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May your children live in a time ot change.
' —Chingse cyrse

Change has betome~a way of lite. How c¢hange Is céccomodated and
facmtated is the focus of the CBAM Program of UTR&D.

A-model of the innovation adoption process, the Concerns-Based Adop-
tion Mode! (CBAM), has been developed from empirical evidence. The
CBAM depicts innovation adopticn in educational institutions as a develop-
mental process in which each user of the innovation demonstrates suc-
cessively higher qualities of use of the innovatich. The CBAM aiso depicts
innovation adoplion as a process capable of being facilitated by frained
adoption agents who pace and personal,ze their interventions on the basis
of the assessed personal needs and motivations of the individual adopters.
By being sensitive to-the concerns of users and by seeing use of an inno-
vation as a deve!opmenral process, adoption agents are expected to be
abie to reduce the threal change poses to individuals and to increase the
hkehhood of an educational institution integrating an innovation at a hlgh
qdhality leve] of use.

This pc gram seeks to validate the CBAM through studies of Innovatlon .
adoption’in schools and universities. Its products will be tested and func-
t:onal tools for active educanonal change agents.
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THE "TROUBLTL SHOQTING" CHDCKILIST: T T
A NANUAL, TO AID RDUCATIC * CHANGE AGENTS TN o

THE PREPICTTON OF ORGANIZA. QNAL CHANGE _POTENTTAY, .
- Prad A. Manning

Research and Development Center Tor Teacher Tducal fon

o : : The University of'Texas at Austin .
q

The first ‘section of this.manual*contains a selective reeriew

»

of organizational change literature which focuses on predictive ?} AN )

-

institutional variables as thee' affect the adoption-diffusion pro- . {
cess, The second section describes the aevelopgeht of the Trouble |
. ’ Shooting Checklist (1SC). The/yhﬁrd section présents two Trouble .
Shonting~€heok1i$ts (TSCuﬁ:pnﬁ TSE-B)Vnnﬁ jnstructions for toking
and scoring the tests. The TH(-A fscusws on institutions which "
fg?é concerned with adoptihé‘modules, and the TSC-RB %ocuses on
. institutions which are concerned with adopting a psychological

assessment battery with a counseling orientaticn. The fourth

-

-

sectdion describes the~develo§ment of the séoring system and de-
scribes a summary of’the\score ranges for the checklists. The

[ifth secction describes typical sequencing of events and action ‘
interventions for institutions which are either ideally, marginaliy,
or unacceptably suited for the adoption of innovations:. The tinal

-
-

“a

scction of the manual offers guidelines for change agents faccd

; \ ] ,
with differing institutional situations.
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» The fipst section of “the review gives an introduction to
the organizational change literé%ﬁre and provides general background\

.information. 1In this section the general problems in the area are
discussed. The remaining sections of this review focus on the fol]ow-

ing aspects of the adoption-diffusanniprocesst iS‘Btages of adoption;

2) the role of-oommq?icafion: 3) the role of the change agent

- 1) | the problem of olasaifying inatitutiona by their change potential;

5) the role of institutional variablea (this ‘section includes an

*

identifncat;on of ideal, marginal, and unacceptable institutions with

respect to;&hqﬁr potential for successful adoption);  and 6) the

problem‘;f‘choosingchangg strategies for differing types of insti-~ ™™

tutions./

. . . . -
- . R A a
v haaand

Iptroduction and General ﬁaékground Information
Various approaches to the study of innovati®n have been estab-

lished, Willower (1970) names three such approaches. The first

- stresses the content of the currichlum and‘thé‘prepamationnof mater- .

-

ial to correspond with the prbgramIObjectives of particulap fields
of study. A second approach referred to as a "proceés" approach
oon31ders innovations 1ﬂ teFms of the interests and needs of the

students, presuppos;ng that learning is intreased when students

&
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have positive attitudes and high motivational levels. A third

_approach to the literature on innovation in education is .that

of "adoption-diffusion.” Willower describes this approach s having

h ]

emphasis...on...adoption and diffusion, including such fac-

tors as the characteristics of early and late adopting units,

the rate of diffusion and distinguishing features of innova-
tions that accompany variations in this rate...[the adoption- ”
diffusion approach]...has its historical roots in rural socio-
lqgg_ana*the study of newt farming practices (p. 388-389).

harhd " J \

Eichholz and Rogers (1964), using the "adoption-diffusion” 7*%*5

approach to innovation, describe diffusion as the complete process

by which an innovation is communiéated,‘digseminated,'and finally

adopted throughout a user system. . . - ‘
The adoption and diffﬁsion of‘inndvatiogs has typically been L
a difficult and complex éroeess. The leﬁgth of time‘invoived from
the initial ggareness\of*a need to the final ‘diffusion of an- in- :
novation thrbughout a user system varies‘frém institu?}on to in~ \
stitution. éerfain agricultural‘innova%ionsire?or%é& éﬁ average
tiﬁe‘lag~of 1.54 years betweeh the time of awapéﬁeés;éna adoption -
‘(Baal,‘;ngers, & Bohlen, 1957j_ Studies of other technological ;
innovations suggest that five to ten year; is aitypieal time lag 5
(Voegel, 1971). As Mort (1964) states inlgfference;to édueational‘ oo~
innqyations:
;
; 11 ¢ -
. 1 . . ‘ .
. . ' R . . . .
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The carly studies inéioared that ohango_;‘comeS‘aboﬁt‘ﬂthugh‘ R
. a surprisingly slow process and Tollows ,a predictable patterny;, ., ? Y
Between insight into a need...and the introduction of a way of ' '
meeting the need...there is typically a lapsé of a-half-century.
Another half-centary is required for the diffusion of the adapta- 3} .
. tion.. During the half-century of diffusipn. the practice is not .
recognized until it has appeared in 3% of the systems of theé .,
country. By that time, fifteen years of-diffusion--or indepen~y = °
dent innovation--have elapsed. - Thereafter, there is a rapis \ i
twenty years of diffnsiog, accompanied by much fantare, and then *
3 long‘period of slow Giffusion through the last small percentage
. - -of wschool systems (p. 318). . s . ‘1 .
A . . i . . , av .
This tremendous time lag, together with reports from the U. §. )
™~ o k . "y . 2 . «,y e
Nepartment of Commerce th?t up Yo 80% of all innovations fail -within
~ . ! . ' . - »
four ycars after being introduced (Rogers & Shoemakgr , 1971)", indicates
the size of the problem faced in inmprementing innovations in our edu- L
- . . - N ~ "1 ) N J .
vational systems. In order for our éﬁutationalisystem to keep pace
with our rapidly{changing socicty, more expedient methods of inte- »
wgrating innovations into organizations are being developed. One. such
~ “ ‘ ~
method invelves the use of a versgatilely trained social scjence
professional ip the role of a change agent_"Suchlreéoafcthased\ ‘
= ‘ ‘ i . - . . Y . N L 4 ‘\
agents are proving to be a crucial link between information céntors .
. 3 ) »
* 'Q = 3 - . . * — “u, 5 ;
and the classroom (Cooke & Zaltman, 1972 Kerins ot al., 1971;
o ~ gy L PV S <
Richburg. 1970; voegkel, 1971). The change agent fills this role
Mas a learnis g system expert in cnnperatfﬁg,with the faculty to
, Jesign, implement and evaluate ncw, instructional strategled and '
° . ’ N —p’
’ ~ N Pl . . . Nt ey - -7
‘ et 5 ;J‘ ¥ 7.
’ - - \\ N ’ ]
ST | . S
- "__’ R -.r. - X
- > N . . >
v . ~y
- i - - A i
L 4 ~‘ \
» v ) * ’ - * ° » e
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R QPPPGéDhF“ (Voegel, Iﬂ?l, P. 69)." The change agent must be able

5 ]

% + N . . -,

~

to translate a voneeptual model into a learning or instructionsl
mndel whloh he then JHYTOGUCEB and hClpb to integrate into .

-

an organization. Th1§ requires not only an undersfanding.of the

)

innovation, but knowledge of the facilities, Tocation aid. infor-

> .

mation respurueé, staff, and;maferials of the institutrion (Voegel,

- .

1971). The strategy for 1ntrodu01ng and preqenrlng the innovation

Ty

would depend on theso varlables, The ohange agent also mast be able

To use behav1oru1 scienge rvchnlqueq -at specific 1ntervnnt10n points
—2 _ (Begkharad, 1969) which vary from i nstitution to 1nst1tutxon and

with particular 1nnovat10ns (Rogers & Shoemaker 19713 Stuart-Kotzé,

L ‘ 1572). The job of the change agent “then, is nothing less than "that

-

o’ harnessing™~the_ bureaucraoy. of creatlng structures de 51gned to

pRT N

. nurture a genuine eoneord‘df"valpes; goals. and action (Willower, 1970,

p. 390)." 1In other words, he guades\?ﬁé\agopflon diffusion prooesa.

. The change ag ont s.work has becen hamperqd, in part. by incomplete

. 3

~

information in the 1itefature concerning organizational variables in
rcelation to the adoption of an innovation. Willower (1970) , in his
discussion of the adoption-difiusion literature, speeifically points

1o the basis of this problem:
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The adoption-diftusion model has been ra-.er fruitful, but
] + it derives from a tradition that addresses adoption by indi-
. viduals rather than by organizations. Hence, a typical and a
) key concern has been characteristics of persons who vary in
# adoption rates (p. 389). N .

. Rogers and Shoemaker (1971) also point\out the need to consider
AN

variables other than characteristics of«persén§ involved in the adopQ
tion process. They suggest that an investigation of how the proper-

ties of an innovation and its presentation affect its rate of adoption
could assist the change agent in predicting the success “f varjous

2

presentations in particular institutional settings. While their
~omphasis is oleafiy on the properties of an innovation and their
perception by the institution, the need for a,predictive:measuré of
some sort is ulso stressed. However, even'witg_gﬁmeaﬁs of rating :
particular properties of innovations, there still remains the '‘problem
ol rating\instifutional adoptability. Hilfiker (1970) directly
addresses hiﬁself to this problem., He argueé that

Little attention has been given to the social or psychological
characteristics ef the receiving system (such as a school or
school system) and how these characteristics might affect the
fate of a given innovation or change...If it becomes possible
o consistently diagnose and evaluate the "state" of a scheol
system's organizational climate, it might be feasible to modify
the adaptability of‘giﬁfessional personnel and to change or create
organizational strucrures and processes which tend to enhance
Lthe possibilities of successful insfitutionalization of innova-
! tions. An instrumént designed to.provide data appropriate to
{. such change Qrocgggesy‘with the ultimate objective of modifying
' the system. might also aid in idervifying conditions contribut-
\ ing to excessive change or unstable conditions. An analysis of

——

: - ’ 3
9}¥
14
<
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such conditiors might indicate that the system should
- achieve or return to a state of equilibrium rather than
undertake extensive change efforte (p. 27). )

*
»

‘Such an 5nsrrumenf{ﬁﬁght assist in making the kinds of predictions
Rogers and Shoemaker suggest. With information on variables within an
‘institution, the change agent would be bet?ér‘preﬁared‘fo'predict the
sugcess or féilure of‘pa;ticular strategies employed in in?roduciné

an innovation. Since organizations vary, strategies of implementing
~~ ) .o R .

innovations must also vary. Harrison (1970) states that theresis
" a real need for conceptual models which differentiate intervention &

strategies from one another in @ way which permits rational matching

) of‘strategies to oﬁgani%atégpal‘change;prOblemé (p. 182)." Without )
such aﬁ Enstrument to assist\him, the éhange égent is unable to quickly
and accurately assess an bwgangzafional si;pation ané mdke informed
decisions with reépect fo time apd résoufces:early in the diffusion

co | ppocéés, and thus loses valuable time.iBeqadég ﬁrgdiptoré;of potentially -
§uccessfulhadnpters of innoyations'ha%e pbtfbeengﬁyqtematized; it is o%ly f
‘Throdghféonsiéerabie expe{ience’fhat a dhange~agent cén‘recognize indica-"

' . ~
tors of the level of -adoptability of an-institution. An instrument‘qhich
would act as a definitive guide to a change agerit could be a systematic

shért cut to many ﬁainfqr years offtriéi and error experience. Addition~ -~ .

-

T - T ally, s} an instrument could assist an experienced change agent in orga-
© , - - . : LY
- . . o
. »
- ]
A 15 . ;
N - . gos
j CC \ ;
v “~ N -
“ N . h‘* . N
: 3 - ;
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‘nizing the cues to which he dinstinctively responds.

-
N

The checklist which follows this paper is such an instrument and

is designed to predictsé;given institution's success in adopting-
innovations by ordering its levels of concerns and innovation usage.
It is based on actual change agents' experiences in the field and

is supported by the literature feview. The checklist organizes the

information about the environmental events, personalities, and orga-

nizational structures upon which the change agent must base his decisions

concerning subsequent interventions in the diffusion process. As the

change agent completes the nhecklist, an institutional;ﬁrofile emerges,

N . A » ) K i 'y 1 » -
classifying the institution as an ideal organization for innovation,

s

a marg;nally accep ptable organlzataon for 13novat10n, or an unacceptable

-

institutional satuatlon. Two different types of 1nnovat10n-ad0pt1ng
inStitutipns are co;siaereé+;~the*£3rsimtype is one in which a module
has first been~$dog£ed, served as a éatélyst, and consequently set a
-chaiﬁ‘of events«dn~motio§; the second type of institution ‘is one ina
which a ésycholqggcal assessment battery with some form of personal )x
6ounéeling brien*ation has been adOpted« The latt;; type of adoption

¥
‘characterlstlcally result;\gn a different chain of events from tHe

~former, Following the checklist are a series of action intervention
sequences and guidelines~for the change agent;'hoth of which carre-
pond with the possible institutional profiles, These qescriptlons

are based on ‘a review of the llterature as well as on the actual re-

~sponses of the experienced change agents.. v .

? [ LN

~
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. helpingwan‘institu;ion‘adopt an innovation. It is an instrument

£y 10
* »
) The malin objecetive of the checklist, then, is to assist an
educational change agent in’ predicting his chances of successfully | -

w

which will give order and predictive meaning to information;gathered

from otherwise unknown institutional variables. ‘ ’
® . ] - S \ \ .t ‘ N
N o '
- N )
St&ges of the Adoption-Diffusion Process '
Research about change indicates that there is a defined process . )
which any innovation or adaptation goes through before bécoming
implemented or institutionalized. The change process appears to
> have definite stages or elements which can be studied and which
lend themselves to the development of strategies to encourage
-the ultimate implementatjon of the desired outcome (Hughes &
Achilles, 1971, p. 8ul). . «
As was mentjoned earlier, the gyudy;of innovation as an adoption-
diffusion process- originated in the study of rural sociology-and”™ B
. . “ - - ot . .
new farming practices (Willower, 1970) .. Five stages in the adoption-
diffusion process have been éstablisﬁe& to describe agricultural
innovations: 1) awarehess; 2) intefest; 3) evaluation; 4) trial;
N ? ’ o »

and 5) adoption (North Céntral Regional Rural\Sociology Subcommittee,‘
1955)."These stages. have been empir;cgliy validatéd in a study con- ;
ducted by Beal, Rbgers, and Bohlen (1957). One hundred ;nd five farmeﬁé‘é
iﬁ:a~centra1\1qwé town were questioned about thg?r adoptioa of anti- '
biotics for use with swine. 'Th?éwinnovation became a fullysdiffused
practice by 1955. The farmers questioned indicated by their responses

Y
L Y

/
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that most of them had in fact passed through these five stages.

Additionail 1nformat10n gathered on the innovation processes of Cow
farmerS'whn had adopted use of a chemical weed spray, the practice,

) )

ol preservang Tood by freezing, and the use of synthetic {abrics

P
alan supported the five-stage model of theindOptlon-dlffublon prnoesa.

The literature on the change process in the,fleld ol aducation,

Aindicates that similur stages exist Jor educational innovations.
&

~

Woll and Tiorino (1972) , after conducting an in-depth stu%yfuf the

' experiences of some six hundred educational innovators, oono%gded\ 

that the five stages of adoption-diffusion as cited in literature

on agricultural iphovatidns, are generai1; applic&ble to the field of
education. While there are many 51m11ar1t1es between models subgested
by edueatlondi innovators and agrlcultural change models, there are
hnme=d1fferenccs 1n‘ﬂmph351s and detail. Rogers and Beal's modui
(1058) correSponds exactl; W1Fh +he agricultural change mndel and .

is derived from it. Hughes and Achilles (1971) 1nelude the\ilvo-\
stage model fkogers: 1962) in an "adOptlon" hategory and establlsh :
"diffusion" as a category in 1tself VQEgel's model (1971) ilbts

awareness as an environmentﬂl condition and 1ncludes 1nterest evalu-

ation and trial under the heading "change process." A third kategory,’

\

nimplementation, is dlvlded into: a) deelslon to adopt;. b) amaly51"
~
by: the change agent, and c) feedback to.the change agent.. Smlth (1)70)

-

> -

!
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“describes a todel Eased én the experlence of CITE (Center for Innova-
~ tion in Teacher Edunatibn), a change agency. Thls‘model conqasts of

twe general stages in innovation: the creative phase (which contln es

- . ?

&hroughout thé*changé'prbcess and includes anything havang to do with

.

the development of a model sulted to a particular organlvation), and

- ?

“the :assa.mlla'ta.ve phase (which includes dissemination of :u.mma*tlon,
. demonstration, trajnlng, and 1nbtallatlon) A model developed by

. i Guba and Clark (1967) llsts regearch, invention, design, dissemina-

»

tlon, demonstratlon trlal lnstallatlon, and xnstltutlonallzatlon as

N : the stgges of the adOpthnjﬁlfoSIOn process. Brackell (1961) llmlts
v

his model to des;gn,'evaluatlon and development. Lee (196&) 1ncludes

goal settang, problem deflnltlon ‘research program development fleld

- >

. testlng, disgemination, &nd implementation in his model,
\ v - B .
All of these deels have certain charactermstlcs in common. In

the 1n1t1alns ages of the adoption-diffusion process “there iS‘an

awareness ‘of a need or verbalization of a problem. Secondly, there

mst be an active interest in change( and information must be sought.

| Some evaluation of the problem must*then be madgland possible solutions
considered. A product must be deSJgned:whlch suits the’ needs of the
9 <

institution as they have been establlshed There must be some ki~d

-

of traal or testlng perlod whlch may 1nclude demonstratlon and tra&n—
ing. Richburg (1970) determined that educational innovations that-had
-

’ » . (
- nally, there must be a decision to adopt which is fol: owed by the in-

X [

been successfully adopted had beén tried on asmalLii?le first. Fi-

-
-




v“"

"/
&

‘tion which are included in Rogers and Beal's (1958) classi‘fica’tidn\g;

RS

stitutionalization ande diifusion of. the innovation throughout the

‘éntire system. Thls final stage is the "process through which the

‘1nnovat10n gains acceptanee and implementation (Hugheb & Achilles,

1971, p. Bu2)." Throughuut the entire adoption-ditiusaon sequencing,
M—Q*Q
constant modifications and adgustmg?ts;must be made (Swith, 1970),

)
If ;“;hagge agent

is invpived in the change process, then consultations may cgntinue -

which may ' involve re-testing and re-eva

throughout the ‘diffusion stage (\l‘oegel, 1971) . \ v
. ‘ Q T
) The Role of Commnication ,
1Y
‘ In the Adoption-Diffusion Process . . .
. P . ’ .

Two generalizations can be made with respect to the role of

h ]
.

~ communication. in ‘the adoption-diffusion process. First, it has been

found that particular kinds of information are disseminated through
. b R

N ‘ ) : > L LY
specific communication sources. Second, the timing of communications

i§ agkimportant factor in the change prbgess (Beél; et al., 1957;

Rogers & Beal, 1958- Smith, 19705 Wilkening, 1956).

W1lkening (1956) identifies the following three types of intor-

mation within the adoption-diffusion pyocess: "1l) hearing about the
changé; '2) information of help in deciding whétherfto try out the

change; and 3) instructions in how to put the chahge into effect .
. [ - )

{p. 362)." He also identifies some of the same sources of informa—

" N

»
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They ldentify two general sources of commnication: 1) persanal
commleations (face to face), and 2) inpersonal\comunicatlmg .

_ Personal commnications of three types are described: 1) agency ° -
COmmunncatlons (from government agencies, bureaus, eto ), 2) infor-
“‘mal commnications (from friends, famnlxhaequalntances); and o
3) commercial Eommunicétions (from dealers, salesmen, etc:); Im-
personal comhunicatioris include such sources as magazines, news-

..pageﬁs, Journals, TV, and radid& ‘ ‘

‘ ;TQD extensive studies of agricultural inmovations indicate\tiat
different sourees of information are used at differenf stagés of the
\changE‘brocess (Beal, et al., 1957: Wilkening, 19565,_ Findings

~also indicate that oiganizati;ns of‘éaryiﬁg adbptipn rates use infor-
‘maﬁion sources in differing ways (Beal, et al., 1957). The earliest

- adopters g?e impers6na1 sources of information more than do 1at;;
adopters,\exeeptmin the awareness stage. Late adopters are more
dependent on personal f*lends and acquaintances throughout (Rogers

& Beal, 1958) ' . ‘
Impersonal sources’ of Information may be used during.the awareneéﬁ

stagé (Rogergjxh%eal, 1958; Wilkening, 1956),’but often ié conjunc-

tion w1th personal sources (friends, relatlves, etel) who are aware

of the particular 31tuat10n ‘Professionally-trajnedrsources, such_

as the county agent or an agricultural instructor may be contacted

as well . (Wilkening, 1956). . Personal sdurces are used’ throughout the

21
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Information, application, and trial stages (Rogers N Beal, 3”58),
Inte study conducted by Beal, Rogers and Bohlen, most farmers
indicated that no additional information was sought at the .adoption-

I' -
decision stage of the change process.. This decision seems to be
made largely on the basis of satisfaction with the trial. Studies
-y ~

indicate that institutions which successfully adopt an innovation.in
educatimmal séttings usually have highly involved and active leaders
within the organization (Carlson, 1964; Crandall, 1972; Ieitler N

) . .. . 1

g}umberg, 19723 Hilfiker, 1970). Wilkening points out the necussity

for' action on the parts of such key leaders especially during the

Iinal st%ges of institutionalization and diffusion.

»

A ]
»

. " The Role of Change Agents

In the Adoption-Diffusion Process
Research-based change agents are proving to be a valuable link
\
between information centers and the classroom (Cooke & Zaltman, 1972;

[N

?

»

-

Kerins et al., 1§71;‘ Richburg, 1970; Voegel,'197l). Richburg (1970) %

found that the pﬁbsence of a change agent was the most crucial factor

in t?e successful adoption of an innovation in an'educational‘sé}ting.
[ ] N N . .
Demonstration and planned dissemination speed up the diffusion process

(Hughes & Achilles, 1971). One study even states that outside assis-

tance seems to be the key factor in dete?ggning adoption of innova-

tions by adminidtrators (Kerins et ai., 1971).

- .
v -
~
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Several studies stress the importance'of a cooperative rela-
Co A

tibnship‘bé¥wg?n¢the agent and members ‘of the client s&siem (Hall, .

