHAT FEATURES FROM THIS PROGRAM WERE HELPFUL AND SHQULD BE
CONTINUED IN FUTURE PROGRAMS?

The check list. The force field. Role playing real (my) problems.
Structure offered by neutral agents.
I don't know.

The simulation was great and had the most impact and consequences, but

these were not adequately capitalized upon. Having an observer sit in -

on small group work sessions and reflect back process observations.
Use of newsprint techniques, but people need more help or advice on
its value and need to write legibly, organize the information better.

Provision of a forum for a new type of interaction. Picture - introduc
tion.

Presentation of new procedures for dealing with real problem situations
Hard to say 'cuz I'm atypical in an atypical group!
Simulation and other games. Useful for teacher/principal groups.

Compulsion on people to establish identification of each others
behavior, concepts, problems.

Force field. Decision tree and Gant

The thrust toward the articulation of action proposals (thwarted
usually, unfortunately).

Consultation exercise. Communication meeting. Simulation.

Willingness to consider change process and organizational development
as applicable to problems of OISE.

Small group sessions. Force-field analyvsis. Workbook of checklists.
Some (not all) role playing situations.

I like the use of models but I am convinced that any behavioral change
or real understanding comes about from the use of the model on real
personal problems rather than learning about the use of simulations.

Monday P.M., the team took us into their confidence about where they
were going and what it might do for us.

Flexibility.

Some guidance and structure.

L
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V. WHAT FLATURES WLRE NOT USEFUL AND SHOULD BE DROPPED OR DRASTICALLY
MODIFIZED IN DESIGNING FUTURE PROGRAMS?

here should be more structuring of the arrangements, e.g., chairs,
ooms, to form a group like this into the structure of the conference.

ssumptions that were not checked.

he lack of clarity in field dev. staff minds about what kinds of
opics can be discussed with what processes. Ex. a training session
or change agents is not ~n appropriate time to discuss policy, admin.
atters or rumors.

trong efforts should be made to build the modules on the actual
ontent needs of the client group. We found it hard to accept an
xercise problem in terms of its content.

imulation only necessary in the absence of reality, should not be used
0 destroy reality of group dynamics in a group capable of handling
eality.

imulation much more comprehensive re. role sets - e.g., community
roups, board, administration.

ome of the examples need to bear on or make use of problems and/or
xpectations of group.

Less time spent on model exercises, on introduction.

Simulation. 1st day presentation should be reduced drastically for
sophisticated participants.

The discrepancy between the program pacuaage and the needs of the
participants.

Initial meeting should establish higher credibility. Simulation should
be more structured.

Given a group from a single organization -~ instead of sequencing the
;package, apply the stages on a step by step process to problems of
organiiation.

Don't expect too much from the first night's statement of expectations.
We're not tuned in sufficiently to know if we're to be serious, humorous
etc. Some of the Monday A.M. work was pretty elementary - not at a high
enough level. You might consider increasing its complexity.

Following from III - less learning about the model - as on the first
day - more application to reorganized immediate problems.

The slide-tape lecture

I have a view that for many audiences role-playing as a game is counter-
productive, and that analysis of roles in a realistic situation might
e more helpful for such greups.

ERIC

IToxt Provided by ERI
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IV. WHAT FEATURES WERE NOT USEFUL AND SHOULD BE DROPPED OR DRASTICALL
MODIFIED IN DESIGNING FUTURE PROGRAMS? (continued)
Rigidity in large group.

Silly games. T-group jargon.
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. ANY OTHER COMMENTS YOU WISH TO MAKE, I.E., SETTING, MATERIAL,
TRAINERS, ETC.?

hanx.

tting too removed and program to relentless. Material and trainers
}robably adequate if given a chance.
g

Fhere was too much urgency to get onto and through all the materials,
pxercises and stages you had prepared in advance -~ like a teacher

yho insists on sticking to the lesson plan no matter what. Although,
froup resistance finally forced an accommodation.

Like, love you all but bring an anesthetist (sp?) should an individual
yscape without group process interruption.

[‘'m with you and personally gained alot - perhaps the ''package'" as is
jJow works best with those ''young, green & wi.ling'" as I am.

fne trainer seems to be hypocritical - talks very democratically; acts
jutocratically. Problems of group, identified in advance could form
teal content selection.

Inless participants are prepared to pre-plan their own contributions
ind prepare themselves by studying backgrouud materials, the most

jeticulous planning by the conference committee will not prevent the
Jasted activities.

jenerally, I was satisfied with conference.

'rainers all individually personable. Jean came across as able to
'elate well in group.

ou did well in a tough situation. Michael took the real risk in
nsisting on using specific problems in the force field exercise. I
hink one of the Michigan team could have taken this risk or been
11i1ling to. Thank you - wish you the best of luck.

y major problem is that I am not sure what the inviting team contributed
o whatever happened for good or ill. My second problem is that I can fit
uite easily most of your '"concepts'" into fairly well-known work in
sychology such as the monistic motivation group. The conceptual frame-
ok group (Kelly, Dave Hut advise as well).

11 done.

re flexibility, less defensiveness on part of some trairers.




FIELD TEST III: Special Education Materials Center
University of Southern California
Los Angeles, Califoinia
Audience: The group of 19 participants consisted of 4
media instruction center directors, two teams
of professional educators, one from the Uni-
versity of Southern California and one from
the California State Department of Education,
plus 2 representatives from ACSA. Many
traveled from other states to attend. These
participants functioned in professional roles
as administrators of knowledge dissemination
services, educators, and school system instruc-
tional supervisors.
Location: The conference was held in San Francisco, Cali-
fornia at the Royal Inn. Meeting rooms at the
Inn provided satisfactory space for the training

events.

Time Design:

Day One Day Two Day Three Day Four
A.M. Module I Module II Mcdule IIIX
P.M. Module I Module II Module III
Evening Module I Module I




On Newsprint B-31

(Product: Feedback from Friday Evening)

WORDS - PHRASES - UTTERANCES

curious re: tomorrow

a beginning
Searching
1]
whew. excited
Physically tired-
hopeful about tomorrow )
thinking wss Inertial
Jazzed
Loose
Interested
Tentative
Pooped
Stimulated

44
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Evaluation Questions - Second Set by Bruce Weston - Day One, 510)

(c:: newspri
DO ANY - OR ALL - AS YOU PLEASE

1. Reactions to content of day. (esp. slide tape and discussions
Qutcomes)

2. Reactions to process of day

a. morning
b. afternoen

3. Feelings about the day - use any or ;il cf these:

I feﬁl ® 000 I leamed e e se
I resenﬁ cas I wish ....
I need ... I plan ...

I appreciate ...

un
4. Any gaps in today that we can remedy<<:s
— mn
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FEEDBACK FROM I_)AY ONE: 510
(lsF set of Qeeclrews)

1. Comments on content

2. Comments on process
3. Gestalt statements I wish; I appreciate; I plan, etc.

4. Suggestions for improvements

Question: (1) Comments on contert.

Question: (2) Comments on process

”

Not too crazy about slide-tape show - slides didn't really add anything
to tapes - and I can read faster than I can listen.

Very well done - good review and reinforcing with charts and activities.

Sufficient to carry out simulation and facilitate meaningful discussion.
ILiked visuals for back reference.

I like the model. I feel it's too much to assumilate in the morning.
1 feel another form of summarizing it would be good. Group input and
report was too confusing and scattered to comprehend for me.

Process was good - interaction was good.

A.M. - good input

P.M. - Solidify simulation more concentrated subject and common
knowledge before game begins.

Like simulation

The process I though was good. Intro to ideas and then stimulation
to see in action-very informative. I learned as much by what I &
we didn't do as what we did.
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FEEDBACK -~ DAY ONE

Question: (3) Gestalt statement: I wish; I appreciate; I plan, etc.

1.

I enjoyed teday and felt I learned something but am not prepared to
evaluate it's impact yet. Last matrix did not seem useful to me - but
it may be later.

It would be dishonest for me to finish this form at this time. I'm
bullshitting and I don't want to.

I appreciate the oppeness and honesty of the interactions.

I wish the simulation was structured more carefully to facilitate use of
all elements of the model.

I enjoyed the interactions among participants and presentors.

As a social interaction the simulation was a lot of fun.

I feel more comfortable and not so paranoid.

I need some time to take it all in.

I learned lots. ,

I appreciate your support and willingness to talk individually.

Question: (4) Suggestions for improvement

1.

2.

I'd like to see a real slam-bang mediated overview in the beginning.

Not at this time - tomorrow check again.
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FEEDBACK FROM DAY ONE: 510

(2nd set of questions prepared by Bruce Weston,
posted on newsprint, and responded to by ) group)

1. Strenghts
2. Iwmprovements

3. Comments

68
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FEEDBACK - DAY ONE (B.W.) —_

Question: (1) Strengths

1.

9.
10.
1l.
12.

13.

14.
15.
16.
17.

18.

(a) The simulation game.
(b) Fitting the content input in between chunks of the simulation.

I felt that the day was quite worthwhile presentation of model was
good and tapes were fair.

Presentation of Phases 1~-6 via tape/visuals package clarified the -
sequence and content of each phases; reinforced the comncept of each;
demonstrated by example what is meant by each classification.

The simulation process with particular weight om the post-tracing.

No need to change other than slightly more time.

Small group actively allowing more interaction.

Lengthy periods of discussion within full group relating to steps in
model, etc.

Informality of presentation

Simulation as a means of exploring model

DPirection of model to specifies of group experience.
Simulation - Just about right amount of structure.
Shared Presentation Responsibilities.

Love simulation activity. No matter what happens, something happens.
Trainers acknowledged wreality in relationship to their goals and the model.

Like charts, slides, tapes, visuals - inspiring is idea givers.
Good audio-visual materials

Flexible staff.

Structure, but stili freedom.

Obvious interest of trainers.
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FEEDBACK - DAY ONE (B.W.)

Question: (2) Improvements

1.
2.
3.

10.
11.
12.

13.

Shorten intro to slide-tape content presentation.
No arguments ~z process of day.

Pevelopment of key points (by teams) for applying "strategies' forced

participants to begin putting corncepts in written form and had relevance

because responses were based upon personal experience and background.

Discussion of strategies for the six stages - a bit weak needed
perhaps.

More discussion if possible ones from leaders or examples in order to
stimulate thought.

More conscious thought directed to model during simulation planning
and participation.

Stick to schedule.

More tasks.

Move people more often (Ph&sically)

Shorter presentations?

Work on value sigment, as it evolves in simulation

Ok some other way to work with psrticipant values as change agents.

Send out reading materials ahead of session. Perhars not book ~ but
pertinent materials.

0
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FEEDBACK: DAY ONE

Question: (3) Comments:

The work day was about 30 minutes too long for me.
I sure like your use of newsprint.

I liked the variety of tasks and the opportunity fcr frequent physical
movement.,

Positive - I feel I learned - look forward to learning more.
More interaction by trainers in the small group situationms.
Like the idea of sharing materials generated in discussion.
My feelings are very positive:

Didn't like what our group did with area 5 - I guess I wanted some
help from trainers.

Things are going well to date.
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FEEDBACK FROM DAY TWO

Strengths of today's program
Improvements I'd Suggest
Other Comments

(OPTION) Things I need to/want to
disucss hefore leaving tomorrow.

23
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FEEDBACK - DAY TWO

QUESTION: (1) Strengths of today's program:

l.

1l.
12.

13.

14.
15.
16.
17.

18.

19‘

20.

21.

22.

23.

Cafeteria experiences.

Interaction of ideas.

Some zood ideas and discussion.

Use of structured actlivities.

Layed back style of training.

Flexible, open, warm, team accepting.

High degree of preparation shows.

Role playing models — chance to discuss before developing our own.
Rele playing using personal conceruns.

Like the management situation.

Liked the discussion organization; Brought good info.
Cafeteria section - excellent.

The tape session Mr. D and the lst role play ok strucrured better for
Mr. D than the other -~ Ideal CT a bit confusing.

Openness of team to provide assistance and to actively participate.

Use of audio visuals.

Easy going and comfortable atmosphere.

Practical exercises in developing skills of improving working relationships.

Small groups permitted more individuals fo relate their own problem
experience for discussion.

Suggestions on how to deal with apathy are good. The time devoted to
this topiec was needed. '

Structuring role playing was gocd. Examples were excellent. To see the
Bruce-Jean one took it out of just audio. Other words, I was able to
visualize bitter. Diagnosis of back home relationships didn't happen for
me.

Simulations were gocd except "in-basket"

I felt constantly involved through the day in experiences that were both
enlargements of knowledge and also given the experience for me.

Simulation game (Couns-Asst Princ) and the Cafeteria
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‘EEDBACK. - DAY WO

Question: (2) Improvements 1'd Suggest

l.
2.
3.

4.

110

12.

13.

14.

15,

16,

Have had Havelock book available before conference.
Less simulation - more depth.
Better utilization of time.

More careful attention to scheduling of tasks. Relative to place in day -
not place in progress.

Pulling “Cafeteria" tasks in tighter. The content ground rules of exercise
i.e. Contract Negot. List.

Cafeteria section needs help in "Breaking up into groups. Somehow after
activities which allow the flexibility of peoples choice. Perhaps - keep
it out - use it as emergency measure.

Cursory Diagnosis of People in system - Should have been better structured
and more discussion - being the only persom of a group — made it harder.

Slow down pace - perhaps trying to accomplish too much. Especially need
more time to deal with back-home situations.

Have reading materials out in advance.

Small groups permitted more individuals to relate their own problems
experience for discussion.

List types of people and example strategies to start thinking of fits
with back home people.

Turn around “in-basket" - from change agent point of view.

Perhaps, considering the‘degree of involvement, it was a little long.
Perhaps its a matter of timing of type of activity.

Relate how (eést. sic) each activity or exercise relates to the model
etc.

-

All elements are not absolutely clear.

Rework some of the cafeteria tasks.




FEEDBACK - DAY TWO

Question: (3) Other Comments

L.

Today's goals not always clear.

Not much closure and reinforcement.

Smile - It's looking good!

Hope follo& up on ideas generated as a group is made.
Sawing and sending of newsprint ideas.

Suggestions on how to deal with apathy are good. The time devoted to
this topic was needed.

What would you think about having newsheets (outline form only) set
up in advance - then you could fill in from group discussion.

I'm tired and feeling good about how this conf is going.

(Option} Question: (4) Things I need to/want to discuss before leaving

tomorrow,

Determining priorities and goals for change.

Value discussion, client definition.

List items scheduled for 11:30; 1:00; 2:00

Hﬁw abgut some reference to topic qf "dissemination" as it relates to
change?

-

General and specific ways of gaining acceptance of new innovations -
maybe replay of altered in-basket exercise.

Tomorrows agenda looks good.
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Gestalt Statements 6L¢1&?’~

Jean, Gene, and Bruce.

Being able to attend a change agent's conference as a source of educational
training.

The effort you people made to present a good program. I liked the model or
system of presentation.

The humanness of the training staff and the participants.
Your concern, your help, your flexibility.

Three-man team of a quality supporting but different stvle people.--being
around this group as a whole--goed variety of folks.

The materials provided and the committment of the training staff.
The use of Lewinian concepts.

The knowledge of the team.

Ease of interaction with staff.

Others problems from across the nation.

The group informality and interaction, the chance to put theory into
practice. -

The open, helpful attitude of the trainees and the group.

The individual attention given by workshop trainers; arrangements (housing,
etc.); good "get-acquainted" session.



I resent:
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Gestalt Statements [l —.

Sitting for too long.

Several times during the conference of becoming bored for lack of activiti
or time structure.

Really nothing. Do I have to?
Having my evaluation of the woursxshop structured to this degree.
Some of the exercises.

Term too strong. Not applicable. Did want to pursue "value topic"
further~-some others but that was own fault for playing at night
paybe.

Perpetuation of certain unconstructive myths with regard to stereo-types
old (blockers of change, wrong) vs young (progressive, alert, conpetent
right), Adaoin vs teachers.

Poor organization and tiring scheduling.
0f nothing really.

A feeling that we were used too much as guinea pigs. Time and § invest-
ment of participants was great--maybe we deserved something a little
more polished. I don't like to be experimental on to quite this

evcent.
Wasted time that might have been spent on change tasks.

(Crossed out resent and put regret); Not having the Havelock book
available before the conference.

Push of time and the amount of consent to assimilate.

The fact we didn't get the materials slightly shead of time so we could
have read the first chapters, or possibly get an "overview" of the
process we were going to study.
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Gestalt Statements

Qur relationship to continue.

I want:

Better use of Media, techniques, direction and conditions available for
on going programs dealing with Handicapped/Non-Handicap.

To pursue some of the idea to processes suggested here.
fo maintain contact with you.
To absorb and integrate what I learned here.

To use draining in lots of ways; to seek some feelings im workshops I
coordinate--

To get into book deeper, pursue additional info on models.

To read more about current activities.

To practice in a real situation some of the things that I have learned.
To use many ideas from the conference after I have modified them.
Opportunity to test strategles.

To extract pieces, points, ideas from workshop to model and adapt to
needs of my region.

Te review info and material given to us for future reference and use.

t+ + 1+t £44 1 1+

To receive some of the material (documents) which were presented by leaders
but pot available in typed form.

£0



I learned:
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Gestalt Statements

The importance of identifying resources -~ particularly people.

More info about evaluation, components and quality of programs
from this session.

Most thru the simulation and role playing. I think the opportunity to
internalize ideas, to make association that are useable comes best in
experiences like these.

Some beautiful training techniques.

New ideas, checklists for change (good to make sure you haven't forgotten
anything) may things fall into place for ne.

About techniques but feeling myself with them. (makes good evaluative
data on affective level as well as lognitive).

Less thah I expected.

That I have not been using a change model.
Some useful approaches.

How to quantify data in many different ways.

Techniques for superimposing a model on a real problem, techniques for
training in change agentry.

Enough about some of the change-agent's strategles etc. to put them into
practice at home.

(1) The importance of improved communication (& listening); (2) how to
develop a Gautt chart and the value of a Force Field Analysis
» which should be of practical use; (3) some techniques of role playing.
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Gestalt Statements

rt
©
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To use what I learned here to modify my own efforts with change.
To try different types of feedback to reach projected goals.

To try to develop a similar program presentation system on that used
here.

To pursue change agentry further.

To continue working and thinking of models and process.

To include some techniques - newsprint sheets - because they felt good.
To finish book. )

To utilize as muc; of the ideas propagated here as possible.

To use some of the concepts in my activities.

To use some of the ideas presented here.

To continue to thiﬁk about certain ideas a little longer.

To share the model with co-workers.

To apply aspects of the model to othéei problem areas within my shop--Force
field, Ghantt, etc.

Use especially the Force field technique to better plan for and implement
change.

ot bttt AT bt s ot

To follow through on Force Field analysis of 2 problems now approaching
crisis stage; to use some of the other techniques in Havelock's
manual for encouraging change.

-




I wish:
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Gestalt Statements

You well.

To have more working relation with IMC and materials as guides.

I didn't feel obligated to complete this form. You're nice people;
meaning smart, good looking, sincere, hard working, and since you
want me to I will,

I had a copy of your cassette recording of the assist principal/counselor
encounter in the hall; and of the interview between Mr. Dietrick and
the C.A.

We had more time.

The long discussion on force fields (using simulation experience) had
been more problem related...because the group response (to me
indicated restlessmess. I felt frustrated and wanting to go on
with our problem.. (Selfish bitch, aren't I?)

I could be more positive. I think the workshop needs a lot more work.

More finalized materials had been available.

There had been more thought to how the last day tied in and held
together.

Group readiness had been equal--Progress might have been greater.

I'd had more energy to absorb input made this last day of the workshop.
I'd had more time to see Frisco. (C'est la guerrel)

That we would have had more time or less coﬁtént.

The original agenda, schedule, etc. had been mailed out to advise

about precise starting and ending times--then stay with that
schedule.
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San Francisco

EVALUATION (End Day 3)

whe items listed below are intended to be polarized pairs of items. Please
check the box which most nearly describes your feelings about the sessions.

¢
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Redcied expectations 4 {6 Missed expectations
Persoaally rewarding 6 5 2 Personally unrewarding
sot uwelpfiul to work 111 1 515 jlelpful to work . +10
Involving 714 1 1 Not involving
Borinz 114 5! 3 lnteresting _ +12
Not affectiny my behaviox 1 3 7t 2 Affecting my behavior +12
Enioyable 514 2 111 Not enjoyable
Creating new awareness 16 14 2 1 Not creating new awareness
Not encouraging action 1 2 713 incouraging action +12
Organized ' | 2 16 3 1|1 Qisorganizegdoverorganizea
Producing ncw ideas 517 1 Not proZucting new ideas
Poor utilization of xesource tood utilization of resource
staff 6 1 114 Leaff”
Innovative desipgn 9 2 111 Yypical designs‘
Cood utilization of MY 1goor utilization of MY
yesources 414 | 311 Fesources
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Evaluatien (End Day 3)

I. What things did you like best about the conference?

Simulation.
Role Playing.

Your involvement of the participants in the ongoing planning of the
workshop. Your attention to: change of pace, physical movement,
variety of activities, personal communication; listening.

Simulation-~role playing--opportunities for corsultation on real problem
The small group work sessions - with group debriefing.

Staff open and_interested in their'work.

Very little discussion of ideas and theory.

Opennéss of its staff.

Excellent audic-visual presentations. Congenial atmosphere; free-
wheeling within structured schedule; high caliber of training staff;
ease of communicating problems; willingness of others to help solve
problems.

--Information presentations.
—Simulations expecially "7 minute Day".
~-Havelock's Book (send out before hand).

People, newsprint activities first night and last a.m. Variety of
instruments for planning and analyzing. New ideas for doing old
activities—-exactly what I expected. Exchange oi affect with network
counselors, as well as others my hidden agendas were good, too, and
enjoyable.

Open, flexible, friendly trainers, value placed on individual
contributions opportunity to get acquainted with people from other
states.

~-Inclusion of many ways to do things not just "a way" or "the way".
--Opportunity to apply model to a real problem--mine.
-—-The weather.

Most things covered would be useful.
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Evaluation

II. What things did you like least about the conference?

Monday - Force Field, Gantt Chart.

Some of the content presentations could be improved. The written
directions for some of the communication games were weak.

The diffusion game--last day; seemed as if the scope of its release
was to broad to be recated to my concern. The in-basket game; seemed
out of context of change agentry.

Information overload by the 3rd day.

Simulation confusion (frustrating more than anything I guess) in
"7 min day" exercise.

Some sessions poorly organized and irrelevant.
Simulation games.
Lack of specific objectives associated with the sessions.

Feeling of time constraint at times. Needed time to review all materials
before start of workshop.

Not sticking to time limits.

Teo little movement physical and psychological.

Card form evaluations. Games-~good ideas. but not quite filled.
Felt anxious a couple of times during cafeteria stuff and last
a.m, game.

To much consent in time allowed.

Some of the simulation games had poor directiomns.

Lack of pre decided structure in role playing and simulation or
better stated always allowing free choice and group decision making
-- 50/50 a better balance.

No prior information. No chance to read book and other materials.

Some things did not fit well into the total plan. Expected to
get a more complete package.

&€
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Evaluation

III. What features from this program were helpful and should be continued in
future programs?

Simulation.

Role Playing (I would have like to have seen Group Role Playing with
tyres of people also).

There was probably an attempt to put too much into the time period
although good efforts at on-going editing were made. I certainly
appreciate the constant focus on relating to problems meaningful
to the group.

Chance to put ideas, brainstorming, down in writing.

Sharing aspects of small-group work,

lst 2 days.

Newsprint activities.

Sicliation games, but need more specificity regarding what skills
should be aiming for with respect to the change agent, and

associated roles.

Practical sessions where group developed product or consensus
statements. Some simulations were good, others not as
valuable.

Simulations expecially "7 minute day".

Like newsprint. Like your feedback sessions--fishbowl technique,
etc. felt well debriefed after each session.

Keep working on 7 minute day. Like it a lot, learned a lot about
me, them, and the process.

Audio visuals.

Variety and pace--good but too much--might reduce.
Modified of 7 min. day- simulation.

More readiness and pre-planning.

In-basket activities in giving role playing.

Constant effort to evaluate and search out feeling of group - Daily
and totally.

More things were helpiul.
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Evaluation

IV. What features were not useful and should be dropped or drastically
modified in designing future programs?
Roger's Game.
In-basket and diffusion game.

The village game needs some major revisions contentivise and presentation
wise in order to be productive.

Some reservations as to the value of some of the games - Listening, gp-.
role play, in-basket, etc.

A couple of simulations (modified) dissemination & 7 min. day.
Staff "winging it"” at times (modified).

Simulation.

Lectures.

Slide-tapes.

Contact negotiation session.

Have one structured evaluation sheet at end of each day and a very
quick checkchurt at finmal day.

Rogers Game
Modify lessen intensity of initial presentation (slides) Maybe?

Cafeteria exercizes--need to be truly adjustable to group size and
desires if offered again as you did here.

Strategy game--Last day.

Simulation--somehow structure for awareness of process as well as
crisis reaction. Niglhi time/and goal set maybe.

10 minute day simulation--modify Rogers simulation game.
Rogers.
All items listed on charts - just some would be adequate.

Diffusion simulation.
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Evaluations

V. Any other comments you wish to make, i.e., setting material, trainers,
etc?

Trainers were very art’culate and helpful.

San Francisco is good place for a conference.

More involvement in presentations.

Jean sings real good.

Felt the trainers did a landable job within the time constrains,
modification of program scheduling imposed on them. It was a
productive, "learning' workshop.

Staff could have been better prepared for some sessions.

Get the help of someone who understands workshop dynamics and organizat:
to help you plan and critique this workshop. Dont' count om your
ability to play it by ear. .

Enjoyed especially conversatioms with Gene.

Leadership team worked well together, gave feeling of confidence.

Thank you--I'm still JAZZED! I have a game I use on the use of Limited
resources.

Think it's really important to get book to participants before
conference--at least some printed info.

