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PLANNED EDUCATIONAL CHANGE
i " IN SEARCH OF
: A RESEARCH TRADITION -
A glqlen Iftea,thers' -

—n——ﬁﬂERE-IS-a“product?tentefea'b?iéﬁtﬁtibﬁ'Eh thé general

'tltlQ of‘D:ffuélon and fdoptlon of Educational Innovation
whlch 1mp11es that improvements in the schools are to be
seen @ the result of adopting innovations. I prefer a
consumer-centered approach to the progess of improving
schooels. For this réason. 1 use the term “planned educa-
tional change” rather than “the ‘Qiffusion and adoption of
innovation.” Such planned change may or may not”involve
the adoption of innovations. In ecither case, it starts
with the identlflcatlgp of needs for improvement in the
local educationai agency, then secks a solution that
meets those needs.

1 assume that our primary concern is with changes
“that impact directly on what and hos children are taught,
and thus what they learn. Changes in curiicula, in orﬁan*
,ization for instruction, and in in-service teacher educa-
:tion or supervision, illustrate types of change programs
that influence instruction directly. ,Other chunge pro-
grams can. imprbve the “support S)Stems" of the instruc-
tional progrdm. Such programs can be illustrated by a
* new administrative structure for the school system, or a
new method of budgeting school operations. This sort of
change program will be of secondary concern in th}s paper,

3
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-. what does it meat to be “iJ‘segrch of a research .

- tradstion?” 1 take 1t to mean efforts to develap a body
. . of established canse-effect princiﬁles giving bases for
engineering solutions to .problems concerned with design-
ing and conducting educational change progréms.
e s 1t 15 the chief function of research to test theory.
Theory is made up of stetfements about the fclationshiﬁs
betweéen or among variaﬁles, that is, aspects of a situa- vt
tion that can vary .in terms of presence-absence or degree.
- The researcher dis}ingugshés independent and dependent - '
variables. Jhe. farmer Eype.of variable._can be manipulated.
i ’ to dctcrmiﬁ; the effects of its variation on the latter, .
t. which 1s assumed to depend on or pe influenced by it, In'
. ‘ common language, independent variﬁﬁles'are causal varis
ables while dcpenacnt variables refer to“effects or ouf~

- .

- T comes .
P - o
Tested -theory gives dependable cause-effect knowl%dge
. enabling one to explain or ‘predict pﬁenﬁﬁena. ‘Technolo-
gies {including cducationl) use knowledge of cause-effect . .
s, ‘fcinvﬁonshgps to create desired outcomes. They adhieve
- such outcomes by manipulating causal variables to achicve .
the ¢ffects heling sought. Thus tearning theery is
applic¢d 1n education by man -~ulating such variables as
practice or reward te infdugnce thé‘studcnt's.learning.
N . Ca s C
Ny - Pure re;earcﬁ [tﬁat is, research conducted with no - -
- =~ ¢oncern for application) is what interests many-fesearchers:_
* ' But educational research, by definition, ic concerned
with providing bases for improving edusation and so needs .
* 4 to be concerned with thee study *of cause-effect relations

. ~ in the educational process.
$4
. . L é
L ’ Ennis reccntly §gatcd this point in relation to the v
f‘ support of Qducational research., e wrote, .. ’
o T
Lt . Cauxal generalizations play a cruecial role in edu-

cational decision making. The prospect of discover-
ing the relevant cones. 1| believe, motivates much
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Gien Heathers' is Resident Scholar at kesearch for '
Bet'ter Schodls (RBS) 1n Philadelphia, where he .
directs a project that is de*eloping training
materials for lcadersnlp 1n 1¢cal edutational |
change and serves as’'consuliant to RBS projects

on dévelopment, diffusion, and resecarch. He is

also adjunct professor of education at the Univer-
sity of Pittsburgh. Dr. heather$ has taught psy-
thology at a number of colleges and universaitles,
1nclud|ng New York Unlversity where he directed a
major research study on clementary school organi -
zation, and directed an experiméntal program for
preparing teachers to individualize instruction

and use inquiry methods. Prof. Heathers' publi-
cations have been on child 3evelopment school
organ1~ation, educational. rcforn strategies, and

the anlysis of innovations in’ediédtion. He .

holds two degrees from the University of Kashrhge’

* ton g4n Seattie, and the Fh.D. degree in’ psychol-

ogy from Yale University.

i

of the %upﬁ%rt that cducatlonal rcsearchcrs

_receive, and. our failure to produce correct and

relevant onés motivates much of the driticism

currently leveled at educational research. (3:5) ;
!

