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Facilitating Institu.,t,,rial Change
Using the 2.,.ttivIlual as
the Frame :T--ZIE.rence

Gene E Hall'
The University Of Texas at Austin

CO ABSTRACT. The individual users and nonusers of an innova:
.--1 mainstreaming are the key to success or failure in change efft,-r..;._in

chapter, the concepts of individual Stages of Concern about cr. li .:ova-
tion and Levels of Use of the Innovation are described. The:.; /-
sions can be used as diagnostic tools for facilitating change and
tion tools for determining the degree of success. Sample da.; frosr

Li3 Dean's Grant Project 'are used to 'illustrate the concepts and proces5as
described. The chapter includes descriptions of a set of implementation
strategies and some guiding principles for change facilitators.

Bringing about change in schools and colleges is a popular topic of
conversation among policy makers; administrators, teachers; and profes-
sors, all of whom have their own_ opinions about the ease and difficul-
ties, challenges and frustrations of change efforts they have experienced.
The near - infamous studies of Paul Mort suggesting that it takes almost
50 years for educational innovations to reach nearly all schools are often
cited; and frustrations over the slowness of change efforts and the failure
of the latest great innovation tried are brought forth as testimony for the
futility of attempting systematic change.

eanwhile, professional educators, administrators; legislative
bodies; and our consumers the students and public are insisting ,

that more and faster changes occur in our educational institutions. More
educational innovations and innovative processes are being developed
and promoted: New forms of accountability; closer scrutiny of present-
day practice; and general disappointment with the promise of education
are leading to the inevitable requests and increasing demands for more
change:

The mainstreaming movement is an excellent example of the present
dilemma of society. Legislative bodies-, professional educators, re-
searchers, and educational administrators all became aware of a set of
existing inadequacies and inconsistencies in our educational system,
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Strategies for change

therefore, a change was required. In the case of mainstreaming, the re-
quired changes are 6;4 large scale, affecting not only schools but teach-
er-education institutions across the country as well. Mainstreaming is
one requirement affecting educational practice and necessitating some
degree of change in 'nearly every educational institution.

With mainstreaming, as with other changes; there is a great deal of
uncertainty among administrators, faculties, and policy makers about ex-
actly how to accomplish the desired change. The tendency always is to
focus too narrowly on the change itself and not to give sufficient atten-
tion to the processes and procedures for institutionalizing the proposed
change. It seems that viewing change as a process subject to rational
decision making; anticipation, and planning occurs rarely. Rather, main-
streaming; or whatever the innovation, is simply assumed to be incorpo-
rated if one adds its name to the list of things that one s already doing.

This chapter describes some processes, procedures; and concepts that
can be used to analyze the change process and to plan and design change
effortS. These concepts are the result of extensive research at the Research
and Development Center for Teacher Education at the University of Tex-
as at Austin (supported by the National Institute for Education). The
concepts result from extensive experience with the implementation of in-
novations and analysis of the change literature. The underlying premise

48 behind this research, and this chapter, is that change can be planned and
facilitated in personalized ways that will increase the effectiveness of the
innovation and reduce the trauma that is experienced by the individuals
involved: Unexpected events and problems will occur, but the skilled
Change manager can anticipate steps and productively facilitate the
change process.

The concepts presented here cannot be implemented and used urdess
change facilitators are thoughtful people concerned about individuals.
Whether the change is being facilitated by a dean, department chairper-
son, principal, superintendent, or an outside change agent, the responsi-
bility for the implementation effort must be in the hands of a thinking
being who will take time to analyze the change effort underway from the
point of view of not only the innovation that is being implemented but
the dynamics of the change situation as it affects each individual in-
volved; as well.