1971; Harrison, 1970; Smith, 1970). Chesler amd Arnstein (1970), ° ‘i
. ) - \‘ A . . @ ;
¥ N ‘Lowever, emphasize that the cowsultant must be,prepared to disagree

with schosl administrators when necessary if he is to function as an

@id to groups within the organization which scek positive educational
0y . P k N . 3 ‘_ L ‘; ; a- Q . ¥ » 5
) chunge,, - Certainly, one of the characteristics of an effective J,J

- v

. .. ' . * . !
- change “agent is his primary commitment to aecomplishiyg a change'

i
Nd
& L i

(Butts, et al., 1970) . T
* 2 - v
Smith (1970) describes in detail the work of a change agency

(CITE). This agency acts to "encourage the development, triél, evalua-
: 8 ge ‘

tion, and dissemination of a broad.range of innovatiye programs, mate=

- rials and‘pﬁactices\in'teacher education (p. 1)." The group assists
¢
in such activities as administration, group progesses, evaluation,

dissemination, institutionalizatiom (which includes workshops and
demonstrations), and training. They do not perform these £unc tions

; : Toutright, but rather,ﬁact as consgltants throughout the change process.
- \ Smith emphasizes that by acting as consultants, the agency is able to
maintain better relations with the. client institution. Some of the

more specific functions of the agency are as follows: * .-

£ Y

1. calling attention to critical problems in teacher education;
- 2. reacting to ideas and encouraging their refinement;
3. ‘encouraging people who represent a variety of desciplines,

-




f X

institutions and points of view...to communicate with cach
other and to work together on projects of mutual intoresty
.+ building and maintaining a climate which is. condueive to
the development of individuals and ideas;
{’ 5. dveveloping ideas into concrete proposals; .
G. obraining internal and external funds, equipment, spaco.
and other resources to congduct projects;

Yy

7. providing opportunities for specialized training in .
< strategies and tacties of design, evaluation. digsemination,

and other aspects of research and, development

8. providing assistance in the eyaluation of preject goals; *

9. 4 iss-emj-;n«ating ideas N ;pr:ac‘ticeé.,‘ ;pr*DjE‘Qt results . inf"orma‘t:i::(:m‘ .
and other items of interest through a variety of channcls;

10. promoting the transfer of promising ideas, practices, pro-
grams , and tec ; "(jues to Settings other than those in which
they were develtped;’ . o ‘ .

11. ‘obtainipg visibility and other rewards for persons who are

N trying out new ideas; " . ’
. 12. preparing reports, budgets, personnel forms, and other routine =
: ., administrative services (p. 10-11). -
The’ Problem of Classifying
L . . v .
. Institutions by Their Change nggnﬁ}pl i
" Rates of adoption have been used by investigators as the basis
lor categorizing institutions. Studies .indicate that adoption rates e
can be graphically illustrated by an S-shaped” curve (Alba, 1969;
Beal et al., 1957; Cérlson: 1964; Mort, 196@;‘Rogors & Shoemakbr.:‘
1971) . \
) - . /
The S-shaped adopter distributgun rises slowly at first
. when tlwere “sre few adopters in a time period. Then it

. .accelerates to a maximum when half of the individuals in
¢ the systeim have adopted. It then increases at a gradually
..+ slower rate as the few remaining individuals finally adopt.

(Rogers & Shocmaker, 1971, p. 178). '
TR “‘
. N
. N . o} )
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The S-shaped curv is explinned in part by learning curves
LY .
(Beal et al.. 1957; ngers &1Sh09maker 1971) and in part by .
thp "diffusion vffvvt" (Rogevs & Shecmaker 1971) Tho dliiuaJon
clfeet is defined as . - . PN
.the: cumulatively 1ncreasing degree of influcnce upon | \
un individugl to-adopt or rejeet an innovation. resulting *

'rom the increasing raté of knowledge and adodtion or ruv-
®  jeetion of the innovatipn in the social system (p. 161).

. fOn,tﬁ£*b531s of "the S -shaped and the rolated béll-shaped curves

»
°

ol adoptlon dl]FUblon Rogers and Bhoemakcr (1971) classily nnhrrtu— :

AR Y

tions by the fnllowlng varpgorlos- 1nnovat1vo carly adopters. carly
k)

majority, 1amp'magoifky and laggards. In another study Smith (1970)
developed a grid 1dent1fv1ng four types of institutions on the busis of
twn_insriturlonal variables. One varlable is the degree of Changoe
sought and the gthor is the level of ahvolvement of mvmbvrsfk? ihv

nrgan)xnllon ' When both* tho vael of Lhange sought and dogrnn ol

L]

Jnvo]vvmwnt urc high, thon the- 1nst1tutnon is descrlbed as ideal for

\ -

innovatrion. When they are both Low; the 1nst1tut10n is likely to

*

» he unsurvobsiul in ‘adopting an innovation, Wien the institution has
high 1nvu1vnméhi and low change or hlgh chdngp and low :nvolvegvnt
rhon.ohan(vs are moﬂnrato that the 1nnovat10n will be suevvssful

The instrument which is devdlopod in this paper includes dpta1]\n
doavrnpt]uns similar to those olforod by Rogers and hhoomakvr (1071)

] .,.J

It uses these many deseriptions as 1nst1tut10nal‘variables in oriler

e . . K

»

3
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to predict the success of an innovation inimuch'the same way as
LS J

. Smith's (1970) modelN The Jnstrument's value would lie primarily

-

- . in its vapab111fy of yielding a brief summary profiIE'enahling A
s the ohange agenf to make a deeision concernlng the 1nst1tutnon 5
lakelnhood of successfully.adopting an innovation. The change

agent would be concerned with ddentifying two extreme cases: the
) . 3 * ) . :

ideal institution in which successful adoption in a reasonable .
— v .

ameunt of time canbe expected; and, the clearly unacceptable insti-

v N ’ S e
“tution‘whichf§ould require an unreasonable investment of time and

.resqﬁ}ces. A third intefesp’woﬁld be the identification of marginally

acoeptab]e iﬁstitutions‘Which;woﬁid be strong in some areas but weak- '

to the point of endangering the adoption-diffusion process, in other -

greas. The category of mﬁrginally acceptable is the most difficult -

) ‘T \ to ooﬂfep£Ualize, 'Thi§~éategory includés institutions that would‘be»
| * rated highly on some insfgtutionalﬂvariables and low on ofhgré, Rogers® E
and Shoemaker's middle ranges (early adopters, eérly majority, and late

majority) are included in this category. The marginally acceptable o

range, then, will include institutions of varying adoption rates which

are not clearly ideal or unacceptable. In addition, this marginal

cdtegory includes Smith's two middle categories, since they overlap .

- :
when discussed in terms other than the degree of change sought and

level of involvement. i )




-
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A

There is no intent here to dismiés the iImportance of the -
many:distinctionS'which can be madgfwithin~thiskmid-range, Indeed,
the next logical sfﬁp in the develbpmeﬁt‘of prudictive instruments
ol institutional change potential would be a'direot\fncus on the

clear delineation of different marginal cases.

. The Rale of Institutional Variables

. in the Adoption=-Diffusion Process

L3

Although the 1itﬂrature“contsins~descriptive models of insti»
tutions based on rates of adoption, systematic categorizations of
organizational variables which would affect the adoption-diffusién
process, have not béen found. Because of the need to - .nsolidate
a vast array of organizational variables. from mény stud ...s, the
following cgtegpriGS'willfbe‘used: 1) organizatioaal scructure:

2) personality and leadership styles of organization members;

3) communications; W) ‘level of usage; "-and 5) characteristics
of students within the institutions. Since the literature has in-
dicated ;hat there aregpany-sihilaritigsfbetween\agricultunal vari-
ables and educational variables which affect the adoption-diffusion
probess; some of the findings included in this section are derived

from agricultural settings.

AN
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suggested by McGrath (in Bolmaﬁ\ 1930) is the degree! of "democratic A AN

v . A . ) 21

Tdeal Institutions for Successful Adoption of Imnovations
{ ' :

Organizational structure.. One measure of an institution

Y

governance." "Democratic gcvéfnanee has to do with the extent to

which 1ndlvnauals in the campus communlty who are dnrectly at£uctod
\

by a de0151on have tgg\QgS?rtunlty to participate in- maklng thv S

~decision (p. 595)."

‘pendent variables were related

Hili{iker (1970) in~aj;§Qdy conducted to detevmlne what JndOu >

0 successful 1nnovat10n in sohool

.systems., collected empirical suppoxt to° 111ustrate the’ importance of

k)

varlables:were iqund to be

“

statistically significant at the .05 pro ébi1ity 1evoi: social

demooratlv governance The followin

N\
support ‘provided by administrative peraonnet\as perceived by pro-
f95819n81 personncl satlsfactaon w1th the quaiity of problem

so%ylng and the amount of time spent on it durlng"staff meetings;
~ .

*the degree of) owerlessness felt durlng faculty and administrative

foouncnl meetings; and the degree of openness and trust felt within

the organization. "Oper.aess" is a key word repeatedly used to describe’

the ideal institutional élimare‘(ﬂearn, 1970; Hilfiker, 1970; Smith

1970) . However, Maguire (1970) points out that conflicts might be

expected when structural change is introduced in such an "opcn,"

democratic institution.

Institutional nmchanisms must be present which encodrage and

~

' faeilitate change: 1) time and resources must be made available:

e e Vet

2
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" z) . freedom to try . novations wlthout fear of penalty for failure

must be gﬁﬁianteed byathe organlzataon; 3) there should be rewérds

for. the successful adoption of innovations; and 4) control of sub-.
stantial fipaneial reagurces may be nenessary to absorb the—cust%

of possible failures (Smith, 1920)‘ ‘It has-been found that the

-

- most successfui'innovation‘adopting institutions have‘higher\expendi-
S N © N > ’ . - * )
g .tures per pupil, more local commitment of funds, agd higher family

l~ v ‘incomes (Bigélcw, 1947; Hearn, 19703 Ross, 1958).
Iﬁ géneral th; sﬁccessfully adopting in§tirutiqp is larger in?
size (Hearn, 1970; Rogers, 1962) and has more active participation
. \ ’ from all members of the organizatlon (Hearn, 1970).

fPersonality,anﬁ leadership styles of orggnizatinn members. The

literature indicates that administrative support is needed’ to create

»

. ’ ) an institutional climate receptive to and actively encouraging inno-

vation (Brlghtman, 1971 Crandall, 1972; Feitler & Blumberg, 1972?‘

o Smith*'1970) xn general innovative administrators are described as
more cosmopolitan than\non-innovators'(ngers{& Shoemaker, 1971;

Ryan & Gross,. 1943; Wolf ' & Fiorino, 1972). They are!likely to have

¥
-

bgen‘born‘in rural environ@ents;'to have moved more often and have
attended‘more ouf-of-state meetings\(ﬁearn, 1970) than non-innovatons;
‘It has been determined that those adm:nistrators who are better edu-

cated {Carlson, 1964; Hearn, 197“) have> moré experlence as hdmlnlstra- f

tors (Hearn, 1970) and have the highest- level ei interaction and. in-

.o volvement (Carlson, 196f) are the most innovatlve, Innovative insti-

o

vy
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tutions also have.more opinion leadership than non-innovative
institutions (Rogers & SRgemaker, 1971), and while age isn't
necessarily an important variable, younger administrators are

'_pfteﬁ wmore innovative (Hearn, 1970)
) Innovators have a willlngness (Feitler & Bl Mberg, 1972) and
_even an ergerness to try hew ldeas. They often exist as a cligue
of frlends who cnmmunieate closely even when geographically distant’ -

(Rogers & .Shoemaker,.1971). b

Communlcations. Information~on the nature of communications

L)

between change agents and client institutions is limited, but

o

there are indicatlons that communications occur more frequently. with

b4

earlier adopters than later adopters (Rogers & Shoemaker, 1971). In-
stitutions which have better intgnnal~communication.systems~also:have

a greater diffusion effect and therefore a~Phster diffusion rate

(Rogers & Shoemaker, 1971).

Levels of usage. The greatei the numbexr .of innovations tried 1n

the past, the greater the Chances of adoption of the new product

¥

(Hearn, 1970). Based on the S-shaped curve of rates of diffusion,

"ideal institutions adOpt innovations at a‘very~high level early in

“the adoption-diffusion pgpceésl

*x



e~ Characteristics ,of students. Students of ﬁnnévativé institu-

tlons are primarily from higher income families (Bige]ow, 19¢7' - ~§

N
)o

Hearn, 1970 Ross, 1958) They are able to make contributlons’;p N

the organlzatlonal'whole and their ideas and suggestaons arﬁf'°
. “heard (Hearn, 1970). They perceive their institution as an'"ideal"

‘learning situation (Crandall, 1972). L

-8 ¥ . -
L)

LY

Marginally Acceptable Institution for Successful Adoption of’ Innovations °

. Sincg the largest number of institutions will fall underi;his
category and because many of these institutions will havé‘vaiying
rates of adoption-diffusion, it is not likely thadt any one instltu- S
tion will have all .of the following characterlstlcs in the same degree. t
The more the statements characterize the institutional'Varlables of a
given serting, the greater the chances for a speedier adoption; and, - ‘g

conversely, the less the statements characterize institutional vari&bles,f

the less likely will be the chances for a successful and: Speedy adoptiona
: " :
Organizational strucgpre. There 1s, unfortunately, much more j

& . f

information on persOhal‘tharacterlstics of;adopters_xhan~on organiza- {
tiona}'variableé‘(Hilfiker,'1970; ngegs‘&(Shoeqaker, 1971: ‘ﬁillowef, |
1970)."The~marginally'accebtable.idétitution is described as having\

a "well-integrated” system. The more ;nnovétive'the'institution, the\

‘morgkmoderniwill be its institutional norms{ the less inﬂpvatiﬁe,

the more t?ad1¥ional the norms. Lé%er\adop%ers in this category are

.
KN . - :
_ﬁ » -
“ N ) H
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1ikely to adopt only because of economic necessity or increasing .
. - -t . )

' BﬁCial pressure (RogerS:&fShoenaker, 1971). . . T

» h )

-

Personality and 1eadershlp_§tyles of orggnization members. The

more innovative the 1nst1tut1bn, the more npanion leaders thern w11]

>

S be. 'The leaders wlll be better edueated Nave hlghvr sorial srmruss

greater upward social mobility, will be members of 1;;;;?‘organizur§nns,‘
and will be‘mnre favbrable towards changé, education and scienco. Thoy

. will be less fatalistic, have: higher levels of achievement motivation,

Y Al

-

- hugher aspirations, will be ‘more eosmopolltan,and will have greater
L

exposure to mass media and, interpersonal communleatlon channels

E (Rogers & Shoeﬁg;er, 1971) .
P . . . _
Comrunications. 'The more innovative the institution, the more

s L

contacts there will be between the institution and the change ogent .

. ; ‘ 7. E L

. (Rogers & Shoemaker, 1971). ° : ’

. , o~
l.evel of usage. Based on the S~shaped curve of rates of d4dilfu-

sion, some of the marginal institutions will adopt fairly early (13:5%),
most'wilg adopt after the initial adoption by others (34%), and‘é.largé ~
ﬁumbér wili.adopt‘aftef'the majority (34%) (Rogers & Shoemaker, 1971).
The level "of 1Usage of innovations thus 5néreases,b§ large percentages

N among the‘institutith‘within this category.

Charactaristics of stud%nts. No information relating direcctly tn .
student populations of these institutions was gound. However, after
* : o
examining descriptions of more innovative institutions and less inno-




students would come from the range of middle to lower-upper

* N Y - ¥
vative ifistiturions, it can be reasonably expected that rhe

AY

income famlln.es3 and may or may not have some vo;ue in decision-

A >

making. . ‘ e

-

Unacceptable Institutions for Suecessfﬁl Adoption of Ihnovations_-

Organizatzoqgl,Strueture. Derr (1970) outllnes in deta11 an
nrganlzational 31tuation in which innovation effartb failed. De-
partmental organization is described as "unnnnrdlnated" with very -

Tittle sharing of infnrmntion. The change group had to agree to

conTidentiality I'rom rhe beginning, whnch-greatly pindered the

team's abllntx to share information. Shared decision-making was

A)

non-existent and there were many dysfunctional power struggles

A

w1tﬁtn the organization. Dlrectlves from hlgh auministrators were
consistently ignoreg_ Pronounced status and Pay differentiation

Y ; - ’ | ) N
existed between department heads. Power within the organization was

»

depppdent,on‘pafronage,\informg1~contacts:_and social contacts.

L}

In some instances kinship ties were a factor. Partly as a. resul t
of such admlnitratlve praotices and policies, there was a pervasive
sense or-allentat:on and defeat. Members of the organization hard]y

knew one anvther and many'met for the first time during the prowec

workshops. “This situation is exenplary of Maguire's (1970) comments .

. on admlnlstrat1ve patterns which remain eonstant while educationa)l

prooesses “are changing

26



istration considered it.too time consuming and unnecessiry. Requests’

¢y

N . E BN
A, S o = -

“Personality and lvadership “styles gf organization members. .
\j Q ~ . ~

R

Among the laggards there are virtuélly no 6pinion leaders (Rogers

» -

& Shoemaker, 1971) : Admlnnstrators are stSpicious of collaboration

- *

(war 1970) and of 1nn0vat10ns‘ innovators and change agents . ’

" as wvll ‘(Rogers &'Shoomaker, 19?1), In general, they are described

A

as localized in their outlcoks,(nﬂarly isolated, and focused on the

.past (Rogers & Shevmaker: 1971). Eichholz and Rogers (1964) describe

. thim as being ignorant ol innovotions or having no interest in change.

They are supportars ol the status quo and societal mores. Often,

L) N - -

»

' they had previously purticipated in an unsuccessful “lnnovaa’tsion . They

are described as very dependent on peer opinions and tending to

adopt only when peer pressure favors adoption” and the status quo_ ’

. > ' - X
pormits it. ‘ .
. ws ~ & - * i:a

*

Communications. I the study which Derr (1970) cites, there

was a two month period of deliberation before the first exploratory

meetings took place. Communication and collaboratiaon between the

change group and the administrators remained ‘very poor throughout .
N 7
Attempts at. collaboration were often turned down because the admin-

for distributiop of .information and reports were neglected, 'Admin-a

A »

istrators mlscommunlcated Jnformatlon from the change group to tho

staff. 1In general 1nfbrmat10n P;Ehanged between the two groups was

- )
. . M a «
P - .

.
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of poor guality. The real‘needs and'infentibns of the two groups

{(the instntution and the dhange group) were not‘well communleated

-

or accepted by the other, "Lack of open«d1§closure about the

-

needs of the two groups resulted.in a client-consultant power - .
struggle where each side,sbent a good deal of time trying to second
W ~

suess the motives and next moves of the other.side (p. %12)." The

institution was not really interested in innovation, but rather,

wanted the report from the change group in order to bargain fof
Munding and stéffing.- Perhaps this hazard is mot\unconnmn to chan
agents. - -In a study by Yates (1971) it was: determined that there
were no sagnlflcant differences in the perceptlon of new state plans

Yor SpEClal education between those who had adopted the innovation

»
T and those who had not. The only apparent differences between the two
; < were Ancrégbed funding and stafflng for the "innovative"” school sybtems.

Beybnd the increased funding and htaffnng, there was no 1nte;~§t

-

in 1nnovat10n &Aln an unacceptable 1nst1tut10n, the real needs and ;

lntentnons\of an institution are often not communicated to the

-

change agent. . . ‘ Ny

Level of usage. If there has been previous usage of innovations,
th y,have.most likely been unsuccessful attempts (EicBholz & Rogers, . ~£

~ 1964). If these institutions adopt at all, it will be very late |

compared to other institutions. Even more likely, however, is that

this group will not adopt at all or will ‘adopt only some aspects of a

A )
d r
v N ~ ~

~ . . -

P
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program under peer pressure, ) ‘ |
Characteristics of students. Sincé there is no free oommuﬁina-
‘tion within the organiéation oY shared~dﬁgision~making (Derr, 1970),
it can be ieasonably,expected that the students' ideas will not he ' *
congidered‘ There will be a sense of powerlessness among most
memﬁers ol the organization (Derr, 1970). e . ‘
- ‘ M ) N =
‘ The Prqblem,nf;Chgosing Change Strategies :
: fof‘Differing‘TyPeé ol lns{itutiong | ‘ LA

x

* . After comparing institutional variables in differing sottings,

At becomes clear that "there is no best strategy (Stuart-Kotzé, 1972,

p. 59)." The best strategy depends on the variables of the particu-
. . f"" - R ‘ :
lar institution (Marrison, 1970; Rogers & Shoemaker, 1971; Stuart-

>
»

Kotze, 1972). .

»
~

Stuart-Kotzé (1972) develops a model which Tocuses primarily on

org&niﬁational structure and is useful for und%rgéandingihoy organi-
zational structures hélp determine the.strategy-a-change agent might
bmplqy in introducing innovations to varying institutions. He-develéps
a werid based on two variables: technical competence and interpersonal
competence., If an instifutiop is high in bofh’competencies, then
"planned change" which requires leng-range planning, scheduling, and

organization, may take ylace successfully., If an institution is low -

\ “

A ]
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. in each variable, a "natural change™ would be most suecebsful since

there is )ittle interpersonal skill or ahility to plan and manage an
organizaricnal change. “D&rectea change" is most effective when tech..
nical competence in administering is high, but interpersonal relations

3

skills are low and little trust exists between members_‘ Rewards and
punlbhments are xuggested in thls type of change prwcesa along wnth
rapld implementation of the innovatiqn. When there is a hlgh degree
- of trust -and 1nterpersnnal skills but low technical adminmsxrative
abllltles, then “cooperatlve change” would be mosft buccessful This

change wouldn't necessarily <include rapid feedback, or lohg‘term

*

planning, but would emphasize counseling and training. According to

*

Stuart-Kotzé's model, ™planned change™ would be most effective and ‘

ideal because it uses all organizational resources to the fullest

= B

ei?entm : . . _
Roge;s and Shoemaker {(1971) suggest that if the‘change agent is

m_{"sffamildar-with ;ugh organizatio;al variables as: 1) the perceived

\atgributes of the innovation; 2) the nature‘andinorﬁs of the sociai

system; 3) the points at which the change agents can be most~;ffec-

tive in thé interventipn sequencing; and 4) what his role in~the

i change process is in relation‘to the institution, then the .agent

might be able to function more effectively in his role. For example,

LY

a change agent would intreduce an innovation by demonstrating the

scientific soundness of its instrumentafion during the trial and

-

7z -

A
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demonstration period of it is known that: l)shighly innovative
individuals appreciate scientific endeavors; 2) there are hgéhly

o \ innovative‘individuals*within the organizétion; and 3) the innova-
. \ tive individuals in¥the organization‘will be most interwzsted in .
information the change agent will be able io provide during the

trial and demonstration periodsy ~However, if he js addressing a

»

non-innovative audience, he will probably want t6~§mphasize how many

other greups have adopted the innovation, since it is known that

non-jrnovaters are most influenced by peer pressure. The chanye

-

. .
. agent will also be careful nect to upset the prevailing system of
norms since the non-innovative. organization is especially norm ‘ |
conscious. . - §

. Rogérs and Shoemaker (1971) also state that-thé'perceptions §
of properties of an innovation may vary ﬂependiﬂ£ on the stage of

- w

adoption or djffusion. Properties the change-agént should emphasize

. about an inngvation are: _its relative advantage to the institution;

o
@

its compatibility; its lack of complexity; the ease with which it
can bE~demanrrated; and its observability. According to Rnﬁfrs and

Shoemaker: . \
. -1 At the knowledge stage, the innovation's c@plexity and - R
‘ compatibility should be most important. : !
2 At the persuasion stage, the innovation's relative advantage
and observability should be most important. ' .
3. At the decision stage, the innovation's trialability should

v

be most important (p. 160). ) //

-

7
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A . »

The manner in which the change™gent demonstrates these attributes °

of the innovation to his client system is positively related to

\a

the‘rate cf‘adﬁbtion (Rogers & Shoémaker,~19?1j; ‘
A third apprnach to the prablem is diseﬁssed in depth by
Marrdison (1970). e considers the intervention level of the
;huﬁge agent in~tn?m3rof the persons involved in the change process.
His approach differs from Rogers' anﬁ Shoeanake%s in that he is
~onverned with "depths of interventions.” He suggests that the
change agent should initially intervene at a level vhere hé“will be
supported by the group norms, péer structure and by the expressed
needs of the organnvatlon This leve; of intervention may Inclu
concerns with’ 1nformatloq exchange delegation of authorlty, and
other 1§st;umental problems. Then, over a period of time, as the
agent gains the trust of the organization members, heimay be able to
focus the organi%atiOn members upon the more subtle and complex
lnteractions and intra-actions at work wlthin the nrganmzation.
Harrison coqtenda that "the depth of 1nd1v1dual emotlonal lnvolvc-
ments in the ohange process can be a central eoncept for differentie
ating change strategies (p. 183)*" | )
Other studies emphasize the importance of collectlng -and u51ng
feedback (Roling, 1970 and 1971), and environmental considerations
(Derr, lqyﬂj. ‘Derr suggests that power holders he\coﬁvinced of‘the

KJ ) A " > L d Al - 3
need ‘for organizational change in terms of their .own secll interests.