Facilities s/ setting excellent, trainers very capable, relaxed--
made us feel comfortable.

Trainers efforts to evaluate the workshop efforts--very good.
Trainers could become more involved with small groups.

Structure early sessions and allow freedom during latter sessions.
Process orientation during early stages of conference to set tone.

I appreciate your expertise. I would have like more research findings
and/or other materials related to the topic.
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Final Feedback from Group Discussion
(Monday, Day Three, 330 pm)
- should have known this was a "pilot program"” (Jack)
- should have had materials (e.g., Guide) before hand (Jack)

(*request to receive copy of materials generated: also how,
when, and who does one contact to receive package?)

- constantly repetitious (e.g., evaluators - asking the same
thing (Future)

- Evaluators are admirable, but should take more time (Doug)

- should have sharing activities at end of day, rather than
break up flow of act’vity (Jim)

~ should have simulations for each step, rather than for
Grandease situation.

- narrow down simulation prob.em!

- move up levels (e.g., individual to Group to community, etc.)

- Use simulation for trainers to assess group early in conference
regarding their competency at each stage, and design conference

to produce what they're not good at (Jim)

= Would have liked more theory, more discussion; but came to
conference wanting opposite (Jack)

-~ 3rd day added nothing (Bert)
- would have felt cheated if 3rd day dropped (Art)
- felt by himself when back home planning in Day 3 (Jim)

~ trainers could have been more devective, more structured -
but worked well together.

Jim - Asked for Trainers Reactions:

BRUCE: Great! Questiuns Roger's Game. Participants
worked hard, enthusiastic.

GENE: Impressed at how participants searched to find value
in any and all activities presented to them; high
energy level.

Jean: Felt that some ''personal" contact had been made, &
.felt like continuing relationship with them; noted
openness and ease of participants.
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FIELD TEST IV: Education Technology Publication's
Conference, New York City

Audience: The group consisted of 140 trainees from all
over the United States. Their primary profes-
sional roles were junior college administrators,
public school administrators, university psy-
chology professors, directors of university
based media centers, school system support
system personnel.

Location: The Americana Hotel
New York City

Time Design:

Day One Day Two

A.M. Module I Module ITI & III

P.M. Module I & II | Module III



TOTAL .- 73

“he dtens listed below are intended to be polarized pairs of items.

EVALUATION
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Plecase

chaecs the box which most nearly describes your feelings about the sessions.
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Reaciied expectations 111 32/13} 3 | 7] 2 Missed expectations
Persoaally rowarding 19 30} 9¢{ 3 6! 0 Personally unrewarding
sot nclpful to work 4 91 5112 117120 pMelpful to work
Involving 28 | 261 61 1 4 z.ﬂot involving
Boring 0 41 8' 4 122!24 lInteresting
Not affecting my behavior 0 5! 5115 127114 Affecting my behavior
Enjeyatle 22 1 291 9¢ 2 6! 0 Not enjoyable
Creating new awarcness 221 251151 3 31 1 Not creating new awareness
Not encouraging action 1 6f 3112 125120 Encouraging action
Organized 21 1 21! 6] 9 1 9! 1 Disorganized/overorganizeu
Producing new ideas 18 | 281161 2 1| 2 Not producting new ideas
Poor utilization of resource sood utilization of resource
staff 4 118! 61 6 118117 Staff’
Innovative design 117 1271151 4 2! 4 Yypical designs-
Good utilization of MY Poor utilization’of MY
resources 81321 917 813 Fesources '
Organized 151191127 | 7| C jOverorganized _
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I. What things did you like best about the conference?

Encouragement to use ''Change Agent's Guide
Meeting Resource Staff

"Process" Emphasis

The content

Slide tape show

Consultants in real problem settings

The staff

Participants I met

Learning new information

Opportunity for playing Simulation Game
New awareness of value of Simulation Game
Slide-Tape presentation

The willingness of the staff to help

The book and checklists

Group of people I worked witu

Staff that helped us

Group Problems

Introduction to ideas in a systemized format
Meeting people from other areas

The diffusion game

Small group format

Working out common problems

Pace

Work groups

The slide~audio tape presentations of the steps

The Diffusing Innovations Game (would have helped to have the rules of
the game the night before)
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Interaction with other participants
Simulation Game

Interaction with peers

Use of small groups with specific task orientation within larger framework
Pre work and questionnaire input

Degree of interaction in my group
QOrganization

OQur procedure to groups or Group process working
Materials

Game -~ great

The variety of formats

The excellence of the materials - prmt & AV
The pre-convention questionnaire

The obvicus preparation of the staff

The Simulation game

My group

Topic

Simulation

Texts

Group Sessions

People in the group

The diffusion Game

The material handed out

Simulation Game

Role Playing

Meeting the people

Feel I contributed move to the solution of discussed problem than I
received help in solution of the one I came with
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Contact in others and exchange of ideas on problems of planning &
implement innovation

The content material

The tremendous job done on the theoretical framework

Simulation Game

Role Playing

Topics cf Workshops

Game Involvement

Group Interactions

Usually don't care for conferences--this was excellent-Highly worth my money
Personal Involvement

The game and the idea

Simulation Game

The opportunity to work with a particularly adapt table group
Materials was well presented and activities were varied

I enjoyed the group activities and got a great deal out of them
Provided ideas for further thought

Provided impetus to utilize plan for change as ideniified to home problem
Innovation model explication

Trailning modules

Simulation Game

Slide presentation

Book and addendum by Dr. Havelock

Role playing exercise with Macline shop client

The demonstration cf gaming simulation

Participation

Reading materials - Havelock's
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Tape

Group Interaction

Participation

Involvement stratesles for learning principles of process
Ideas

Clear directions to groups

Meeting people and sharing concerns

Role playing:

Receiving materials before session began
Intimate groups

Game-Simulation

Group interactive activities
Collaborative problem solving

Simulation Game

Slide/Tape

Very small group activities

Simulation exercise

Invaluable handouts

Well played

Organized

Interaction with people from other parts of the country
Slides

Book

Role Playing

Games

The grouping of homogeneous interests

The simulation projects
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Interpersonal relationships good

Going thru the change process in a small group
Group work sessions

Tape before discussion

The game

Role play situations

The released presentation

Group dynamics

Emphasis on process

Group discussions, not necessarily in structured format
Concep*

Use of tape

Practical

Role playing

The group projects

The Game

Materials ahead of time

Methods aimed at interevaluations

High caliber of attendees

Hightened awareness of change process
Opportunity to gain new tools for home workshops
Pre-conference reading materials, media presentation
Simulation games

Guide was well done.

Enjoyed role playing

Simulation

Opportunity to meet people

Role Playing

Simulation Game
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Hands on experiences

Working with same group for long enough to get some working relationship going
Leaders knowledgeable and open

The opportunity to participate as a 'change agent' in the change process

Small groups

Informelity

Pre-assigned reading

Group participation

Not lecture led

Simulation Game - because we were adequately briefed on it, resource
people were prepared (ie. scorekeepers) and our task was focused

Involvement
Group interaction
Pre-distribution of material

Structure
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II. What things did you like least about the conference?

Crowded working conditions

Inability to see and hear from extreme end of room

Staff talking to whole group too long about irrevelent things
Compression of 3, eight hour days into 2 days

Some info on Easel (eg: Force Field) could have bcen on handout
sheet

Lack of printed material which would supplement text

Had the feeling of loose ends--wanted te pull things together
How about coffee and/or tea around 3 p.m.??

Too much reliance on group skills

Constant interruption

Too many interrupticns

Directions for activity not always clear

Not enough time on certain activities

Compression of three days' activities into two days is too frustrating
Go into more depth on fewer things

The time limits

Problems in our group organization

The rush, rush

Squeezing too much into too little time

Serving as a field test group is fine if warned ahead and not made to
feel it was rushed because field test had to occur regardless

Interruptions
Too large a total group and not enough resource people

Slide tape presentations (not professional)
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Some lack of clarity in concept presentation

Poor use of time - starting at 10 am

Constant reminder that 3 days are needed to do session effectively
Should have changed objectives to fit time available

The very large and somewhat cumbersome large group discussions.
Smaller groups are more effective

The presentations to the whole group

Problems with physical facilities

Late starting time (10:00 am)

Time constraints interferred when group got relling
No coffee

The time pressure

The frequent microphone interruptions - especially during the simulation
game

The verbal description of the way the training "is usually run"

T is would have been better in print (possibly paralleling the agenda)
verbally, it was confusing

Tapes; visuals; accounts of what we would do if we were using the modules--which
we aren't

Language (''strategize' bothers me in particular)
The copy-cat going thru the book in sessions

The lack of time to fully explore ideas
Tape-slide presentations

Constant interruptions of groups by staff--too much endless repetition
insult to our intelligence

Poor hotel arrangements
Screen placement
Crowding

One room =zoo cold
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Much more opportunity for exploration of problem that was asked for by
questionnaire which was mailed to leaders before conference

Tne first day was a bit confusing, people seemed to go in too many
directions.

Would have been better if people had been assigned to tables with topic
for group work decided an ahead of time~-perhaps group could select
from 3 to 4 problems

Being crowded

Underorganization

Design of workshop (time involved verbal directions)

Didn't meet my needs

Would have appreciated more insights into system after participation
Needed t¢ have summation of work and some feedback, analysis

Group to large

The physical arrangements

The visuals

Activities too compressed

Too disjcinted

The constaut interruption

Seemed to be too rushed and not enocught time to do everything

Many interruptions for direction giving

Quesionabl- planning for use of A V material i.e. Screen at end -of

room rathcor than center improves amplifrontion of audio visual--'"lav'
mikes for role play personnel

Time pressure

Structure for moving through model needs beefing up
Perhaps more specific objectives

Some of the presentations

Rushing and sketishness especially first day

Not erough time to deeply analyze problems

Too fast
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Time available/or activities - mostly too limited

Not enough time

Too many interrupti.

Could last 4 days

Should have started at %am (to Spm)

Too many interruptions while ia session

"Small" groups too large - not enocugh time with staff
Accomodations somewhat poor

P.A. system should be portable

Intimidation

Too hurried

Constantly relating to other format - i.e. 3 day Modules
Not intensive enough

If 24 hours were needed we should have designed 2 - 24 hour days for
workshop

Frequent shift of activities

Lack of staff involvement in group activities

Lack of specific direction for groups

Combined interruption to cohesiveness of group by incessant P.A. announcements
Training models unfined

Lack of time to get into process

Lack of time for indepth discussion of procedures chosen in simulation
projects

Hurried
Confused schedule
Directions sometimes muddy

No direct input on individual innovations that we worked to prepare prior
to the conference

Need more practical application of what we had already read in the Guide

Not enough time
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Too many things jammed into one day

We feel like shifting gears constantly instead of concentrating on
fewer assignments

Having to all the exercises with what I considered to poor instructions
There was too much jargon

Too little insistence or too few mechanisms for imnsisting that short
term group goals were reached.

Insufficient Time

Observed that some "pzsticipants' were uncomfortable with necessity to
generalize about issues and strategies

Poorly organized at the start--did not improve

Too many people--Next time be more truthful 25 limit for the
conference~~that's all!

Tape-slide presentations

Slow starting

Dis jointed-~-uneven pace

Too fast ir short time

Jargoness—-~almost new language

Overly large group

Little contact with expert

Time restricticns were obvious and frustrating

The room should have been supplemental with individual work spaces

Slide-tape poorly done--') Poor graphics; 2) No adjuct materials to
allow participant follow-through

Groups too large
Time too short

Room and staff too small to permit meaningful learning using the methods
and planning which were applied here

Little opportunity to exchange ir >rmation

We were directéd to select problem without ample time to hear all problems
in the group




-stion II Continued (6) B-69

Group discussions too short

Lack of possibility for feedback on group activities

Insufficient time to "act thru" in more depth the 6 Change steps
Just one-please don't keep reminding the grour that they were getting
a 3-day workshop compressed into Z days. Instead of making us feel
cheated, reorganize the workshop into a viable 2-day program.
Frequent interruptions by staff once we began tasks

Microphone announcements while we were trying to read instructions
Formal input

Too crowded for timg with a lack of positive feedback

Poor use of ardio-visual material. Often couldn't see or hear

Lack of time

Too much--too fast

Constant interruption

Poor preparation of participants
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Question III. What features, from this program were helpful and should be continued
in future programs?
Game
Variety of Activities
Small group interaction
Grouping of participants by area of interest
Slide tape show
Consultants in real problem settings
Slide~Tape Dialoge(s)
Some limited group activity
Simulation Game —_
Role Playing
Slide demonstration
Simulation Game
Work with a specific innovation...but not as long Need more time on own
Simulations
Role
The Busic materials
came
Role playing
The Game
Game
Small groups
Simulation
Micro group discussions as well as all subject matter presentations
Pre work & identification of pwople with similar interests/problems
Use of diffusion
Simulation
Group inveolvement
Games

Roll playing
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The general flow of the program alternating between group work and
leccture

AV presentation

Group sessions

Game

Stage by stage analysis

The game

The distribution by similarity of problem
Simulation Game

Role Playing

Much more opportunity for exploration of problem that was asked for
by questionnaire which was mailed to leaders before conference.

The Game was excellent
Slide-tape programs very good
Simulation Game

Role Playing

Forced Field Analysis

Games

Pre-reading

Depends on Nature of Group(s)
Group work

Problem Solving

Excellent - Continue and progress
Simulation Gaue

The Game

Instead of concentrating on one problem—establisrh a simulation and
quickly work them

Group sessions
Gaming

Concepts for use of change agents
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Handouts - book etc.

Simulation Game

Audio Tape

Game

Role playing

Simulation Game

Slide presentation

Book and addendum by Dr. Havelock

Role playing exercise with Mailune
Discussion following Gaming simulation
Reading materials - Handouts

Tape

Group Interaction

Project involvement

Game

Involvement strategies

All the discussions of change and analysis
I liked it as 1t was

Process, process, process - applied to all situations
All

Game

Slide/tape

Very small group activities
Pre-conference study material
Interaction

For condensing into 2 days - they should all be used -~ very helpful
in trying to apply concepts

The grouping of homogeneous interests

The simulation projects
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Game

Role playing

Clearer orientation directions

The Planning and Diffusing Innovations
Game was fun and very useful

More practice in area would have been helpful - an opportunity to
improve our skill

Group work sessions

Game

Role play

The Handouts

The use of slides

Emphasis on process

Diffusion Game

Role playing

Small group exchange ideas

The Game

Game

Consideration of a specific problem
Use of group process - but with more clearly defined tasks
Use of simulation

Most of it

Pre-conference reading materials
Media presentations

Simulation game

Role play

Simulation

The Game

Simulations

Explanations
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Role Playing

Rele playing - include more

Game

Learning about each other‘s problems
Change of pace - different types of activities
Pre-conf. resources

Audiovisual stimulators.

"Game'" Sequences

Use of case study selected by team
Role playing

Simulation game (more time)

Sequence very helpful

Simulations

Role playing demonstrations

Discussion and application of aspects of the change modules
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don IV. What features were not useful and should be dropped or drastically modified
in designing future programs?

Group too large

Time tco compressed

Compression compromised the effectiveness of the total program I think

Lock step time frames for all groups

Could have been paced on group basis

Re-thinking of "your problem" time

Last part of workshop

Too little opportunity for questions and general discussion with total group

Flease — revise your format so there is more time on fewer aspects and fewer
abrupt changes and/or interruptions

.
Trying to work on 3 stages
Too short a time

Don't have such a large group in a small space

Slide presentation needed introduction and overview. Hard to see some dark
ones. Code ff sketch on step # on right couldn't be understood.

Motify to identify a problem in common. Our problem had been a sol «~d innovation
so it proved to be difficult to work out strategies in relation to ic

Discussion of why this 2 day comference won't work or what hang-ups are
Defenséve behavior on part of co-ordinators.

Nothing in particuler

Whole program if only 2 days available

The Micre group discussions

Repeated and quick activity changes

Procedure for mutual introduction of small group should b2 improved

If poesible--allow the groups to self-pace

Use AV when ready for it rather than rush every.ne through the entire process
regardless of readiness

The tapes and most of the visuals

The general organization is wrong
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More intense concentration-—more opportunity for group interaction is important
Tape-slide presentations

Constant interruptions of groups by staff

Too much endless repetition--insult ¢o our intelligence

The division of tables first into I-III stages then IV te VI a problem since stages
build on each other

Recommend smaller groups -~ perhaps 5 people work on total umnit

Perhaps fewer activities. People spent alot of time figuring out what to do
Including 140 persons in one workshop

Slide/tapes

Personal projects if groups are greatly diverse

Some of the verbal presentations could be :;proved

More time for group intervention to develep

Cursory diagnosis - not followed through

Use a less complicated game or a series of simplified games

Assist some grups where 1 or more person dominated

Condensation of time

Format - frequent shift of activities; lack of staif inveolvement in group
activities; lack of specific direction for group

Lechurettes or pep talks from staff
Visuals
‘Smaller number of participants so resource people could have more input

Time spent on one participants problem. Would have preferred another Simulation
activity

Using 1 innovation from the group-from innovations submitted prior to conference
--one innovatior. with a ccmposite elements from all assigned to the group would
have been better. The member of our group with the problem did not appear for
the final exercise

More trainers to guide the small groups

Some groups had more than their share of talkers others were lacking

Make the conference a three day conference
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. Group discussions that never seemed i. reach a focus
Qur group never really settled on a good problem
Gaming procedures ought to be reexamined, refined

Most--since the 3 day format was reduced to 2 and the number of participants
was high

No more than 30

Divide into two groups

Tape-slide presentation need considerable improvement. They're trivial

Paper recording

Whole group inputs mostly wasted time

Better planning - you must change your teaching strategy to accommodate the size
of the group and time constraiats. Perhaps consider limiting the size of the
group

Include written instruction for each group at the beginning of each activity

Taking time to explain usual module approach

Suggest staff people serve as moderators at group sessions initially until group
leader emerges

Force-field analysis
Slide~tape presentation

Those near the end did not seem as well developed
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Question V. Any other comments you wish to make, i.e., setting material, trainers, etc?

Well presented

Personally I gained by experience

Diverse group backgrounds

Problems similar - We all encounter the same situations--school, industry, etc.
Too many people for too few resource persons

Interruptions were to abrupt

Microphone interruptions often hit our group at critical points disrupting tne.
activity

Well organized and conducted in an interesting format with the discussion group.
Improve competence of formal input

More simulations set up to permit feedback from experts

Trainers could be better used--they were hardly around

I believe you need to clearly define your expectations~-your part of the contract before
the session begin. Certainly you are selecting one particular aspect of a schema in
that the details of interpersonal communication skills, group dynamics and problea solvi.
need to be covered, but were not. Shouldn't you lock at an initial broad perspective
such as organizational development and use existing and new materials be necessary

over a long period of time?

Although this particular workshop feel short, in my opinion (largely because of
forces beyond the confrol of the staff), I think what you are trying to do is an
extremely valuable and meaningful contribution to making this new social technology
a viable entity.

- Select problem of individual who will remain

Too hot or too celd, too close in the room

I wonder if some general small group regulations would help. You assumed that
everyone knows all about small group work and interactions which I doubt existed
here.

Good program

Excellent job was done considering time constraints

Slide-tape & transparency presentations were not any help. They were only
redundancies

The atmosphere for real learning was not present--the lst day ended on a dull noie
and the 2nd day started very poorly.
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Hire an A.V. expert - let him decide where and how screens projections you
need

Very poor use of paper pad--next time use screen and overhead projectors:
The group is too large

A group of strangers need time to become a 'group'" before they can work together
and plan strategles of change.

More trainmer to guide the small groups
Some groups had more than their share of talkers--others were lacking.
Far too many people for productive workshop
Trainers. Ron and workshop was very practical and I can see immediate application
Pre~-test participants |
Surprised at low degree of proficiency with technology:
i.e. tape recorders learning

prcjectors environment

Suggest groups (1) play game (2) give contact (3) play game again (determine
growth in process understanding)

To disseminate the model one of two things should have been done~-in 10 hours only
10/24th of the model should have been disseminated or time should have been
adjusted to accommodate the 24 hours needed.

Enjoyed very much

More "Havelock' input

Main fault was it should not have been attempted in the time available Perhaps
the statement is too strong but it did disrupt thinking a great deal. (A good
try, with some success)

It seemed that you had rushed yourself, therefore I felt that I was being rushed.
Would like more opportunity to interact with persons other than in my own field
of work. i.e. health educators need to rub elbows with general educators par-
ticularly those in higher ed--and even chaage agents in business.

Perhaps the slide tapes assumed that the change agent was an outsider

Microphone and visuals could be better

Trainers and materials excellent

Fine
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I think that you should have a pre-thing to get everyone on same track
The presentation could have been smoother too many interruptions for directions

I think it much better to do a few things well than to compress a lot of
stuff into a few hours.

Definitely would have found it useful to be able to work on my own problem and
get expert feedback

Poor facilities--difficult to see screen, etc.

Reverse the homework assignment--roles are not defined in same terminology as book
uses

There must be better environments than bourgeois hotel ballrooms.

Please match your audio-visual resources to the group; e.g., your transparencies
were terrible!

No complaints

I really enjoyed the workshop and hope you use the registrant list for this workshop
as a mailing list for info. about further developments.

The strategy session could have been longer and more detailed. What we had was
great.

Continued interruptions with microphone most disruptive

Trainers quite pleasant to work with; material valuable

If I were you invited to this mini-conference I would either insist that the
conference conforms to your modules or revise the modules to the time place
cons traints

I resented all the comments on how this should have been done

Also include more resource people or limit enrollment

Worthwhile and enjoyable

When paying atteundees don't want to hear presenters tell why it won't work before
wa start.

Staff member that publically labeled our group as "the bad guys" hit egos, etc.
and caused several to drop out for awhile.

A general orientation session to set the stage better would have been helpful.
Somehow things seemed to be rather disorganized

Trainers were helpful and readily available
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Practice principals they teach in relationships (trainers)
It did not take this learner from where he was to where he would like to be.
Why not, when working with a large group and several staff members, break into

smaller groups to facilitate two-way communication. I am surprised that "experts"
in group process were not aware of this and other aspects of group dyrnamics
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Most important personal learning from the 2 days:

Other important learnings:

Did you come to the conference Qith a specific change or innovation project
in mind?

If yes, has your experience in the conference changed your plan in any way
(altered, added to, or improved upon)? How?

Do you plan to utilize any of your learnings from these 2 days in the next six
months? If yes, explain how.

Do you plan to utilize any of the materials you acquired in the conference?
(GUIDE, Checklists, etc.) Explain what and how.

Do you think a workshop of this type would be useful to others in ¥our home
situation? Do you wish to make specific plans for such a workshop
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1. Most important personal learning from the 2 days:
Working with others. |
My problem in the table topic--excellent help:
How to use the planning system effectively.

l--Don't run a rushed workshop.
2--There is a logical process that improves the
probability a desired change can occur.

Awareness of value of each of six stages or steps.
Importance of getting information before planning
a strategy for diffusion. I was aware of the
importance of building relationships.

Formal learning about change processes.

A formalizing of the structure for being a change
agent.

Tremendous value of group work in generating ideas
and solving problems.

Some mistakes I was making in not spending enough
time establishing relationships and the importance
of opinion setters to bringing about changes.

(a}) My intuation on how to effect change is rea-

sonably reliable.
(b) My overall planning is inadequate, that I
could become more effective.

Renewal/sustaining strategies, concept of change
process in total.

Overall picture of change agent role.

Reinforcement of heretofore "intuitively obvious"
steps and amount of time necessary for Steps I-IV.

Discovery of problem commonness.

a) To be more systematic when planning an innovation
in not leaving out any of the crucial steps.

b} To emphasize the importance of the planning
stage--i.e. taking the time necessary (Stages I-IV)
and deciding on the strategies to use in gaining sup-
port and acceptance.

Learning from my group about our common problem.

Chance to converse with others on similar situations.
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Most important personal learning from the 2 days:
(continued)

What "capacity for renewal” means; it's precisely
what my project needs most.

My colleagues at table.

Importance of establishing a plan for change,

i.e. actual listing of helpers, hindrances and
neutrals. Application of stages concepts - again
actual development of plan utilizing what has been
presented at conference.

Reinforcement of the way I approach my role as a
change agent.

Availability of training program.

Strategies for innovation diffusion.

Use of games for stimulation.

-A practical process that systematically guides an
inovater to implementation and continuance of a
project.

-Gave me a frame of reference to judge my own
ability and how I can take action to be more ef-
fective.

Enormous complexity. Need for very careful planning
and getting evaluation feedback consistently.

There is & human dimension to problem-solving.

Resource information from a participant in the
conference.

That there are a number of groups working on organi-
zational development, and that too often they operate
somewhat autonomously--not enough sharing.

Details concerning innovation change process.
Dynamics. People met--interaction.

I'm way ahead of others.

Systematic approach to planmning and fiffusing inn-
ovations.

Process to bring about change.



B-85

Most important personal learning from the 2 days:
{(continued)

The description and different actions of innovator
and leader.

If you have a 3 day format work only 2 days to
apply--change the whole unit to get 2 days.

Game -~ methods of diffusion.

Other people's progress and problems.
Organization of change strategy.

Acquired process for facilitating change.
Spend more time in planning.

All the factors to consider in plans for inno-
vation.

Bacsis in Kurt Lewin.

How not to hold a workshop--by changing the para-
meters and apologizing to the participants in
advance.

Total concept change agent -~ how to put to practical
use.

To be highly sensitive to needs of client.

Any innovation takes time and planning. Planned
change is imperative in high education.

Utility of Havelock Model to problematical circum-
stances. It possesses value to theoretician and
practitioner alike~~diagnostically, prescriptively
and predictably.

Use of process and insight into gaming techniques.

Principles of diffusion learned in game.

Going thru the change process is a learning exper-
ience. Working with other "change agents" from
different institutions and share the experience with
people. :

Techniques of building <elationships of supportive
kind.

Application of process to team approach reinfcrced
importance cf diagnosis.

