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W Lo INTRODUCTION

‘Thiéﬁpaper summarizes the results of a study undertaken.té determine the nature of
innovation, change and reform in high;g/ééucation institutions and to suggest how the use

‘of educatidnal technology.through. suc ‘services .as libraries, media centers, and computers . %

might be madéwmore effective in contributing to achievement of educationial objectives.

(3

The study was conducted through visits to over 100 jinstitutions in which externally-funded

experiments were being.attempted to resolve many different kinds of probfems:-from the
creation of new management information systems to improvements in lecturing in o
professional school courses. Each visit entailed reading the proposal or prospectus for-

the project, discussing its progress with those involved, examining relevant.documents and

. . products, and, whenever possible, obtaining evidence as to effect or impact. As the

/

information from thése visits accumulated, patterns of elements and conditions emerged

that distinguished seemingly successful from seemingly unsuccessful innovations, as judged

by “the author. I have attempted in' this paper to jdentify those patterns and conditions.
under which innovations in higher education succeed and become adopted. .While some ideas
/_presented here are-.already supported in the literature, there are several new concepts
“Tadvanced such.as .the power of oligarchies to affect innovation, and the parallel
opposition of student and faculty groups to innovative practices. Support for this.
undertaking was provided by%the Exxon Education Foundation. :

i SECTION 1. THE PARADOX LR
-Formal collegiate education as it is practiced is in essence a‘simplej@rocess. ‘It
consists of a professor telling students something, asking -questions, assgkning readings
(generally from a textbook), asking them to accomplish certain tasks as’ for example,
laboratory exercises, or asking them to observe$CeTtéin'things such as geologic phenomena
during a field-trip. Students also give each other information and work in groups on.
either assigned tasks or tasks they generate which presumably contribute to their growth
and development. . . : ‘ » .
. : . ' . / ’ o T :
These simple processes can be embellished, presuﬁdﬁrndimproVed, and made more
sophisticated and effective. The substance of a textbooki can be augmented through.

" extensive use of other reading material. THe sometimes randof and extemporaneous
questioning can be refined through workbooks and syllabi tha&‘ﬂeai/;ﬁgggnts through
tightly constructed sequences of questions and problems. The ull-meaning of a
professor's description of some phenomenon may be more clearly exposed through visual
displays, slides and films. Amounts of learning can be measuref by carefully constructed

" . ‘tests administered with the aid of a-computer that can provide ;students with instant
knowledge ofxtheir successes or failures, and. this presumably'helpé their intellectual
krnowledgeable individuals located far from the cdlleggweaﬁbus;
it . B . . el :

/ 5 . "
\ -

. Through use of tapes and videotapés'profesgbrial presentations. can be used and reused
by students seeking to derive the most meaning from those statements. Entire collége )
courses can be made portable through videotape recording of lecture sequences, preparation
of accompanying workbooks and tests, and,distribgmionidﬁ the taped lecture materials via

open-circuit television. ‘Simulations of laboratory €xperiments generated by computers can

y

enable students to practice needed skills off campus. Even the most. simple processes Q%i“_"
.. teaching can be changed and presumably improved by jearning specialists who can help - v,
\ .VQ A )

professors improve their lecture skills and techniq'esggg\conducting discussions.

One problem is thdt use of these .additional elements in formal education typically’
requires greater expenditure of time and energy and{ the acquisition of new skills, than in
the practice of traditional collegiate education in\its esseritial form. Selection and
assignment of a single textbook is;less time-consuming than developing extensive and
continuously revised bibliogrgpﬁiés-of,relevant material in libraries. Preparing lecture
notes and delivering a lecture are for the most part easier for an ‘experienced professor

“‘than creating a sequenced course of well-developed modules that present students with a
variety of experiences, ‘including instant awareness. of whether or not a particular concept

e -
B

P ol o o

o

5)

‘development. Amplified telephone conversations‘can allow students to discuss issues with .

?
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has been mastered. Preparing films and slides requires skill, time, and effort, as ddes
designing-4 programmed computer game that students can play 1nd1v1dually or as members of
a group: Professors who might enrich their teaching by using some of the many .respurces
avallable must be convinced that to do so would be worth the additional expendlture of
time and the effort needed to acquire new skills. Thus exponents of extended -uses of
libraries, technological adjuncts to 1nstruct10n, or services to help professors: 1mprove
‘must really merchandise their products-or services and persuade Faculty members of their
worth. _And they must be provided with persuasive evidence that the embelllshment of
///mef/'teachlng makes ‘some s:gnlflcant dlfferences in outcomesw -

"The need to do so may be illustrated by looking at several Utoplan views of educatlon»

us1ng extra resources with education.as it typically.is practlced

xx*** One vision is of a, fully automated college campus
attractively designed but having only a few traditional
classrooms. Students come to the campus the first of the week ' .
and participate in a group meeting désigned to outline the week's
activities and to motivate students to enjoy the richness the
college possesses. The individual students then go to their own
... carrels, each of which is equipped with a tape recorder, a
television monitor, a small computer console, and a 11ght pen .
"capable of activating certain computer responses which are then
displayed on the television screen. Students will read a problem
in the workbook, ask the coniputer to retrieve needed information
from the library, assimilate  that 1nformat10n when it has been
recelved and then activate a_library of si stored examination
questions’ to display tests which will determine whether or not:
students may proceed to the next unit. If it were a course in
x history, students could signal the library to dlsplay slides of
reproductions of pictures. Or, if the course were in genetlcs
students could ask.the computer to conduct a simulatidon exercise ¢
showing genmerational mutations of fruit flies. _When students i
encounter a problem requiring practice of SklllS, as for example, '
laboratory skills, they move from the carrel to another room ’
containing individual and specifically prepared laboratory <%
experiments which they conduct. They then return to the carrels
to test their actual achievement. Ina musicology course, s
students fan go to another room where a hologram display of
archaic musical instruments. is shown in three dimensions.
Students /can’ examine those plsplavs at their leisure, taking
. notes anfl returning once. -again to the haven of the carrels. Or
" “students|can work as a group by “geing to st111 a different
o location, gathéring around the console of a computer and play a
simulated game designed to develop understanding of problems:of - /
air pollution’ At the end of the day students may wish to work B
' further on some matter' and check out several videotape cassettes
to take home with them to play over the television‘set in their
i own homes. Throughout the day faculty members are available in
their own offices or near the carrels to be of hel\ to individual
students. When not working with students, professors spend their
‘time creating new materials and organizing new sequences of
problems to keep the courses up-to:date. They/ are aided in such
activities by television producers, technlcal/expert . and
learning specialists who can help the professor decide on- the
optimum organlzatlon of materials. . ./

o

x*x%%x* A variant .on that vision shows a library as the central

‘element in the campus complex. It contains not only books. and
\ printed materials, but art galleries, collections of slides'and
films, and collections of audio and videotape recordings as well
as computerlzed access to libraries all over the world. It also
contains ‘many varylng 51zed rooms. where students can work
individually 0F"in groups with the“treasures of the library. The
"augmented library staff works closely with professors to:organize
courses requiring maximum use of library materlals, and is

.
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-changes in educational behavior that must t
realized. Lectures and group discussion'in

. . 5, . .
i : .. . v

constantly. a1ert to extend the variety and r1chness of what is
- available. Faculty offices are located near the library -and
'professors spend their time counseling students or developing new
courses which will ensure that students are exposed to the most .
up-to- date information on. any given subJect _ -

-

-

e : ke Still’ another ¥1s10n is of adults engaging in 11félong . -
. 1earn1ng Through the mail they obtain full courses consisting. S e
of videotape cassettes of leccures,: packages of m1n1atur1zed
1aboratory equipment, attractively programmed “reading materials,
and tests they.can take at their own convenienceé. Their daily
*newspaper contains printed leéctures: for another course for which
‘they are supplied syllabi, ‘books of readings and reproductlons of
‘relevant materials. As' adult learners undertake substantial
research projects they visit a branch office of the local
comfunity college where there are counselors, basic referernce
' materials, and computer terminals’ linked to a network of
bibliographic data bases. Using carefully developed lists of
words descr@blng the matter being.cgnsidered, students obtain
from, the computer annotated b1b110graph1es of the most recent
. information. - After scannlng computer- prepared printouts,
 students select those they wish to examlne more fully, go to a
bank of file cabine s, and select m1crof%che reproductions of the
full document that they can|examine on one of the many microfiche
readers available .ip *the ce ter Return1ng home, students find
letters informing them of t'e programs on educational television
that will be presented that |lweek and thaF are relevant to the ) w
courses they are studylng |Accompanying; those notifications are
other computer-printed document s contalﬂang appralsals of "
- .. recently ‘completed examinatipns and .indications of what specific
things the students should do td& ‘rectify-deficiencies. Among
other assignments, the,comquer informs adult students that there
is to ?e a particularly relevant lecture; that week on the college
campus that they should attend

" / 2

- -

-

k.

o |
i
The essent1a1 technical elements in these scenarlos can be quickly summarlzed (Knirk

and Childs 1968 pp. 21- 22)

P

/ 1. Centrallzed tape 11br£r1es from wh1ch,}oca1 school
/- systems could select in entire course of instruction
: or speclallzed lecture's prepared by the best teachers.’
in specific f1e1ds L
2. Closed- c1rcu1ﬂ TV .systems for a school d1str1ct or
 region and 1nd1V1dua1 tape players--the hear and see’
. devices--to enable each .classroom to utilize the course
| -, materials that can- be made available to every school.
! 3. -Electronic teach}ng machines that:have been particularly

o successful in language 1nstructlon

4. Programmed learning sysFems for deta11ed repet1t1ve
instruction. :

5. Scann1ng devices in each c1assroom that would be linked
to the library and records offlces to free teachers from
many .routine functions. ‘

6. .Computer centers for gr ding’ exam1nat10ns for a schoql
or an. entire school dis r1ct, re11ev1ng teachers of a
time-consuming chore.

7. -Computers for catalogin

8. A flexible open-circuit
a varfbty of current Fve

P

and retrre‘ ng information.

ducatlonal IV network to bring

ts type 1nstruct10n to c1assrooms

Ltually pract1ced sliggests thehmagnltude of
ke place before such Utopian visions might be
olving a single teacher and a group of
continue to represent the major means, of
libraries still seem to be used more Aas study

A look at how collegléte educatlon }s

students is the prevailing mode. Textbooks
transmitting informatidn, and -undergraduate
: S b

B, . . ~ . //
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" halls ‘than a% avenues to massive collectlons of books, dther grlnted materlaLs, .

. collections of 'slides, and the like. One can still walk - down’ the corridors 6f almost any

"undergraduafe academic. classroom building.in the country and jsee no 1nstructlona1

“television, Ino 1nteract1ve computers, no slides and films, and no multi-media classrooms.

'Generally,’ hére will be a language laboratory, typically underused, and there may be

places on ¢ampus enabling .studeats to undertake bibliographic searches. Hopever, the

1mpre551on1per51sts thatithe lives of most undergraduate students remaln substantively

. untouched by the varied resources. that are available. This lis not’ "to say that attempts

“%,”are not beingsmade ‘to use new approaches to formal education.’ Indeed, with ‘the federal
and foundatlon support, there is a gredt deal of experimentation. Centers and
1aboratoEles are constantly experimenting: with new materrals, and individual faculty

- qmmbers ill try “6ut Some new approaches. However, few exper1ments or attempted

r nnovatlbns, ‘even’ though successfully conducted, become part of the mainstream of

ducathnal pract1ce. ; - . j

5 A ‘Thus is. exposed an ama21ng paradox. Substant1a1 volume of educationally re1evant
_ wmaterials and technongy}has emerged. Libraries’ have\changed from simple repositories of.
o bo ks Uo sophisticate fenters with many different methods; of delivering information and
the capab111ty to retrieve information from all over the world. Communications technology
brings levents tak1ng plﬁce throughout the world 1nstant1yllnto classrooms., Photographlc
and, eproductlve equipment brings richness and detail to the~attention of students that
. woul be inconceivable/through the more traditional forms/ of lecturing, demonstrations,, or
.-+ even. aboratory experigences. Relatively inexpensive computers store enough information so
' that entlre~courses an be taught without interfering with computer capacity needed for :
admlnlstratlve or larger research efforts. . Networks of computers allow:-students in one o
part q the country to interact. with® programmed data bases located in-other parts of the
country 1n .order to develop ba51c skills of Ianguage or number. "’ A i s
t\
Exp r1mentatlon/typ1ca11y has shown that these’ ne@er techn1ques are educationally
" sound), ds determlnej by performance on tests. of cognlylve skills and knpowledge. Lectures
over jtelevision produce gains in knowledge as does th -more- traditional face-to-face
1ecture, and if large -enough numbers are: invdlved, "lectures can produce those changes " .
- more efflc%ently and econom1ca11y VA well-prepared filmstrip.can teach specific skills ‘
better thin a long¢r and ‘more expensive demonstration by a professor. Computer-based o
gamg¢s can g neratei student enthu51asm and develop $kills and knowledge that last longer : o
than could\be achjeved through more tradltlonak\mgys of teaching. Carefully prepared -
programmed texts ¢an produce greater 'gains than\Iectures and demonstratlons, when similar .
amounts of time are spent with each | A\ . : :

—r—.

/ But whi T sources are available and the eduoatlonal va1ues of these*can be

demonstrated they still do not.play a: centyal role\hn colleg1ate education. This paper

has heen prepa ed to examine how to resolve this paradox. It is assumed that greater and .
more varied us s of libraries and source ‘of information really represent innovations for x«//-

‘available ehucq jonal technology, and that use of them might improve the quality of
'/educatlon. ' This\being so, it is assuméd that a greater understanding of how 1nnovat10ns
and changeS\lnie ucation are attempted could be useful to produce greater and more
sustained accef tc ce of educatlonalh\1nformat10na1 and communications Tesources in
colleges and: un rgities with attendint educatlonal gjln

o
S N
a
\

An under1y1ng premlse of this papgr is that innovations andﬁchangcs will not be

attempted or adopt just™because mate 1als are available and a need can be demonstrated.
Practices and proce ses in coy egiate 1 st1tut10ns have grown up lover time and tend to
persevere un}ess ceritain favorable conditions are present and sch1f1c techniques_ are used

to encourage/innovations and/change. .The following segctions examine techniques and ,
strategies that can help ad inistrators.encourage experimentdtion|with educational ) .
resources whﬁch might\make/ formal collegiate\education more effec 1ﬂe. While many of: the
examples invglve innovations based on use ﬁhtechnol gy, other k1nds of innovations also
are dlscussed in the belief that thé.condl'lo s, tactfics and strategles necessary to “ -
encourage’ “innovation aRé substantiallly the saﬂ regardless of the kind of innovation

being attempted. For gkample, it 1s premls‘d that ercouraging an undergraduate faculty to
make greater use of a ducatronal ‘R source , Information Center (ERIC) m1crof1che A
-coIlectiom equires { “tactics as to pr duce a new - N

?course in polltlcal s

A -

El{fc
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IR ~ that determine whether or not a computer-based management information_systém is adopted-
) - A -and ‘used by the central administration of a college or university. This point may be
e . debated but it is argued hexe that administrative officers such as registrars are as
T : reluctant to change routines as are professors. ' ’ '

) ’ T © SECTION 2. CONDITIONS FOR SUCCESS .

. In 1971 Patrick J. Ford and I advanced some printiples in.anticipation ‘of developing
R . . a generalized theory of engineering or contriving desirable change. We argued therneed
’ for a vigorous, strong, and occasionally’ruthless.administnativé power on the ground that
— B faculties were essentially conservative and that without vigorous administrative N
leadership, institutions would become lethargic andfeven moribund. However, we recognized
that an‘overly _strong administration in:the presence of a weak faculty could result in too
. .mich change just as a weak administration in the presence of a strong faculty would result
~ in stagnation. An ideal would be a structure that could hold.a sStrong administration and -,
. a strong faculty.in a position of. creative tension., Both the formal 'and informal -
structures would reflect thagwpreative tension, out of which optimum change and innovation
could take place. Secondly, we urged appeals to the self-interest of ,those being )
_ encouraged“to change through such benefits as financial incentives, free fime;\o¥ S
- L increased status. - We had come to believe that in the absence of some kinds of ‘incentives, °
’ _change--particirlarly in curriculum or teaching practice--was unlikely.’ Preparing an
_ ‘effective televised lesson requires greater effdif than delivering a‘leé%uré,based on .
: "N " notes,..and typically that effort must .be rewarded in some way. We also: serised. the need
o ‘:for an innovator who could come from almost any part-of. an institution or even from .
outside. We. felt that a reasonably ggiressivF person could become a leader for change,
particularly if he or sbe saw an opportunity for a new and more ‘interesting and rewarding

w
CE .
H .

role. \l 22
. . . N . N : ’ -
. . We also stressed thdt fnnovation, change,; reform or improvement requires time and
- that an institution must so acknowledge, eithe . through paying“f6§ extra time or
redeploying individuals so that -time can-be deyoted to the desired changes. On the
‘assumption ‘that appeals to reason would be especially compellifig if economic“elements were
made clear, we argued that institutions should {develop refined systems of cost accounting
so that. the~true costs of older ways of teaching or organizing the ¢urricuium could be |
indicated. ” If instructors could be shown the hiigh costs to themselves-personally of such
activities as small inefficieht courses taught by Tecture techniques, they would more
readilykconsider change. Lastly, we felt that faculty members, because of the kinds, o
people they are, are frequently threatened and insecure ingividuals'who are likely to} - :
- react defensively to change and innovation. To khe uninitiated, a computer keyboard /can '\
and does| create fright. Thus,| whoever seeks tgwyontrive change must_be aware of the; '
_threats implicit in change and}also be able to employ directives for protection (Mayhew
and Ford|1971, pp. 126-128). B S N ; ) R

| !
\

. . i ! . - |
A number of writers have stressed the role of leadegship.in,ppoducihg change. Levine.
and Weingart, (1973) argued that{if an institution| prepared a well-developed philosophy of
" education|, then capable administrators having power, resources, and the ?bility to use
techniques of personnel management could produce éesired changes. Greeley (1968) inclined
»" " ._in the same direction with his finding that in Catholic collegés, whether an institution :
L Cimproved or remained static depended chiefly on th{.professional,(managerial)'compétencé"
- / ' _of\the administrative leadership. Hefferlin (1969) also assignedlleadérship{é significant .
” ~ role) while at the -same time recognizing other conditions of change such és he rate of
7 -exterhal spcial change and an attendant organizational instabilfgy. However, he noted
. o . that - 1eadership would be more likely to succeed if%'t were avuncular in style rather than
' authoritarjan or laissez-faire. Authoritarian,leadtrship is somewhat paternalistic;
- ' laissez-faire is neutral; while avuncular is more 1$ke a kindly uncle. , The avuncular
" . president is concerned, supportive, and encouraging!of new ideas; but in the final
" ‘analysis he or shé assumes individuals will do what ithey believe best for themselves.
'WaESQn also acknowledged that changeS‘affectipg'duakntire institution were usually

/- ‘
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initiated and carried out- by top administrators (Baskin et al. 1967). .However, he o
believed that the wise administmator would typically §eek'tempoiary change first on the .
ground that that would be less threatening. Eventually, if the change proved of worth, it -
would.become permanent.’ ) S z/_‘ . '
N ’ : . . Y i . \

An important element of/leaqefs ip i5 sensing the right time to introduce innovation. -
For example, sophisticated equipment 3t Florida Atlantic University was not used largely
because it was introduced as people were preoccupied with starting a new institution. .
Leaders may see clearly that there i§/5\serious external threat that requires a mdﬁor
change. But ifjthe internal conditions ‘aré not ripe, the.change wﬁll not take place.

Another example-san be found in manyxlﬁstitﬁgions during the late iQ60s when presidents -

"saw that an end to higher education affluence  was coming. But needed fiscal reforms“could

not be introduced because faculties and students who had gained a great deal of power:
during the decade were still under the illusion that expansion could continye forever. It

“was only when the serious financial plight’ became widely recognized, as in the exhaustion

of fipancial reserves,!/that léggership could make significant changes to bring about a
e R T { ’ :

budget. ¥ Y : |

3 . . - v .4 * . ..» . ’ N

Further, and even more imporgan@ly, leadership cannot compehsat£‘for lack of N
technical competency within an institution. This may seem like such {an obvious matter as
to appear almost trivial. Yet time_and again new, sound ideas and recommendations are

made by. responsible leaders or policjﬁmakipg groups, only to fail because the needed

" technical skills were not present angxthat fact was overlooked.] The Yarious national
.+ ¢ policy groups, for example, have stressed the need. for better tlesting and counseling. Yet
o

those suggestions have not been followedtlargely because of the lack of people in
institutions skilled in the use and construction of tests and the lack of finances to
support a wg;kable program. o ; ) ﬂ§ \ :

. » - |
Leadership is one of the central essential conditions for change and it must be
exercised in a definite and predictable context. A strong president in. a weak, invisible
college isolated from other comparable institutions is-impotent. Avuncglar~1eadership in

the. presence of an gnt?gonistic-oligarchy will be similarly impotent. Nor can Kindly,
inspired, or—strong leadership transcend the needed technology.” Demands for better, more

_available and appropriately correlated information, for example, could not be met until
" relatively inexpensive computers were. perfected.

