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PREFACE

This §s one of 10 units in a program of Training for Leadership in

Local Educational Improvement Programs. Development of the program was

—
—_——

begun at the Learning Research and Development Center at the University of
Pittsburgh and has been carried forward at Research for Better Schools in
Philadelphia.

If you have in hand the Instructor's—Guide-to_the program, or Unit T

entitled Training_Program Introduction and General Study Pian Guide, you

will have sufficient introduction to the nature and purposes of the

training program. If you do not have access to one or both of these items,

the following paraé;aphs will introduce you to this unit of the program.— ———— —

This unit was designgd for use by anyone holding a position calling

for leadership in planning and conducting local educational change programs.

© This means school district leaders - central office administrators, building

nrincipals, curriculum specialists, or teachers involved in change progject
teams. Also it means graduate students in curriculum, administration, or
supervisitn. In additiog, curriculum specialists or field personnel of
state education departments or other educational agencies may find the unit
of value in their work with school districts - as in the conduct of workshops
involving local school personnel. .
The unit can be studied on a wholly self-instructional basis, or with
an instructor's direction. It requires about 6 to 10 hours of study time.
This unit offer: a general overview of strategies of local educational
change based on an examination of change theory. It is meant as an
introduction to Units 3-16 of this training program that deal with particular

aspects of local educational change.
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. UNIT 2. THEORY AND STRATEGIES OF PLANNED CHANGE IN EDUCATIDN

P Y
]

Introduction - -
This unit reviews educational theory and its relationships to educational-.
_practice. It §hou1d help you in selecting methods of applying theory to
préctical ;roblems in the design anﬁ conduct of qianned change in education.
Today, despite the great emphasis on research as a means of seeking

solutions to problems in education, it still is true that many educators are —_

=skeptical-about—theory-and its values for our_ profession. Generally, our
society recognizes that systematic study is essential for solving great
problems such as crime, pollution, drug addiction, and inflation. Systematdc
— — ——— —study, and the theory it involves, also can provide answers to questions in
- education-such as how to motivate children to study, how to plan {he >
‘ instructional program, or how to build sound schéol-community relations.
Some school personnel look at theorists. as people in an ivory tower who

o

are unaware of, Or unconcerned abouf, the practical. They say they want

o solutions to their problems, not ju§thm0re theory. Often we hear {hem say,
"That's very nice in theo§¥,hbut it's not the way things happen in our schools."
A probable reason for such statements is that they result from misconceptions
about what theory is. This unit seeks to help clear up such misconceptions.
This unit treats theory in a general, and at the same time practical,
way. Its purpose is not to survey various theories of planned educational
change since there is ap extensive body of 1iterature dealing with this topic

to which you can turn. Theory as presented in this unit is tied closely to

strategies that can guide leaders in planning apnd conducting local educational

change programs.

{1




. Unit 2 ~ 2
. - After study of this unit, you should be able to dothe foilowing:
-~ Define theory, distinguishing hypotheses‘from principles or laws
-- Relate theory to practice | ‘
" ' " »- Define change strategy and explain how it relates to theory

-~ Describe and compare consumer-centered and product-centered change.
strategies

~= QutTine the purposes and procedures of field testing, demonstration,
dissemination, and marketing educational products

-- Compare pilot-test and total—sfetem strategies of local change
-~ Compare authoritarlan and part1c1patory chque_iitifeg1es _q‘

-- Discuss the roles of external and internal change specialists

-- Qutline the rode of;the resource tinkage agent in- educational change

It is best that you study lhis unit b: fore study of any of the remaining
. units of this training. program since it offers a general basis for study of
. the later units. The theory and strategies covered in this unit are basic to

the following units: - :

©  pnit 3 that presents a general task flow‘for designing and conducting
local change programs

Units 4-7 that deal with themes of educational change: 1nd1v1duallzat10n,
enquiry or problem solving, personal/soc1a1 development and relevance™

Unit 8 that focuses on selectTng a local educational change program

Unit 9 that concerns improving the imp]ementation of a local educational
program . .

{
" Unit 10 that deals with spreading the use of an innovative program
throughout a school district *




. _ ' Unit 2 - 3
Unit Study Plan

Before beginning study of this unit, ycu should determine how intensively
you want or need to‘study each objective, After a carefql giagnogks of your
needs and present attainments, if you judge that study of some of the unit
o?jectives is'unnecgssary, you are free to omit them from your study.

Below is a guide for arriving at your study plan, either with help from
your instructor (if you have one) or on your own. The guide calls for a

. foqr—step procedure: assess your needs t6 study the unit objectives,
decide how to study them, assess your mastery of the unit objectives after
study of the unit, and evaluate the un}t.

Personal assessment of needs to study the. unit. First, turn the pages

of the unit quickly to acquaint yourself with the objectives and their

contents. Twenty minutes should be sufficient for skimming the unit.

Next, perform the Pre-Assessment Exercise that follows to obtain a basis
for estimating your present ievel of mastery of the unit objectives. The
_._exercise contains questions giving you the opportunity to review your knowiedge
as retated to the unit objectives. 1In doing the Pre—hssessment Evercise, use
it simpl& as a way of determining®shat parts of the unit you need to stdﬁy.

It is not expected that you will pass the Pre-Assessment, though you are apt

to find that you can answer some of the Questions adequately before studying
the unit. .

“Hhen you have comp]éted the Pre-Assessment Exercise, check your answers
againsidéhe Pre-Assessment Exercise Ancwer Key (at the end of the unit). Keep
in miﬁa that this exercise is for your use in determining which parts of this

unit will require the bulk of your study time.
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. Unit.2 -~ 4
. PRE-ASSESSMENT EXERCISE ~ UNIT 2 ) -

Directions: This pre-assessment has two prrposes. It gives you the "
opportunity to demonstrate mastery of some unit objectives before studying
the unit, and it orients ycu to the unit as preparation for studying it.

Feel no obiigation to answer a question. It is not expected that vou will
necessarily be able to answer any of the questions. However, if you can

give a fully adequate apswer to a question on this pre-assessment, you -
have no need to study that part of the unit to which the question refers.,

Probably you will need no more than one-haif hour to compiete this
exercise. When you compiete it, turn to the Pre-Assessment Exercise -
Answer Key at the end of the unit to check your answers. Then turn to the
page following this Pre-Assessment Exercise to continue with your unit
study plan,

Objective 1. Define theory in terms of variables and re]atibnships among
wvariables. :

)

) }

Objective 2. Define and distinguish hypotheses from principles or laws.




Objective 3.

- Objective 4.

.

Objective 5.

Unit 2 - 5

Describe how theory is related to practice in feﬁms of .
explaining, predicting, apd controlling what happens.

-t
-

\/FJ

. . 4
. . ~
Define change strategy and explain how it relates to theory.
b “ .
- F

)

Describe and compare consumer—centered and product-centered
charge strategies
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. Objective 6. Describe the following as aspects of introducing changes in'
: schools: field.testing, demonstration, information dissemination,
and marketing.-

-

~

Objective.7. Compare pilot-test and total-system strategies for introducing
- g changes in a school district. : .

-

Objective 8. Describe autheritarian and participatory change strategies and &
: give key strenyths and weaknesses of each.

- @ T

A
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Unit 2 - 7

ObJectlve 9. EDescnbe the roles of external and 1nterna1 change spec1§115ts

and give key strengths and weaknesses of each.

-

Objective 10.~
change,

%

r"}‘. ‘

i1

L]

L4

Outline the role of the resource 1inkage agent in educat1onal

-,




Unit 2-- 8
Having comp]eted.the Pre-Assessment Exerci;e, you - (with your instruoto;,.
. 17 you have one) should checllz yodr'answers with those given in the Pre-Assessment
Exercise -~ Answer Key éf the end of the unit. Compare the ggg_;_' and detail
of your answers with those offered in the Answer Key. . There is no one.right
" answer to any of the questions but rather key points tha£ are required for
an adequate answer, with those points stated in your own words. The Answer
Key probably contains fuller answers to most of the que§tions in the exercise
than you can give before studying the unit. . .
in the foi]owing table (next page) you-are asked to check the e;timates,
you {and your instrucior?) make of your level of mastery of each obizctive.
Check HIGH if you judge your answer to be right on iarget and n adequate .
detdil. Check MODERATE % you believe your answer to be good but ligking
some points needed for a fully adequate answer. Check LOW if you éind your
. answer to be inappropriate or incomplete, or if you did not answer:the,q.uesi:ibr..
After checking your level of mastery of each objective, check at tﬁe
right whether the objective requireédmerely review, or careful study. 1Tt is
not a sound procedure for you to study the Answer Kay as a way of learning
answers to items in the Pre-Assessment Exercise. Instead, you should study the
unit materials since’they are meant to prepare you to give an adequate answer

. L]
based on an understanding derived from reading and practice exercises.