! .
Wlgard clarified the relationsmp betwgen pure and

applied research by "lasting six steps on the route from

.pyre-science re'search to g¢stahlished educational prac-

" tices. Under pure rescarch he listed these three steps:

1. research on learning with no regard to its educa-
tional relevance (e.g., research using rats as

4 H

subjects); ’ : ,

2. the same, but with human subjects and with con-
tent nearer to schoul learning; and

3, .the same, but the sublects are school-age children
and the materials are school-related,
® v T

Under tcchnolog;cal research and development, Hilgafd

lists these three steps: .
4. research in special laboratory classrooms;

5. tryouts in a normal classroom with typical
‘teachers; and

F
4 . l)




employing Jdevelopmental steps related to the ad-

bb‘
' vocacy and adoption of instructional/materials or

£l

H
LY

prucedures. (10)

rections of Educational Change
Since the fifties, edvcational reform has been very

wuch 1n the air, Ehough not always on the ground. Sputnik
The civil rights tre-

Ve impetus to curriculum reform.

volution has challenged traditional ways of educating

]
cthnie and Lultural minorities, Developments in ﬁachine &

'teuhnGIOﬂleS have ban changing at least the hard' core of
* ; ‘edncation. There has been developing a new humanism that
. has created both new demands and new forces for -.change.
" signaling this humanism has been a climate of revolt in
which studenfs, parents, and teachers have joined.
in 1970, listed.kdﬁ major events in education

-~ «~~ Elam,
Here is his list:*

during the decade of the 1%60's.

1. Teacher militancy and the zollective nego-
tiations movement .
The emergence of the Federal Gové Anene as
a full partner in public educafion v : ’

- : Student revolts {60% of high schools had
s1t-ins, boycotts? etec. in 1968-69)
4. A wiall separating the goVernment from
church schools :
. : S, Tecnnology promiszng to provide important
educativnal media
The CommLssion of the States -and National

« PR
.y

L8]

- 6.
e ow Assessment of Bducataon
: 7. Thn~ stretching out of formal education inte
pre-school, junior ;ollege. and the 12.month
vear -
’ [ - 8
. - 8. The slowing of descgregation; vurban educa- *
tien and decentralization become 1ssues
9. Swecping curriculum reform
. 10. The humaanistic- ¢raticism of education -
Coodman, Friedenberg, Kozol, ete. (2:297-298)

*Reprinted with permission from "Major Educational
Lvents of the Year and Decade" by Stanley J. Elam in Phi “ }
i civr Xinpunm, Fehruary, 1970, !
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Exprcss;ng -or- parallieling the forces for change that

tlam T1sts uero-tbc development and tryout during the
late fiffles and the sixties of a great array of educa-
tional innovations./ The following list of eight types
of 1nnovat10ns charactcr1~es, but fails to cover, the
entlrc.rangc of innovations brought forward during the
past two decades.

ar

1. XNew curricula developed with leadership {rom

- .
sciefitist. and schalars '

-

2, XNew plans for orgonizing schools .- nongrating,
team *eaching, Individually Prescribed Instruction,
and opcn classroom, etc.

5. Uses of technological devices - audiotapes, video-
tapes, computers, eté, = :
* 4, Instructional programs for special groups - Head'
Start, Follow Th?ough. etc. _

-5, New teacher education approaches - microteachirg,
interaction analysis, inner-city teacher education,
etc. o :

" 8. "Affective education” designed to teach positive

s

7. Decentralized cont;ol of big’city schools .

8. Alternative schﬁgls. voucher plans, etc.
,:l

-n

Shortcomings of local 6iange efforts

-

Despite two decades of ferment and innovation in edu-
cation, the instruction offered the 3rea:'majority of the
nation's students has been affected little, if at all.
Many inncvative programs have been superf1c151 mere Sup-
plements to the basic progrfam which renain:ﬁ;sseﬁ/;ally
unchanged. Many programs introduce certain changes ‘at
one level of schooling ‘that are abandoned at higher f
levels, permitting whatever effects*are achieved to*&ash
out. Maany change programs obey a gloomy law of local
educational reform that reads: Local shange programa-
in education tand to be those progyams that make the moat