L
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The Development Of \ . .
The Trouble Shooting Checklist

(TSC)
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The TSU (Trouble Shooting Checklist): A Predictive Instrument

If it becomes possible to consistently dlagnose and evaluate

the "state” of a school system's organizational climate, it . -

might be feasible to modify the adaptability of professional >
personnel and to change or create organlzatlnnal structures
and processes which tend to enhance the possiblllties of
successful institutionalization of “innovations. .An instru-

. ment designed to provide data appropriate.to such change
processes, with the ultimate objective of modifying the
system, mlght also ‘aid in identifying conditions contributing’
to excessive change or unstable conditions (Hilfiker, 1970
p. 27).

- . ) i

Rogers and Shoemaker (1971) also point oul the value of belng
" able to estimate change potentials within an organization before
;desiding on a change strategy. " "There is‘mush practicalmﬁSEfulness :

Ve . . . )
‘for change agents .if they can identify potential innovators and
laggsrds ié their‘client audience and utilize differeﬁtfchange strat-
egies (p.\1755."

Llstlngugshlng innovators from non-lnnovators and the many shades
betweex, has been demonstrated to depend upon many~1nst1tutlona1 vari-
ables including communication‘sources,tenvironmental gonditiohs,- - .
~nrganizationél structures, and characteristics of persons invelved in o

the_change process. Each of these in turn determines the activitf‘of

*the change agent aﬁd the strstegy the change agent uses in introducing

~

-

an innovation. The’ quality and characteristics of the 1gnovat10ﬂ

itself seem to be of crucial 1mportanee as well (Rogers & Shoemaker

1971).
‘by‘
. ~
< _~\ _ : » * * v
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Thv TSC (TrodBle Shooting Checkllst) s designed as a predlc-

A

twvv instrument to aid the change agent in defining these variahles i

)

-

within any given organization. It provides the change agent with

4 means of systematically organizing descriptive inlormation in o

.

prvdiotivp*wayi An institutional profile emerges which can be used . “§
by the change agent in determinlng the best st%ategy to Pmploy

Following the TSC are actlon-lnterventaon sequences and guidelines

for the changp agent which correspond with the profiles. These .

descriptrions are based on emplrlcal data collected from change agents

av

and thls literature review. . v
The TSC is related to the Concerns Based Adoption Model (Hal]

WUllae & Dogsett, 1973) as an empirically baspd insfrument whnch

x
- -

Ueseribes the effects of stages of human concern in 1ntoraotaon with levels ;
. of u%e of’ an 1nnovat10n within an educat10na1 1nstatutlon The CBAM

(Concerns Based Adoption Model) draws upon Fuller's (1969) paper on .

concerns of -teachers -and describes many of the attitudes and dyna-

; ; ; LI S
mics of innovatiqQn-adopting members of an institution. Typically,

, teachers Tacing a now situation (or new innovation) will First

-
-

£y

he worried about thoeir abiliticese¢to cope with the situation {self con-
verns) . After such concerns are resolved they will focus on how

to usc the innovation in the rlassroom (task concerns) . T'inally,

N h! |
® they will ask themsolvos how the innovation can bc used to help their if

*

studonts and fellow faculty memﬁirs (_mpact converns) " The CBAM \;
model also assumes that an institution will use an ﬁnnovation

- 40
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differently the second and third time it is tried. - Under normal
conditions, with reasonsble access to resources, an’institution's *

. ) . . . ’\ . - ‘ N - - . i f - ) . N .
members“wall;gradually change thejr concerns from self concerns .. RS
- » ~ ‘- \ ~

¥

The level ol usage of an Jnf/yatmon will typicaldy bogln u;th an’

nrlvntataun 5 agc in which members ol an institution g0 thrpngh an

| behavior of 1nd1v1duals or groups of 1ndlviduals ‘within the ifhsti-

« @ . »
.

initial adjustment. InE?rmediate stages are centered around train-
ing and practice. Final stages focus on the integr#%ion of the inno-.
vation into an entigﬁjinstitutional program?y At this point, a ;
renewal stage Ts ?b;%ébié iﬁéoﬁgr'a§‘institution members are akle:
to bUi}d~EffEOti591)Pupon a $uccessfully adopted innovation.

The 7S¢ haé been built on the.preﬁise that iﬁb;itutipns which
have differiné degrees of success in the adoptionsof innovatidns=will*

differ both in their levels of concern and in levels of usage. As

a result of these differences, distinet institutional profiles should
emerge for successful, average and unsuccessful adopting institutions,
The TSC is predictive in nature and focuses on the institution

as a whole. Lven though the TSC may describe, in checklist form,

\ tutlon, the overall 1nstitut10n§1 proflle is the true target, Thls

profile is predlctlve in that it glves a sign to the change agent to

1

go ahead, slow down, or avoid an institution entirely. . N
5 ° .

¥ Q Y



»
x

Speeifically, the:TSC conceptual framework i§ organized around -
two general types of Jnnovations which have been adopted by eduea- )
tional instifutions. The First type is one in which a module has -
has been adopted, served as a catalyst, andfoefsequently set a
chain of evepts\inimotion; The TSC (A)‘is based on this tyﬁe of
adppted innovation. The second type of iné%itutinn has ;ngtead ‘

startéd with a psycholo 'cal\asﬁessment battery with sbme form of

personal cnubseling orientation. The la;ter type of adoption
\ bhafacteristipall} results in a different bhain~of events from the
former. The TSC tn) is“based on this type of adopted innovation. -
WJthnn these two courses of events, the TSC 1dent1fies for each
the ideal satuation for successfui adoptlon and installation of
RND products, the marginal;y aeoeptable situation‘wylch containS'
greater' risk of success, and thetcyeérly“unacceptaile~situation in.
~ which virtually no chan;e of successful adoption and iﬂétallation
exists: ‘The TSC presents a set of fi;e information areas which are
repeated in the six different institution§l conrexts. 'Thgse‘fiye'
informéfion areas are listed bBIOW‘in the methods. section. These
—=--<informatign areas are followed by suggested sequencing of action
1nterventions and guldelines for the change age nt in each of the

%

six different dnstitutional qontexts.
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Methods and Teehniques ‘ :

-y

The TSC was first deveIOped as a survey form (TSQ--Trouble

‘Shooting Questionnaire), which was used to collect the information *

upon which the TSC was based The TSQ was a twenty-nine page ques-"

tionnaire which presented e;ght question areas in six dlfferent

institutional contexts. The eight guest;ons were open-ended, allowed

for written response and had the following focal points: 1)~orgeni-
aatlonal structure; 2) personality and leadership styles én»adopting
institutions;‘ 3) sequence of events in‘fhe adoption process; u) per-
sonality and 1eadership‘ety1e of _change agent; 5) nature and type

of communications*used' 6) sequencing of action interventions.

7) level of usage of modules and other instruments; and 8) descrip- .

tion of prospective teachers. The six different institutional con-

texts in which these questions‘were asked were: ideal situations,

marginally acceptable 51tuations and clearly unaceeptahle situations ey

for the.two separate cases of a) module-adopting institutions and

b) institutions adOpting:a psyehological aqsessment battery- wlth a

~

counseling orientatian. . N )

A change agent at the University of , Texas Research and Develop-
ment Center was asked to respond to the TSQ in as much detail as
' o 7 : ) /
possible, . His written responses were then shortened, checked for

repetitivenees and synthesized. Th Se‘responses'were then‘typa"

into the questionnaire and uSgdn’e.giveesubsequent change agents a set

> =



. 1)

upon’which to base their responses. Sinte the questinhhairv \
required én average of five hbups to complete and the questions
 were open-ended, st was necess;ry to supply some structure in the : N
lorm of another change agent's responses. An additional aavantage
“to 1ncludlng a- ohange agent's responses on the guestionnaire was
that thesp responsea in their rewritten and synthesnzed form |
vncouraged subsequent change agpnts to make their own rpsponses
a8 sueclnot as possible,

Five othor change agentS‘were invited fofrhe‘Univvrsity of
Texas R&D'tente§ and responded ta the T8Q. ‘In addition to being . :r
given the questionnaire with a change agent's responses, they albo ) 3

received two charts: one for module-adopting institutions and one

for institutions adopting a psychological assessment battery with -
a counselihg;orientation. Each of these charts pmureg‘the focal‘
points of the eight qﬁestions on the leftTand margin against ideal, ot
mgngfnal, and clearly unécceptable si%uations‘in the columns. The chart%
tnabled the change agegts to get a quick'view of the o;éréll\vonoepfu§1~‘ |
dzation of the questionnaire. The change agents' responses were then

" rewritten and syntﬁesizgd. All change agents reported that the questioﬁs
advquatyly probed the organizational variables to which a change agent
responds when he approaches an inStitutioﬁ and that the recorded responses

-

on the questionnaire aided them in recalling information. The nhﬁ§gz agents

4
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did not feel that the recorded responses presented a limiting
N . T“ N
psychological set. The rewritten and synthesized responses of* all®
six change agents were then revised and fit*into~the format of a

checklist (ISC) . . t'ive of the,TSQ questions were rewritten in the

-
> -

- l'orm of statements of information areas. These Tive areas werg:

1) organizatioﬁga structure; 2) personality and‘léadership.stylgs

in adopting inﬁtitutions; 3) nature and type of* commmnications nsed;

k - . i \l .
4) level of usage of modules aQﬁ other instruments; and 5) descrip-
tion of prospective teachers. . ‘

-,
EY

The checklist itgés, built from thé’ehange-agents* résppnses,
were listed directly 3;10w these five informaticn area statements.
The items were also‘groupea for greater clarity; After this group-
ing, items weré generated from existing items on a logical basis

until the number of items under ecach separate category d the five -

~ i

* information areas were ﬁdhal for the idéal; marginal and unacceptable :
‘*\institufional cases. All items wera thegn randomly assigned within

each of the categories included in the five information areas. Items
. N ‘ - ~ ‘ ~ k = -
representative of ideql,‘marginal, and‘unapceptable~institufional

-

-

L4

situations were assigned score.values of 2, 1, and 0 respeetively.

( This prnbeduie was followed for the development of both the TSC-A
and the TSC-B. However, beéau§e thé information~céllecteﬂ from the
six change agents Tor the TSC-B was less exténsive than for the TSC-A,

3

it was necessary to take some items directly from the TSC-A for the-

TSC-B in order to equalize the items. The items that were selécted

o
e '
) 1}
- ‘
‘ - ‘
— » .
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in th;é:manner did not contain references to either~modules or
assessment batteries with a counseling orientation.

The remaining three questions on the TSQ were rewritten in
the form of suggested sequehcings of actiph,interventinné and
guidelines for the change agent, These, follow The cﬁecklists.
Subjects - “ o

The six ehangeiggenté mentioned above were the data source upon
which the'TSE was built., Although their anonymity has been guaran-
teed, their backgrounds can be briefly~described.\,Chagge agent -

munber one: has worked in two teacher training institutions which

had‘adoptéd innovations similar to those described by the TSC. (One

institution was remote and rural and the second was a large, mid-

™

western university.) Change agent pumber fgg;‘was asked by the
college administration of a small rural teacher training institution
to organize a new feacher training\program, brought people with him

and attraétedrgenérous government funding. Change agent pumber three: .

had several years of experience in g major state university which <

had fleld tésted innovations similar to those desnribed by TSC, and ' Q
\ .
was brought in by the faculty and administration of a small state

> ~

teachgr training institution to install a competency»bqsed teadher

édncation program. Change agent number four: was a member of a re; ~

»
A

S
source agency team 1nvolved in the dlssemlnatlon of educa ional inno-

vations and has had experiences in a varlety of higher education insti-

—
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tutions. Change agent number five: worked as an internal ~change
agent along with change agent number two at the same«sétting and
. has had more recent experience as an external change ggént. Change

agent number six: has had both na;ional and internationgl experience

as a change agent and has worked in training\instifdtions, local

- school districts, and institutions of higher learning.

. - :
A\d - N
. * . - ‘




Footnoyes

»

1

ol A

The tille o) this checklist js hnseﬁ on the suggestion of

William Y. Dossett, one of the de
Based Adoption Model), who pointe
process could be studied by ident
within an educational system much
electrical engineer would "troubl
apparatus. ‘

*

2 N

velopers of the CBAM (Cencerns _
d out that the gdoption~dilfusion
ifying problems or "troubles"
in the same manner as an-

e shoot" a_complex piece of

3
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Test and Scoring Tnstructions

‘ThE‘ﬁﬁﬁuA and TSC=-13 are fwo‘saperate instruments and are nol
\ parallel fgrms*' The TSC-A is designed for use with module adoprang
1nst1tut10ns and the TSC®B is for use with instltutaons which have
adopted ? psychologioal assessment battery with a‘connseling '
orieﬁtatian: - ‘ ; \ e
Answer sheets are pfovided at thé end of;eaeh:test, along
‘with\a clear plastic scoring key. It is recommended that you
use the answér\sheet to record your responses,"The test may be
scored quickly by placing Thg plastic scoring sheet over the
answer sheet and matching the hoxes. "The numbers directly o the-
right ol each item box indicate the score value of that item.

First, add together the 1tem values of the boxes you haye checked

in each column in order to obtain sixteen subscale values. Second,

in order to obtain the five major scale values, add each respective

grouping of the s@bseale values as indicated on the answer sheet. .
Third. in order to obtain a total score, add fhe‘five~major SGale
values. .

After you hiave obtained subscale scores,imajor scale scores,
and a total score for the ihstitution rated, refer to the score
range section of fhas manual which Tollows the tests. This section

names the qubson1es and major scales and 1ncludes the score ranges

For ideal. marginal, and unacceptable des1gnatnons.

»
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TSC-A
(for module adopting institutions)

SECPION I T

?

. The fol;owmng TSC categories and items focus on the 1nat1tutlon 8
.organlzatlonal Bstructure and include characteristics of the faculty
and administration as they relate to organizatlonal structure.

-

CHECK ONLY THE 8 ITEMS THAT MOST APPLY.

;Cite 6‘ Or aﬁization Structﬁre

l. The internal change agent working at this in- .
stitution appears to be incompetent, and his position

lacks authority and respons;blllty.

As

2. There is 1itt1e state-level support or leadership.

T} p, of potential adopters seems to have

gome communication problems with the larger

~faculty group. -~

4. There is a small group of adopters which has
credibility with 'a larger faculty .group that
gives feedback. /

5. The potent1a1 adopters that do exist have serious
commun1~a+1on.prob1ems ‘with the faculty at large.

A Y

-

6. The internal change agent working at this in-
stitution, although quite capable, is not in a

. posltlon of authority. g

> ;

7. ‘It is not yet clear how large\*‘ _
" adopters will be.

T

lnnovatlon.w

Copyright, 1973, by Brad A. Manning

) ) . N -
. .
-
-\ - M ™ . R

.
: :
)



11.

12.

13.

4.

15.

16.

17.

18.

19.

20.

21.

22.

52

]

There is an "intellectual” authority figure i
addition to "line~staff" authority.

ot
3

‘The’hnganization has a stable structure with
Ffairly well-defined roles and established
{(functional) clannels of commnication.

There is no "intellectual™ authority flgure--

only "line-staff" authority J
The source of power 1195f0uf81d9‘0f the institution.
The internal change agent working.at this insti-
tution is in a position of authority and respons:-
bility.

~

There is a small group of highly 1nv01ved aaopters N

who' work in close proximity.

'There‘is a small group of adopters appearing to
move faster and more effectlvely than would a
lary: group of adnpters.

There is a small group of adopterS’whofalearly i

- demonstrate an ability to effectively communicate
~with a lgrger faculty group in order to gain

their suppogt.

“There are a number of potential adopters, but none

who are yet .fully committed.

Potential adopters are scattered ~cross campus
and do not’have daily contact.

There is a closed organizational structure.
Ghll activities fit into a predetermined str?cture -)

There is a strictd hierarchical organization.-

The group of adopters has not yet established
credibility with a larger faculty group but ciearly

shows potential to do so.

The organization structure includes the following

‘hierarchy of positions: president; provost; dean:

and department chairman.

- I TN
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24,

' CHECK ONLY THE 8-

I.

. 23,

CATEGORY I-A SCALE, SCORE

53

A

There are no committed adonters or potential
adoptern\idantlfldbha. .

Pk WU
Those individuala who have expressed interest
in the innovation have low credibility with.the

. rest of .the faculty and appear to be locked 1nto

their positions.

*

L)

1S THAT MOST APPLY. o

Organizatlon

The insti%utzon‘may'be committed to another
innovation already develqped Or has no need
for the change agent's innovation.

-

There is a group leader- in the organization

- who is cognizant of group dynamic techniques

and can work effectlvely w1th’tﬂb group.

The 1nstitutaon as a whole has resgect for its

* education department, but there is little inter-

action between the education department and the
rest of the unlverslty.

The institutj has ample resources upon which
to. dxaw for ‘theé adoption of innovations.

The institution is liberal arts oriented with a
bias against education.

' P .
This institution emphasxzeslg&?lxcatxbn, in-
dependent investigatioa, and training of doctoral
students. ‘

A

Although the faculty have enough professional

" security to risk failure, their personalities

are such that they would not take great risks,

Individual members within t¥e organization are
able to reinforce. ;one another.

8¢
Y

N
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9. The institution as a whole has respect for its
education department gnd draws regularly on its
resources. ’a\gg .

10. There is much emphaszs placed on an overly

literal 1nterpretat10n of "democracy,? which may

. " result in paralysis of the innovation process.

11.. There is an organizational inertia at this
- institution.
l2. *There is much concgrn with the status quo and
- little reward for innovation. . ‘
SR ; /' . P ’ -
\ 13. Although individual members of the department are
on good terms, they are not in" a position to
reinforce each other. ~

14. whe institution;éefinitely rewards inﬁovation;

‘15,. There is much 1m:erest in the techniques :ﬁ \

~ volved in the use.of the innovation, butlimited
‘concern with its impact on the students.

16. Although the instiﬁhtion is not isolated, it
. still is not yet fully integrated into the community.

~~ 17. There is an emphasis on the dévelopmeht‘of students -
and a concern about the impact of an innovation
f*hfon'the education of students.

18. The inéfitution’is‘small~and isolated.

19. The institution 15 an integral part of the
commanlty. ‘ -

- .-
A N
»

20. There. is an .atmosphere. of‘professionai security; RN
- and the adopters feel that they are able to rlsk ‘

fallure.
' 21. .There are very conservative constituents and
~ . consumers at this institution. .
' ; 22. The resourceS‘whlch can be .used for the adoption
° of innovations are limited. .
; o - 23. Although innovation is sometimes encouraged, no

clear cut rewards for innovating are apparent.

, .,
o o« o an oo oat il i s rrncinms il L
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24,

-

The institution may be prestige oricnted.

AN -

»

-

CATEGORY I-B SCALE SCORE

ONLY THE 7 ITEMS THAT MOST APPLY.

Category C: Characterist:gs of the Faculty

1.

10.

11.

12.

There is 11ttle focus on 1nte:personal dynamlcs !
among the faculty, either personally or prOfe351onally

-

B

The faculty are older than average and discourage -
younger faculty from remaining.

-

-

" The faculty are overly concerned with course

content. -

There are one or tweo faculty who have some 1nterest
in innovation,’ but who are low level authority
persons.

L] N .
The faculty are rewarded for their focus On
innovation. .
The faculty are highly interested in most aspects‘
of the 1nnovat10n. .

The faculty are generally unlnformed about
innovations. . .

The faculty have high, concerns about their own '

personal needs and domains.

The faculty receive little reward for innovati on.
The faculty are presently more task-oriented than
studént-oriepted and have not yet formeTated T -
questions about the effects of ‘the innovation R
on their students. ‘

The faculty are flexible. .

- 60
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o . 13. The faculty are very much concerned about stheir '§
-{ - professignal relationships and the way in ghich these
= relationships effect the funotioning of their‘programs. |
. 14%. The faculty are completely 1nformed'about 1nnovat10ns %
~ related to their areas. - - _ ;.
o 15. The faculty are indifferent and unconcerned. . L fff.i
\ - . T N . N \ i
- "16., The faculty members are concerned not only with §
. designing and currying out cffective programs), §
but are also concerned wilgthv impact of these .
programs on students. : B §
~z N N ) 9’3 -
. f H
. 17. There arc one or two older Faculty'mmmbprs who are [/ :
v«\\ * interested in innovation. S V4 §
18. The faculty members focus on\professiongl goals ‘/{ f
_ R rather than their needs for survival. / /- ) ’
. 19. The faculty are more concerned with peréonal re- N %
. lationships than professional relationships to the B ;
K point of being indifferent to the Jnterpersonal dynamics ;
.within their organization. .
\ 20. The faculty are generally informed about educational §
i innovations, although there are some Pmbarxass¢ng E
’ gaps in their knowledge. ‘ !
, 21. The faculty arc mostly master's level. o
- N 5 - A \\
7 CATEGORY I-C SCALE SCORE o |
?
CHECK ONLY THE 7 ITEMS THAT MOST APPLY.
" Category D: Characteristics of the Administration
. 1. The department chairman may be responding to pressures %
for implementing the innovation, .o . ‘ .
2. The administration is detached.
- . 3. The leadership in key positions has clearly
. 1 demonstrated an interest in constant, constructive
change. ‘ ~
C o 4. The dean may be responding to pressures for imple-
) menting the innovation, .
o . S 61;;
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10.

11.

12.

13.

in.

¥

15.

16.

17.

18.

19.

20.

21,

. . 57

The Jeadership in key positions desires to maintain

the sratus quo, :

The administration not-only shows indifference to
the faculty but at times expresses intense hostility.

The departmeont chairman, or~ﬁeah, is cognizant of
curriculum development procedures.