The assumptions underlying the research at the Research and Devel-
opment Center for Teacher Education are described first. Then a set of
concepts are presented and interrelated by describing the Concerns-
Based Adoption Model (CRAM). Two dimensions of the model are em-
phasized: (a) Stages of Concern About the Innovation and (b) Levels of
Use of the Innovation. They are the key diagnostic tools for use by
change facilitators. A series of implementation strategies are described
next. These strategies have been identified through analysis of past ef=
forts to implement innovations similar to mairtstreaining (e.g., team
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teaching; Individually Guided Education) in teacher-education institu-
tions; Several of these strategies are also frequently used in school set-
tings: A brief case study is then presented to ill4trate how the concepts
that have been presented can be used to describe; plan; and monitor a
change effort: The chapter concludes with a brief discussion of implica-
tions for school personnel who will be implementing mainstreaming or
similar innovations.

Assumptions About Change in Educational Institutions

Underlying the research on the Concerns-Based Adoption Model
(CBAM) are a set of assumptions (Hall, Wallace; & Dossett; 1973). Al-
though several of these assumptions are common to many other change
models; others provide a unique emphasis to CBAM. In presenting these
assumptions and in the remainder of this chapter; there are frequent ref-
erences to the "innovation:" In thinking about these concepts and strate-
gies; the reader should keep in mind that the word "innovation" is used
generically to include both new processes and pnaducts. These innova-
tions may be relatively small, such as regular change in textbooks, or
very large and complex, such as the implementation of competency -
based teacher education, Individually Guided Education, or mainstream-7
ing, Oin research indicates that the concepts and procedures described
apply to many different types of changes; thus; the general term "inno-
vation" is used rather than "mainstreaming" or the title of some other
specific change.

There follow the key assumptions underlying CBAM:
1. Change is a process; not an event: The implementation of innnova-

tions is not accomplished by the occurrence of a single event; rather,
from the faculty's point of view, change is a process that may cover as
long as several years. Time and experience are required to develop new
skills and organize resources to use an innovation effectively._ All too
often, decision makers treat change as if it were an event made up of
singular decisions, announcements, and proclamations that a change haS
been accomplished. However; frbm the innovation user's point of view;
change is much more complex.

2. Change is made by individuals first and then by institutions. An insti-
tution cannot be described as having, changed until the individuals with-
in it have changed what they are doing in relation to the innovation. It is
likely that key administrators will have to change first by openly sup-
porting an innovation: Ultimately, however, the various individuals who
are required to use the innovation will have to do so before it can be said
that the institution as a whole has changed. Further, in managing and
facilitating a change effort, it is critical to focus on the individuals at
their various points and phases within the process of implementation.

JUL 3 1980
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since they will be at different points an& therefore, will need different
types of assistance.

3. Change is a highly personal experience. All too often, the personal
side of change is completely neglected or omitted from consideration: For
every person involved in a change, including change facilitators; there
are personal perceptions; frustrations; and satisfactions. Failure to ac-
knowledge and attend to the personal side of change is probably one of
the key reasons that so many change attempts fail.

4: Change entails developmental growth in feelings and skills in relation to
the innovation. A part of CBAM proposes identifiable developmental
stages and levels that individuals are likely to move thrOugh in relation
to a change. These stages and levels are described further in the next
Set-Hon.

Implications of the preceding assumptions are many. The people;
rather than the innovation, probably should be the first point of focus for
interventions. All too often, it appears that change facilitators become
overly preoccupied with the technology and trappings of the innovation
and neglect to attend to the people who will use it-. Further; the identifi-
cation of a series of stages and levels that individuals move through
when implementing an innovation suggests that the change facilitator
will likely need to use different interventions for different people at dif=
ferent times. This implication leads to another assumption.

The change facilitator must function in highly adaptive, systemic-, and
personalized ways if change is to be facilitated most effic-zently and effectively
for the individuals and for the institution as a whole. Change facilitators
must constantly assess the state of the scene, anticipate the potential con-
sequences of actions across the system; and adapt their actions accord-
ingly. How all these assumptions and potential implications are interre-
lated in the model is described in the next section:

The Concerns -Based Adoption Model (CB VI)

CBAM was developed following approximately 10 years of extensive
field experience and study of change attempts. One source of ideas was
the research of Frances Fuller, who had studied the "concerns" of pre-
service and inservice teachers. Other parts of the research were drawn
from the literature on change (e.g., Havelock, 1971; Miles; 1964; Rogers &
Shoemakez, 1971). Still other parts of the model are based upon the clini-
cal experiences of the authors who had worked extensively as both
School-based and higher education-based internal and external change
agents.