self-concepts, interpersonal skills, etc. .o

&
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oparent change with the least-actual ochange. The reasons
‘or this seem ciear. To “seia" a program to local per. . "
S ;onngi. its sponsors need it to appear t? introduce impor- .
T ’ tant 'changes in instruction. However, if the program is ~
‘ *o be impilemented readily, it must not require major
Ct ’ changes in.instructional practices singe they wouid re- o .
jire lengthy and costly staff retraining. - '
- ' Many, if not most, innovations have Been introduced -in o .
- schﬁol systems on a limited pilot basis gnd very often
i «4ith outside funding from the goverpmeﬁfiér private foun-. . . .
v - jations. Usually the changes fail _to Spréad befond the
n . nilot program and a high percentage of pilot programs are
) . ibandoned when external funding stops. -

i B a . One important reason that school districts abandon. or
' fail to §pread innovative programs is that few such- pfb-
grams have produced aajor improvemgntsfin learning out-
comes despite favorabls attitudes toward them by students,
tcachers,»and parents. . . s
- - £ k) k4 .
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T Khy these shortcomings in local change proiarms? A Co
- common fault has been a poor choice of change program. » :
. The_analysis of hlgh-priority local needs Aas been inade-
. quate, or an ineffective way of meeting important needs
7 has been chosen. Another cause for ineffective programs i,
15 a lack of a sound plan for implementing the changes. '
Most im.avative programs require changes in numerous
components of instruction. For example, introducing a -
ney, curriculum requires changes in teacher education and )
superv1sion and may requlré also changes in staff assign- - ' "
ments, in sgheduling, OT in the art§culation of instruc-
tion at different levels.. An especially common failing
in instructional change programs is inadequate training. N
. . to teach inéthe new ways required. '

) A ' N
S i . . ’ :

! ‘A critical fault in many change prograas has been a ’ ¢
failure to ihvolve key participants in choosing and pilan- S

wine tha meahram, For exaeple, if teachers are not
|

Y B vn-"_ .t L& e . "
ﬂﬁﬁwﬁﬂt b e . .y - CoaE .
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refircsented on-the policy and planni;g group for the
change prépram, valuable.tcachcr contributions to the
progrum design are lcft out and teachers’ motivation to

make thc#program suc%’ed is apt to suffer,

Thcsc shortcomings 1in phange programs cHallenge re-
scarchers to contribute 2n understanding of change pro-
cessgs in order to_improve the choice, design, and implé-
m&itation of local inpovative programs, ¢+ % 7 '

[ o e
. .
.

Needs for research on the aims of education

flanned edicational change'should begin with decisions
about the aims tflat education should serve. This is in
the domain of educational ‘philosophy ingsmuch as it con-

cerns the values (or the individual and sbcie€51’purQ5§E;ff

that education should serve, Equally it is in the domain
af educational research, where the questions to.be
answered involve determining the demands that will be
plat.dd on individuals in the decadcs {ﬂlead and determinlng
the Iearnxng goals that wilil foster capabilities for meet-
«ing those demands. Table 1, Topics for the Analyaie of
Meane -Ends Relations tn Education, is a listing of four
categories of factors that need to be taken into account
in educational, planfing. The ultimate ends that education
should serve offer the bases for deciding what the goals
of education should be. Once the goils have been set,

"planning instruction is 8 matter of employing instruc- -

tional resources to enable individual students {the

cllents in education) to achieve the goals selected as ...

appropriute, S
5

Much thought is going into the task of predicting the
future and determining what sort of education will be
appropriate for living in the world of 2000 A, D A
memorandum from the Educational Policy Research Center of
the’Stanford Research Institute propdses that a basic re-
search task is one of "d”eloping what might be termed a

!
et T .

o

new 'moral science,’ suppiementipg the physical, bislogical,

and sheial acgonces.”  The memorandum recommends that, to

9

T
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table 1. Toples for the Analysis of Mcan$-Ends Relations tn bdecution
- Clicnte i Means proxjwate Ends Uit jwate Ends
- 1NDIV 1DUAL 1INSTRUCT JONAL EDUCAT 10NAL VALUVES: SOCIETA
.t E STUDENTS RESOURCES ‘ GOALS AND IKPIVIDUAL .
r .
1 Positions and Roles Learning Materials Content "(by sres): Societal Norms '
. P - ¢
Coapacities Assepsmint Tests snd Tarms w.rlahlu{ Hole und Status gequgrucﬁtg
i Procedures: Achievement | Classificst.on T : ’
Intarests Affect ive -Goels, lLearner | Principles Conformity io Rules and i
Mot ives Charactcristics Facts Expuctations
. Attitudes Applicet jons .
Vatuea Equipment Autonomy - *
Seif-concept . Process: : T
. Lesrning Spaccs — tndividual ity -""'__' >
Knowledge . Téol Skills o |
. stets . ' | tLanguage, Math,l Self-Knowledge .o
Competenc ion FA Se on L
: Communitys e[ S&1f~evalust jon Openness to Hew Learninga . .
Quslitice e - Inquiry J ¥ !
— Places Mastery Matives Risk Toking !
——"Taarping Styles Thinge Psycho-Motor Attributes |
e " Agencies Empathy ;
. Activitiea Persons 1-Social . N L i
. People Depend Indeptndencs i
s . . - Attitudes . .
- Students interests . Spontoneity -
Values ™ - * .
Self-Concept Ete. 1
interperaonsl Skille :
s 5 :
10 ;
. ’ M - \
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. e . "vstabiish u sense of national purpo; three concepts ’ '
L]
. . will help educa;ion make—ttS best ‘contribution: . education
¥ - .
. . ‘ “for vopi F troubled and éncertain future? ‘educa- o .