A
. | :

Other theorists besides the author have emphasized other |essentials |for innovation
and change. Evans related acceptance or rejection of educatignal televiJion to the
proportion of innovative types of people on a campus (Evans ard Leppmann h967). Each’
institution seems to .haVe some individuals who’are willing te|try almost any new idea and
others who tend to be against anything new. This phenomenon js easy to illustrate, as ih
the case of the professor retiring after forty years of service who remarked that during
those years he had seen many changes and had been against all of them. In addition, tno
large a concentration of resisters is an effective barrier-to change. But as some

_examples will subsequently show, a well contrived majgr innnovation can be ‘accepted by

eVeh‘%he skeptical if there is a pay-off. P -
! Size of the institution figures..in both the folklore of higher education and in -
sevious research about change, It.is frequently ‘contended that the truly innovative

institutions are usually the small, private institutions in which people are free to

experiment. However, Hodgkinson (1971)°finds it otherwise. The major element in .
institutional change is size,” with the larger institutions having more of everything-- \
resources, trouble, richness of program, and invention of innovations. This analysis

~prgvides no definite.evidence on the effect simply of size except indirectly. What does

appear significant are.available resources and something ‘called cabacity, which means the
ovérall strength of an institytion. To the eXtent that resources and capacity (strength)

are related to size, then size s a factor. Institutions without available or slack

T ;ourCes are not likely to try 'innovation$,. or if they do try, are likely to fail. ‘
Starting or implementing almost any-significant iﬂnovation requires money, whether it be a .
better advising system, a computer-based course im genetics, a new ‘testing program, or use
cases in a program of educa;ional'administration.l_ ' ety o~ ’

PR 3 by L C -

Very strong’institutions seem unwilling to change, especially in-curriculum and
ifstructional areas because of the difficulty in-reaching consensus.  Very weak
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institutions also tend to remain statit until, in‘the yeans just before they die, they
exhibit a frenzy of futile activity. The-most fertile soil- for change appear to be those -
institutions in the middl?.' : . oy ) : o
Consistent with much of the previously cited literature, . but also differing in ‘some
regards, the present..study is based on intensive site visits and in-depth interviews with
: people involved in attempted innovations, and draws on some of the relevant lilterature
©  'dealing with innovations in educational and noneducational organizations. Thé results of
’ the study suggest a pattern of factors involved in producing innovations and change--a
blueprint or design. In aggregate, such a design, if thoughtfully implemented, c§;1d make
. institutions of higher education considerably more responsive to changes in society than
they presently are. The findiggs of. the study suggest that optimum conditions for
innovation, whether using a-‘cémputer-based management system Or & computer network, would
involve u college or university very likely stimulated by external conditions {frequently,
but not always, threatening conditions) and presided ovtr by a chief executive who is
’ "\ interested in change and willing to use the full resourcés of his position to stimulate
it. -The chief executive would select as an effective change agent a faculty member ‘of
stature and security who 1is sg@eWhat_marginaI with respect to the interests and activities
of his or her own grgupff‘fo;example, a history professor who is intrigued with
psychiatrics more than with orthodox history. This individual, sensing needed changes,
would assure himself or herself of the availability of appropriate technology and of.
individuals possessing the technical skills and interests to work with whatever is
proposed. Tdeally he or she would develop those technological skills. While developing
the plan for change this individual would seek to include elements of advantage for all
constituencies likely to be involved and also would seek legitimacy from presidential dand
oligarchic support. The innovator would be assured of reasonable and aiequate funding
that would allow the purchase of time to plan and, in the event it was necessary, the
- purchase of the interest and loyalty of colleagues whose support or service is needed.
Once the planning is com¥1eted'aﬁd the innovation or change made operational, the _
innovator would very likely seek for. himself a continuing position of responsibility with
respéct to the change so that he or she could! fulfill some psychological, personal, and
,\ professional needs. To some, these may seem highly subjective and questionable criteria
for a change agent.  Yet invariably they have been the significamt elements involved in
™~ the successful innovations examined as a basis for this monograph. : N

This general pattern seems to apply whether changes are attempted for a!small o
sub-unit such-as a department or for a total cqmplex institution. Of course, small
" changes of little consequence are easier to mak; than large onmes, although frequently what

appear tu be. small-changes can-assume the properties of large ones and thus' become more .
difficult to achieve. One perplexing matter wh%ch has bothered a number of readers of
‘this monograph as it was being prepared is the lack of definition of a good [innovation.
Cost-benefit criteria could ﬁe used, but is too narrow. Educational gains iould also be
used, but in general evidence seems to suggest that most mew methods of teaching or new
. curricula produce modest or no significant differences as compared with tragitional
methods as established by cognitive tests. Conventional professional wisddﬁ is also a ..
possibility (although it changes as fads come and go), as is student or teacher ‘
‘satisfaction. Rather than'empIQ{ these, or, other %imilai criteria, the goodness of an
innovution\in this monograph will be relative. (Islit consistent with an inStitution's
traditions ‘and mission? Does it appear to approximate generally accepted standards of .
excellence? . For eéxample, an innovative doctoral program which could be completed
. typically in one year of part-time’work would fail. - Are its costs such that it can be

(o

«

- supported by an institution's budget without seriously dislocating other core activities?
- . L . | . .
Does it attract student and fsculty interest and produce reasonable satisfaction? Does it
appear likely to become insti utionalized? . : ; )
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- ' 1 hdve drawn a number of illustrative examples from this study in support of the .
general pattern contributing to successful innovation.: They are grouped under the
~ following: \ ' . - :
Administrative Leadership
Avaiiable Neeaed Technology
, Technicai Competence .
¢ Lo Institutional Readiness g R
' : " Cohsistency with Institutional. Traditions
. . .- Rewards for Users
: : Personal Involvement of Imiovator
Prevailing Oligarchy
\ Adequate Funding

ADMINISTRATIVE LEADERSHIP . o - 5 L
., LN

The evidence from the cases studied suggests that strong administrative support by
the executive hiérarchy of the college or university is the most important condition
necessary for innovation and change in American higher education. The phrase executive
hierarchy is used deliberately to include the dean, director, -and/or department head of a
unit in which significant innovation is beinlg attempted. There also must be support and
encouragement from still higher administrative levels. Because of. the tradition of . . %
administration in American higher education and because of the broader perspective that ‘
" chief administrators bring to a considerzcion of institutional purpdse and functioning,
. the president occupies a unique position with respect to innovation, change and reform.
" There havs been few significant innoyations in ‘American higher education that were not
presidentially supported, and moge_rbcent—innovative attempts reveal the same. tendency. »
Because of the way institutional financial resources are deployed and. budgeted, it is True . R
that administrative officers have rplatively small amounts of discretjongry funds. And it |
is also true that given the ways Tesponsibilities are allocated (with_the\faculty
responsible for the curriculum), administrative intervention in mary activities of an
institution is difficult. Such fépts have led. some theorists to speculate that tie *
administrative role is relatively impotent in bringing about successful change.: "Despite
limitations ‘on.administration prerogative, the‘ﬁjesidency still remains the most powerful
position on the campus (Cohen and/March 1974). And unless that power or influence is.
exercised to produce or support innovations and cP’nges,Mtheflatent organizatépnal
conservatism of other constituencies, notably the *:.culty, will prevent the generation of
new ideas and their. implementation. ’ 7 o .

The role of administrative leadership is seen clearly in several examples. First is

that of Anticch College which, though it prides itself on a highly democratic system of

governance, -nonetheless requires strong administrative leadership to remain viable. ‘In
_ the late 1960s its ‘president promoted a new approach to the freshman-year program. :
Essentially, a new curriculum changed completely the way students' programs were developed .
in the freshman year. There would be a great deal of independent study and considerable
use of the library and audiovisual materials especially selected to facilitate individual
learning. The entire freshman year was seen as consisting of five stages. First was to
be a two-week period of diagnosis, evaluation, and planning conducted jointly by students
and their faculty advisors.  Then followed a ten-week period when students would use
on-campus resources, a thirteen-week off-campus period (cooperative work-study), ten weeks
of on-campus learning, and at the end of the year, a.one-week pericd for final evaluation
and planning for subsequent work. - N .

I 5
‘This new program posed a number 6$\threats for faculty. Some were unei%y because &&

the lack of structure, the:relaxation of.virtually all requirements, and the elimination ™\
of grades. Others were uncomfortable when their role as a classroom teacher changed and
they became mere resources to be used at the discretion of students. ~Some faculty were
uneasy with the role of preceptor (or advisor), feeling that they were incapable of
dealing with many of the psychological needs of students, - - N

This'particular example presents two fundamental issue§~regafdingvinn0vétion.T'The
., first is the appropriate role of faculty, students, and administration.. A number of the
more academic facdlty‘members came to believe that they had no voice in. educational policy

. '/ 8 | . b
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" administration with the support of students. They believed that the freshman-year program
© was dllutlng acadenic standards and could jeopardize the college's reputation. However,

-profound change very likely would not take place. It seemed to many of them that radical

- department: head* i

_printouts could be ‘obtained -proved to be educationally unappealing. The availability of

) 1nst1tutlon/l'resources Had 'the attempt been made years earlier it very well might

e

at the institution and that initiative and decisions came largely from central

faculty mémbers also recognized that if administration did not exert positive leadership,

innovations would not happen unless strong and talented administrative leadership were
present and exercised. And radical change seemed called for if Antioch was to survive the
increased competition of the 1970s. Twice before the institution had-surmounted financial
crises by making radical changes. It appeared that.a third crisis was in the making,
Actually the college adopted an even more radical device--creating an 18-campus
system--but at that time there was general agreement. thdt radical change of some sort-was
essentldl - :

. A second 1ssue concerns the speed with which the innovation was attempted. Some
faculty members thought that if.greater time been provaded to orient faculty members to ,
such a wide-ranging reform the result might have oeeﬁ better. On the other hand, some
admitted that if extensive time been spent on facdlty d1scuss1ons quite possibly the whole
concept would have been diluted. -- .

.

Another exémple of the role of administrative leadership is the creation of a
required multi- medla-progrdmmed co;r;e/ig engineering at Oklahoma State University. At
the time both the president pnd academic vice-president. of Oklahoma State University were
firm believers in educational jnfhovation and were willing to use institutional resources -
to help faculty members exp “Iment. One of these experiments produced a two-semester
course equally appropria f%r mechanical and electrical engineering students that ‘was

largely self- taught ‘One of[several forces ipvolved in producing this effort was a
echanlcal eng1neer1ngfwho was very much concerned with educational
e need .to make engineering education more reality-oriented. Another

innovation and’
‘force was gofisiderable ongolng experimentation with pre-professional, individually
prescribed instruction. Behind those local factors, of course, was the existence of
edyc//Jonal ferment within schools and’ colleges of engineering as they sought to stem
v ecllnlng enrollments and to<br1ng the engineeéring curricula more closely 1n line with the
realities of eng1neerlng practice. Co
\ Coee : )

" This example illustrate$ the impact made by a highly innovative individual occupying
a powerful position in the institution who-has the resources to encourage exploration of .
ideas. A-second facet of this case is instryctive in-another way. On the, same campus but
in a different college, and as a result of some of the same fcrces, an attempt was made
develop a self-paced course in critical thinking. In-that college, however, the dean, ' '
associate dean;. and department head were persuaded that for the most part, traditional A
modes of instruction. were mome cost-effective than newer modes. They tolerated the
experiment, partly because it was supported by a grant, but insisted that the project
director quickly return to his orthodox duties.  The failure of this undertaklng was .

predictable from the start, if our theory is valid.

x ’ . N
. oy

AVAILABLE NEEDED TECHNOLOGY 7 B R

‘A second necessary condition for successful innovation is the ava11ab111ty of
reasonably priced necessary technology which performs.well enough to be used regularly
An example of this was the development of on-line computer instruction in finance in the
Graduate School -of Management at Northwestern University. The problem lay in the
inadequacy of u51ng a blackboard to illustrate complex problems and the slowness of using
the computer in Batch mode. processing. The blackboard did not allow students to
participate in problem solving and to .see immediately consequences of various, dec1s1ons.
Students could work out problems on computers \yet the time lag of several days before

‘adequate computer capacity during certain parts of the day for on-line interaction between
individuals and the e6mputer and the availability of\telev1s1on monitors to display
problem 1llustrat10ns provided ‘the essential equlpment\ and the prices were within

have feijed because Northwestern could not have obta1ned the_needed technology With the
technology available, the, process of develop1ng needed software was relatively
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straightforward; Within a year, sevqgal financial proplgm,easeﬁ”were~Stored in the
comptter together with a reasonably complex data-base, so that a lecturer in finance could
- develop alternative solutions to complicated finance problems during-the course of the-
' lecture. ' e RN

)

This example is also significant with respect to the processes of innovation. It. oL
represented no particular theoretical advance in/the uses of computers. Rather it ) : R
represented a refinement of theflong-useﬁflecture with some problem-solving presented—in—

.the context of the lecture' One can speéulgte”that technology and innovations that allow
professors to simply do better what they are<long accustomed to doing will have a
reasonable chance of success. - ' a

. . - , ~
Another ‘example of use of available technology, mixed-with respect to success and
failure, was an attempt.to use a computer-based file retrigval and editing system as a
basic part of teaching a collegiate interdisciplinary course. \ The sophisticated
".computer-assisted text editing and information system designed at ‘Brown University was
intended to give maximum mechanical assistance to all phases of document preparation. The
equipment consists of a data bank on a given subject, a display panel connected to the
computer data bank which can allow several columns of information to be displayed
simultaneously, a console, and a light pen that allows the user to indicate which items
need further information. The computer immediately produces the desired information from
the data bank and displays-it. After 3,000 pages of course information were stored in the
computer, the experimental course was -offered to 14 students in the spring term of 1974.
During the course students would sit at a console and retriéve and study materials
designated by a.course syllabus. Generally students would spend about an hour at each .
sitting before the console, looking at a hundred or mofe discrete pieces of information.
°_ An important part of the course was a term paper, whﬁch the students could compose on the
computer. A student might type in a gene%alipatiéﬁ and then retrieve from the computer

necessary footnotes or supporting data that wqud be recorded into the text.
) // . i . \
It is difficult to predict how ‘widely or quickly this innovation will be adopted. by

= others. And it is,equally doubtful whether the course will be continued at quWn because

.the professor who taught it had no particylar professional stake-in itd continuation. The
computer storage of information is expens%ve and the course did require. considerable
supervision. However, the point here is. that sheer availability of a particular
.-;+ ~ technology stimulated an inquiry as to wh@ther or not there were educational implications.

e ' , L ‘ i B . | : f'~ ; ,‘-‘

~ TECHNICAL COMPETENCE

0f equal importance as a andition_fér successful innovation is whether or-not. -

individuals involved possess the technical skills tq operate the change. Virtually all
categories of educational innovation and change require.technical skills on the part of
‘users. A computer-based management information system requires understanding of
computers, the nature of available data, the source of other poténtially useful data, as
well as thé range of plausible hypothetical questions that, when answered, can heip in T
reaching decisions. Very likely, optimum use of television as .a self-containedi mode of. ]

. instruction requires more technical skills than can reasonably?ﬁe'vauired by avsingle,'
individual. For example, the British Open University program uses teams of academicians,
educational programmers and television specialists in order to extract optimum benefit.
An educational program using a small group of students and faculty deeply immersed in a
subject-over a period Gf time requires technical understanding of group dynamics and

- skills of. resolving group problems. not “ordinarily possessed by college or university
professors. But even.in more traditional sorts 6f changes, the possession of technological
skills is equally central. If educational testimg comprises an important part of 'an '
innovation it should.be recalled that the preparation.of .adequately valid and reliable

- test questions requires a great deal of ski1l and experience. "Developing programmed
materials which realistically anticipate the kinds of questions students will ask and -
perplexities they will experience require not only considerable expeyience in working with
students, but the technical skills of phrasing stimuli so as to elicit appropriate student
responses. T ‘ / : o : S

: The esseﬁfial’éoinf'ﬁéed'nét/ﬁg/z;ng belabored, but perhaps it can be sharply focused

througg\two brief examples.:JAt Knox College a dean of students developed a computer
: program and associated workbooks for a course on principles of accounting. He had decided

o o . <(\!"" //»/ 10 | o
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: to return to teaching and Knox College provided him with a leave of qbsence to prepare
e " himself for that return. He spent the full year becoming thoroughly familiar with
P computerization and the potentiality of the computer for instruction. His interest was in
Ny . - part motivated and facilitated by the fact that the college had installed a rather complex
,/// ) computer system as part of its effort to remain viable. as a privately supported liberal
arts college. In addition, the college had a twenty-year history of being highly Ty
innovative ynder the leadership of a president constantly questing for ways to insure the
continuing existence and effectiveness of his institution. The professor thus was willing .
to make himself technically competent before undertaking the ‘development of this course,
and he was aided in doing so by not being distracted by other activities. Although he
) b used students for some parts of the work, they were always under his direct supervision
- and he himself did all tasks requiring technical -skills. ' oo
) N . 7
K\ This experiment was in sharp contrast to an attempt of another institution to develop
* ~ a cluster of six cases to be used in an ‘engineering course in design.. The-attempt proved
abortive for several reasons. The work,d&xputting together case materials that are -
pedagogically sound seems to require skills and experience beyond that possessed by most
graduate research assistants. Yet the undertaking relied on graduate students to visit an
-industrial location, -sense the critical elements Pf a case and then put these elements
together so as to lead student thdught processes.  Graduate students-given this assignment
would spend many weeks fumbling to discover the ﬂroper way to develop case materials.
Additionally, these cases were to be enlivened through various audiovisual materials:
However, the photography and sound vreproduction were prepared by graduate students without
training which resulted in decidedly amateurish,films and tapes far from the quality
‘needed to interest others in adopting that particular version of case study. -

INSTITUTIONAL READINESS \ o '
Reviewing institutional histories, one is struck by the fact that a suggestion for
change made at one time makes no impression whatsoever, whereas just a short time later
the suggestion is accepted, modified appropriately, and adopted into the institutional
fabric. The point can be dramatically made by considering the efforts of predominantly
white institutions to recruit black students and to make specific financial,-social,
counseling, and curriculaT provisions for their unique needs. During the early part of
‘the 1960s.predominantly white institutions in the North, while willing to accept qualified
black students, made no particular effort to recruit them or to.éven admit that .
.institutions might have a responsibiliiy to accept academic risk studengg/and/ﬁﬁié
 provisions for them. It.was not ‘that_the idea of assisting such students had not been
thought of or presented. -It was just that such institutions were not ready to face up to
" their responsibility. This- changed almost overnight following the death of Martin Luther
\King, Jr.. Suddenly institutions became receptive to accepting students who did not meet

‘traditional admissions standards "and it became highly acceptable to redeploy institutional |

resources to provide financial assistante to black students (Mayhew 1968).

Y - : N
The same phenomenén of change in level of institutional readiness for particular
! " kinds of innovations can be found during other less stressful times. For example,‘in the
© ‘Graduate School of Business Administration at Tulane University the faculty undertook a
/ major curricular planning effort during a summer and subsequently-adopted individualized
- instruction and modularization of the curriculum, whereas several years previously such
techniques would have been regarded by the faculty as anathema. The whole climate of the

I ~ school had undergone profound change, largely through the initiative of a new dean who,

' taking advantage of a number of retirements, recruited an almost entirely new faculty of
relatively young scholars who, while research-oriented, were still concerned with ’
teaching. - That faculty |found such new devices as‘individualized instruction and
modularization attractive in part because:such devices could help the school conform to. a
new university policy which required each.professional school to become financially )
independent. The dean and his young faculty believed that the school could operate on its. |
‘own resources if it could find ways of maintaining a constant number of faculty members

‘~—__, while accepting a growing aumber of students. To do this would mean finding new and more

w‘éfficicp;\ﬁays of curricular.building. . ’ ' '

Y

. T — R . . . - ' e - ) . . o )
" The components of-institutional readiness for change are little understoad, and there
are no indicators that might suggest that an institution or unit is ready to accept R

change. However, it seems clear that readiness 'to accept innovation frequently develops:

. O U - . v 11 [
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E\\ ‘as a result of suddenly perceived threats\to institutional stability or viability.

. Private liberal arts 'colleges have .adopted radically new curricula when the competitive
" pressures of lower-cost publicly-supported institutions became sufficiently acuté to
threaten their .enrollments. :A number of schools of engineering have. adopted new
freshmen-year -courses with heavy components of reality when_a steady decline in
enrollments reached critical proportions. Privatie liberal arts colleges have expetimented
with management informatio "systems and similation planning when several years of deficit -
/spending suggested that institutions actually could go bankrupt unless the fiscal picture
“improved. Again, some™liberal-arts colleges. radically changed their counseling and
advising systems when-it became apparent that.continued high attrition of students during
the first year of cqllege threatened the continued existence of the institutionT -
. . o P .
- Earl Cheit (1973) generalizes such a phenomenon in discussing 41 institutions' \\{
_responses to existing or approaching financial difficulty. ' He says that: ‘
_...Whatever the validity of the charge that neither
- ) \" exhortation, rebellion, nor a new outside world can
) . make ¢olleges and .universities change, it is now clear
that a shortage of money can. The forty-one schools in
. the study are changing. The changes are occurring in
Y ' response to the pressures of difficult financial . _
' - circumstances....In most of the forty-one o ’ .
institutions...there developed new manageridl practices - ° . ' -
_and organizational relationships. THeir short-run =~ - ‘ ‘
consequence has been -a sharp reduction in the rate of
growth of the institution's expenditure. Although the
need to cut expenditures&mqtivated the development of
_ these new managerial practices and organizational
e relationships, their influence extends well beyond .
. "questions of money. Questions of money eventuaglly lead .

ERIC
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to questions-of -purpose and. these new managerial
practices and organizational relationships form the

*gu s ,,,////’/<556]ving system by which the schools are making the
* transition from money questions to purpose questions.

The additional consequéence of these new practices and
relationships,‘therefore,_is the development of new.
-administrative and faculty standards of judgment about

educational quality and pufpose. In two years this- . ////////
'process has moveg fast enough: so that what wads then T S
unthinkable (e<g. modifying the tenure system) is now > ‘
becoming a creditable experience. (p. 15) - P .
- Oman (1972) establishes the same point with respect to program: "Institutions.in’
' financié{ difficulty try many new things. Those not-in difficulty do not."