in sum; CBAM views the change process within formal organizations
as entailing the indi'ridual"; moving through seven identifiable Stages of
Concern About the Innovation and eight Levels of Use of the Innovation. The
change facilitator's fttnction is (a) to diagnose at what stage of concern
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and level of use the individii is and (b) to adapt higher interventions
accordingly. This personalizes activity takes place within the -context of
the whole organization and is limited to whatever resources the change
facilitator has available

Recent research at the Texas R&D Center has focused on initial verifi-
cation of the Stages of Concern and Levels of Use. A 35-item question-
naire and an open -ended concerns statement have been developed to
measure Stages of Concern. A focused interview procedure has been de-
veloped to measure Level of Use. These measures have been used to
review research studies, and change facilitators have used them in a vari-
ety of clinical settings. Findings from these various activities are de-
scribed briefly in the following sections.

STAGES OF CONCERN ABOUT THE INNOVATION

Fuller (1969), in her pioneenng research on the concerns of student
teachers, proposed that those concerns moved through four levels; from
unrelated to self to task and ultimately; to impact concerns-.

Unrelated concerns are those that do 1:9t deal with the teaching task or
teaching activities at all These concerns involve other parts of the teach-
er'slife space, including higher social life and other college classes-

Self-concerns focus upon the effect of teaching upon the teachers
themselves. These concerns are not student oriented; they deal with how
the teacher personally feels about and perceives higher developing role
as a leacher.

Task concerns, as the name implies, focus on the management and
logistics of teaching. They include, typically, concern about completing
all the lesson plans and other time-related and managerial aspects of the
teaching act.

Ultimately, Fuller found that student teachers; and especially experi-
enced inservice teachers, begin to express many types of impact concerns.
These concerns focus directly on the teaching- learning act: what children
are learning and what the teachers themselves can do to improve their
professional competence.

Recent research (HalL 1976; Hall & Rutherford, 1976) has demonstrat-
ed that the concept of concerns proposed by Fuller aLso applies to indi-
viduals who are involved in change. Seven Stages of Concern About an
Innovation have been identified; they are described in Table 1.

As Fuller found with student teachers, innovation users tend to prog-
ress from lower Stages of Concern to higher Stages of Concern during the
implementation process, assuming that the innovation is a worthy one
and the: implementation effort has been effectively facilitated.

Research has blither shown, however; that people do not experience
one Stage of Concern at a time; rather an individual has a concerns pro-
file. 'There are concerns at all stages, but some Stages of Concern are
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Table 1

Stages of Concern About the Innovation*

6 REFOCUSING: 'Me focus is on exploration of more universal benefits from the
innovation, including the possibility of major changes or replacement with a
more powerful alternative. Individual has definite ideas about alternatives to the
proposed or existing norm of the innovation.
5 COLLABORATION: The focus is or coordination and cooperation with others
regarding use of the innovation.
4 CONSEQUENCE: Attention focuses on impact of the innovation on students in
hislher immediate sphere_ of influence. The focus is on relevance of the innova-
tio; f-ir students, evaluation of student outcomes, including performance and
cc:npetencies, and changes needed to increase student outcomes.

i'vIANAGEMENT: Attention is focused on the processes and tasks of using the
innovation and the best use of information and resources: Issues related to effi-
ciency, organizing, managing; scheduling; and time demands are utmost.
2 PERSONAL: Individual is uncertain about the demands of the innovation;
hit/her inadequacy to meet those demands; and his/her role with the innovation.
This includes analysis of his/her role in relation to the reward structure of the
organation; decision making and consideration of potential conflicts with exist-
ing structures or personal commitment. Financial or status implications of the
program for self and colleagues may also be refletted.
1 INFORMATIONAL: A general awareness of the innovation and interest in
learning more detail about it is indicated. The person seems to be unworried
about himself/herself in relation to the innovation. She /he is interested in sub-
stantive aspects of the innovation in a selfless manner such as general character-
istics, effects, and requirements for use:
0 AWARENESS: Little concern about or involvement with the innovation is
indicated.

more intense than others. For example, an individual who is first hearing
and learning about art innovation generally will have most intense con-
cerns at Stages 0, 1, and 2; concerns will be most intense about "what is
it (Stage 1, Informational) and "what does it mean for me" (Stage 2,
Personal). This concerns profile is presented as the solid line in Figure 1.