’ﬂ,,ﬂf>rﬁiﬁﬂgb meet the educat10nal demnnds of various groupq,

and cducation toward a new natjonal image, suggesting a .
new relationship between education and law enforcement. T T
= v ) - * . - "_/’ =l

Wiliis Harmon, director of Stanford's Educational
Policv Research Center, in a paper titled "Context for
Education in the Seventies,” referred to three forces
pushing toward a drdst1c shite in cultural va!ues- .the ] a .
existence of a "world macroprobiem” 1nyolv1ng overpopula- T
1&_ tion, qnemployment of the unskilled, traffic congestion, ' . N '
and nuclear thireat: the great refusal of youth tp go
along with the values of the past; and the questioning of >
science as to whether its»value-free stance can be main-
tainedi. {6} . “ - »
The SOCletal demands on education differ, *of cgurse, .
depend1ng upon the categor1es of people, naklng these S
—~demands. This is suggested 1n Table Z on Soctetal Values .
and Eduaattonaz-coals.. The ;able is not based on re- )
starch but oh spe ‘ulation, Houever, it offers a startlng-
point for study of the clit't'e‘t‘wb expectationg of educa- -
tion by different poﬁulatfoﬁ sub-groups._ s s " . .

4 -

App Z £ f1ndings of gpsearch in. other areas to educatxon

Educator éﬁ an interest in underStand1ng educd- .
tional changé:#;ve turned to the research llterature on

§ ghange i" other areas with the. hope of finding principles
or models of change that could be applied to education.
Thtee lines of research in part1cudar haye been turned to
with thls purpose in ntind. One is- rural sociology, par-
ticuiarly studies of agricultural extension agents’ wurg
in promoting the*use of innovations in agriculture. Guba. : -
and others have poigged out thdt the research findings - "‘ ) . s
about the diffusion of agricultural products or procedurss
have a very limited applicability to education. In
sersivulir, Guby netes that in apricwlr:ré‘inndfs:icn'

- [y
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bable s

"Societal Values and Ldlcatianal Gouals

Genersl societal expects-

tions of education

1.,

*

2‘

3.

‘.v.

. F
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Bsnic literscy

Hinimal uses of numbera

Physical heslth
Citizanship educstjon
Vocational {ducluon
Specis] education for
retarded & handicapped

Profassionsl sducstion
(for select few)

"

.

- tevel of schoaling

Elemen- Second- Junior
Curricular aress |tary dary- Collegs College
Resding, Language; | E e
Arts R
Arithmetie {(four E )
operations)
P.E., Health E E
Socisl Studies E E
Coamercisl or E E
Technical programs
Resding, Langusgy E E
Arts, Aritheetic/ 5
» L
Major plus practi- < . E

cump, internshlips

Type f learning gost
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Content rrocess{Personal Social
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ire accepted or rejected by an individual entrepreneur,
whereas 1n education decisions involve many persons. In
agriculture the incentive for adopting an innovation is
cconemic, whereas in cducation it is apt. to be social.

(5:120-121) .

‘ .

Two other lines of rescarch: have more evident appli-
cahility to the study of chaﬁge in education. One is the
wociology of orgaﬂizations, notably bureaucratic systems.
Studies of stability and change in organizations, of
formal and informal chanpels of communication, etc. have

_heen especially influential in the examination of change
4n education.’ For example, see Robert G. Owﬁns} Org%ri-
ga;fonal Behavior in Schoois. (13)

Social psychology, with its work on group process or
¢roup dynamic¢s, alse has had major influence. on studies
of éhange in €ducatjon. In particular, this line of re-
search has been applied to.the training of personnel.for
le.dership in change. See, for example, Bennis, Benpe
and Chin. (1) Lt

.t b

L]

The current status of research on change in education

+ While a considerable amount of research has been con-
dut¢ted on educational change, most of it is of poor
.qualizy. A fundamental weakne$s of many studies has been
Ta product-ccngered‘bias. Mort's famous studies of the

* adoption of innovations rest on the tacit assumption that

every school system should adopt the innovation in ques.
The absyrdity of this ‘assumption is mdds evident
when one considers the fact that there is a multipllcity
of Innovations e@ch yedr involving almost any aspect of

a school system or its program. ¢ .