CONSISTEN&Y WITH INSTITUTIONAL TRADITIONS -

While inStitutional readiness for change appears to be an essential condition for.
innovation, the innovation must nonetheless be reasonably consistent with institutional
traditions, practices, and purposes if there is to be any significant chance for the
proposed innovations to be successful, adopted, and eventually institutionalized. Thus,
an institution which historically had offered a tightly prescribed general education
curriculuim might accept some modifications of those requirements and adopt some variant of
distribution requirements, whereas it would reject out of hand"a precipitous adoption of a
completely free elective system. The adoption of -a number of computer-based -undergraduate

" courses at the University of Illinois, Urbana appears to be somewhat easier than at other
midwestern universities, in part because-of the reasonably long tradition on that campus
of experimentation with PLATO--a computer system designed specifically for educational
purposes. The adoption of a psychoanalytically-oriented teacher preparation program
could take place at the Kansas Teachers College, partly because of the powerful influence
of the Menninger Foundation in Topeka. ' But such an approach would be unthinkable in other
areas. - : ' : : f
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An innovation or change must be pefceived as having distinctive value for- the
ected by it, if it is to be attempted, adopted and

e broadest possible perspecti

individuals involved in it or aﬁ% _
; ive many practices-in higher

con'inued. Granted that from ti
education could be considered cost-ineffective,

wha
agJ
alternative days.

|
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| compensatory reduction in teaching load.
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yet from the narrower perspective much of

Polemical literature complains mightily

'is done is judged efficient and economical.
scheduling-of fifty-minute classes on

The lecture is shown to
ab#lities and less effective than books for the transmission of information. Yet, from .-~
the standpoint of both' faculty member and student, such a system is quite efficient. _The
professor need make only occasional preparations or re-preparations, and changes rgqﬁired
by| evolving knowledge can be made relatively quickly and informally, even as lectilires
jods on alternative days allow professors:

proceed. Lectures delivered in fifty-minute per
ls that can be used at their discretion. Similarly,

séudents can exploit the regularly sequenced class meetings by arrggginﬁ’to be in class!
say from 8:00 to 12:00 on Monday, -Wednesday, and Friday, thus ing the balance of the
erk's discretionary time for a job, for recreation, or whatever purpose the o
individual wishes. In view of this phenomenon thg,yafiouslconstituencies within a’ )
collegiate organization can be expected to regsist innovations and change that affect their
various routines, unlass there is a c}garﬂﬁﬁd obvious .payoff either in the form of a new
and especially desired~va1ue;w9;,iﬁ”fhe form of some ultimate efficiency of value to the
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Examplesy espeéially negative examﬁies, abound. During the 1950s the fad of academi¢’
‘ For the most part, those programs did not

for gifted students swept. the country.
eed, as for example the Honors College at
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Michigan State University, seem to have lasted _

/in the form of distinctively different activities and “distinctively different symbols of

lstatus. Students were-allowed to register early, were given their cwn physical space,
and were singled out as an

[were allowed greater freedom in the selpction of courses,
Also the 1950s and 1960s saw considerable .experimentation with open and

fclosed-circuit televisioh;u_Macomber'and'Siggel'(1960) made gn interesting observation:
| Faculty members insisted that they teach a partially reduced- load to offer courses over
| ‘closed-circuit television, and that a single course over open-circuit television should

This was tacit recognition.t
willing to spend unless there was a

elite.

comprise a full load.
required more time than faculty members were

“~-._ A major motivation for institutions that encourage educational innovations is to
reduce costs: Yet each means for reducing cost throughfvarying the mode of instruction

seemingly~jéopardizes prevailing student or faculty preferences. This jeopardy will be ..

“tolerated only if appropriate incentives. or payoffs (of financial or other sorts) can be
‘contrived. Consider the following techniques for reducing cost. First, an institution
may substitute low-cost labor for high-cost labor by replacing regular faculty time with

' lower-paid part-time faculty or graduate assistant time, or by modifying the balance
between senior and junior faculty. Each change conflicts with the beliefs and desires of

11ty members, espécially if a high proportion of them

regularly appointed full-time facu
have achieved permanent tenure. - Further, the use of part-time faculty and graduate

students promotes student criticism’ that they -are being shortchanged by a second-class
rease the intensity of labor usage

kind of instruction. Secondly, an institution may inc
struggle of faculty members during -

by raising teaching loads of faculty. -In view of the

"the 50s and 60s to obtain re
particularly attractive device unl
-salaries were used.- The history o

ess the incentive of substantially increase

whose -highly salaried faculty did not produce

An example is Parsons College in the 1970s,
£ course, rewards have worked, as for example -

a viable educational program. Sometimes, o
when Michigan State University created a purely teac
of it exactly as it rewarded the research, and graduate faculty. The Basic College lasted

longer than any other general education program, because of the reward- system. Third, an
faculty supervision as, for exanmple,.

institution might substitute student initiative for
_ creating more opportunities for independent study. Such a ‘curriculum places faculty
members in a different kind of role from one of performing in orthodox classes, and it
probably produces more irregular scheduling of faculty time with discretion resting with
/.

hing college and rewarded the facu.ty
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inst the lecture system and the regular
be a poor way of developing critical thinking

cceed or last. Those programs which did succ
because they provided a payoff for students .

hat organizing materials for television

duced teaching loads, this does not appear to be 3‘
d~and assured

f the use of such incentives is not particularly bright. ;
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students. Additionally, it has in some situations produced studert complaints that they
were being shortchanged, recpiving only a syllabus and a library card for their high
tuition money. A fourth method is to substitute capital for labor by enforcing greater
use of the library or by repeatedly using televised lectures in place of face-to-face
lectures. But intensive use of the library implies considerable faculty guidance, and the
preparation of "lectures for television: requires more intensive effort by faculty. Or an
institution might intensify utiliﬁatiOn of existing capital, as for example, using
buildings and equipment more. However, to persuade faculty and students to work at
unusudl hours may require incentives in the form of higher salaries or lower tuitions that
would in the long run deny the effectiveness of this solution. Relatedly, of course, the
" institution could, over time, substitute low-cost-capital for high-cost capital through
employing temporary buildings or using inexpensive building materials. Once again, the
striking example of Parsons College, \which unsuccessfully tried to use-inexpensive
building materials, does not make one‘sanguine as to the utility of'ihis.approach.

The significance of the incentive or payoff phenomenon can be jllhstrated with a
_ . number of brief examples. Indiana State University added a double session without

- expanding its physical plant. However, both students and faculty required incentives of
salary, increases or tuition decreases in order to accept the innovative use of physical
plant. The use of dictating equipment at Bard College to improve the quality of theme
grading did produce that result, but the scheme was discarded, largely because no
_incentives were provided for the faculty to compensate for the greatgr expenditure of time
which prepating more detailed criticism of themes required. Professors grade themes:
rather quickly and scribble comments on margins of papers. Dictating produced longer
comments but took too much time. Without rewards, professors declined to spend the extra
time. - At Emory University the faculty and students were persuaded to accept the
curricular shift from five 3-hot courses to four 4-hour courses by the incentive. of
‘freeing Wednesday of each week ﬁibm all scheduled academic and educational activity. At
Michigan State.University in the early 1960s the faculty members 'in the Department of
Natural Sciences were persuaded to enlarge laboratory sections by’ five stations each |
through the incentive of'substan%ial salary increases daring a year of overall tight '
budgetary restraints. At New Mexico State University the departments-in.the College of
Arts and Sciences were finally persuaded to ease up on graduation requirements in return
for assurances from the central.administration that-departments.would not lose positions
even though enrollments dropped. . o '

This discussion of payoffs or incentives may appear to deal only with superficial
values. More profound valué, such as enriched education or better use of student time,
might conceivably operate. Unfortunately, most of the examples of innovations do not
support such a view. Bowen and Douglass (1971) in considering various instructional
patterns and their attendant costs point out that by including foregone.income, tuition,
books and supplies, and living expenses, student time is worth perhaps $3.60 an hour.
Since.that cost is fixed by the labor market, the only way colléges could economize on
student time would be to. raise the quality of instruction so that more is learned in’a
given time or an equal amount is learned in less time. Much of the rhetoric of
educational reform contends that institutions are indeed trying to make" the usé of student

 time more efficient to them. However, the many actual examples suggest this is not really
attempted and that other cOnsideratjons, such as institutional sayings or faculty
"convenience, are the operative ones. If colleges and universities were required to pay
students for their time as they do other employees, a different posture would undoubtedly
result. : ' ’ .. )

.

PERSONAL INVOLVEMENT OF INNOVATOR : "

Related_;o the matter of incentives and motivation is the need for one eor several

people to become personally, professionally, and emotionally involved with an innovation

" to insure its adoption -and institutionalization. Increasingly it becomes apparent that
individualS who attempt innovation or change in institutions of higher education are
somewhat marginal individuals with respect to the total institution or a sub-unit in-the
organizh{}on, but not so marginal as to be ineffective. Marginal is here used to mean an
individual who is in process of moving from one significant reference group to another,
but has not yet been established with the new group nor achieved a new role. Individuals
functioning §olidly within a department and imbued with departmental values are not likely
to attempt major changes in course offerings, in departmental administration, or even in
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prevailing modes of instruction. Similarly, individuals occupying central roles in the
various administratiye”or;governante units of an institution are not likely to quest for
new approaches that might. upset a balance favorable to them. Rather, the individuals who.
‘undertake substantial innovation and change are persons somewhat on the periphery of an
institution or sub-unit.: Being somewhat peripheral they can question prevailing values
and examine alternative ways of doing things without thréatening their. own positions.

, However, once such a marginal individual begins an innovation he or she must obtain -

i continuing satisfactions from the activity or else the pressures of resistance will prove
irrssistible and. continuation of the activity will not seem worth the effort. o

- This concept of the marginal individual turned:innovator can be efaborated by
- observing the evolution of new academic fields. In ‘general it appears that those who
" become involved in the creation of new acadelic or professional fields are individuals who
., were originally trained or experienced .in one field, but who for a variety of reasons '
found themselves marginal to that field. For example, the professional study of higher
education as a unique phenomenon emerged d ring the 1950s and 1960s out of the efforts. of
a number of persons who had found themselvEs somewhat dissatisfied with ‘their original )

( " academic affiliations. Thus, Paul L. Dressel migrated from Mathematics, David Riesman
_ from Law.and Sociology, Robert Berdahl from Political Science, and Joseph Katz from
t Philosophy. : S : .

Some of the dynamics involved herg are revealed in. sevéral brief cases. In the early,
\ 1940s, President John A. Hannah, wishing to transform a small Michigan agricultural, o
' . college into a major university, decided one of ‘the first steps should be to reform the
. undergraduate curriculum.. He asked a member of the School of Agricultuiq, who had been -
‘\\ dissatisfied with the undergraduate edu7ation he saw students.receiving, to chair a

committee to.study the institution-wide [problem of undergraduate education. Thus a \

marginal individual was selected for the key role in producing an innovatjion. Once the - |
committee had done its work and the total faculty approved the idea of a Pniversity-wide N
"general education program offered by a separate college with>its own budget and its own \\
faculty, the innovator's position was legitimized through his appointment, as the first R
dean. o - : Lo -t

.

- ’ . *This discussion should not imply that the existence of.a marginal individual turned
} innovator is an essential condition. Many attempts at change and innovation are made by
other kinds of individuals, including consultants, deans of instruction,. deans of faculty,
or professors who are simply curious as to whether something could be done better. It can !
be argued,- however, that the phenomenon of marginality-is an important element leading to |
innovation. Individuals who are generally satisfied with their positions, in an o :
organization and with their own performance are not likely to' seek very diligently to '

discover ways of changing. It is the individuals who are not securely loggéd in a
. satisfying role, oT..who have become disenchanted with mainstream activities and processes,
or-who while somewhat satisfied still s?e»greater.satisfattions elsewhere, who ‘are most- .

likely to attempt radical reform. /

This point is counter to the ndtién that a successful and secure person .is-more
likely to see needs and try to meet them. Howevet, in the cases examined here the
successful innovation is produced by the marginal style individual. - For example, a new
biomedical engineering program- created by a.good but dissatisfied mechanical engineer; a
program to train teaching assiStan;s'in chemistry created by a good chemical researcher
who saw greater satisfaction from teaching. people to teach; or a program of a self-styled’
"kinky" engineer who created a cdenter to improve instruction and a new ¢ore curriculum -for ~
all engineers regardless of field. g , e - .
' ;. , ’ . . ) . :'\
. ) . .
PREVAILING OLIGARCHY ' v o0 : b

. . Another element in innovation and change, although it may be involved differently,
-, either to encourage innovation or to resist it, is the oligarchy of power and influence on
“college and university campuses. McConnell and his associates have identified three
'~ ¥ categories of faculty--gladiators, spectators, and apathetics. “The gladiators. are a .
~relatively small group of people who take.personal responsibility for participating. in
academic governance and who ‘exercise an influence far beyond their numbers. This '
oligarchy frequently will be composed of faculty and administrators who, over the years,
play a game of musical chairs with committee memberships, committee chairmanships, and
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" seems to throw the matter into a political mode, as those who want _change attempt .through

_1nd1cate how at least some of them function.

Lw
1

] part?c1pat10n of key members of the Stanford faculty 011garchy. He sought to interest

" chairman, because the prevailing oligarchy favered an effort by some of its members.
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of a faculty either never hold committee memberships or do so only once. -The remaining
: hold many memberships and in time will have served on most//mgortant policy making and
administrative comm1ttees or commissions (McConnell and Mortimer 1971)-

administrative posts. McConnell and his associates speculate that perhape as many as 80%

These. . 011garchs usually control--and somet1mes
withhold from the e1ector:}e at large--the information
“on which decisions are based. The possession _of this

information enhances their potential power to. guide
decisions toward specifi¢ ends. Oligarchs often play a
useful role .in representative or democratic systems of
government. They enable a larger organization to

S ftnetion'efficiently' They .do this in part by saving -

° most members of the grganization the necessity of
acqu1r1ng, ana1y21n , and classifying information and
also by acting expeditiously when it would be
cumbersome and time-consuming for the larger group to

- decide the issues. [Oligarchs] as 'amateur :
administrators' May provide a bridge between faculties v //
and administrations. But there are also dangers in -~ //

‘oligarchic ru . oligarchs tend to become insulated

from the feelings, perceptions, and views of the A
‘organizatio as a whole. Remote from their ' . //
‘constituen¢gies, they thus become less responsive to the
changing goods of the body politic. Furthermore, they

may become especially divorced from part1cu1ar segments

of the faculty (p. 171) :

011garch1es may play.an important role in encouraging or attempt1ng innovation, if
the members see personal or institutional -values from d01ng so. -Oligarchs also can serve
as a massive barricade preventing any significant change in the status quo and linking
< their own positidons and- the welfare of the institution to long- -established pract1ces and
procedures. If the oligarchy is opposed to change or innovation and there is no
compul siveness on .the part of a would-be innovator, that probably will end proposals for
reform. . Occasionally, however, the impetus for innovation will -be sufficiently strong

that its proponents will risk a confrontation with the oligarchy. Such a development then

the creation of coalitions to depose the 011garchy or at least force it to reverse its
position. = Although oligarchies have not been analyzed carefully, several examples can

~

The first example is the creation.of a program of 13 1nterd1sc1p11nary courses in
international relations at Stanford University. During the 1960s Stanford had searched-
for .better ways of providing for undergraduate students and for bringing them into contact
with senior .professors. A low-profile Center for Research in International Studies at
Stanford University was created and placed under the leadership of the dist1ngu1shed

ormer Dean of the Law School who was finishing out his years before retirement by being.
og serv1ce to the University. - He recognized that Stanford ‘was: a2 highly departmenta11zed
un10er§1ty and that any direct attempt to produce new currlcula that might lead to new
maJo,s would run into heavy faculty opposition. His plan was to dévelop a relatively
low-profile program but ione that would attract the interest, allegiance and actual

senior professors who were strong. enough within their departments to be able to direct ‘ —-
their own activities with little attempt at abridgment by their home departments. ‘A small

group of senior faculty oligarchs, intellectually equal to ‘each other, were placed on full

salary for the entire summer, and were being asked only that they' talk with each other

about - the problems of educ t10n in international relations. Out“of these conversations - v
the senior faculty members)\came to know eath other more. 1nt1mate1y and became sufficiently -
interested in a program in \international relations to create a number of courses and to :
agree to commit a portion of . their time to teaching such courses. The _program was created”
and put into operation: without departiiental opposition 1arge1y, in the opinion of the
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innovation and its initial operation.. Innovation and change not only require greater

~the greatest growth, the greatestlwillingﬁess to change and the greatest tolerance\Qg\
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ADEQUATE FUNDING
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Another essential condition is adequate funding to support the development of an \\

N
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expenditure of time and. energy, but also financial Fesources beyond those normally R
required to routinely sustain an institution. ‘Relatedly there must be institutional -
readiness to provide sustaining financial resources if a particular innovation proves .

promising. The federal government and several philanthropic. foundations sponsor thousands

of.innovative efforts, most of which cease when extérnal funding is exhausted. Only when

an institution is ready to commit its own resources|does an innovation or change have much ]

chance to be adopted and jinstitutionalized. A new and demanding program for training
teaching assistants in freshman chemistry at the University of Nebraska was begun with
foundation support but continued because the university was ﬂilling to use its own
resources to do so. A similar venture at Michigan State University proved, -with.
foundation- support, that improved teaching by teaching assistants could be. developed.
.However, the program stopped because sehools and departments would not use these new
resources to continue what was really a relatively inexpensive program. One significant’
derivative of funding. is adequate time to plan an innovation, to experiment with needed
technology, and to become familiar with what is being attempted so that it can be made

. operational.

! /
AN B
EXTERNAL FACTORS L . f .

Collegiate institutions are reactive, and much/of what they attempt depends on how
they interpret what the supporting society and the/surrounding environment seem to expect
or demand. Consider, for example, the increasing /number of individuals seéking access to
higher education, including lafgevproportions-ofﬁpreviously'éxcluded students. As long as
colleges and. universities attracted chiefly upper middle class or upper class students who
had already‘developéd and, learned the values of/deferred gratification, the uses of _
knowledge, and high verbal facility, the educational task was relatively easy. Colleges
and universities simply-had to refine these traits and aptitudes. One reason .colleges in
the past seem to have had little impact on students ‘may be because the desired outcomes' of
education were already so well developed. §ut’as previously excluded groups began to . _
enroll in college, assumptions as to preparation of students or as to effectiveness of
existing educational practices were no‘lonéer warrantable. //,f"

e/ . Lo

Admissions standards based on a sped&fic kind of verbal facility and previoué

lack of socializing in large classes/Was inappropriate for youth who.could not afford
those amenities.  Foreign language yéqui;ements seemed anachronistic for youth not having

‘mastered the idiom of the American middle clas§ into which they wished to move. Clegily;

if colleges and universities were-to provide for these students, some modification 0f
curriculum and teaching was neéded. . And some of the reforms of the early 1970s represent’

. efforts to do so, as ggg/éigmplq/self-paced learning systems~with_students never failing

but stayinieiifﬁ/g/pa until they mastered it. . . R
A fo difficult to gauée, especially in the United States, ¥as the outburst of

student protest and dissent in the late 1960s. The rhetoric of the protest»movemént

_implied a-desire for serious educational reform. Students wanted an easing of the

paternalistic requirement§’imposed on them by their institutions. They demanded courses
that were moré relevant to their interests and the problems of society. They argued that
typical graduation requirements were moribund. They protested against.the presumed
impersonality of the larger ‘institutions. Facultiés and administration sought to meet
those needs through new courses, easing of restrictionms, and experimentation with new
_groupings of students and new systems of instruction which stressed the individual. .
The paradox lies in the fact that more rigorous opinion surveys indicated that most
students were not really dissatisfied--only the five to ten pefcent which comprised the
core of protest (Carnegie Commission 1972). Most students' behavior revealed no -great

" fear of large institutions. “Throughout the late sixties the large institutions exﬁTBiTed

i
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3 academic success were inappropriate for/%tudentS'from the-ghetto who used a different -
\ idiom and who regarded schooling as a wéste of time, especially when it rarely led to

" economic preferment. Reliance on residence halls and fraternities to compensate for the .,
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student freedom. Further stu ents frequentl regected reform once the faculmy attqmpte
12/ Enrgllments in the hard sciences soared and thoee in the softer, more" . \
ifterdistiplinary courses remained constant gr became so erratic that courses and progr ms

——--Kad--to ge .dropped. American h1gher educatibn 'has always been, competitive, with

/institutjions vying with each.other for students' resources ‘and regard, .and the competition

began arnew in the late 1960s as educational pportun1ty evolved from beihg scarce to /-

p1ent1f 1. The student role of client produted attempts to reform.  But the students tas

capricipus clients--blunted the efforts to ghange because what was attempted proxgd j;t to

the1r iking. L .

\ . |
This re1at10nsh1p between competition fo students and efforts for'educhtional“reform

" is revealed by Oman (1972), who studied priyate .liberal arts colleges. He asked each
institution to. c1a551fy itself as to its fimandial situation: No financial difficulty,
heading fer f1nanc1a1'd1ff1cu1ty, or in considerable financial difficulty. At the same
time he presented a, comprehensive list of 1 forms or innovations and asked which ones
1nst1tut10ns had been using and which they planned to undertake in the near future The™™™ - .
overall pattern’ 6f response was almost clagsic in its 51mp11c1ty and its import.
Institutions in findncial difficulty planned to initiate a large number of changes, While’
those in sound financial condition p1anned re1at3ve1y little’ change or innovation. '

- ?

Competition for students is also revealed in ‘the 1nten51ve\1nterest in new k1nds of

" students from 1970 onward. By 1970 it had |become clear that t 7“orthodox student of high’
ability and academic achievement and comfortable socio- -economic c1rcumstances was .
attending college.in saturation numbers. It was also clear that there would,be a decline
in the number of those students by the 'end lof the 1970s. Thus, if academic spaces were to
be filled, facilities uséd and physical pl nt paid for, new students had to be recru1ted
from the younger and older age groups:and, fE:m segments previously not well served. Tt

was  also -clear that trad1t10na1 procedures would not be tolerated by new'students. Hence,
new educational configurations had to be fo| d that would deal with the time constraints
of working 'students, for example, or ‘that would motivate them to pursue studies the
tficulty felt were needed. Thus by the end of the 1970s, institutions were offering
accelerated bachelors programs that allowed|considerable: credit for life experience in
“order to attract working. students who wanted a degree but would not tolerate trad1t10na1
re51dence requ1rements or a fu11 four -year program.- {ﬁ
Underlying some of this attempt to conform to student expectatlons was the u1t1mate
“failure of the academic revolution. Jencks and Riesman (1968) have described how the
S professionalized faculties, during the first two decades after World War II, ga1ned
virtually complete control over their own ﬂlves _They could teach what they wished,
. evaluate their own performance, and determ ne'who should enter  their ranks. -Because
professors were in sho¥t supply they ga1ne job security, .light werk loads, and/salarles
.that increased each year at rates of about seven percent. As.late as 1968 presidents of
% ‘major institutipns predicted that w1th1p a|décdde over half their faculties would be
= tedching one or no courses and that their salaries would continue to increase at the rate
ofseven percent per year during the 1970s,. In such circumstances there was really no
reason for professors to change their educfational practices.or, for that matter, to overly
concern themselves with educational matters. But the bubble burst Rates of expansion of -
student enrollments slowed and in some institutions enrollments declined. Federal and
ph11anthrop1c funds began to dry’ up, eliminating one of the-bases of professional
political power. And while the public stiill valued higher education, its popularity
dropped and the public began to demand accountability from professors Among the )
consequences of this reverse of fortunes was the Trediscovery of the undergraduate student,
. especially in the large research-:oriented universities. No longer was the undergraduate
only a source of funds and one who could be taught by gradUate students or marginal :
~-faculty. Rather, the undergraduate was someone to be courted and provided with seminars
offered by senior professors or new kinds :of, enriched courses. Some profe551ona1 schools
that in the 1960s restricted enrollment to graduate students began to offer courses and .
entire programs designed to please undergraduates. It is theorized that in any
organlzatlon whlchever segment produces the greatest income eventually gains . influence
and then dom1nat10n 'In the 1960s graduate students weré a major source of funds through’
., participation in research contracts. However, in the 1970s the undergraduate student body
emerged as the major source of funds through tuition or, formula~based appropriations. To _’
insure that those funds were forthcoming, undergraduate interests.and needs becaine ‘ T ‘
influential. Underlying many innovations was the belief that educatlonal‘llfe had to- be o /
improved for-undergraduate students in order to keep them enrolled. - g e
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Another powerful forcg premoting innovation was. the|emergence of various-academic
sub-specialties|. .The professional study of higher education developed during the 1960s
and its representatiyes saw reform as a major reaSOniforkfhei; existence.% Centers for the
improvement of instructign came into being with staffs who could safeguard their own

?éy through demonstrating that‘they_did make a difference;.i.e.,

professional po ition o
produce change. | The EEW magazine CHANGE could grow only if it were seen as a wellspring

for innovation and re% rm in higher education. The wqu'gf the several commissions and
task forces dealjing with higher educaticon policy could only be validated if they ‘produced
change toward a’ presusiably more | desirable kind of education. Publishers of books dealing -
with higher education required an expansion of. new activity if their sales were to
continue to rise{ Oyt of “suchi complex intérests has grown a substantial pressure group

whose purpose is|to jpronote innovation, change, and reform.