The dashed line in Figure i represents the concerns profile that is
typically found with early users of art innovation. Their most intense
concerns focus on management of the innovation (Stage 3). Their Stage 1
and 2 concerns decrease in intensity while their impact concerns (Stages
4, 5; and 6) gradually increase in intensity. Early users of an innovation
typically are most concerned about the time, logistics; and task require-
ments related to use of the innovation.

*Original concept from G. E. Hall, R. C. Wallace, Jr., & W. A. Dossett. A devel-
opmental conceptualiz.ation of the adoption process within educational institu-
tions. Austin: Research and Development Center for Teacher Education The
University of Texas, 1973.
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Fig. 1. Hypothesized development of Stages of Concern.

It is not until the individual becomes more experienced and person-
ally comfortable with and sophisticated in the use of the innovation that
he/she begins to have various types of impact concerns. The last two
profiles in Figure 1 represent degrees of more._ experienced or impact-
concerned individualS. Expenenced and most effective innovation users
tend to have intense Stage 4, 5, and 6 concerns with Stage 0, 1, 2, and 3
concerns of less intensity.
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Depending on the individual, the innovation, and the institution,
any one of Stages 4; 3; and 6 will be most intense at a given time. At
Stage 4; individuals are most concerned about how they, by themselves,
can have more impact upon the innovation; whi at Stage 5; the concern
shifts to collaborating with other innovation users or colleagues in order
to increase impact: Stage 6 concerns focus on changes that could be made
in the innovation or, perhaps, replacement of the innovation with some-
thing that would work better. Incidentally, our research suggests that
individuals are not likely to have high Stage 5 and 6 profiles unless there
is institutional support for those concerns.

To date, research on the concept of Stages of Concern has demon-
strated that they can be reliably and validly measured (Hall, George, &
Ruthefford; 1977) and that with different innovations the rates of devel-
opment and movement are different through the Stages of Concern. The
concept; therefore; is proposed as one key tool for diagnosing; monitor-
ing; and facilitating a change effort:

LEVELS OF USE OF THE INNOVATION

Levels of Use (LoU) is the second key dimension of CBAM for view-
ing individuals as they are involved in implementation. Stages of Con-
cern focus upon the feelings and perceptions of the individual while
Levels of Use describe the individual's actual performance and behaviors
in relation to the innovation. There have been identified eight Levels of
Use that are demonstrated by individuals as they implement art innova-
tion, These Levels of Use are presented in Table 2.

The Levels-of Use dimension ranges from nonuse, where the individ-
ual is not doing anything in relation to the innovation, to mechanical
use; where the individual makes adaptations and adjusts_ the use of the
innovation to make it more efficient and usable for him/her, to various
types of "refinement," where adaptations are made in the innovation for
the purpose of increasing student outcomes. The Levels of Use have been
operationally defined in what is called The Levels of Use Chart-(see Hall;
Loucks, Rutherford; & Newlove; 1975).

Several striking implications that are important for change facilitators
come out of Levels of Use research: 'One implication -is that it is possible
to find individuals within so-called "innovative" schools and colleges,
where an innovation is supposed to be fully implemented, who are at
Level of Use 0, Nonuse. We also have found in several research studies
that in so-called control groups, who, supposedly, are not using the in-
novation or treatment, individuals can be found who, in fact, are using
the innovation (Hall & LouckS; 1977).

Another implication of Levels of Use for change facilitators is illus-
trated in Table 3. More individuals are at Level III (Mechanical) use .in
the first year of use than in subsequent years; and the number of indi-
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Table 2

Levels of Use of The Innovation*

0 NONUSE: State in which the user has little or no knowledge of the innovation,
no involvement with the innovation, and is doing nothing toward I:coming
involved.
I ORIENTATION: State in which the user has recently acquired or is acquiring
information about the innovation ardlor has recently explored or is exploring its
value orientation and its demands upon user-and user system.
II PREPARATION: State in which the user is preparing for first use of the
innovation.