! ~
-~




‘Unit 2 - 9
UNIT STUDY PLAN CHECKSHEET
PRESENT
. ‘ _ MASTERY REVIEW  NEED TO
OBJECTIVE TOPIC . R M L ONLY STUDY

1, Define theory in terms of var1ab1es and
re?at10n¢h1ps

2. Define and distinguish hypotheses and
principles or.laws

3. Demonstrate comPetence in_relating theory
to practice using the explain-predict-
controi formula

4. Define change strategy and explain how
it relates to theory -

5. Describe and compare consumer-centered
and product-centered change strategies

6. Outline the purposes and procedures of
field testing, demonstration, information
dissemination, and marketing in product-

diffusion strateg1es

7. Compare pilot-test. and total-system
strategies for introducing change in
3 schoo] district and give advantages
and disadvantages of each

3. . Describe authoritarian and participatory
change strategies and give key strengths
and weaknesses of each

9. Describe and compare the roles of
external and internal change specialists
and give key strengths and weaknesses

- of each -

10. Outline the role of the resource linkage
agent in educational change
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Unit 2 - 10
. Study procedure. In studying the unit, you will gain by doing the

objectives in the order in wh}ch they appear since each part of the unit
éssumes a level of understanding based on the previous parts. It is a good
idea to at least skim those parts of the unit that you judge, on the basis
of the Pre-Assessment Exercise, that you already have mastered.

You may wish to study all or part of .the unit with one or more fellow
students. Your instructor may elect to conduct group sessions either to
introduce the unit, to.review it after your study, or to add‘furthér material.
And, or course, you could study the unit entirely independently.

You will note that, under each objective, explanatory material is given
that is usually supported by illustrations and most often is involved in
exercises you perform. The exercises are either followed immediately by
explanatory materials to help you check and round out your answers, or they

_ . are provided with an Answer Key. r |

You probably will take about one day to study this unit, depending on
how intensively you need or want to study any or ail of its objectivef. It
is best to go through the unit in its entirety first, then make plans for
later'and more intensive study of any areas of particular interest to you.

4

Post-assessment. When you complete study of the unit, you will fid

directions for the Post-Assessment Exercise. Perform the Exercise and check
your answers against those given in the Answer Key. If you fail to show

mastery of any objectives at this time, further study is indicated.

Unit evaluation. At the end of the unit you will find a Unit Evaluation

Form. It will be helpful if you take a few minutes to complete it and return
it to the address given. This will be an aid in making any revisions of the

. unit and in learning who can benefit from study of it.

14
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Unit 2 - 12

Objective 1. Define theory in terms of variables and relationships.

Theory is made up of statements of "cause-and-effect" that identify

hypothetical or proven relationships between or among variables. As an example,

consider the following statement:
The larger a stone, the more work is required to 1ift it.

This statement expresses a relationship of “cause—and—effecf" between the
variables of largeness (size) and work {(weight}. This is an-established
Qelationship that is acegpted to be universally true, provided that the
material making up a stbﬁe is similar in all of the stones tésted.

Largeness and work are called variables because they are factors in the
situation -that can vary in degree aiong one or more dimensions. A stone of
any given material can vary in size from small to large as measured by a
ruier or by the amount of water it displaces. MWork also can vary in amount
from 1ittle to much as measured, for example, by a balance-beam scale or by
the amount of electric current used.

In the example, we call size the causal variable and work the effect

variable. (A more sophisticated terminology labels size the independent
" variabie since this is the variable whose effect is to be measured, and work

the dependent variable since the amount of work required is dependent on

variations in the size of the stones tested.)

The example given expresses a positive relationship between the two

£’

variables; the more size, the more work. ;nme theoretical statements express

negatiée relationships: the more this, the less that. For example, the more

carbon dioxide there is in the air, the lower (less) a flame will burn.

16




““Unit 2 - 13
While the heart of theory consists of statements of relationship between
or among variabies, two other uses of the word theory need to be understood.

One is its use in the expression a theory or the so-and-so theory. In this .

case, the word theory refers fo an organized system of statements about the
relationships among a set of variableﬁl Thus we talk about learning theory
or personality theory or political theory. Or, more particulariy, we talk of
Freudian theory or Marxian theor&. The other use of the word theory seeks to
distinguish it from fact. This use is illustrated.by the remark one
frequently heaps, "That's true in theory, but not in fact." Thi§ is an
erroneous use of the word theory since it implies that theory alwayslfs
contrary to fact. Nothing’cbuld be more contrary to fact than such remarks
since theory very often corresponds to fact.

Exercise 1 that follows gives you practice in.identifying causal and
effect variables, and in indicating the direction 6f relationship, in each
of four statements. When you complete the Worksheet, turn to fﬁe Answer Key

on the next page to check your answers. -

17




1
CIRCLE
OF - ' . CAUSAL EFFECT DIRECTION OF
STATEMENT RELATIONSHIP . VARIABLE VARIABLE RELATIONSHIP
1
The more oxygen in a room, the + -
brighter a candle will burn
The more weight a horse
carries, the slower he runs + -
. The more a studant fails, the
Tower his self-concept v] + -
The more instruction is individ-
ualized, the more students learn + -

Unit 2 - 14
EXERCISE 1 - “"ORKSHEET

Directions: Examine the following statements and for each write in the
causal variable, the effect variable, and the direction of the relationship
between the two. When you have complieted the workshest, check your
ansvers by turning to the Answer Key on the fellowing page.

Y

18




Unit 2 - 15

. EXERCISE 1 - ANSMER KEY

Explanation: The following are the expected answers in this exercisc. The
particular words chosen 1n naming the causal and effect variables can vary,
provided that you identify the correct variables.

e of reLmosne | (GUSI | g oo or
me sore syen i vov v | genn | arighaess, | (D -
Moot T | e | e |+ (O
eore s sttt 1S e | e | strament |+ (D)
e i I B FOR




Unit 2 - 16

Objective 2. Define and distinguish hypotheses and principles or laws.

Statements in theory vary from those lacking any supporting evidence to'!
those that are firmly esfab]ished by massive avidence. Statements toward the
“no eQigence“ end of the continuum are calTed hypotheses while those toward the
“ample evidence" end are called principles or, sometimes, rules or laws.

Any éheoretica] statement, whether hypothesis or principie, is a

generalization since it asserts that the relationship spoken of is generally

true. Usage of the term “generalization® is inconsistent since many people
Lse it as synonymous with principle or Taw while others use it to refer to any
statement on the re{ationship between variables, whether hypothesis or
principle. The latter usage is the correc¢t one.

An hypothesis assumes a relationship to be true and in that réspect is a
guess. However, it should not be a random guess but an educated one in the
sense that there is some rational basis for expecting the relationship to be
true. Suppose, for example, a researcher wishes to determine ways of
improving intergroup attitudes. He may hypothesize that, if members of two
groups holding hostile attitudes toward each other view a film showing
similar groups relating in a friendly fashion, the attitudes of the viewers
toward members of the other group will become more positive. The assumption ™
is that the viewers will someow identify with the filmed presentation and,
through identifying, will adopt changed attitudes. The hypothesis, therefore,
is a reasonable one. However, it will remain a hypothesis unti? evidence on
it 1s obtained through testing.

During the past quarter century, mﬁny research studies on intergroup
attitudes and relations have been conducted and there is a considerable body
of hypotheses in this field that have been tested and become estab)ished

principles. Thus, it has been frund that, if hestile groups can be induced to

’ 20




Unit 2 - 17
work together or play together:pro@Uctively, their.general relationships will
ustally bé improved. Also, it has been found that attitudes toward an
"outgroup" tend to become more favorable if a prestigeful "ingroup” member
expreéses friendlihess toﬁard members of the other group.

Most principles, including those related to human behavior, are far from
universally true. They usually refer to tendencies that are strong enough to
be useful in predicting on a percentage basis. Principles enable one to P
improve on chance, and that is valuable if there is no other basis for
predicting (or controlling) events. Sometimes principles involve powerful
causal factors that make predictions almost certain. This, however, is rare
in predict%ng the effects of causal variables on human behavior.

Two important reasons for the failure of a principle to offer a basis
for correctly predictind outcomes require attention. One reason is that many
outcomgs require the simultaneous action of two or more variables. Consider

the maxim, you can lead a horse to water but you can't make him drink. Put in

other words, being in the presence of water isn't enough to ensure that a
ﬁorse will drink. Another vital causal variable is being thirsty. Multiple
“causation also is true of human behavior; rarely is control of one variable
%ufficienf to ensure any given outcome.