\

« An importantl iﬁgre%ient to' this pressure is the new kinds of institutions created in "~
the late 1960s and early, 1970s and devoted to the principles of experimentation and
+ change. 'While mahy factors have entered into the creation of the University Without
‘Walls, various.ne colleges, andlfreestanding graduate schools, several seem especially
. germane. By the late 1960s academic posts in established:institutions began to be in
short supply. To some academicians it seemed that the creation of some new kind of
institution having a distinctive character was a good way, to enter and stay in academic
“life when other mofre traditional avenues were ciosed. It is true that-a great deal of
idealism was involyed as professors in those institutions sought to serve new populations.
But it can also be|speculated that a disproportionate number of people active in new '

institutions were really marginal with respect to traditional academic institutions and

- found oppdrtunity‘gn~new ventures. ° - ‘

Other forces may be but briefly noted, -in part because it is difficult to,establish\

clear-cut relationships. " Certainly during the late 1960s public criticism of higher
education_mounEéd‘a d demands for reform became widespread. However, neither editorial
comment, critical ‘news reporting, nor the writings of protesting students explicitly
suggested- the kinds of\reform desired, with the exception ‘of public demand that students
be controlled. - If the use of the injunction, the preparation of contingency plans for
meeting campus disturbanips, and the development of student charters and judicial -
procedures are classed as.innovations, then there was a connection between public

. criticism and change. Similarly, if the growth of statewide coordinating councils,
supra-institutional boards and systems of campuses are judged as innovations,” then the
public.and legislative concern for rising costs is clearly related to change.  But with
respect to the ¢entral acts of education--teaching, advising, testing, and the like--the
power of public criticism was generally not involved in change. ' . )

Expanding educational technology certainly exerted an influence on the conditions
benéfiting change. The advent of televiéion,~trqﬁgiﬁtorized tapeifecorders, video tape
recordings, and the computer presénted a tempting array of instruments with educational
potential. Several of the larger -corporations such as IBM, GeheraI\D\ amics, and °
Westinghouse believed that the technology could force a, revolution in the practice of
education and that the revolution could be profitable. However, coflegiate inS@}tutibns
proved highly conservative with respect to technology. ‘So while available inexpensive
technology is-a necessary condition for some kinds of change, it has ndt been a moving-

. force. Of course, it may yet become so. Videbtape cassettes and portable computer
termjnals seem potent enough-instructional -tools that they may eventually command use. -3

Much of this analysis has. stressed economic forces as producing change. They are
important. However, there are other.forces which draw on idealism, a strong
egalitarianism, and an optimistic view that ‘education is important and can be improved.
Reformerﬁ’certainly are aware of economic. and -status considerations. However, without
people “striving to-better the human condition, no amount of financing, leadership, or
technology would likely lead to much:= -~} ' Co

“~
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| 7 SECTION 3. UNSUCCESSFUL EFFORTS

- . N Tty _'."; N
Unsuccessful efforts :to produce innovation or attempt change may be due to th
absence of one or more of the factors listed earlier. In addition, this section lopks to "
problems or barriers:to innovation ‘that are inherent in éducational
organizations--uniquely so in higher education. - N < )
Collegiate institutions ﬁbssess a' general form and . structure which is well suited to
+_ providing certain kinds of educational 'services. So long ag formal education was the\
principal commodity, a simple Structure could work, even in institutfons of consideralble
size. But during the last part of the 19th century and the first half of the twentieth -
century, collegiate institutions assumed two other major functions, ‘service and research,
. but did not change their administration and organization'to accomudate those new
activities. For examplé, ‘teaching and research are activities with distinctive stylés and
differert, often qpntfadiEtory; requirements for organizational structure. Tosthe- :
‘researchér, ideas are-more important than peorle. .The undergraduate student is less |
" valuable than the mature graduate student who can assist with research. Scholarship
generally,is an individual enterprise and does pot fit well into'a department created g“,‘
 primarily to-organize tgaching. Further, for scHolars,, judgment of .their work will
.generally come from off-campus rather than their own departments. When ‘libraries and
‘laboratories wete primarily adjuncts to teaching;. they could be maintained on a relatively
modest scale. The research component, however, required; that those facilities continually
-Expand’and become more expensive.-' When scholarship was' conducted primarily. to prepare for
teaching it cpuld be done during summers or on an occasional sabbatical year. As the,
requirements: for -résearch scholarship increased, however, such. limited amounts of. time .
‘were insufficient. That time; especially in the larger universities, was-taken from _
teaching. and working with undergraduate students. This tendency was intensified by the -
fact that resources greater that a single institution could provide were required, and
_ those funds lay outside of the effective control of the institution's administration.
Faculty members came more frequently to regard sources of funding as the significant
determiners of their activities rather than; their own administrative officials. A tenured
. professor secure in a grant relationship could reject pleas from the department ‘head or
dean -to take on _more teachiag or to improve tedching. Overall, then, the growth of
. ‘research activities has undermined traditional organization structures and produced new
_structures frequently in competition with traditional ones. These dysfunctions have
proved to be effective barriers to educational change although research has certainly
changed the roles of professors. )

a o :

A related organizational difficulty is that institutions of higher education are °
managed and governed by two distinctive structures almost superimposed upon each other.
« The first system is a hierarchical structure with a [oard of Trustees -at the apex which is
- legally responsible for the entire jnstitution and its activities. This Board appoints a
chief executive officer, establishes broad institutional goals and policies, and then

e

déiegates the actual conduct of the institution to the chief executive officer. This. |
officer, in turn, presides over a relatively straightforward line and staff organization
with typically three principal line subordinates in the areas of academic affairs, .

finance, and student affairs. -

- ' Superimposed on -this straight hierarchical model .is a collegial strugture which-
assumes that faculty members are professionals responsible only to themselves. and their
colledgues. These faculty members decide.themselves whom they will serve and with what -
technologies, and|evaluate their own performance. Collegial tradition in colleges éand Co
universities grew slowly in the United States. First, professors ggined hegemony over the
subjects they taught, then some degree of control over the tbtal‘cuiri;ulumﬁand conditions
of student life, then some degree of protection agaipst.authoritarjan acts of Boards of
Trustees and Presidents, then considerable contrql over the membership of the - .
professoriate itself, and finally, the adoption of the. theory, at/least, that the PR
professoriate was essentially the institution and hence had the ¥ight to control its ' ‘
destinies. What has eventuated then, is a dual structure with the .two elements existing -
in a, constant state of-tension, and the net effect is a_slowdown ‘in the rate of ‘adoption
of changes. An extreme example is a complex midwestern state niversity where 24 months
are required before a significant suggested change. in departmgntal course offerings can be
accomplished. The two structures, hierarchical and collegial, monitor each other at the’

- departmental, school, campus, system and state level, thus,prodﬁking interminable QFIays.
: s - : . ' : .
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do not understand. their own processes but operate on the

uncertain purposes and -goals.

‘establish priorities for their. attention.

- intelligence who at relatively young ages become intrigued wi

s

. proposed for colleges and universities will be initially resisted. The prescribed. -

‘will provide income but still allow considerable time for reading novels, collecting, the

"mobility. Howéver, the significance of the subject specialty canrot be overlooked.

=
1

. N . - ] °

A second unique characteristic of colleges and\universities|i| that they may very
well be organized anarchics, according to. Cohen and March (1974). Pfkanized anarchies are ..
defined as organizations possessing only’ problematic goals and oper?ting on a variety of
inconsistent- and often il1l-determined references. Such organizations are unclear about
their goals and about the technology needed to achieve goals. Colleges and universities

basis of al|simple set of trial

and error procedures. Actual rational searches for procedures are based on historical
accidents, imitation, or contrivances derived from dire necessity. Further, collegiate
institutions possess no generally recognized way of evaluating the achievement of

Organized anarchies pose several critical problems regarding innovation, change and _
The first problem is how intelligent decision-making can be developed in a ’

reform. .
situation where goals are unclear. Relatedly, given the shifting nature of the clienteles
and ‘the varied and often conflicting'purposes,»how\managers and decision-makers can

Theories of management assume the existence of

a well-defined set of goals and.a clearly understood technology. Since these conditions
are not often found in colleges and universities, we can question whether there can be an
adequate theory of management’ that administrative officers c@n;applx and that can be’
taught to.aspirant administrators. . WL .

Resistance to changes and innovations in the educational realm of collegiate activity
seems also to be related to the professoriate itself and the kinds of individuals who are
drawn into cullege teaching. f{uture college professors seem to be people of considerable
th-isolating activities such
as butterfly collecting, star study, chemical experiments, or reading biographies: As
those interests deepen, th# incipient professors find more satisfaction in solitary
activities and less satisfaction in gregarious undertakings. As college students, their
interest in a subject deepens as does the quandary of what to do vocationally. By early
graduate study years, they become convinced that'collegeg;eaching is the.only career which

study of history or whatever. Tuaus are produced professors whose main concerns are their
subjects, supported typically by the perfunctory performance of teaching obligations.
Serious concern for the processes of teaching or.the coordination of one subject M@th
others is viewed as pure distraction.. Suggested changes in how subjects are taught are
likely to be viewed as excessively ‘time-consuming and are resisted. Obviously, otiexr .
forces do motivate professors in their roles. Some faculty members like to work with the’®
young; some become professors because of family tradition. Some use the role for upward

[ il : .
"As a geﬁerai rule, one should assume that most experiments, changes, and innovations

curriculum of the nineteenth century college persisted long after its utility had ended.
The values of good advising have long been demonstrated, yet few faculties have adopted
effective systems which work. Television has been shown as an effective instructional.
device, yet its widespread use has not taken place. -When attempted, experiments will be
relatively short-lived, and they will be incorporated into the institutional .fabric only
with considerable difficulty. This resistence can be broken down by the prudential use of
some’ manipulation techniques. But they must overcome substantial barriers which fall into
! . .

several categories:
. \ v
Institutional' Regression
- Lack of Evidence
) . Lack of Purpose of Change
‘Institutional Overload
A : Faculty Fatigue o
' . Student Apathy
o _ Failure, to Examine History
_ Pérsondl Relations .
- " Departmentalism : : -
Inaccurate Assessment of Social Need =

.
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INSTITUTIONAL REGRESSION

Despite verbal adherence to diversity and pluralism, American collegiate institutions
tend to regress toward a mean or model type institution. In the last half of the 20th ' A
century the model American institution was large and growing, complex, serving a number of :
different purposes, and seeking not only to provide a single kind of education; e.g., .
liberal: education, but seeking to gmbracé other forms of education as well. That model
image becomes engrained in faculty'‘and administrators th:bugh a long socialization _
process, and there is a tendency for such .individuals to favor decisions which will move a
‘ ‘given institution toward that prototypic form. The point can be illustrated by ‘observing
" institutional mutations. The private liberal arts colleges having the single purpose of
. educating undergraduates then add teacher preparation, home economics, business, social \\
 work, and other professional and sub-professional ,fields and.then enter graduate work, \
frequently in responsé'to/faculty feelings that their members &re not respectable unless
they are serving an-institution offering. graduate work. The teachers' college similarly
mutates by adding arts and sciences to professional-education, then other professional
fields, and then graduate work, doctoral work, and research. Techﬁical institutions such
as Cal-Tech or M.I.T. add social science and hum~nistic elements to their pregrams until
they become in fact comprehensive universities polarized around science. Even junior
colleges reflect this movement in states where it.is permissible for them to 'seek \ ;
four-yeéar-programs. In ‘states where such a change is contrary to public policy, advanced - .
work is offered under theé"guise of courses for community service in the evening or

. extended day program. ° . ) : ' .h “

, ‘The pressures -for institutions to change in these directions are considerable. At
£ ° the same time, muchof educational innovation represents attempts by institutions to be
different and to ‘accomodate -the needs of a pluralistic society. Thus, much attempted
innovation must struggle against pressures for conformity. Schools of education create C
_ -the doctor of education degree as an innovation to meet the peculiar needs of individuals.
#. who will become educational adminis}rators, yet the:prevailing norm for doctoral level
work is the Ph.D. Hence, schools %f education try to-make the Ed.D as much like the Ph.D.
as possible. More recently, the doctor. of arts degree has been highly touted, yet when )
. institutions such as Carnegie-Mellon University adopt the doctor of arts degree, pressures ..
' begin. to mount immediately to make it comparable to the Ph.D. :

. . .. N ’ .
- The prevailing norm for a college teacher is to lecture to a group of students. The
pfessures of that, norm are considerable, extending to guilt feelings if the teacher does- "
" other than lecture. Many suggested changes in teaching imply elimination of lecturing; '
professors can tolerate such change only if provided rather substantial psychological
“support: Once supports are removed, the tendency is to return to older modes. Some

professors do seem to like the more crnsultative role which self-paced instruction
requires. But even then, lecturing often creeps back in. :

LACK OF EVIDENCE - s | \

. . ) a |

Another constraining condition is the lack of relevant, persuasive evidence that \

- innovations. or changes produce results different from those obtained through more ]
traditional ways. The effect of this lack can be seen only through inference, because
there is litﬂle recorded testimony that lack of evidence is a significant factor.in
rejecting proposed change. It is unfortunately true that systematic evaluation, including
measurement of results, is typically not included as a part of an educational innovation
or change. If it is included it is casually done with the data.far ‘from sophisticated.
The reasons are severalfold. First and most fundamental is that educational processes are
so extraordinarily complex and the factors that actually produce educational change in | "
people so variable that it is extraordinarily difficult to measure changes over time, and
then ascribe causation to some single variable, such as a new curricular structure or a
new mode of teaching. So maay-different things that can_ have educational impact happenito
individuals, even during relatively short periods of time, that to claim a programmed ,
course in economics, for example, brought about a perceivable change is highly speculative -
at best. - - ' ‘ e

Secondly, many educatic.aal innovations are intended to be qualitatively different
_ from previoas practices to such an extent that it becomes meaningless to compare the .

i
i
1
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performance of students who have taken an interdisciplinary course ‘in engineering design
with students who have taken other courses only tangentially’.focused on problems of. '
design. Suczek (1972)," in reflecting on the-experimental college at Berkeley, ended his
rather comprehensive and complicated evaluative study with the remark, "To compare an
experimental program with a conventional program--especially in terms of quantitative
measure--leads to the anomaly of comparing qualitatively different entities on a -
‘quantitative basis. More important, such a comparison is based on the questionable

; assumption that two qualitatively different experiences can (and perhaps should) be

- .~ expected to’ lead to the same quantitatively-measurable consequences.' (p. +77)

» 1

- -Even if these two dif%iculties could be overcome, others intrude. Systematic
N ‘ : evaiuation requires technical skills of instrument construction, sampling, research
N design, statistical analysis, and the ability to make educational and psychological .
- inferences from data. College professors  except in the professional fields directly
concerned with those skills, simply lack them and either must use quite primitive.
. techniques of assessment or obtain the services of technically qualified associates. The
. former course produces little information of value and the second complicates the
. educatifnal innovaticn and increases the cost. In addition, systematic evaluation is an
enogmodsly time-consuming activity. Consider a rather uncomplicated design that would
require pre- and postteiﬁigg;gg;an,experimental and control group, each taking the same
semester college course—hut through different modes. The pre- and posttesting should '

~ include a-test of knowledge, several attitude tests, .and one test of critical thinking.

" The construction of a 50-question college test with sufficient reliability to insure
confidence in the results requires a_minimum of an hour per queStion. To produce a single
2]1-statement attitude test that can obtain a rank ordering of attitudes requires a minimum

- - of 100 hours. And a short half-hour test that can be objectively scored and that measures

' several critical thinking abilities will normally require two or more hours per test
question, if sufficient reliability is 'to be obtained. Thus, for the sheer construction
of measuring instruments this simple innovation would require at least 350 hours of work
by a technically qualified jndividual. Few plans for innovation budget- for such an i
expenditure of time. Even if such a sophisticated evaluation were reasonable, all too
frequently thé results are inconclusive with the final generalization beiag ""No
statistically significant. differences occurred between .the experimental and the controlled
group." Thus at the end of the attempted innovation there js little way by which others
can be shown the values of the innovation, other than throu, persuasion, political
manipulation, or in a few situatiomns, by fiat.. 7/ ‘ o _ .

. -Problems of evaluation are reflected in several quite different educgtibnal changes. .
One project involved computer-based learning in American Government. Thé professor and ~ ' |
his graduate student first prepared six .games involving political science principles 3
applied in such complicated phenomena as a tenure dispute involwing a teachers' unior or a-’
congressional committee chairman attempting to steer a higher education bill through =
committee. , These games were prepared for use in a computer with the intent that when all
..Six were prépg;ed they would be-orchiestrated into a full college course. The original
‘plan called fof usingithe-full new course experimentally during the summer session.
Howéver, light:student enrollment forced postponement until the fall of 1970. When )
' ] N finally <onducted, the experiment involved 100 students who took the new course, which was
- . divided into}alteinative weeks of formal lectures and work at the computer console playing

through the Six games. An important part of the original design was to have been a

pretest,’posftestfassesSment. However, for a variety of reasons, including the
"possibility of some departmental suspicions, the formal assessment did not work becau
. '~ the poor quality of the test materials. : : . e
e e : . ' -&"’/‘\
o v L.W//" - In another exggrihent,~a modularized course in critical thinking, careful gvgluation‘.
A =~ was an essential part of the original design. However, -the concerned profess i s
<. " encountered much delay in constructing the modules. Evaluation had to be: postponed and
'\\f. finally-was~€liminated In addition, neither the. professor constructing gh@ course nor ..
~f7 >~ . . those who'had been solicited to help with. the evaluation were knowlgdgeable concerning
i meagyréﬁent of critical thinking.  ‘In another situation,e;3¥£g£e§§3r'whb attempted to use
7 “ ~~ .. ... sim0lation games to ggéghﬂpriﬁc-ﬁTgé“of experimental psyefiSlogy was himseif technically = .-
RN : °;,/€6mpetent to deﬂfﬁﬁﬂhnd conduct psychological inquiry and to carry it through a systematic
pre-test, post-test psychometric study augmented by -information obtained from student
3 questionnaires. However, the measurement revealed no significant differences on any
,////// dimension between the experimental and control groups. The professor had to rely on' his

) ‘ own persuasion that a number of profourid changes did take place. In all likelihood they
- © did, but im2§5§s{zns will not generally convince others to adopti a new device. =
e . e P .
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. contribute to adoption, depending upon a variety of dhksgﬁn variables.

. . required,

/

~ This matter of the signifisance of lack of persuasive evidence as a condition of
. failure is complicated, There is\ some reason to believe that the presence of considerable
evidence still .does nz{ produce widespread adoption. Milton (1972); for example,
‘identifies a ndmber o prevailing fagulty practices, such as belief in transfer ‘of
training, faith in grades ds indicators of subsequent performance, adherence tn lectures
as an important mode of instruction, and insistence that students spend a specified period
of time gaining a-formal education.
the opposite of each of those beliefs.
in their time-honored form. At a policy level, however, the impact of evidence can be -
observed. The Progressive Education Association's eight-year study demonstrated that the
particular pattern of courses students took in .high school bore no relationship to their
academic successes or'failures in college. This finding eventually helped to ease college
or university impgsed entrance requirements, which-had specified in great detail what
courses students must take in high school. The Report on General Education in School and
College demonstrated considerable redundancy between high échoq} and college turricula.