MECHANICAL USE: State in which the user focuses most effort on the short-
term; day-to-day use of the innovation with little time for reflection. Changes in
use are made more to meet use needs than client needs. The user is primarily
engaged in a stepwise attempt to master the tasks required to use the innovation,
often resulting in disjointed and superficial use.
WA ROUTINE: State in which use of the innovation is stabiliiect Few if any
changes are being made in ongoing use. Little preparation or thought is being
given to improving innovation use or its consequences.
WB REFINEMENT: State in which the use varies the use of the innovation to
increase the impact on clients within immediate sphere of influence. Variations
are based on knowledge of both short- and long-term consequences for clients.
V INTEGRATION: State in which the user is combining own efforts to use the
innovation with related activities of colleagues to achieve a collective impact on
clients within their common sphere of influence.
VI RENEWAL: State in which the user reevaluates the quality of use of the inrio-
vation, seeks major modification of or alternatives to present innovation to
achieve increased impact on clients, examines new developments in the field,
and explores new goals for self and the system.

viduals at Level NA (Routine) and above increases after the first year;
Thus, it would seem important for managers of the change process to
anticipate that in implementing mzinstreaming or other innovations,
many individuals are likely to be at a Mechanical Level of Use during the
first cycle of implementation.

A further finding from the research was the establishment of the NA
Routine Level; Analyses of the first several studies that were based on
stratified samples very quickly demonstrated that a surprisingly large
percentage of the users of innovations were using it in a "routine" way.
They were not making adaptations or changes in what they were doing.
It now appears that roughly 40-50 percent of the users of an innovation
in a stratified sample will be at this level.

`Excerpted from The LoU chart: Operational definitions of Levels of Use of the
Innovation. Austin: Researth and Development Center for Teacher Education,
The University of Texas, 1975.

10
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Table 3
Distribution of Users Within Each Level of Use by
Years of Experience for Two Innovations; Fall 1974

_Yeam_of_Experience with Teaming

Levels
of Use 1st Year 2nd Year 3rd Year

4th Year
or More

III 41% 16% 11% 10%
IVA 51% 80% 73% 72%

IVB 6% 0% 9% 10%
V 2% 4% 7% 3%
VI 0% 0% 0% 5%

N=87 N =25 N.70 N=101

Years of Experience With Modules

Levels 4th Year
of Use 1St Year 2nd Year 3rd Year or More

III 22% 10% 11% 15%
IVA 40% 54% 37% 37%
IVB 22% 21% 33% 15%
V 12% 10% 11% 30%

VI 4% 5% 7% 4%
N=50 N=39 N=77 N=27

Excerpted from G. E. Hall & S. F. Loucks, A developmental model for determin-
ing whether the treatment is actually implemented. American Educational Research
Journal, Summer 1977, 263-276.

THE CONCERNS-BASED CHANGE FACILITATOR IN THE CBAM
CONTE.XT

In viewing Stages of Concern and Levels Of Use within the totality of
CBAM, the change facilitator, whether the dean, another adininistrator;
or a designated change agent or implementation agent; has the role of
determining which resources to provide and when to facilitate the
implementation effort. One way of representing the role of this facilitator
diagrammatically frOm the concerns-based perspective is presented in
Fig-e 2.

The concerns-based change facilitator works in a diagnostic and pre-
scriptive mode. He/she first diagnoses where the individuals are by as

their Stages of Concern and Levels of Use Using these diagnostic
data the change facilitator then identifies various resources to deliver.
These resources may be material from his/her professional library; the
presentation of a formal workshop, or dollars. The delivery of the re-
sources is an intervention thai. is designed to be relevant to the concerns
of the recipients and to facilitate their implementation efforts.

11
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i& 2. The Concerns-Based Adoption Model as applied by a facilitator with lim-
ited resources.