The second reason for the failure of a—principlte—to—hold—up-in a

particular instance is that contingent variables may have entered the

situation to block the expected outcome. Thus, a thirsty horse at the stream
may still fail to drink if there is a wolf eyeing him from the opposite bank.
In education, contingent variables are always operating. A child's learning

may be blocked by a multitude of variables that interfere with the operation

of sound principfes of 1earning, Poor eyesight, a toothache, thoughts of a

baseball game coming up, or fear of failing and of being criticized all may

21




Unit&? - 18
work against a child's applying himself to a task. )
Many prin¢iples, iné]uding principles in education, have been derived
from a wealth of human experience and are well accepted even though they never
have been formally tested in a research study. Take, for example, crossing a
street. The rule we follow, and teach children cuv follow, is to look to the
right and the left before starting to cross and to cruss only if no cars are
coming either way that Are near enough to hit us. The principle basic to the
rule is that a failure to look before crossing i5creases one]s chances of being
hit. Actually, this rule is continuaily tested by the fact tﬁat a parcentage
of those who fail to foilow it are struck by cars that cannot stop in time.
Many maxims or sayings are principles of caﬁse-and-eﬁfect derived from
general human experience. Here are three:
A fool and his money are soon parted.
A soft ansver turneth away wrath.
A burnt child fears the flame.
Each of these expresses a relationship that holds true well above chance and
properly is considered to be a principle of humar behaVior.
Distinguishiﬁb hypotheses from principies is a comp]ex task since one
needs to know whether the statement of relationship has been tested and what

the evidence says. Also, one needs to know how conclusive the test of the

+ v

R

relationship has been in cases where evidence of a definite relationship has
been found. Consider, for example, the hypothesis thal cigarette smoking tends
to produce lung cancer. Years of research were raquired to produce the pre-

vailing expert opinion that such a relationship exists, that is, to converi the

hypothesis into a principle. And there still are skeptics who claim that it is

not the cigarette smoking that actually causes cancer but rather chat

cigarette smokers tend to live in places with high concertration of cancer-

productng substances, or that cigarette sm.king and cancer proneness both are

22
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. caused by a third, unidentified factor. ' ¢

‘ Exercise 2gives fou practice in distinguishing hypotheses from
principles or laws. With ‘each example, you are asked to give your judgment
as to whether the relationship ha$ .been established by research or everyday
experience, 01;‘ whether it 1s simply a reasonable probability tflat has not

- : been gstablished by evidence.

"

23
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N EXERCISE 2 - WORKSHEET

Directions: For each of the following statements, give your judgwent {by
7checking) as to whether it is a principle established by adequate evidence

or an hypothesis that requires testing to determine whether or not it
generally is true. Check your judgments against the Answer Key that gives
another person's judgments that are not necessarily the right answers.

& 4 - m—-:
. .
L3 - '

—

. The more similaritéacher and student backgrouhds are, the better students’
Tearn. 7

Hypothesis ) Principle
What is learned in one situation transfers to other situations in direct
proportion to similarities in the two situations.

Hypothesis Principle

. The earlier in life a child is taught to read the better the child will

read in later years.

Hypothesis Principle

. When white and black children attend school together, ractal preJud1ce

becomes 1

Hypothesis Principle a
. o

. A person's self-concept becomes more positive as the result of success, or
- approval by others.

Hypothesis _ Principle

21
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. ) EXERCISE 2 -~ ANSWER KEY .

[x lanation: The answers given below are not offered as the conrect ones but
merely to help you clarify your understanding of the distinction between
hypotheses and principles. The test is whether adequate evidence for a
statement is present to make it a principle rather than an hypothesis.

1. The more similar teacher and student backgrounds are, the bette. students

learn.
v/

Hypothesis Principle
This is a reasonable statement but it hasn't -been sufficiently tested. It ’
" is reasonable that studies would find that many students learn better ynder
teachers who have different backgrounds.

2. What is learned in one situation transfers to other situatjions in dlrect
proportion to similarities in the two situations.

H

Principle L//

Hypothesis
¢ Research on learning -generally has found this statement to be true.
._ 3. The earlier in Yife a child is taught to read the better the child wﬂ'{
' read in later years. .

- Hypothesis V//. | Principle

This sounds reasonable but research findings are contradictory. It remains
an hypothesis until further research is done.

4. Yhan phite and black children attend school together, racial prejudice
becomes less. \/}
Hypothesis Principle
The evidence obtained so far is that merely attending school tagether
usually does nol improve racial attitudes. It is what black and while
students experience in an integrated setting that determines effects on
racial attitudes.

5. A person's self-concept becomes more positive as {he result of success, or
approval Eifothers.

Hypothesis Principle ¥
. Both the evidence of everyday experienée and research findings generally
. support this statement as lrue.
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Objective 3. Demonstrate competence in relating theory to prdctice using
P the explain-predict-control formula, (£ %

~ : 5
rn B

A1l technologies depend on applications of knowledge of cause-effect .

relationships. This is true of engineering, of medicine, of farming, and of

“education. ‘Theory, in the form of principles stating cayse-effect-relatfonships;

thus is the gssential basis for practice in any area of endeavor. .
The relationship between theory and practice can qi,made clear by study

gf the explain-predict-control formula. Principles enable one to explaid

phenomena since they idéntify'cau;al variables that in%luence ouécomes (effects).
Example of explanation: These children’ are studying harder than before

because the teacher has been praising their
work. / ‘

If one knows principles specifying causal factors tending to producé certain
. effects, and if one knews that those causal factors are in operation, .one can -
Qredict‘that those effects will tend to occur,

. . Example of prediction: This teacher has begun praising her students'
. i work; I predict her students will study harder
than before. - ) .

’ "Also, if one knows causal factors that will tend to produce certain desired

effects, and if one gains control of those causal factors and-puts them into
operation, he can cortrol the desired outcomes.

{ -Example of control: I am going to praise my students' work as a
way of inducing them to study harder.

- . Knowing that praise has good effects on students' performance, and being able
to employ praise, both are required to achieve the desired outcome of getting
students to work harder. Knowledge is power, the saying goes. It would be

more correct to say that knowledge is power when one puts it to work {(applies

it) in achieving practical ends.
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In relating theory to practice in education, you should start by

« identifying the outcomes {effects} you wish to achieve { or improve}. For

- <

example, suppose you are called in by an assistant superintendent of a school
district to help plan a system-wide strategy for tmproving students' self-
concepts. A study of the research Titerature in education would reveal to
you a numbehﬂog E;1nc1p1es identifying factors centr1but1ng to a positive

self-toncept. A survey of recent educational 1nn0vat10ns would reveal to you

a nuwber of practices that apply some of ‘these principles in school programs.

“You would then be in a position to advise the school district on the changes

it might introduce with the purpose of {mproving students' self-concepts.

At this point, you might be called upon to employ your knowledge of

" theory and practice in relation to the process of bringing about the prdgram

changes the school system elected to introduce. What principles of change
theory would be apﬁlicab]e to tha choice of a strategy the school system could
use in introducing the desired changes? hChange pheorj has a vast 1iterature

"’ a
and there is no one theoretical formulation of the change process that is

*generally ad&epted by*ﬁtudents of the process, The following statements, put

in the form of hypotheses of principles, Tdentify causal variables that many

change theorists consider important in achleving effective change programs.

a. User- in1t1ated change programs tend to be more effectlve than those

initiated by outsiders. ;
. 4

b. Change programs tend to be more effect1ve if they originate from
’ identified needs for change. -

c. Change programs that have strong community support terd to be more
effective than those lacking such support.

d. Change programs tend to be more effective whén representatigps of the
administration, teachers, parents, and students all play a role in
designing,and conducting the programs. A

Y

e. Change programs, tend to be more effective when specific plans are
made for implementing them.

-
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f. Feedback data on the implementatton of change program features tend
to improve the program's effectiveness.

g. Change programs are more effective if the participants in a program-
hold values consistent with those represented in the program.

Putting these hypotheses'or principles to work in the design and conduct
of a change program requires that you seek to bring any of these {assumed)
causal variables into operation through whatever role you hold in influencing
the schaol system. If, for example, community support is chosen as a causal
variable to bring under control, an aspect of planning the_change program
would be to survey commuhity attitudes toward the proposed changes and, if
necessary; to set about to build the desired level of support for the changes

contemplated.
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{ Objective 4. pefine change strategy and explain how it relates to theory.

Change strategy consists of any general approach or plan of action for
accomplishing desired changes. In setting about to make any gort of change,
various churses of action could be followed. The choice of a particular
course of action should be based on a careful consideration of alternatives.
The stratéﬁy chg;en should suit the goals underlying the change effort,
should make effective use of the best available resources, and should be
consistent with established theory and tested practice.

- The term change strategy is applicable only when there is careful,
systematic planning in an orderly sequence of goal setting, program design,
and program implementation. Analysis of the needs for change and a search for
alternat?ve solutions are essential parts of a change strategy. Also factors
in the local situation that would favor or oppose different courses of action
should be identified and evaluated in strategic planning.

There is no accepted classification of major categories of change
strategy. A difficulty 1in arriving.at any such classification is that the
strategy adopted for any particular change ﬁrogram is apt to combine features
drawn from two or more general types of strategy. However, it is useful to
identify a number of types of strategy, as listed below. These types will be
examined in some detail under Objectives 5 ~ iqQ.