Further insight to sociological techniques.
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Most important personal learning from the 2 days:
(continued)

The necessity of relationship to build planned
change.

a) Reinforced as to the importance of a systematic
set of steps in implementing and innovation in
education.

b) The opportunity to be exposed to educators from
other parts of the country.

Terminology.

Plans to follow--pursuing innov:: . -ns.

Planning is vital to every stage ¢. innovation pro-
gram.

Methodology.

The operation of simulation game analysis of the
change agent's role, forced field analysis.



B-87

Other important learnings:

Renew and some discovery of innovation guidelines.

How to react more positively to other people.

1--The group that pulls tcgether may be considered
"deviant," but they build a strong troup solidarity.

2-~-Simulation games are a great way <o pull it all
together.

3--Opinion leaders are the people to walk on.

How to use "insiders" and "outsiders" and when to

use them.

Roles of change agent.

Self-renewal--how to maintain this!

Same as #1 (Formal learning about change processes).

Interaction with others-~clarification.

Relative importance of the stages of diffusing in-

novation and the relative amounts of time and per-

sonal investment they require in the light of their

effects. :

(1) Group work and dynamics (will use your techniques)

(2) No matter what change we are involved in--the

steps to success are similar.
Reinforcement of diffusion process.

Interaction with other participants and sharing
common problems.

The fluidity of the stages.

That my level of expertise is not too far below
others (peers).

Importance of building relationships.

Not sure yet.

The game, dynamics of group learning.
Sharing experiences of my colleagues.

Use of helpers--opposer and mutuals.

Sharing of problems was especially valuable.

Computer~based resource units in Kansas (frcm other
participants), gaming.
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Other important learnings: (continued)

Information steps.

None.

-That other people in other school districts have
similar problems implementing changes.

~-That there is a workable process!

Value of team approach.

Total system analysis is part of problem-solving.

That some--in fact a good deal of my past train-
ing has been suitable. I also got to practice
some skills in our group operations.

Process for teaching about innovation process!

Observations of participation.

Other people are far behind.

a) How to facilitate group dynamics.
b) Success is importance of simulations

System components and application.

How to involve others.

-Delay decision on action until all data gathered.
The difficulty in presenting a workshop.
Importance of secuencing of action.

Necessity of feedback, media adaptability.

KL's forces (+, ~,?) and strategies.

Guide is a good book, but can be used by an indi-
vidual without a workshop.

Total Concept Change Agent - How to put to practical
use.

Strategies for diffusion.

The proper use of media in selling an innovation.
The importance of group dynamics.
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Other important learnings: (continued)

Insight into problems posed by other participants.
Had reconfirmed the notion that establishing
relationships are very important but that there
is not set formula for doing it.

The theoretic frame work of the process.

6~stage change plan generally (importance of
each phase).

Importance of establishing relationships.

Confirmed feelings that it will be the sociologists
concerned with education whe will provide the in-
sights that will enable educational change to take
place in the next decade.

Use of team for change parttime to let process work.
The importance of diffusing the innovation.

Time developing relationships critical. Check-
lists useful in assessing process and progress.
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Did you come to the conference with a specific
change or innovation project in mind?

Yes ~ 44 Ne - 15§

Partially--during the conference I've become more con-
vinced it may be worth the effort to try to cause a
change.

No interest in process of change.

Yes--we are engaged in clustering our schools and
staffs and students.

Just a few chips to invest.

Yes. To facilitate development of an individualized
learning program for graduate students in education
administration.

Yes. But it is only in initial planning stages.

Yes, but need training capability on a regional
basis.

No, I was a late registrant and therefore had no
ideas.
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If yes, has your experience in the conference changed your
plan in any way (altered, added to, or improved upon)? How?

Will go slowly (more so than I would have).

Improved upon--to work out better relations, and choosing
of many more solutions.

Yes, rather than continue with forced change we are now
using it may be better to work at it to bring about.

It will add to and improve the plan but at this point in
time I‘'ve not thought it through completely. I think it
is unrealistic to expect a complete revision at this tinme.

Yes. I plan to follow the Guide more closely.
No but reconfirmed.

It helped to clarify the procéss of setting up priorities
for next year in a way that is both effective and realistic.

(1) Added to and improved.
(2) Made me realize the "establishing of relationships" and
that time spent initially.

Yes-- (1) To this point there has been very little publicity
about the effort. This will change. (2) I am now con-
sidering a much broader group of factors.

Improved--clearer idea of steps/events/activities to be
followed.

Reinforced my ideas and plans of-action and addéd that of
the change team concept.

Much more clear a certainty.

Yes, I learned that a need of patience and perseverance
is not uncommon.

Not much, worked on another problem, somethings about
process, which was the point of the conference, right?
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If yes, has your experience in the conference changed your
plan in any way (altered, added to, or improved upon)? How?
(continued)

I plan to proceed in a more systematic, carefully thought out
procedure.

Yes--it has made me aware of need to expand change tean.
Suggested refinements in planning organization process.

Yes, in developing the last stage-~-keeping and strengthen-
ing the innovation.

As identified in #l-~-will be better able answer this when
I've made some application.

Improved upon--made me more aware of the need to ensure
acceptance of the innovation.

Yes, accelerated time frame for developing local programs.
No changes.

Yes. I see some ways to help me maintain and expand the
program through feed back and involvement of others.

Improved awareness of complexity of change process.

I expect that I will continue my caution in working with
community groups.

No, but the time away from immediate work pressures has
been helpful.

Assisted (added to) change strategies.

I have refined my model and have a better perception of
its place in the implement action stages.

In terms of personal relationships-~-yes.
Helped me think through it more.

No.
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If yes, has your experience in the conference changed your
plan in any way (altered, added to, or improved upon)? How?
(continued)

It has more clearly shown that the goals of my project are
unrealistic.

More consideration to social system.
want more info on your work!l!

Yes, cleared much cloudy thinking--given me a definite
systematic-sequenced approach. I know now I have direction.

Through the process of brainstorming, I was able to list
alternative approaches to the utilization.

It has served to outline steps that are necessary for
introduction of the change.

Reinforced processes I acknowledge to be essential for the
training and design of an outside change team.

added to. I gained more ammunition, courage, ani insight.
Inproved upon--dealing with "blockers" and diffusion.

Yes, will review goals, strategies and determine "fit" with
6 steps.

Clarify steps/process more than substance.

To concentrate more time and effort on the diffus:on
techniques

Not likely. Our planning group at home has thought in
greater detail and depth than could be done here.

Yes.
Yes. 1 plan to to plan.

Added to-and improved upon. Pointed out additional
avenues to explore.

Better identification of overall factors and then impact
on the implementation of the innovation.
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Do you plan to utilize any of your learnings from these
2 days in the next six months? If yes, explain how.

Yes. Will be more sensitive to steps to be taken in
implementing I.I. program.

As a teacher I intend to use the model to improve the
classroom.

Yes~--immediately upon returning to the school I shall
write up an overall report and start working on Stage 1.

I will try to develop a plan to bring about the change

in attitude of our faculty from force to desire in the
design and selection of alternative instructional strate-
gies.

Yes--will be planning with Central Office Nsg. Service
how to implement results of the Nsg. Multimedia Project--
I'1l be sharing my learnings with the staff and help with
the planning.

Yes--in developing more innovations.

Yes--to interact in my school to help bring about change.
Yes.

Within the next six months I will be engaged in long-range
planning , in re~defining my job description, and in
helping to implement widespread change. 1In doing these
things, I feel I will use everything I have learned in
these 2 days.

Yes, we are now engaged in Clustering.

Yes--will assist me in evaluating and planning implemen-
tation of innovation.

Yes--Planning/implementation of new faculty in-service
process.

Probably within 12 months.
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Do you plan to utilize any of your learnings from these
2 days in the next six months? If yes, explain how.
(continued)

Yes, in redefining my change team.

Yes--haven't established a pattern suitable for reaching.

Yes, to aid counselors in working on self-improvement and
a training project.

Some general concepts learned may be helpful.

In planning the steps to implement the innovation that I
as a change agent have introduced. Especially a strategy
for acceptance.

Yes--I plan to map out in concrete terms (stages) my
strategy.

Not sure yet.

Yes, same as 3b--developing evaluation, keeping the inno-
vation intact.

Yes. The chairmen of media resources will be encouraged
to become change agents.

Yes. In presenting plans for innovation to administration
for integration of Learning Resource Laboratory facilities
part and parcel of total learning experiences planned for
curriculum.

Yes--develop a more systematized plan for acceptance and
self-renewal stages.

Yes. Create awareness in regional management team. Work-
ing towards developing local training capability.

Yes, plan to conduct a workshop for department chairmen
this summer.

NOQ
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Do you plan to utilize any of your learnings from these
2 days in the next six months? If yes, explain how.
(continued)

Yes, in workshops and task force meetings. A key to
getting these groups to take action and risks.

Yes: curriculum development.
Yes. Unfortunately, I do not feel that the information
provided by the conference went much beycnd what was

provided in the text.

I hope to do a thorough diagnosis of my work situation,
including existing relationships.

Modified game.
Yes, as a teacher of ed. admin.

Include in classwork--university level. Also utilize in
a community workshop experience, association mtgs.

Only to the extent that they've already been internalized.
Intend to share with 2 deputy-directors and six supervisors.
Yes.

Yes, (1) implementation of programs in public school;
(2) dissemination of information.

Involve more pecple as agents of change.

Change team concept.

No.

staff development. Adapt materials to our situation.

Yes, to train leaders in my school system in this process.
ves, good survey of needs and research.

Yes, but need more data . . .
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Do you plan to utilize any of your learnings from these
2 days in the next six months? If yes, explain how.
(continued)

Not specifically.

Yes, the text will be my . . . and the added role playing
technique.

I will specify the competencies a program should enable
educational administrators to acguire. Establish use of
such communication techniques among students as the
conference call.

Yes, by making use of a change team.

If I get the chance, yes. My notion is in the planning
stage and awaits the endorsement of "superiors".

Yes. I think the diffusion game and the general 6 stage .
model will help me plan some innovations and to conduct
some assigned evaluation. I expect to read more in the
field too.

Share with others.

Planning Committee: diffusion techniques.

Yes, will review goals, strategies and determine "fit"
with 6 steps.

Refine techniques I was already using.

Yes. I am presently in the midst of a change enviromment
--only needing rational approaches.

Yes. To develop and implement more relevant (techniques)
strategies for self-renewal of the projects goals.

It occurred to me that I should develop a faculty-student
advisory committee and I shall probably do that.

Yes-~-checklist as resource in preplanning.



B-98

Do you plan to utilize any of your learnings from these
2 days in the next six months? If yes, explain how.
(continued)

For teacher evaluation and curriculum evaluation and revi-
sion.

Yes, I'll review Havelock handboock, analyze forces and fit
situational factors into stages we covered.

Yes, in the implementation of a specific innovation.

In implementing the project I have in mind.
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5. Do you plan to utilize any of the materials you acquired in
the conference? (GUIDE, Checklis%s, etc.) Explain what and
how.

Yes. -~ Book - game - suggestions from group.
Yes, Lewis force field, Gantt chart,

Guide, and Checklists to help give formal directives in
planning. Also suggestions brought from the group.

Guide as a reference (and checklist as a handy guide) in
developing plan.

Yes--will probably suggest that Guide be ordered for key
personnel involved in developing the plans.

Yes—--planning innovations.

Yes. Probably offer workshop type setting to my fellows,
who are Instructional Developers.

No.

Yes--I feel that by integrating these materials with others
in systems analysis, I can assist my colleagues who are
faced with the task of facilitating changes.

Since I have not looked over checklistg, I cannot say:;
but I have already made use of the 6 step approach to change
and will continue.

Yes--has already shown me how I have underestimated the
potential impact of a couple of people.

Yes.

Not immediately, probably later when I am in another
situation.

The checklists are especially useful and I intend to
adapt them to my purposes as I go along.

Yes.

Unknown and not determined at this time.
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Do you plan to utilize any of the materials you acquired in
the conference? (GUIDE, Checklists, etc.) Explain what and
how. (continued)

Possibly use checklists.

Will use checklist in various stages of the program.
Yes - Guide, Checklist, Game.

Not sure yet--possibly the Guide, possibly the game.

Yes, the checklists; I have some other projects in mind
that your system will help me get underway.

Guide.

Guide - checklists.

Yes. Use the checklist and the Guide in my work.
Yes, distribute as Step 1 of #4.

Yes. As part of the workshop.

Yes-~in planning own program adaptation.

Guide, checklists and games through workshops. I think
the Guide will be a good referencel

Yes. Cannot tell at the moment.
Use Guide/checklist in specific situation.

Yes. I have already found the Guide to be useful in
organizing my thinking for planning.

Will circulate to 0.D. specialists on the staff to
examine - steal info as it is useful.

No.
Yes. Simulation game if available.

Yes--would like simulation.
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Do you plan to utilize any of the materials you acquired in
the -onference? (GUIDE, Checklists, etc.) Explain what
and aow. (continued)

Guide, checklist.

Found Guide valuable (and accompanying checklist).

Yes.

At this point all materials are considered. Once applied,
I am certain that optimal materials will be identified and
personalized materials will be developed.

GUIDE.

Possibly the book (Havelock).

Yes--as references--all of it, especially text.

Above.

Yes, Guide.

Yes--the workbook and checklist to investigate my project.
Re-read and absorb.

Yes...after recasting.

Yes. GUIDE, in a general way.

Most of it, but will alter to fit our needs.

All materials were excellent. I plan to use all--or most--
in my course.

Yes~--Guide.

Yes. I am at the drawing board designing simulation and
gaming materials which will be anchored in behavioral
science concepts. Materials acquired offer valuable
reference points to enhance my efforts. Plan to adopt
test for instructional purposes.
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Do you plan to utilize any of the materials you acquired in
the conference? (GUIDE, Checklists, etc.) Explain what and
how. (continued)

Yes, —-he Guide, Cashhalf list and the long checklist for
Stages I-VI.

Make them available to other faculty members in the Dept.
(1) Checkbook looks interesting--have to review in detail.
(2) Game--introduce it to principals and their steering

committees.

Guide will be utilized to provide staff with further
insights.

Havelock's book as reference.

Checklist will be used in the project's staff meeting

as a model to keep us "on course" in meeting the project's
objectives.

No.

Checklist.

Yes. For planning personal revisions.

Yes. Guide, checklists, utilize diffusing experience
gleaned in simulation game.

The six steps or phases.

Yes, as a guide, check on progress, providing a framework
in which to operate, etc.
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6. Do you think a workshop of this type would be useful to
others in your home situation? Do you wish to make specific
plans for such a workshop?

Not yet.

This type of planning is already in process, starting last
Sept. in our school.

Yes--not now.
Possibly~-am not in a position to make such a decision.

Yes. (To lst part of ques.)
Not now~-must confer with staff. (To 2nd part.)

Yes, probably.

Possible.

I will explore the merits of giving such a workshop and
have the address to re-contact the ISR team if this is
desired. Thank you for your evident hard work!

Very. I certainly will bxing back the message.

Yes--especially with administrative leaders in my school
district.

Could be.

Not at this time.

In concept only. Probably need more specific program.
No.

Yes. (To 1lst part of ques.)
Not at this time. (To 2nd part.)

Yes. (To lst part of ques.)
No. (To 2nd part.)

No, not at this time.
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Do you think a workshop of this type would be useful to
others in your home situation? Do you wish to make specific
plans for such a workshop? (continued)

Yes. (To lst part of ques.)

No, but only because I have too many other things to do.

(To 2nd part of ques.)

Yes.

Possibly--I'm not in a position to make this decision.

Yes. I will contact you later after discussions with staff.
The three-day training workshop more appropriate.

Repeated sufficiently to produce local (regional) training
cadre.

See 4 above.

No. If the 3 p.m. Tues. presentation was a demonstration,
it missed my focus.

Yes-~I will have to do some selling first!
Yes. Possibly some time in the future.

Yes. (To lst part of ques.)
No. (To 2nd part of ques.)

A workshop of this type would be useful to those who will
have leadership roles in my project. But not if it is
conducted in this manner. Too many people not intensely
interested in others problems; a group having the same
problem would benefit more.

Not in the immediate future.

No.

Yes.

Yes, with changes.

Useful for infor. services dept. heads (library, computer and
media) .
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Do you think a workshop of this tvpe would be useful to
others in your home situation? Do you wish to make specific
plans for such a workshop? (continued)

Yes. (To lst part of ques.)
No. (To 2nd part of ques.)

Yes—-In the future, concepts from this program will become
part of back home workshop and inservice activities.

Yes, yves.
No.
I would like to see the whole, 3-day workshop first.

Limited. (To lst part of ques.)
No. (To 2nd part of ques.)

Yes, yes, yes.

Not at the present time, but possibly in the future.

No. ]

Yes. Smaller #'s. Please mail me more info.

No. The resistance is too great.

Yes, will be in contact.

I think so--quite definitely. Such a program would be
highly advisable in my home situation--particularly with
university administrators. I will discuss this with them.
Yes. It has to be planned yet.

Not at this time.

I don't know.

Yes, it would be helpful, but would need expert help.

Not really. Perhaps for a consortium of schools, or an
entire district.
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Do you taink a workshop of this type would be useful] to
others in youx home situation? Do you wish to make specific
plans for such a workshop? (continued)

Yes. First have to assess degree of felt need back home.
Not yet.

If focused on implementing a particular innovation.

Yes. Yes, I can be reached at above address. What is the
fee?

Possibly. (To lst part of ques.)
No. (To 2nd part of ques.)

1. Not yet.
2. No.

Not presently.
Not at the moment. Ultimately, yes.

Others from my department have attended conference in past
--will continue to do so.

Not now.



APPENDIX C

PRE-CONFERENCE MATERIALS

Participants received the materials identified
in this appendix one to two weeks before the
workshop. In addition to the enclosed materials,
the participants also received a schedule of
activities.
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EXAMPLE

R

1OR RESEARCH ON UTILIZATION OF SCIENTIFIC KNOWLEDGE / INSTITUTE FOR SOCIAL RESEARCH / THE UNIVERSITY OF MICHIGAN
ANN ARBOR, MICHIGAN 48106

MEMORANDUM

T0: Registrants for Mini-Conference A Problem-Solving Linkage
Approach to Educational Change Planning and Management''

FROM: Ronald Havelock, Coordinator
DATE: January 10, 1973

SUBJECT: Pre-Conference Reading and Input to Organizers

We are pleased to be informed that jyou are a registrant in this mini-
conference on planning and managing change. To make our time in New York
more meaningful and relevant, we are asking each participant to do a little
advance reading and to complete the enclosed form describing an innovation -
process in which you have had some personal involvement.

U.S. educators have been ''Innovating" in one way or another fcr genera-
tions but untll recently few of us have paid explicit attention to the pro-
ceas of Innovation. At our Center in the last 5 years, we have been studying
this process and developing some materials for training in innovation manage-
ment. The purpose of this workshop Is to share some of our learning and
training materials with you. The focus of these two days will be the process
of innovation by collaborative problem-solving described in the book you have
in front of you. Open the book and scan the table of contents. Then thumb
quickly through the text to note how it has been formatted. You will see
that we begin with four case studics. These are real cases that actually
happened and we have been told by most of the educators we have talked to that
they are very typical of their experience. You will also note that we refer
back to these case examples many times with special notes in the right hand
margin of most pages.

Our philosophy of a mini-course experience follows the same principle,
namely: always match an input from theory with an example of practical
experience. There is a difference, however, between formatting a book and
formatting a conference because in the latter case the experience should be
real to the participant and preferably his or her own situation. This Is why
we need a statement from ycu now describing something pertinent about your
situation. We would like to use your statements In two ways: flrst, to help
group participants for some of the sessions in terms of similar interest,
and second, to get some understanding of your approach to change and your
sense of priority toplcs so that the conference Inputs can be adapted
accordingly.




C-14

Page 2
Memorandum

Before filling out the form,read the Introduction to the GUIDE and at
least two of the case studles to get a feel for the categories we are using.
Then fill out the form and send It In. Finally, between now and the time
you see us in March, read the book or as much of it as you can and try to
relate It to some aspect of the work ycs are Involved in now. In the con-
ference itself, we will raview this material, discuss it, and try out some
simulations and other training materials which are being developed in this
area, and which you may want to use yourself in Introducing similar proce-
dures to others. BRING THE GUIDE WITH YOU WHEN YOU COME IN MARCH. The
training modules are built around it and It serves as the primary reference
for the two days.

w

Enclosure
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[Mail the completed form to the address
below in the enclosed envelope.]
EXAMPLE

R FOR RESCARCH ON UTILIZATION OF SCIENTIFIC KNOWLEDGE / INSTITUTE FOR SOCIAL RESEARCH / THE UNIVERSITY OF MICH!GAN
ANN ARBOR, MICHIGAN 48106

MINI-CONFERENCE

A PROBLEM-SOLVING L!NKAGE APPROACH TO EDUCATIONAL
CHANGE PLANNING AND MANAGEMENT:
Input to Conference Organizers

Name:
Position:

Work Address:

(Read the Introduction and at least two case studies in THE CHANGE AGENT'S
GUIDE TO INNOVATION IN EDUCATION before responding.) As briefly as possible
below describe an ianovation activity in which you have some current involve-
ment. This input can either be something that is only being planned or is
under way. (It would be additionaliy heipful to us if responses could be
typed and limited to the spaces provided.)

1. The innovation:

2. Anticipated consequences of this innovation:

3. Your specific role in bringing about the change:

ba. Do you see yourself as a change agent in any sense?




Is your role or will your role be similar to any of the four roles

“b.
described in the GUIDE Introduction? (Specify)

What has been or will be done to build relationships between the innova-
tion's users and resource persons?

6a. How has or will diagnosis of needs be made?

6b. Who has or will participate in diagnosis? (What persons, groups, types

of personnel.)

7. What knowledge resources have been or will be used?

How was (will be) the innovation chosen or created? (including adaptation)

what steps were (will be) taken to gain wide user acceptance of the
innovation?
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10. What will be done to maintain the innovation?

11. What will be done to build a self-renewal capacity for the system?

12. What Is the key factor in the process of innovation from your point of
view?

13. |In what general areas, toplcs, or stages are your change skills

Strongest:

Weakest:

14. Primary reason for choosing to attend this mini-conference:
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Module I Materials




Contents

Module One

Overview of Change Process

Assumptions

Objectives

Activity Flow Sheets

Trainer Guidelines

Guide to facilitating the "Start up Activity"
Guide to "Sharing of Expectations"®

Guide to "Introduction to the Process of Planned
Change"

Guide to facilitating "Brainstorming"

Guide to demonstration of the use of the Matrix
Guide to Operating and Synchronizing the Slide-Tape
Dialogue

Guide to Planned Change Process: Simulation (to be
included)

Supporting Materials:

1.
2.
3.
4.

5.

Slides and Tape of Dialogue
Dialogue Script
Cassette tapes of Dialogue
Charts
- overview of Change Process
- "phrases" to support stages and dialogue
Matrix form

Potential Adaptations to Module One



Rationale

Each of us has experienced change at various points
in our lives and has our own individual perceptions of
what the nrocess of change means to us both as individuals
and as members of groups. Module I is designed to provide
a shared set of definitions about the meaning of planned
change and shared experiences of a planned change event
from which the trainees may acquire a new set of knowledge
and skills about change from the point of view of the
change agent.

Module I introduces participants to a sequentially
developed phasing of change stages as conceived by Ronald
G. Havelock. More specifically, participants will, through
a slide-tape presentation, have opportunities for more in-
depth, experiential explorations of these stages. Finally,
through a simulated experience, trainees can begin to move
toward a synthesis and internalization of new.knowledge,
insights and techniques.

Module I provides opportunities to:

L. Become aware of the theoretical concepts of

change as a planned process through the intro-

duction of Havelock's model.



Relate the trainees' world of every day ex-
perience to the change process model.
Experience a simulated planned change situation
which illustrates several of the dynamic themes
of the process of planned change, e.g., support
and resistance, continuity and inter-linking of
phases, dilemmas faced by the cnange agent and
a variety of change agent roles.

Learn and clarify the technical language used
to explain the planned change model.

Begin to identify and organize Knowledge, values

and skills relating to the change process.



Cognitive and Behavioral Objectives - Module I

Trainees will have the opportunity to:

1. Experience the change process through a simu-
lated testing of a real-life situation and be
able to test their own capabilities as a change
agent. This experience might include:

a) helping others articulate the need for
change and recognize how they as change
agents might influence the process.

b) building and/or maintaining trusting and
collaborative working relationships.

c) collaborating with others to diagnose a
problem(s).

d) working to establish realistic change goals.

e) acquiring and utilizing material and people
resources.

f? generating alternative solutiéns and develop-
ing criteria for selection of alternatives.

g) dealing with communication problems and
resistance to change.

h) mobilizing support systems and opinion leaders.

2. Relate his/her world of every day experiences to

the change process.
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3. Make action implications specific to his/her back
home situation based on the change model preseﬁted.

4. Utilize available resources in order to develop an
understanding of the change process (e.g., audio-

visual aids, selves, training, The Guide, etc.)

5. Become acquainted with and understand the tech-
nical language used to explain the change
process model.

6. Become aware of several of the dynamic themes
of the change process.

7. Identify and organize knowledge, values, and
skills relating to each phase in the change
process. ’

8. Relate knowledge, skills and values of change
model to past experience, immediate "here and

now" situations, and anticipated "back home"

situations.




Sample Flow Charts

. Module I
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Trainer Guidelines
Module One

1. Guide to facilitating the "Start up Activity" (Module One, 9:00)

This is basically a self running activity. Everyone, trainer and parti-
cipants, should respond to the instructions posted on newsprint:

"Welcome to the Change Agent's Conference! Flease take a large
plece of newsprint and a magic marker and respond to the following
questions: -

- Who am I (using "ING" words)?

~ What kind of change am I involved in?

—~ What do I expect to come away from this conference with?

-~ How do I plan to use these results?

After you have responded to these questions, attach your picture
to the newsprint and post if on the wall (someone will be coming
around to take your picutre). Then get acquainted with who
others are, where they're involved, and what they expect with this
conference.