The concerns--based approach is a diagnostic prescriptive one that
takes place largely within the context of the school or college where the
change is occurring. Therefore, it is important not only that the change
facilitator be a good diagnostician but that he/she be a highly adaptive
person as well. just as an organism adapts to its enviromrtent by chang-
ing its color or adjusting its hormone or enzyme levels in response to 57
stimuli, so the change facilitator must constantly adapt his/her behavior
according to the diagnostic data and deliver resources in accordance with
the latest available information, while constantly anticipating how the
participants will respond to the assistance.

In addition, the change facilitator must be systemic in his/her view
of the change effortS. Mainstreaming is likely not to be the only innova-
tion that is being implemented within the larger institutional context.
Interventions that are made relative to mainstreaming may have counter-
productive effects with regard to some other implementation efforts.
Therefore, the change facilitator must anticipate that interventions made
with Professor X with regard to mainstreaming may have completely un-
expected effects on Department Chairperson Y over on another part of
the campus; The change facilitator somehow must juggle all these dimen-
sions and anticipate the consequences of each action on the target indi-
vidual(s) as well as on other parts of the organization:.

In total, then, as presented in Figure 2, the function of the chanee
facilitator, assuming again an appropriate iruiovation, is one of working
in an adaptive, systemic way to provide the most useful resources at the
right time in personally relevant ways.

STRATEGIES FOR IMPLEMENTATION

Since it is assumed with the concerns-based approach that planning
for change is a possible as well as an important step for successful change
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efforts, thought should be given to some of the over-all strategies that
can be employed. For-this discussion, a strategy can be thought of as an
interrelated set and sequence of activities to facilitate the implementaton
of an innovation. Some kind of strategy exists in all change efforts: Un-
fortunately, most strategies seem to have happened rather than to have
been planned.

Any strategy has inherent advantageS and disadvantages. Contextual
variables and characteristics of particular innovations make some strate-
gies more advantageous than others. At the beginning of the change at-
tempt; the Manager of the change process should give thought to exactly
which strategy or set of strategies he/she will employ and consider the
consequences of each in terms of the Stages of Concern and Levels of Use
of the individuals, system implications, and the requirements for imple-
mentation support.

In this section, 10 possible implementation strategies are described
briefly; the implications, advantages, and disadvantages for each are
suggested. No one strategy in and of itself is a complete "game plari"_foi
an implementation effort,: and none is without disadvantages as well as
advantages. The point is that strategies shOidd be consciously selectedz
and the change facilitator needs to anticipate the various implications of
the strategy chosen. The 10 strategies have been observed in both SChool

58 and college settings; although teacher-education examples of each are
used as illustrations.

1. The Bootstraps Approach

This particular strategy is all too frequently found in higher educa-
tion. The over-all plan begins with the dean and/or several members of
the faehlty deciding that, with no additional resources or support, a par-
ticular innovation will be implemented. The catch is that not only are no
resources available but everything-that is presently being done must con-
tinue. The assumption seems to be that more energy. is. available _in the
existing resource system of facility time, skill, and interest. It is further
assumed that change does not cost.

The potential advantage of the Bootstraps Approach is that the imple-
mentation effort should not cost a great deit in terms of hard resources
(8): However; it has an inherent weakness in that the usersmay not have
the time and resources it takes to implement the change fully; thereby
endangering the whole effort. (The often-heard statement, "I could build
better modules than thott in the middle of the night," has near -zero
predictive validity.) Further, the Wootstraps Strategy in practice calls on
the same faculty members and staff who already are doing the most. In
the_long run, the fkiotSti-aps Stiategy burns_otit many of the most poten-
tially effettive facility members and administrators.

In terms of concerns, the Wootstraps Approach arouses a great deal of
initial Personal (Stage 2) and Management (Stage 3) concerns- "Where am

13



Hall

I supposed to find the time for this?" Personal concerns are exacerbated
further if no clear statement of priorities is issued by the adthinistration.