1. Consumer-centered strategies {based on identified local needs for .

change) .
2. Product-centered strétegies (focused on spreading the use of products)
3. Authoritarian strategies {requiring compliance to power)

4. Participatory strategies (with all categories of participants sharing
in decision-making and in conducting the change program)
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5. Product-diffusion strategies {involving field-testing, demonstrations,
. information networks, and adoption networks)

¢

6. Pilot-test strategies (introducing an innovative program within a
district on a limited basis)

7. Total-system strategies (involving an initial system-wide adoption of

an innovative program)

8. Linkage-agent strategies (involving an information agency or agent
that makes knowledge or know-how available to a school district when

vequested)

Effective change strategies are based on established principles. of change

theory. One formulation of such principles is a set of six guidelines for

creating a strategy for a change program prepared by the National Training

laboratories (NTL). Each of the six offers a criterion to be satisfied in the

design of a change strategy. The illustration given indicates how each

guideline might be taken into account in determining the strategy used in

setting up and conducting a change program that introduces a nongraded/team

teaching plan in the elementary schools of a school. system. The illustration

assumes that the elementary schools in the system each sets up teams containing

about 100 students served by the same team of teachers and that students are

taught on a non-grade-level basis that allows them to advance in a subject at

whatever rate they can master the material in the curriculum for that subject.

NTL guideline

1. To changea subsystem or any
part of a subsystem, relevant
aspects of the enviromnment
must also be changed.

2. To change behavior on any level
of a hierarchical organization,
it is necessary to make comple-
mentary and reinforcing changes
in organizational levels above
and below that level.

.30

Application of quideline

Introducing team teaching with nongrading
calls for shifting from the one-teacher-per-
classroom pattern and for breaking from the
grade-level curriculum where all students in
the same grade study the same materials.

Since teachers represent the lowest level of
the school system hierarchy, introducing the
new plan requires changes in the roles of

building principles and centrail office staff,
particularly curriculum supervisors and

. specialists at the district level.

e
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. NTL guideline Application of quideline

3. The place to begin change is at Introducing team teaching with nongrading at
those points in the system where the elementary school level assumes that
some stress and strain exists. there is dissatisfaction at this level that

the new plan promises- to resolve.

4, If thorough-going changes in a Very often, the impetus for change starts
hierarchical structure are with teachers, principals, or curriculum
desirable or necessary, change  coordinators.! This guideline says that, if
should ordinarily start with the the team teaching-nongrading plan is to be

policy-making body. used.on a system-wide basis, the central
. administration needs to be involved early.
5. Both the formal and informal Any school system has both a formal organiza-

organization of an institution tional structure and an informal system of

must be considered in planning relations among staff members (such as what

any process of change. occurs in the teachers' room). Before ’
deciding on the team teaching - nongrading
plan, views of teachers and other staff
members should be sought on an informal
basis to determine how they would view the
change in terms of their interests.

6. The effectiveness of planned This guideline says that "any plan to

change is often directly related introduce team teachirg with nongrading
. to the degree to which members should be worked out by planning teams that

at all levels of an instruction- represent central administrators, building

al hierarchy take part in the principals, curriculum coordinators, and

fact-finding and the diagnosing tedchers. Also, it makes sense to involve

of needed changes and in formu~ parents and community representatives in

Tating and reality-testing the process since they can make a contri-

goals and programs of change. bution to determining what is needed and to
making whatever plan is chosen work.

@ | 31
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Dbjective 5. Describe and compare consumer-centered and product-centered
change strategies.

A" consumer-centered change strategy begins with the identification of

local needs for change and then proceeds through the steps in the problem-
solving process that are réquired to fi1l those needs. Included in the
problem-solving process is the identi%ication, analysis, and evaluation of
educationé] prqducts {including procedures and programs} that could meet the
needs in question.

- A product-centered change strategy begins with a concern for fostering

the widespread use of particular educational products {procedures, programs}.
It is 2 case of a'solution looking for a problem rather than a problem looking
for a solution, as is true of the consumer-centered approach.

petermining whether the strategy of a local change program is consumer-
centered or product-centered usually is simply a matter of finding out whether
the initial jmpetus,for the program came from someone identifying a tocal
need or someone promoting the use of a product. In both cases, the "someone"

+

~1 ‘)could either have been inside the school system or outside it. Also, the
someone could have been éne person or a group of persons.
The product-centered approach most often reflects the efforts of somé
outside agency to promote the use of a product with which it is identified.
A publisher, manufacturer, or marketer of gducational products empioys, or
supports the use of, product-centered strategies. fducational agencies such
as research-and-development (R&D) centers and laboratories normally employ

strategies focused on stimulating the widespread use of products they develop

or that they are committed to diffusing. Product-centered strategies also

. are characteristic of the many projects established with funding from the

federal government or private found&tions to develop, test, and promote the
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use of such products as nelt curricula, procedures such as nongrading or team
teaching, or such instructional programs as Individually Prescribed Instruction
(IPI) and open-classroom plans. . -

The consumer-centered approach most often reflects efforts by personnel
of a school system to improve its {nstructionai program. The initial impetus
may come from within the system {as when achievement test results in reading
or mathematics become known to staff members or to parents}, or from outside
(as when consultants from universities are called upon for recommendations or
when state education department officials recommeqd changes).

Several advantages can be claimed for the consumer-centered over the
product-centered approach. First, there is the 1ikelihood that the product-
centered approach will be dominated by salesmanship and will not be addressed
to meeting crucial .needs of the schopl district. Second, there is the danger
that alternative products with superior qualities for meeting local needs may
not be considered. Third is the likelihood that the criterion of success of
the change strategy will be quantitative evidence on the adoption and continued
use of the product in question rather than qua]itativé evidence in relation to
meeting needs. A fourth likely disadvantage of the product-centered approach
{s a failure to involve local personnel sufficient]} fn planning and
conducting the change program. A needs analysis is probably a sounder way of
getting the commitment of local staff members to a change program. This way
principals and teachers who will be most centrally involved in the change
effort can become motivated to undertake whatever change activities seem
appropriate to meet the needs they have shared in identifying.

Two advantages can be claimed for the product-centered approach. One is
that the motivation of those promoting the product can stimulate a school

district to undertake change activities that are apt to improve the
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instructional program or supports to that program.. The second is that those
promoting the use of a product often offer expert assistance to local
personnef in choosing a product, preparing to place it in operatien, and
installing it.

.A strategy that incorporated the advantages of both consumer-centered and
product~centered approaches could be expected-to be superior to either taken
alone. Thus, information about new products on the educational market might
stimulate a school system to examine its needs as related to such products.
The results of a needs analysis and a survey of available resources might Tead
to the choice of a pérticu]ar product. At this time the interests of
consumers and fébresentatives would coincide and the two could cooperate in
planning and condﬁcting a change program using the product in question. The
essencé of this strategy, it should be ngted, 1ies in the fact that the needs
of the school system are focal, meaning that the consumer reference is
primary, the produci reference secondary.

Exercise 3 asks }ou to offer your criticism of the approach described to

introducing a curriculum and your recomendations for a better change strategy.

ey
Y
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EXERCISE 3 - WORKSHEET

Directions: A simulated account is given you of the process of introducing
a new elementary science.curriculum in a school district. The curriculum
chosen is one of about & dozen new science curricula designed to serve the
same purposes, each distributed by a different developer or publisher.

You are asked to offer your criticism of the adoption process, then to
recommend a better way of making changes in the elementary science program
of the school district. When you finish the Worksheet, turn to the Answer
Key for suggestions on improving your answer.

f1lustration

Assume that the elementary curriculum coordinatcr for the Jefferson
School District attended a convention where she visited the display of the
Forward Publishing Company and was shown the outline and materials. for the
Inquiry Curriculum in Elementary Science. The coordinator was impressed
with the curriculum and invited the publisher's salesman to visit Jefferson
to exhibit the curriculum. Elementary building principals and the Assistant
Superintendent for Instruction examined the curriculum and, after the
salesman left, decided to propose its adoption te the Superintendent. The
Superintendent approved the proposal and the curriculum was adopted.

Your criticism of this procedure

T

Your recommendations for & procedure
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EXERCISE 3 ~ ANSWELR KEY

Explanation: Below is given another person's answers to the two requirements
of the exercise. Use these answers as a basis for checking your answers,
recognizing that there is no one right set of answers.

A criticism of the proceaure used by the Jdefferson School Di&frict

Jefferson used a product-centered approach, rather than beginning with an
analycis of needs for change 1n the local elementavy "science program.
Jefferson did not mske comparlson of the nature, merits, aud costs

of the Inquiry Curriculum with these features of competing new elementary
science programs.

Jefferson did not involve the elementary teachers or their parents in the
process of choosing a new science progran.

There is no evidence that Jefferson carefully considered the feasibility

of successful implementation of the new curriculum: costs, required changes
in teachers' attitudes and training, suitability of the goa]s and maierials
for different students, etc.

Recommendations for an iMproved procedure

The curriculum coordinator should first bring together building principa]s
and teacher representatives to examine the current instructional program in
science to identify needs for change.

A task force composed of the curriculam coordinator, some building
principals, and some teachers should next survey various new curricula,
seeking the one that would best meet tocal needs as well as being feasible
of implementation, taking accoun® of funds avatlable and needed teacher
training.

"Once a curriculum was selected through this process, district approval for
adoption should be sought.

As part of the adoption process, a specific plan should be made for the
adoption-implementation process.

306
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Objective 6. Outline the purposes and procedures of field testing,
demonstration, information dissemination, and marketing in
product diffusion strategies.