5

" The Advanced Testing Placement Program seems to have emerged quite directly as a result of

this' finding. Perhaps the most which can.be said is that the absence of persuasive _
evidence concerning the effectiveness of an innovation or change can facilitate resistance
to the change, but that the presence of even overwhelming evidence may or may not

LACK OF PURPOSE OF CHANGE R
In a similar vein, the lack of a clearly expressed purpose or reason for a proposed
innovation or change may be a significant condition for failure. In one university a
newly appointed dean wantéd to attempt a curricular reform, yet its’purposes were never
specified and the students and faculty saw no reason to expend the effort the proposal
Academic people tend ‘to be quite conservative with respect to education
practices and are apt to resist proposals to modify practice, in the absgnce of clearly
defined purposes. -Further, demonstrating the validity of purpose is no easy matter.
Ladd's analysis (1970) of institutional szlf-studies suggests that where study and report
processes were intended to challenge the status quo or to,create an atmosphere conducive
to the acceptance of change, the studies were largely inéffective. However, if there was
widespread acceptance of the idea that changes were néeded, then faculty members could see
the purpose of a study and of implementing its recommendations, and the total effort
proved reasonably effective. - ' d '

' e Lo ' . i .
_ The precisg/iunctlonAof specified pirposes or goals in relation tc innovation and
change is m -flore .complicated by the fact that universities as organizations seek many
goals ave many purposss-and that individuals also have purposes and goals which they

try-to satisfy within the organizational context. A particular change in practice may be

”/;/*’ghggested for .a very definite organizational goal, such as balancing a budget through

 increasing the teaching load of professors,yet be antithetical to the goal of individual

' “faculty members to have more time to spend on their own research.
happen.
develops critical thinking skills in students through intensive individualized work would
be antithetical to the purpose of the dean of the college who wishes to maintain a

~ ’‘student-faculty ratio high enough to satisfy statewide coordinating agencies. It can at

i least be theorized that the changes for successful implementation and adoption of an
innovation are related to the degree of congruence between the organizational and

. individual purposes and goals affected by the change. Thus, in a situation in which a

1 uﬁ%versity wishes to achieve eminence in graduate education and research, and-individual

. faculty meémbers wish. to work with selectively-chosen graduate students, a suggested upward

i e in student admissions standards is likely to be accepted. . ’

The opposite also' can

n general, then, it can be argued that optimum conditions for successful use and/or
n of a significant change involve a clear understanding and acceptance of purpose
iser and those affected by the change, facilitation of personal goals of the user
affected, and.consistency with organizational goals.- As a positive example, the
‘biomedicgl engineering program at the University of Miami- was designed by an individual .
‘who obtained considerable satisfaction from close working relationships with the School of-

- B
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He then summarizes.voluminous research that indicates
Yet the beliefs persist and the practices continue

/

For example, innovation to enable a faculty member to teach a unique course which
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- Medicine. The resulting program produced quaiified practitioners for which there was a

lively demand, and the program was relevant to student expectations. - It also furthered
the University of Miami's desire to obtain.a more substantial posture in graduate v
education without the necessity of entering full-scale into a Ph.D. program, ‘

In contrast, the ‘development of an interdisciplinary undergraduate course on man and .
the environment failed because of the lack of the above-mentioned conditions. The course
was undertaken - in response to constant but,rathfr vague urgings by the dean of E -

“undergraduate studies that faculty members should pay more attention to the needs of the
undergraduate students, The professor had become vaguely dissatisfied with,a similar
course and had thought casually that focusing on critical thinking might give the course
some appeal. He had hoped he could recruit graduate students to construct case materials.
_which would comprise the course, but when he failed to obtain the needed assistance he
allowed the work to lapse because he was unwilling to take time from his own research to
develop the cases.. In reflecting on his decision, he somewhat wistfully remarked that
such choices would generally be so resolved as long as the prevailing reward structure

persisted in major American universities. . -

- INSTITUTIONAL OVERLOAD - S !

If a given organizational' system is overloaded with- too many undertakings ‘at one
time, the chance for successful implementation and/or adoption of change decreases
substantially.- This phenomenon may be operating in larger, more complex institutions
which seem to génerate a great many innovations and changes of which only a few are
adopted. There might be some soyt of optimum rate of innovation. In conditions where
rates are low,—there is insufficient stimulation in the environment to maintain generative
activities. On"the other hand, if rates of change go appreciably above optimum the

_organization and its members appear almost frenzied, with no time to perfect change or to
-cultivate the adoption and institutionalization of change. - As an example of the latter
situation, the School of Education at the University of Massachusetts, Amherst, under. the
leadership of a vigorous individual, is regarded as one of the most active schools of
‘education in the country. Literally hundreds of projects have been undertaken dealing
- with teacher préparation alone. Yet the very plethora of program§ has resulted in
diluting the impact of any particular project, so that no one can judge with any certainty
- what . the central thrust of the teacher preparation program in the School of Education %
actually is. At the opposite extreme was an eastern women's college generally regarded as
an attractive haven for undérachieving upper middle class girls, located on a campus of
jewel-like beauty in which an ‘intellectually arid faculty offered a curriculum that had
changed in no significant regard for a‘decade: No faculty member ‘had undertaken' any
summer. activity for professional improvement for the previous ten years, and faculty
members appeared resentful of suggested educational changes or innovations as they might
be disruptive of a pleasant lifestyle. h . : :

_ It is difficult to decide whether hyper- or hypo-activity is the more destructive of
institutional inability. During the late 1950s and early 1960s the University of
Pittsburgh -under the leadership of Chancellor Litchfield ,attempted major ‘changes and
reforms in almost every part of its operation. ' The institution adopted the trimester

. system; it adopted a new and complicated administrative structure; it adopted a new

faculty and student recruiting posture; it attempted major curriculum revisions; it e v
attempted to speed up its graduate and research programs, -all to become a distinguished™
national university within a decade. The hyperactivity produced so many dysfunctions and
such a surious drain on the financial forces of the institution that the University of -
-Pittsburgh was forced to seek affiliatfion with the :state system of higher education in
order to remain® economically solvent. - .

s
5

FACULTY FATIGUE -

Related to institutional hyperactivity is the problem of faculty fatigue. This can
be illustrated in a numbér of ways. Institutiosal self-studies that produce rich catalogs
of suggested. innovation, change and reform all too frequently produce little actual’
change, in part because faculty energies are so drained by the self-study effort that they

“have little energy left to implement the suggested changes. Eloquent testimony on the
same matter is provided by officials of newer jmstitutions that have been ~alled upon by

25 .




.- regional accreditation associations to conduct several self-studies within a 'three or
four-year period, while at the same'time fashioning programs sufficiently interesting to
attract students. Their faculties were just too tired to attempt one more‘sfudy or to

“undertake one more major reform. " How to gauge faculty fatigue is perplexing, for the
optimum time between major innovative efforts rests some place between hyperactivity and
educational doldrums. If self-studies are used to facilitate change, probably at least
.five years should intervene between the completion of one and the ‘initiation of another,
"and no self-study should consume more than 18 months, and. probably should be concentrated
in nine months to a year. : ‘ :

wﬁm APA HY

: - -A frequently overlooked condition of failure of educational change is student apathy
about the traditional modes of education. This is paradoxical because many educational
innovations and reforms have been implemented by faculty and administration eager to
satisfy student needs. The desire is historically an essential of American higher
education. With the exception of the 1950s and 1960s the bids to satisfy students have
been highly competitive, there being more spaces than applicants. But once the new
interdisciplinary course, or new teaching method, or néw counseling system, is put into
effect-and the immediate euphoria passes, students appear disinterested and return to more
comfortable and regular ways of obtaining their college education. -And students have )
reason. Pass/fail grading or the elimination of grades D and F see to-please students

legal tender than the new symbols. Deep emersion in a subject by an._intimate group proves
to. be psychologically exhilerating for a time, but students quickly discover that '
participating in the governance of a group and setting problem$ rather than having them be
set: consumes -time and emotion, thus precluding other kinds of desirable activities. :
Students find courses aiding in self-discovery initially appealing until the demands for
public disclosure and self-confrontation intrude. - i )

- FAILURE TO EXAMINE HISTORY

A possible condition for failure of many innovations is the lack of collective memory
or actual. history as to what had been tried before and to what effect.  Most of the
successful-innovations outlined earlier are. contemporary attempts to refine methods of
instruction long in use. Thus ,~television allows better-prepared lectures and-computers
allow more precise drill and recitation. Interdisciplinary courses are in many respects
1970 versions of 1940 general- education courses. A particular case in point is found in -

professional education, with the 1973-74 fad being competency-based training programs.’ o

.surface twice since the early| 1920s, was.given a serious try, but fell into disuse.
Contemporary faculty members not knowing of the mistakes of the past seem destined to
faculty. members with knowledge of the past.outside of 'a thorough search of the literature.;
And one can be even less sure that knowledge of past mistakes will ‘be heeded. This argueﬁ,
for more systemati¢ reporting of innovative practices especially where there is"likelihood

) of repetition by other institutions of higher education. . k . 7
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Time and time again attempts to innovate appear to be affected seriously by personal

_ relationships, personality peculiarities, ou changes in personnel. A project involving
development of creativity in engineering students fell apart because the conception of
creativity held by one member of the project team (based on factor analysis of
intellectual traits) was -contrary to:that of another member -(based on the goncept of
self-actualized personality). A major research study on life careers of bth§t§raduates
from predominantly black and.predominantly white institutions was completed extremely late
because the originator of the proposal was a descriptive sociologist and his suctgssor a
mathematical sociologist. A promising attempt to reduce attrition at the Universityx of
Akron; faltered when the person responsible for the undertaking was promoted to be graduate
dean. At another institution an attempt to injéct psychoanalytic theory into the '
preparation of teachers faltered when a new academic.vice president rejected-as completely.

e
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" momentarily but they quickly find that the traditional symbols represent a much  more valid - --

Few people attempting competency-based programs-.realized that the concept-had come to theéi,

i
repeat them. Of course, one cannot be sure that there are workable ways of providing ! *
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compgter./

/ 9th- century. Since that time departments have evolved into the principal haven for

. as barriers to change. First is a university-oriented department, usually found in

/post by the dean. These individuals see themselves as administrators and are willing to-
" use prerogatives of administration to guide departmental activities. As universities

the orientation of the department shifts.. There continue to be strong department heads,
‘but the single authority increasingly: comes under the criticism and scrutiny of younger

. BN L M . ‘ i A

-] ; : ' - R Y : o
invalid the éntire psychoanalytic set of postulates. An attempt to develop a course on
critical thinking was slowed to almost a standstill as the director of the undertaking .
pondered senﬁously a move to another institution and encountered some animosity\.by his. .
department head and dean. Of course, the converse also can operate.. At the Un versity of
I1linois the graduate dean was a powerful individual. "The fact that' an incumbent to that -¢
position was enthusiastic during much of the developmental work of PLATO (an elaborate - =

computer designed for -instruction) contributed materially to the many attempts to use the

e

| . . N,

This /matter of pérsonality seems critical enough to require further elaboration.
Very real|ideological differences that can split or polarize faculties do’exist, making a
staff-developed curriculum or a staff-contrived innovation difficult if not impossible to
aéhiéve./ Some faculty members -are obviously oriented toward research and see as their
principal obligation replicating themselves in the young students they encounter. Others
with a more applied experience oppose this with the issues frequently being predominance
of théeoretical or applied courses and amount of field work. Contemporarily, many
facuitiés are split\oVe?'quantification. Some faculty members -believe that most phenomena
can be pest understood through. reducing them to numbers and manipulating the resultant
statistics. Others feel that a preoccupation with quantification misses “the variety and
intensity that characterize real-life situations. These differences can quickly
degenerate to personal animosity which does affect educational matters. Personal
animogity often derives .-from basic ideological differences; e.g., advocates of behavioral
modification feel that their system is so reflective of reality that they come to question
the - jludgment or even the integrity of Freudian-orierted scientists. In recent years
entire proféssional schools have been virtually paralyzed through the schisms produced by
animbsities.j One midwestern school of social work reached the point at which behavior
modi/fication advocates ceased speaking with those of other persuasions. It required the-
appointment .of a new dean and the resignation of several of the most intransigent faculty
members before tranquility could be restored. S o -

/
k. :
DEPARTMENTAL ISM

With respect to. educational change and to innovations, involving institutional
‘administration, organization,: governance and financing, academic departments and the
spirit of departmentalism stand as a major barrier. The creation of academic departments

ocused on subjects or disciplines was one of the first academic revolutions in the late

academic people, providing them security for their work, protection against the ambitions
of rival. departments, and a:symbolic expression that professors are- historians,
economists,/br’ﬁﬁysicists first and foremost and not teachers or educators. As
depaptmeﬁfé grow and become strong they mark off the-boundaries of their members'- concerns j
and fesist attempts by outsiders to encroach on those concerns. At the same time, they .~
sefve as limits that department members can go beyond without fear of 1osing their basic¢
security. Departments have introduced courses reflecting the specialties of their members
and indicating the parameters of a discipline. They have also been the vehicle by which
future professors could be trained and socialized into the culture of-the particular . ]
discipline. They have been an admirable device to encourage faculty members to engage in -
specialized research and to refrain from scholarship that might transcend the departmental
lines. : . - o

ngﬁerally departménts fall into one of three categories,- each functioning differently : |

institutions of moderate size that concentrate their major energies on undergraduate
education. Funds and lines of authority stem directly from central administration, and -,
the department .and its members align themselves closely to university purposes and goals.

Departmental chairpersons in such units are senior individuals, generally appointed to the

become larger and more complex and. develop more concérns for research and graduate work,

faculty members who are”more‘concerned with research reputation than with institutional
goals. Such departments frequently give the impression of being divided, with the older
and senior members loyal to institutional purposes, and the younger ones looking outside
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the university for their psycgpldgich, political, and economit support. As the = . -
n university becomes still moré prestigious and nationally-oriented, and as the proportion
of faculty holding.distinguished résearch reputations increases, departments mutate again
‘to the posture of disciplinary orientation. ‘Departmental members become more independent
and“look to sources outside the university to fund their activities. If senior faculty
members’ become department headsﬁit is through-election and only .for one or two years'
duration, for faculty members prefer the satisfaction of their own research and work with
their own graduate students. Department heads also may be relatively junior faculty
members appointed to the position, with the expectation that they will in no sense be
leaders./ Rather, they are expected to take care of the details of the day-to-day '
functioning of the department, leaving the department members free to go in their own
directions. ' : ’ '

The dégree'to which heads in university-oriented-departments are interested in

educational or curricular matters is important to the issue of barriers. When the heads

. are favorably disposed, the departments can become examples of educational innovative
behavior. However, if the department heads fancy themselves responsible administrators
they likely will be wary of extending innovative activities to other. departments- for fear
of ‘possible competitive advantages to others. If departments do not happen to be overly
concerned with education, they are still likely to resist efforts Qx/céhtral -
“administrators.to economize and to develop better reporting systems and the like.
University-oriented departments become small empires with their leaders jealous of their

. prerogatives, including control over positions, and resistant to administrative changes b
such as institution of departmental personnel commitfézz or departmental policy '
committees. Co , ' o

\ faculty members jealous of their- ositions and resistent to the ideas of younger members. !
\Younger members will evidenee interest in change so long as the change increases their own
influence or produces.reSources for their own research and scholarly activities. -

Within departmentally-::ifztgg/uﬂifs there is the problem of ambivaleﬁcé with older-
i

In the disciplinary-oriented department there is no departmental leadership and
whethet ox-fiot faculty members are interested in educational innovation is their own
busines¥. If senior professors do become interested, their colleagues accept that a
i i6§§ncratic behavior but feel no obligation to reinforce their efforts. _ :

The spirit of departmentalism'essentially elevates the value of a subject to primacy ’
over all otheér possible values. In furtherance of a subject, new specialists are ,

. recruitéd and new courses adopted. Suggestions that faculty members might do work outside
of a discipline are antithetical to the spirit of departmentalism. Similarly,
administrative encroachments on the department are viewed- as defiling the sacredness and
symmetry of a well-developed field of study. Departmentalism is glorified and its
exponents redeemed when bright younger people elect cto major in a subject and .to pursue
graduate work so as to eventually qualify for a depg tmental priesthood. Profane
activities in the light of departmentalism include being required to teach servicey
courses, to combine with other departments to teach general education courses, to place
the needs of the students above those of a subject, or. to.see the substance of a
discipline diluted for the sake of non-major' students. Consider for example the feeling ,
‘in some classics départments that their courses should never be taught in translation;)/To
translate is to defile. How departments function has been well examined by Dressel, / -. .

Johnson, and Marcus (1970). ‘ . _ -+

\ r.t_;’~

INACCURATE ASSESSMENT OF SOCIAL NEED - L

A major stimulus to innovation, change, and reform is the desire by institutions to
satisfy their clientele. Colleges and universities, if they are to survive as spcial
institutions, must detect and respond to social needs, demands, pressures, and changes.
Universities and colleges are collectively the social institution created and supported to
provide specific services that people and society need and desire. When they fail to
provide these services, or when they provide service irrelevant to the existing needs of
society, colleges and universities risk the possibil@ty’of.their own survival. The 19th

l: \l)C . “ . e ) }I I . 2§ . | : ) "\ . ’. -
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_ industrial and scientific revolutions and conquer and
mass. - ) :

century American collegé, for example, almost ceased to be a viable educational ,
institution, simply because programs involving classical .and philosophical curriculum were

irrelevant to the needs of the people who were busy trying.to assimilate the fruits of the
control the continental-sized‘land

. Whether colleges and universities can be sufficiently astuie and accomodating is
conjectural. Their collective histories present in almost equal measure correct
assessment and response, faulty diagnosis, and ineffective or no response. On the
positive side, collegiate institutions at the end of world War II were able to perceive in
time that veteran -enrollments would be. larger. thah expected and that institutions would
have to modify their physical plants, faculty recruitment policies, and educational
instruments if .they were to meet the veteran demand. In the.early 1950s higher education,
heeding the warnings of one of its members, began to prepare'for the impending tidal wave

" of students produced by post-World War II's sharply increased birth rates. By the time

these children reached college age, capacity was available to serve the majority of those’
wishing college education. A few college and university presidents and professors also
sensed that the several research triumphs of World War IT heralded _
would become pivotal in the society, requiring a partnership betwgen the expertise of
colleges and universities and governmental support and direction. Plans were made to
redeploy' faculty into reséarch efforts and to prepare cadregs- of.‘research workers. The
oversupply of .Ph.D.s in the 1970s resulted directly from fédéral, state, and institutional
policies designed to do just that: T L : i
\ : . ’ - :

At the other extreme, episodes of collegiate obtuseness and-pnresponsiveness have -
been’ numerous and critical. Until the death of Martin Luther King,zJr. collegiate
‘institutions acted as though there were no racial revolution, despite heightened demand by
blacks and other minority groups for inclusion into the mainstream of higher education.
While the courts and the Congress were responding, collegiate institutions, with few
exceptions, were not. Institutions did virtually nothing to modify admissions standards,’
actively recruit, provide financial support, or modify eurricula to conform with minority
group needs. In another instance, few educational. leaders in the .1960s foresaw that
.continued increases in financial support for higher education ran contrary to the
intractable law of nature that exponential increases of anything cannot last ‘long. Just a
year before the first glimpses of impénding financing difficulties became apparent,

' 3 d state in all seriousness that faculty salaries would increase

university presidents coul :
at rates of 7% a year into the foreseeable future and that, state contributions for pure

research would increase exponentially through the 1970s, 1980s, and beyond. Only a few
insightful individuals, including Harold Taylor, President of Sarah Lawrence, and Clark
Kerr, President of the University of California, siw early that expanded size of
institutions, increased heterogeneity of student ‘body, and an almost calculated
impersonality by faculty members caught u “in entrepreneurship would produce revolutionary
' in times of racial turmoil and war. . For the most part,

outbutsts by disenchanted students
those few warnings were unheeded, ‘and even in 1964 educational conferences could be held

and\onks and articles written that did not mention student problems. John Corson's 1960
classit .on acaqpmic governance did not include the word student in the index. The events
at Berkeley in~1964 caught higher education completely ‘unaware, since its leaders were
convinced that the .silent and apathetic’ generation was indeed a reality.
myopia certainly affects innovation. In almost a random or capricious order, those in
" higher education pickout emerging issues and evolving needs and attempt to make
modifications to resolve or meet them. Identification of the wrong.issue jeopardizes -

successful innovation just as much as responding incor;écfly to the right issue.

!

Since the end of World War II, higher education has claimed to to be able to' do téé

much. Claims of omnicompetence result in misunderstanding of needed innovations and

changes--thus enhancing the likelihood of failure.
to make more realistic claims about their objectives and proficiencies. They cannot do
-everything their catalogs say they do. Liberal arts colleges cannot prepare'students for
the many vocations implied by the various professional and pre-professional curricula ’

listed.. Graduate schools of education cannot prepare the many. different specialists. they
“cl'aim the profession needs, nor can schools of business, journalism, librarianship, or
social work. Junior colleges cannot offer the intimate .counseling they claim with the
size faculty their resources allow. Nor can a-program of general education produce people
with deep-awareness of science, a mature set of values, an appreciation for the great and
beautiful, and a lifetime devotion to learning.- Colleges and universities are well
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prepared to do a few things’wpll. They can occupy the time of late adolescents until the

work force is ready for them. They can develop and improve language and number skills.

They can provide some timé for the young to think about who they are. They ‘can instill a

limited amount of, generally needed information to enable people to communicate with each

othqr{ They ¢an create opportunities for young people of the same age group 'to interact

with. each other. And they can train some students in particular skills needed in some

.. vocations. These are all worthy functions-and are quite properly enough reason for the

“ existence of an institution. If higher education were to adopt a more parsimonious
statement of purposes and goals, then innovation or change could be more effectively
contrived. It may be of course that there are other needs that institutions should serve.

" If that be true, then either additional resources must be provided or else institutions

must drop some activities in favor of new ones.’ ] . * . . B

'SECTION 4. IMPLICATIONS FOR SUGCESSFUL INNOVATION FROM
*THEORTES OF ORGANTZATIONAL BEHAVIOR

In the previous two sections, factors contributing to success or failure of
innovations in educational institutions produced a reasonable but still incomplete profile
of an innovative situation. Additional insight may be obtained from careful .examination
.of many different organizations, whether bureaucratic, political, or structured as a,
community. Such an examination suggests a‘number of different characteristics which are
facilitative or restrictive of innovation and change. ) ' B , ‘

The following description portrays-a college or university as an example of
organizational behavior. An innovative college or university is a reasonably complex
institution consisting of a substantial number~of specialists, specialized schools, and .
departments whose-members are highly professionalized. However, there is also a generally
recognized and-acknowledged centralization of authority that is exércised flexibly to.
encourage inventive thinking by individuals and within subdivisi /s, but with sufficient
will and capacity to contrive consensus on a ledst a few innovative activities. The .

\ institution possesses. enough wealth ard power so that needed sfack resources can be
devoted to innovation without seriously threatening ongoing,9 erations of the
institutions, The relationships between individuals in varidus.parts of the institution
are reasonably close. There is a formal and informal network cf linkages that can
facilitate interaction concerning innovations. The institution is quite sensitive to.
changing social and economic conditions and possesses techniques to sense genuine changes
or threats in the external environment. It also possesses techniques to detect
discrepancy. between achievement and expectation and. develop that evidence into persuasive
communications -to the various institutional constituencies, The institution also is
linked, at least informally, to other contiguous institutions or to institutions feeling
an ideological kinship and there is a great deal of exchange oftinformation as to problems
faced and solutions attempted. | . - : ‘

Such a profile is derived from a variety of viewpoints concerning orgariizations, all
of which are consistent with the cases presented in thisé monograph. An organization can
be defined as a social system created for attaining some specific goals through the
collective efforts of its members.and whose structure specifies its operations.  Such-a

. system imports energy from the external environment in the.form of people, raw materjals,
-~ capital and the like and transforms those raw materials into some product or servicg that
;:is then returned-to-the enyironment in exchange for new-raw materials. Organizational
~'viability and survival thus. depend onits ability to maintain a favorable rate of exchange
between its output and the environment. Organizations reflect-a much higher degree of
_specificity of ~tructure and coordination than any other assemblage or aggregation of
people found in a society. : To a considerable extent the amount, kind, and frequency lof
innovation and change within an organization are a direct product of' its.relationship's- -
with its external environment, while innovation and change represent efforts to adapt| to
and to influence the-total environment. - Present evidence suggests that factors in the
external environment have considerably greater potency for the stimulation of innovation
‘than internal factors (Zaltman et al, 1971) ’ .
’ : Co . v ) . ’ !
Generally organizations, whether they are education, medical, military, or businelss,
exhibit characteristics that make innovation and change difficult. Hefferlin (1969) hlas
. 1
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“modifying foreign language requirements.