The department chairman has support from admin-
istrators above him in the organizational hierarchy;
the dean may be supportive. ®

The dean may have no interest in faculty work, but‘

he supports the chairman.

Although the dean has been presumed to have adopted
the innovation, he hag refused to help in any way.
The department chairman’ (or direct supervisor) may
have a passing interest in the innovation, but the
administration,does not support it. v

The dean is‘supportive*and has an interest in the
faculty adopting the innovation.

The administration clearly demonstrates an interest
in the faculty.

The administration is flexible.

The administration demonstrates little or no
interest in.the faculty.

The dean has no interest in the faculty and.does not
support the chairman. . )

The administration has not yet committed itself, but
the department chairman has an interest in innovation.

The administration is rigid with some few permissive
administrators. .
The department chairman is strongly supportive -
through public statements, promotion rewards, and
provision of resources.

The administration is rigid.

The department chairman, although pressured to

implement the innovation, refuses to cooperate in
any way. \

CATEGORY I1-D SCALE SCORE 62 L
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TSC-A
(for module adopting institutions) ’ E
L ~ . - R . t
SECTION IX )
The following TSC categories and items describe personalities, é
leadership styles, and concerns of faculty, department chairman, ;
and dean. : :
CHECK ONLY THE 9 ITEMS THAT MOST APPLY. B
Category A: P@rsonality and Leadership Styles of the- . ﬁ
; ! 1. The faculty are not ‘discouraged from innovation :
\ adoption but are given little or no encouragement ;
t or financial support for purchase of materials. E
- 2. The faculty cooperate wlth each other, but a -~ ‘§
genuine concern fer each other may be lacking. :
; 3. Some faculty may already be commltted to- an ' i
existing innovative program. '
, 4. The faculty are interested in teaching tools as \ 3
opposed to ideas. They are mechanistic as . .
as opposed to conceptual. i
L 5. There are two factions in the department. One
faction has a subject discipline orientation,
and the other is arguing strongly for department-
wide program development which would involve in-
novation adoption.
- ‘_ 7 6. The faculty are-not only encouraged‘in\their
B efforts at innovation agoption but are given fin-
ancial support for related educational expenses. j
L 7. There is a willingness to guesticn the status quo
and initiate change if desirable. f
LA 8. The faculty have concern for one another. f
‘ 4 - 9, The faculty arc not only encouraged in their §
r~ ‘ efforts at innovation adoption but are given
tinancial support for purchase of materials. :
R L e M ) - ,
\ N 63




11,

12,

13.

14,

15.

20,

t21.

22.

23.

24,

is viewed as a persoml risk.

N

" Faculty members are either inseuure or overly

protective of an image. The high risk factor

A )

Taculty members are statie individuanls, pre-
occupied with self-centered concerns, . >

»

"The faculty are not discouraged from innovation

adoption but- are given little or ho encouragement
or financial support for travel. .

The faculty have manyveutside interests. Teaching

may be only a secondary family income, v
The faeul?y are not discouraged frem innovation »
adoption but are given little or no encouragement

or financial support for retraining.

The faculty are not only™ encouraged in their efforts
at, innovation adoption but are given financial
support for travel. »

There is an emphasis on research which will aid in
the improvement of educational processes.

There is mutual trust_ among members of the faculty.

-

The faculty have a subject discipline orientation.

An atmosphere of nutual trust among the faculty has
not yet been established; but there are subgroups °
whleh appear to have established some degree of twrust.

~Pub11nation, per se, may not be emphasized but

the faculty are coneerned with achievement as well

. as program development, and they respond to a wide
“variety of success measures. These success measures i

may-be in the form of publications, program devel- -
opment, excellence in teaching, and national scholarly
exchange. \

The faculty are interested in innovation and in
undergraduate programs but are frustrated by a -

"slow rate of change and lack of direction.

The faculty members fit a 1arge university stereo-
type. They are cool, remote, and interested.only
in promising graduate students or research

'The faculty are interested in students and

~

The faculty appear to be detached from all program
‘ development activity.

64 . ) ) ) 7 .
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ffas,

26.

27.

The faculty are not discouraged {rom innovation

adoption but are given little or no encouragemcnt
or financial support for educational experiences.

‘There appear to be some faculty members who are

static and se)f-involved, but there is also a
group which seems dynamic and concerned with
program development..

The faculty challenges all innovations from a
nebudous, constantly shifting philosophical =
base in order to avoid change.

CATEGORY IT-A SCALE SCORE

»

‘ B
ONLY THE 9 ITEMS THAT MOST APPLY.

Category B: Persoyﬁ‘f:r and Leadership Style of the &

T 1.

Department Chairman

The department chairman is prmmarily interested
in administrative tasks, but may have some small
ecuriosity about innovation.

The department chairman Ys concerned with the
quality of curriculum development.

The department chairman may be the type of per-
son who becomes involved in the curriculum itself,
rather than ublng it as a means to bring about
change.

The department chalrman, although usually concerned
with a rigid budget, is now showing signs of re-
leasing somd funds for innovation adoption.

The department chairman is concerned with current
developments relevant to this program.

The department.chairman actively avoids people when-

ever possible. .
, .

The department chairman does not know much about

group dynamics but has asked about topdcs which are

related.

The department chairman is primarily interested in

administrative tasks, with which he has much dii-
ficulty, and lacks even curiosity about innovations.

\ 7 65
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. ) 9. The .department chalrman knows notihng about -
. o current developments relevant to his department
T and appears to be’ oﬁf in another world. R

P

10., It appears that the department chairman has” a
. ‘ . marked negative attitude, toward the innovation
and views it as a threat.

. 3.

~ 1l. The department chairman is concerned with the
guallty of instruction,

12, The department chairman has not been supportive of -
.change during the trial- period of the -innovation .
(which ls still in ‘progress) but shows signs of
giving more support if there is a good- chance of

. . . success. . 18 ‘
. - 13, The~department chairman is concérned with people.

v -
~
-

© 14, ~The department chairman views the curriculum
, i *  (which apparentiy was set in stone several decades
! - B : . before) as the final word.

" "15. The department chairman has no special 1nterestQ3n .
. . the innovation but is willing to back & group of .
k " adopters if they can demonstrate the utlllty of the
1nnovation. v €

-~

L]
~

) ‘ . 15, 'The department chairman is especially sqpportive
of change during the trial period of an innovation. -
{(This support must be expressed both in terms of
) concern and interest as;we11~as innmaterial.haekingw)
17. The department chairman does not appear to have-a
. v+ completely secure position.

<L + - 1B, The department chairman seems uninformed about

- a current developments relevant to his program, but
he has expreased a.desire to learn more about

dnnovetions in the area, , N

*19.7 The department chaﬁrman enforces a. "hold-the-line"
attitude’or aS”stayaw?*hin—the-budget" approeach,

20. The’ department chairman's posation is not secure,

. and there is a‘small faction trying to replace him.

21. The department chairman views most change as @
personal affront.

22. The department ehalrman is concerned with group
_dynamics.,




CHECK ONLY THE 9 ITLMS THAT MOST APPLY.

o ——

23.

2“.

25,

»

206,

27.

CATEGORY TI-B SCALE SCORE

; survival and success of programs. .

62 !
e ey

The department chairman is concerned with the

The department chairman characteristically uses the
curriculun as a means to implement changes, ra%?er
than as an end in itself. |

The department chairman may not view group dynamles
as a subversive plot, but he has stated in so many
words that he has never been involved in "pop" |
culture. ‘ }‘

The department chairman is secure in his admlnisfra—
-tive position. \ ) -

: L
The department chairman does not appear Lo be esw
pecially concerned with people but otherwise meets
his responsibilities. W

-

Category C: Personality and Leadership étyle of the Qéén

1.

-} . .- . - . i
The dean is completely unaware of current deveiop-
ments related to his, aréa and actively avoids tham;
The dean has a pleasant personallty, is generally -t
a_cessible, and- is not c.oneernetl abou.. programs . ;

The dean's position is not yet completely secure,
and he expresses some concern about this state ol
affairs. ) ~

AN ’ ) i
The dean is concerned about each faculty member
as an individual human being.
The dean is 1ndec1s1ve and has no understandlng nf
how to use power to attain, goals.

|

* The dean does not help in any*way to maintain and |
"spread the innovation, but he does stay out of thﬁ

'way and does not 1mpede progress,

The dean has some concern about the SUCCQSb ol the 3
adoption, but he can hardly be desoribed as Pnthu%ld%ilv.

The dean acts as a hindrance to adoption and”
diffusion ol innovation. L. .« s

>
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10.
11,

‘12 »

13,

14,

15.

16,

17.

18 R J

139,

2).

23,

nolicy.

63
* K4
The dean is inconsistent in decision making and

The Jdean as kncwledgeéble about ourrent developmehts.

The dean is able to make declslons and use power
to, attain goals.

» ~

The desn is unwilling to fight those in higher
positions for program support (funding for st .ff,
research travel, retralnlng, ete.).

The dean is passive and'unimaginative,

The dean has many creative 1deas but does not push ~
them aggressively ‘enough to have actlon taken on : .

them. . . §

The dean’s position is definitely not secire, and
he is vainly attempting to organize powenr factions
which he hopes will save him.

®

The dean is aggressively creative. . ,

The dean is;highly concerned with the success of’
programs . ‘ ] S

The dean has a secure position, but he is unconcerned
about security in and of itself.

The dean is willing to struggle with vice-president,

president, and regents regarding the prpgram‘needs,

The dean has some gaps in his knowledge about cur- '
rent developments, but he may be open to more
information. \ :

.The dean is unconcerned-about the adoption of the

innovation and refers questions to somebody elqe
as fast as poas;ble‘\ .

A

The dean is not willing to struggle w1th power

-

figures above him over the adoption of the 1nn0vation,f

but he is w1111ng to let those below him work on the
adoption.

The dean is consistent in decision making and policy, o

'~ but he is not necessarily an advocate of a modular ‘
approach to the exclusion of other existing approaches.

2.

The dean seems indecisive at times, but he has a

history of using power to attain gonals.

— 68
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25. The dean is eonnuxted‘to\%he‘establishment
“of new programs.,

26. The dean has an unpleasant personality and is
= ‘ actively hostile to most forms of change.

. ~ 27. The dean is unwilling to fight with anyone above
o \ ; him, but he obviously enjoys attacking those below
o him. (He is not without imagination in his’
destructive tactics,)

-

CATEGORY II-C SCALE SCORE
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TSC-A

G ~ | ~ (for module adopting institutions)
SECTION IXI L

The following TSC 6étegpries and items forcus in the nature of
, communications, using phone calls, letters, and personal visits.

CHECK ONLY THE 5 TITEMS THAT MOST APPLY

Category A: General Nature of all Comﬁunicatiggg

1. There are some pseudo-professional commnications
concerned with philosophy, belief foundations, and
so forth, designed to sidetrack 1nnovations.

2. This institutlon not only refuses to initiate communica-
tion, but often appears to be avoiding contact.

3. Expenditures made on travel, which would nelp com-
munication, are limited and do not greatly aid the
adoption process.

o

»

4. Progress in the adoption process can usually be
detected atter each major exchange with this institution.

5. This institution feels comfortable with: regular .com- \ %
munication from the‘b°ginning of the adoption process, :

6. Commnication is usually superficial, but this level of
' eommunication may be only temporary. . g

7. If there are commmnications from this institution, they
‘ will be primarily social, rather than professional.

8. Communications with this‘institution will be largely
oneawayi’pd unplanned with no order or sequence.,

9. The ins¥itution is uncomfortable about regular com-
munications early in the process. They may later use
poor commnicatlions as a scapegoat for the program if
there are problems.

10. This institution is not concerned about the amount
* of money spent on travel which will sid communication ‘
and speed the adoption process, o
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CHECK ONLY

66

»

11. Communications are usually initiated by thp institution
developing the 1nnovation.

12. ‘Much progress has been made by erking with 1ndiv1dun]
Faculty members.

13. When potentlally serious prpblems have armsen, commu-
nications have heen focused -on Preoviding resources for
the solution of these problems.

14. Commnications are initiated by both the institution .
which ‘has developed the innovation and the adqgfing "
institution. :

15. This institntlon refuses to spend any money on tratvel,

" phone calls, and so forth, which would aid the
: communlcataon process.
»
CATEGORY III-A SCALE SCORE ~

THE 4 ITEMS THAT MOST APPLY. e

Category B: F@gggaqu aﬁd Nafure of Letters and Phone Calls

1.

6.

There appears to be little chance that this institution
will reques: a personal visit. Written communications
are mich prefeirred.

Letters are occasionally used by this institution to
avoid any additional personal contact.

\One phone call per week is optimum but not mandatory

for~ this institution.

T.etter exchanges, although limited in number, have
exceeded phone calls. The degree of nnvolvement of
this institution is not yet clear

This institution often uses wrltten commmications for
brief messages which could be more appropriately given
by a phone call.

Fgr whatever reasons, this institution does not want any
more than minimal contact.

It appears that if the decision is left to this insti-
tution, communication will be restricted to a few
letters of inquiry, possibly one or two letters in a
three-month period, followed by silence. T.ong lapses

(up to two years) may occur between correspondence.
Lo
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10.

11.

12.

67

. N\
When braefer communications are approprlate, it has been
found by this institution that phone calls are much more
effective than written communication. \

There have been few phone call exchanges/;ith this in-
stitution, but there have been some letters. The phone

calls may increase if interest in the innovation $n=
creases.

Letters are used by this institution to document detaml,

. confirm verbal communications, and formalize commitments .

There is a possibillty of one phone call from this

: 1nstitut10n.

\
This. institution has kept in close contact, and “formal,

wrltten commmnications have been found to be inapproprlate.

-

CATEGORY III-B SCALE SCORE

CHECK ONLY THE 6 ITEMS ?HAT MOST APPLY

b}

Category»C, .Frequency and Nature of Personal Visits

1.

The faculty has frequently requested visits $o close
together that there has not been enough time for

-appropriate feedback.

The change agent will not only have to spend much time
trying to interest the administrators at this institution,
but will then also have to put much effort into convincing
the faculty that t' : administration actually has interest
in anything but the status quo. .

No feedback has been-given after the one or two v1sits
that have been made.

Communication will usually involve consultation or
direct conference to attempt to interest or involve
administrators.

In your opinion, the frequent number of personal

contacts that the institution has reguested have been

beneficial., The adopting institutior®has viewed the contact

-as excellent external consultative services and definitely

not harassment.

Personal visits and phone calls are the most freguent
forms of communication.
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10.

11.
12,
13,

14,

15.

16.

.
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C%IEGORY III-C SCALE SCORE

a‘

.
.
.
A x 2"
. : 08
¥ ;

Visits are primarily social and give only the impression
of concern, -where no real concern exists, Interaction

remains superficial, but it may improve later onian the’
adoption. process. . :

You are worried that some of the faculty of the in-
stitution may view the frequent {and not alyways ap-
propriate) requests for visits by the administration as
a form oi harassment on your part.

1

»

There is a possinility of one personal visit at the most

" with this institution.

Personal visits have been limifEd iﬁ number, ‘but they
may increase iFf the institution becomes a 11ttle‘more .
‘involved. -

I'requent contacts with the institution have amded in

a Feeling of "we-ness” in the,projeut development.

Visits have been far enoughmapqrt that the faculty can f
give feedback on the developments slnce. the last visit.

Any contact that this inmstitution requests will be at -
the wrong time and for the wrong reasons. '

Personal visits have alyeady occurred between three and
five times over a month of contact with this institutio::,
and all have been\profitdble.‘

The contacts that this institution has requested have not
always been appropriate.

Personal contgcts with this institution have proved to
be the .most valuable communication channel and have
occurred whenever needed.

If a v1sit is even made by this institution, the com-
mumication will not only be superficial but deiinitely
evasive,

If you visited this institution now, it would be called
harassment by some of the faculty, even though you have
een there only once before.

o

3 | «3w§
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TSC-A ‘ . .
(for module adopting institutions) ?

SECTION IV

‘The\following‘TSC categories and items describe the level of usage
~ of modules-and related innovations. o

CHECK ONLY THE 4 ITEMS THAT MOST APPLY.

Category A: Pifst~8tage31o§,Adgggjnn

A

1.

2.

Thas inetitution has gtartéd'with an extremely low
level of usage of the innovation and from all signs
will remaln at this level. One wonders about the

. motivation of the faculty for "starting" the adoption

process.

This institution has never developed its own products
and does not have a clear understanding of what stan-
dards should be applied for the selection of an in-
novation which would meet its needs,

This institution has not had previous experience in
the adoption of innovations and'tries to hide its
lack of experience.

This institution may star: out at a low level of .
usage but will develop + high degree of sophistication

. J8ooner than institutions which have less ideal 'cir-
_cumstances, \ oo

This Institution has had the discipline to follow the
directions of the developer precisely (within boundaries
of interpretation). Apparently’they will quickly
develop competency in the use of materials/techniques
and will begin to modify the innovation in order to
accommodate local criteria.

This institution has some basic knowledge reléted to

. the innovation, but further stuly will be necessary’

- 1f successful adoption is iu occur.

This institution is unaware of basic knowledge re-
lated to the innovation.
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10.

1‘ ]‘ .

/ 12.

4

—

A

-

This institution has started with quitn a low level

of usage of the innovation, and it is diffienlt tlo
predlct how the adoption process will advance. There
is a possibility that they may hire several new {aculty
members who could gyeed up the adoption process.

This institution has already talked about pilot testing
and modifying testing materials to fit their needs. As
a result, the institution should develop*a high degree
of sophistication sooner than institutions with less
ideal circumstances.

This institution has developed its own products and
has its own well defined standards for the acceptance
of an innovation. You will have to insure that the

‘product appeal of your innovation meets their standards.

This institution not only 1ackb Faculty with develop-
ment experience, but also shows no interest in hiring
such faculty.

This institution has not had experience in the adoption
of innovations but has expressed interest in program
development based on some of the latest educational
innovations.

CATEGORY IV-A SCALLE SCORKS

\

CHECK ONLY THL 4 TTEMS THAT MOST APPLY

1.

Category B: Predictions of ILater Stages of Adoption

You would predict that this adopting institution will
begin its own research and refinement of .innovations

£8 Soon as they have developed a technical competency
with this innovation.

There are a few Taculty who will probably achieve a
high level of usage, enabling them to effectively

use the innovation in their teaching. However, they
are presently unable to see how they will integrate
this level 'of usage into an entire program due to the
fact that most faculty members are self-gatisiTied and
content. If those few interested faculty can interest
the rest of the faculty in the innovation, a full adop-
tion process will be possible.

The members of this .dopting institution are already tnlk-
ing about future plans to serve as a source for further
dissemination of the innovation, such as an informaotion
source, demoastration site, etec., for other institutions.
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12.

" Thére appears to be little c;~'~

71

L4
»

There are a few raculty who will achieve a high
level of usage. They are now in the process of
convincing the less than enthused majority of
their department to adopt the innovation, Thesc
few faculty may be capable of exerting considerable
pressure for change.

Although this institution does show signs of abllity
to eventually develop its own modules, it is not
clear how they plan to use the adopted innovation

as a resource module.

stitution will ever be ahle fo develop its own
modules.

For some unknown reason, the faculty act as if

-they cannot comprehend the innovation, but it -

appears that they will continue to remain silent
rather than attempt to clarify their confusion,

There are a few faeulty-who will probably achieve
a level of usage enabling them to effectively use
the innovation in their teaching. But they are
presently unable to see how they will integrate’

‘this level of usage into an entire program due

to the fact that they have not yet made a real .-
attempt to persuade the rest of the faculty, except
through very general discussions. /’
This institution shows signs of being able to 7
develop its own modules and to effectively use
resource modules in this development J

& 7
The adopted module shows promlse of serving a;;
catalytic role in other innovative 1mplementat10ns
in the institution in the £nture.

No progress will be mgde beyond information re-

quests on value orientations, demands on the
institution, demands on the administration, costs,

Any material made available tc¢ the institution will
probably remain on the shelf, unexamined.

CATEGORY 1V-B SCALE SCORE
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CHLCK DONILY THF u ITEMS THAT MOST APPLY

»

Pategory C» ﬁbrgannzarzon Members' Attitudes Toward 1he
Tnnovataon .

n N -* »

1. The faculty and administration are unaware of basic
+ knowledge jrelated to the innovation.
2. The faculty and administration could use more ®
knowledge ¢f areas related to the innovation. Un<
less they take care of this problem, an otherwise
productive ndoptnnn team will fail.

3. This institution has a faoulty*whlch is shighly :
aware of basic kngwledge related to the innovaticn.

4. The institution is sophisticatied, but the faculty
appear already overconmitted. ! If they can find time
-0 devote to the innovation, there is some chance
for successful adoption.

5. There could be more reinforcement for module |

: adoption at this institution. If there were,
the attitude of the faculty would be considerably
improved.

6. The faculty and admlnistratlon do not want to know
about innovations. :

7. The product is vmewed as a resource rather than as
a basic program. This minimizes any chance for adop-
tion of the innovation. -

8. There is much reinforcement for module development
and implementation, which indicates that these
activities have a good chanee ,of continuation. .

9. Xf there were more faculty iﬁvolvement the innn—
vation would stand a much better chance of successful
adoptnon.

10. There ;s a high degree of faculty involvement in the
module development, which seems to be directly re-
lated To their strong commitments to the program.

11. 'Tbé instititdon's cono erns are not related to inno-~
vation. :

12. This institution is completely committed, although it
is not as sophisticated as some institutions. Apparently
this institution is.an example of the fregquent {inding
that unsophisticated .institutions can develop medules
that are better than those developed by more sophisti~
cated institutions.

.

.CATEGORY IV-C SCALE SCORL
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TSC-A .
> -
(for module adopting institutions) . .
f . * SECTION V

The ,following TSC éétegories‘and items describe the personalities,
social characteristics, and academic styles of the prospective teachers,

Y

CHECK ONLY THE 7 ITEMS THAT MUST APPLY.

S'Catgggryqﬁz Personality and Social Characteristics. of
Prospective Teachers

1. This institution seems to have two distinct groups
of .teachers. One is inarticulate, and the other ex-
presses itself very well. The faculty have not yet
addressed this problem, ; *

2. The prospective teachers are very much concerned

" about each other's welfare.
L 3. The prospective teachers are self-centered and self-
satisfied. . )

4. _ There are snme\prospective'teachers who appear to be
rigid. This rigidity was reinforced by the old pro-
gram, If they are exposed to new ideas and materials,
there is a chance that they may become more flexible.

: 5. The prospective teachers have a high energy level,
_ 6. The prospective teachers will not even share class
. notes, : )
, 7. The prospective teachers are eager to share experi-
ences and ideas with each other,
; B. The prospective teachers are oftem as "snobbish" as
the institution, ‘ .
| 9. While the institution does not reward high in- (
volvement among prospective teachers, several of" the
faculty do seek out apathetic students and encourage
’ them to become more involved.
10. Tt is difficult to judge how much the prospective

teachers share with one another. There is a certain |
amount of guardedness in thein interaction,

~ - ";’8
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the commnications betyeen many of the prospective
teachers are primarily concerned with undesirable
faculty, but there is a small group of students who
spend much time discussing-what they are learning.