In product-centered change strategies, a number of subordinate strategies
can be employed to pFBmote the diffugion, that is the widespread utiiization,
6f a product. It is convenient to specify and interrelate four of these
subordinate strategies--field testing, demonsira;ion,’information dissemination,

and marketing. Each servcs different purposes in thé diffusion of the use of

~a product; all four have a place in the diﬁfgsion.précess; and the order of.

their listing above can be defended as the mogt appropriate one.

Field testing refers to the process of tryiﬁg a product in & number of

types of educational settings for the purpose of ﬁaking the necessary modifi-
cations of the product to make it suitable for vaéylmg use, to achieve
effective 1mplementaFion of the product in the differenf'settings, and
obtaining eyidénce on its use and effectiveness in thege settings. If the
purpose is to have the product used in different parts of the céyntry, in
school systems of different types of communities, and in various sorts of
instructional programs, it is important for field testing to try the product
in one or more school systems representing such differences. Field testing
procedures following the above include identifying Tocal settings repre-
senting the tryout situations desired; aﬁaiyzing the requiremeﬁts for intro;
ducing the product in those settings (including modifications needed in the
product, procedures for use in planning the tryout, and procedures needed to
introduce the product in the local setting; monitoring its Implementation,
and obtaining dita on program imp]ementatiﬁn and outcomes in each location.)
Demonstration means Exhithing thé product in use in one or more
settings so that schools or school systems considering its adoption can observe

it in action, interview participants about problems of Implementation and
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their general attitudes toward the proauct, and evaluate itg outcones.
Genera]lyi those interested in the possibility of adopting a product ;}efer
to see it demonstrated in a situation similar to their own. Fpr this reason,

*

.demonstrations should be conducted in as mény differeat type§ 6f situation
as is feasib]; with the resources available. Geographica] distribution of
demonstration sit2s is important to enable potential users of the produét‘to
« - afforé visiting a demdnétration site. Often, a field test site can also be
used as a demonstration site once the fié]d test phase has accomplished.
effective product implementation. An important function of a demonstration
site is to provide internship settings for staff members from other schools

or school systems that have decided-to adopt the product.

Information dissemination about a product is always appropriate, but

L4

becomes especially justified when the product has been successfully field
tested so that evidence of its effective implementation. and qucomes‘invi
different tybes of situation has become available. Many information channels-
can be used to disseminate information about a product--trade publications,
advertising brochures, advertisements in educational journais, and informal'

: ora] or written de;criptions. The ob]igati?n assumed by anyone who disseminates

such information is to give full and horest'data about it; its purposes and

features, requireménts for implementing 1t (including costs}, and its out-
comes in different settings where tested. Especially valuable are reports by
agencies that g%ve impartial descriptions and comparisons of alternative
products designed to serve the same purposes., An example of such an agency.
is Educational Products Information Service (EPIE} in New York City.

Mziketing refers to procédures used in matching the consumer’s needs with
. a given product. The strategy of marketing includes a mecﬁanism for

producing and distributing a product. Beyond this, it includes services to

RE . 38
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adopting_agencies'in the form of expert advice on whether.to select the product,
on how *o prepare to install it, and on placing it in operation. If marketing
is nationwide, a network of regional offices often 1s tequired to provide the
needed Tocal information and assistaﬁce ip |

An important theoretical issue with regard t3§5¥fect1ve product diffusion
concerns the difference between using as a criterion the number bf adoptions
of a product vérsus the number of effective adoptions. Effectiveness is
defined in_terms 0?.appr0priateness of the product to local needs, comp]ete-
ness of implementation, and evidence of significant and desirable outcomes.
Associated with effective 1mp1ementation are retention of the product in use
over an extended per1od and spread in its ‘'use throughout the school system in,
cases where it was initially adopted on a pilot basis. It {s obvious that
effegtive adoptiop rather ;han number of adoptions.should be the %riterion.

In general, especially in the long run, sound markeFing practices depend on
satisfying the consumer's needs rather than merely increasing the volume of
sales. . (

fhe process of field testing, demonstration,:information dissemination,
and marketing outlined abovechas beep standard procedgre in the product
development programs conducted during the last decade by Research and
Development Centers and Regional Educationel Laboratoeies funded under the ‘:
Elementary and Secondary Education Act of 1965 with grants from the U. S. ’
Office of Education and, most recently, the ﬂational Inetitute of Education.
A similar procedure has been followed in numerous curriculum development
projects funded by the National Science Foundation, private organizations
such as the Carnegie Foundation, and other agencies.

It is important to note that such a product-centered approacls is
appropriate when a product is being develoeed. The critical thing is for

the marketing process to give stress to local needs, that 1is. to become
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‘consumer-centered. Disseminating iﬁfbrmation aboutﬁthe produci widely is
important to enable potential users to kngﬁ of its features and availability.
Given such information, it is up to local égencfes to de}erﬁine whether the

product meets their peeds and has advantages over competing.products.

4
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. . Objective 7. Compare pilot-test and total-system strategies for introducing
‘ ) change in a school district and give advantages and disadvantages
for each. :

Two contrasting strategies for introducing an innovation into a gchool
system.are the pilot-test and the total-system strategies. The pilot-test
approach'involvéﬁ installation of a change program on a Iimjted basis in
segments of a schoo! system, such as classes, grade levels, subject-matter

<

areas, or schoois. Thus the use of a new curriculum in elementary mathematics

can be introduced on a pilot basis in one elementary school of a district, or
a nongraded plan cah be introduced in one or two schools and limited to the
teaching of reading and mathematics. The total-system approach, on the other
hand, involves a system-wide introduction of the change program from the
_ beginning, without a prior pilot phase. For example, a school system might
. decide to introduce team teaching in all of its elementary schools as of a
given date or it might decide to install a multi-phased, nongraded plen in
all of its secondary schools, grades 7-12, as of a given déte.l
There are no available statist%cs on the proportion of local Ehange
programs in which the pilot-test or the total-system strategy is employed.
Certainly the use of the pilot-test approach is very ffequent and probably
covers a high percentage of innovations introduced into school districts
except where strong external pressures demand a system-wide initial change
effort. |
Pilot-test approaches rest on the assumption that a limited local test is
a proper way of giving the total school system a good look at the innovation
as a basis for deciding whether to widen its use. The pilot-test approach
involves the use of limited resources, a fact that is especially important in
. those most-frequent circumstances where resources in money and personnel are

in short supply. A pilot test enables the school district to initiate the use
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. of an innovation by staff members who desire to adopt it, thus ensuring a test
by people with favorab{e attitudes toward the innovation and with high

3otivation to implement it. Since a“p110t test requires a school district's
commi tment. of lesser magnitude than a total-system prégram, it usually is
easier to get support for it from schgol board, commuqity, and staff. A

* failure of a pilot test is less catastrophic and less threatening to those
responsible for it than a total-system project. A pilot-test has the furtger
advantage of offering one or more demonstration-training sites in case the
school district desires to consider a wider adoption of the program and, if
the decision i; made to spread the use of the program, & s.*ting for training
personnel to impiement the program. .

An important issue in the strategy of pilot testing has to do with the
choice Of‘sites for the pilot test. If sites are selected where the chances
. for the success of the p.rogram are optima] (because of characterist{cs of the

| parents, students, or staff wembers %nvolved) there is ihe danger that
critical problems of implementing the program in less-favorable sites will not
be dea1£ with. The other limitation of choosing sitez on this basis is that
persons representing the staff or the community are apt to be skeptical about
the use of the program in relatively unfavorable sites. A rule to follow in
selecting ptiot-test sites is to choose those that fairly represent the school
system as a whole, jﬁsofar as this is possible,

Advantages of the total-system initiation of a change program result from
the fact that it involves from thé outset all those persons who, with a
pilot-test approach, would later beéome involved with the program. Instead
of the program being seen as the product and property of a small bart of the
school System (as in the pilot approach) it c&n be seer as belonging to the
. entil‘“e district. Thus, those "in" on a program from the outset see it as

“our” program, not "theirs", and are more likely to unile in implementing it.
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. Ob,]:ective 8. Describe authoritartan and participatory change strategies
1 and give key strengths and weaknesses of each. .

An authoritarian change strategy is one in which decisions to conduct a

T

‘change program are made at an administrative level with 1ittle or no participa-
’ ‘«
tion in the decision process by those Tower in the school system hierarchy who

will be involved in the brogram. A participatory change strategy is one in

which decisions about a change program aré made jJointly by higher and lower
. levels of persons who will be involved in the program. An example of the
authoritarian approach is when a scﬁOOI supérintendent, after consultation
with members of the system's administrative staéf and school board, decides to
install a nonaraded plan for drgénizing the elementary schools in the cistrict.
. An example of th?'barticlpatory approach is when a building principal invites
. his teachers and parents to study a nongraded plan for organizing instructan
and to decide with him whether to introduce it, Iﬁ'the planning and decision
process for this appro.ch, the principal would invite members of the district's
central staff to join in, and might also extend an invitation to participate
to the staffs of other elementary schools. Obviously change strategies might
fall somewhere between a fully authorit9rian approach and a fully participa-
tory ove. For example, the decision .o conduct a change program might be
made by a central administrator after consultation with the staff members who -
would be involved, and after those staff members had expressed the desire to
take part in the program. .
Advantages of the authoritarian approach relate mainly to efficiency in
getting change underway. Thus, where speed is important, decisions at the
administrative level can be wade quickly while those involving a participatory

. approach normally require considerable tiwe for study and negottatio  Also,

where there is staff indifference or resistance to introducing change, the
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authoritarian approaclt may be needed to get someth{ng done. Weaknesses of
this type of strategy are that it runs the danger of resulting in a change
program that does not suit the needs and resources of the schools where it is.
to be introduced, and that it is apt to obtain only an unwilling acceptance
by its participants. Under such conditions, the program is likely to be
implemented in form but not substance.