One trainer should be responsible for taking pictures, and this trainer
should have filled out his newsprint previously so as not to delay the group.

Other trainers should mill and make an initial assessment of the
participants, e.g., variety of skills and resources among them, sinmularity of
expectations etc. The trainers should use this ipformation to refer to
during the conference to make the impacts more relevant to the participants®
own life spaces,
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Trainer Guidelines
Module One

2. Guide to "Sharing of Expectations':
1. Among Participants (9:30)
2. Of Trainers with Participants (9:40)

1. Among Participants:

The groups may be formed '"ad ho¢" or they may be prearranged groupings
but in both cases they should be heterogeneous, stranger groupings of four
to six.

Prearranged groups may be structured by matching ols or nametags,
e.g., circles, squares, etc. The groups should be heterogeneous so that
participants may become aware of the variety of resources and expectations
present, and avoid talking with "tesmmates" if they are present.

The groups should be asked to discuss the similarities and differences
of each other. (This may be posted on newsprint). The trainer should ask
each group to report out briefly before Boing on to the next activity.

2. Of Trainers with Participents:

This is the trainer's opportunity to clarify expectatioms and help
set realistic expectations for the conference. Consistincy of expectations
is sessential early in the conferemnce to avoid later resistance. In a
very real sense, the trainers at this point are forming a contact with the
participants.

The trainers should give both an overview of the conference and of the
day's activities. If any negotiations are to occur, this is an appropriate
time. This overview should not be so detailed as to confuse anyone.
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Trainer Guidelines
Module One

Guide to "Intrcduction to the Process of Planned Change"
(10:30)

It is important for the trainer to use his/her own ap-
proach rather than try to imitate someone else's. Neverthe-
less, testing has shown the most effective introductions
to include a very short history of the field of planned
change, some references to leading experts in the field
(such as on the bibliography) and some explanation of how
Ronald Havelock evolved this six stage model from a syn-
thesis of many other models. The complexity, interrela-
tionships and overlapping of the stages should also be
noted, as well as the fact that they may all be going on
at the same time in any given change project.

The important point to keep in mind is that you should
"internalize" an introduction, whatever it might include.
And the content of the introduction should be as immediate-
ly relevant to the goals of the conference as possible.
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Guidelines for Ttaing;s
Module One

Guide to facilitating “Brainstorming" (11:00)

If the group is aiready acquainted with the "brainstorming" activity, it
is just a matter of reminding them of the rules. However, if the group has
never heard of braimstorming before, it may be necesgsary to illustrate the
process by means of a simplified example, e.g., brains torming all the things
you could do with a million dollars. In either event, whether the group is
skilled or not skilled in brainstorming, it will be helpful to post the
brainstorming rules om newsprint as follows:

Remember the
Rules For Brainstorming

1. Say the fdeas as rapidly as they come
to your mind.

2. It's OK to repeat Ideas

3. Do not evaluate

4. Do not discuss

Hints:

- If there is a lull in the brainstorm, wait it out and continue again.
Often many important ideas are missed because of giving up too soom.

- Try to "piggyback" on one another's ideas
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TRAINER GUIDELINES

MODULE ONE

5. Guide to Demonstration of the Use of the MATRIX

In order to become acquainted with the use of the Matrix,
the trainer should first give 'the group a rationale for its
use, and secondly lead the group in completing one stage of the
Matrix:

1) Rationale:

The matrix should be presented as a tool to organize the
day's input and experiences. Pointing out some future use of
the Matrix, e.g., in some later conference activity or some
back home activity, will support its value.

2) Demonstration:

The Matrix is handed out to everyone and briefly explained.
Then the trainer chooses one stage to complete, preferably
Stage I, building relationships, since that is the focus of
the next days activities. The trainer uses newsprint and
facilitates the group in "getting into" this activity. The
newsprint might look like:

Stage I: Bldg. Rel.

Skills

Knowledge

Values

(Participants are then requested to complete the Matrix in
groups of 3-5.)

1- ”
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Trainer Guidelines
Module One

6. Guide to Operating and Synchronozing the Slide-Tape Dialogue
(Module I: 10:45, 11:40, and 1:30)

A. Preparation before Training Programs:

1. Prearrange the slides in the slide tray wo that they are in
order and if the tray does not hold all the slices, make the
break between Stages III & IV. This allows sufficient time
to change slide trays.

2. Check that all the equipment is functioning properly at least
12 hours before the training program. Be sure to have avail-
able an extra bulb for the projector, and also a spare tape of
the dialogue.

3. Practice synchronizing the slides and the taped voices and
dialogue before the training program begins. Use the attached
underlined transcript to guide you. Ideally the slide should
appear on the screen at the instant the phrase is verbalized in
the dialogue. Experiment with this, but be sure to go through
the entire presentation so that you feel comfortable with the
equipment, the content, and the process.

4. Immediately before the presentation, ask someone (another trainer
or participant) to be responsible for the lights.

5. Immediately before the presentation again check that all equip-
ment is functioning properly and that the environment ig arranged
the way you want it. (e.g., screen is usable to all participants
audio is loud emough, etc.)

6. Put the cassette tapes in the cassette recorders and mark which
stages each recorder contains.

B. During the Slide Tape Presentation:

1. Besure that you have sufficient lighting to see the transcript,
and therefore know when to change the slides.

2. with the voices and comments preceeding the dialogue, try to .
synchronoize the voice with its matching slide as closely as
possible.

3. Do not participate or lead the activity immediately following
the voices and comments (e.g., 10:45, Activity #2). Instead,
prepare to continue the presentation when the cue is given.

4. In the dialogue of Stages I-VI, start the projector first and
show the slide of the "overview" with focus on the stage coming
up. Then start the recorder and follow the transcript for
changing slides.

5. In the presentation of stages I to III, and IV to VI, stop the
recorder briefly after each stage before going on. Allow the
participants to view the last slide of the stage for a few
seconds (10-15 seconds) then change the slide to the "overview'
slide, start the recorder, and continue.

C. Materials and Activities to Support the Conceptual Input of the Change
Process, e.§., the Slide Tape Component.

1. Posting a newsprint of the day's times and sctivities as well as
communicating an overview of all three modules will have the effect
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D-20 Guide to Operating
Page 2

Negotiating changes in the agenda with the participants will have
the effect of gaining their involvement and commitment to the
activities.

The seven charts of the key ideas and phrases of the dialogue should
be displayed immediately after the slides tape presentation of the
stages (e.g., charts of stages I, II, & III should be displayed in
the small groups immediately after the 11:20 presentation). These
charts should be visible throughout the conference, and be referred
to when appropriate.

The chart of the Overview "of the change process ghould be displayed
during the Introduction (10:30) and remain visible throughout the
conference. ,

In the small group activity at 11:20 (#2 & #3), trainers should be
slightly more directive than in similar activities at 1:30 (#2 and
3). Trainers may even choose not to be involed in the 1:30 small
group activities. This, of course, is dependent on the skills of
the participant,

All products of the participant's activities should be posted in

a somewhat orderly fashion. Trainers should take advantage of every
opportunity to link concepts, skills, and values to these products

D. Traps to watch out for in presenting the slide-tape dialogue:

1.
2.

Some equipment failure, such as tape breaking, light bulb burning
out, plug cominpg loose, etc.

Spending too much time on the activity after the voices and comments
(10:45, #2). This should be a very brief activity, only a few
seconds.

Poor sound quality, therefore making the dialogue not understandable.
Not being acquainted with the process of synchronizing slide and
tape, e.8., no practice,

Giving too little direction, or too much direction, to the activities
which support the dialogue conceptual input.

Not hsving a clear division of labor among the trainer (e.g., who
opexrat.d equipment, who makes transition, etec.)
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7 Planned Change Process: Simulation

The simulation is included in the first of three training modules in order
that the workshop participants have a collective simulated change experience
which will generate a set of common experiences for testing the planned change
model and factors which must be taken into consideration when planning and
managing a change experience in other situations.

g;}li;y for Participants

The simulation is intended to provide the participants: a) an opportunitcy
to analyze a simulated situation using the 6 stage model, b) an opportunity to
disucss alternative strategies, tactics, roles which must be taken into consid-
eration as a change process is implemented, and c) discuss valueg and attitudes
which effect and are effected by the change situation.

Utility for Trainers

The simulation provides the trainer(s) with a workshop shared experience,
participant observations, and relevant change process data to guide the parti-~
cipants in a discussion of the relationship between the model and the factors
and forces which can cccur ‘during the change process.

Major ingrediants of the Simulation !

I. Simulation Roles

A. Groupings: The self-groups for the simulation should be planned
to have three levels of influence (high, medium, low) within the
simulation's context. (Examples of these degrees of influence by
role definitions are: high-superintendents, medium-teachers, low
students). The number of sub-groups is dependent upon the number
of participants and the simulation problem.

B. Size of Groups: The number of persons in a group is dependent upon
the number of persons and the simulation's problem. A general rule
of thumb 1is for the high group to be small with the medium and low
influence groups being somewhat equally matched.

C. Newspaper Reporter: The newspaper reporter's role is important for
the generation and reporting of information which comes from the
activities going on during the simulation. The reporter can be a
trainer or participant(s). The reporter is to record information
on the issues and process of the group on newsprint and disseminate
the information to different groups.

D. Simulation Process Observer(s): The workshop trainers should serve
in the capacity of process observers for the simulation. The optimal
situation is one where there is a trainmer cbserving each sub-group.
The process observers should record comments about the interactions
among individuals in sub-groups and the interactions between the sub-
groups. This documentation process should be done in & fashion which
will allow the observer to feedback information to sub-groups about
their precess during the debriefing session.
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II. Requixed Components

A. Case Situation Information: Before the simulation begins the trainers

should determine the problem and the case situation for the problem
- based either on pre-workshop information or with a group of the work-

shop participants. Using either approach, the participants should
have the descriptions of the characteristic of the environment.
Important characteristics are:

1. size of comm.dity

2. size of system, e.g., school system

3. ethnic composition

4. mean income of community

5. related problems

6. political attitudes

7. suburban - inner city, if they apply

8. common types of employment.

B. Statement of the Problem: The problem should be one which the
participants can identify with their back home situation. The problem
can be specified with as much detail as the trainer desires. It
should be stated, however, that there sre both advantages and disadvan-
tages related to the degree of detail used in specifying the problem.
In planning the simulation problem, we have found it useful to clarify
the problem by presenting a set of events which proceded the chosen
problem and implying how the problem relates to the simulation's
role groups.

Below you will find a set of problem gtatement examples.

(This problem statements will be included after we have set-up the
format for the trainer's Guide. They will be taken from our field
tests.)

C. Planning Period: During this period, the sub-group participants have
three main tasks. They are:

1. to identify the role of individuals in the sub-group
and the attitudes each has toward the problem stat:ment.

2. Determine the means the group will use to be involved
with the simulations problem.

3. Begin any activities they feel are appropriate to their
playing the simulation, e.g., plannirg meetings,
gathering data, finding out who supports their ideas, etc.

When the planning period is completed they should have their role defined

to some degree and be encouraged by the trainers to look at the role

from the planned change context.

D. Simulation Playing Period: The simulation playing period begins with the
trainer stating that the "low'" power group is meeting with the "high"
power group to clarify their position on the issue. The trainer then
announces that the game has begun and that alls-go. The participants
then begin doing whatever they planned to do or to react to situations
that may arise. The important organizational factors to keep in mind
are: someone must be announcing the end and beginning of nights and
days; that the newspaper is gathering and reporting data; and that the
process obgservers are recording information.

E. De-briefing Period: The debriefing period is when the participants
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share their ideas insights, attitudes, and values about change and
the change process in the simulation. As mentioned earlier, there are
two sessions in this period. The first is the sub-group debriefing
on their process in the simulation using the observers feedback, 1f
possible. The other is the large group meeting to share ideas. This
session is directed toward gaining other's perseptions of each sub-
groups actions, the interactions among sub-gruaps, the identification
of issues around change and how the issues and the activities in the
simulation relate to the planned change process.

Examples of processing techniques are:

(to be added after for material to content perimeter
determined)

(Examples of discussion issues to be added after
determination of how detailed they should be.)

. e -

(Note to Readers: to increase the effectiveness of the debriefing process,
Gloria has used the "critical incident" procedure for generating informa- '
tion on the change process. I would like to suggest that we include it in
the debriefing procedures.)

F. Timing of the Simulation: The statement on "Simulation structure”
to follow is an example of how the time sequences flow. Bssically,
there are five periods in the simulation and require approximately
the time stated below.

1. Pre-simulation planning period.

This time is used to determine the problem
and the situational characteristics. This may be '
done by the trainers aloag or in conjunction with
participants. The time required is approximately
onz-hour. ]

2. Introduction of the simulation.

Introducing the simulation requires approxie-
mately fifteen minutes.

3. Participant Role & Strategy Planning Period.

Normally, the role groups require a minimum of
twenty minutes to get organized. However, many
groups can use one hour very effectively to plan.
Therefore, it is recommended that twenty minutes
be allocated for workshop planning time and that
additional planning can take place during meal
time and coffee brezks,

4. Simulation Activity Time.

One of the primary assets of this sfmulation
is the way the "'playing'" time can be managed to
meet the time restraints placed on the module based
on workshop variables, e.g., scheduled meals, etc.
The important point to be kept in mind is that the
"playing" time requires days and nights. The im~
portance of the nights is that they can be a rest
period for the organized. For others, it is &
work period, as so frequently happens to change
agents. We have found that it is useful to have
the days 7-10 minutes in duration with the nights
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being 2 minutes but for third or fourth
night which is 10 minutes (to allow for
any necessary regrouping). The number of
days and nights, again, is the option of
the training staff but we have found that
a minimum of five days is most productive.
5. Debriefing after the Simulation
The debriefing session is very im-
portant. Therefore, 50 to 60 minutes
should be allotted for the discussions
subsequent to the playing period. The time
for debriefing should be divided into two
gsections. First, approximately twenty-
minutes should be allotted for the sub-
groups to meet by themselves to discuss the
_ process and their personal and sub-group
participation. Following tihe sub-group
meeting all the participants should meet
as a total group to discuss various issues
that apply to all the participants. Info-
rmation on the debriefing process will be
addressed later.

G. Space: The amount of space required for this simulation is
dependent on the number of sub-groups. What is important is that
they have enough room to meet privately so chat they are not over-
hearing one another and have to move from group to group if they
need to meet with other groups.

H. Strxucture:

Time Activity
1 hour ' Pre planning Session:

. a. identify the problem
b. the context of the situation
15 min, introduction to simulaiion
Planned period
a. determine roles
b. relationahips
c. attitude on problem
d. tasks, plans, etc.
1 hour Simulation-Playing
approx Play through days and nights after
meeting with high and low power groups
on the innovation.

Debriefing
20 min, Small sub-groups
30 wmin. Total groups
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Mcdule I - Slide Tape

Transcript of Voices

People who don't work at a hospital think that everything
is fine. They think that medicine is a glamour job...but
the reality is much different. Sometime pecple should ask
the nurses, doctors, and patients what the needs are.

They're not really interested in kids as individuals and
human beings. They treat everybody as a whole...a group
of people in here to learn... We'll try to give them
the classes they wanted. If they don't like it, then
screw it.

Just stay out of my classroom. How I teach is my own
business. I was hired to do the job and I've been here
for 18 years, and nobody is going to tell me now how to
do it.

We've got a lot of good funds from the state, but there
seem to be so many problems in running day to day that
we don't even have any time to sit down and think about
what kind of changes to make...how to use the money...
what to do with it...uses to which it could be put...

and my real question is I'm not even sure that people are
ready for any kind of change at all.

I don't think we have to baby our students, or be involved
in a direct way in the kinds of changes they want to make.
If we just provide them with opportunities--open opportu-
nities for them to make their own contributions, they'll
go ahead and do it. '

My counselor that I have, he's really old, and...wow...
trying to talk to him is like talking to the walll

Now that we've got all that information from teachers and
students, what are we going to do with it? The problem
is that we already know a good deal better than they do.
Maybe what we ought to do is have a 50 year moratorium on
research and really use the knowledge we have to try to
do something useful with it.

...at the school board meetings, but we can't do anything
about the things discussed there. We can just sit there,
look around, and do absolutely nothing.
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It requires a personal sacrifice, which was why it was a
lot easier to keep on talking than it was to start doing
anything about it.

I'd want to make sure that this new system works before
I try it. 1I've gotten burned before, and I wouldn't like
it to happen again.
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Module I - Transcript of Tape

Starting the Change Process:

ESTABLISHING A NEED FOR CHANGE

RON: Well, the starting point for any process of change is
certainly stimulating in some ‘ray a need for change.

EVA: Yes, and that might be stimulated from the outside or
the inside of the system.

RON: For example, from inside the system there may be some
individuals who have pain or discontent about the way
things are now.

EVA: Or it may be that there are people who have images of what
things could be like.

RON: And one outsider, obviously, is the would-be change agent.
who's hoping to be a source of stimulation for change,
and if it is the change agent who's going to be the source
of stimulation, he's got to be credible to them, whoever
they are, as a relevant model, or stimulator, or con-
fronter, or whatever.

EVA: Well, doesn't the thing that gets in there the old ques-
tion of, "Who needs to have the need for change, and
who needs to be involved?"”

RON: If it's only one teacher in the building, for exampie,
then we have to say, "Well, the need for change has to be
more wide spread than that for it to be a need that can
become functional and usable as a basis for change efforts.”

EVA: OK, so we're also saying that establishing a need for
change may really take several stages or several steps
before one can go any further. There is the question of
involvement, the question of how to put the right kind of
an inside-outside or whatever team together, and gather-
ing the data necessary to see where the need arose and how
many people felt it. And it might be that if only a few
felt it, that one of the necessary things to do will be to
have a series of meetings around testing whether others
feel it too, but just haven't said so, or haven't made it
known.
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ESTABLISHING A NEED FOR CHANGE con't

RON: One of the clues as to whether the need for change has
come into being adequately is whether or not there is some
kind of readiness for a contract to begin working together.
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Stage I:

BUILDING A RELATIONSHIP

Well, as we look at establishing a relationship in order
to promote the whole process of change within a system,
it seems that one of the really important first things
that needs to be done is some understanding of what the
contract, what the agreement is between participating
parties, which I think includes such things as, "Who is
going to be involved and in what ways? What kind of
times are going to be spent in preparation and in actual
meetings?”

Isn't one of the traps for change agents that very often
they assume that a contract has been developed...say the
top administrator has said, "Yes, I'm ready to work with
you."...when actually the real contract has to be with
several different sub-groups in that system for it to be
a workable thing for the change agent.

Yes, and I think it helps to have some written summary of
that contract so that everybody has it the same way rather
than each person going home with his own understanding of
what it is. And I think it's got to include such things
as money, too, as well as time.

Very often it seems to me that contract has several

stages of development. It may well be that before there

is a real working through of the decision to work together,
there has to be a kind of a trial marriage period of scout-
ing out each other and having a chance to test out how it
would be if we did work together.

Yes, often called a planning period, or a pre-planning
period. It needs to be understood that at the end of that,
there will be a re-negotiation, or there will be a talk-
ing over as to, "Do we go on from here?" or "Did the
marriage not work?"

And doesn't this trial marriage often include what might
be thought of as mini-experiences, or little participative
experiences, to show what it would be like if we worked
together?

That might be a mini-conference. It might not be just meet-
ings with small groups but it might be a small period of
time with a large group.
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So then the notion of contract may be several stages that
it may be developed with several different sub-parts of
the system, at various points in this whole thing as far
as timing is concerned.

Right! I think it's an important thing to remember that
relationships once established aren't established for
always, that one has to keep working at not only the
contract but at the relationship, and that this is cer-
tainly only the beginning stage of relationship. Often
there are also middles and endings to them, and that, in
the baginning, it is important to be aware of all the
variations in the theme that are apt to arise.
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Stage II:

DIAGNOSING THE PROBLEM

RON: It is terribly important, I feel, to recognize that fact-
finding or diagnosing is really, can be, a part of the
change process rather than something that comes before it,
because the way you approach the "getting of information"
is a way of bringing to attention and getting fermentation
of thinking between people about themselves.

EVA: So you're really thinking of a variety of ways. There
isn't only one way to diagnose, or one instrument to use.
It might be a whole combination of instruments, written,
group interviews, individual interviews, and observations,
and all of these might make the total diagnostic process.

RON: One reason why I like interviews and why I use them so
much is because people hear each other often say things
for the first time, and this in itself is the beginning
of stimulation to change.

EVA: I think another important part of diagnosis is that it's
got to be a joint activity. It's not the change agent
doing it with or to a system...but rather the change
agent together with some of the inside people working
out the process and carrying it out.

RON: And often this is true even of what questions do we heed
to ask ourselves in order to get a good picture of our-
selves, the way we are operating, rather than those ques-
tions being formulated by change agents alone.

EVA: So you're saying that consultants to the change agents may
be the consumers of the activity.

RON: Exactly! Then, of course, it's kind of ridiculous to think
of collecting information like this unless there is a
plan and a commitment to doing something with it. And
again that gets into the working relationship with t. e
client system rather than going off into a corner and
analyzing our data and coming up with the answer to give
them, the truth from God.
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DIAGNOSING THE PROBLEM con't

Right. Maybe what we're also saying is that feedback
from the findings has to be converted in such a way that
not only do people learn what the feedback is, but can
use it, so in effect you have feedback on feedback.

And that really the feedback becomes one of the key inter-
ventions to start the whole training process.
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Stage III

ACQUIRING RELEVANT RESQURCES

Acquiring relevant resources is a terribly important part
of the change process. And so often we don't really
define what we mean by resources. There are really
peorle resources and material resources. And under each
of these things there are a whole variety of things. As
an example, under people there are peers, there are the
administrators, there is the person himself, and then
there are people outside of the system, who have partl-
cular knowledge, or resources or skills.

Tn education there has been a tremendous effort to get
into the ERIC Center's, the computer centers, where the
knowledge is stored. Much of the relevant knowledge
would be useful if we could only get a hold of it at the
time we need it.

Right. So the other kind of things under materials
is research, reports from other systems who have done
like things, audiovisual aids of all kinds....

I wonder if it isn't important to remember the parents
and the students too....

And the participants in the process, too, because they
have a lot of data....

And often they have the key data we need as to whether
something is feasible, workable, useful.

You mentioned the computer. It seems to me that another
resource may be the utilization of the telephone to tap
people who are not immediately available within the com-
munity. People who may be much further away, but who are
tapable, through telephone conferences.

It's amazing how much data can be collected in a 10 minute
call if 2 or 3 questions are focused on the kind of infor-
mation you want from experts, any place in the country.

When one gets researxrch knowledge out of reports, monographs,
or from experts, the key questions to be able to ask one-
self are, "What are the implications for us; what are the
derivations for me for this knowledge?", and to convert
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ACQUIRING RELEVANT RESOURCES con't

generalizations, findings, and correlations inte very con-
crete implication statements for, if those facts are true,
what does it mean for us in the way we would do things here?

Another thing to keep in mind is the kind of people who get
plugged into the process, let's say for only one session.
They need to be kept up to date if they're ever going to be
re-utilized or if they're going to be kept motivated. 1I've
seen so many resource people whose knowledge gets used

for half an hour and they don't know what's gone on before
and they never find out what happens afterwards. Keeping
them alive and with the process keeps them as a real re-
source, available any time.

I guess one of the important things to me is that there is
so little recognition on the part of most participants in
the educational process, that they themselves are one of
their own key resources. If we can help them unlock that
attitude toward themselves and the skill of retrieving
information, knowledge, values from themselves, they'd

be a long ways ahead.

I think the change agent has a real role in helping people
see their own resources and utilize each other's.
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Stage IV:

GENERATING ALTERNATIVES AND CHOOSING THE SOLUTION

This whole notion of generating as many alternatives as
possible as part of the process--it seems to me that so
frequently the trap we get into is that as soon as an
exciting new idea comes along or appears on the scene,
we guickly jump to it because it seems so attractive
without ever stopping to say, "Well, how does it jive
with other alternatives we might consider at this point?"

Or somebody has tried something that works for him and so
we decide that if it worked over there, it's surely going
to work over here....

So that the trap is not taking enough time to look at
alternatives and to consider the consequences of the 4if-
ferent courses of action.

Well, sometimes not enough time is taken in generating
the alternatives. That is, if people are really going

to look at all the ways to do something, it takes a
while. And they need to be given the time to do that and
perhaps alsc to use the technique of brainstorming, where
they just list without judging and without discussing and
maximize the resources of the group in getting out all
the ideas possible.

Or they may need, in a sense, to send out "scouts" (in
other words, interviewers) to get informants who have a
wider range pof experience to suggest possibilities.

Now as they move into choosing from those alternatives
which things might be best in terms of arriving at sclu-
tions or moving toward solutions, it seems to me it is
important that thev consider consequences and side ef-
fects, and they may need a try-out period to really see
what the consequences of a particular kind of strategy
might be.

This try-out notion is particularly important because

very often there is a hangup to making a decision, to take
the risk of deciding anything and just staying in the de-
cision making process forever and ever and ever, because
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there isn't the notion that, "OK, we can try something for
a while, and get data on the basis of which to say that
another way might be better! This one doesn't seem to be
working."

You keep talking about trying; maybe sometimes the decision
to make is to do nothing, at the moment.

0f course, it would be important to decide whether that's
a temptation or whether it's a good idea.

Right, or whether it's indecision to act. But perhaps the
other thing that ought to be mentioned here is that when
one looks at a lot of alternatives and comes out with
priorities or chooses priority items, that it may be
possible to do several things simultaneously. Or to try
them out simultaneously and then to compare them.

Particularly because it may be that the alternative for
some in the group or in the organization may not be the
best alternative for others, and that real plurism of
doing different things might be the most effective for the
total welfare.
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Stage V:

GAINING ACCEPTANCE

Gaining acceptance--another important step in the process
...has some interesting things we can talk about. For
instance, how do you keep people involved in an on-going
way, and as many people as possible, so that when they
need to make decisons about acceptance, they really know
what they're working at?