-

tion.

-

. The product-centered bias is illusgratcd also in a
study by Orlosky and Smith on.educational change in the
United States during the‘pgaz;zg years.. These authors
list 63 cutegories of change and examine them in terms

7 wdenrian and maintetanco 10, dokan]z,
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s, that the initial enthusiasm of teachers in the program °
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adoption is a poor criterion of the 501taBalxt£,dI'succesr
of & change program. What is lacking is ééldence~that the
Lhangc prq‘rams studied wcrcobased on 1dent1f1ed local
nuweds, that the changes introduced were SUItable for
meeting the needs addrc&scd, that the changes were suc-
cessfully implemented, and that favorable results were

obtained. (12) ; o

Very little research attention has Been paid to the
implementation of change programs. 1t is clear that, un-
less a change program is fully implementad, its potential

. benelits cannot be determined. Two studies, can be cited
to indicate the importance of-reséarch'On change-p?ograg
.ifiplementation. The present author found that a semi-
départmentalized eXementary program when field tested was ,
implemented only in its structural aspects, not in the 2
conduct of instruction within the program. (9}

In a sgudy of an innovative program in an inner-tity

€lementary school, Gross and his colleagues (4) found

T,

+ dissipated when faulty leadership failed to offer criti-
cal assistance in implementing the program.

Probably the most vigorous and promising area of re-
scarch on educational chahge concerns the training of
educational "change agents."” Ronald Havelock of the
Center for Research on Utilization-of Scientific Know-
ledge at the University of Michigan is a leader in this®
area. He and Mary Havelock within the past year com- -
pleted a survey on Educational Innovation in the United

States.

He has written a volume entitled The Change
dgent's Guide to Innovation in Education.

(7} Together

they have published another book, Training for Change
Agentas. (8) Each of theﬁe works includes bibliographical
references on research in-educwtiomat change, —Andthér—~
major survey on training for leadership .in educatiohal
change has been reported by Colin Mick and others. (11)
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stive Williawm Paisley of Stanford was the chief contri-
autor to the report, it is widely known as the Paisley

- - ]

deport.

A aumber of other major research'ﬂﬂ% development pro-
yTURS on tr;ining for leadership in educational change
are under wav, Particularly importaﬁt contributions to
both rescarch and practice in the training field are
caming from the following organizations, to name just a
f’ such centers: The Nurthwest Regional Educational
Laboratory in Portland, Oregon; The Center for the
\dvuanced Study of Educational Administration at the Uni-
versity of Oregon; The Far West Laboratory for Educational
Avsearch and Developmeat in Berkeley, California; and the
Wministering for Change Program at Research for Better ~—
“Schuols in Ppiladelphia. , ‘ W

3

u

Recommendations for research on planned educational change

1

A number of general recommendations, based largely un .

the precedirg discussion, can be made to guide future - ---. -~ - -

research on educat ,nal change.

1. - Focus research dealing with locdl educ%tionai.
reform on changes that are é“nsumerfreferenced rather
than product-referenced. This means basing the study of
joctt change on local needs analysis and the planning
and conduct qﬁlthaqgc programs intended to meet those
weeds.

2. Place emphasis on research that will show how
local educational agencies'can develop staff competencies -
and organizatjonal capabilities for planning and conduct-
ing significant change programs. ] , .
3. Basec change research on problems that involve
afgent needs of local educatiuvnal agencies. Includewrs- =
search on the aims of e:;cation. ) - -«

4, 1In studies of 1 cal change programs, place em-
.. .phasis on the process of implementing the programs.

5. Build theories of educational change! involving

16 .

L



23

Tcawse-ctfest variables™ in education, drawing uwpon vara-

abltes and principles (rom outside cducation only wheh )
»

they are clearly Jpplluable.

. 6. In measurlpg outcomes of educatlonal change pro- -
grams, stress outcomes. that are fundamental to the edu-
catienal process (such as student learning in the cogni’-

- ’ tive and affective areas) rather than merely the adeptian
of innovatiens. *
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