Advantages of the pa;ticipatory strategy relate to the involvement of
different categories of participants in the planning and decision process.
This involvement ﬁay avoid the weaknesses of the authoritarian approach.
Through study and discussion, prospective participants in the change program
have good oﬁportunities to arrive at one that is well suited to the needs
and resources of the school where it will be conducted. Through sharing in
decisions about the change program, participants are more apt to feel a
personal identification with it and be motivated to make it succeed. Weak-
nesses 01 the participatory method reiate to its inefficiency as compared to
the authoritarian approach, and to the fact that efforts at reaching
decisions representing the wishes of different catecgories of participants may
result in no decision, or in a superficial change program departing hardly at
all from prevaiting practices.'

Exercise 4 asks you to give your recommendations on who should particil

pate in planning an approach to reducing violence in an integrated high school

where racial clashes have been frequent.

4i
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EXERCISE 4 ~ WORKSHEET

Directions: This exercise asks you to assume that you are advising a school
system on how to go about planning a solution to racial friction and
violence in a recently integrated high school. When you have completed
this Worksheet, turn to the Answer Key to compare your answer with another
person’s recommendations, realizing that there is no one right answer.

Rimstone High School has recently been changed from 99 per cent white to
60 per cent white, 33 per cent black, and 7 per cent Puerto Rican. A result
has been constant friction in hallways and on playgrounds between whites and
both blacks and Puerto Ricans, and a number of violent clashes that have
brought in police to maintain order.

Khat are your recommendations for setting up a task force to work out a
solution to these problems? Who should be on the task force, and who should
be its chairperson? . ’
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. EXERCISE 4 - ANSWER KEY

Explanation: The recommendations offered below are based on the assumption
that the task force should be made up of representatives of those who are
involved in or concerned about the racial problems at Rimstone High School,
and that the task force should be led by the person most directiy
responsible for the school.

Recommended membership of the task force:

The principal

¢

A teacher representing each of the three groups: white, black,
Puerto Rican

A girl and a boy representing each of the.three gfbups
A parent representing each of the three groups

A school board member

A guidance counselor

A member of the central administration of the school system

Recommended chairman of the task force:

The high school principal

- A0
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Objective . Describe and compare the roles of external and internal change
specialists and give key strengths and weaknesses of each.

In change strategies, the roles played by specialists in leadership for
change are of major importance. A significant factor in the performance of

such.roles is whether the specialty is performed in a pesition held within a

school system or outside it. An external change specialist holds a position

. . . R € ]
outside a school system while an internal change special tst*fis a member of a
R AR N '

.
P a3

school system's staff.
Changé leadership within a school system may be provideé by a member of
the administrative staff--superintendent, associate or assistant superintendent,
or buliding principal. Also it may be provided by a member of the system's
staff of supervisors or specialisté—-curr?ﬁulum coordinators or supervisors,
schodl psychologists, Eroject directors, or staff members of a rescarch or
evaluation center. In addition, change leadership often is held by teachprs
given special assignments such as that of team leader or project director.
External leadership for local qducatioﬁa] change programs can come from
staff members of state education departments; éducat1onq1 agencies such as
federally-funded research-and-development centers and regional educational
laboratories, or private educational consulting firms. Also, school districts
can obtain consultants from university faculties to offer leadership for
change. }
With both internal and extermal leadership for change, the specialty in
offering such leadership is very often a part-time role. Thus a school super-
intendent or building principal assumes such Teadership as a part of his job.
Only in the larger school districts is one apt to.find consultants with

full-time jobs in change leadership who arc employed outside of school systems

in state education departments, educational Taboratories, private consulting
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. firms, or universities.
Whether the change specialist is internal or external to a school system,
_the responses of persons to the specialist depend to a considerable extent
on whether they perceive him as having the power to make decisions affecting
the school district. Within a school system, administrators are normally
perceived as having such power, while specialists such as gurticulum coordina~
tors are normally perceived as lacking the diréct authority ta make decisions
affecting staff members of the system. Qutside the school system, rep?esenta~

tives of state education departments are apt to bé perceived as having

decision-making powers because they represent the department's power to grant
or withhold licenses or funds. Other external change specialists usually are

. perceived as lacking such decision;making poviers, A consequence of such
differences in authority is that persons low in a scﬁool system's bowgr

. hierarchy are likely to participate in'planning a .change program more

willingly and comfortably wjth a specia]istrwho is perceived as a consultant
or helper rather than an aﬁ;hority figure who has the power to commanﬁ and to
punish. . '

Ronald G. Havelock of the University of Michigan's Center for the Research
Utilization of Scientific Knowledge (CRUSK) has prepared a list of general
differences between internal and external agents for change, with the
differences classified as advantages or disadvantages. The table below has

been derived mainly from his analysis. (The volume from which the ideas in

the table have been drawn is A Guide to Innovation in Education published in

1970 by CRUSK at the University of Michigan in Ann Arbor.)
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INTERNAL
CHANGE
SPECIALIST

EXTERNAL
CHANGE
SPECIALIST

) .

e

ADVANTAGES

 DISADVANTAGES

He knows the school system

He speaks the district's language

He understands the district norms

He identifies Lith the system's
needs and aspirations

He is a familiar figure in the
district

He may lack perspective

-

He may not have the special knowledge
or skill required

>

He may not have an adegquate power base

He may have to 1ive down his past failures

He may not have independence of movement

-

He usually faces the difffcult task of
redefining his ongoing rélationships with
the other members of the system

"

He starts fresh

He is in a position to have
perspective

He is inde?endent

He is in a pbsition to bring
ir something genuinely new

P

He is a stranger

He lacks the knowledge of the insider .

. He may not care enough

°~

.Gb = 2 3tup
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In order to make -best use of the advantages of both positions and to

avoid the problems of both, many experts in this field recommend that a change-
agent team be made up of both internal-and external persons working cooper-
atively. The members of such a team should then maximize the strengihs of

ot N
both internal and external positions while minimizing the weaknesses of each,
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L

Objective 10. Outline the role of the resource linkage agent in educational
change,

An important type of role in leadership for local educational change is
that of providing school systems information about educational products
(materials, procedures, programs) that could meet their needs for change. This
type of role has received several names. Havelock's term is "resource linker,"
meaning that the role provides for linking the school's sytems nesds with
available resources for meeting thosé needs. Another term i§ "education
information consultant." Yet another is "education extension‘agent." Finally,
thé role can be taken by “éield consultants" representing state education
departments, regional educational laboratories, universities, private
consulting firms, or other agencies,

Whatever the role title, and whatever the agency employing personnel in
this role, the functions performed are much the same. The job of a resource
linker is to bring to the school district the best information-available on
resources that could meet the needs expressed in a request for information.
Somet imes th{s job is performed by one person. More often, there is an
agency employing two or more persons who share the linkage functions.

. The linkage role can follow either a product-centered or a consumer-
centered strategy of change. Thus the role of agricultural extension agent,
from which the term education extension agent was derived, inéo]ves promoting
the adoption of superior agricultural products and procedures by farmers. In
this réspect, the role is pfoduct—centered, even though‘the intent of the role.
is to foster improved agricultural practices, thereby benefiiing both Tarmers
and the general public. Some educational field consultants are product-

centered since their role calle for promoting the adoption of particular
i
educational products. However, most resource linkers in education are
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consumer-centered, respending to expressed needs of client school systems.

Three main functions served by resource iinkers should be distinguished.
One function is helping school systems identify their needs for change.* For
example, a school district may éppeal to an agency for information abeut
individualized instructiopgl programs at the elementary level. 1In resﬁonding
to this quuest,.it probably is desirable for the agency to discuss with
representatives of the school system the particular purébses that thet
individualized approaches would*%erwé and the resources the system has in
hand for employing such abproaches. The function this would accomplish is
that of gaiqing more specific information on the sorts of ré;ources that
wouTd meet the system's needs.

The second function is that of finding and communicating information
about available resources for meeting the needs identified. variOUS.agencies
in education specialize-in offering information about rgsqu}ces that match
needs of school districts. A number of edu?ational information centers
exist across the country, often associated with state education depértments.
An example is Research and Informat{on Serv?ces for Egucatioq’(RISE).in
Pennsylvania. The following page presents a des ﬂi;fion o% this agency's
wark in providing “information i; response to requests from school districts.