Well, one of the real concerns I have is that so much
acceptance is sort of at the superficial level of public
agree .ng to go along, but at other levels it really is
not acceptance at all and you find out later on that
there are all kinds of foot dragging and all kinds of
things that haven't been tested, although we, because of
our need to win acceptance, thought it was acceptance and
didn't stop to work it through.

well, it seems to me you're saying, "Therefore, acceptance
has to be tested again in formal and informal ways."
Sometimes you get your best feeciback in the teachers'’
lounge or in the hall, and perhaps that kind of data

ought to be gathered just as much as any kind of formal
data about acceptance.

Well, and different sub-groups and different individuals
may accept at such different rates of involvement, so
timing for some people is so different from others on
working through to the point of deciding, "Hey, this is

a good thing to get involved in and go along with and get
excited about..."

or, "I understand it now but I didn't last week!" You
know, resistance to acceptance is something that we often
don't know what to do with, but it seems to me that it
may be a very positive thing, because it can be a way of
not only testing, but ocut of that resistance may come some
very creative solutions that nobody had thought of before
the discussion around differences arose.

I think the word "resistance" is typically given a kind
of negative evaluation, as something to overcome and it's
a bad thing. Really, resistance is very often the phenom-
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enon of "testing," of "inquiry." of wanting to explore
consequences before I go along. And some of those that
are the testers are some of the most helpful and most
supportive of the total change process.

And acceptance is not final! Because people agreed to go
to the next spot or do the next thing necessary, it still
means you have to keep testing and keep them involved as

they make those moves,
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Stage VI:

STABILIZING THE INNOVATION AND GENERATING SELF-RENEWAL

Well, this stage in a way combines two notions. One, the
stabilization or the continuity of the practice ox inno-
vation, and secondly, the process of self-renewal and
creative change and growth of the practice. I think one

of the key notions is that after the excitement, the first
blush of try-out and visibility, the guestion becomes, "Who
does what in terms of division of labor to maintain the
continuity of effort that's required for the practice to
stay in place as a creative effort?”

Well, and what is the role of the change agent there? I
see the role of the change agent changing as the innova-
tion becomes more stable and as there is a continuous
effort, and doesn't that need to be defined as part of
that process?

It may be, for example, instead of supporting now the trial
of the effort, you may have to become the supporter of
looking and challenging the permanency of the innovation
that's been tried out.

Or you may be training inside change agents not only to
continue, but to enlarge upon the innovation. Isn't con-
tinuous adaptation another terribly important part of
this?

And'continually getting of feedback as a basis for adap-
tation.

And feedback on feedback, as we said earlier, so that
what we're saying in effect is that the plan has to be
continuously "modifiable,"” if that is a good word.

Well, then there are new developments, new data that
becomes available that need to be scanned or recognized
as new contributions to this practice that we developed.

OK, so what you're talking about is periodic review also
as part of the whole process, aren't you?
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STABILIZINC THE INNOVATION AND GENERATING SELF-RENEWAL con't

RON: Yes, I do think that some commitment to a procedure or
periodic leococking at how things are going is an extremely
critical part of the whole renewal notion.

EVA: Maybe one of the things we ought to be sure to see is
that these stages are not discrete. One runs into the
other, and we may very well loop back from stabilization
and self-renewal to establishing new needs.

RON: Well, not only that, but as the role of the change agent
changes, there is a new process of establishing relation-
ships, or as new confrontations come out, there's new
diagnoses to do.

EVA: But hopefully within the system there is more readiness
for change and more adaptability to moving toward change.
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Potential Adaptations to Module One

Start up Activity, sharing of expectations, and introduc-
tion to simulation could be completed the evening before Day

One:

Ideally, the conferences could begin in the evening. This
allows for a much more leisurely pace and a "not so heavy" first
day. If this option were chosen, the schedule of Module One
might look like this: A

5:00 p.m. . Registration and dinner

7:00 p.m. Start up Activity

7:30 p.m. Sharing of Expectations Among
Participants

7:40 p.m, Sharing of Trainer Expectations
with Participants

8:15 p.m. Simulation: Ten Minute Day -~ Start
up °

(In this case, trainers have the time to take a problem situation
from the participants own life space and set it up for the next
day. This may be done with the entire group, or with two or
three volunteers who are interested in making the simulation
more relevant to themselves and the group.)

9:00 p.m. Informal "get acquainted" (wine,
beer, chips, etc.)

9:00 a.m., Select Role Groups for Simulation
Planning; Begin Planning
9:30 a.m. Introduction to the Process of
Planned Change
9:45 a.m. Establishing Need for Change"
10:00 a.m. Stages I, IXI, and III
10:45 a.m. Break
11:00 a.m. Stages IV, V, and VI

12:00 Lunch

-
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1:00 p.m. Replén in Role Groups for Simulation
1:15 p.m. Simulation: 10 Minute Day
2:45 p.m. Break
3:00 p.m., Discussion - Feedback in Small Groups
with Sheet  of Guide Questions
3:30 p.m. Total Group Discussion
4:30 Summary
II. Start up Activity may have other introductions and questions

posted, such as:

- Who am I? (using "roles I am in")

- What are the resources I bring to this conference?
- What kind of change am I involved in?

- What are my expectations for this conference?

III. Sharing of Expectations among Participants: This activity
might be left quite unstructured by the trainer suggesting
that the participants turn to the person next to them and share
expectations. However, this sharing activity should occur so
that the information generated is used.

Iv. Sharing of Trainer Expectations with Participants: This
activity may occur with the total group involved or by using the
"fishbowl design" where several participate in an inner ecircle
while others on the outside observe. An "open chair" in the
inner.circle is an effective way to allow an outside observer
to float in and out of the inner circle if he has an input to
make.

V. Introductions to Planned Change Process: As has been men-
tioned, this input must be adapted to the trainer responsible
so that he feels comfortable with it.

VI. Activities After Stages I-VI: Instead of participants
" choosing one of the stages to focus on, all participants might
first focus on Stage I and secondly focus on Stage V, correspond-
ing to Modules two and three of this training package.
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MODULE IXI: BUILDING A RELATIONSHIP

Rationale

Stage I, Building Relationships, is the aspect of
the change process often taken for granted, infrequently
planned for, yet universally the crucial part of the.
change process since individuals as persons and in groups
form the target audiences of change. Module II is de-
signed to stimulate participants' thinking about and
increase their skills in building personal and group
relationships within their system in order to effect de-
sired changes. We believe that building relationships is
a long term process and that it can be facilitated through
such skill building as empathic listening, diagnosis of
interpersonal dynamics, group process observation, nego-
tiations. Module II is designed to facilitate both cogni-
tive and skill growth in person-to-person relationships
and group and team building relationships.

Module II provides experiential opportunities to:

1. Evaluate the interpersonal dynamics in encounters



and generate alternative ways t~ build these
relationships.

2. Practice empathic (active) listening and response
in a client-consultant relationship.

3. Integrate different theoretical approaches to
building relationships and apply this integration
in a role élay situation.

4. Practice dealing with different personality types
in a group context either as a leader or group
member.

5. Begin a general diagnosis of relationships within
one's own system and make plans for dealing with
resisﬁénce to change, building a change team, and
gaining support.

6. Build skills, as personally needed, in group
process observation, consultation, system assess-
ment, contract negotiation, and other .nterpersonal
and group skills.

7. Share skill building insights and strategies with
other participants.

8. Plan to try out, through role play, techniques for
dealing with personal relationships derived from

one's own system.




Cognitive and Behavioral Objectives - Module II

Participants should be able to:

l.

3.

Work with a client in_,a problem solving process,
which demands of him as a consultant (a) an
empathic listening posture, (b) the ability to
differentiate between types of relationships,
both change team and client-consultant and (c)
generation and choice of appropriate intervention
techniques.

Integrate and actualize theoretical approacﬁes

in forming change teams and assessing_relation-
ships in light of the variables of ideal rela-
tionships.

Deal constructively with common pers ‘n-~to-parson
relationships such as apathy, dependence, resis-
tance to change, conflict of values, etc.
Increase their understanding of the complexity of
interrelationships that can occur within a group
setting and generate alternatives for coping with
these interrelationships; for example, withdrawal,
fence sitting, over enthusiasm.

Identify, initially, the different innovative

roles within their home systems.



10.

Strengthen present knowledge about and skills in
relationships through a cafeteria of exercises,
chosen individually, ;hich includes contract nego-
tiations, consultation styles, group process
observation, and other similar sessions.

Begin to choose and build a change team (inside/
outside if possible; inside if not) and plan
potential change strategies for their home‘set-
ting (applying theories and strategies to rele-
vant back home situations.)

Utilize peer resources throughout the session for
gaining insights and methods for building rela-
tionships.

Practice useful interpersonal and group tech-
niques such as brainstorming, stop sessions,
feedback, etc. in the process of the workshop
itself.

Assess him/herself as a change agent regarding

knowledge and skills.
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Sample Designs -~ Module II

A. 9:00 Intro. agenda (Pre-Post Test?)

9:15 Bldg Relationship: Theory
10:20 Break
10:30 Bldg Relationship: Practice
12:00 Lunch

1:00 Back home planning

1:35 Cafeteria explanations

1:45 Cafeteria Session I

2:45 Break

3:00 Share - teach

or

Cafeteria Session II
3:45 Back home planning

4:45 Evaluation

B. Morning: same

1:00 Group Role Play
2:00 Back home Planning
2:30 Cafeteria I
3:35 Break
3:45 Cafeteria II
or
Back Home Planning
or
Share-Teach

4:45 Evaluation (Post-Test)




Sample Flow Charts

Module II




adejy pue

IDpIODdI 9319888D
sdrysuotie]

~3x butrdiey 30
1epou s, 3ynuiIed
'gyuabe apueyd

opTs3ino/aprsut
‘sdiysuorl ‘peax sS9TOT3xR PUB YOOQ §,YI0Y
-e19x TeSpT 3O -9ABRH 03 jUTT O3 S3Ieyd Hursn ‘uUoOIsSsss 2I1039q
seTousaaedsuraly suop sbhburpesax YiTs sjexbojur o3 sdisy adureay
10 s3IRYD asutrex], sqnoaaeys tersusb 103 Iayeb sjuedidorjred ,Of
pakeid a1ox uorienits 103 dTysuorieraxr _
JUESITNSUCD-USTIO TeIPT JO SOHTISTISIDRIRYD €
(poArTd BTO0X
. uor3len3lTS I103) sasqusaw pue sdiysuoriersx
weay sbueys TespT JO SOIISTISIDdRIBYD VW -
SIONICH sjuediorlaed (g 3 y) sdnoxb ~43 uy wrojsureiq sjuedidrixed ,0¢
@ :dnoxb 03 uoTIDBIAIQ
i (Tedtoutrad 3juel
) -sTSse pue xoyssunod) adeiz Aeyd 10 I193UROD
Jutadsman asurexy -us ,3jue3insuco-justiod, Aerd 2702 sasvBUTRIL VY LI1
. soT3oRIg pue Axooyl :sdiysuorje(sx burpring ST1:6
(pax1ssp 3T sdrysuorjeyax
PUTPTTING UO 3ISTIADSYD ®SN) S8TOI9%3 s, Hujusom x03
aTrUCTI3RA ‘epusbe ‘sabels XTS #M8TAS1 ‘UOTIDNPOIJUL 006
epuaby
jutxdsmeN
3aeyo sabeis 9 asuteq] pojutrenboeaa o6 ‘sjnuop ‘833303 cp:g
Jusudinbd a1qyrsuodsay K3tTATioy sy,
g Teriazey 3 ,0UM

. T oidwexa - II °TNPORW
IZFHS MOTI RLIAILOV




E-9

suotjlsabbns
‘syurtod joeqpaoz
‘suoTjonxlsuy
¥se3 ‘Suorl

butaxasqo
ssaooxd op
- SUOT108aTP
ua3lITIM IDA0
ob sasutex]

(xzsutex3 Lurpnyout) Yoeqpasy - dojyg-
urebe ssnostQg-

S393YS 9[O0X pedX ‘SIVTOI pue SILSS YOITMS-
ueal3 abuvyd 03 orqpsay - doyg-

dnoxb ur }¥se3 ssnoOSIg~

suot3draossp 9101 pue 4sel peay-
dnoxb Aq psprosap X0 UOISSSS

CGTI0T UT posSn U "YIBNJITS 95D WOIJ DPIATIASBD Ysel-~-

sI3qUIBW WosAsS JUSTTO 6~ snrd

IBPISINO DUO ‘SIBPISUT OM] - Weds] Juabe sbueyp-

16T
161
¢S
01
0T
S

-dTaxosap afoy sjuedrorlaed dnoxb xad (g) Aerd srox dnoan 00:T
young 00:21
uoI3109s
Kixoay3 03 Movqg SUTIT -~ IBUTRL], - SSOUIATIODSIID
pue pasn SaTHd3IRIFS JO UOISSNOSIP IRA3USH  , 0 .
*039 ‘sHuTTosl ‘SS2UDATIODBIIS SsnosTIp - dols 6T
Aeid ajox snurjuod ,0T1
asobbns ‘azdirur ‘ssanoxd doas (0T
*JUSTIO sk dnoxb xsYyjzoUL WOXJ
sIaNIeR Ioquaul pue jusabe abueyo se xaquaw dnoxb suo
jutadsmoN pursn dnoxb ut Aeyd afox pue ‘Aboslrals InO YaoM 0T
uoT3IENITS
STY3 ut muw: woTty Ob *ev*D pPINOYS SADBYM-
uor3enits ozdAreur
- dn 398 sT dIYysuor3leTeX 30 PUTY IPUM-
wIo3suterIqg Xts jo sdnoxyH , 02
ade3 pue IBAIDSO
I9paooax ssaooad (uot3yenits doys autryoeur)
93319888) se I3UuTeal I33UN0dU3 TRTITUT JURITNSUOD-JUSTLO JO adel °*9 G 0£:01
Aeaagq al:0T
qusudinby atqrsuodsay Kitatiov Uty
3 Terzalen s ,OUM

(ponuI3uUoD)

LIIHS MOTd ALIAILOVY

1 ordwexy - II 3TNPOU




E~10

*sousIvjexr [rUOSIad 103 - UCTSSOS
$,Aep DuT.IUp UO PBYINO] BbpITMAOUY pUT STTTYS

¥ooyd~--sdTYsSuoTivIax burpiTng uo 1ise93 3rod/j/aid  ‘p
paa1sep 3T oeqpssi [eag °t
doysYIOM UO ISTINISBYD °7
ISTTHOBUD SjusuIe3els ITeISHY T
$399YS 3[PIS9D asurTeal ‘ uorlIenleAay Shiy
*D39 ‘sonssT ‘sSburjgsw ‘033
‘s1opea; uoturdo - walsAs JuslTo ur aydcag g
uetd ‘030 ‘butmoab ‘Surjosres - wedl abueyd vy
uotrioe 103 ajgqelreae sdrysuotielsx burpring
suwexbetq I3uTeal 303 uerd uotjlor ejeInwioy o3 utbsg & puswuodL3IY ST:P
(2WT3 JT 9SuUC ueryl sSI0W OpP) °*N38 ‘SISBUNODUD
o1bazea3ls ‘srojzunoous Ter3tur Aerd stox dep-
3ISTIYOBYD uotriely 330339 oburyd 03
s, YD0T8ARH ~[nsuod 103 TeIonId 350w Wa3sSAS uyl STENPIATPUT SSNOSIQ-
/sUOTIONIISUT arqelTeae (3USTTDO buTssasse ‘UaTTO O3 bUuTUIT) SISTT
Aetd-s10y SIIUTRXL -}y29ys> Yoorasary asn Aew - butuueld swoy-yovq SWNSIY GH:¢
Hesadq VRS
UoT3ICAIDSqO $5300xd dnoig-
(x2ATD
9S10I8XD ~-uotranros/aadiey~ssaooxd) s37A3S uOI3IBITNSUOD-
yosed 103 SUuOtly uotrjlerjobsu 3orAUOD-
-2ONIFSUT YITM sadoisAaus ut 21Ny s,19boy pur HUTUBISTTI-
sadoisaug putuuni-31os suorssas ootyoead IIYS - eTIIIBIER) 02
wailsis umo
(UOT3B]TNSUOD s,ouo ur atdoad Asy Ajriuspt ‘sdiysuorierax
I03 a[qerteae pue S3TOI UOT3IRAOUUT JO SIsoubelp Axosand-
Isuteal\ (sdnoab uorzouny alox
SISTTAI3UD sjuedioTiaed 10 wesy ur) sdiysuorierex 1oy butuueid owoy 3oeg 00:2
jusudrnba a1qIrsuodsay K3TAT30V awty,
¥ 1erIalen 8 ,0UM

(panuT3luUGCD)

133HS MOTd ALIAILOV T o(duexd - 11 SINDPOW




E-1ll

UOTISSNOSTQ [RIBUSYH 1Yy 23]/3arys 618
butusystT “*9
sado1saua UOTIBTI0LSN IOoBRIIUOS °*G
UT SUOTIONIISUT s9T4A3s uOTILITNSUO] ¥
putuunx Jres- ss3001d dnoin -°¢
s399Yys burystraq- Aetd a10a dnoan -z
sousul jayseq 3I9Yseq Ino - 3aIayseq ury °r
Ino ‘3a9yseq ul- (s9oT3nrad INOY~-dUO Z OBSOOUDjRTISISIRD ST:¢
yeaad 00:¢
soyoroxdde ‘soidszeais aaeys ¢
Kbsjzeays
SSNOSIp pue Absjexss posloaras e Aeyd sjox
!{dnoxb JUeIDIITP WOXI SIUSTTOD s389H dnoxb yoeg g
. 212y woxy Ob ©3 axays
pue ‘uo Bbutob s,3eym SSNOSTP 9ATI JO sdnoxsn T
9oT130rId 2103 Aeyd aroy 0£:T
young 0T:¢C1
(snboTeTIp) SI8350d ‘XTIAICKW
‘IINYNIRD SSNOSTP pukr 03 JUTIT {S3IINSsal Ino 3aeys OV TT
. drys
~UOT3IRTBI 3URITNSUOCD « FIBYD TLIPYI ue aq pInoMA Ieym-
Juedl sbueys Teopr ue 3 PINOM IBYM-
cuo butob s,3eUM-
azAteue sdnoiy 0Z:11
Axooyz ao3z Aerd s10y OT:TT
sdiysuorlelax buipring O3 UOTIONPOAJIUT 00:TT
Jusudynbay arqrsuodsay A3TAaTiOV surty,
% TerIolen s ,0UM

1d9HS MOTJd XLIAILOV ¢ orduexy - II STNPOW




E-12

Building Relationships

Suggestion: Use Y, N
NS or NE (Yes, No, No

(Checklist for_Change Facilitators) Sure, Not Enough)

I. SELF-PROBING as change facilitator

Can interview self-asking probing questions about:

(a) role (e) skills
() values (f) decision making process
(c) boundaries (g) ability to receive feedback

(d) knowledge honeaty in giving feedback

(h)

II. SKILLS as change facilitator
A. Interpersonal skills:
- 1. Understanding skills:
(a) paraphrasing (undexstand and rephrasé others meaning)
(b) empathetic listening (able to get into the other's shoes)
(c) non-verbal: open body posture, maintaining eye comtact
(d) giving and receiving posit#ée feedback
(e) use of "Roger's Rule" in iﬂterpersonal conflicts or in third
party role. (Speak only after having restated ideas and feelings
of the other person accurately and to that person's satisfaction.)
2., Confrontation skills:
(8) frank about own values, boundaries, and feelings
(b) not overly defensive
(¢) probing effectively

(d) gives and receives useful negative feedback

B. Group process skills
(a) awareness of non-verbal respouses and group atmosphere
(b) able in gatekeeping, preventing domination, bringing people in
(c) able to keep to an agenda, but with flexibility
(d) able to set and prioritize clear agendar

-

‘(e) clear summarizer

[}{ﬂ:;______ (f) able to use newsprint effectively to record, track and summarize
e discussion




(g)
(h)
(1)

clear about decision-makiffg *&ocesses ‘
able to use stop sessions for group feedback

able to intervene and handle conflict

C. Can conduct a post-assessment of change agent-client interactions imcluding:

———————————

(a)
(b)
(c)
(d)
(e)
()
(8)
(h)
(1)

clarification of goals and norms at work in client gystems
trust and power relationship between change agent and client
power of client in the system

needs/expectations of client and sgelf

blocks ~ problems -~ progress

hidden agendas

manipulative techniques

client's use of resources

degree of mutual commitment

III. KNOWLEDGE as change facilitator

o — o ——

(a)

(b)
(c)

(d)
(e)

(£)
(g)
(h)

(1)

&)

(k)
(1)
(m)

can define various change agent roles listening positive and
negative factors for each role

can draw up a time table for a given change situation

krow how to effectively search out informal information about
client system from a variety of sources

can list important environmental variables to conaider at “first
meeting" with client

can use formal and informal information sbout client systems when
making decisions .

can formulate guidelines for contract negotiations with clients
can name variables that influence change agent-client contract

know common.problems of entry and re-entry for a variety of change
settings

can describe inhibitors and facilitators for a change agent
working inside a system

can describe inhibitors and facilitators for a change agent
working outside a system

can plan for building a support base in given set tings
can calculate cost-benefits of working alone in given gsettings

can calcilate cost-benefits of building a change team

w1
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Building Relationshipas: Theory & Practice

Part I
1. Present behavioral phenomena: OPTION

a. Trairers role play the situation described on p. 3 (school
counselor and asst. principal) ¢

b. Play tape of Pat (school counselor) and Mr. Johnson (asst.
principal)

c. Two participants role play a '"beginning encounter" (set up
previously with trainers, not spountaneous)

2. Instructions: That was a brief but serious encounter, assuming the
counselor really wants to effect change in the school. A valuable
tool for being able to critique and aveid encounters like that, is
to have some concepts or guidelines on building and maintaining
relationships in a system if you want to help change that system.
Using this encounter as the take-off, could we break into 2 groups.
Those interested in change team relationships--group A and those
interested in consultant - client relationships are Group B. %Will
group A brainstorm the characteristics of an ideal change team for
this system - a team--could form. Include skills and knowledge
necessary for one effective change team in this system.

Will group B brainstorm the character’stics of an ideal client--
consultant relationship, thinking of this individyal consultant
client relationship and its inadequacies.

Will both groups then choose the 3 most crucial characteristics in
what you've brainstormed, we'll have a general share out.

Remember - brainstorming rules are--
- get all ideas out
- no evaluation
~ no discussion unless to clarify meaning
- any wild idea goes - a good idea may come out of it.

3. Give participunts 10 - 15 min. to do this
Warn them at 7. min. - 3 more minutes for brainstorming - also at 10
minutes - do discussing and choosing of crucial points now.
Post and cover the charts for use in share-out.

4. General share out.

a. Post brainstorm lists, give participants time to re-collect.
b. Have recorder from each group read points
¢. Discuss and bring in conceptual inputs from Havelock and Carvhuff
(ou charts) inside/outside c.a.
types of relationships
helping relations! ¥z characteristics
d. Have one trainee record dj:-ussion on newspriat.
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Part 11

1.

6.

Introduce; Often when starting a relationship there is as yet no
change team, and the initial encounter is all ~ important. The
next encounter is such a one - outside the field of education, but
the basic client characteristics and problems run thru all organi-
zations. See if you can clarify what the relationship is in this
encounter.

Play tape and movie of Mr. Dietrick (businegssman and Mr. Thomas
(consultant)

Give additional information -

Break participants into groups of 5~6. Provide copy of script of
encounter just heard.

INSTRUCTIONS: Now is the time to put to work some of the concepts
we've just talked about. First, in your groups, try to decide
what is going on in this relationship. Common problems are apathy,
dependency, value conflicts, distrust of consultant or change agent
etc.

Then - discuss where the consultant could or should go from here in
this relationship. Try to keep in mind the ideal relationship
characteristics we talked about earlier. You'll have 10 minutes or
so, then we'll ask for some volunteers to role play the client for
another group.

Watch progress and give between 10 ~ 15 minutes.

L) .

Instructions for role play: Get volunteers to role play client for

-a different group. 1 person volunteer to role play the alternative

- see how it comes out, and the rest of the group can observe and
critique. Try to role play for 5 minutes then do group observations,
and replay again if there's time.

Each group report to total group alternmative chosen and how it worked
out.
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Role-Plays for Module II, parts A & B

counselor - Assistant Principal

The situation is early in second semester, in school. Where 2
students were expelled a week previously for a second offense of
smoking in the lavatovries. This was unusual, but within school
rules. They were popular, but "hippie" type students, in disfavor
with the administration. The counselor has been at the school
only 1 year, has a good reputation generally. The curriculum has
had no major changes in the last 9 years.

wr. Dietrick is the senior partner in the Machine-Shop and is 58
years old. His two partners, Mike and Harry are 47 and 39 years
old. Each has equal voting power, however and they voted to hire
the consultant. Both of them have some college training, while
Mr. Dietrick finished only llth grade. There are serious problems
in the shop.
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CHARTS for Use with Morning Theory and Practice Session

HELPING RELATIONSHIPS
GOALS: Get Helpee:
1. to explore his problem
2. to understand himself
3. to act on his understanding
METHOD
l. Early stages-~-RESPOND with
a. empathy
b. respect, concern
Cc. concreteness
2. Later stages--INITIATE with
d. genuineness
e. confrontation
£. immediacy
(Robert Carkhuff)

IDEAL RELATIONSHIP

Reciprocity

openness

Realistic expectations
Expectations of reward
Structure

Equal Power

Minimum Threat
Confrontation of
differences
Involvement of all
relevant parties

*

0O~ O U Wk
* .