11,

12. The prospective teachers are completely rigid and

| | *closed to change.
k 13. The prospective teachers are apathetic and unine
volved. (This -apathy is reinforced by the. institution, )
¢ 14. The prospective teachers have purposes and goals
which are open to change. . .
_ 15. The prospective teachers seek out all possible
opportunities to make contact with each other.
‘ 16. ‘'The prospective teachers repeatedly challenge them-
: selves and are not content to remain at one level
after they have mastered the requirements of that
. level,
o 17. The prospective teachers are inarticulate.
‘ X 18. There are probably too many self-centered and ‘
self-satisfied prospective teachers at this institu-
. tion, but there are some who do question -themselves
and do appear to be involved in the program.
. i
, 15, The prospgctive teachers treat ecch other as equals.
20). The prospéctive teachers avoid each other and ha e
as little contact as possible, .
! ' h .
21. These prospective teachers need to challenge them- ]
selves more than they have in the past.. 2
v CATEGORY V-A SCALE SCORE

A
-

CIECK ONLY THE 7 ITEMS THAT MUST APPLY.

Category B: Academic Style of Prgggpctlve Teachers

1. The prospective teathers are preoccupled with

N ' prerequisites, sequences, and course numbers.
. 2. The prospective teachers keep educational experiences
at a minimum. . ]
A
+ 7 R 78 .
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3. The prospective teachers quité often succeed in spitefi‘i
= of the institutional influence. * :
* ) ' ;
— %. The prospective teschers are precccupied with satis ying
: . eacﬁ?le{%l of requirements, P p‘ S { \fy g;;
: ; \ « - v . }
s 5. The prospective teachers are constantly exchanging !
. ideas with facnlty, and their ideas are respected. ° ?
o ‘ i R I
. L 6. The prospectiv~ teachers at this institution go far j
) . beyond the satisfaction of course requiyements and ' -
. 82ek out new information and experiences on their-own.
" 7. The prospective teachers praise their program for the i
. ) inter-relatedness of its courses. They like the idea f
. . that each course builds on another course. §
) . B. The prospective teachers avoid all contact with the {
v L - Taculty except in the classroom. ‘ E
: ;_ 9. The prospective teachers do not know if the faculty ‘ g
a i listen or not, since they do not listen to the - E
= i faculty. T :
, 10., The prospective teachers have complained that the f
. : coyrses lack inter-relatedness.
; 11. *%he prdspective‘teachersiexchange»assignmenté, teéts,
; ‘and papers whenever-possible to alleyiate their work
. loads. ‘ ) R ‘
- R "“ - \ ‘i\
—_ 12, ‘The‘g?nsppvfive teachers have little or no contact with
N faC\l ty. s -
13. The prospective teaqﬁgns communicate openly with faculty.
Lt ¥ T L ~ ; L |
> . \ 14, The prospective teaghers are enthusiastic about their -
course work because it constantily exposes them to new .
ideas. : ‘ ;i ‘ : LT
. \ x
= 15. Since edacation-majors are considered low status, =
: students align themselves with other academic areas '
and become certified to .teach without informing anyone.
] . 3 ’ ‘
A 16. The prospective teachers are often on°a first-name - ’
-~ basis with faculty. - ‘ .
17. The prospective teachers have complained that the '-i
courses are redundant and unrelated to their concerns.
18, AThé’prospective teachers sre in frequent contaét*with
" one another in seminars, in the field, and in the
" ' ‘ : learnang resource center,
# .

8
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20.

21,

CATEGORY V-B SCALE SCURE

ONLY THT 7 ITEMS THAT MOST APPLY. R

Lategory C: Charaeterlstics of Paculty whlch AffLPt

-

.

The prospective teachers model themselves aller one
or two professors who are admired and "on thedlr sdde)"

The prospective teachers have a "course by course”
attitude toward their studies and prefer this sltudtlon.

S ) ] :
There is outright cheating and deception on the part
of many of the prospective teachers. -

-

1

:2 »

3.

S »

. 6.

7.

BO

g,

e,

PR

Prospective Teachers

o - —

The faculty have little desinsSfor professional im-
provement as a group, but thené are several hard-

Q

driving faculty members. g ' b

The faculty are unconcerned with students and Jnstead»
‘have a content orientation.

The faculty have a sense of commitment and. avre there—»
fore wxlllng t:0_work long,—hard; and ef’ectlvely.

e -

The faculty view their "work™ in terms of an cight

to Tive job. This attitude shows signs of chianging

as interest in the innovation increases.
» ’i

The faculty are older than average,’

The institution is a small, rural, or privatg?school'
with a liberal arts emphasis and.a faculty that has
contempt for education courses.f‘A

The facuity have freedom within the institution to

grow professionally.

The faculty are committed to teaching as a professinn,

and they desire professional growth.

The faculty have only a tolerance for teacher cducators.
This attitude may hurt the work of several talcented
teacher educators.

This is an urban, ~ommuter campus, and the ilaculty

and administration make no attempt to encourage
more student lnvolvement.
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11.

‘ 12.

‘ ' 13.
- 1,
‘ 15

&

\. ] o 16.
\ o 17.
\\

_ 18.
\\w.

20.

© 21,

~

The faculty have many outside coOmmitments.

"The faculty are secure in their positions.

The Faculty exchange ideas with one another and

* teach each other.

N ; \ ~ .
. The faculty are open to change, and they listen to

the suggestions and ideas of students.

The faculty are more preoccupied with selective -
admission than with training programs, The adoption
of the innovation may change this preoccupation.

A
N

MFst of the faculty are at the master's level .

{ . .
Mpst of the faculty are concerned with faculty wel-
fare rather than with teaching. But there are a \
ffw strongly;mﬁtivated, student-oriented faculty.

The faculty are self-assured and are concerned with
their impact on students.

Tﬁe‘faculty seem at times to be unreasonably pre-
occupied with rigor. This preoccupation may inter-
fere with innovation adoption.

The faculty seem to have a distaste ror teaching

-and to prefer to hide in their offices.

The faculty are tremendously insecure in their
positions.

CATEGORY V-C SCALL SCURE
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TSC-B

(for institutions adopting an assessment battery with a counselang

orientation)

. SECTION I

The following TSC categories and items IOQus on the institution's
organizational structure and include characteristics of the faculty
and administration as they relate to organizational structure.

~>

CHECK ONLY THE‘g_ITEMS THAT MOST APPLY. !

Copyright,

Category A: Organization Structure

1.

2.

10.

11.

Potential adopters are scattered across campus and

do not have daily contact with each other.

The structure of the organization allows for ex-
- cellent commnication between all levels. .

There are a number of pogential adopters who are
not yet fully committed.

The source of power lies outside of the institution. °
There is a small group of adopters appearing to move
faster and more effectively than would a large group

of adopters.

. The organlzation is submerged in committee activity.

The group of potential adopters seems to have some
communication problemS‘with the larger faculty group.

The type 0‘ organization structure appears to be
less important thar the atmosphere within the structure. -

There is a small group of adopters clearly demonstratlng
an ability to effectively communicate with a larger \
faculty group in order to gain their cupnort.

There are no idenrifiable committed adopters or poten-
tinal adopters.

The channels of communication are very rigid or
non-existent.

1973 by Brad A. Manning
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]2.

13.

14,

15.

16.

17.

19.

20.

21.

22,

23.

24,

80

The internal political structure is such rhat the
tenured faculty excert pressure against immmvation,

The group of. adopters have not yot established
credibility with a larger faculty group but clearly
show pctential to do so.

There is a small group of adopters which has cred- .
ibility with a larger faculty grnup that gives
feedback.

The btrueture of the organlzntlon includes reasonably
well fun tioning comminication channels, which do,
however break down occasionally.

The internal change agent work115 at this institution,

although quite capable, is not in-a position of
authority. ~ -

The internal change agent working at this institution

~is in a position of authority and responsibility.

There is no effective organizational structure,

The organization has a stable structure with fairly
wellk-defined roles and establlshed (functional)
chann of commnication.

organized unit of the 1nst1tution‘ whlch plays an
important role in the institution as a whole.

The internal change agent working at this institution

appears to be incompetent, and his p081tion lacks
authority and responsibility.

\

The inst*tution may be disorganized,%but it has .
a high academic reputation.) j

The department may be small, or may exist as a
sub-set of a larger organizatlon.

It is not yet clear how large the group of adopters
will be. .

CATEGORY I-A SCALE SCORE

o v



CHECK ONLY THE B. ITEMS THAT MOST APPLY

Category B: Social-Professional Climate of the Organization

81

¥
-

1‘.

10.

13,

Iy,

‘There is a group lesder in the organization who is

Members of the organlzatlon generally avoad rakwr

Members of the organization seek out opportunities
for change and take responsibility Tor thelr decisiogs
and actions. .

cognizant of group dynamic technigues and uses them
effectively to work with the, group.

The institution.definitely rewards innovation.

There is a rigid student selection precess. (This
insures academic success.) \

This inscitution is interested in maintaining the
status quo or regressing.

No one will take responsibility for decisions or
actions. \ ‘ ‘

Although the organization has a generally cooperative -
atmosphere, there appear to be several competitive
pockets of disruption, which could lead to problems

in the future. -

The foeus of concerns is now primarily on task-
oriented areas, but a few individuals are asking
about how the innovation w;il affect students.

Ti 2 1nst1tutlon:may be commltted to another inncvation
or has no need for the change agent's innovation.

Although the institution is not status quo oriented,
there is a conservative atmosphere which may.slow
the pace of adoption.

.{v

respoublblllty for decisions or actions, but. “here
are a few outstanding indiv1duals who show promise
as leaders.

l N
The excellent communication in this institution is
apparently, due to its ability to use the advantages
of small group dynamics.

The institution is an emerging onc and is open to
innovation,
Individual merbers withir the organization are able

to reinforce one another,.



CHECK

15,

16.

17.
18.

19,

21,

22,

23.

82

.
»
»

There is an organizational inertia at this institution.

Although individunal members in the~department are on
good terms; they are not in a position to reinforce
each other,

The focus of concérns is on the Stydents,

Although the faculty have enough professional
gecurity to risk failure, their personalities ave
such that they would not take greart risks.

Inere are problems in communication up and down the
organization structure, but there are individuals
now attempting to alter this situation.

There is an absence of competitiveness among indiv-
idvuals and component groups.

Student enroilment is down, and the institution is
small. .

N &3 N - “‘
Although innovgtion is sometimes encouraged, no
clear-cut rewards for innovating are apparent.

The institutidzal atmosphere is impersonal and
factory-like, g¢r ingrown, remote, and isolated.

The institution may be prestige oriented.

CATEGORY I-B SCALE SCORE

-

ONLY THE 5 ITEMS THAT MOST APPLY.

Category C: Cha»acteristics of the Counselors

1.

The counselors are grouped with student services organd-
conscious of legal responsibilities

zations and are overl
assoniated with confidential files.

The counselors are anti-measurement.
Although the majority of the counselors are

supportive of the program adoption, there are a
few who still have .erious reservations.

Counselors have faculty appointments and are respected

as equal membe?s of the department.

85
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5. The counselors have both a humanistic orientation

and a resppet for the value ni psychologlcal
\”‘EbuerL't.

, "6, The counsg¢lors are encouraged by one or twd .
curriculuﬁ and instruction faculty members,

- 7. Counselors sre not on the taculty and have other

. coneerns .,

——— 8. The orientation ol the vounselors is not clear and
is so diffused that any unified offort will be
dilfficult.

' . 9. Some counselors have [laculty appointments, but
others do not. As a result, their concerns are
) not all fooused in the same direction.
10. Counsvling psychologists have a behavioral
. . orientation, and their actiuns reflect this viewpoint,
v 11. The counselors are interested in the ir ;ovation,
: but have not yet taken action.
‘ _ 12. Counseling psychologists are supportive of the
v . program adoption. \
s 13. some of the counselors have their doubts about the

value of psychological measwrement but are willing
tv go along with the other counselors who are more
supportive of the program.

14. The institution has counseling psychologists who
are in philosophical agreement with the counseling
orientation of the psychological assessment baitery.

15. There are counsclors with strong disagreements about |

} the philosophical assumptions underl ing the innovation.
— . \
3. | CATEGORY I-C SCALL SCORDL

>

CHLCK ONLY THE 7 ITEMS THAT MOST APPLY

Category D:  Charactoeristids ol the aculty

1. The questions that the faculty abk Indicate that they

| are prenccupied with technical aspects of the innovation.
7 2. The faculty members iucus on perPbblonal goals rather
) than' on .their needs for survival, .
Q- \ | ' ‘ 89 s
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10.

11.

14,

15,

16.

17.

1y,

© RN

The faculty are generally informed about educational
innovations, although there are some embarracsing
gaps in their knowledge. ‘

There are ohe or two faculty who have some interest
in innovation but who are low level authority persons.

The faculty -scem ready to commit themselves to
adopting the innovation. : .

v

LY

The faculty are older than average and discourage
younger faculty from remaining. \

 The faculty are generally uninformed about ecducational

innovations. *

2T

-

The faculty are more concerned with personal re-
lationships than professional relationships to ti.e
point of being indifferent to the interpersonal dyna-
mics within their organization.

The curriculum and instruction Taculty are more than
supportive, and there is active, positive invulve-
ment on their part. ~ \

The faculty make much noise about stundards, content,
and so forth., -—

¥

Many of the faculty, while not actively opposed,
will not commit themselves. ‘

The faculty receives little reward for innovations,

The faculty are completely informed about innovations
related to their areas.

The faculty have an overly academic orientation.

There is little focus on interpersonal dynanioé
among the faculty, either personalzy-ar professionally.

The faculty are indifferent and unconcerned.

The faculty are concerned not only with designing
and carrying out effcctiye programs, but also wilh
the impact-of these programs cn students.

There is faculty agrecement about adopting the counseling

orientation of the psychological assessment battery-

90 -
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19.
20.
21.

TCATEGORY TI-D SCALL SCORT

8%

?

-
»

There is a key Faculty member who has early contact

"with students in introductory courses, and who has

suppurt fror one or two older faculty.

The faculty are very much concerned about their
professional relationshipe and the way in which these

relationships effect the functioning of their programs.

The faculty are concerned with "self” and may
form protertive coalitions.

p—r"

CHICK ONLY THE 7 ITEMS THAT MOST APPLY

Category s  Characteristics of the Administration

1.

10.

Some willingness on the part of the dean is present,
which will keep the program {rom succumbing to

attacks from outside campus groups.

The administration, im general, is committed to the
program. _

The administration is rigid, with perhaps a few
permissive administrators.

The counseling chairman (or equivalent) is
interested but has not yet committed himself.

. <
The counseling chairman (or eguivalent) is not
interested in the innovation and views it as a
threat to his own interests.

The administration not only shows indifference to
the faculty but at times:expresses intense hostility.

The dean has no interest in the fauculty and does not
support the chairman.

The leadership, positions are not elected positions.

The dean and department chairman are quick to
point out that innovations are only a fad.

The administration may have accepted the assessmend
battery innovation only because program changes are

not obvious or reqguired.

-

!'
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1l. The dean is indiffevent to the program but is
willing to let the counseling chairman (or
\ ‘ equivalent) take steps necessary Ffor adoption.
9
12. The counseling chairman (or equivalent)
is supportive and actively involved in the
adoption process. :

13. The leadership in key positions has clearly demon-

© strated an interest in constant constructive change.
14. The administration is i
non-innovative,

solated, non-supportive, and

15. The dean may have no interest in aculty work but
‘ he supports the . -chairman.

_.16. The dean is actively opposed to any program changes
- or innovations which take time and money.

17. The dean is supportive of the program.

\
LY

18. The currlculum and 1nstruot10n department chairman
is more than supportive, and there is active,
positive involvement on his part.:

19. The department chairman has a curiiculum and
© * instruction orientation, ;but is interested,
. able, and willing to change the 1nst1tution.

- Due to his limited knowledge of counseling, he
may often appear passive to the efforts of the
counselor.

20. The administration clearly demonstrates an 1nterest
" in the faculty.

21. The leadership in the organization does not reéinforce
innovation of. this nature. :

L

CATEGORY I-E SCALE SCORL

L
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TSC-B
‘{for institutions adopting an assessment battery with a counseling E
N orientation) %
SECTION 11 . |
. ! - Yo
The Vvollowing TSC categories and items describe personality, leadership N
styles, and concerns of faculty,\couiiglers, chairman, -and dean. ' : }
} o NRY | ’ é
CIUTCK ONLY THE 9 ITEMS THAT MOST ADPLY.
Category A: Personalivy and lLeadership Styles of the laculty
1. The faculty are narrow-minded.
. 2. Faculty members are.either insecure or overly protective
of an image. The high risk factor is viewed as a personal
risk. * . . /
‘ . 3. There is one faculty member who is genuinely conceraed with
: people and*beélieves thatr the program will help people. He
. has some support from two or three older faculty.
4, The faculty;s concerns center around students. %
. 5. There‘appear to be some faculty members who are static and é
. se,f-involved, but there is also a group which seems dyna- )
mic and ccncerned with program development. d "
‘ N 6. The faculty are concerned with student,déyelopment, both §
. personally and educationally rather than with disciplining, E
students. - ‘ * |
- 'Y . :
, 7. The fagulty have concern for one another.
8. The better stafl seem to-be leaving.,
| 9. ‘The faculty are interested in innovation and in undergradu-
‘ ate programs, but arc frustrated by a slow rate oY change
and’ lack oL direction, | s *
. 10. ‘%ome faéulty may already pe committed to an existing irmo-
vative program. '
» h \
N

~



‘ ll. There.is mutual trust among members of the laculty.

12. Although man: of the Yaculty are only moébxate supporters
. of the program, it .appears that extrinsic réwards nay
keep them in olved \

13. The faculty is Jntevested but if the department chairman
is research oriented, thny will be discouraged from'the
progzram,, ‘ . :

.14, .The- faculty sre opén-mipdéd. . 1 ’ |
‘ ‘ » ' .
N ‘ + 15. The faculty have many outside interests., Teaching may '
be only a secondary family income.

I6. The faculty are able to communicateé across departmental
lines. (Close physicdl proxlmlty with other departments
. alds this process. ) |
, ‘ 17. ©One young, energetic, tenacaoua faculty member may carry =~
. the program with _moderate support from two or three older .
faculty. \ . N
- 18., There is one ‘young, energetic faculty member who has moder-;
ate suppprt from a.few older faculty members and has’ arcess .
to moderate subﬁort from the department chairman and dean. |
19. ‘The faculty are COhCE:HEd’Wlth,th61r bwn personal nEEds
to the exclusion of everything else. s
20. The faculty are loyal to a bommnn purpnqo and fﬂ*dn or=-
o ganizatlonal structure, .

; : /

21. There °“s one young, energetic faculty member who feels
intrinsically rewarded lor his efforts, cven Though he
has only moderate support from a few oLdLr fipulty

N

22.. The faculty are more concerned with the acad: i

of the 'schnol than with student growth.

23. The faculty are not only encouraged in theif eiforts at
. o ‘ innovation adopticun but arc given finmancia) support for .
] - related educational experiences. C ‘
4. An atmoaphere of mutual ‘trust among the {jxn]ty has not
; yet been established, but therc are Snbg?hnps whlxh appear
to have established hme degree of trnsS}

J -
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25,

26.

27.

The faculty challenges all 1nnovatluns from a nebulous2
constantly shifting, philosophical base, in order to
avoid change.

There is a w1111ngness to question the status quo and
initiate change if desirable. "

The faculty oooperate with each othe», but a genuine
concern for each other may be lacklng. ) :

‘t‘

CATLGORY TI-A SCALE SCORD

-

NTY TE 5 TTFMS THAT MOST APPLY

Category B- Pergonality and T,eadership Styles of the

1.

-

Counselors

L 4

y . » J N » - » " i; \ \
The counselors are in open communication with each other

and with the faculty. .

Y

2. The counselors are ex01teé about the innovation, but

l‘ »

they have not previously been identified with .a parti-
vcular rewardlng effor%

The cnnnselors have clearly demonstrated that they 1ack
the neede¢d skills and personality characterlstncs

for successful adoption. )

The counselors may be weak or may lack the needed
skills and personality characteristlcs to optimize

the situation, but it is difficult to makeva judgement
on their potpntlal at this point.

The counselors have a professionally undesmgnated -mode
of operation and therefore may be open to change.

The counselors appear Yo be defensive and are not
w1111ng to "open up” with any of the staff.

The counselora have better than average communication
skills which aid them in their dealings with a less
than enthusiastic faculty.

The counselors are in general agreement om the1r
counseling qpprnach S

-t
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L 9. The counselors are willing to be open and let down
@ . defenses;ggfn at: the cpst of some psychological pain.
10. Yhe counselors are rigid and unable to entertain. -
. alternatives. - : \ A
; . 11. The counselors have #voncern for both shdents and ’
staff. This concern serves as a positive force !
against an administration which is somet imes indifFerent.
‘ — 12. The rounselors are excited about the innovation gnﬁ
have a previous record of successful adoption of .
related innovations. - N .
\ . 13; The counselors are philbsophically opposed to an assess- ;
}\ ‘ ment battery with a counseling orientation, and may - - *
. ha¥ewggpkprgrk‘or ‘analytical therapy orientation.. :
14. The counselors appear to be primarily interdsted in . §
- developing their own approaches to, counselifig. : f
- 15. “The couﬁselo§§,strive for an honest,gigﬁéndly inter-
T personal exchfinge., \
CATIGORY TI-B §CALE SCORE : .
CHRCK ONLY THT 9 TTEMS THAT MOST APPLY N - : .
; Category C: Personality and Leadership Style of the
~ + Department Chairman 4
1. The department chairman has not been supportive of o
. change during the trial period.of the innovation (which
e is still in progress) but shows signs of giving more
. ., support if there is a good chance of success. .
- 2. The department chairman is especially sug;ortive of .
| . ~ change during the trial period of an innovation.
) (This_ support must be expressed both in terms 'of con-
-, . . cern and interest as well as in material backing.)
N - N X ]
" 3. The department chaizmifi actively-avoids peopfle whenever
. possible. ‘ ‘
’ . . \ & b i -
4. The department chairman is secure in his administrative
‘ © position. N
. . 5. It appears that the department eha&rman‘has a marked “
. ) ‘negative attitude towards the jnn?vation and views it
, as’ a-threat. N o
I \\ ) s Lo __— v
\ . ; \ SR .
i )
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B . ! v
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.A6. The department chairman is concerned with the survival

~ and' success oi- programs.
A\ i . . ) ) . . )

7. The department chairman does not appear’ to be especially -

i, concerned with people but-otherwise meets his respon-
sibilities. ‘ . » \

a! )'-- . N . R i

8., The department chairman is concerned with current develuvp-
ments relevant to this program. v .

9. The department chairman~doé§_not appelr to have a
' completely secure pb§§tion, .

LA
~

N N - . B ;.\ - N ’
10. The department chairman views most change as_a .personal

% affront.
o0 . .o . |
11, The department thairman knows nothing about current
' develophments relevant to this department and appears to
! be off in another world. . \
! \ N :
12 The department chairman does rfiot know much.about group

ot e

dynamics but has asked about topics which are related,
13.i The department chairman seems uninformed about current
. developments relevant to his program but has expressed
. a desire to learn more- about innovations in the area.

lu.,EThe department chairman is concerned with people. .

(iS_\iThe department chairman has no specidl interest in the
‘innovation but is willing to back a grcup of adopters
Wf they can demonstrate the utility of the innovation.
16. The department chairman is aware of affectivé;variables‘
= : .l .
< ‘but does not always respond when such a response would
~~ gid, communication. o .