The Educational Products Information Exchaﬁge (EPIE) in New York City makes
information available to school systems in the form of periodic published\.
reports on diffeéent types of educational products. The ALERT information
system of the Far West Laboratory for Educational Research and Development in
San Francisco offers similar compilation;;of descriptive inforwation .about
educational products.

The third function is that of helping school systems make effective use

of the information provided them. Thus you wiil note that RISE offers, among
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WHATIS R.AS.E. ?

Project R.1.5.E. Is essentially an educational informatlos
center devoted ta providing educational decision-makets
with relevant information drawn from nalional, state,

regionyd, and Tocal resourzes in support of their problems .

and concemns. The poject operates upder the jolnl
sponsorship of the Momigomery County Intermediate
nit and Burcau of Planeing and Evab-~tion of the
Pennsyivania Departmient of Edueation. It is currently
«engaged in the esizblishment of a state-wide educational
lin ormation network.

SERVICES:

- Pueparation and  dissemination of research
information re, orts {teviews of literatuic)

- Assistanee in progrtam development and
evaluation

- Ready refeicnee services

- Traning and  dissemination  activities and

information services

- Pybheation program including oceasional papers,
bibliographies, speciaf reports and state-of-the-art
Papets on speeific topics

- Computer 3nd manual information 1etrieval from
such navonal resovrees &5 the ERIC collection

- Drsseratnation of ESEA Title 11 aotivities

- Dissenumnation of proniiging edueational practices

- Dissenunation of other state sponsoted R&D

activity results such as those of the Educations)
Developinent Centers

- Dissermpauon of selevied curriculum materials
such as Learntag Actwily Packages.

R.LS.E. INe ORMATION RESOURCES

Project PURE

Pennsytvania Title 111 progeam reports
Educationat Resourees Informavion Center (ERIC)
Current tndex to Journals in Education {(CLE)
300 eurrent educanonyd journals

Selected Curesculum Materizls

Produets of the Regional Educational Labs
National index servizes

ERIC Clearinghousis

Cooperative  agreements  with  other  Informational
agendies such 3t Educational Testing Service and
Educationat Research Serviee

= |APPLIES FINDINGS TO PROBLEM

’

LOCAL DISTRICY IDERTIFES .
PROBLEM AREA ="SEEKS HELP
EROM INTERMEDIATE UNIT

®- m

= RESEARCH STUDIES

LOCAL OiSTRICT PERSORNEL

SITE LOCATIDNS)
JAEVIEWS MATERIALS ARD

= BIBLIOGD APHIES

LUS RESQURCE @

- EKEMPLARY PACIECTS
(PROGRAM DESCRIPTIONS

STATE-WIOE QISSEMINATION NETWORK FOA EDUCATION
' M r RESPONSIVE INFOAMATION SEAVICES

DISTRICT PERSONNEL AND '
NECOTIATES IROUIRY o

LU UTILIZATION SPECIALIST
No. 00 CONSULTS WiTH LOCAL
RS,
RECEIVES MATERIALS
AND $RESLCNTS
PACKAGE TO LOCAL
| VSTRICT PERSONNEL
mg%mar’asamé ¢
LOCAL IRFORMATION FIL
[HARD COPY ANDJOR
OISTRICTS MICROFODES TO RVS.
. INCLUDING
= ABSTRACTS
= JOURNAL ARTICLES

- — COMSULTANT RESOURCES

R.U.5. TRAKSMITS NEGOTIATED INOWIRY

TO R.15.E. IN STANDARO FORMAY

A135.E. CORDUCTS

@ LTERATURE SEARCH
ARD RE.JUACE ANALYSIS

L

R.l.8.E;

R.IS.E, LITERATURE SEARCH:

Pethaps the most impotiant — and certainly the most
visible — serviee is the preparation and dissemination of
reseatch information reports, that is, the end product of
a literatuze search. Each search and each resulting report

. is individually 1adored to the speeifie question asked by

a speeific client on a specific topie. 1t §s thus in every

. sente a responsive sérvices peardd to the elient’s needs.

Trained seaechers veceive asearch request, negotiate with
the client to precisely define his requirements, and then

- «undortake a search of all avalable resources 1o lobate

and 1ctieve material beating directly on the question at
issue. The result §s a package of knowledge In the form
of aticle or book print.outs, bibliographies, abstiaets

- and other materid, Searches may deal with, for instanee,

the structure “of the middle school or the ungraded
school or school sfudent activisms the task is Lo come up
with pertinent and rellable data conceming any question
asked about any legitimate cdueational coneemn. The
search process can be cither manual or computer or

* both. Othee fooms of information dissemunation include

teady refercnce, selecied dissemination é:ackagcs. and
duplicates of original ‘seatches. RASE. prefers to
provide its products in ‘microfiche format but hard copy
is available at higher cast. 4

THE PENNSYLVANIA EDUCATIONAL INFORMATIO
NETWORK: :

In an effort to make R.LS.E. responsive Information
services vailable to all educators in the Commonwesith,
a stalgswide network has been established. Two-thirds of
the CommenWwealth's 29 Intermediaté Units have a staff
membee irdined by R.AS.E. In the role of 2 Resource
Utilization Specialist (RUS). The RUS funclions a5 an
intermediaty between the loczt disuiet personnel and
Informalion services avaifable from R.1.S.E. Ideally, the
network will operate jn a wo-way mode: (a) RISE.
will acquire information from all elements of the
cducational system in the Commonwealth; (b) R.1S.E.
will pigvide responsive Information to local districts and
olher agencics tuough the petwork. A secondary
function of the nciwark will be to provide an additional
avenue for infeimal aeeds assessment.activitics at local,
tegional, and state levels. Future™ developments may
Inchade an expansion of the network 1o facilitate
management  information_ flow and other related
sysiems. Local districts In non-participating Intermediate
Units, a5 well az outofstate agencles, may contract
ditcetly with R.IS.E. for services.

.
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O . other services, "assistance in program development and evaiuation"band training
of local staffs for jmplewenting changes.
‘ In case you wish to read further about the resource Tinker role in

education, an excéllent source is Training for Change Bgents by Ronaid and

Mary HaQe]ock {(Ann Arbor, Michigan: Center for Research on Utilization of

&

Scientific Knowledge, 1973).

" Exercise 5 calls upon you to apply your understanding of the resource
Jinker role by imagining yourself to be fillimg. this role in rssponding to
a school district's request for informat$%n about e]émentary team teaching

-

plans. . N

P

4
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. EXERCISE 5 - WORKSHEET ‘

Directions. Assume that you are a staff member of an education information
center and that you have received a request from the Grand School District
fgr*information about elementary team teaching programs. Assume also that
,you are not experienced with team teaching. OQutiine below how you might
proceed in dealing with this request under each of the three functions
indicated. When you gomplete the Worksheet, turn to the Answer Key to
compare your answers with those given- there. .

Function 1: Getting more specific data about the school system's needs.

What more would you want to know from the school district’before proceeding?

p

How would you go about getting these specifics about the local needs?

4
x -
-
'
.

<

Function 2: Gathering information about team teaching programs

" What sorts of information would you seck?

Where would you turn for the informalion?

o
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Function 3: Helping the school system make use of the information you provide.

Unit 2 -~ 52
EXERCISE 5 - WORKSHEET (CONT.)

How would you present the reguested information to the school system?

Vhat sorts of help would you offer the district in selecting and
implementing team teaching?

56 ,
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. EXERCISE 5 - ANSWER KEY

Explaration: The following are suggested answers for the exercise that you
can use wn checking and rounding out Yyour answers. Obviously there is no
one covrect set of answers.

Function 1: Getting more sporiiic data about the school district's needs

! What more would you vant to know frowm the school district before proceeding?

Information about who in the district is interested in team teaching
Information about what the district already knows about team teaching

Information about the number of schcols, teachers, gvades, etc. that
the district is considering involving

Information about the school district's resources (personnel, money, etc.)
thal can be used in implementing teaw teaching

How would you go about getting these specifics about local needs?

Visit Lhe schecol district to mect {hosc persons most involved in the
prospective introduction of team teaching

. Arrange to meet with a district planning group (central administrators,
building principals, teachers, parents, ??) to get as specific a
picture as possibie of Just what the district wishes to achieve throug'
team teaching, and Just what vesources it can euploy in meking the
changes contemplated.

Function_2: Gathering information about team teaching plans

What sorts of information would you seck?

Descriptive information about various elementary team teaching prodrama

Date on where the programs have been introduced, particularly school
syscems in the same general geographic area as the Grand School District

Data on training programs that have been cmployed to prepare staff
merbers to implement {eam teaching

Data on cutcomes of team teaching programs: student learning, student
salisfactions, teachers' atlitudes, parents’ attitudes, eic.

) |
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. Where would you turn fer the information?

The compulerized files of the federal yovernment's Education Resources
Information Center (ERIC)

The Education Index
University professors in elementary education or administration
Educational laboratories known to have programs in team teaching

Books and journal articies describing team teaching programs

Function 3: Helping the school system wake use of the informatlion you provide

How would you present the requested information to the school system?
Offer a summary report of the various team teaching programs identified,
including for each a descriplion of the features, general requirements
for implementing it, cost factors, and evidence on outcomes

Provide an analysis of the ways in which the different programs appear
to malch local needs and resources

Present an annotaled bibliography for the district's use in studying the

. prograns

Provide a 1ist of key resource people who mighf be consulted for help
in planning, implementing, and evaluating a local team teaching program

What sorts of help would you offer the district in selecting and implementing
team teaching?