\0
*

BEGINNING RELATIONSHIP

Blank slate

Reestablishing a good relationship
Reestablishing an uncertain rela-
tionship

Redefining an existing relation-
ship

INITIAL CONTACT

FRIENDLINESS
FAMILIARITY
REWARDINGNESS
RESPONSIVENESS

OUTSIDE CHANGE AGENT

Advantages

l. Starts fresh

2. Can have perspective

3. Irdependent of power structure
4. Can bring new things
Disadvantages

1. Is a stranger

2. May lack knowledge of inside
3. May not care encugh

INSIDE CHANGE AGENT

Advantages

1. Knows sys*em

2. Speaks langjuage

3. Understands norms

4. Identifies with
needs, goals

5. Familiar figure

Disadvantages

1. May lack perspective

2. May not have special knc
ledge or skill

3. May not have power base

4. May be living down failu

5. May not be independent

6. May have to redefine rel
tionship to system
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Module II

Early Afternoon or
Cafeteria Exercise

GRQUP ROLE PLAY

This design is offered to allow participants to gain experience in '

dealing with different role~types in a group setting. The group is co—-~
posed of three change agents, (twe i.asiders and one outsider) four -~
five members of the clfent system, and an observer when possible (one of
the trainers).

In the design, there will be seven to eight participants who will

find a briefing sheet on their chairs as they sit down (or have one given

to

them). The observer rezds the general task briefing sheet aloud to

everyone and alter each person has had 5 minutes to get into his own role,
the group starts to discuss the given task until time is called (about

10-

15 minutes). There will then be a 10' period in which members of the

group can discuss with members of the change team their observations on
group process and especially the chairman's effect on the group. At this

point, participants switch seats and rnles and, upon taking new roles, use
the next 15‘ for continued discussion and the final 15' for amother
feedback session on group process, during which group members should read
their briefing sheets and talk about the role types.

I. General Briefing Sheet

Purpose; (1) ¢to increase the skills of member participants in

dealing with different types of personalities in the context of a group
task. (2) to provide opportunity to experience role play in 2 different
personality types in a group discussion and hence to understiand-" these
types better. (3) to practice sensitivity to zroup process and check
observations with others.

‘A,

Replay or read script of the taped encounter to refresh memories if

necessary. You are sitting in circles of 7(8) and are a representative
committee of faculty, staff, and students charged with gaining some sort

.of

resolve on the present problems that were discussed in the taped

dialogue. You must make a decision by the end of the meeting.

B.

c.

The chairman can now start the meeting.

At the stop session, the observer will conduct a hrief discussion before

you shift seats.

D.
on

Then, leave your instructsion on your seats and read the new ones you find
the seat to your right. You now become that member.

The new chairman starts,continuing the discussion where you left off.

Stop in time to analyze the conteat and process of this second discussion.

- . o < -

-

v~ -
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II. Trainer/Group Options

}. Disregard school rcle _ypes .... etc.)

&rainer options (1) disregard school role types (principal etc.) and
ask participants to identify a problem situation (with role types) to be
worked out by the group. Be sure to keep the 3 change agent roles. Each
of you now open your instructions and read them carefully and prepare
yourself to take the role indicated on your instructions.

2. Other topics for giscussion:

A. Petition signed by 2/3 of student body to have teachers evaluated by
students and this have weight in deciding tenure.

B. Proposal passed by PTA to permit parents to obgserve classes regularly *
(one week out of every month). '

C. Petition by Black Student Organization to implement g multi-ethnic
curriculum the next school year (curriculum already designed and
available from State Board of Education.)

ITT. Conducting the Stop Sessions
Stop Sassion #1

1. Chairman and other two change agents identify what they were trying to
do.

2. Give feedback on effect of their efforts as group saw them.

3. What alternatives does group see for dealing with different types in
group.

Stop Session {2
1. Ask first chairman and change -gents what they saw the second chairman
and change agents do differently.

2. Elicit comments from the group about this.

3. Identify feelings about different types and difficulties of each in
dealing with his/her own feelings.

4. Try to identify the personality types clearly (members may read their
role descriptions) and define at least one or two good strategies for
dealing with these in a group relationship.
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IV. Group Roles for Skill Practice

JAhe following role briefings arc on scparate slips and placed on the
7(8) chairs in cach group.

a. outside change agent, social worker com County staff. Process
observing is your "bag". You call attention to what is going on between
people in the group and the work they are doing. You want to help the
group get its work done.

b. student (sophomore). You are somewhat shy/and vice president
of your class. You don't speak up by yourself, but would speak cut if
someone asked you. You do have ideas on th2z subject.

c. Principal, inside change agent. You are the chairman. As the
leader who takes responsibility to keep the group on the track, you are
quite active. You try to harmonize differing opinions when you can, and
you want good decisions made by the end of the meeting. You also feel
some loyalty to your agssistant principal.

d. counselor, ingide change agent. You arc full of ideas. You give
them often and gladly, and you want them accepted, so you are quite force-
ful in your presentation. You definitely feel studenta do not have enough
participation in decisions affecting them.

e. student (senior). You have ideas on the subject, and you want them
heard and accepted. You feel teachers and administrators don't listen to
students because of their inferior status. You're very tried of not being
heard, and are determined to make them listen.

f. faculty member, nmot tenured. You are a fence gitter. Everything

is ok with you. You have few opinions on anything, but you do agree with
almost everything that is said. It takes a lot to move you‘off the fence.

8. faculty member, old guard. You are a blocker. You feel most
young guys are full of uselcss ideas. You block them by disagreement and
lack of interest, because you feel this is a low priority matter compared
to what they should be doing (like teaching the students more effectively
and keeping control in the classrooms.) The ameistant principal agrees
with you.

h. Assistant Principal (in dialogue). You are an ex-service man.
You see that without discipline in the school, the situation quickly
becomes chaotic. You fe4l the student suspensions were perfectly
Justified, and helped to restore a sense of law and order in the school
which many students and parents want.

——

OPTIONAL

i. faculty member, young tenured. You are popular with the students
and understand their frustrations. Your classes do involve students in
decision making and they respond w’.th enthusiasm and respomsibility. You
feel the suspensions were unfair in the circumstances.

j. PTA president, new. You aren't accustomed to meetings like this
and you want to weigh all arguments trying to be open to all sides. You
O wve progressive educationsl ideas.

ERIC

IText Provided by ERIC
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Back Home Planning Sessions

First Planning Scssion: (early afternoon)

During this {initial half~hour after lunch, participants may group
into their back home teams (or into similar role/function groups). The
checklist and cursory diagnosis are for your use in determining briefly
some of the areas on which you might concentrate in your change efforts.
For example, after rumning through the checklist, it may be apparent
that you will need other people as change team members, with skills to
complement your own. Or, the diagnosis may help to pinpoint certain re-~
lationships that appear crucial and will need further attention. This
half-hour is useful as a starter period only, to get things rolling
again and in relatiom to the real problems that you are dealing with in
your home settings. (Trainers, be available to the different groups for
clarification and/or aid in focusing on the planning task.)

Second Planaing Session: (after cafeteria or share/teach sessions)
Trainers give instructions

Participants will have over an hour now, with some rewly acquired
skills, to get back together and pick up on the back home planning, with
several choices and instruments to help their depending on what stage
your change effort is in.

They may choose to d° more with the imnovation roles instrument from the
earlier planning session or to use the checklist on Getting .to Know the
Client or on Linkage to the Client.

Another valuable activity might be to select one or more of the people
idertificd on their innovation roles checklist and do s role play of

sorr  important encounter with him or her. For example, it may be a role
play .f a coming meating or of a chance meeting hwere an issue needs to be
ra'sed, then discussion of the outcomes or possible implications for the
real life situation. (see role play directions on next page).

Toward the end of this period, trainers signal when groups have 20 minutes
left, and strongly suggest that they begin to develop am action plan

with regard to building relationships. This will be their first practical
step toward implementing the skills and knowledge from today's session.
The chart is for that purpose. Trainers should be obviously available and
interested for consultation, suggestion, etc.




3.

Each person briefly

Module II, late
E-22 afternoon

Back Home Planning Page 2

Directions for Role Play

describe a situation or person in your own back home

context that is important to your change effort as supporter, resister,
a key power figure or opinion leader.

Group briefly evaluate and decide on one that all are interested in role
playing. Some criteria might be:

a. immediacy (a meeting coming up soon)

b. universality (a kind of person met often or a typical
hard to handle situation)

c. non-complexity (situation or person not so complex that it
will take a long time to describe and role play)

vescribe the present relationship further (possibly in one of the four
Havelockian categories: blankslate (new) uncertain effort, needs of
the system, problems, etc.

Create a context in

which you will or could be meeting to discuss some

aspect of the change effort, needs of the system, problems, etc.

Pick two people to do the role play, preferably who know the other
person in the relationship (unless it's a completely new relationship.)

Role play for 5-7 minutes or until some significant point has been

reached.

Stop, discuss role play, decide where to go from there. (Igclude

non~-verbal cues)

If time, redo role play or carry it on from where it stopped, trying
out strategies discussed.

Stop, discuss again.

Evaluate effectiveness of strategy, and other

alternatives for dealing with the persoun (e.g. getting someone else
in the system who might be able to deal with the person more

effectively.)

L 4
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#6. A Cursory Diagnosis of People In Your System

Trainer: Setting-llave the participants group in their back-hoime teams
or in similar role/function groups, trios preferably. (Purpose: to
have them working with people who understand the system they're in or,
ln the case of role/function groups, whose perspective in another system
is similar by virtue of their positions.)

Sequence - a. Using the matrix on "Innovation Roles", the participants,
individually should take 15' to try to get a handle on the key people
within their professional environment, (Purpose: to clarify for one-
self what role a person is playing in the innovation process in order to
better grasp how you might build a relationship, and what kind, with this
person). Instructions are on the bottom of the matrix.

b. "In your same trios, use the next half-hour to look at 1
or 2 specific roles a person might play, e.g., resister, gatekeeper,
influential, and discuss how you might go about building a supportive
relationship with these types of persons." Have the groups draw impli-
cations for action in a real life setting! "The questions on the sheet
being passed out may be helpful for your discussions."

Questions for the Cursory Diagnosis.

l. Which task roles do you see as essential for your change team?
Which supporting roles? Why?

2. Which blocking roles would you dzal with first? Why? Which
might be overlocked temporarily?

3. Pick an opinion leader/resister. 1s his "following" important
to the change effort? Why or why not?
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BLOCKING ROLES

SUPPORT ROLES

TASK ROLES
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POSITION

10.

DIRECTIONS:

ors, and other key people who are involved

the present
id stereo-

.
in
.
|

(3) Place an asterisk by those

people yo: consider to be your primary clients and.'or key people in your change effort.

roles as needed.

ive

-

(2) Check off as a first impression, (not a r

type) major roles each person is playing, and characterize your present relationship with

this person.

.
'

novation.
other innovat

in
n

Fill

(1) List Clients, peers, super

(or a recent past)
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INNOVATIVE ROLES

Supplementary Hand-out

ROLE FUNCTIONS IN A GROUP

—The membors of an cfficient and productive problem solving qroup must
provide for meeting two hinds of nceds - what it takas to do the jod,
and what it takes to strengthen anc maintain the qroup.

4hat memdaers do to sorve aroup nceds may be called functional roies.
Statemants and behaviors which tend to make tha qQroup inefficient or
wedk mdy be called nonfunctional behaviors.

A partial list of the kinds of contributions or the group servlices
which are performed by one or many individuals is as follows:

A TASK ROLLS (functions requirad in selacting and carrying out @
group task)

B.

8.

INITIATING ACTIVITY: proposing solutions, suggesting new ideas,
new dofinitions of the problem, hew attack on the problem, or
new organization of material, o

SEEKING INFORMATION: asKing for clarification of suggestions,
requesting additional information or facts.

SEEKING OPINION: looking for an expression of feeling about
somything from the mombers, seeking clarification of values,
suggestions, or .idoas.

GIVING INFORMATION: offering facts or generalizations, relat-
ing one's own experience to the group problem to illustrate
points.

GIVING OPINION: stating an opinion or balief concernlng a
suggestion or one of saveral suggestions, particularly concorn=
ing its value rathar than its factual basls,

ELABORATING: clarifying, giving examplias or developing m:an~
ings, trying to envision how a proposal might work if adopted.
COORDINATING: showing relationships among various ideas or
suggestions, trying to pull ideas and suggestions together,
trying to draw together activities of varlous subgroups...
mambars.,

SUMMARIZING: pulling together related ldeas or suggestions,
restating suggestions after the group has discussed them.

GROUP BUILDING AND MAINTENANCE ROLES (functions requirad in '
strengthening and maintaining group life and activities)

i,

2.

ENCOURAGING: being friandly, warm, responsive to othars,
praising others and their ideas, agreelng with and accepting
contributions of others,

GATEKCEPING: tryinqg to make it possiblu for anothor membor to
make d contribution to tho group by saying, 'We haven't heard
anytning from Jim yet", or suggesting limited talking time for
overyone so that all will have a chancs to be heard.
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3. STANDARD S£TTING: cxpreseing standards for th. Group 1o us.? in
choosing ity content or arocedures or in evaluating its ducCi=
5i9ns, reminding qroup to avaid dacisions which conflict with
group standards. :

4. FOLLOVING: going alonqg with decisions of the qroup, thoughte
fully accupting iduas of others, serving as audiagnc. during
group discussion,

3. EXPRESSING GROUP FEELING: Surmarizing what group toeling is
Sonsud 1o bi., discridbing reactions of the group to ideas or
solutions., '

C. BOTH GROWP TASK AND MAINTENMANCE ROLES
I. EVALUATING: submi tting qroun decisions or accompliishmanr: -5
comparison with group standards ,. maasuring accompiishment.
against qoals.
2. DIAGNOSING: detormining sources of difficulties, appropri=tae
stops to take noxt, analyzing tha main dlocks to progress.
3. TESTING FOR CONSENSUS: fontativaly asking for grour opinions
in arder to find nut whather the group is nearing conscnsus cn
3 decision, sanding up trial balloons to tost group oplnions.
4. MEDIATING: harmoni zing, conciliating differences in points of
viow, making compromise solutions.
S. RELIEVING TENSION: draining off negative tealing by jesting or
pouring oil on troudiad waters, putting a tonse sitvation in
. widor contaxt, :
From time to timo, mor. often perhaps than anyona likes to admit, noople
bahave in nonfunctional ways that do not help and somatimes actually
harm the group and the work it is trying to do. Some of the more common
types of such nonfunctional behaviors are describod dbelow.

O. TYPES OF NONFUNCTIONAL BEHAVIOR .

I. BEING AGGRESSIVE: working for status by criticizing or vlaming

" othors, showing hostility against the group or some indivigual,
duflating the 2go or status of others, '

2. BLOCKING: intarforing with the progress of the group by going
off an a tangent, citing personal experiences unrolated to the

« problum, arguing too much on a point, rojecting ideas without
consideration.

3. SELF-CONFESSING: using the group as a sounding board, axprasse
ing parsonal, .nongroup-oriantad fo2lings or points of viaw.

4. COMPETING: vying with othars to sroduce the best idaa, taik the
most, play the most rolus, gain ftavor with the leader.
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SEERING SYSDATHY ; trying *o induc.. sthor G7ud momdecre ta o
SYPWIATheTic tr one'y e bloms or mistartuncs, d:pinring nac's
Can o situation, or disparaging one's own iduas to gain supnort,
SPECIAL PLLADINSG: intraducing or Supparting sungestions related
™ one's own pot cong.:rns ar nhilosophius, lebbving,

MORSING AROUND: clowing, Joking, mimickinr, dis "upting tho

wrk of the qroup.

SEEKING RECOGN: T1IN: dttem.ting to call attantion to onely, o1t
Oy loud ar oxcussive talking, axtrome iduas, unusual vehaviar,
W1 THDRAWAL ; acting indiffurant ar Pass.vi, rosorting o uxe
Cussiva formality, daydrcaming, doodling, whispuring tn othors,
wanderiag from the sub juct.

In using a classification such as the one above, people n:ad to quard
3y3inst the tendency to olam: any person (whether themse ives or another)
who falls info “nonfunctional behavior,"

E. IMPROVING MEMBER ROLES
ANy group s strengthenad and enabled to work more c¢ffic.ently If [ts

mombers

l.

]
bueCome more conscious of the role function ncoded at any given
Tima, 1~

2. bucom: mory sensitive to and awars of the degree to which they
€an help to meet the noeds through what theoy do.
v 3. undcrtake solf-training to improve tholr range of roie functions
and skills in perfosming them, :
Tak.:n from:

HANDBOOK OF STAFF DEVE LOPMENT AND
Human Relations Training: Materials
Develoned for Use: in Africa
(Revised and Expandnd tdition)

8y Donald Nylun, J. Robert
Mitchel !, ang Anthony Stout
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Description of Cafeteria Sessions

1. .istening exercise - an opportunity to practice the difficult art of really
.istening and trying to understand the other's meaning and feeling. In a
svoup of 4, all will have the chance to role play an encounter and observe
Jne. The content of these discussions should be your own built in - any
relationship problem or situation you'd lika to explore for insights,
strategies, etc.

2. Consultation Styles - will give you a chance to practice both problem
solving and solution-giving orientations with someone's real problem you
will talk about the effectiveness of both in a client-consultant relation-
stip, and perhaps decide which style fits you better.

3. Contract Negotiation - if a beginning session or contract session is on the
horizon for you, this exercise helps you to explore with your situation, the
check points and pitfalls, that can emerge in such a session.

4. Group process observation -~ this exercise will help participants to see or
grow in the skill of analyzing a grou~ discussion, with all its normal verbai
and non verbal areas and model the technique of "stop session" for feedback -
and more effective group functioning. The group may either select discussior
topic from suggested ones or decide its own if that can be done briefly.

-—

- Gm s Sammtne .



Purposes:

Procedure:

For P: =

For Q: -

E-29
(adapted from NTL
1972)
"Ten exercises for
Consultation Styles Exercise Trainers"

- to experience the difference between a problem-solving posture and a
solution-giving posture in a helper or consultative relationship.
- to clarify the advantages and disadvantages of each posture

(To be read aloud by one of the group)

1) Groups of 4 needed; if there are more divide up or trade off.

2) Designate one person each to be 0, P, Q and R

3) Distribute role sheets (enclosed in envelopes)

4) Allow five minutes for individuals. to read and think about roles.
5) O is the observer/timekeeper, starts and stops the consultation.

Role Descriptions (cut for envelope)

Choose an urgent problem from your work situation (involving an inter-
personal or group relationship if at all possible) on which you need
help. The problem should be relatively uncomplicated so as to be
manageable within the 35 minutes of this exercise (at least to get some
beginning help). In particular, it should be a problem involving per-
sonal responsibility on your part.

Present problem using from 3 to 5 minutes only.

After presenting it, Q and R will think s few minutes, discuss the pro-
blem then with each successively. Test their advice. Ignore the ob-
server and all other persons.

Note the way in which your feelings change during the discussion, as Q
and R each make suggestions.

After the observer has made his report at the end of the exercise, try
to identify your feelings about the discussion and the ideas and style
that was most helpful to you.

Listen carefully to the presentation cf the problem by P.

Don't give advice or refer to experiences that you or others have had.
Keep probing to get at new facets of the problem. KEEP THE RESPONSIBILITY
FOR THE SOLUTION TO THE PROBLEM ON P HIMSELF. You will know if you

have succeeded if P is finally able to define his problem mure zoncretelv,
or in different terms, or even to see a new or different problem than he
had originally presented.

Ask open ended questiions, be reflective, as though you were thinking
aloud. Your task is to help P do his own thinking, not to do it for him.
Begin with his line of thought and move alone with him, pushing him hecre
and there to clarify, define, substantiaste, etc.
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For R: = Listen carefully to P's problem as he presents it,
= After thinking time, respond in either of these ways:

l. Describe a similar experience you or someone you know has had,
and what was done about the problem~solutions tried, etc. If
P seems reluctant to accept this, and the experience seems
valid and applicable to you, persist in trying to explain this
relevance to him.

OR 2. Recommend in order the steps you wculd take or solution you see
in the situation. Persist in explaining yeur appreaeh until P
finds something helpful in this csse. Try to listen carefully
as he makes efforts to explain why some methods won't work, etc.
and try to fit the solutions.

For 0: - Listen carefully to the problem and the discussion of P with Q and
then R. Look especially for unspoken feelings of each person. Note
which proposals of Q and R seemed particularly helpful to P and what
P's reactions and feelings were. Try to be aware of non-verbal facial
expressions, tones of voice, posture, gestures, etc.

- Announce lst part of schedule (see below)

- Act as timekeeper without being too rigid about breaking off exactly
on schedule. Don't let the discussion run on long past, however.
A tentative schedule might be:

unce 3-5" l. P states his problem and the help he needs.

is 3 -5 2. All try to think about the problem, Q an R in
» Q particular thinking of ways they can help P
R. 8 - 10 3. Q and P discuss the problem as though the others
were not present, while R and O listen quitely.
8 - 10' 4. R and P do the same - discuss P's problem
5! 5. O reports observations
5 w0 6. P reviews his feelings and reactions to the two

discussions with Q then R, and reactions to O's
observations of the encounters.

time left 7. All discuss the two methods of giving help, advantages
and--disadvantages of each 2nd P's reactions

(Someone record on newsprint for future use, or
sharing with other participants at end of day.)
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Listening Exercise

Groups of 4

It is obvious that a very necessary skill in every phase of relationship
vuilding is active listening--the kind of listening where you see through
the other’s eyes, empathize (not sympathize) with the other's position and
problems, and rephrase the meaning so that it becomes clearer to both the
speaker and yourself. This process is what is known as "Rogers' Rule", from
Carl Rogers who first initiated it, It is a method of insuting real communi-
cation and understanding through attempting to rephrase the meaning and
trying to understand the feeling in the other's statements. There can be no
true helping relationship without this kind of active, empathic listening.

1. Pair up.

2. Each pair decide on a relationship problem it (one of'you) is having
and would be able to discuss, managably, in 20 minutes. (take 10' to
decide on a problem).

3. One pair becomes the role players (A & B) and the other pair observer

(C & D).
4., Timing:
Round I (26 minutes) Round II: Switch positions and
take up the other
pairs problem, similarl
A & B roleplay 1l0' C & D roleplay 10'
C & D feedback 3' A & B feedback 3'
A & B roleplay 10' C & D roleplay 10
C & D feedback 3' A & B roleplay 3!
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Role Players:

(A & B) .

You may role play your relationship problem in one of two ways. One,
have the person whose problem you're discussing, play himself. Two, have
the person whose problem you're discussing play the person he/she has
difficulty with. (a role reversal). This latter case may create a more
cmpathic understanding of the difficult person's perspective and lead to
some new thoughts on dealing with the problem.

Role Player with Problem (A):

Portray yourself (or the difficult person) as accurately as possible,
repeating key phrases, gesturing accordingly, reacting as you (the other)
would, etc. Above all, when B attempts to understand you, make sure he
is on target, before you let him continue the conversation.

Role Player Helping SBQ:

Try to understa::d the other person; prove and certify your understanding
by checking out both meaning and feeling before proceeding to a new idea.

Observer (C & D)

Listen closely to the discussion, watch nonverbal communication, and try
to ascertain whether the role players are communicating. Are the role play-
ers using Rogers' Rule, especially the "helper"?

Don't respond to the other till you're sure you've understood the
other by rephrasing the other's meaning and feeling to his/her

satisfaction.
Round I: C observes A Round II: A observes C
D observes B __ ) B observes D

Try to observe along the following lines:

1. Is the helper encouraging helpee to clarify?

2. Is he asking for clarifying illustrations?

3. Does he show he understands?

4, 1Is the helper giving answers or repeating his own experiences?
5. Are there non-verbal cues?

6. Is the helpea giving advice?

7. Can you identify unspoken feelings?
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PROCESST JBSERVATION IN A GROUP
(for 5-6)
wod.s
+ To provide feedback to a group concerning its process.

I[I. To provide experience for group members in observing pro-
cess variables in group meetin-:.

Time
i hour
Materials Utilized
oroup Process Observer Form.
grocess
Participints take turns as process observers using a different observer
and a different chairman for each meeting. The observer does not partici-
pate in the meeting, but records his impressions on the observer form. At
the end of each 10' meeting, the observer makes a 5-10' oral report of the
process he saw, and his report is discussed. It is helpful for the parti-
cipants to see a copy of the form while the observer is reporting.
Rough lime chedule
10 - 15' Discuss Topic Chosen
10 - 15' Process Discussion
Switn Chairman and Observer
10' Second Discussion

10' Process Discussion

10' Learnings From the 2
Process Sessions

Topics:
Choose a topic for discussion from among the following

a. Schocl busing: A viable means to achieve equal educational
opportunity?

b. carcer Education: Vocational Education under a different
label?

c. Middle Schools = Junior High Schools with a new title?

d. Free choice

Adapted from A Handbook of Structured Experiences for liuman Relations Trainjing,
Volume 1, "Process Observation: A Guide"
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GROUP PROCESS OBSERVER FORM

Group topic:

Interpersonal Comnunication Skills

1. Expressing (verbal and nonverbal)

2. Listening

3. Responding

Communicaticn Pattern

4. Directionality (one-to-one, one-to-group, all through a leader, etc.)

5. Content (cognitive, affective)

Leadership

6. Major roles (record names)

Information processor Fol fower
Coordinalor | Bloekes
N Evaluator i tecognition
seeker
Harwonizer Dominator
Gatekeeper Avoider
Others.

7. Leadership style

Democratic Autocratic Laisgsez-faire




3. woadersiip effects E=35

_ Eager participation Low commitment
Lack of enthusiasm Holding back

9, Fecling tone of the meeting

10. Cohensiveness

Goals

11. Explictness

12. Commitment to agreed upon-goals

Situational Variables

13. Group size

14. Time limit

15. Physical facilities

Group Development -—

16. Stage of development

17. Rate of development

__ Resisting



18.

19.

20.