‘rate of expansion of higher education had begun to decline, such supra-institutional

‘technology also may illustrate this point. Even though television may be more effective,

_accountable to -superiors for their behaviors as well as for their subordinates. A :

impersonally. ' ‘ _ _ ‘ N

! in%;itutions. The hierarchical principle interposes barriers to. communication -from lower - ,
" to

tinn
‘decikion-makers, but such a presumption. limitstfie: search for alterftatiyes that again is

.extracted from the literature five such characteristics. (1) Organizations-.seem to be-

inherently passive as they continue to exist. through ‘repetitive “interaccion of their
members. (2) They exist in order to routinize behavior, to insure the efficient continued
performance of some task. (3) To.some degree, organizations are hierarchicai; conferring
on some members. the power to influence those routinized procedures. (4) Organizations

tend to be self-selecting and attract new members whose views and values are compatible

with those of the organization. (5) Organizations tend toward institutionalization and
ritualism, thus insuring organizational stability. (pp. 10-13) . :

One of the tests for successful. innovation is thé extent to which it has become

" institutionalized and can function without regard.to the specific individuals carrying- on’

the new process. Ritualism is illustrated when the process for achieving some goal
becomes the goal itself. For example, the study of foreign language was originally
adopted to insure that members of certain classes in society could function in

multilingual situations. Graduglly; the study of foreign language.came to be viewed as an- |
end in itself, the potency of which can be gauged by the heat .of faculty discussions about

_ ) B . -
Organizations also tend. to evogve primarily into means of livelihood for their
members. The relative importance of organizations may become clouded as a result. The
National Organization of Higher Education in the early 1970s continued to create new

sub-units such as -supra-institutional boards and professional staffs. Even though the

agencies represented a way qf‘accommodatihg professional members whose services were not
needed for on-campus programs. Some of the resistance of professors ‘to educational

it could cost jobs of accepted members of the profession even though providing jobs for
others. : . :

© 0f the different structures organizations may adopt; the bureaucratic ‘structure is
major and highly visible. In a bureaucracy, a hierarchy of authority holds individuals.

substantial division of labor among positions within the organzation allows for a high
degree of specialization. Uniformity and continuity of task performance are assured by
rules and procedures that‘permit or even demand that individuals carry out their tasks *

Lastly, people employed by a bureaucracy are accepted into the organization because. ,
of technical qualifications, and work within the organization constitutes a career :
(Zaltman et al. 1973). Bureaucracies possess a number of virtues to commend them as'@a
desirable organizational structure. They can be efficient in the sense that large
bureaucratica ly organized industrial organizatiohs can provide cheap, durable, and
plentiful products. The large college has the potential of being an efficient college.by

providing larﬁer faculties, greater variety of courses, and better services, all at lower

costs.. In a sense a bureaucracy represents the collective wisdom of a society that has
ound that certain structures are more effective than others. Higher education probably
Tepresents organizationally the rationality that generations of educators have employed to
|rganiie education. In addition, bureaucracy, particularly large-scale bure€aucracy, .
offfers opportunities -to individuals. It has been pointed out that large universities
experienced more student protest during the 1960s than small ones, but at the same time
lirge institutions offered more variety for students and professors and more opportunities
for self-fulfillment. S o - : 3 :

‘Difficulties arise, however, when applying a'bufeaucrafic'model to collégiate

igher echelons. Bureaucracies presume predictability of behavior and acceptance by
individuals of definite ways of doing things. - A bureaucracy thus abhors conflict. Yet-
coninct, or at least tension, among people of differing ideas may be essential for
ation. Relatedly, bureaucratic orgarizations presume.certainty on the part of

ari essential for change and innovation. Innoyative organizations constaiftdy scan their
envinonment to detect emerging variations and to consider internal adjustments to them.
It is\ this constant observation of the envifonment that makes the organization®jnnovative.

This is in contrast to the bureaucratic opganization that, ip its pristine form,“m%kes

plans \based on._an assumption of predictalle events in the environment. - « kg _
+ " .. \',/ - i -
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Such weaknesses of a bureaucratic structure have led to examination of other“models

- which might faﬁilitafe_the functioning of the organization, such as a communications- model "= [

which requires many different formal and informal channels of communications, or a I
political model which requires a great deal¥ of grouping and regrouping of people and ‘
interests as conditions change. .This search is encouraged- by  empirical data that show B
that the bureaucratic model -does not:explain how decisions are in fact reached. Baldridge ‘
(1971), for example, in examining how a number of changes took place in New York ’

‘University, found that the political model was a-much more powerful tool than the /

bureaucratic model.- The important point is that organizations can be structured in
different ways and that there-probably is no one best structure to fit all conditions.
Very likely, viable organizations function differently at different times, as for .example,/
functioning bureaucratically under stable conditions, politically under changing - /
conditions, and éven autocratically under crisis conditions, Benner (1974) studied how /
Stanford dealt with demands for elimination of ROTC. Before the -crisis negotiations were -
handled routinely by subordinate administrative.officers. -As tensions mounted a great |

.deal of political bargaining took place among student groups, ROTC officials, and key |

administrative.officials. At the very peak of the crisis the president's office assumed
full responsibility to resolve the issue. The fact that organizations do and-probably :

. should alternate among several different structures is underscored by some of the

Q

generalizations concerning innovation and change that research.on organizations. has

~ produced. . ‘ o A N

Y

Regardless of whether organizations are bureaucratie, political, or anarchi§fic,ﬂthey
tend to behave similarly until forced to do otherwise. .Organizations generally contiiiue

to function in historic ways and do not search for change or innovation as long as [ -
expectations and actual achievement are reasonably. close; i.e., a college should do /what a
college does. When faced with a discrepancy,betwéen these two, the organization acts like -
an individual solving a problem. Individuals, when faced with a problem, search t éir
memories until they encounter the first solution that seems to have relevance. Th

individual- generally will not examine all.alternative solutions, but rather willhzéarch .
di

thiough levels of solution until a plausible one is found. At that point. thé in ,Qidual
tends to make a decision or take action. The levels of solution through which the .
individual searches appear f)_possess'aﬂ hierarchical order with solutions over which the
person has control examined first, solutions Tequiring external -resources second; and a
re-examination of the criteria that a program must -satisfy last. o i '

. : . s 2 ’ : /
Organizations follow somewhat thessame scenario, reaping certain advantag#s and

disadvantages from group problem-solving:efforts. Generally, although there is a
continuous mild pressure toward innovatién and change, satisfactory organizational
performance is likely to be very close to actually achieved recent- performance. -
Discrepancies will come about as individuals compare their own criteria wit /those of
others and as organizaions compare their performance with the performance of other
comparable organizations. When serious discrepancies are noted through comparing such
factors as application rates, average SAT gcores of entering students, and the like, the
organization is triggered to engage in a Search for|innovations. Although some , -
innovations do result from accidental encounters with opportunity, the abéence of L
significant environmental change implies only moderate periodic effort t¢ innovate. /
Environmental stress, however, is a peculiar matter. It must be neithey/ too great or’ too
little. If solving a problem comes too easy, apathy results. If a solution proves. too
difficult, frustration or desperation results. ' ' : -

This liné of argument suggests that stimuli- to innovation are external and that the
innovative process is not programmed. However, organizations can themselves stimulate
innovation, either by explicitly changing levels_of expectations, or by formally '
organizing individuals or a unit to engage in innovations or the stimulation of
innovations. The degree-of innovation produced by -thesé internal mechanisms can be
modified through creating explicit time pressure or through- greatly clarifying and
specifying goals. It is easier to reward.or penalize for failure or success in meeting a-
‘specified deadline or accomplishing a task with a clear definition. Organizations spend
most of their time on daily routine, and this activity tends to:divert individuals from ‘
highly unprogrammed t=sks involved in innovation. This phenomenon can be deflected either
by specifying-goals, cstablishing deadlines, or allocating resources to goals requiring
nonprogrammed activity while at the same time prohibiting use of those resources for
routine activities. When resources are specifically allocated for innovative program

B 1 - - . .
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. one. Thus it is extremely difficult for colleges and universities to adopt any major

" “universities rarely have produced large-scale and lasting changes.

o empirical—rationalgstraxegies are probably most frequently used to bring about’ changes

" uncover potential answers and the  dissemination of‘this knowledge t ligh' broadly
P eﬁ//gr h

. f e .

¥ .
dg%elopment there ™ $' ustially an immediate spurt of enthusiasm and work effort. A -
foundation grant tozS5tudy values results in much discussion of yalups‘end how to affect
‘thefi. When this activity produces significant changes they.tend to be| incorporated into
routine activities but are rarely re-examined later. An illustration is the considerable
enthusiasm with which a cadre of planners build’a new academic institution and introduce
many -presumable innovative elements. When the initial enthusiasm wanes, however, those

elements are rarely re-examined, except in the presence of external stress.

Important to contriving innovation is the availability of slack- resources, i.e.,
resources not needed to mdintain ongoing programs.. Given the availability, organizations
tend to lopk to predictable places for innovative ideas. Harvard, for instance, would see
what Yale did. Organizations tend to borrow rather than invent, so that rate and type of
innovation will be a function of exposure. The more contact members of one organization
have with other' relevant organizations the greater the rate of "innovation, Once a - o
well-recognized organization finds an acceptable solution to a generally experienced
problem, the innovation.will spread rapidly.to other organizations within the industry.
"General Education in a Free Society" published by Harvard prodiiced a spate of new general
‘education programs throughout the country. It is this phenomenon that accounts for so
mich of the imitative curricular planning in American colleges and universities.” One
institution develops a program of black studies to cope with the increased number of black:
.students, and the innovation: spreads to all .other institutions experiencing a similar rise
in enrollment. ' : : . I : '

When a total organization becomes aware of a problem, sub-units will search their.
memories for possible solutions. For the most part these subordinate searches will become
ends in themselves. Rarely are there mechanisms for aggregating proposed sub-solutions
‘into some rationally defined ‘total solution applicable to the entire organization.:
However,- this process operates differently according to whether an organization is a
federated one or a composite one. A federated organization (of which the university is a
prime example) allows each of the sub:units almost complete autonomy, whereas the v
composite organization is like a mosaic in which the meaning of any sub-unit is achieved
by being an integral part of the total organization. Generally it is more difficult to
achieve an aggregaté&grganizational solution in a federal organization than in a composite

‘change that modifies the roles of all subdivisions. ' Recent self-studies in large

; N : o
_ Whether organizations-are federal or composite there still will be differences of
sensitivity to innovations according to levels within the hierarchy. Central
administrdation is sensitive to broad innovations, whereas members of departments or .
divisions can act almost obliviously to those needs as their members concentrate on their
own operational goals.; The president of the university may want the institution to make a
leap toward greatness);but the chairman of the classics department is concerned with a
tenured appointment for a well-liked assistant! professor. A particularly vexing issue is
whether planning for innovation is.best carried on by administratively responsible ‘
operating.units or by units havirig only minima] administrative duties, but presumably
greater time and resources. - . : : '

Three major strategies for producing organizational-.change are empirical-rational, = |
normative-re-educative; and the application of power (Chin-and Beene 1969, pp. 32-57).
Empirical-rational strategies assume that people are guided by reason and .will use that
reason to serve their own self-interests.- -Regardless of whether this be true, " o
orgariizations-and indeed .in the entire society 4in the United States and Western EurGpe.
One subcategory of these empirical-rational_strategiés'is the conduct of ic research to

applicable educatieral efforts.  Within organizations where nee ‘changés do not occur in
this way,—another rational mode is tofeplace personnel with those who will be more

M gl . . N . - . -

Syipathetic to proposed changes. Although critics say formal bureaucracies frequently
resist change, nevertheless the bureaucratic hierarchical organizational structure is
specifically designed to facilitate change. Bureaucracies increasingly employ systems:
analysts as staff and consultants to make the bureaucracy more open to change. Clearly
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derivative of this is-the attempt to link applied. research with the practices of people . .
actually conducting the organization's business.. An example is the development in the’ RE
1960s of research and development centers concerned with disséhinating their' educational
results to practitioners. Jt is assumed tiat if practitioners are informed of favorable-
results of an experiment, they-will willingly change their practice. . -
. B . ~ . . : . AR ‘ .

Colleges and universities have acted as though this were the major ya& to.bring about
changes. They have created poffices of institutional research to produce.evidence and ‘have
set ‘up centers to improve instruction in accordance with that evidence. They have
_developed systems of performance evaluation that include student opinions, judgments of
peers and the like on the assumption that if faculty members know how-to change, they
will.~ C ) ’ . ’ : oL '

_ However, before individuals can change their practices, they themselves may need_to,
.'change. This fact leads to a second broad category of producing change-- ,\
| normative-re-educative strategies. Peoples' cognitive as well as affective traits
' may need modification. One technique is to help. people improve their. problem-Solving
abilities, so they wil] be able to detect problems more quickly and solve them more.
precise€ly. However, before problem-solving ability can be improved, other changes in
human personality may be needéd. To undertake change- people must be ‘quite open and
unthreatened, and there are a number of approaches to help people reach this psychological
state. ~ Extended workshops and retreats can creat such an environment; away from ‘campus,
some're-edq;a%ion takes place almost without awareness. , X ) - T

The. last broad strategy for planned change is the power-coercive approach, which _

- assumes ‘that someone's will must be imposed on those who should change. The ways power
can be used to .produce change are many, as exemplfied by three specific devices. The
first includes strategies of non-violence that may divide the opposition through moral
coercion or economic sanctions or both. Second, legitimate political institutions can be
employed to produce changeé as in the case when the sanction of an academic senate is
'sought to give legitimacy.to a new practice. Third, changes- can be brought about through

. the, composition and manipulation of power elites and.the contrivance of different.systems
of alliances. - ) o ‘ - o :

v

Although. folk wisdom suggests that power-coercive techniques are not effective in
collepial institutions, ih actuality they are employed frequently. A dean will seek the
support of many different individuals or constitutencies before asking the full faculty
for a decision--a clear political tactic. A wise president will consult frequently with

. the prevailing oligarchy in the expectation that its members can bring along their own

K followers. And direct fear can be used, .as when a provost rejects all recommendations for

" .~'promotion, tenure or salary change until the school or department makes certain stipulated
changes. - .

. Such a conception of how an organization functions implies that innovation and change
‘take place reluctantly. However, Cohen and March (1274) see innovation taking place in an
almost irrational way in educational organizations. They conceive of the university as an
. .organized’ anarchy that is unsure of its goals and lacking in appropriate technology, with
no good means to evaluate its efforts. Change, when it does take place, is ushally small
.. and unrelated.to any logical issue or problem. . e :
14 : . e ' K .
Even though organizations tend to resist change for internal reasons, there are still
enough examples to suggest some of the correlations or conditions for“change. The
conditions clearly are not causal, but theorists agree that -the a sence of enough.
.'favorablerconditions~cap'blockyanqattempted change. Generally, highly complex. ‘
organizations produce more ideas for change than/do simpler forms. The variety of roles
limits constraints and encourages freedom to experiment. /W{fhin a complex institution
there should be enough /decentralization of authority tggéncop;age freedom to experiment
but enough centralization to make reaching -consensus possible. Obviously, personal ' °
“relationships within an organization affect ability.to innovate, with a warm and
supportive relationship needed as individuals deal wi?h new and sometimes radical ideas.

, ; . 1 . ‘
- Havelock (1969) ﬁeinforces these observations with a more elaborate set ‘of factors ;
facilitative of innovation which were derived from several thousand studies. v /‘
s o ; v ;
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The first factor is linkage--the extent to which mutual communicative-relations exist
among two .or more parties.. In general the more and stronger.-the~Tinkages, the greater the
exchange ‘and use of information. Linkages, both formal~and informal, should exist for the
resource system, for ‘the user, for the messgggq’ﬁﬁd for the medium. Resourde systems
linked with each other generate energy_levels considerably greater than the simple sum of
energy available to each resource s Stem. Similarly, users of such systems need to be.

. . linked together--innovators linked”to opinion leaders, linked to followers who can
disseminate new ideas to all portions of the organization, whether it be a small business
or a community, A supportive president needs close ties to the prevailing oligarchy, and
a potential innovator should have linkages with both. Linkage dlso is significant for. the
message, because different messages properly linked become- complimentary. Linkage of
various pieces of scientific knowledge produces a new and’' stronger base upon which new
knowledge can be developed. Linkage mediums are essential as illustrated by the period
during 1973-74 when the public was kept aware and interested in Watergate hearings, in
part because of linkages hetween television and newspapers. It may well be that the

Carnegie Commission on Higher Education will ultimately have more influence-than the Task
Force-on Education (1971) because of.the linkages between the\Commission's vast publishing
venture and the daily and professional press. .o ' : TR

b,
o> Uim .

The second condition is structure--a cohevent- framework that designates a rational
sequence of. steps, compartmentalization, coordination, and divi&ion of labor, toward
stipulated goals. The resource System needs to be structured to insure a division of :
labor, a coherent view of the client system, and planning of coherent strategies. Even
though there is impressive evidence concerning the effectiveness of an innovation, the .
innovation will remain ineffective if the resource system does not have a structure that
can assimilate it. Users, in turn, should be organized to receive information, just as
the resource system is‘organized to send if. - Where-the user is an organization, the
leader-follower structure must be effective to enable significant receipt of new
information. The knowledge received should be in a coherent or structured form
facilitated by an organized, carefully contrived medium. - :

_Structure. emerges as a particularly significant element in successful innovations in-
collegiate institutions. At the University of Washington a technically sound simulation
planning office failed largely betause it did not have access to the formal administrative
structure. Programs of general education at the University of Illinois and University of
Minnesota did not last long nor. affect many_ students because.they were only appendages to
established structures. In contrast, a program lasted 30 years at Michigan State because
a formal, recognized structure was created to maintain it. A program of student

:* . evaluation of teaching floundered at the University of Rochester: as long as the student
body was solely responsible for it. It became viable when the administration created and *
staffed a formal office. . - - - ' ! - '

ata
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A third condition. is openness--the readiness to give and receive new information.
Closed 'systems and closed minds are by definition incapable of receiving new messages.
For the resourcé system, openness means a willingness ‘to-help and a willingness to listen.
Openness on the part of a user i's an active reaching-out for new ideas, new ways-of :doing
things, togéther with serious efforts to adapt new ideas to one's own situation. The °

. -, message itself should be open in the sense that it is adjustable and adaptable to special

circumstances, Potential users should be able to try out and sample an innovation prior”’
to an all-out commitment. Similarly, the medium should be open in the sense-of being-
flexible and allowing for alteration to accommodate unforeseen circumstances and

unanticipated user reactions. .

The fourth factor--capacity--invelves in a highly -intercorrelated way wealth, power,
status, education, intelligence, and sophistication. Generally speaking, the more power,
prestige, and capital possessed by a resource system, thqﬂmore,effectively it will be able
to. use innovations. A system with massive resources is I%¥kely .to produce more lasting
innovations than a system with limited resources. Users also need capacity, which
includes self-confidence as well as available time, energy, eduCation, and sophistication.
The concept of user capacity suggests a quality that is unfairly distributed in nearly all

socleties. Those most able ©o use an innovation have high capacity, although the low
capacity individual needs the innovation most. Invisible colleges' need to innovate to
survive, yet lack the capacity to create new and innovative programs. The power and the

- B - e
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‘quantities of informatior. :
‘some variant of profitability, whether the profit be financial, recognition, or simply a

" perceive no relative personal advantage from different modes of instruction. The reward
.value of a message is extremely important, and the perceived probability of reward is even
‘more important. The innovation holding out the greatest possibility of reward will

. .redundancy. A variety-of messages pertaining<to the same piece of “information are

- perceived as something new, and niot accgpggd.» On ihe other hand, if the message is too

_community of values germane to the suggested innovation. o . Ve
S " > : v .

‘was unfamiliar and.threatening to the rationality of academic belief§;/i(H0wever, given d
-the considerable self-selection of applicants to college," a random.device would likely not
produce a drop in student ability levels in any but a few institutions.) Another rationing

‘admissions program was there first and partly because of the prestige associated with the .
Board and its eastern seaboard member institutionf,/’ ‘

attractiveness of the message dlso is significant. Whether -an innovation be colored
television, the program of the physical science study committee, or the use of jet \
aircraft, a highly ‘endowed message about~innovation is most likely able to produce ' ‘
results. The medium also requires high capacity--the ability to store and convey large

The fifth factor is reward'or‘reinforcement. Resource systems, whether they be
commercial knowledge producers, colleges and universities, or college professors, require

satisfied client. Forathe user,  profitability is equally important. .An individual_mqgt o
receive advantage .from accepting.an innovation. As _shall be shown subsequently, one
redson college professors are reluctant to give up the lecture system s because they

generally receive highest priority, and the value of the message will be heightened if the

medium has value characteristics as, for example, publication of an article in a ’

well-respected journal. _ ' , . _ . .
- Y « % -

Factor six is proximity, illustrated by the phenomenon that people who encounter' each

other frequently tend to learn.from one another, Effective resource systems have easy - =

access to other resouice systems? Proximity may be psychological or geographical. The

proximity of users to the resouice system is an obvious phenomenon, but the proximity of .-

users to one another is‘also important because it reveals' common interests and needs.: C -

Proximity of the message assumes famjliarity to the user and the relatedness with user '

needs. The same phenomenon operates wi;;‘feSpect to the medium. s I

" ,
»

A seventh factor is synergy--forces exerted together or in combination or upon the
same point. Several inputs of knowledge working together over time produce a behavior
identified as knowledge fitilization. Symergy.;impliey redundancy, but it is a purposeful..

deliberately sént. Successful use of innovation by the resource system requires
leadership that constantly exhorts the values of th¢ innovation: Similerly, users need to
be shown intensively over time the values of“the innovation they are asked to accept.
Effective messages thus have a built-in redundancy that the medium should allow for. .