Offer to meet with the local planning team to help it make use of the
information you provide .

Offer help in selting up a staff training program for the program selected

Offer help in preparing an impiementation strategy for installing the
program
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. PDST-ASSESSMENT EXERCISE ~ UNIT 6

Directions: This exercise is the sane as the Pre-Assessment Exercise which
you complieted at the beginning of your study of this unit. Review your
estimates of mastery of the items in the Pre-Assessment Exercise {page 9);
you need to do only those items on the Post-Assessment Exercise which yoy
Judged you did not answer satisfactorily. Then check your answers with

the Pre/Post Assessment Exercise - Answer Key.

Objective 1. Define theory in terms of variables and relationships among
variables.

Objective 2. Define and distinguish hypotheses frum principles or laws
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. Objective 3. Describe how theory is related to practice in terms of
. explaining, predicting, and controlling what happens.

Objective ¢. Define change strategy and explain how it relates to theory.

Objective 5. Describe and compare consumer-centered and product-centered
change strategies.

60
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. Objective 6. Describe the following as asbects of introducing changes in

schools: field testing, demonstration, information dissemination,
and marketing. -

L

Objective 7. Compare pilot-test and total-system strategies for introducing
. changes in a school district.

Objective 8. Describe authoritarian and participatory change strategies and
give key strengths and weaknesses of each.
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Objective 9. Describe the roles of externaliand internal change specialists
and give key strengths and weaknesses of each,

Objective 10. Outline the role of the resource linkage agent in educational
change.
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PRE- AND POST-ASSESSMENT EXERCISE - ANSWER KEY

Explanatio:n of Answer Key: Rather than giving complete answers to the
questions in the Pre- or Post-Assessment Exercise, this Answer Key offers
you a basis for judging your answers by indicating key points you should
have included. Full answers to the questions will, of course, be found
in the unit contents.

Obj. 1. Define:theory in terms of variables and relationships among
variables.

Theory is made up of statements about regular relationships belween or
among variables. Usually such statements are of cause-and-effecl where
causal or "independent" variablies are distinguished from effecl or
"dependent” variables and where the direction of the relationship
(positive, negative) between the variables is indicated.

Obj. 2. Define and distinguish hypotneses from principles or laws.

Hypotheses are statements of relationships that have not been proven
true. Principles (rules, laws) are statements of relationships that
have been proven to be generally true.

Obj. 3. Describe how theory is related to practice in terms of exp1a1n1ng,
predicting, and controlling what happens.

Principles enable one to explain phenomena since they point to causal
variables that account for them.

Principles also provide bases for predicting outcomes since, if causal
factors are known to be in operation, one can predict that certain
outcomes are likely to occur.

Knowing causal factors that tend to produce certain desired outcomes, if
one can place these causal factors in operation, one can exert controi
over the cutcomes desired.

Obj. 4. Define change strategy and explain how it relates to theory.

Change stralegy refers to designing systematic plans for identifying and
accomplishing desired changes.

Effective change <trategies cmploy knowledge of priunciples related to

change. Such principles idenlify causal Tactors that contribuie to
desired results.
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5. Describe and compare consumer-centered and product-centered change
strategies.

Consumer-centered change strategies begin with identified Tocal needs,
proceed to examine various procedures or products that could meet these
needs, then select and implement whatever seems best suited for meeting
the needs.

Product-centered change strategies are based on the purpose of
promoting the widespread use of a particular product rather than
on the consumer's needs.

In comparing the two types of strategies, a key point to make is that
the product-centered approach is apt to produce changes Lhat are not
best suited to local needs. Also, the consumer-centered approach
usually has the advantage of higher local involvement in the whole
process of choosing and implementing changes.

6. Describe the following as aspects of introducing changes in
schools: field testing, demorstration, information dissemination,
and marketing.

In product-centered strategies, these terms refer to different aspects
of the process of introducing a product in schools.

Field testing refers to trying the product in various types of school
districts. This often means adapting the product to different settings,
working out effective procedures for implementing it, and testing its
suitability for use in the different types of districts.

Demonstration refers to implementing the product in one or more
settings which potential users can visit to judge whether or not they
wish to adopt the product. v

Information dissemination refers to telling potential uysers about the

product through any communication channels - advertising brochures,

‘articles, workshop presentations, visits to schools, etc.

Marketing reters to Lhe total process of promoting the use of a product

incTuding publicaticn, advertising, training workshops, sales promotion,

etc.

7. Compare pilot-iest and total-system strategies for introducing

changes in a school disiricl. .
A pilot-iest strategy introduces a change program on a limited basis
wilhin a school districl as a mcans of solving local problems of
implemenialion and as a means of iudging iis worih.

A total-system strat(gy invoives iniroducing a change program in all the
schools or c¢lasses in a school districl for which il is appropriale.

6
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. An advantage of the total-system approach is that it can offer total-system
participation from the beginning in selecting and planning to impiement
changes. Weaknesses can be that it spreads resources too thinly during
the initial phases of the change process, and that it commits full-system
resources to a change program that may prove to be undesirable.

Obj. 8. Describe authoritarian and participatory change strategies and give
key strengths and weaknesses of each. .

An authoritarian change strategy in school systems is one where
administrative personnel decide upon a change program and call upon
subordinates to accept and implement it.

A participatory change strategy is one where those who will be involved

in conducting a change program take part in choosing it and in planning

to implement it. The project task force, thus, wight consist of -
representatives of the central administration, building principais, and

teacher representatives. Parents and students also mighl be included.

fs

The chief advantage of the authoritarian approach is that il may get
things done in some districts where there is ne basis of inlerest in
change to make the participatory approach work.

a better basis Tor selecling changes that meet local needs and is more
apt to achieve the sort of involvement of participants that promotes
successful implementation.

. The advantages of the participatory approach are that it often provides

0bj. 9. Describe the roles of external and internal change specialists and
give key strengths and weaknesses of each.

External change specfalists hold jobs outside a school system. Examples
are field consultants of state education departments, field pevsonnel

of regional educational labs, staff members of educational consulting
firms, and university professors.

Internal change specialists are members of the school system staff who
hold responsibility for leadership in change. Examples are the
superintendent, Lhe associate superintendent for instruclion, curriculum
coordinators, building principals, and tcachers assigned leadership
roles.

Internal specialists have the advantages of knowing Lhe local situation
and holding authority to initiale changes.

[xternal specialists can be selected to offer expertiness not representied

on the school siaff. Lacking authority Lo impose changes, they are apt
to bc scen as less Llhreatening Lo some participanis in a change program

. thar intermal specialists.
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. 0bj. 10. Outline the role of the resource 1inkage agent in educational
change.

The resource linkage agent is a person or agency outside the school
system with the role of providing information about educational resources
that can meet needs of the system.

The role of the linkage agent jncludes helping school districts specify
their needs for change, locating resources suited to the needs, and
communicating specific information about these resources. In addition,
the role includes helping school districts make use of the information
provided in selecting and implementing change programs.
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Training for Leadership in Local
Educational Improvewent Programs

UNIT EVALUATION FORM

Unit 2. Theory and Strategies of Planned Change in Education

‘0

Evaluation by - Date

‘Position . Organization

Please give your reactions to this unit by checking and wfiting in your
opinions and recommendations. Returning this form to Research ‘for Belter

Schools, 1700 Market St., Philadelphia, Pa. 19103 (Attentian: Glen Heathers) .

will help us judge the value of the unit as well as aiding in its revision.

A. Your judgment on the importance of a unit on this topic as tralnlng far
leadership in local educational improvement prograls.

Check: Very High High Moderate Low Very Low
Your comments:

B. Your judgment of the quality of the introductory section of the unit.
Check: Very High High Moderate Low Very Low
Your comments: . . ,

C. Your judgment of the adequacy of the set of unit objectives.
Check: Very High High Moderate Low  Very Low

What objectives do you reconmmend omitting? Why?

What objectives do you recommend adding? WL ° -
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Unit Evaluation Form ~ Con't, _ _ ’
D. Your judgment on the quality of the #nit contents.
Check: Very High High Moderate Low Yery Lou___;. -
Your comments: ' ‘

4

E. Your judgment on the quplity of the unit exercises.
Check: Very High . High Moderate Low Very Lov
Your comments: . ) , _ .

‘F. Your judgment on the quality of the unit pre- and post-assessments.
Check: Very High High Moderate L. ow Very Low
.V Your comments: :

-

- Gl About how many hours did yiw take to complete this unit?
H. How valuable do‘you judge this unit to be for training each of the following
categories of educatiOnalkleaders? Piease enter the appropriate symbol.
H - Highly valuable. M - Moderately valuable. L - Low value
School system central adm%nistrators
Building principals
Curriculum coordinators
Field consultants of state education departments

. Graduate students in administration or supervision

. Other: _
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