17 The department chairman uses many protective clicb:s

‘e.g., Why change for the sake of change? Before we
biy any program, we must establish a sound philosophi-
cal base, etc.). : - o

18. 'Thé department dhairhahﬂ§<position is not sécure, aﬁd

_ there is a small faction trying to replace him. .
. . L . x
\\’ \' N
o ’
2 .
R » b v
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- 19. “The department chairman has a clear-cut declslon making )

~style and encouragés open discussion.

[ <]

20. Although the department chalrman is open’to new. ideas,
it 15 not clear 1f he intends to take\any actlon..\? .

a . 1 ’ -

e 21. The department chairman, although usually concerned . é
’ with staying-within a rigid budget, is now showing "
“w\ signs ‘of relea31ng some funds for innovation adoption. "

!. 22. The department has no recognlzed 1eade“sh1p.

23. The department chalrman is concerned w1th group dynamlcs.

24. - The=department.chairman.may not, view group~dynam1cs as
a subversive plot, but he has stated in so.many words
R ’ T . that* he kas never becen inveolved in "pop" vulture.\

- 25, The»department chalrman has open and cooperative communi-

cation witi theM§§an.
26. The department chairman is concerned w1th the quallty
. of 1nstruct10n.
27. The department chairman is primarily’ interested in admini-
strative tasks, with which he has much difficulty, and
- lacks even cur1051ty about innovation. N

\ »> R N

| "~ caresory 11-¢scaus SCORE  ° .

CHECK ONLY THE 9 ITEMS THAT MOST APPLY. R S
. ONLY 9 -~ .

_Category D: Personality and Leadershlp Style of the Dean

1. The dean feels isolated from the students but is at-
tempting to get some student feedback through the
: ~ department chairman and faculty.

e v e e

-

= 2. The de has. some concern about the success of tne
. adoption, but he can hardly be described as enthu51astic.

. 3. The dean is incon51stent in de01sion ~making and policy.

4. The dean has an unpleasant personality, and’ﬁs actively
‘ Hostile to most forms of change

5. The dean's position is not yet completely secure, and he
expresses some concern about thlS state of affairs.

»

\ R . - . v . e
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) - 9 ~a ‘)'3 ‘
, L \
. | " 6. The dean is willing to struggle wath the vice- <
L president, president and regents regarding prohram .
> needs. .

7. The dean is eommitted to the establlshment ?f new -
programs. :

8. The dean is .able to make decisions and use power to

.attain gdals. . A ‘!i
:\ N N *
~+? 9., The dean has a secure position but is unconcerned about
~ J ' security in and of itself. : T

10. The_dean hab no 1nxerest in prqgram devel pment and

. is unaware of the minimal ohanges which have been made.
»

i 11. The dean is more concerned with the academic image o .
. ' the® qchool than with student growth or faculty innovation.
N oL 12, Althnugh the’ dean himself is not particularly interested
v in program development, he may become 1nterested to the
point of providing some backing. .-

> 13. The dean is completely unaware of current dEV910mentb
related to his area and actively avoids them.

14, 'The rlean does not help in any way’ to adopt and. diffuse
the innovation, but he does stay out of the way ana

- . ‘ .does not impede vorogress.

. 15. The dean is concerped about each faculéy member as an

individual human beirnfg.

- 7
16. The deéan is beniltlve to the needs of,students~anu takes
action based upon student feedback.

A : 17. The dean is knowledgeable about current develOpments.

- " 18. The dean acts as a hlndrance to adOptlon and diffusion
' of innovation.’ o

19. The dean is not willing to struggle with power figurcs
- above him over the adoption of the innovation, but he

: . -1s W1111ng to let those below him work on the adoption.
o -20. The dean 1is coneerned‘wiﬂ1:program~development. .
.21. The dean allows innovation withiout being personally L

knowledgeable or involved. (There is also some
professional pay-off for allowing innovation.)

Ll

22. The dean is indecisive and has no understandnnb of
how to use power to. attain goals: o .

* i \ . »
G.,;( ) t. 98 - \a P
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_____ 23, The dean clearly. commmnicates decisions to all parties.
, 24. The dean is completely insensitive to the fheeds of the
. % .« | students, : B ., T
‘ - ~ LY . .
25. The dean has some gaps in.his knowledge about current
developments, but he may be open to more information. o
2 » N . , . N
26. The dean is passive and unimaginative.'
IR ] . 27. The dean has many creative ideas-but does not push
them aggressively enough to have action taken on them.
. | l | CATEGORY.II-D SCALE SCORE
»
» “ . N ., !
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. . . ) TSC-R
; (for, unstltutnons adopting an assessmént battery with a counseling -~ . S
orlentatlon) k \ . e
) S}:mmN 111 o ‘ | :
. . The following TSC categorles and jtems focus on the nature of com- )
munlcqtnons, us;ng phone calls, letters, and personal vnsats. .
 CHRCK ONLY THE [ TTEMS THAT MOST APPLY . D ' ‘
‘? i
i o
Category Ay General Nature of all Fommunncatlons Nsed L e
1. Commnications are usually inltlated by the institu-
tion developing the inndVvation.
- 2. Communications with.this institution are largely
one-way and unplanned, with no order or sequence. ,
e 3. Tt is often the case with this institution that ‘ ~ .
communacatlons are not answered. N
4. When potentnally serious problems have. arlssn commu- T
nications have been focused on prOV1dlng resources . v
for the so%yruon of these problems - LY. - v
A . . ~ \ N
: > ; . . v
> ‘ 5. The communneatlon which has occurred has centered .
‘ around faculty members' survival peeds. S,
- - . .
z;' 6. There has been an extensive interchange nF queet:ons
; problems, and experiences.
) __ 7. Communications have been concerned with prof9951ona1
~ ‘ issjes .
‘ 8. Communication is usually superficial, but fhis level
- » o of communication may'be only temporary.
. - 'g. This 1ns*1tut10h not only refuses to initiate com-

mun1cat10n, but often appears to bhe avnaalng any contact. .

10. It appears that .if the .program fa:ls, the blame will
probably be placeds on commnication fail res, but
: the institution is now attempting to. interact.

> “
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13.
AL

16.
17.

18.

~

CATEGORY TII-A SCALE SCORE

ONLY THE b4 ITEMS THAT MOST APPLY.

Communications are initiated by borh the insgitution which
has developed. the innovation-and thie adopting institution.
F » \ L .

Much progress has beer .de by whrkiﬁg‘with individpal

faculty members. \ -
This institution feels comfortable with regular Lo
commnication from the beginning of the adoption process,
\
There are only weak endorsements instead of* real
commitments.. .
»

This institution refuses to spend any money on travel

‘phone calls, and sp forth, which would aid ‘the com-

manication process.

If this institution actually adopts t} : innovation,
there should be continped interaction, Hut inter%ftion
is slow.at the;moment.

k

Looking into. ?he future, you would predi-t that frequent
comminications will be exchanged over & period of eighteen
months to three years. N ’

N . - :’
There is littleé real, substantive commmn:pation. Evasive
communications include remarks about the financial sit-
uation, -philosophical .bases, and what is g01nb to be
done. °

N r

Category B: * Frequency and Nature of Letters ani Phone Calls

\\\\\\\

1.

- | ¢ 102

Only one or two phone calls have been made, and this
silence corresponds to a general disinterust in the
innovation.

In the first two months of the” adoption process there
have been six to nine phone calls, which have been the .

major form of edmmunicatlon,

The phone communications attempted by this ..syitation °
shouid have been taken care of during personah v1sits. ‘

Letters have been used to keep record of pax“”oular S
commitments and questions. - v

. J
* . L]
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CATEGORY ITI-B SCALE SCORE o -

There has been. an extensive interchange of printed
mgxnrials, ) ) . C .

LN

- The megsages~sent in written form definitelyﬁshnuld *

;8\ .

11,

12,

" resolve the kinds of problems that arise suddenly in an *

< CHFCK ONLY THE.6 ITEMS THAT MOST APPLY.

have ‘been commmicated by. phone. h

There havebeen éoutinuo&% day-to-day phone calls o
going-both ways during field testing, many ol which
might not have been necessary if the institution had
been bet{gr prepared. ‘ v \

Although both institutions stay in continuous contact
during such events as field testing, all of the contacts
result in constructive-action.” There are np wasted "~
phone ‘calls,; letters, or visits. '

There will'prabanly Ba’s&i to nine lefters during the
early stages of adoption and signs of a gradual increase
in ‘correspondence if progress is.made.

b » v ! |
Letters are concerned with fiscal aspects of maintaining‘
the system, rather than with professional aspects of the
progra e . <

Little written-contact has been made by this ihstiﬁution
(at th® most, one or two letters), and this lack of

" contact appears to be indicative of their lack of sincere

intexest in the innovation.

Both institutions have initiated phone calls on a regular
basis , perhaps weekly, Letters are.not sufiicient to

institution sincerely interested in adoption and which
need immediate solution.’ - .

k]
X 4
.

»

v )

Rl

‘Category{c: Ffegueﬁc! and Nature of Personal Visits
N . - ) — v

~

a

1 ‘.

2 :r.

Visits .are primarily social Bndfgive~on1y fhe-impress&bn
of concern, where no real concern exists. Interaction

remains superficial, but may improve later on in the
adoption process. \ . ,

In your opinion the frequent’ personal contacts that™ the
institution has requested have been beneficial. The
adopting instj}%fion~ha8'viewed the contacts as excellent
external consultative services and definitely not -

arassment. "\ . v

‘ | T
| - ‘

Ay



13,

14,

15,

Personal visits arc avoided at all vosts by this institutio"

~ a N
A

!

Commnication will héually involve consultation or -direoct

‘cohferanse to attempt to interest or involve administrators.

- You have discoveréd during a personal visit that not only

is there a superior counseling staff at this institution,
but there is also a supportive curriculum ahd dnstruotion |
faculty which communipates excellently with the counselors.

L)

If -you visited this institution noﬁ, it would be éalled

‘harassment by some of the faculty, even though you have

been there only opce before¥

There has been limited correspondence. Instead, most |
communication has been in the form of personal visits '
and phone calls, which have been quite productive. -

» i
No feedback hud Jeen given-after the one or two visits i
that have-been rfade.’ . ‘ - . :

This institution uses phone‘calls when persnhal‘visits
would be more beneficial in straightening out problems

* which are slowing the adoption process. It appears that

only two or three'visits may occur.

When information about this institution comes to you
(from other sources), indicating that the adoption
process is not'going well, you hear only silence from
the institution itself,

L v '
Any contact that this institution requests will be

-at the wrong time and for the wrang reasons. .

The faculty has fréquently reque;%ed'visits s0 close to-
gether that there.has not been enough time for appropriate
feedback. ‘ .

»

-

Personal visits have not been common, but gpuf institution
has decided to focus on such contacts to encourage
possible adoption, v

Personal visits should be paid to this institution,
especially during stress times. >

A personal visit reveals to you that there is not a .

qualified counseling staff, but that there is a curriculum

and instruction fagulty with high interest. However, the

adoption process clearly cannot take place without. a

personnel change and the commitment of the administration.
r
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: 16, Personial visits supplemented by phone valls hpve
R . proven to be effective. Your institution has, bheen
N ‘ on calddto the adopting f@lty members .
; 17. Visits have been fa;s,senough apart that the Taculty ., .
- S can give fevedback on the developments since the
. L s, Tast visit, v 4
. N . * . . ?
. N - . . . * E
T . 18, Frequent contacts with the institution have helped @
. " . promote a feeling of "we-ness" in the project develop-
. ~ ' ment. \ \ - ' ‘
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* {(for 1nbt1tut10ns ‘addpting an. assessment battery with a -counscling Y
R ~ orientation): ~ 5
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! \ SECTION IV T, ‘ N ,
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The fpllowing TSC categormes and items des ribe the level of
. usage of a psycholnglcal assessment battery w1th a counseling
drlentatlon. N , . R

Y

A
£ N
» v
A

CHECK ONLY THC 4 ITEMS THAT MOST: AVPLY. : o

»

Cdtegogy_A' Flrst Stageb oi‘AdOptlon
l. This, anstltuthg has some basic &nowledge related
to the innovation but further study will be neéessarx
if successful adoption’is to occur. ‘ L I

-

2. This institution has™ already talked about palot
~ - testing and modifying materials.to fit their necds:
~ As a result, the institution' should develop a high | :
(/! degree of bophlstlcatlon.&OOHET than lnstltuthHS 3
with less ideal circumstances. . . :

~ - -

3. This institution is unaware of basic knowledge
related to-the 1nnovat10an N T X \
- = ‘\
4. This institution has minimai awareness about in- o
-novation.’ v ‘ . . .

» -

5. This institution has started at a low lavel of usage,.
but it has superior resources which will .carry. it | :
”$w1ftly through the adoption process. , s
3 '6. Although ‘the people at this institution have had o
s . + sufficient time to familiarize themselves with the . e
Cote . ipnovatlon, it appears that the maternals haveunot
bheen examlneﬂ ‘
’ . 7+ >The faculty's idea of ualng the lnnovatlon cpn515t= N
. oo - of talking about thé phllosnphical base of one part
. of it (the most %rrelevant bart) =N

' * Y \‘ A
-8, This institution has more than:mlnimal‘awar&ness
" about the innovation process but needs to' be more .
actively involved in taking the.initial steps for .

Field testing.

406 ‘

L] * F
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11.

12,

101

The faculty have expressed a desire to use only parts
of the program for field testing. There is a chance
that if they are allowed to do so, enough interest
will be generated for field testang of an entirc
program,

The product appeal must be significant to create’
interest at this institution dud to the institution's
many resources and involvement with the successful
adoption of other innovations.

%1

Thls 1nst1tut10n is experienced and -hag a similar

'prngram already in existence. Howevery in order [lor

a sugccessful adoption to occur, a commitment should
be obtained to insure that thls irstitutiomwill use
the entire program, rather than only portiond of it.

. - - ‘\:
This institution has used previously designed m

institution, and is now asking guestions about es-
tablishing a program at their own institution.

»

"CATEGORY IV-A SCALE SCURE

~ \\
ONLY THII 4 ITEMS THAT MOST APPE?w\\

~a

»\‘

Catggpry‘B* Prediotions ol Later Stages of Adoption

1.

A few faculty members may achieve a level of usage
which enables them to effectively use the fnnovation
in tuseir teaching, but it is not yet clear if the

innovation will be used as part of a programmatic .

effort.

You would predict that this adopting institution will ’

begin its own research and refinement of innovations
as soon,as they have developed a technical competency
with the inncvation.

The %aculty have asked many guestions which clearly.
indicate that they are interested in innovation at
the program level.

Although this institution does show signs of ability
to eventually develop its own innovations, it is not
clear how they plan to use the adopted ipnovation as’
a resource, . o ' ’

. X :
For Some unknown reason, the faculty act as if they
cannot comprehend the innovation and it appears that

. they will continue to remain silent rafher than at-

tempt to clarify their confusion.

; T ~
P N ~ N
»

terial,
Jhas examined a program already implemented at another

AN | : :
o 14

)
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CATEGORY IV-B SCALL SCORE
. w

-
3

The adoption process will notr orogress beyond the

stage in which information®bout the inmovation is

requested - inlormation abouwt value rientation,
demands upon department faculty, administrators,
and the inbiitution as a whole

There are a few faculty who will achieve a high
lewel of usage. They are now in the process of
convincing the less than enthused majority of their
department to adopt the innovation. These few
faculty may be capable of exerting considerable,
pressure for change.

aQ

There appears to be little chance that this in- )
stitution will ever be able to devalop its own N
innovations. .

The members of this adoptirg institution are already
talking about future plans to serve as a source for
further dissemination of the innovation - as an
information source, demonstration site, ete. -

for other institutions.

The innovation material has been read by*all faculty
members, and the 1n1t1a1 stages of planning have
been commenced

The innovation material will probably never be read
by anyone, though it may be mentioned from time to
time to outsiders.

Although much time is spent discussing demands on  °
facuity and administrators, apparently in the near '
future there will be a switch from the self-concerns’
to more active involvement in the process of in-

novation adoption. N

CHECK ONLY THE‘E\ITBM§ THAT MOST APPLY.

3

Category C: Organization Members' Attitudes Toward the .

1.

Innovation

In general, the institution's concerns are not re-
lated to innovation. ’

- > § ‘
The Fflexible organization structure and adminis Etlv
policies encourage the faculty to constantly expl ‘

new 1nnovat10ns.

108
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3. The high interest -of the faculty has resulted in
early plans towarqd pilot testing of ‘the innovation.

« 4. The faculty.members\are actively interested in change
and are particularly interested in how the innovation
‘can bring about specific changes in their institution.

5. The few faculty who have taken over the program are
qualified oply to be aggressive. The:rest of the °
faculty have left them to claw at each other.

1 4 Y

6. The faculty's attempts to raise the level of usage

. are stifled by restrictive administrative and or-
ganizational structures.

. t

. n ; N 03 v F
7. A Tew Faculty members-have become self-proclaimed 7
experts and have taken over the program. It appears
that the adoption process will not be suceessful unlessg,

‘they share some of "their" program. .

.—8. The farulty rationalizes that they are innovative

. W

F becéuse theyican mention some program names.

9. Unless there is a focus on certain interpersonal
problems among the faculty wembers, it will be
difficult to establish any widespread use of the

program.

Y
A

10. Unless there is increased intepest on the part of
the faculty, there will be little actual trial testing
of the innovation. There are a few facul‘y who - are

. attempting to ar?)\n this, 1nterest

11. Tt will be somewhat difficult for the few actlve
faculty members to get the others involved in field_

‘testing. ' . .

12. All of the faculty seem equally involved in increasding
the level of usage of the innovation. They do not
need to be pushed.

CATLEGORY IV-C SCALE SCORE ~ .

- - ) »

-
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~ - » ™
109 <
™~

B 3

&
RO 3



: \}\ i - 104 ’
. ’ . )" 3 - . i .
v ) ; :
TSC-B n ‘ ' o
(for institutions adopting an aQ§eSbment battery with a coﬁnsellng A
. ‘ . orientation) - v
. SECTION V

A ]

The [oliowing TSC categories and items describe the personalities, ;
social characterlstles, and academlc styles of the prospective tuaehers.

-

-

'~ CHECK ONLY THE 7 ITEMS THAT MOST APPLY.
Category A: Personality and Sotial Characteristics of >
‘ Prospective Teachers

. : i - . 3
» ‘ 1. The prospective teachers have limited personal
N - awareness, but'some of them appear to be seeklng
R experlenoe to increase such awareness.

2. °.The prospective teachers are completely preoccupied
\ : with self, and their behavior does not change with
f ‘ . Y T field experience. %

3. The prospective teachers treat each other as equals.

- \ : 4. While the institution does not rveward high in-

volvement among prospective teachers, several of the -

; . - faculty do seek out apathetic students and enoourage

Tree T * them to become more involved. - -

\-.“ . : - 5 » >

" 5. The prospectlve teachers have unreasonable outside
comnitments and are completely preoccupied with these

students.

| ! - comm;tments. ‘

. - 6. The prospective teachers are self-centered and self- §
\ SatlbeEd ;

. ; . 7. 1he prOSpective teachers are already highly concerned ;
:‘5‘ - about the impact of their practice teachlng on their ;

8. The prospective teachers do not make outside comnit-
ments’ which conflict with their studies and student
teaching.

O ‘ : Y, . The conVersations between many of the prospective ,
‘ teachers are primarily about undesirable faculty, . RS
but there is a small group of students who are

discussing what they are learning.

. e 110 ‘ ‘ = ) h 5
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> ”*10_ The prospectlve teachers are apathetlc and unanvolved
(This apathy is reinforced by the institution.)

T )‘ . 11. The prospective teachers are self- coneernéd durln% 3
‘ - the entire tenure of training. While they have .
2 greater task concerns than the»faculty membexrs, . they o
generally'delay ‘task concerns tumtil fleld experlehce. 3

f i . 1l2. The prnspectlve teachers seek out all possible op- ~ _
R { Jportunities to make contact with one anothex. .

L S .
'13. The prospective teachers are eager to share ideas

) - and experi’pnes~with one apotber‘ \
. 1H, The prospeetive teachers are.very much ooncerned
) : about.each other's welfare..
_ 15.“It is difficult to judge how much the prospective
~ tegachers share’with one another. There is a cer-
N s ain amount of guardedness in their interact}on.
N\ * 1 X w ) -
. — 16. The prospeotnve teaehers h%¥§ no pgrsonal awareness.
| ‘ 17. The proépective teachers have reasonable outside ‘ i
) ’ - commitments, but at times they spread themselves too e
thinly. ** - . V/;\
o ,iB,‘ There are probably too many self-centered and self- ;
. ‘satasfled\prospectlve teachers-at this insgitution,
) e but{ there are some who do question themselves and
o . . appear to be involved in the program. }
~ i 2 N n ;
: ) 19, The prQSpectlve teachers: are personally aware. i? ) {

20. The prospgetive teachers .will not even share class

bl N ~ . '
: 21. The prospective teachers avoad each other.and . have ;

as little contact-as possible, - i §

- ‘é . i d R4 . 1‘ E

CATEGORY V-A SCALE SCORE

7'*‘,4 )

~  CHECK ONLY THE-7 1TEMS THAT MOST APPLY, _ . ' o »

-
™

Catezory B: - Academic_Style of Prospective Teachers 4

1. Although the graduates of this program have been -
somewhat frustrated with"the lack of "academic" ex- \ 5
cellence -in the public schools, they are beginning to i
A£ocus less on "standards™ and more on helping students
from the point: ‘at which they are..

-
-
-

&
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. . 2. The prospectiyve teachers do not hold their students
S to artificial standards which they are not ready to
“j,f/“af_ . meet. Instead they strive to determine where each, ;
o ‘ individual child is and help him learn at his own ° e
R pace, . ?
3. The graduates of this program are often frustrated:?
in teaching and are surprised at the dack of
"academic" exeellenee “n the public schooil.s.

. _ ' 4, There are frequent student-faculty conferences from
which both faculty<members and pruepective teachers
benefit.,

- . . '
*

5. The prospective teachers at this instatutlon go far

. beyond the satisfagtion of course requirements and ;
, . seek out new information and experaenoes on thelr own,

T ; - 6. The prospective teachers spend\a grnat dg;l oi time

" and energy disliking teacher education, and they

consider holding certiflcation a social stigma.

7. Althpugh there are some. student-faculty cnnferences, ;
* prospective ¥eachers learn more from each other than
from the faculty.

»

8. The attrition ragte for prospective teachers ‘is higher :
1 ] “than it should be for an institution of this type, -
Lo but the faculty are working on program reforms which :

may reduce this rate. .

Y. The attfition rate is nsunlly very high during the
- \first two years at this institutlon. . s

7 lu. The prdspective teachers do not feel a need to model
themselves after particular instructors since they -
find themselves in an atmosphere which encourages them .
> ] o “ to develop their own style. ‘
11. The prospective teachers have a "course by course™” :
attitude toward their studies and prefer this situation.j

12. The prospective teachers are highly involved in the
program -and express much énthusiasm.

v

13, The’ prospective teachers are modeiing themselves.
after one or two instructors. .. 2

1y, ‘The prospective teachers are preoccupied with
. ~~ prerequisites, courkslnumbers, and sequences.

72
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17.

18.

Ay,

20.