E-36

Feelings experienced during the observation

¥eelings "here and now"

Hunches, speculations, ideas,k etc., about the process observed

.‘ =




Round 1I

Round Il
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CONTRACT NEGOTIATION EXERCISE
(for 2)

In your work as a change agent, one of your initial consid-
erations will be whether to establish a working relation-
ship with a prospective client. Minimally, you have two
options: (1) to contract for a working relationship or

(2) to decide against entering into a consultative rela-
tionskip. 1In either case, you will probably want to estab-
lish a trial or "scouting" period, during which you both
explore the potential relationship and gather some prelimi-
nary data about the other. Since an invitation to consult
with a client system is based on the client's perception
that you (the consultant(s)) can help in some way, this
scouting period can be useful in helping both of you arrive
at a rmutually satisfactory decision and take-off point.

The following exercise may be useful in initial and subse-
quent negotiation session:

5': Break into pairs (A & B) and run through the written
instructions to insure their clarity.
10' Both A & B decide on an initial encounter they have
had or plan to have; A set the stage for B.

10! Roleplay: A plays the client in his encounter, with
B as the change agent scouting the potential working
relationship. Aim: to gather information pertinent
to making a decision on if and how to continue the

consultative relationship.

10': Process session. (1) Using any of the questions on
the accompanying list, (add to the list as necessary),
discuss your answers for their completeness in ena-
bling you to decode on continuing/foregoing the rela-
tionship. (2) What other information do you need to
help in the decision making? )

10

(1]

Roleplay: B set the stage for A and play the client
in this encounter, with A as the change agent, etc.

10': Process session: as above.

Note: For the Cafeteria results session, you might want
to list those questions you've discovered are impor-
tant in enabling both the client and the change agent
to make a "go" or "no go" decision on the consulta-
tive relationship.
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CLITAC, UM
Posuible Quentious Jor
e Podvdes Susaaon

A atle. . .2g.uration
1., T¥rirst segsion, ... .1n. 2 information

-+ What kind of ¢ . -anizacion is it:

2. W0 is calling ¢ asul.act tean ia? Why?

. Who is the clien:t” I[r nust be clear. {As many details as
PCu3.wi@, power structure, lines, number oi people involvea,
<ecting times, racial make up, sex, ages of peoyle).

. {:. of change anticipated?

Lo (£3lt-nead) for chang.?
. wwue.al history of the problem?

“.  l:tationship of change agent (porceivez by .licat).

4nat wo they think the change will look like?

dere stion of scout about situation.

Aounc and kind 0. couoperation.

. Do they really reeu (luoage?

. & there consens::. on these needs? Is thu.e consensus that

consultation is ueeded? _

13. What would change if the problem was solved?

.

4
L ]

| R 4
- C

t
[ ST

Other questions:
.. idditional exploratory information for "go - no go" decision

i4. Woat woulw change if the problem was volved?

15. Do they rezlly need change?

16. Is there consensus on these needs? Is .here consensus thal
congultation is needed?

15, #ho is the ciient? It must be clear. (As uany detai.. as
possible, power structure, lines, number oi people ianvolvea,
meeting times, racial make up . sex, agc- of peoplae).

‘.. Wao are we working for? Who cm I respun:aitie tof

iv. Authori:v oi informant to commit system.

Z¢. How do t. & view role of change agent?

2.. idow acc: s.ule is informatioa atout client systew!

<. Client syst.a vaiues compatipl: or incompativle wit: laange
and chang. cgant.

.. Taxe line . »ro.e.t and time demanded of e vuct i

2:, Client sy:= .. Lave: cment.

3. Who and wh:.. <iormation do I Lave access to?

.». Contract=—u..sr of people needed, time, travel, dis:cance.

2,. What is natus. zad terms of contract? Written?

0..'

L

B. Contra. Formation

.ow to make en v into the or:.:izariom.
.. oinds of resourceoe L0 utilize .. crange-in group?
>. 3cope of proje..t
:, Specific techa.ca: : ''lls needed?

ot
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Contr.ct Li.iding con't

Suoriers Lo c.aage?

o --witett, itow loag, and hoew often, and where?

Soevaous exderiences uweallrs vac. chiange.

Is .vobiem within groups rec.urces?

Foccelfield analysis—-screngoas and weakaon.e: .late. co chenge?
Win. Torces will sust.ola chaage or tend .. .oc.c of tack?

Wodo communication sve em exists in organization?

What "work" has ceen wone before? What has beex tried?

Contact person to prov de analysis of pro/con on change.

Look JOT uldlaicd pPru.iuls.

Ethical issues at stake; what kinds ¢£f changes?

Is proble. measur_able?
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Back Home - Building Relationship

Module II
Afternoon

ey people/
xoups to
eet with

y these
ey people

-

ssues to
e discussed

utcomes
esired

est person
meet
em

st time
meet-
quence

formation
cessary
fore
eting

formation
vantageous
have

fore

eting

ntative
te and per-
n to set
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LIWGGE T0 THE CLIENT: HOM 5050 IS VOuR RO IORS LY

[3

Bagcinnina Status: Where did you start?

(a) 5lank slate 1f so0, )

(b) reestablishing a good LE SO, >
relationship

(¢) reestablishing an un- 1 f so, :>
certain relation-

ship
(d) redefining a re- If so, 5
lationship

inside-Outside:

How do you rate yourself on this
dimension?

cm.a mis *. 0 4 =

has client had previous

agents or sim..ur projects?

L)

OXPOSUTS 0 e bas

has anything changed?
is there room i{or improvemcni’

is there potential for erronLous eas.-.ta*

tions?

why did the re'ationship have probles:?

have these beer corrected?

does the client know the relationsh® -

different?
in what ways does your new role interlere

with your old?

Mostlv an
outsider

Moo outsiger
than insider

More insg ter

than outsiu

M,y M

er i’\f id«.r‘

As you see yourself

As you think you are

seen by clients

Have you built a change team with
both inside and outside members?

List and rate
team memberas:
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BEST COPY AVAILABLE

3. FEow Near!y Soes the Relationship between Your Change Teaw and tne Client Systen
A23rdach the ldeal?
carly Miadle H Later ;
s l Stages | Stages !} Atage. !
' o t Med ! Hi ¥ Lo jMed | Hi !L}u 1 Med o #h
- 3' : 1 i, T T 'y 1 ‘L
seciprocity: cive and take on both sides----. -3} ! S D S R
pen to new ideas: - 1 ! : q ' ! i K ;
' the change team is: > ' ’ h ! Voo :
- . . . . LM} & ' -T
the primary client is: > : . t ) . i; : '
. — - " t jr e e
other members of client system ara: -> } i ‘r 1 } o \ )
ealistic expectations: | b ! ! i ' v
the change team has: > | ! L il
the client has: y ) | 1 ; | by i
xpectations of reward: v ! N }’ ; o
by change team for selves:- ' ! | l ! e C i
N 1 ) 4 t ’ T Y
by change team for client: —d 1 i 1 1 H : ]
v LN .
by client for client: - -~ » ! | ' ' ! " 2 :
tructure: ! ] it | ' ” L : f
roles defined: ~—-—- ——— - 9 i ! b i ! i
' . . ! ! ! T : T
work procedures specifled: ) i N ] : 1 ;-
expected outéomes specified: ) ! ! ! | i [ ! l
2gree O power equality: | ! ! Ll LR
change agents vs. orimary client————} ! ' V! AL
=rceptions of threat to selves by: ! 1 , ' K i ) .
change team: > i | | i i ! !

.. . T T 1 1
c.ient system: » ! ¢ L 1 t ' i
fank confrontations and talking out of f \ ‘ | i i ' | |

H * . . ' '
ifferences: ithin the changa team: 91 ] ! y ' |

(] . 'Y '0 1]

within the client systemi———) ! ! ! { ' ' ’ !
. 1 T ! ” ' T '
betwecn change team and clients: ' { | { | bt - ] !
Tvolvement ot | | 11 ! : v é | !
formal leaders (key administrators): Y \ R | v L b
. . R L
irformal opinion leaders: - -3 ' j \ . U : . '
[ 38 . ' . vy ’ '
ropresentative users: — --— -< | | 1 (RN e
LTSt mmmm e o N T A
M 0 1 S 'y '
students: - -- - —- - —-) | ] ! 1 1 ! ;
sarents ¢ e et 2+ e e e e - ) e o ! i 3 . - !
. ! 1 : T . ! L
comaynily grouf:..: k) 1 { | J 4 i [ ! !
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Initial Diagnosis of Problem

by Dr. Ronald !avelock

1. Definition

a. How does the client initially define.the problem?

. wemass .. . - e

b. How do you initially define the problism?

A O A - o —— . -

c. Are there important differences between 'a' and 'b'?

2. Interpretation

a. Do you have any hypotheses about underlying causes?

- came e

b. What evidence can you cite for these hypotheses?

3. Opportunities

a. What are some client system strong points indicative of potential fou ~ringt’
or change?
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Getting to Know the Client

RS I§ TR S T
%o o to.om Vomowm V. o
l [N PR s, . 1 R . . e ,
. AN TS TR RS HE TR veoaald (A
.
.
lﬂl 'u! C\)ﬂ';"a\;.s Peraate
D'd Ty s Mo BRI SR ) . a Uit 2
. s i\ Of S0 . t\ :).\- \\ns u..‘/Of‘.s --‘lt ...nl 8 .Vq...a.
T

Who can provica the bdest thumbnail sketch of the client

pologist's eye?

DrOV. Ll fvwes O Olier clienal sysiu:
ent Syst'"”
ton?

outline wno they define as s]
0 YOu agree with this

b .nt‘l".v?

system with an antaroe

Have you contacted this person?

2. Boundaries:

« (b) Whag
mant

3. Norms:

(a) who is your primary client?

othaor persons &nd
of your primary client?

groups form the relevant social ceavirone

What are the dominant norms and values of the client sysiem?

PRIMARY CLIENT:

Politicarlv: Liveral

Sacially: Innovstlive

sologically: 1nnovative
Cohesive
E*sbrn.“. ]y

of N t!}u
(Cosmopolite)

Rate

extreme=

ly

some-
what

neither or
some of
both

L ]
sone-
what

SXL raefme
Y

——-—=?

- & LA DM

them relative to other clients you have anown with re.cesi o

LenIner val i ve
NOA= I NV Ve

Non-lnanovative

I
Cactionnl

eyl h
Dr.en;
cat. :»\

-
:

- . »
FreSition Jrientec

.

sendrally gi~iia Aragrall e 4 f9sesae T,
Ay in aor.s 0 Ye . 8% Vire % AQIMNS P lu VA I1ULCYS
ugRePr iMOrICAT ROCTS Other important ngoras:

Q
PAruntext provia c P AP 04 ¢ 4+ o -cmmmEeam
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LARGER SYSTEM (Client's Social Environment)
| neither or ! ; '
‘extreme=! some- some of |some= !cxtrcmc4
ly what | both h what Ily |
- . ' f
Politically: Liberal ! | Conservative
T 1
. . . ! f
Socially: Innovative N FNeR-InA gt i
o . ; |
schnologically: Innovative | | Noa=lrrovative
! 1
. L]
Cohesive X ' - | Factiono!
txternally !:r:or~a:'y
Oriented Fhricaieu
(Cosmopolite) B { (Lacatite)
) )
- . '
Science Oriented Tradition Qriented
G?nerally similar to Cencrally difieren: 1r
you in norms and values you in norm: ard value:
Other important norms: Other important norms:
. J : —— e ¢ G
X | L .
4. Leadership:
Estimate and circle the prevail ng sotite o .
each leader on tnese tepics. (Oh - Don't Xnow,
+ = positive, N = Neutral. = : a¢r 1.0,
’-—-—-—--———__J* -
Orientation to Orientation Orienration to Contae = Lo .

Name, Position Change in Ceneral to you the !nnovaiica (P} =;shngubg_

Formal Leaders of the Primary Client Group:

b X + N = DK + N — 0t + & = Voo by 4o
‘ DK + N - DK + N — R LG RV M
3 K + N = bk + N — DK + N - Ye</Noj#l

Informal Leaders of Primary Clienl Group:

i, DK + N - DK + N - DK + N = RO r-H

/. DK + N - DK + N - D + N -~ AEENR WERIFA

e 1+ N - b ¢ N My ¢« N Yoo Sidoy il

-
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("-':k'nl.'d!:\).'l o CQ"'{\]C:\ 1oy vy
the Innovation (Pl - pranneg

Oricentation to Crientation
Naite, Pusition Change in Genceral (o vou
Formal Leaders of Larger System:
DK + N X+ N DK N
DK + N DK + N oR N
DK + N DK + N DK N
Informal Leaders (Influentials):
DK + N DK + N DK N
DK + N DK + N 0K N
DK + N DK + N DK N
Gatekeepers: '
DK + N LK + N DK N
DK + N DK + N DK N
DK + N DK «+ N DK N

5.

Summarz:

Do you have enough information to define the clivnt system

Have you defined the client adequately?

On paper?

— Yes/No/P 1

- Yes/No/P}

- Yes/ho /Pl

-— Y“-‘I"\.("ipi
— ch/NO/Pl
-— Yes/No/Pl
- Yes/No/P!
-- Yes/NoyPl
- Yes/No/Pi

adegyuately?

Have you assessed the relative importance of work with the larger system?
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Trainer Manual - Mcdule II

Morning
Building Relationships: Theory & Practice

Module II attempts, as the rationale explains, to provide both cognitive
input and skill practice in several facets of building relationships. Much
of the cognitive part comes in the preparatory reading done by participants

for this module. Chapter I of Havelock's Change Agent's Guide to Innovation

is essential, as well as "Handling Misunderstandings and Coaflict" by Floyd
Mann (on the use.of Roger's Rule), and "Helping and Human Relations" by

Robert Carkhuff. The trainer should be thoroughly famiiiar with each of these
in order to iead an effective linking discussion in the fifst exercise. |
(Additional readings on both these topics are listed in the bibliography).

In introducing Module II, it would be wise to go thru the agenda from ihis
point of view. The pre-post test, if to be given, should be given here and
participants keep till the end of the day.

The first exercise, with a live or taped role play, groups discussing
change team and client consultant relationships, then sharing and linking to
the content of Chapter I in Havelock's Guide, attempts to look at an actual
encounter, analyze what it means and what an ideal relationship would be as
well as an ideal change team. The trainer then is primarily responsible for
helping participants to link their discussion outcomes with theory - from
Havelock's book, the Floyd Mann article on use of Roger's Rule and the
Carkhuff article on Hef;ing Relationships. Large easy-to-read charts aid this
process greatly. The chart on building relationships used in Module I should
also be used again to refresh and re-use the ideas presented the first day.
This linking of theory and participant output requires both skill and intimate

knowledge of the 3 resources on the part of the trainer.
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The eifectiveness of this first part will be demonstrated in the
practice section of the morning design where another encounter is to be
analyzed (either taped encounter or a role play provided by participants),
and groups discuse both what's going on and where to take the encounter from

there as a change agent. The taped encounter of Mrs. Dietrick and Charlie

Thomas, though in a machine shop context, presentsthe universal problems of
apathy, resistance to help, over defensiveness: "This shop (school, system,
organization) is ?unning all right. They (otaers in the organization) just
don't realize the problems are getting worked out,”" etc. Being able to

look at this encounter with several others and with the theory previously
talked about should provide new approaches to dealing with this type of
person more effectively. The trainer chould be sure to vemind groups to see
if theory opplication is possible here, and charts should still be up for
ready reference.

One technical point that is very important: in some way, 3r6upa have
to have an "outsider" to play the client role when they're ready to try out
a strategy. Obviously, everyone in the group who has participated in the
discussion knows the straiegy, 80 couldn't effectively play the client.
Usually, this can be solved by asking for one volunteer from each group to
be the client for another group's role play. Then one from each group
(staying in the group) role plays Mr. Thomas, the change agent, in dealing
with the apathetic client.

The trainexr should ;e available during these discussion as a resource
person and to remind groups of time passing (without being overly supervisory).
Near the end of the time assigned to the exercise a very fruitful general
discussion (if participants are 40 or less) can be had on the strategies tried,

outcones, etc. Typically, some groups will try a more confrontive

* el e

.. i %
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strategy, others a more empathetic trust-building ome. Both (plus
others) are vaiuable to see in action, and to weigl'® tesulté. Here

again, the trainer's ability to ask good leading questionms, to probe
for feelings of both change agent and client, to bring out the impact
of the encounter on the client's initial defenﬁivwness and apathy--
are most ilwmportant to the integration of the earlier theory and this

practice opportunity.

Afternoon

The afternoon of Module II is designed to give optimum choices for
personal skill building and practical planning for back home situationms.
Design A

For the initial half hour of tack uome planning, participants are
simply given the "cursory diagnostic" matrix to facilitate assessing
important people in their system and change process. There are three
options for groups at this time:

a) 1Ideally - back home teams to assess the system

together.
b) Role/function groups whose jobs are similar.
c) Work individually if participants are the only
representative of their system (come singly,
not in team)
d) Area groups (mot more than 4-6) if participants
are from mixed system areas (e.g. education,
voluntary agencies, government service, etc.)
This initial "back-home" period should ease into the afternoon activities,
allow some slack for late arrivals and provide a direction for the cafeteria

exercises to come, either by pinpointing a skill one needs to practice or

a problem relationship one would like to try to work out in one of the
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exercises to come.

Design B

If a more active involving exercise is desirable 1in early aftetnoon,
a grour role play fulfills the need. (The group role play may be a
cafeteria exercise if not used this way). It provides practice for partici-
pants in dealing with different types of personalities and conflicts in a
group, either as a member or group leader. There are several options here:
A. Process: (1) Participants can split into groups of
8-10 and each group carry through exercise.
(2) One group of 8-10 volunteers can ''fishbowl"
the role play for the rest of the participants
and then get feedback from them on the group
process. This option obviously does not
allow all participants to enter actively in and
practice. (However if this were a cafeteria
exercise, not all would choose it ' anyway).
B. Content:

The role play was originally designed as a take off from the
counselor - asst. principal encounter possibly used in the morning
theory session. The task is to decide what;to do about student unrest,
misunderstandings about expulsions, etc. Other options for discussion
topics are provided in the exercise, or a participant could suggest a
topic if the traine:-gnd participants want to deal with it this way.

A possible danger in this mcthod would be in spending too much time
both deciding and describing the problem.

The group role play is an excellent way to both practice

group process observation while being actively in the group (a skill

often called for) and practice in dealing with typical difficult

-
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personalities and trying out strategies in a simulated situation.
The stop sessioas are very important to reflect on the experience
and the trainer should try to give some observation time and feed-
back to each group if at all possible. (Multiple trainers aid

greatly here.)

The "cafeteria" of skill practice exercises is an essential part of
"Module II, to zive participants opportﬁnitiea to identify and practice either
incerpersonal or group skills, depending on personal needs, rather than
programming everyone into the same exarcises which presume the same needs

(in an area where many diverse skills are called for.) The cafeteria
exercises are designed 1. be "self-running" - in envelopes which participants
can pick up, :éad through and carry on without formal help from a trainer.
HOWEVER, the traiﬁer must communicate the intent and possibilities of each'
of the choices available, so that participants can consciously choose and
know what they're choosing, rather than just interpreting a name. The

attachod description sheet can be read by the trainer alone or duplicated and

given to participants in addition to trainer reading and answering any

questions.

The trainer should be expecially careful to warn the groups 15 minutes
before their time is up, so that they have adequate time to process and wrap
up their learning experieuce. The trainer also should be completely familiar
with the exercises, alert and available to help with directions if partici-
pants have difficulty. Experience with the cafeteria concept has proved a

most popular part of Module II in providing variety and meeting individual

needs .
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In mid afternoon, a second cafeteria session may be planned, after a
break from the first, when particirants could either choose a new skill,
or 1f a group has been deriving great bznefit from an exercise and wants tb
utilize it more - they may. No new explanations should be necessary, other
than to facilitate groups and people finding each other. An option easily
built in (if there is no time for extended back home planning in late
afternoon.) is for back home planning to be one option participants may want
to engage in.

A third optidn here instead of a second cafeteria sesaion is the "Share-
Teach" session, an activity ‘' many participants like because it provides a
sense of what the other exercises were like and what others learned from
them by way of new strategies, etc. It is a perfect example of "peer
resource utilization," an orientation change agents often overlook in thinking
about the resources&"hissple around them can be, as well as themselves. Here
the trainer simply tries to keep a 10-15 minute limit on "share outs," counentiqp,
surmarizing of iinking to other parts of the day's content wharever
possible., The trainer's skill in probing effectively for techniques, out-
comes and feelings can add greatly to this session.

The last option that may be designed for everyone for late afternocn is
the resumption of the back-home planning begun earlier in the afternoon (Par-
ticipants should return to groups decided on then.) At this point however,
the participants may do several things to help practical action planning:

1) Decide on encounters or situations which 1t would be helpful

to role play within the team, discuss process snd strategies,
etc. This is an excelleant way to project and try out approaches
and to use peers or change team to help in diagnosing and de-

ciding.

e —— e o an §  —— ——— —
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2) Use other checklists provided to begin to diagnose other
elements in the system or affecting the system which
affect the éhange process. Most helpful are Havelock's
"Linkage to the Client" and "Getting to Know the Client."

3) Use "Ac}ion Planning" matrix to approach key relationships
in a more formal diagnostic way--talking over issues,
desired outcomes, necessary information before meeting,
etc., then deciding dates and people most effective for
dealing Qith these key people. This should not overlap
seriously with the action planning to be done the next
day, but bégin to settle clearly some of the forces most
necessary to consider in the overall problem of changing/
gaining acceptance which the third wmodule will give
opportunity for.

The trainer again here should attempt to be
helpful and available for extended periods o teams. or.
groups as an objective process person or suggestion
giver. The trainer may also very usefully link parti-
cipants and groups to other participants and groups
dealing with similar problems cr people-types, from
which they may be able to set up "after-hours" togethers
on their own to help each other and share common
problems. The "Iinkage" role 1s a crucial one in any
change effort and can.be easily and productively modeled
here.

The evaluation of the day may also be very easy, informal and useful

for designing or linking the next day, Module III, to unmet needs and problenms.
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Trainers should take time to assess these evaluations and try to meet as
yet unmet needs of participants either formally in Module III or at least
informally by recognizing 2nd talking with particiﬁhts about them. Another
valuable evaluation for the participants is to redo the pre-test on

knowledge and skills to enable them to estimate the number of areas they

have touched on and grown through during Module II.
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Module III

Contents

Introductory Materials

1.
2.
3.
4.

Exercise

Rationale

Cognitive and Behavioral Objective

Sample Design - General Outline

Sample Design - Activity Flow Charts ,

Descriptions and Materials

Materials and participant handouts for lecturette
Problem Identification Exercise

Havelock - Rogers' Diffusion Game

In-Basket Exercise

Force-Field Analysis

Gantt Chart and Decision Tree

Value Clarification for Change Agent

Summary Exercise

Checklist for use in back home planning for
Gaining Acceptance



Module III
GAINING ACCEPTANCE FOR PLANNED CHANGE EFFORTS

- RATIONALE

Stage V, Gaining Acceptance, is another critical phase
since its successful completion determines to a large extent
the success or failure of the change agent's entire planned
change effort. Consequently, Module III focuses on this
stage and provides both intensive cognitive input based on
the Guide and a variety of experiential learning segments
to provide maximum transfer of new knowledges and skills
to the trainees' back home setting.

The overall purpose of the module is to create a
channel through which knowledge derived in the sphere of
research about the process of gaining acceptance for an
innovation can be directed and applied within the arena of
skill practice.

The module utilizes three key constructs to portray
the process of gaining acceptance of an innovation: accep-
tance, communication, and adoption/adaption. These con-
structs are crucial to the successful installation of an
innovation into any system.

Acceptance is the behavioral and systematic result of
a sequential process which includes awareness, interest,
evaluation, trial and adoption in some form. The module
operationalizes acceptance on three levels: with the indi-
vidual, with the group and within the system.

Communication is perceived as a transactional process
between senders and receivers through a chosen medium. An
effort is made to heighten the awareness of the process of
communication and of techniques for enhancing its effective-
ness.

Adaptation is the process of modification of an innova-
tion in order to gain increased system wide-acceptance.
Adoption is the system-wide installation of an innovation and
it may occur before or after adaptation.

F-1




COGNITIVE & BEHAVIORAL OBJECTIVES FOR MODULE III

Gaining Acceptance for Planned Change Efforts

Participants should be able to:

1.

Select and justify adaptation strategy based upon the
needs articulated by individuals and groups in the
system.

Explain the process of how individuals and groups
accept innovations.

Build and maintain the support needed by a change
agent and a system to gain acceptance on several
levels.

Orchestrate multiple forms of media.

Comprehend the relationship between Stage V and the
other stages ¢f the planned change model.

Assess a change situation in relation to the accep-
tance process.

Develop strategies for acceptance and implement action
plans for acceptance.

Evaluate the process of gaining acceptance.



9:00

9:30
10:00
10:15
11:15

12:15
1:15
2:00

3:00

4:00
4:45
5:00

9:00

9:30
10:00
10:15
11:15

12:15
P.M.

Sample Designs Module III

Lecturette: Gaining Acceptance for an Inno-
vation

Problem Identification Exercise

Break

Rogers' Game

Force Field Analysis Input & Back home teams
begin their own FF

Lunch

Back home teams work on Force Field Analysis
Gantt Chart & Decision Tree Input. Back home
teams continue back home planning.

Post plans for discussion, critique and
share-out

Value Clarification Exercise

Summary Exercise

Evaluation

Lecturette: Gaining Acceptance for an Inno-
vation

Problem Identification Exercise

Break '

In-Basket Exercise

Force Field Analysis Input

Back home teams begin to use FF

Lunch

Same as A



9:0)

9:30
10:00
10:15

11:15

12:00

1:00
4:00
4:45
5:00
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Lecturette: Gaining Acceptance for an Inno-

vation

Problem Identification Exercise

Break

Force Field Analysis Input

Back home teams begin to use FF

Gantt Chart and Decision Tree Input

Back home teams continue work ,

Post finished Force Field, Chart & Decision
Tree

Lunch

During lunch break each trainee reads and

comments on other teams' Force Fields and

Action Plans.

Replay 7 Minute Day Simulation

Summary Exercise

Value Clarification Exercise

Evaluation



Sample Flow Charts

Module 111
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Pe11 Module III - A.M.