In addifion to these seven factors| a few other factors are related to acceptance o’
rejection of innovation. One of these, | familiarily, is a type of psychological proximity-
Here a balance must be struck. If a message is too femiliar-sounding it may not be

strange it could be rejected as inappro‘riatekto the needs of the user. Another factor is
prpimacy, or being first. What comes first always seems to have a powerful force, which
can be overcorie only-by definite ontrivance. Status is also important; when someone or P
something is perceived as higher in 'social importance, legitimacy, or social power, it is :
likely to be given more attention. This does not mean that status always operates in the 2
same fashion. Ambiquity of status-may equate with high status. Resource personms, as R
marginal individuals with no definite status, may be the most effective innovators. The . -~
last condition involves values. Shared values will bring resource systems and users )
together, while different values will drive them apart. Users and resource systems may

hold quite different sets of values on some matters, but it is necessary that there be a

As examples of the above factors, aptitude testing for college admissions .in thé”form
of the Scholastic Aptitudé Test (SAT) spread west during the late 1950s to ration space in
colleges and universities, in part because the SAT was generally a familiar and respected
device. Another valid technique for rationing, random selection, was rejected because it

device, the American College Testing Progras, had to mount'ggiﬁr public relations programs
to compete with the College Extrance Examination Board, partly because the Board college ° _ e
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. . Anotherw§%t of elements ed for innova.ion can be drawn from observations and
o conclnjigpgyabout the nature and behavior of complex organizations:

. R e . Exgectatlons and Perfornance
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. . EXPECTATIONS AND PERFORMANCE ' o o e

JIn. general, if the ach1evements of an institution are in balance w1fh its
expectations, there will be little reason” for people to attempt te/cﬁange their
organization.. It is when there is widely perceived discrepancy between achievement and -
expectation that, conditions' develop conducive to innovation and change. W1de,percept10n
. __is highly significant because frequently one segment of an institution may perceive a
= dlscrepancy which is, not so perceived by other important segments. Administrators looking.
at .an institution’ in’a broad context are more likely to detect discrepancy than-are
1nd1v1dual faculty members concerned with their own idiosyncratic activities. The faculty
in adm1n15trat10n in the School of Education at Stanford moved to re-examine the
curriculum although there was no deterioration of enrollment, nor was there persuasive
effort by the university central administration or the dean to point out discrepancies
between achievement and expectations. Rather, the expectations were formulated by

. individual faculty memberss The dlscrepanc1es became apparent .through their own feelirgs
of unease, feelings that were reinforced by 1ncrea51ngly frequent criticisms of the )
program by students. The converse was illustrated in the abortive curricular change at
Hamline University, with the newly appointed dean de51r1ng to make a curricular change
while the faculty saw no significant discrepancy between what they. were do:ng and what

.

they rea115t1ca11y could be expected to do ! : -~

THREAT ' S

-

‘. somewhat threatening external environment is frequently an essent1al ‘condition to
. reveal such d15crepanc1es If a college or university interacts with its ‘environment’ in a
) ’ balanced and harmonious way, most members of the institution will perce1ve no. reason for
changing. A threat from the external env1ronment can disrupt the homeostasis of an
- organization ¢ and when surficiently” severe ‘can force members to attempt to restore balance.
l
In the 19th century colleges finally had to, make major changes in the curriculum and -
how they dealt with students because -of" ‘the serious decline in student enrollments. et
Institutions were again forced to change when the entire society was threatened by the = .
technological achievement of Russia in Yaunching the Sputnik..~ Clearly; some of the

K curricular changes in the 1960s were produced by a dissat f1ed larger soc1ety, as
. manifested in student dlsruption In the 19705 a s;;erfgiitlng financial base is.forcing
SN 1nst1tutlcns to re-examine their curricuk ff1ng policies, their management /]
systems, and their relat10nsh1ps’iﬁftﬁjsources of-tinancing. More spec1a112ed innovations

illustrate the same point. Public dissatisfaction with-the quality of public school
teaching Zorces schools of education to ise their programs. A shortage of college
teachers forces institutions to tailgr-their programs td faculty, rather than to student..
desires. An externally fcrced mergér of two adjacent institutions forces faculty and
administration to° attempt new programs, new methods of f1nanc1ng, and new modes of

" organization and administration. - Perhaps one of the major innovations in all of American
higher education during the 1960s was the evolutlon of public institutions into statewide
systems. This development,’ 'suspect by faculty and- administration, was literally forced by
‘public demands for-access to higher edudtion and for ‘economical operation -of publicly”
supported 1n§t1tut&ons N
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SOCIAL PRESSURES

Broad SOCldl political, and economlc forces in the total soc1ety produce a changing
external enV1ronmEnt, although the precise mechanisms and timing -are difficult to.

. establish. Thus it seems accurate to contend that the evolution of the utilitarian -
un1ver51ty in the last part of the 19th century was directly related to accumulation of
"wealth by individuals and.by states, and to: the 1ntellectual impact of the sc1ent1fic and
technolog1cal revolution. ) o

In a 1967 survey of institutional expectatlons of the future of graduate and
professional educatlon, chief academic officers and graduate deans listed the. demands of
o the larger society as ‘the' most potent pressure- for growth in-graduate and professional
education. Need for trained manpower, population pressures, and broad social demands were
the three most frequently mentioned forces. In one way or: another most institutions
plann1ng new doctoral programs indicated that they hoped to produce their share of leaders
/for the future. Yale and Princeton, for example, planned new de\slopments in professional
education on the ground that educational leadership was becoming ncrea51ngly important to
society's future. = The University of Maine ant1c1pated increases and 1mprovement of. ~
doctoral work in chemlstry and chemical engineering because of the positive significance -
~of the pulp and paper industry in the state and the negative 51gn1f1cance of the air -
: pollutlon that those industries produced. Ph.D.s in the life sciences and- basi¢ medical
" science were needed just to staff the enormous research.effort required by people to whom
health and medical care has been 1mportant and possible.
o
- Social and economic pressures can serve to abort attempted innovations. Dur:ng the
late 1960s and early- 1970s considerable ,interest in shorteniry bachelor degree programs
developed as an economic move by institutions. However.,- three-year bachelors ‘degree
programs have not proven popular, in large measure because the overriding social need is
*  to keep young people off the labor market for longer periods rather than to move them
quickly into that market. But social and economic pressures also can produce innovations,
as for example affirmative action and women's stud1es during the-1970s.- -

&

INSTITUTIONAL PROXIMITY:
\

Most innovations are borrowed or imitated rather than invented. The amount and
intensity of innovative activity in one institution is related to the proximity, either
physical or ideological, of that campus to another campus. If institutions are ;
geOgraph1cally or ideologically close to each other and if channels of communication are.
reasonably clear, a great deal of borrow1ng of new ideas, practices, or artifacts will.
occur. One would expect the institution in a geographic area, for example, the San
_Francisco Bay Area, owm the greater ‘Boston area, to be attempting similar kinds of ‘
"innovations, such-as cooperative work- -study programs initiated by Northeastern University
or: programs for Chicanos like the one at. San Francisco State. Simflarly, one would expect. | *
1nst1tut10ns which tend to ‘identify with each other as, for example, the prestige private
research universities or the: church-related colleges, to:be attempting similar kinds of
innovations. Further, one would expect institutions in a-geographic ox_ideological
cul-de-sac to reflect few innovations and to be'imitated by few other institutions. ™

[ . ¥ -
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The 51gn1f1cance of geographic 1solat10n is more d1ff1cult to establlsh» espec1ally /
* since some of the 1nst1tutlons most fertlle in educational innovation have been located 1n,

-~ geographically remote places Goddard College 1n/@la1nf1eld Vermont; Antioch College in

Yellow Springs, Ohio; and Stephens College in Columbia, Missouri. - In each of these e
v 1nst1tut10ns, . ..ever,/ the geographic remoteness was compensated for by strong ideolochal
~ connections amang 1n7@ﬂtut10nsk T l L //
. . [ . ) - ; e
! ) : / s .‘/./ 4 ‘ - _— ., N .’//i * Ao
*  INSTITUTIONAL C0u7{EXITY ' . _ v>/f .

Inst1tut10n 1 complexity is determined by the number of 'different- occupational
spec1alt1es in an organization and the degree of their profe551onallsm In highly complex
colleges and un versities there is an enormous range of specialization, coupled with an
incapacity of ‘Jupervisors of large sub- units to understand or control the highly -~
profe551ona11z@d specialists. - This prOV1des a great deal of freedom for individual
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- . _ - professors to experiment and innovate, and it appears that many more experiments and
- -innovations are initiated in large, complex institutions then in smaller, more specialized
ones. However, complexity also means that no centralized authority is sufficientl:: ’
powerful to facilitate adoption and-institutionalization of innovative attempts. Hence,
the rate of adoption in complex institutions appears to be much lower than in small -
institutions. Self-studies in lgrgé, complex institutions produce many innovative .
recommendations, moSngf which dre not adopted because there is no means for obtaining the
needed consensus..-In large departments, such as the Department of Economics at the.
University of Wisconsin, there is a great deal of specialization.and professionalization
of faculty members as each pursues self-interests. Such a department may generate a
number of different approaches to the teaching of economics. But the fact that one
professor developed a truly effective new approach is no assurance that other members in
v -the department will adopt the new procedures, even if there were persuasive evidence that

‘ the new approach was a superior one. - ' : ' ,
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CENTRALIZATION L - S R :
o A related factor is the degree of centralization of authority and decision-making in ;
an organization. In general, evidence from many organizations suggests that the more

_ centralized an organization's authority, the less innovative it will be. A strict
L emphasis on hierarchy of authority limits wRat individuals will attempt and report. The
/ evidence from institutions of higher education is not as compelling on. this matter if the
T - extremes are ignored. . In institutions where the president occupies an authoritarian role,
, such as isolated church-related colleges, the amount of experimentation is minor. N
ﬁ ‘However, in institutions where a great deal of educational innovation is attempted, there
also is considerable centralization of authority, even though that authority is exercised

i in covert or concealed ways. ’ . ”,

~

The most creative periods of such experimenting colleges as Goddard, Swarthmore,

“Reed, Antioch, and Stephens involved considerable authority centralized in the hand3.of
strong-and typically charismatic presidents. More recently, two ‘state universities, .
Michigan and Southern I1linois, have been innovative and productive in many are:s, whilé .,
-possessing;a high degree of centralization exercised by strong presidents. It may be‘thatﬂ
these strong presidents were able to_contrive a great deal of decentralization to -
stimulate invention, reserving the exercise of their power to ﬁacilitate-implementation.

It increasingly seems plausible that centralization will have different effects at
. different stages of the innovative process. At the point of implementation, adoption and
institutionalization it seems that a considerable degree of centralization is needed in
>.order to fashion the necessary consensus to produce general acceptance of a new process or

practice. . S N .
! ' : ‘b \\\ .

FORMALIZATION - R : o ' S
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5 ) ' Formalization is the emphasis p1a£Ea on following specific rules and proceduresfin

) performirnjg one's job. The evidence from othes kinds of organizations suggests that high
. . ™ formalizdtion is negatively-related to innovatibn*\gfcause following procedures limits the ‘1
o . range of|experimentation an individual feels free t ndertake. But once again the '

. experiente from higher education seems ‘somewhat mixed. Generally, agencies and
' . individuhls professionally concerned with reform have urged tRe~preparation of faculty

T Lo handbooks and guides for counseling, guidance, and instruction. Such formalized materials’
‘are seen by some as an essential ingredient in the innovative atmosphere. The matter is.
v complicated by the fact that from the 1960s onward incréasing innovation has been

attempted in many institutions while at the same time constitutionalism (a reduction of
i . policies and procedures to written by-lé@s, constitutions, and statenents of process} has
R ~ increased. If formalization were clearly antithetical to innovation, institutions-that
develdped structured statements of faculty respofisibility, such as Stanford and Harvard,
would witness a decline in the innovative spirit. This has not happened. Much of the
reasoning for structured management information systems is to force decision-makers to
_examine more alternatives, thus opening up the possibility for innovative solutions. As
was true of centralization and complexity, it seems that ‘low formalization might be

appropriate at certain qpoints during the initiation of innovation, but that a higher e
8 . degree of ‘formalization might be desirable during implementation.
) . - . ’
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SLACK RESOURCES o ‘ ‘ ‘ . o ' T
An essent1a1 1ngred1ent for in ovat1on is the ava11ab111ty of slack resources that
can facilitate experimentation and change. Slack resources are those that are not fully
consumed by the routine operation of the institution. In colleg1ate institutions such
resources are difficult to come by because all funds are trad1t10na11y spent- for
operation. Higher education institutions do not budget for innovative purposes. As was
indicated earlier, academic budgets leave .few discretiona~y . funds available. once payment
for contracted personal services and physical plant malntenance\has been made. In recent
decades various external - agencies have contributed the slack resources ‘to stimulate
innovation. However, this does not seem to have been suff1c1ent. Usually, innovations
are pursued only so long as external” fundlng is available, Institutions have been
unwilling or unable to redeploy their own resources to conhtinue 'significant innovations to
. the- point where they become accepted The matter of slack resources becomes espec1a11y
complicated during times of: serious economic constralnts, and a|destructive cycle is
created. Innovations are needed to respond to external threats|of reduced financial |
support. Extra financial support is needéd to contrive innovations. But the issue facin
admiristrators is to find funds in the established operation tolprovide the needed slack/
resources in sufficient quant1ty.

EA
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,CAPACITY : _ . : ) : . I S
. : | / /
/ " Slack resources are related to capacity--which 1nvolves sach matters as wealth
power, status, intelligence, and sophistication. Generally speak1ng, the more/power,
prestige, and capital. possessed by an institution, the moreflikely it will be/able to
sponsor innovations and to use the results if they prove W rkable. With considerable
capacity, an 1nnovat10n can be given high visibility, advertlsed well, and/ﬁade to seem
.desirable. With'Righ capacity, the full linmits of an 1¥novat10n can be probed and
exploited for institutional purposes. With great capacdty, the in istitution can use the
needed sanctions to co-opt technically competent indiyiduals to spend their time on a
- particular innovation. This concept can be 111ustrat%d with several gxamples. In recent
years a numbér of ‘small 1nst1tut10n< with serious enroliment end financial difficulties
have .come to believe that salvation might lie in the direction of better management
information systems and more complex planning. Yet those institutions lack the capacity
to. develop. such systems to the fullest or to explo1t the system once established. Very
11ke1y that particular cluster of innovations is more soph1°‘1cated than weaker
institutions need. Among recent institutional self-studies, "The Study .of Education at
Stanford-University" (1969) was widely disseminated, both on’campus and off in the form of -
attractive volumes containing recommendations and supporting arguments. That study was
w1dely noted, in part because of the capacity of the institution to produce good-looking
and/ w1de1y«dlssem1nated reports. The factor of capacity speaks directly to the.condition
‘of‘a large number of small institutions created for the most part ‘since 1965, which
operate on limited resources, but are dedicated to inrovative educational undertakings.
Although- many of the ideas developed by such institutions seem engag1ng and attract
. support, the’prognosis is not good, simply because ‘the resource base is too inadequate for
./ the complexities of expectations. - If a small, threatened institution is to promote its .
. own survival, it should try to develop greater capac1ty, size and complexity in order to
- become a vital and renewing institution. This option is not easily ava11ab1e, of course,
yet Golden Gate University in San Francisco attempted the transition in the 1960s and
succeeded. The thrust of growth was into a strong, vocationally- oriented curriculum. A
newly constituted board of t ustees and new pres1dent secured a vital linkage to an urban
* constituency and recruited ligh level, part-time instructors. The resultant increase in
institutional capacity ha- establlshed the school on a firmer basis.,

OPENNESS . o ~ o C A

YL‘ The next structural condition seems essential, but is extraordinarily difficult to

1 . define. Openness is the degree to which an 1nst1tut10n and its members are able to.

V“a? receive stimulus . from external sources- and react to them in creative- -ways. Openness is
" probably a product of the kinds of people working in the institution and the degree of
complacency or defensiveness with which they view themselves-and their institution.
H1gh1y academically pretentlous institutions tend to function as ivory towers, remain1ng
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that allow inference on the relationship betwe

satisfactory, because participants are so accessible to other demands ‘on their ‘time. v
However, whether transporting an éentire faculty off campus is worth the additional cost' is

" weeks is optimal. There must be time for the workshop participants to develop some group
" cohesiveness and ‘to explore fundamental issues without undue defen51veness, and ‘'there must

KC

-qu1te insensitive to external pressures Some institutions, such as those related to

evangelical protestant churches, may be defensive and fearful of external intrusions.
Openness implies- the ability to underiake considerable selt -scrutiny and criticism and the

willingness to seek outside for possible new ideas that “could bring performance and
‘ expectatlon into balance at- continuously hlgher levels.

SECTION 5. TECHNIQUES FOR PROMITING CHANGE AND INNOVATION

Innovatlon does not simply happen, even \though the conditions and- elements for

cucdessful change -are present. Those who are concerned_must employ various techniques to-
encounage people to exper1ment and accept change. Experlence has produced some basis- for
judging. adequate techniques.- For the most part, evidence on the effectiveness o6f
techniques consists of testimony of those involved or observation of changing practice

the changed technlque and the actual
innovation. ) . R :

Perhaps the most prevalent technlques especially in small ‘to medium-s5ized
institutions, are conferences and workshops designed to stimulate thinking about a- problem
area and to allow time for individuals to create solutions. A typical conference
concerned with innovation and change is the Fall Faculty Conference held’ on many campuses

‘just before the beginning of fall term. These can vary from one day to a jull week. The

format consists of one or several outside speakers whose concerns are relevant to the
interests of the institution, together with an address on the statg of the [college by the
pres1dent Administrative sub units are allowed time to plan the year's act1v1ty There
is also enough le1sure 50 that individual faculty members can make final the1r own plans
for the academic yeaf. ~ In one systematic study of faculty development procedures, 90% of !
the college deans surveyed rated Fall Conference as of more than limited value (Miller.and

*Wilson 1963, p. 36). The author's experience from having served as a speajer or resource

person for several hundred of thesc conferences suggests that they can be momentarily
satisfying and generate considerable enthusiasm. On one campus the theme is comprehensive

" evaluation of a new curriculum, and the faculty leave with firm intent to ¢valuate

systematlcallv "At. another campus, the theme may be 1naugurat1ng a-year-long program of
curricular revision which again produces high. -enthusiasm. However, unless the conference.
is specifically linked’ to a more complex process of action, Athus1asm wanes quickly -and

not much happens. If a conference is an integral part of an elaborate self- study program
designed to mark the achievement of one phase and to make plans for the next, the odds for

‘producing definite decisions are somewhat grdater If a definite structure is provided so

that the ideas presented in the informatienal sessions are made operational in division or]

departmental meetings, aga1n the odds for succeﬁi go up.

ar-institutionai in character. A

Workshops ‘may be either institutional or in ]
ificant tool to keep the :institution

workshop program at Stephens College has been a
experimenting and 1nn0vat1ng Funds are budgeted -each year as salaries of small groups of
faculty to conduct summer workshops to develop new ideas for teaching, ‘counseling, and
curriculum development. Findlay College in Ohio has used periodic workshops to help the
college compete with other institutions. One workshop was a three-day effort held after' e
Fall term. Each department was expected to generate new courses and programs consistent
with the emerging trends of higher education described by a v151t1ng resource person.
Some institutions have found that conducting workshops‘cn campus is.not’ completely

P

k™

hlghly conjectural

The format in inter-institutional workshops is for each 1nst1tut10n to designate one [
individual or a small group of individuals to attend, with a personal or institutional :
concern in mind. The attendee works on a‘solution during conversations with people from
other institutions and -resource people. These workshops will last from several days to
six weeks. However, the experience of Danforth Foundation and the North Central !
Association Study of Liberal Arts Education suggests that somewhere between two and three

be time for members of the same faculty to get to know one another and to decide what
their real problems are. However, the workshop must be short enough so that fatigue does
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) not set in with the attendant drop in morale. ~Well-organized workshops involving ]
appropr1ate resource people, optimum amounts of time, and a harmonious mix of participants
have in the past led to significant developments. Participants from one -institution - .
. developed the specifications for a newly created position of dean of undergraduate i
Lo (studles, as well as the political strategies to gain faculty acceptance of the idea and to
-tolerate the appointment. .A pair of men's colleges located near each other developed :
plans for a coordinate women's college that would coordinate witn-both institutions. The,
workshop provided an opportunity to explore the implications of involving women in the two
_-institutions. The final result was that one institution became coeducational and the
. other created-a coordinated women's college adjacent to it. Still another faculty team -
. developed a detailed, revised program in general education, as well as strategies needed
| to gain adoption. The result was that the institution adoptd the scheme almost
| ' unan1mously within five months of the workshop. .
L \\ - - . . .
Several factors seem to be needed if workshops are to be successful. If it is a team
endeavor, it should include members of the institution oligarchy and an administrator
sufficientdy high in- the institutional hierarchy to insure. that .whatever is. developed is
backed by the power elements on the home campus. If an institution-wide. problem is
undertaken, there should be.representation of the academic departments that will be most
directly affected and there should be clear agreement by the participants as to who is
the team leader. Leaderless teams and teams torn by dissension prove..ineffective for the - ¢
most part. ‘The morale on’ the home campus of a participating ‘team should be reasonably
high because a team does represent in microcosm the home campus. Several less successful . -
workshops have involved teams from institutions torn by administrative and internal
turmoil. When functioning at optimum levels, workshops provide inspiration, new
knowledge, time for reflection and testing ideas, and opportunities to work in a
reasonably focused manner on a problem of personal concern. Workshops in addition need to
provide some kind of tang1ble payoff, which can be extra remuneration or an opportunity to
‘combine work and- vacatlon in interesting places.