21

a Ee R
3 . x
The prospectave teachers at thls 1nstntution-do not
dislike teaching, but they are not an enthusiastic
group. There is a problem here that cannot presently )

1

- be identifled ‘ . -

The prospective teachers are able to.interact with
a faculty who are conscious of students'’ personal
problems’ and interpersonal dynamics.
Many of the graduates will return to collegedpiter )
teaching for a.lew years, te complete a.doctorate,
join a college faculty, and perpatuatu the ent1ro
bequence of»cvents. '
This “institution is using encounter groups pocrly,
and the interpersonal relationships between .the
s«prospedtive teachers and faculty alike are suffering
so much that there is a marked discrepancy between
affectiye and-behavioral levels. There may also be’
an abbEﬂCE of structure and elearly defined goals.\
While prospectave teauhers may yary. from enthusiastic
to completely disinterested, depending on the instructors
they have, on the ‘whole they do not feel’ challenged or
exc1ted ! . .
\“ . - N N ’
The at¥rition rate at this institution iS*quite low.
The students are-selected on the basis of a variety
of new criteris as well as SAT .scores and GPA, and
they are individually guided through the progrém.

The prospective teachers do not talk to thelr
instruetors or to each other, °

N -

CATEGORY V-B SCALE-SCORE .

-

ONLY THE 7 ITEMS THAT MOST APPLY.

¥

.Category C: Characterastics of Faculty which Affect

1.

.. Prospective Teachers

The faculty are rigid in their dealings with the
prospective teachers and respond.in a stylized,
authoritarian manner. - e

Although the faculty tend to be rigid in certain

areas, they do occasionally deal with many pro-
spective teachers in a flexible manner. -

113 »
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e 3. The faculty need to become more professionally aware.
. There are a few knowledgeable faculty with a high
. . . ‘ energy level who may be able to challenge the rest -
«of the faculty to help them give the prospective
v teachers the best possible program. - ’
v S . %The faculty say they are involved ‘with the change
. - process but do not yet_havethe knowledge to systemat-
. \ ically adopt an innovation. - R
;‘ 5__;lﬁe"f§6ﬁity:are‘involved'bithkand contribute to tne
‘ a “change process,
. \ , - 6. The faculty cannotfconceive of themselves or others .
. . ‘ ‘ in new roles. \ ‘ . ty
. | 7.kQThe‘faculty\are action-research and process oriented. ?§§
- 8. _The faculty lack.energy and are not professmanaiiy
" . . aware. \ o
- N - Y. The faculty are concerned with expanding thé péiception f
.. . ‘ of both self and others, ‘ -
. D ‘ 10. The faculty are not involved with the change process
- and show no signs ot becoming involved.
“ ‘ 1li. Some of the faculty are quite reflective, but when .
. they are tfaced with.a new situation, their analytical
. abilities are limited. This limitation may decrease
- A after they actually have the experience of adopting
. X an innovation. - ~ \ .
[ : - 1
‘ \ 12, The faculty are reflective and analytical about the -
: 7 sitvation as it develops. . - |
~ T 13. - The faculty appear to like their students, but their
. interpersonal skills lack the sensitivity required
” ' for productive interaction with them.
) | : 14, The curriculum and instruction faculty interact
freely with the counselors.
R 15. The faculty do not ‘appear to be interested in people.
‘ ¥ The prospectave teachers find them either remote or
: w. . actively hostile. - ‘ : \
» \ : . :
16. The faculty are unretlective, andytheyklack the ability
to apprvach a new situation analytically. - ‘
T oasa
‘- h




17. The faculty try to minimize self- ~concerns, but they
are often prenccupied with the technicalitics nl
their jobs and are not very concerned with the lmpae
of their teachang.

18. Theﬁfaculty.are‘;nterested‘ln people. .

1Y, The faculty have reasonable outside commitments .

24

2u. The *faculty have much contact Wlth students - by the
atudents choice. :

21, fThe cnrriculum and instruction Taculty avoid the
counselors. . . )

CATEGORY »V-C SCALE SCORE
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Devélopment of the Scoring System . s '
- “ Y ) A > 4
3 oo o . :
and Summary o1 the Score Ranges
T N ) \‘0 * ‘ \ - ‘ " 3 \
) N NN .

»

' .The ISC-A and- TSC-B ar'e new instruments and norms for their

application have not yet been generated. The author invites any

) 3
< - -

- institution using these instruménts to share their data, so that

notms for iuture+use can be published. "It is also hoped that

groups oi institutions will generate their own norms?,

» \J . ) R . ) - \ LN 2
Although these instrupents cannot be adequately used until

norms are developed, a logically based scoring system is offerecd ‘,\‘ .

for -use until noxms can be published.* The indiViduai items which

were developed empirically from cducational change agents descrip-
o
tions of*ldeal,‘marginal. and unacceptable 1nstitut10ns were

assigned point’vﬁlues of 2, 1, and 0, respectively.

«i

The %heek llsts are, organlzed on the basis of five ma3nr scdles

and sixteen subscales. The range of scores for the ideal, margindl,

vt

and unacceptable CaSEb for the s:xtEEn subscales were based on the

lnllownng arb,~rary asSumptlons 1) the ideal range of scores bhould

be such\thaf ro ‘more than one item may be cla551fied as unaoceptable.

and at least half ol the items must be cla351fied as 1deal; .2) the

marginal range of scores should be such that more than half of the .

items must be classified as marginal, while the rest can be either

ideal or unacceptable, and 3) _the unacdépt&blg.range~of scores should

be such that more thn half of the items must be unacceptable and

not more than one item shovld be ideal. Afteﬁ’the score ranges for
: : : ¥

~
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N .
the sixteep gubscades were established on this basis, then the

score ranges for the.five major scales were established. They were

-
v .
> >

determined by summing the lower and upper limits of the ideal, |

'Y ~ NN ha ]

marginal, mnd unacteptable ranges within the five major catcgories.

-

3

These sums were then rnundeﬁ so that the ranges would fo]]ow X

vnnsvonr1vp1y The three score ranges for the entire test were
»oo- N

dptormined likewise by cembining and rounding the -score ranges
ot The Five maﬁor sqales. :

N N . . - ~ . N

§eperate scoring ranges for the TSC-A and the TSC-B are lis?pa~"

@
below. The score ran%es are divided 1nto five major scales, subscales,

¥

»

and total test ranges.

Score Range Summary for TSC-A .

-

» ’ . »

Major Scale T. Organization structure and related vharnrrprnstwoe
oT The Taculty and adm:nlstraflon.

. Ronre Ranges: 9715\3 unacceptable 0 )
14-39 =-marginally acceptable ;
. %0-60 - 16981 : .
Subscale J-A. Organization structure. :
. Score Ranges: 0-4 = unacceptable
’ ' 5710 = marginally acceptable .
. 11-16 = jideal
. . ~ ‘
-Subscale I<B.. Organization structure - social professiﬁnal~climnfe.
Score Ranges: 0-4 = unacceptable .
‘ 5=-10 = marginally acceptable .
11-16 = ideal
\ 120 :
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o
Subsecale I-C. Organization structure--faculty.
D Score Ranges: -3 = unacceptable | -
\ . 4-9 = marginally acceptablg
S . 10-14 = ideal Cae
) ;
. Subscale I-D. Organization structure--administration.
. s Score Ranges: 0-3 = unacceptable
4-3 = marginelly acceptable
X 10-14 = ideal .

Major Scale J1. Pensbnality, leadership styles and concerns. ol
faculty, depa~tment chairman and dean. '

o, p o

* . Score Ranges: = 0-13 = unacceptable
e 14-37 = marginally acceptable .
. 38-54 = ideal ..

Subscale IT-A. Personality and leadersﬁiﬁ‘style-;faculty.

unacceptable

, Score Ranges: 0-4 =
. . 5-12 = marginally acceptable
. 13-18 = ideal
Subseale iI-B., Personality and leadership style--department
chairman. " s
. . Score Ranges: 0-4% = unacceptable
: ‘ 5-12 = marginally acceptablo
13-18 = jdeal
Ao -
. Subscale 1T7-C. Personality andfieadchhip style--dean.
. ) ~ ! y
Score Ranges:  0-4 = unacceptable
5-12 = marginally acceptable
13-18 = ideal ‘
L
.- e .
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ajor Scale IIT. Nature' of commmnications using pbone calls,
letters, and personal visits. . .
. N ‘ \\ ~
Score Ranges: 0-8 = unacceptable
9-18 "= marginally acceptable
. 19-30 = ideal
Subscale III-A, fCoymunications--general nature.
Score Ranges: 0-2 = unacceptable Lo .
‘ 3-6 = marginally aceeptah&e . ‘ »
7-10 = ideal .
‘Subscale III-B, -Communications-»letters-and\phone calls.
Score hanges: " 0-2 = unaccepxable\l
~ 3-4 = marginally acceptable )
5-8 = ideal . .
Subscale III-C. Ccmmunications--persdnal visits.. N
Score Ranges: 0-3 = unacceptable . g
- 4-7 = marginally acceptable N .
- 8-12 = ideal ‘ o :
) N - .
Major Seale IV. Level of usage of innovations. N S f
Score Ranges: 0-7 = unacceptaﬁle _ |
8-13 = marglnally acceptable "
14-24 = ideal - :
Subscale IV-A. Level ot usage of innovations--first stages of
adoption. :
Score Ranges: 0-2 = unacceptable. . ;
3-4 = marginally acceptable . "
5-8 = ideal , .
(Shbscaié IV-B. Level of usagé of innovations--later stages of |
adoption. T
Scora Raﬁges: 0-2 = unacceptaltle
e e 3-4 = marginally acceptable
5-8 = ideal
122
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+  Subscale IV-C. Leveiﬁbf usage of innovation--organization membors

Score Ranges: ' 0-2 = unacceptable -
T 3.4 = marglnally aceeptable
- 5-8 = ideal‘
. RS - §5 \\
‘ ‘Méjor\sdéle V. ~Qersona1;taea, soncial nharacterlstlos, and acadelc
T ~ styles of prnspevtmve teachers. ‘ )
« " Score Ranges: ﬂ-lﬂ = unacceptable P
' \ o 11-28 = marginally acceptablu
v 29-42 = ideal N .
§ub5ca1e V=4, Prospect*ve teachers-~personality and soc1al
' characteristics. .
- . ' Score Ranges: 0-3 = unacceptable
cx ' 4-9 = marginally acceptéble
' : ; T~ . }0-14 = 1deal
N » ‘; * - 3 . \"
- : Supscale V-B., Prospective teachers--academic style.
~ - Score Ranges: 0-3 = unacceptable -
‘ : 4.9 = marginally acceptable
. ) ~ 10-1y = ideal
, \_Subscale V-C. Prbspect¢ve teachers--characterlstacs nf facu]ty
‘ which affeet’prOSpective teachers,
A
Score Ranges: . 0-3 = unacceptab;L
. \ . 4-9 = marginally acceptable
) 10-14 = ideal - .
SN | ,
Score Range for Total Score on the TSC-A A
& ’ . 0-55 = unacceptable ° )
. 56-137 = marginally acceptable
. - 138-210 = ideal _ . : -
] \ .
. . ; 123
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" Score Range Summary for TSC-R .
- ~ ‘ Major Scale I. Organization structure and related characterlstlcb
of the faculty and administration. 4
,// . -~ Score Ranges:., kt-lB = unacceptable :
\ 19-46 = marginally aeceptable
47-70 = ideal
) . ) \ - o
Subscale I-A. Organization Structure . \
i ] . X
- Score Ranges: . O-4 = unacceptable- :
i \ | 5-10 = marginally acceptable
. N 11-16 = ideal
Subscale I-B. Organizational structure--social professional -
climate.
~ Sﬁore Ranges: 0-4 = unacceptable
~ ; v 5-10 = marginally acceptable” :
11-16 = ideal
Subscale I-C. Organization Qtructure--counselors.
Score Ranges: 0-2 = unacceptable
* 3«6 = marginally acceptable
- 7- 10 = ideal .
Subscale I-D. Organization 5tﬁﬁbfureea£acu1fy,
Sccre Ranges: 0-3 = unacceptable .
. o “4-9 = 'marginally -acceptable
s ‘ * 10-14 = ideal
- g - Subscale I-E. Organization structure--administration.
' Score Ranges: 0-3 = unacceptable
4-9 = marginally acceptable
10-14 = ideal
' 124
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\ ~  Major Scale II., TPersonalities, lcadership styles, and COHOanb g
of Taeulty, department chairman and dean. * }
- *
a . . - : Y
Score Ranges: -16 = unacceptable | | g
17-43 = marginally acceptable \ \
e . BY-64 = ideal : ~ o

.

-

.. 7 Score Ranges:- 0-4
AN ‘ 5-12
13-18

Subscale TI-B. Personality and leadership style--counselors.

= unacceptable
= marginally acceptable
= ldeal .

Sﬁbsoale II-A. Personality and Jeadership style~-Taculty.

Score Ranges: 0-2 = uhaéceptable :
. 3-6 = marglgally aoceptable . ;
7-10 = ideal L
Subscale II-C. Personality and leadership style--department chairman. §
- a ’ ¥ ) 1 ‘é
Score Ranges: 0O-4 = unacceptable g
. 5-12 = marginally acceptable s §
‘ 13-18 = ideal
Subscale II-D. Personality and leadership style--dean. g
Score Ranges: 0-4 = unacceptable 4
5-32 = marglnally acceptable
. 13-13 = 1dea1
Major Scale III. Nature of commnications--phone calls{’letter§,‘ .
.and personal visits, .
Score Ranges: 0-9 = unacceptable !
10-19 = marginally acceptable ;
— 20-32 = ideal ;
’ %
Subscale III-A. Communications--general nature. : ;
Score Ranges: 0-3 = unacceptable é
4-7 - = marginally acceptable |
8-12 = ideal |
N,
v + . ‘ .
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\ .* Subscale IIInB Commn ieatlons--letters and phone calls.
A Score Rbnges'\ "0-2 = unacceptable X
: 34 .= marginally aeceptable
N . . 5-8 = ideal 1 ..
. Subscale III»C."Communicaticns»-persdnal‘visits.a -
Score Ranges: 0-3 = unacceptable ., -
- -, W4-7 = marginally aceeptable \
" 8-12 = ideal S
‘ Major Scale IV. Level of\usqge~0f inriovationsr
" ’ - Score Ranges:  0-7 = unacceptable .
. . | B-13 = marginally acceptable’ .
- 14~24 = jdeal, ¢
Qrimmcale IV-A, Level of\usage,of innnvatlons--first stages of
&
adoptlon
» Score Ranges: 0-2 =.unaccepatable
T 3-4 = marginally acceptable
5-8 = ideal ’ v
Subscale IV-B. Level of usage of Innovations--later stages of
adoption, » '
- . - ) ‘
Score Ranges: 0-2 = unaceeptable -
. ‘ ; 3-4" = marginally acceptable
) \ 5-8 = ideal :
Subscale 1v-C. Lovel of usage of 1nnovations--organizatlon
’ : . members' attitudes toward the 1nnovation.
Score Ranges: 0-2 = unacceptable
. 3-4 = marginally acceptable
N 5-8 = ideal
. P
#
. } .
-~ ™
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Major Scale V. Personalities, social characteristics, and academic ° {
.o a styles of prospective teachers.\ . .

. ‘ " Score Ranges: 0-10 = unacceptable * . ' \ N j
‘ ‘ 11-28 = marginally aogeptah1L 4 !
. 29-42 = ideax - ' o
Subscale V-7, Tmospectfve teachers--personalities and social . s
characteristics., ) S §

Beore Ronges: ~ D=3 =-unacceptable - -
: © 7 7-9 = marginally acceptahle v j
10-14 = ideal \ ; . E
; \ ) : . S |
' " Subscale V-B. Prospective teachers--academic style.. :
Secore Ranges:  0-3 = unacceptable i

; 4-9 = marginally acceptable
> 10-14 = jdeal :
Subscale V-C. PTOprCtive teachers--eharacterlstlcp oi Taculty .
which affect prospective teachers., §
Score Ranges: 0-3 = unacceptable S \ . ‘
] . - 4-9 = marginally aooepbable . . =
' -10-14 = ideal -~
- \ :
Seore §nnge for Total Score on the TSC-B ‘ ) : .
. |
g 0-62 = unacceptable . T . :
"63-151 "= marginally acceptable ~ ' ;
152-232 ="ideal . - j
) »
; ) i \
!

127 |
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Suggested Sequencing of Events

. If the ratings that you have made fall into the ideal range of scores
(138-210) for a module adopting institution, you can expect the follow-
\ing course of events to occur. These event sequences and- action :
interventions have been described by practicing change agents and in-
_vestigators of the adoption-diffusion process. -

-
-

Y

-

Awareness
_——T—-ﬂ‘—-

1. ‘The institution recognizes a need for change, or demonstyates

- an interest in change. - .

2. Tdeas and problems are exchanged prior to the exchange of materials.

‘Interest L . .

—— . . o ‘

3. The institution'becomes aware of new developments that could meet
certain needs or, the institution seeks contract to develop
product. o Y \

v | L ) L -
i 4, . Tnstitution makes request of R&D. )
. “v 5. R&) answers information requests (may include a visitation).
6. Materialg exchanged: e ‘ t
] - : .
a) information/on availability3
b) information on objectives and evaluation; and .
. ¢) information on.needed outlay of resources, finances, time, etc.
| Wy ‘
Fvaluation
' 7. pivect consultation’ {evaluation of project goals).
# » .
8. R&D identifies and compares alternatives.
9. Institution looks over information.
10. R waits.
11. Consultation by invitation.
12. K& develops role as external change agent:
- N Ao
_a) extended intervisitation. Tach institution 1ooks at its own
~ program; : . )
- b) R&D furnishes resources to assist the institution in planning.
. .
179 - :
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13, RSD identifies and ‘works with potential internal change agents.
‘ @At this point, the faculty should begin_to take Oon more respon-
» ‘ sibility.) ‘ T ‘

. »

J > ~ ,
Iu. Both R&D and the institution conduct planning sessions’.

. 15. Evaluation of pién in terms of particular needs of the paxti:\ L
{ . cular institution. . ‘ - ~

Lo . . . . vl‘

- Trial ’ . . . :

2

d“*

e -

; i 16, Demonstrationiofiworkability of~§yaluated ﬁlans; TRt ;
< 17. Direct consultation.
18. Prépératinn for pilot testing which should include traininé,
. ' . support, evaluation. . -
. Steps i9-22 ;eeyeling~§s necessary X " \\ a
i 1e. Evaluatigg,‘ o * | ; :
20. .Additional training,'ﬁdrkshops, . \ ; ,
21.%" Demonstration. i
. 22. Direct Eonsul%ﬁtibn, . ST s
23, Commé;cemeht of bilot testing. © o | P
‘ 24, Evaluation.‘ | .
o 25. Modification of procedures used in pilot testing. ‘ ‘
N .. Adoption K ‘ .
) ] .‘26. Product acceptance. ) ‘
27. Inétithtion'iegins adoptigh‘with aid'fromfR&D.
28. .Applica?ion of innovétioniby‘user. . ) i
29. Continued workéhops, further tiaining sessions in evaluation,
dissemination and interpersonal skills.
\ * -
~ %‘“(‘ _ - .
: 7130 T
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0. Institurionalization and maintenanee.

N A 3
-

31: Purther consultation, - X ) ‘
32. Continued researching by institution. |

:
;
i
i
1
!
{

R 33. RND exits.

-»> . )

a
H
.
¢
= i
> {
. i

13

)

1

!

¥ . ~
. N y . N .
131 o
>
. i
. 8
N T




. T ' 125 e
L) \ .
? » ’
’ IT the ratings that you have made Tall into the marginally angptnblé
range of scores (56~137) for a modul e ‘adoptiny institution, you can o
expect the following course of events to occur. These event sequences. 't
and action interventions have been described by practicing change :
. . Agents and ‘investigators of the adoption-diffusion process. .
Awareness e
“1. Awareness of problem (perhaps by an individual).
- 2. UContact or .nguiry (perhaps by an individual). .
3. Tnformation dissemination. | |
o~ h. Introductory overview. . ‘ ‘ _ ' ]
) ‘ ‘ 3 ‘ s
Fvaluation . . |
5. Divect consultation. - ‘ g
¥ 6. Agreement (perhaps only by a éingle teacher) . 'é
e Trial : | |
Jrmal , . - ;
K 7. Demonstration (if requested). . -7 \\\» §
. 8., Training (demonstration may be included here) .
" ‘ - 9. Little recycling of-consultation, evaluation, Training and
a demonstration will be possible.
" 10. . Change agent's efforts are limited by the institution. ;
11. Turther demonstration (if requested).
12. Consultation. . T .
13.- Completion of Field; testing andipossibly‘posjfive féedback. |
Adoption R \ ‘ .
14. One of the following may occur: 3 / ,
N 7 ?
a)  adoption of program (often in a single- class);
( L) adoption of the program after other insfiturions have adopted:
o ¢) gradual withdrawal of agent and fading of program since there
o is probably no mechanism dfsmaintenanoe‘for‘insfiturionn]izn-)
* . tion of the program. - .
« ." : ] \ w
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N

d) program-is used by individual teachers until a new text
" is published. . ‘ R ‘
€) teachers may relocate and use the innovation in an insti-

tution which is better prepared for adoption. ‘ ‘ v
f) There may be violation of copyright laws with respect to .
innovation. - :

A}

-
hJ
. » “w o, .
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TT rhe varings thal you have made mll inte he unaceeplable g
ol seores (0-55) Tor 2 module adopting insrjiution, youn can ox-
pect the following course of cvents th occur. ' These event sequences
and action interventions have been déscribed by practicing change
agents and .investigators of the adoption-diffusion process.

- Awareness o . ‘ .
® 1. An~3ndividua1 in the institution hears about an innovation. .
Interest

2. Exploratory contacts are made betﬁeen‘R&D and institution.

. . 3. Tong deliberation period‘bgfore firs® exploratory meeting.
Evaluation
U. After initial contact:
. a) the level of inte;est and/or involvement becomes suspect: or,

bh) polite responses with ne commitment. Often long, drawn-out
academic, "philosophic” discussions.

5. -On site visits discouraged.
6. Collaboration attempts turned down.

Trial

7. There might be some half-hearted direct consultation, some
training, some demonstration, all of.which are ineffectual.

8.  Requests for distribution of information neglected by‘iﬂstitution,

9. Administration may miscommnicate information between change

agent and staff, '
. 10. °The institution replies seldom or not at all. . ®
_i  Adoption | ‘ S
‘ 11. Possibly piecemeal usage under peer .pressure. i
¢ ¢
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IT the ratings that you have made fall into the ideal range of scores
\ . (152-232) for an institution adopting a psychological assessment bat-

o - - - - Fd
tery with a counsel ing orientation, you can expect the following course
nf'evpnrs%tn occur. These event seguences and action interventions, -
have been described by practicing change agents and, investigators

* of the adoption-diffusion process. -
A
Awareness
- 1. Taculty recognizes and describes needs. a T
\TnTprest .
. 2. ﬁxp1n?ntory voﬁtacr is made by counselor, faculty and”or admini-
. stration. .
3. R&D. follows up contaet_‘ Direct consultation. ‘ -
Y.. The institution makes A requ;st to RAD. e |
5. RA&D sends infoimation* . o ? ;‘ '
. The i£§titution looks over information. .
S TR waitg: . |
8. R&D and institution visit one cnother.
9. The new institution visits other institutions already success-
fully using the innovation. : n
Ivaluation \ .
10. The institution looks at its own program. - -
11. RAD looks at its own prggrams_ i ' . ‘
12. jThe institution and RM) éexamine the alternativ951Which could
meet the institutional needs. . e :
13. ﬁnfh the institution and RXD plan. ‘ N.. . .E
m N ’ - A
. M. Tield test design of one or‘fwo élternatiﬁbs is prep%r?d.
: - 435 :
. . |
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S B .
15." Demonstration and exploratory usage by the user (this helps .
-to develop a commitment to the product and its use). \
16. \Direct consultation. '
\17, A matual décision is made for pilot testing. ‘ ‘
; 18. Both R® and the institution preparé, for the pilot tusting:
19. Training. )
20. DPilot testing begins,
\'21"'Additi°nal input sought during the pilot testing. -

22, 'The imstitution with the assistance of R&D modifies the proceduresf
used in the pilot testing. ' \ .