Gaining Acceptance: Theory

This lecturette by the trainer should be brief (10-15
minutes) and provide a review of the material presented
in Chapter V of the Guide.

The trainees should be given the handouts for review for
today's session at the end of Module II.

The transparencies described below can be used as a visual
aid for the lecturette.

The discussion should focus on:

1.

Questions the trainees may have on the terms used
or the concepts.

The relationship of Stage *7 to the overall model.
Stressing the social-interaction concepts and terms,
especially when the option of using the Havelock-
Rogers' Game is chosen.

Use of the checklist in back home planning.

Transparencies: (reproduce in chart form).



/ F=-12 . Module III
- TRANSpARENCGLIES =~ Handout 1

- Stage V: GAINING ACCEPTANCE
BEST COPY AVAILABLE

A. Acleptance by the Individual
8. Acceptance by the Group

C. How to Communicate

D. Keep Your Program Flexible

A. HOW INDIVIDUALS ACCEPT INNOVATIONS
1. The Adoption Process: Six Phases

a. Awareness

b. Interest

C. Evaluation
d. Trial

e. Adoption

f. Integration

2. Matching The Change Agent's Activities with the Individual
User's Adoption Process

a. Awareness

b. Interest

c. Evaluation
d. Trial

e. Adoption

f. Integration

3. Taking Advantage of Your Knowledge of Adoption Phases to
Prevent Failure

a. Individuals Must Be Allowed-and Encouraged to Progress
Through All the Adoption Steps in Sequence

b. Individuals Must be Allowed and Encouraged to Make a
Personal Commitment

C. Individuals Must be Allowed.and Encouraged to Discuss
Their Doubts About the Innovation

d. The Change Agent Should Try to Acquire and Offer the
Client Resources

e. Individuals Need Greater Support from the Change Agent
When the Actual Behavioral Trial Begins

B. HOW GROUPS ACCEPT INNOVATIONS
1. Common Things and Key People
a. The !nnovators

b. The Resisters
c. The Leaders




¢.

2.

F-13

How the Change Agent Cen Work to Gain Group Acceptance

d.

b.

Diagnosing the forces for and against the innovation

Using the key people at stepping stones

HOW TO COMMUNICATE

‘.

2.

KEEP

2.

Choosing the Right Medium for the Q}ght Job

a.

Written and oral presentationg
Film

Demonstrations
Person-to-person contacts
Group discussions

Conferences, workshops and training events

Orchestrating a Multi-Media Program

d.

Think of the type of people you wish to reach
Plan to usc different media approaches at different stages

Plan to use different media approaches to reach different
key individuals

Build redundancy into your program

YOUR PROGRAM FLEXIBLE

Adaptation of the lnnovation

Shifting Gears

a.

b.

C.

Shifting up
Shifting down

Reversing Gears

Changing Your Implementation Strategy
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Handout 2
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2. MATINING THI 0NaD ASENT'S ACTIVITIZS )
ITh TRZ INJIVIOUAL USIR'S ASOPTION PAOCESS BEST COPY AVAILABIF
The change aqent shouid try to fueilitate
each Of these six procesues. Therelore, in

€aling wiln tne iadivicuais in tne clien:

SYSToRl, you should iry to cuordinate your .
activities with the adopiion stages of the

potential adopiers.  You should try to

uacerstand where potential adopiers are in .
teems of these Tive phases 0 Lthat you can
try 10 d¢ with them, not okeod or behind. .

You should be preparcd to go bock as
individual adopt.rs slip back and to keep
up as other adopters jump ahead; and you
should knrnow when to switch from one mode
of communication to another with each
adopter.

Figure §.) Coordina:ing'Chapge Acent Activities with the Client's Acodticn Activitie

C’;CTWI#%;ST CLIENT ACTIVITIES

Pronete

| A\

infor=, Tell

\
\
\

- -y

Interess.
Inforrazicn=Sceaing

Pemonstrate, Show \\.

\ . :; Evaluat.on [
= ‘\g ' !
Train \‘ Q {

e H
\\ e Teisl, Tes: i

\ 7

i

Help, Survice

';: l a3 190
A \

-

Nurture ( L] -
c;l .n;-:...'.'.:.:'.i
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A.M.

Problem Identification Exercise

This exercise is designed to allow the trainees to identify
one problem from their back home situation on which they
will spend considerable time and effort in analyzing and
developing an action plan for implementation in the back
home setting.

This is a crucial first step in the transfer of workshop
learnings to the back home situation. Care must be taken
by the trainer to be certain that problem statements are
developed.

Instructions:

Since all of us are engaged in a planned-change effort in
our back home settings or plan to be soon, it is essential
that we clearly identify the problem we wish to solve.
Will you now with the other members of your back home team
decide which problem situation you face has the highest
priority for you to begin work on. Then write on a

sheet of newsprint your problem statement.

Draw distinction between problem statement (it should
state the situation as it exists and imply action) and a
goal or solution statement (tells what we've decided to
do about the problem). Give specific examples.

Trainers should work closely with groups and push toward
clear problem statement.

Trainers should briefly mill about to read other groups'
statements followed by a brief (2-3 minutes) group sharing
of problems they had in writing problem statements.
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Haveiock-Rogers Diffusion Game (Option 1)

This game provides trainees with the opportunity to ex-
perience behaviorally many of the theoretical and concep-
tual inputs from their readings and the lecturette.

1. The trainer should first briefly explain the game's
purpose and format.

2. Participants should be divided into groups of 3-4.
A random self-section is best since diverse groups
provide maximum challenge. Each group should select
one member to be scorekeeper. Those selected then
leave the room with a trainer for instruction for
being scorekeeper.

3. Trainer distributes a copy of the Scenario for the game |
to each player or team and 2llows time for groups to
read it and ask any questions they may have.

4. Instructions for Scorekeepers:
a. Each scorekeeper should receive:
l. Copy of Scenario
2. Instructions for Scorekeepers
3. Cards for players and score sheets.
b. Scorekeepers read "Scenario" & "Instructions"
c. Trainer goes over instructions carefully and.
answers questions.

5. Play Game -
a. Trainers should intervene canly to answer questions
about rules.
b. Thirty minutes is maximum time to be spent in
actual play. Even if some groups are not finished
game should be stopped.

6. Trainer leads discussion with total group.

a. First have teams process individually their own
play, focusing on two guestions:
l. What were our strategies?
2. How successful were they?

b. Then have each team share-out the two above points.

c¢. The trainer should attempt to focus discussion on
behaviors of trainees in the game and the rela-
tion to the concepts discussed in the lecturette.
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BEST COPY AVAILABLE
Planning and Diffusing Innovations Game (PDIG)

R. Havelock, 1973. Partially
adapted from E.M. Rogers, 1970.

SCENARIO

You are a change agent team. Depicted below is a map of your client system.
The village has 200 farm households. These households are divided into 10 cliques.
Each has a different number of followers, headed by one opinion leader. You know
little about the client village, but have 400 work days to select, develop, and
adapt the innovation, obtain information about the villagers' behavior and to diffuse
the innovation to them. Planning activities, information about the village, and the
diffusion strategies (necessary to spread the innovation to the villagers) cost you

a specified number of work days. The objective of the game is to secure 100 percent
adoption of the innovation in the village within the work days.

0. LEGEND: o~ Village Paths
EB%S; Opinion Leaders
00¢ Followers
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(R. Havelock, 1973, partial
adapted from E.M. Rogers,
1970.)

PLAYER'S RULES

You are an outside change agent team with 400 work days. Your objective is to
plan an innovation and obtain its adoption by all 200 households in the village.

GAME_STEP 1: Planning and Choosing the Innovation (10 minutes):

in the first part of the game you are allotted 10 minutes to diagnose the needs
of the village, select the innovation and prepare the innovation for diffusion In
any way you see flt choosing from the list of activities on page 3 of this hand-out.
Any strategy or tactic you take wlll cost you days and will have effects on later
diffusion. Some things you do at this stage will multiply the number of adopters
later, and not doing some things will handicap you later by subtracting from the
number of adopters acqulred later.

You may spend as many days as you wish planning but they wil! reduce the number
of days left for diffusion.

At the end of your 10 minute planning period, circle the planning strategies
you will use and hand them to the scorekeeper. He will then compute an adoption
scoring formula for you. You obtain no adoptions from this Innovation Planning
Step, but what you do will greatly affect the rate of adoption later. To maximize

your score, utilize what you have learned from THE GUIDE'S Stages I, Il and IV,
and from the workshop so far.

The change agent team should also appoint its own scorekeeper to fill out and
keep a running total of days actually expended as they are spent. This team score-
keeper should periodically remind his team of the days they have left.
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GAME STEP® |: Planning and Choosing the Innovation:

Discuss which of these steps you wish to take within your team.
Then circle the numbers corresponding to your choices and hand them
to the sco-ekeeper. He will compute your adoption scoring formula

(Multiplier and Handicap) for use in diffuslion.
Cost
1. Add 2 people irom the village to your change team. 20 days

2. Insert a statement identifying yourselves and your
mi-sion in the local media. 20 days

3. Conduct a formal diagnostic survey to determine

local needs. 20 days
L, Conduct a village self-diagnostic workshop in which

opinion leaders participate. 50 days
5. Conduct an informal diagnosis by discussion with

random villagers. 10 days

6. Conduct a research and development program to
create an innovation beneficial and suitable for '
the village. 100 days

7. Retrieve and interpret ReD from other sources
to derive an innovation beneficial and suitable

for the village. Lo days
8. Check with informant from another similar village

to sse if the innovation was successful there. 10 days
9. Adapt the seiected innovation to local needs. 50 days.

10. Restructure the innovation into elements that
can be adopted separately. 20 days

11. Special packaging of the innovation to suit
local folk ways. 20 days

Totai cost of
Planning and Choosing

from 400 to assess
days remaining for

Subtract this amount
days }
Game Steps |l and 111

Complete Game Step | before starting Game Step |1: Return will cost 50 days.

Ask the scorekeeper to compute your handicap and your multiplier based on GAME STEP |
choices before your team starts to play GAME STEP (1.

Multiplier = Handlcap =
(A1) adopters will be multiplied by “his (Subtract from number of adopters acquired
number as you accumulate them in Game in Game Step 111).

Step 111.)

Q
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GAME STEP I1: Planning a Diffusion Strategy (10 minutes: 5 minutes to read rules
5 minutes to discuss and develop initial plan):

To carry out a successful program to gain acceptance for innovations, it is

sometimes necessary to collect information about communication patterns and behavior
of potential adopters and to plan a diffusion strategy accordingly. Your team will
have § minutes to discuss a joint strategy and to select information.

Two kinds of strategies are available to you: (1) obtaining information

about the villagers' behavior, and (2) selecting appropriate diffusion
strategies to encourage receivers to adopt the innovation you are advocating.
The information and diffusion strategies available to you, and the time you
must spend on each, are provided Page 6 of the handout. You are free to spend
any proportion of your remaining time on each of these two major types of
strategies.

Each time you take an information step or a diffusion strategy, the cost is
subtracted from the work days which you have left after choosing the
innovation.

The decision 3s to how much information a player team should buy before they
take a diffusion step is left to the discretion of the team. Thus, the team
may take a diffusion step immediately after asking for a specific piece of
information (e.g., asking information about an opinion leader, and then taking
a diffusion step which involves that opinion leader), or the players may first
ask for as much information as they want about the village (1ike opinion leader-
ship, radio exposure, literacy, etc.) and then take a number of diffusion steps.

Selection of diffusion strategies #1 and 7 is confined to the type of informa-
tion you have previously received; i.e., you cannot plan to select a diffusion
strategy like "'talk about the innovation with opinion leader of high in-
fluence'' unless you have already identified an opinion leader of high influence
in your village. The same applies to demonstrations. Each opinion leader

can be used only once in the game. He can be used either to talk to (#1)

or to hold a demonstration (#7).

Each diffusion strategy has some value in terms of the number of villagers who
will adopt the innovation as a result of that step. The values of the diffusion

steps (that you will take during the play) are cumulated to determine the level
of adoption you have attained.
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GAME STEP 111: Conduct the Diffusion Program (20 minutes):

Carry out your diffusion program by asking the scorekeeper for chance cards

corresponding to each strategy one at a time. You may revise your diffusion program
at any time without cost and you may ask for additional Information steps as you

feel you need them.

Various chance events affect your success. These events, represented‘by the
chance cards, correspond to reality and may be to your advantage or disadvantage.
You must draw and settle a chance card every time you select a diffusion strategy.
The way in which you settle a chance event is indicated on the chanc? card (e.qg.,
demonstration fails = -20 work days). Do not draw chance cards for information

strategies.

If you wish to use an opinion leader, you must first obtain the infor-
mation card on him: to execute the diffuslon strategy (#1 or #7) surrender
his card to the scorekeeper before you receive a chance card from him.
Each opinion leader can be used only once in the game.

Any time during the play at the cost of 10 days, the change agent team may ask
for feedback from the scorekeeper to know the level of adoptlon secured (the
number of adopters).

You may revise or reselect the Innovation (return to Game Step |) by paying
a penalty of 50 days plus the amount indicated for each planning activity.
However, you will know how much benef/t each activity wiil bring because the
scorekeeper will share the Step | scoring code with you.

The game ends when you have used ali of your 400 work days, or reached 100
percent adoption, or when the time allotted by the moderator has expired.

At the end of the game, yosur score Is the level of adoption of the innovation,
which is obtained from the moderator. The scoring system allows greater success
to the players who process and use pertinent information about the villagers'
behavior by more wisely choosing among the diffusion strategies. Obtain a

post mortem of your choices of strategies from the moderator.




Si1yl 404 saajdope oy

*dals
‘pIjedipuy
1s00 je e|nuioy 213yl aAosdu)

03 s31631e435 9s00yd> 03 pamo||e

pue 3193ys apod s,43d99%2403S

uaAa|b aq | {1m weal s34e|d :uo1l

‘Aejd sy3 bujanp 3jujod
eyl je uojjesouu 3ay3 pajdope aAaey oym

sAep 0§ -eAouul 3yl 333|{3S3J4 IO 35)AdY 8#
‘uaey ,saapea|
: uojuido ue u| uojieAoUU| 3y}
Z¥4 10 (4 sAep 0§ JO uojjesjsuowsp e I1INpUo) [LF
R ‘Buyissw d11qnd e e uo))
) shep of -eAouU} 3yl InNOQe Wity e MOys gf
e
‘uo!l}
-2AOUU| 3yl 3Inoqe bGujjaaw
shep Q¢ J11qnd e 3@ 3un31d3| e BA19 G
shep 0f ‘wopued je Jabej||a e 03 jiel ¥
‘uojjeAouuy 3yl jo abpa)
shep Qi -#0uy 331eald 03 ojped 3yl IS €4
‘uojleaouu| 3yl jo abpa|mouy
sAep 0| 91e3a3 03 saadedsmau asp z#
¥ 10 ¢ sAep Q¢ *13ped| uoiuido ue 03 }|e| ¥

G3033N d31S 4S0)
034N} ¥O1Yd

SIIDILVYLS NOISNIdIG

shep 01 siobeq| A jo Jaquau Byl mouy :{Iyga3ld gf
*3314M pue peas ued jey)

shep §  saabe||i1a jo abejuasiad ayl mouy TAIVHIALIT L4
‘uojlesisuowsp e
Puajje [|{m oym saabe|||A jo abejuadiad

shep 0| 94yl MOUY :3IINVAN3LLY NOILVYLSNOW3A  9#
*bu|ia3w
J11qnd e pudlie |[{m oym saabe||tA jo

sdep 0| sbejuadssad 3yl mouy :3INVGNILLY ONILIIW S#
‘olpeJ 03 Bujualsi| siabej|ia

shep 0| 40 abejusduad syl mouy :3yYNSOLXI OlAVY  h#
"sdadedsmau Bujpeas saabe||ia 40

shep ¢f a6ejuadiad 3yl Mouy :3YNSOJXI Y3IJVISMIN €4
*24® siape3| uojuido [|e oym

shkep 09  Buymoys :WY¥I0130S ¥IAQV3T NOINIJO NIVLEO  Z#
*sey ay asuan|juy
Yonw moy pue ‘sy aapea| uojuido auo

shep Q) Oym MOUN :Y3QY3T NOINIJO INO AJILN3AI L#

1509 Sd3LS NOILVWYOINI

Sd31S NOILYWYOJINI ANV S31931VHLS NOISN4dIQ

Q

Aruitoxt provided by Eic:

E



MULTIPLIER I'_ I

F-23
E o O A TOTAL TOTAL
—4  DAYS ADOPTERS *
MATION STEP! DIFFUSION STEP : SPENT (Cumulative)
CosT ' o7pp |  COST ICHANCE - COST NUMBER OF Planning
IN DAYS!| *! Lm DAYSER GAIN IN DAYY] ADOPTERS Total .
N ' - (Game Minus
(Scorekeeper N step 1) Hand1 cap
Only) J 5 3"

v

aE‘ ulléfrom scorekeeper at any time at cost of 10 days.




F-24 Planning and Diffusing
Innovations Game

R. Havelock, 1973
partially adapted from
E.M. Rogers, 1970.

INSTRUCTIONS FOR SCOREKEEPERS

The following comments will help you in scoring the game:
l. Game Siep | should be completed before Game Steps || and 11! are begun.
2. While players are in Game Step || compute the scoring formula based on
their choices in Step | and report the formula to them before they begin
Step I111. Formula consists of a multipller for choosing game planning
strategies #4, 6, 7 and/or 9, and a handicap for skipping stages.

3. For all planning and information steps, there are NO adopters.

4. Keep a running tally of number of adopters as diffusion steps are asked
for.
5. If a diffusion step fnvolves an opinion leader, be sure to determine

from the player(s) which Identified opinion leader will be used.

6. Players are only allowed to have one demonstration on any one opinion
leader's farm.

7. The score (in number of adopters) following a diffusion step using
a demonstration on an opinion leader's farm, depends upon:

{a) Whether the step is preceeded by a diffusion step
#2 to #6, or not.

(b) Which particular opinion leader is chosen by the
player(s) from those that they have already identi-
fied.

8. The players should keep their own tabulation on the number of working
days remaining at any time in the game.

9. Note that you have four sets of cards; be sure to use the appropriate
set for each step in the game.

10. Deal cards in alphabetical order as indicated in right-hand corner.
This insures that each change team will have equal chances.




BEST COPY AVAILABLE

GAME

SCOREKEEPER'S INSTRUCT IONS

STEP |: Planning and Choosing the Innovation:

When players have flinished Game Step |, they should hand you their
tally sheet with their chosen steps clrcled.
based on thelir choices, a handicap and a multlplier, as Indlicated below.

F-25

You then compute two scores

Cost
1. Add 2 people from the village to your change team. 20 days
| ) .
2. Insert a statement identifying yourselves and your
mission in the local media. 20 days
3. Conduct a formal diagnostic survey to determine )
local needs. 20 days
H ‘0.@ Conduct a village self-diagnostic work-
ship in which opinion leaders participate. 50 days
5. Conduct an informal diagnosis by discussion with
random villagers. 10 days )
6.[M4 Conduct a research and development program to )
create an innovation beneficial and suitable for
the village. 100 days
715] Retrieve and interpret RED from other sources
i to derive an innovation beneficial and suitable
for the village. Lo days
8. Check with informant from another similar village
to see if the innovation was successful there. 10 days )
9 Adapt the selected innovation to local needs. 50 days N
10. Restructure the innovation into elements that
v can be adopted separately. 20 days >
11. Special packaging of the Innovation to suit
local folk ways. 20 days )
M= Total Handicap =

compute multiplier add up the
ber of stages selected marked ''M".

2M
3M
hn

TR

Iitipller =

IM  Multiply all adopters by 2
i [} [}

stage.

by 3
by 4
by 5

u " (] ]

skipped stages,

Handicag

-10
Adopters

-20
Adopters

-10
Adopters

-10
Adopters

Adopters

To avoid handlcaps, change team must select
at least one planning strategy within each

To complete total handicap, add the totals
in the right-hand margin corresponding to

This amount should be

subtracted from team score before they start.




Innovations Game

R. Havelock, 1973
partially adapted trom
Z.M. Roners, 1970.

SCOREKEEPER'S INFORMATION SHEET

(for Game Steps || and 11| --
Do Not Show this to Players)

F-26

BEST COPY AVAILABLE

]

INFORMATION STEP INFORMATION TO PLAYERS COST
;r-_?DENTIFY ONE OPINION LEALER Select OL Card 10 days
#2 CONDUCT SURVEY TO OBTAIN SOCIOGRAM

SHOWING ALL OPINION LEADERS Hand over all OL cards 60
#3 NEWSPAPER EXPOSURE 20% recelve newspapers 10
‘#4 RADIO EXPOSURE 50% are regular listeners 10
#5 PUBLIC MEETING ATTENDANCE 10¢ attend 10
'#6 DEMONSTRATION ATTENDANCE 15% attend 10
#7 LITERACY L0% can read and write _ 5
#8  FEEDBACK ) REPORT CUMULATIVE TOTAL

NUMBER OF ADOPTERS 10

PRIOR | CHECK WHICH CoST|  VALUE (in number
DIFFUSION STEP INFO. | OPINION LEADER |(in of adopters)
NEEDED | 1S SELECTED days)] Multiplied b
TF after any |1} FF'OVG ar
#1 TALK TO AN OPINION LEADER: W1 or #2/ 0.L.# Influence of #2-6 of #2-6
There are ten opinion leaders can 1 Small 20 4 2
in the village with high, only 2 Small 20 b 2
medium, and low influence talk" 3 Small 20 4 2
to an 4 Small 20 4 2
0.L. 5 Small 20 b 2
who 6 Medium | 20 8 4
has 7 Medium | 20 8 L
been 8 Medium | 20 8 4
ident-} 9 Large 20 12 6
ified 10 Large 20 12 6
After 1 |Before
round of]round ¢
#2 NEWSPAPERS -- - .- 10
#3 RADIO == -- -- 10 8 4 |
#4 TALK TO A VILLAGER AT RANDOM -- -~ -- 10 2 0
#5 LECTURE AT PUBLIC MEETING -- -- -- 30 6 3 ]
#6 SHQN FILM AT PUBLIC MEETING =" .- - 30 8 4 2
“¥7 DEMONSTRATION ON OPINION LEADERS' l#1 or #2 'F CHOSEN | IF cHOSEN
FARM za? AFTER ANY | BEFORE ANY
n'y OF #2-6 OF #2+6
use an
0.L.
who 1,2,3,4,5 Smal) 50 8 4
has 6,7,8 Medium| 50 12 6
been 9,10 Large | 50 24 12
ident-
ified
48 REVISE OR RESELECT THE INNOVATION 50 None; revise
TReturn to Game Step I: if team formula as
asks for this give them the requested and
O soring key for Step ). charge additional
EB%S; days indicated.
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MULTIPLIER
BEST COPY AVAILABLEL : .
TOTAL TOTAL
DAYS ADOPTERS *
ReaTion steel) DIFFUSION STEP jr_ _SPENT (Cumulative)
> | _COST || sopp | COST ICHANCE - COST | NUMBER OF Planning
TEP |\ pavshi STE® 1IN pavSior GAIN IN DAYY ADOPTERS Iotal
— ' (Scorekee Game Minus
only)per Stil ) Hanii cap

I

s==med from scorekeeper at any time at cost of 10 days.
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What the game does? [For orientation of Tralner-Moderator: This Information
couTd be shared with players In post-game discussion.)

1. Sensitlzes players to need for careful selection of an innovation using
relatlonship building, collaborative dlagnosis, resource retrieval from
external sources,and adaptation to local needs. Sharing of scoring
procedures reviews some major points of Stages -1V,

2. Highlights characteristics of Innovation which ald diffusibllity:

a. heed relevance
b. relative advantage

¢. compatibllity
d. divisibillity-trialability

3. Sensitizes players to the need for a coherent soclal diffuslon strategy
involving these features:

a. use of mass medla to create awareness and to reach
opinion leaders

b. use of opinlon leaders to speed innovatlons

¢. use of multiple media approaches

d. acquisition of Information relevant to medla use before choos Ing
med ium |

e. understanding the soclal network before choosing strategles

4. Polints out a few major pitfalls and polnts to remember !n using medla,
relating to opinion leaders and other potential users, and in conducting

demonstrations (the Chance Cards).

5. Gives a group of persons practice In:

a. discussing prb's and con's of change ét}ategy. thinking out
loud and testing strategy Ideas with others.

b. sharing Information resources about a complex problem.

c. acting as a simulated change team.




R. Havelock, 1973 [P1aDIG]
F-29

Tralner-Moderator Directions for ''Planning and Diffusing Innovations'' Game

1. Explain the ratlionale for the game and how it Is constructed.
a. Research on Diffusion of Innovations, Guide Stage V, E. Rogers.

b. Problem: how to gain acceptance for change from a dispersed
social system with many members, when one-to-one contact with
everyone and direct participation by everyone is Impossible.

e. Simulated experience In which players are rewarded for making
choices compatible with research findings on diffusion process.

2. Overview the three Game Steps and the post-mortem.

Step |: Choose and adapt the innovation: follow GUIDE Stages 1-1V;
doesn't matter what the exact Innovatlion Is; we are con-
cerned about the process you go through to get it.

Step 11: Plan a diffusion program and’collect information relevant
to it.

Step 111: Carry out your plan and see how many adopters you can get.
The more you get, the better you have applied your knowledge
of diffusion research.

Post-Mortem: We will discuss how game was scored. Find out what
strategies were used by best and worst teams; consi-

der Implications.

3. Keep track of time and announce transitions clearly. (1t may help to use
an ordinary bell-type kitchen timer to remind yourself and the group

when transitions are about to take place.)
5 min. Read for Game Step ! (pages 1, 2, and 3).

3 min. Allow orientation questions to the moderator from all players.
Explain need for each team to choose a scorekeeper list to
keep track of days spent; another scorekeeper with prior train-
ing has also been assigned to each table. He will 