. Clearly, the values of the workshop require the interest and support of key leaders )
of the home institution. A successful technique is for the president of the institution .
} to visit the scene of the workshop for several days, 1n order to,understand what the team
‘fs doing and to give ‘the "team. evidence of pre51dent1al encouragement and support. Very
likely, the progress of the workshop-spawned project should be monitored once the
individual or team has réturned to the home campus. The North Central Association
;Workshop, for example, sent visitors to each campus during the subsequent academic year to
hear what progress: had been made. The fact that someone was coming to visit stimulated
faculty members to update their thinking and discover what progress had been made.
Financing also seems to be important. The Danforth Foundation, which spends approximately
$1,300 per participant, is one of the more effective examples. Underfunded workshops may
succeed but underfunding does not allow participants the richness of program or the .
provision of payoff that seem essential. In the Stanford School of Education Planning
Workshop, a key ingredient was enough fund1ng so that summer salaries could be pa1d to the
part1c1pant faculty members. . . -

Consultants are fac111tators ‘of change and again the evidence of their effectiveness
is largely anecdotal and somewhat mixed. Outside consultants are brought.to campuses for
many purposes. They may be nationally recogniied individuals whdse -thoughts on ]
institutional concerns may assign a patina to them. They may be experts who can.help!
a specific problem. They may be individuals whose views coincide with-thoese’ of a k
principal administrative officer or a-faculty group. A consultant can suggest actions
with much less threat ‘than can - the 1ocal individual or group. Or the consultant can be
brought in simply -to acquaint a faculty with major developments in higher education. | o ' E
.Consultants may be invited for.a one-time appearance or may be engaged for a series of

_visits to ensure continuity. The one-time consultant probably is of most value to

disseminate information, to motivate, or to assign legitimacy to some development on the ’ : -
campus. One visit does not allow the mon1tor1ng or. reinforcing 'to insure 1mplementat10n ' :

of ideas. ¥ .

with

e

Probably of more value than a 51ngle -visit consultant the continuing consultant can’
serve as a sociological stranger who is a part of the institution, yet apart from it.
During periodic visits the consultant can present fresh viewpoints while at the same time
‘motivating people on ‘the campus to continue the experiments, innovations, or projects they
had agreed to work on. One of the early exemplars of this role was W W. Charters, who

.
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" became the pa

Lt-time Director of Research at Stephens College, Columbia, Missouri. His.
main position|was first Dean of Education at the University of Illinois, and then Director
o€ Research at the Ohio State University. With national prestige, his thoughts .on
education were valued. He would visit Stephens College several times each year for-
several weeks/ at each visit. While on campus he would talk with many .people about their
concerns and would stimulate them to experiment with ideas that had ocCurred to them. A
typical scenario would have Charters taking notes as he and a faculty menber talked.

. Toward the end of ‘the interview, he would remark that.the faculty membér had the.rudiments
‘of an interesting experiment, and should feel encouraged to try it out. If the ideas /

required modest financial assistance, Charters assured that it would be- forthcoming. On’

- his next visit Charters would make a point of revisiting the faculty member to inquire

about progress and to offer suggestions for further development. Because of his :
easy-going temperment, he was able to relate well with all faculty members, and because he
was faithful with respect to confidéntiality, people would talk with him about
fundamental, persongl, and professional concerns. The~value_of a part-time consultant for
institutions_ is rev;aled by subsequent history at the college. —When Charters retired, the
institution hired a vigorous and ‘mathematically-oriented Director of Research-as a
full-time employeé. . He immediately attempted to accelerate thé amount of experimentation
to the point that the campus was in a constant frenzy of activity. 1In addition,jhe had
aspirations of power and used the role of Director of Research to aggrandize himself..
Within several years his activities had br&ightfthe concept of the Director of Research as
a change agent into disrepute and he finallk had to leave the institution. During the
next five years the administration of the college allowed.the role to lie dormant and thén.
appointed another Direﬁfox of Research on a part-time basis expecting him to recreate the.
role in the Charters-sociological-stranger-mold.. Charters held-the role for 25 year$ and
his eventual successor iield the role for seventeen years. - ’

The- availability of discretionary funds for relatively small grants to faculty-
members to .experiment appears to be an important force for innovation, although once again
evidence must be largely‘anecdotal and testimonial. The Center at the University of
Michigan has long maintained-a Wolverine Fund and the Director of the Center believes that
administering that Fund is one of h;s most valuable responsibilities. By providing.just a
small amount of money he:can enablé a faculty member to try something new and, if jtr !

works, to bring about a change in/ﬁractice. yMichigan State University, with Ford

" Foundation Support, has maintained.a similar fund and periodically publishes booklets that
describe. several hundred innovations stimulated by judicious use of those funds. When the

Metropolitan St. Louis Junior Cgllege District was created its first president obtained.

-board approval to retain five gercentaof the total instructional budget to be used at the

president's discretion to encolrage new activities. In practice, the president retained
two-and-one-half percent}and,ﬁllocated to each of the constituent: three campuses a pro
rata share of the other two-and-one-half percent. The presidential funds were assigned.
based on competitive facblt¥?efforts to generate interesting and significant new ideas.
The Exxon Foundation has:periodically made small discretionary grants to presidents of
institutions to be used in/whatever manner the president wishes. Some evidence indicates
that interesting projects /resulted from the availability of the relatively small amounts,
varying between $2,500 and $7,500. ‘But whether these innovative funds produce long-term
or lasting change is extraordinarily difficult to determine. A report from the University
of California suggests ﬁﬁht sums granted to improve instruction are well.spent-but produce /
few lasting results. Small grants can enable persons to change something about itheir own
teaching or courses. If those changes do not require sustaining: funds or substantial /
extra work, they can become permanent. But there is always the danger that.when~temporafy e
additional funding ends, behavior will regress back to the traditional. - - S

. S - . . i ;.

" It is .an aphor@ém of‘the,reforming literature that'changes will not come about

significantly qntil/thefreward structure is changed. The folk wisdom holds that ‘
individual rewaids 'in higher education go for research, publication, and national /

recognition. So long as that remains true, professors will continue to function in their”

/

_educational capacity as they have since the turn of the century. Such an aphorism’ covers

a complex condition. "First.of-all, in the vast majority of collegiate institutions, the
stereotype rewagd_structuré does not exist. In all of the junior colleges, mosp’of the
liberal arts colleges, and.a large proportion of the state colleges. rewards such as
promotion, tendfe,ugnd salary changes are based either on longevity or linked to the
teaching or educational activities of the professoriate. 'Presumably then, those
institutions would be especially encouraging of educational innovations and changes. Yet
there is no persuasive evidence that faculty membeys. in those kinds of institutions are -
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any more or less interested in change than are faculty members in the large .
research-oriented universities. The student opinion evidence- comparlng junior colleges.
and universitiés seems to indicate that students view their junior college instructors.and
their university instructors about the same. Further, close observers of liberal arts
colleges and state colleges perceive no massively different amounts of reforming activity.
When one looks at major changes by faculty members, for example, accepting a new pos1t1on,

financial rewards do not appear to be critically important. '"...Despite the impression
given by much of their conversation.that academics are obsessed w1th pay, it appears that
in making job-decisions it is not an important matter..." UWcGee 1971, '142)

.»  Nonetheless, sanctions and rewards continue to loom large in the theory and examples of
. innovative behavior. Cartwright (1965), for instance, contends that most theories of
social influence stress the significance 'of the ability of someone to exert influence
through the possession or control of valued resources, ‘and econom1c resources have
consistently been high on the list of th1ngs valued

A few overly-simplified examples make the same point. | The Harvard Committee on a
L, restudy of general education reached the conclusion that faculty members would. not be
willing to teach general education courses unless there were clear incentives, with a
collapsed per1od between sabbatical leayes the most promising. The faculty of M1ch1gan
State University, University College, dedicated their professional lives to
interdisciplinary activities, yet were rewarded comparably with respect to rank, pay and
tenure with faculty members in the more traditional departments of arts and sciences.
Professors asked to teach open-circuit television are rewarded by a reduction of teaching
load to a single course, and some professors at Antioch College gave up a portion of their
traditional role and.were recognized by the institution's counting a third of their
professional activity for salary purposes, even though 1t was expended in highly flexible
and unusual ways .

Yet another technique for innovation is the use of literature and written
communications. Most of the centers for the improvement of instruction publish
newsletters telling of mew developments. So do most of the higher education associations .
and organizations. There is also a growing volume of monographic work, research reports,
and conference proceedings regardln higher education. In fact, there is~so much printed
material available that print.channels of information are saturated But the volume of

material is only’part of the jproblem. Much education literature is useless as
1nformat1on--be1ng prolix, -redundant, trivial, conservative, or deadly dull and the
situation is much the same today. Wold (1963) reviewed the situation in 1963. '"Both

because they are so numerous and because they are often not well edited, the spec1al1zed
publications generally appear to fail to reach. their audiences effect1ve1y .There is much
duplication in the publications of the education associations, a number of which have
overlapping membership lists. ThHe holder of multiple memberships must wade through -
essentially the same material over and over, to find the few unique items of
information...Professional leaders their desks littered with printed materials, need a
means of f1nd1ng relevant 1nformat1on quickly and systemat1cally No truly effective
‘digest' pub11cat1on now exlsts " (pp. 3, 4, 32) ] i ’

It is true today that the CHRONICLE FOR HIGHER EDUCATION provides relatively rapid
. " news coverage, as does CHANGE magazine. Yet 'CHANGE readhes an audience of only about
o 90,000 dut of the 750,000 professors in the country, and-the CHRONICLE appears more
frequently on administrative desks than on desks of faculty members. Because of the
remote-likelihood of professors seeing things in publications mailed to them, literature
conveyed by direct mailing does not seem to be an important device for st1mu1at1ng '
experimentation or change. ‘Some institutions have tried to rectify this natter by
establishing reading rooms or by routinely circulating pr1nted materials of educational
worth. One’ gets the impression that such collections are not examined in the-so- -called
faculty reading room and are examined only acc1dentally if a professor happens to be on
\\ someone's routing list. Because higher education is essentially a verbal field, with
- verbal professionals, the use of the. printed word must be judged slightly effective as a
stimulator of 1nnovat1on, change, or reform. .

Much of the preced1ng can be summar1zed by noting h0w developmental faculty members'
practices and techniques are promoting charige. Among’ the highly valued pract1ces are
sabbatical leaves at half salary or more, private offices for all faculty, financial
assistance for attendance at profess1ona1 meetings, adjustment in load for research and

e writing, f1nanc1al asslstance for further study, and less ‘than normal load for first-year
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faculty members. At the opposite end of the -continuum stand faculty handbooks,

‘collections'of library materials on higher education, free college workshdps'for all 4

faculty members, active faculty committees charged with improving instruction, visitingl

" ecturers on: higher education, and orientation sessions for new faculty members (Miller

and Wilson 1 63).-/ ’ o e L R e
Y .. . A\
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- Instituﬁionaﬁ self-studies have been heralded by. many, including this writerb/%s a:
‘major technique to bring about significent changes.  Institutional -self-studies afé»ofvfgo

iy

- ..general sortsx (i)\Those.preparqd'for gaining or_continuing accreditation, and £2) . thos
generated by the institution f£or self-evaluation ‘and improvement. Accreditation '
~ : self-studies Have tended to be lauditory of an institution in favorable light t0

- accreditation ?gencies.\ The self-study has' no such purpose, and hence could bé more -

candid in calling for c;AQFe. There are clear examples of institutional self- tudies
which have achgeved suchﬂa:goa1. During the 1950s Stanford University conducteéd a
self-study with Ford Foundation support which led the institution to attempt to move from
strong. regio aq stature to strong national stature. In 1960 Stephens College,lColumbia,
Missouri, copdugted a self-study that resulted in a major shift from. a two to L four-year -
institution--a shift accompanied by other major changes such as elimination of -departments
‘and the iniﬁiat on of the Stephens House Plan.- A self-study at Vanderbilt University in
the early 1960s joutlined a series of changes that occupied the institution durjing the rest
of that decade. A self-study.at Hofstra University resulted in the eventual ’
implementationwot a cluster college. However, more recent experience indicates that

) self-studies hav‘ not been as productive as supposed. Many self-studies produced long

\3\\\_ : lists of recommendations, without significant change. taking place. Or if changes did.

_ occur, they were\brief and the institution soon reverted to teritioﬁhl practices. Some .

N . institutions_havﬁ grown so complex that there are simply no good mechanisms for

' " implementing changes that a self-study has recommended. : , .

h . Self-studies’may still serve an important function in facilitating innovation,

\\ change, .and reforn. To be effective, a self-study should affect a large portion of the -
.various constituténcies involved, including faculty, students, and administration. The
‘work on the self-4tudy should be done by both formal and information organizations. There

should .be a great |deal of campus-wide communication regarding findings as;they emerge, and -

A

thé\e should be ample opportunity for protracted debate before final decisions are

reachqg. When_alTiof the data and various sorts of recommendations have been compiled,
: one individual should prepare the final Teport, usually the president or' another person of
Sl stature. : " ' : - R

« H

For a self-st\dy to have any chance of bringing about significant changes,/ it -should
_have a definite time limit.- Intensive work should consume not more than 18 months and .
preferably only 12 months. Groups making recommendations should:be required to be i
fiscally responisible. A self-study should be headed by a steering or executive'committee ?
which has the'p0we1nto reject recommendations and call for more realistic suggestions. {

b ]

{

Such a bodx(should e served by a full-time and well-respected staff person who can -
facilitate the essential -intercommittee communications and who can floor-manage

.recommendations through the legislative processes. = . . B o,k

Another technique also open to ‘some question is the ipresidential or chancellor's
: commi%siod or task force to explore a particular matter, whether-it be a revised campus
T .judidiary'or recommendations for a stable state economy. The commission, usually composed
‘ of significant individuals,\has the advantage of being.a relatively small group which
reports directly to the chief executive. Because it acts in response to a Specific
question, its work can be accomplished -quickly gnd‘recommendations drafted in consistent
. style. However, the commission technique has several weaknesses. Unless specific steps | -
. . are taken, the commission's activities and findings are not widely shared.- When the time/
for action comes, much of the commission's earlier debate must be redone. In addition, ,°
the commission .is much more open to the charge of being an administration tool rather than
an institution-wide endeavor. On camﬁhses where there -is considerable tension between -
administration and faculty, this fact alone may prove lethal“to the adoption of any
_ - significant recommendation. The commission, being a smaller group, may tend to take an
. overly parochial view of -its findings and recommendations. Its members may not be able to
gauge attitudes and feelings of thefmany'constituencies which will be ultimately affected
by commission findings. There is an expectation that commission members-can function
withot adequate assistance of a senior and respected staff member. A commission draft
writt{n by a temporary, part-time, or junior member of the faculty is almost bound to be

. . , 45
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~suspect. Unfortunately, some commissions appear to besimply a formal expression of
presidential concern with no expectation of any Serioué\résults;' To counter this ’
appearénce;‘the chief executive officer must have a cle mandate. - The chairman of the
commission and the staff support should be senior individuals of established reputations
who can be presumed to have the best interests of the institutions in mind. The

- commission lets the full set -of campus constituencies know\what concerns the commission,
what progress it is making, and what sorts of recommendatiohs are likely to be made.
‘There clearly should be opportunity for the various constituencies to react throughout the
tenure of -the commission. : : . . o0

A different device that came into existence in the early 1860s is the instructional
development agencies that seek to influence and improve college teaching through three
activities: Service, research; and teaching. These;agencies may \have as few as two or
three professional staff members or as many, as 65. They seek to encourage improvement of
teaching by providing professional assistance, taking /modest ‘grants, disseminating - ’
information about teaching, conducting faculty evaluations and workshgps, training
teaching assistants, and helping faculty members develop new instructignal materials. - _
They fare best, of course, when the university climate is supportive. i

Finally, the simple techniyue of detailed planning a i

innovative ac{ivities and experiments are to succeed. , _This' sounds like a uism, yet it
is remarkable how frequently this is viclated. Almost invariably, successfu innovative
projects have been ones -in which the directorssWere quite sure what the outcohes would be.
They were projects in which definite time tables and goals were establiéhed‘an monitored.
They were projects in which there had, been accurate anticipation of the availability of .
needed. technology.- And they were projects in which the director made explicit ajreements
“with all those involved. ; i '

& . .

“ A highly intriguing project at Purdue-University was the development of a
twelve-mini-course program for the improvement of college teaching that was used at
other midwestern institutions.  Each course consisted of printed materials and . !,
cassette-recorded materials that faculty membe¥s could work through at their- own rates..
The materials were professionally done and made in sufficient numbers so that all involved
had copies. Cooperation among the project directors ‘and participating campuses was

our

carefully mogitored. While there were other contributing eleménts fo success, such as
technical competence of the directors, the key element still seemed to be planning and

- organization. Writers'of the mini-courses were paid only after the completion of their
work. A definite review process was worked out in advance to help edit materials.
Coordinators of the project on other campuses were brought to the Purdue University campus

\ for .hree days of training before being allowed to_organize their own campuses. There was

- a clear differentiation between the development of materials and their research uses.

. Fach activity was carefully designed and carried out with technical excellence. This can
be:contrasted with another project implemented in an almost lackadaisical manner by

+  graduate students with only -casual organization and guidance from the project director.

{. Detailed planning and organization is consistent with the earlier-observed need for some
degree of formalization, although it may sound disturbing because specific planning and -
organization might tend to jeopardize flexibility\and creativity. The point of view here,
however, is that while there might be sogg such dﬁnger; the far greater danger is failure
of ‘an innovative effort or experiment be¢ause of lack of specific plqnning'%nd E ’
organization, ; T S - ' ’

insured by specifically trained individuals who were paid a stipend%aﬁd whose efforts were

. ‘N O /‘ . ‘ o I . .
These above techniques are not necessarily new Suggestioms. They have been L
recommended .and tried for years. However, they are described in some detail because of

their continued validity in the process of promoting innovation and chénge.
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SECTION 6.° A SUMMARY. OF ELEMENTS OF SUCCESSFUL INNOVATION

‘. While there is no good way to rank order the various elements of successful
innovation, at least  one order can be suggested. -

1. Reasonable size.
2. Reasonable complexity - 5 -
3. Reasonable capacity or strength' »
4. Combined centralized authority with some decentralization
5. A formal structure combined with ways to modify the structure
6. Chief executives who perceive themselves to be leaders -
7. - An oligarchy concerned with change S -
8. Individuals viewing innovation as a rewarding activity
9. A general air of openness in the institution . :
.10. A generally perceived discrepancy between expectation

and performance - ) _
11. External pressures of significance to the institution

2 Pepartients that are recognized but comstrained
13. Adminigzﬁizibn\gggpfaculty existing in creative tension
14. Generally agreed™upon institutional purpose
15. A reasonably’fresh‘ﬁaculty S
16. An active institution™{ut not hyperactive ' : -7
17. Generally good personal“relations .
. 18. Devices to gauge social nked ,
197 An innovation for which a hglevant technology exists
20. Availability of people who #re competent to use
the needed technology A . . :
21. An innovation consistent with 'an institution's history and
tradition C

‘22. An innovation which, if adopted‘ provides rewards to those
affected - . : : ‘

23. A state of institutionz] readiness for that particular
innovation :

24. Evidence as to the utiiity of comparable innovations

Based on those élements a prototype of a ‘institution where successful innovation is
likely can be cons*ructed and compared with a potentially non-innovative institution. It

should be pointed.out that the specifics such|as institutional size are hypothetical and
intended only to illustrate concretely the principles and postulates previously descriyed.*

The following are hypothetical profiles of potentially innovative and non-innovative
institutions. with respect to widespread use of educational media or the adoption of any
other category of educational innovation.-—THese, for the sake of comparison, are both!
liberal arts colleges. Ve : -

'POTENTIALLY INNOVATIVE o . POTENTIALLY NON-INNOVATIVE

1. 72000 FTE undergraduate enrollment 1. 800 FTE undérgr&dUate enrollment

2. Divisional organization, plus a 2. -Departmental organization with. -
. number of quasi-independent most departments one, two
' programs : ' : _ or three persons '
3. 60% Ph.D. on faculty,. five 3. 30% Ph.D. on faculty, non-
million dollar endowment, 250,000 -  .endowment, half million dollar
" volume library . n _ accumulated operating deficit,

i

L 1%:;000 volume library

4. President's right to set budgets,. 4. ‘Constant faculty resistance to

. approve promotions and to appoint exercise of president's power
committees clearly recognized ) over budget, salaries, and promotions -
o1 .
a7 7




_Well recognized channels of

-ambatious,

13.

14,

15.

16.

official communlcaﬁﬁon, clear -

definition of admlnlstratlon duties,

plus open door policy for-admini-
strative .offices

President who perceiveslhimself.
as an educational leader -

25 professors, deans, and-depért-

6.

7.

ment heads. perceived as having an-

important say and who trust and are
trusted by the president

10 o 15 faculty members, bright,
somewhat iconoclastic, .
but who 1dent1fy with the-
institution

Mdst people feel unthreatened and
are willing to dlscuss even major

.changes

. General awareness of major insti-

tutional strength as well as
major weaknesses

. Growiﬁg competition from insti-

tutions judged as strong équals.

Strong divisions that recognize
differences between disciplines

-Faculty committees chaired by

relevant administration and free
exchange of information between
committees and adm1n1strat1ve
off1ces :

General belief and acceptance
that the institution builds
character, prepares teachers and
prepares pre-medical, "-law, and
-graduate students '

Faculty and administration ‘that

work hard but do not feel over-
burdened and frenzied .

Generally one or two major-insti-

tutional. changes sought each yéar

and encouragement but not pressure

experlment and change

10..

11.

12.

13.

14.

15.

16.

for individuals and sub-units to .

" President who sees himself as sub- k /

~ deans and division heads

_ - o _ N "
. Most faculty members content to /

Confused channels of communication [
, ; /

and general uncertainty as to what
office ‘decides what matters

ordinate to aenomlnatlonal autnorlty

fA N ,
Faculty leaders in Oppos1t10n to K
administrative leaders such as

teach their classes then turn to .
personal pursu1ts : i -

oL
Older faculty and administrative/

staff who view earlier times ; > o
~as ideal . '

/
General complacency except ~/
for salary, levels and work loads
o IR /
Stable aad generally satisfied
body of potential students

_and - their parents, thus

insuring a steady and
desirable enrollment.

Many small .departments’ -
jealous of -threats to"
departmental. enrollments

;.

Faculty committees Testricted to

<facu1ty with recommendations

goir~ straight through faculty ..

channels to the president for ' ‘

for approval or’veto , s
Faculty concerned chiefly

with pre-professional work

and .administration- seeks to

to offer-many different.

vocational programs -

Average faculty members
serve on five active
committees and average

< administrator on 15 committees

and a general feeling of

frenzy azd many. complalnts about -

overwork

f!No major changes attempted

in the last ten years or ‘
major curricular revisions iop
attempted every two years




~17 A perv351ve feellng of friendli- 17.
ness °

18. Competent office .of institutional 18.
research and active and able
advisory comm1ttees for all major

programs i

. ~ . N
19. Director of the Media Center a 19!
Ph.D. in Psychology, who holds .

rarik in an academic department

»

P
»
L

‘Many ciiques and a general

. new programs

feeling of Jealously and
an1m051ty

Each department is .
- expected to discover ngeds

or demands fot changés and

A part -time technologlst
in charge of-média

‘ERIC
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