23. Direct consultation. o

. % - . » . N . ‘
Adoption . \\ ‘ o
v \ . . s N .

ZQK The “institution adopts the program. .

»

* 25, Continued workshops, further training in dissemination and
interpersonal skills. - » .

26. Further consultati&h and- research. 3 .

27. Continued RfD_ A N
\ T

1
[
-
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TF the ratings thdt you have made fall into the marginally acceptable
rapge of scores (63-151) for an institution adopting a psychological

nusessmentrbattery with a counseling orientation, you ean expecet the .
Tollowing course of, events to occur. These event sequences and \ §
action interventions have been described by practicing .change agents. . ;
and investigators of the adoption-diffusion process. g
. \ @ o - \ .
Avarcness | r t
1. Awareness of a need ¥or trh{a;ng\e;) - <
Interest g
~ T e %
2. Exploratory contact is made between RE&D and the institution. ;
.3. Material is exchanged. ‘ \ i
. - . O ' - R =
Fvaluation o ' ' ' ' |
no Tnstitutiog and R&D visit each other. o |
2 . . e .
5. DNirect consultntion.
Trial
6. Demonstration. ;
7. One’or two individhals commit themselves to pilot testing.
8. RA&D trains, residents ar- trained in "hands-onV situation.
9. Pilot testing by one or two faculty. If it is successfu), it S
is often due to student reaction.
: e , . ' : o
10, Direct consultation. . T ?
. d N - A \ f
11. R&D and institution evaluate program. ' ‘ '
12. Recycling of the following:” evaluation, demenstration, consultation.
Adoption : ' |
13. Staff commitment to adoption of inno ation. Student opinion may ;
_encourage adoption, but adopiion may be turned down if student
support is too strong, due to professional jealousies. )
' ' . > . .
‘ T 437 , '
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14. Direct consultation.

. ~ 15. Modifications are made.
,‘ N ® . \K . ~
16.° There may be limited scattered use by faculty, but 1jittle exchange
. of information, . ‘ B

~

17. Special attention by RaD. | ‘ )

h }
- Al .
.

Y e
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TT the gpaltings that you have made fall into the uxmorvprab?'ta s v

. range of scores (0-52) for an mshm‘l Jon adopling a psycholooienl j
assegssment battery with a .counsel ing orientation, vou can expect ?

the Tollowing course of events to occur. These .event sequence! .

and action interventions have heen described by practicing charige

agents and invest:gators of ihe adoption-diffusinn process. .
Awareness-Interest ‘ . . . . \ d

N N A v

1. There is a short exploratory attempt.

© . 2. Direct consultation, :inst:i“tufion rep?lifers to R&D.

a) there may be direcrt confronta‘t:inn in which both 1nst;ﬂ:utnons

clearly demonstrate to themselves that their respective i

~ needs and interests are :m econflict. This oonfrontation v

. . \ may be insulting. ' ;
\ b) The institution replies that the program has mer;m, but -

. that adoption would be impractical because-the faculty is N

developing their own program specifically suited to their T

particular need, or that the faculty would like to develop

* a philosophical base from which to work before considering

* , adoption of the program. ’

"Evaluation

3. Restrictive time restraints are placed . on RED.. \

; 4, The change agent should be assessing the possibilities of
success and deciding if the effort is worthwhile considering ;

\ comnitment of personnel, available.'funding, time, etec.. The el
N~ change agent may decide it.is not worthwhile. A
AN . R qlria‘l w * .‘
5. Demonstration.

Adoption

6. The program is abortive from the start .

439
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Guidelines for the Change Agent

~

If the ratings that you h;ve«made fall ihto the ‘ideal range of
scores (138-210) for a module adopting institution, the following
. statements, based on responses of ch#hge agents and a. review of

the

literature, are designed to serve as guidelines for the S e

' change agent. \

Leadership Style of the Change Agent

ggne;nl Cognitive Skills of the Change Agent

-

~=

The chahge‘agent should feel rewarded for his efforts and
respond to a wide range of intrinsic and extrinsic reinforcers.

The change agent must be energeti¢ in seéking«adopt;bn.

The change agent must be abletto:develop effective human
relations thrOughﬁeffective.reinforcement*and‘group‘tgchnigues.

The chinge agent should act as a, consultant to the\institution_ ‘

The Change.agbnt;mmst be ready to acquiesce leadership to an v
internal agent at the earliest possible moment. Real leader-
ship must come| from within at the operational stage.

H \

R

The change agent must be able to use analysis and synthesizing
processes for decisive action. .

The change agent must possessia‘wpalth of strateg&es that can ,

The change agent must be able to change the "game" plan in terms
of how the faculty wishes to operate. . S :
The change agent must be able to sense the appropriate level of
intervention and must be able to change leyels when necessary.
Intervention should take place at a level no deeper :han the
‘energy and resources of the institution dictate. i

The change agent must be very familiar with his product and its“‘
attriyutes,‘ )

The change agent must be\veﬁy‘familiar‘withkinstiturional*vafiablei;g
The change &gent:mustibe‘able to use knowledge of institutional
variables in order to develop the program and a change strategy.

Ll

-
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The change agent must be able to communicate effectlvely.

The change: agent must be in contact with leaders in his profes-
sion at his home institution. \ ~

The change agent mast have confidence in the module and he able
to transmit thns confidence.

The change agent must be sensdtive to the needs, demands, problems,
frustrations\.and weaknesses jof users. *

. \ ‘
‘The ‘change agent must have sensitivity and skill in Jnterpersonal
relations particularly when dealing with stressful situations.

s That the Change hfent'HaS‘with the Facult

A change agent must be able to cpmmunicate with the\faculty.'

A change‘agent should ideally feel comfortablE'with the faculty.

A charge agent should not feel that it is necessary to be com-
fortable with all of the faculty and must be prepared to be a
scapegoat if necessary.

-

A change agent must be able to enthuse the faculty about research

and development.so that the faculty can finally lead R&D and
become self-sustaining. ., \ )
Initially, the change agent need only to enthuse a small number
of the faculty, but during the evaluation, trial and adoption
stages, it is crucial that large numbers of the faculty become
involved.

Al §
R4

The change agent can appeal to the logic and reason of the faculty,
emphasizing {ntrinsic value of the innovation.

‘Relationshigs that the Change Aggnt has Wlth the Administration

1=o

2.

“The change agent must be able to commnicate with authorityi

. figures. . .

Ideally, a change agent should feel comfortable with theidean and :
have an open rapport with the administration.
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A change agent will nS\ feel comfortable with all admlnistra»
tion, members even in an ideal setting.

The change agent nmust be willing to risk disagreements with the
administration for the sake of the success of the innovat1on;

even in an ideal situation.
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If the ratings that you have made fall into the marginally acceptable
range of scores ( 56-137) for a module adopting institution, the
following statements, based on responses of change agents and a re-
view of the literature,-are designed to serve as guidelines for the
change agent. _E ‘

N . .

Leadership Style of the ‘Chan‘ge Agenf

1. The change agent muet have high enthusiasm for his work.

2, The change agent must not be -éon-cerned with making a name for
himself, \ .
3. The change agent must be able to respond to tne level of
enthusiasm, interest and commitment to the innovations which
. he introduces. . \

. ‘Thg{change agent must be able to motivate key persons within
the institution with outside rewards such as grants, aid, ete.,
since appealing to logic and reason may not he sufficient.

A -

5. The change agent must be prepared.to accept minimal results.

6. -The_echange agent mustytry to ' imit his role to that of a
consultant, though the job may.at times entailr much more work
.and involvement. The earlier an internal agent can be located,.
the likelier the chances of a speedy adoption. |,

General Cognitive Skills of the Change Agent

1. The change.agent must have knowledge of possible strategies.
A
2. The change agent must be familiar with his product and its
attributes.
3. The change agent:ﬁust bé‘able to use knowledge of change strat=
egies creatively, considering the partficular institutional
variables. .

4, ‘The change agent must be able to sense the-appropriate level of
intervention. Initially, interventions should be limited to a
lével which “. clearly supported by organization members. As .
trust is established between the change agent and the organization,
the change agent may move to ‘less certuin levels of intervention.

]
!

=T e W -
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+» 5. The change agent must be able to emphasize particular properties
. of an innovation effeetively on the basis of the values of the
organization. .
6. The change agent must be able to develop an organizational stra-
tegy that focuses on people as performers of functions within the
organization, rather than as individuals involved in interper-
o 9onal relationships, if the Institutional sixuat:mn demands it.

-
Al . 2

. General Communication and»~ nter personal Skills -of the ChangL_Agent
T 1. The change. agent must be aware of the real needs of the insti-

tution. The rea} needs may not correspond with the stated needs.

2. The ehange agent must be able to obtain and act quickly on
feedback from organizatiqnsmembers .

3. The change agent must have use of commnication channels. If
- not, then the change agent imist be able to create his own means
of conmunicat:lng and receiving information.

. ‘The change agent must have sensitivity and interpersonal skills,
particularly when dealing with stressful situations. -

S. The change ngent must be able to communicate particular attri--
butes of the product at the appropriate stages of¥the change
sequence and the language of the users.

h

ent has With'the Facult

Relationshigs That the Change

l. The change agent‘must be able to collaborate with interested
faculty memberq,especially when there 1is disagreement with the
administration.

1

2.\‘The change agent should be willing to work with perhaps cne or
© two intereated faculty.
. W "3, The change agent should be able to prasent the innovation to
b the faculty in terms ,of how well it fits into the structure of
their teaching‘environment' v

4, "The change agent must be able to involve as many faeulty as
possible, as early as possible.

. ' 4434
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5. The change agent‘%honld remain in contact with 7 dividual,
interested faculty. They may eventually move to more inno-

vative organizations. o

Relationships That the Change Agent Has‘withgyhe‘Admin;stration

1. The change agent must be able to accept the administration's
"lack of interest in innovatiun.

2. The change agént;mus£ be able to work around and outguess
unhelipful administrators in order to reach interested faculty.

3. The change agent must be able to convince power holders that
the innovation is in their best interests.

4, The change agent must be able to commnicate with administra-
stors in terms of their values anl norms.

5. The change agent mist be willing 'to risk dis%greementS'with the
administration for the sake of the success of the jinnovation.

s
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If the ratings that you have made fall into the unacceptable range

. of scores ( p-55 ) for a module gdopting institution, the follow-
ing statements, based on responses of change agents and a review ¥
of the literature, are designed to serve as guidelines for the -t
change agent.

N e w ™

- - - -

A ]

N * R
Leadership Stvle of the Change Acent

-
» Y
. - »

1. The ohange agent must be enthusiastic about innovation. .

2. The change agent must be energetic, since it would take
a tremendous amount of time and. energy om the part of tha'.
. change agent in order to make any 1nroads.

3. The change agent must be well liked by his colleagues.

4, The change agent must be able to siay with a situation which
shows na immeddiate p.-.nise of success or improvement,

. ‘ 5. tThe,change agent‘must be highly persuasive and~qggressiVﬁ.

6. The change-agent must be able to exercise a flexible ethicality
- in circumventing systems and peramns, even at the risk of
being called unethical, slippery, disMonest and untruthful.

7. The change agent must often be a "low key" operator to convince
- . the ad0pters ‘that the whole process was their idea. N

. )
General Cognitive Skills of the Change(Agent 8
. Al \/ A ~.
»

1. The change agent must be abie to identify the most advantageous ;
. \ strategy for the situation in terms of. the institutional variablel{

2. The change agent shou;d be or;ented toward teaching research and
enthusiastic about sharing results. .

3. The éhange age must be able to quickly identify the "power
structure” and ®btain support from these persons if he is to
meet with some success.

~

4. The echange agent must be ;ble to obtain visibility and rewarxrds
) ; .for organization members who are trying out new ideas.- «

-

.
N N
. “waos
» N ~
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5. ‘The.change agent must be able to use Feedback effect;vély‘

- * 6. If the situation demands it, the change agent must be able
R to design an organirzatiom-that is not dependent on inter-
. personal relations,~but rather, on people as performers of
. functions within a system.

7. The change agent must be aware of intervention levels and
intervene only at levels which members of the organization
can understand and accept.

General Communication and Intérgersonai Skills of the Change Agent

1. The change agent must gain access to and perhaps some control
. over commnication channels, inventing new ones if necessary.

2. The change agent must be willing to be the aégresqor most of = 7 .

the time, but must be able to do so tactfully.’

’ RS
; 3. The change agent must be able to comminicate in terms of the
. exisiing. norms and values of the organization and must be able
to present the innovation in terms of these values. .
. 4. The change agent must communicate directly, rather thap
N . . depending on_second or third parties.

5. The dhahgg\agent:mqgtlhave’high interpersonal skills.

6. The change agent should maintain "open" communications as
mich as possible. Promises of confidentiality make a, closed
envirenment even more closed. ‘

;%blationshiﬁé That the Change Agent Has with the Faculty
1. The change agent must prove himself to be trustworthy and
cannpt expect any immediate support from the faculty.

. 2. The chaﬁge~agent should emphasize how many other in&titutions
) have successfully adopted the innovation.

3. The change agent may wish to take the faculty to visit other
organizations which have successfully adopted the innovation.

-
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- N. The change agent must be able to ‘present the innovation 1o

the Taculty in terms of how well it Fits into the structurp

) . of their teaching environment. .
e 5. The change agent should develop and follow up any interest at
\ all from the faculty. )
- Relationships That the Change Azenl Has with the Administral i
R .
. V- The changr ngent should not expect support {vom administralion
AN y \
members ., - \
T2 The change agent should try to conwince power holders of change
in terms of their own self interests. : .
* 3. The change agent should fipd out what the administration _,:_i‘eai‘sly
wants. \ \
- Y. Tnitial (and perhaps all) interventions should be at 5 level
which is non-threatening to administrators as well as to the
organizaticnal norms. .
5. “The change agent must be able t6 dutguess and subtly work around
unhelpful_ admini s1‘r~a‘g~'qrs . L ‘
. g 0.  The_change agent must .emphasize how many other institutions have
g successfully adopted the innovation and encourage communications
between admimiistrators of adopting institulions and administra-
tors of the unacceptable institution..
’ . ) ”. K
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Leadership Style of the Change Agént

2
IT 1he rat ings 1hat yon have made Tﬁ]l:h?ﬂiThh‘idwnI range ol
scores {152-232) lor an institution adopting a paychol ogical
‘assessment battrry with a counseling orientation, The Tollowing
statements, based on responses of change agents and a review of
the literature, are designed to serve as guidelines for the
change agent . ) , - ~§

1. The change agent
be energetic.

2. The change agent;
problems brought

3. The change agent
8. The hhange agent

5. The change agent

~  the organization.

Al

v. The change agent

should have enthusiasm for his work and
mast be able to respond to unanticipated
on by differential use of innovations.
must be calm and flexible.

must be Facilitative.

must have good relationships with members of

-

mast demonstrate his concern.

Ceneral<Cognitive Skills of the Change Agent . -

1. The chrnge agent

should have knowledge and experience in

counseling and curriculum and instruction areas.

2. The change agent

mist be able to gquickly analyze power struc-:

tures and motives of personnel in adopting institution and be
able to predict individual differences in reaction to his

innovation.
]

T} change agent
Yeedback programs

‘H;Q‘The change agent

cracies quickly and accurately

to problems by ut

5. ‘The change agent ‘'must fhave knowledge of priorities and ~riteria

lﬁzayion of the prodnnet.

for effective ‘uti

~
3

must have broad knowledge of msny assessment

mist be able to assess institutional idiosyn=-
and. be flexible enough to respond

ilizing alternative approaches.
]

-
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feneral Communication and Interpersonal Skills of the Change Agent

! 1. The change agent must communicate through his actions his . 5
o concern for the situation as it evolves. . )

’ > g * . .
2. The change agent must be able to maintain objeetivity in
ceritiecal siruations. \
3. The dhange agent must be sensiiive to Lhe needs. demands.,
problems, frustrations, and wenknesses of the nusers. \
. he change agent must be able to commmnicat e elfeeltively md
Freely within the organization. '

»

»

5. The change agent must have skill and training \in interpersonal
relations. ~ ~
A Y
6. The change agent should act as a go-between for the various
. ~ user systows. \ . :

“_Rplnrinhship*That the Change Agent Has with the Counselor

1. "The change agent mast have the support of the counselor.
2. The change agent should support the counselor.

3. ‘The change agent must have "open” commmirations with the
connselor., \

- . . 7The change agent should ach as a consul lant “Qﬁ assistant to
Lhe counselor: ¥ ~

L
-

- - " Relationships That Ahe Change Agenl” Has wilth the Adminislraltion
1. The change agent must be able to commnicate well with author-
ity figures.
2. TIdeally, the change agent should have an op%n rébpﬂrf with
administrators. :

3. ‘ThE'rhange\ngont may not have the support of all administrators.
4. The change agent must be willing to risk disagreement with the

administration at times to support the counsel or, even in an
ideal situation. : :

L d
N
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17 1he r.u'imz;s that you have made all into the marginally aeceplable
rane of scores (L3-151) for an institution adoptnng a psychn) oyrieal
nssessmoni'intery wfjh a_counseling orientation, .the tollowing
- statements, based on responses of ghange agents and a review ol the
literature, are designed to serve as guidelines.for the change agent.

!

LenﬁershipuStyjpﬁofmthe;Changp«Agent\

- % ., 1. The change agent must be calm and flexible.

P

2. The change agent must be a facilitator.
3. 7The change agent must be enthusiastic.

4. The éﬂénge agent must have great confidence in the innovation.
5. The change agent must be able to respond to unanticipated
problems brought on by differential use of innovatiens.

General Cognitive Skills of the Change A-eﬁ~

-

1. The change agent must have knowledge of and" EXPEFJEDCE in
using group dynamlcs.

2. The bhnﬂge agent must be able to appeal to the logic and
) reason ol some individual who can carry the program.

3. The change ageni mist be able to point out extrinsic rewards
to maintain the tolerance of the rest of the staff.

L. The change agent may need experience and background in 1ega11tles
of the program for the dean.

5. “The change agent must be able to identify the barriers present
) in tire svstem =nd possess sufficient skills to surmount these
obstructions. )

. ‘The change agent nmust be familiar with the use of criteria and
priorities to determine whether continued erfort is worthwhile.
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General Communication and Interpersonal Skills of the Change Agent

1. The change agent must be able to maintain and strengthen
contacts among the various users.

2. The change agent must be sensitive to stress situations,

3. The change agent must be skillful and trained in interpersonal

R ~ interactions. ‘ .
L, The\ohange agent must be aware of the strengths and weaknesses
of the organization and its members and devise the innovation
to "fit" the particular organization, ~ o

5. The change agent must have skills as a group -leader.

6. The change agent must be able to present the attributes of the
innovation in terms of existing norms. ‘

L)

Relationship That the Change Agent Has with ‘the Counselor

1. The change agent must be able to collaborate with the
: counselor.

agent should inform the counselor that a highly
ifated use of the innovation is not possible without
strong departmental support.. ~

‘3. The change agent shtuld inform the counselor that one does not !
have to use the ‘innovation in a highly sophisticated manner in frf
- order to derive benefits, and there is small risk of harmful
effects for the student or the counselor himself.

4.  The change agent should act as a consultant to the couneelor.

]

Relationships That the Change‘Ageﬁt Has with the Administration

1. The change agent must be able to. work with the department chair- :
man in relation to the .aairman's interests and vaiues. b

2. It may be helpfhl‘to point out to the administration how many
other institutions have successfully adopted the innovation.

3. The change agent should act as a go-between for administrators
‘'of successfully adopting institutions and this institution.

; L. The Change agent should try to locate at least one supportive
e administrator as early as possible.
-
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If‘the ratings that yoh have made fall into the unacceptable range
of scores (0-62) for an institution adopting a psychological
assessment battery with a counseling orientation, the following

‘ Leadershfﬁ Style of the Change;Aggnt o

statements, based on responses of change agents and a wview of -
the literature, are designed to serve as4{guidelines for the change
agent .

- General Cognitive Skills of the~Chaigg Agent

)
»

1. 'The change agent must always maintain the option of pulling
. out graciously. T

2. The change agent must be willing to devote endless time and
energy to the task. ‘ :

3. The change agent must believe very strongly in what he is\duing_

4. The change agent must not expect g@vious rewards for his endea-
VvOors. - B

Y R
»

1. The chair\a:ge\ agent must be able to evaluate a \Q‘Smp"lete’ly
negative situation when that situation exists.

2. The change agent must be able to estimate the importance of
~ his time, reject institutions which demonstrate high risk, and
not waste resources.
- :
3. "The change agent must develop, as part of a product " evaluative
criteria ard priorities on which he can subsequeniiy base a
decision to pull out or redirect his efforts at any point.

4. The change égent must be aware of many alternative strategies. _ ‘

General Communication and Interpersonal Skills of the Change Aﬁent‘

T 1. The change agent must have excellent skill and fbaining‘in

interpersonal skills.

2. The change agent must have access to communication channels or
create new ones .if necessary.

-
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3. The change agent must be able to communicate in terms of
the existing norms and values of the organization.

) ‘ {
4. The change gent must ‘convince organization members of his
trustworthiness. e .

Relationship-That the Change Agent. Has‘with thé~Cuunselor

1. The change agent may or may not have a collaboratlve rela-
tionship with the counselor.

-

-

L)

2. The change agent may have to win the trust of the counselor.

3. The changeiagqpt should try to establish an'"open““}apport . .
with the couriselor; explaining all possibilities of the
innovation in terms of the 1nstitutiona1 variables.

4. If the counselor is supportive and the administrat;on is not,
the change agent ahould assist the counselor ln‘whatever ways
he can..

» I

Relationshipp‘?hat*the Change Agent Has:witn'the,hdministration

1. The change agent will probably be treated with great mistrust -
and suspicion.
2. The change agent must try to win support trom the administration

by explaining the innovation in terms of the 2dministration's \§
self interests. o . v :

3. Because commnication channels may be inefficient and ineffectual,
the change agent should communicate directly with administrators
and other persons within the organization,!in order to avoid
miscommunications.

4. The change agent shouldn't agree to any kind of "confidentiality!
except when absolutely necessary, becaise this encourages "closed".
comminications in an already "closed" environment

5. The changu agent should risk very few disagreements with the
administration, except for the sake of the innovation, since
the administration is probably suspicious of innovators and

innovations. , .

o SR

i 6. "The change agent should emphasize how many institutions have ;
adopted the innovation and try to use peer pressure as mch as vl
possible to convince the institution of the value of the inno-
vation. » .
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