2. The Sabbatical Leave Strategy

The Sabbatical Leave Strategy was used extensively in the TIT (Train-
ing Teachers of Teachers) grants of the late 1960s and early 1970s. In this
strategy, a member c the faculty is "selected" to spend a sabbatical leave
at an institutica that already is using the innovation. The assumption is
that the faculty member will become tooled -up_ in the use of the innova-
tion and, upon return to higher home institution, will provide resident
expertise for the change effort.

The potential advantages are that the home institution is able to de-
velop in-house expertise, establish closer ties with another institution;
and keep the costs reasonable with, at the most; the investment of one
faculty member's time.

There are several potential disadvantages; however: Observation of
this strategy in practice indicates that, in general, the faculty member
who is selected to go on sabbatical leave is likely to be the one that the
institution can most afford to have gone. Chances are that this faculty
member is not the one who will be most credible upon higher return,
nor will he/she be the one who is most able to acquire the skills that are
needed during the visit to the other institution. Further, unless other
strategies are employed at home while the potential change agent is
gone, the back-home faculty members are not apt to accept the new-
found expertise when he/She returns from the "vacation."

3. The Superstar Strategy

The Superstar Strategy has been employed quite successfully by sev-
eral teacher-education institutions implementing competency -based pro-
grams. The basic design of the Superstar Strategy is to hire one or more
young; bright, hustling; highly competent, productive, upward -bound
Ph.D.s.

These "superstars" come to the campus bringing with them the ex-
pertise needed to implement the innovation. They also bring ties-to the
national movement in the area of the innovation and ties back to the
prestigious institutions where they were trained.

One potential disadvantage of the Superstar Strategy is that super-
stars are not institution bound; they are, instead; profession oriented
and are apt to move,. in four or five years, to the next step in their climb
up the professional ladder. Further, many superstars are not skilled in
working with other faculty members. The result may be an "us-versus-
them" phenomenon wherein the superstars may establish a_ program
which the regular line faculty do not own, since it was developed by
"them" and not "us:" A further potential disadvantage is that if several
superstars are hired, a rivalry or open warfare may develop among them;
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as they are highly competitive and striving individuals; they may end up
competing with each other in counterproductive ways

4. The Experimental Program
Experimental programs have been a very frequently practiced strategy

in teacher education: A select few of the faculty are given special permis-
sion to develop an experimental program and operate it alongside the

, regular program.
The potential advantages include the fact that not all faculty have to

go thioogh_ the struggles, trials; and tribulations of developing the pro-
gram. The bugs can be worked out in an experimental program and then

-a more efficient program can be institutionalized at a later date.
The potential disadvantages include the fact that the experimental

program may not get institutionalized. In many cases, the experimental
program is deVelbpeci; establishes a reputation of its own; and is .e-

quently visited by educators who are interested in learning about it.
However; the regular program remains untouched. In one case; the ex-
perimental program received national and international fame; but for the
eight years of its life it remained in a refurbished house on the edge of
the university campus while the regitlar. program Went on unaffected.
Ownership of the program is also a potential problem. The adininistra-

60 tic:in and the program staff need to make certain that they are constantly
reaching out to the regular faculty members to involve them in the devel-
cipinent and evolution of the experimental program.

5. The Decree or Mandate
Although classified as a strategy, this approach occurs more as an

event with delivery of the word. It is a common occurrence in schools;
and its frequency. appears to be increasing_in higher education: With this
strategy; a change is announced: "As of September, the teacher-educa-
tion program will be competency based." "As of 1978, mainstreaming
will be a part of both elementary and secondary teacher-education
programs."

Decrees and mandates have several advantages. (a) The change is "ac-
tomplithed" instantaneously and the faculty members are aware of ad=
rhinittratiVe priorities so that confusion about how the faculty should be
investing its time is less likely. (Art interesting hypothesis that needS an
empirical test is that in higher education; the decree/mandate may be one
of the most effective_ strategies, given the present liberal operational defi-
nition of academic freedom.) The disadvantages rf the Deave/Mandate
Strategy are that it does not take into account the assumption that change
is a process rather than an event. Decrees, especially those without the
provision, of additional resources, result in the faculty's not being able to
accomplish all that is expected. In several cases, administrators who have
made decrees have later been fed half-truths and misinformation and,
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thut, they are not fully aware of the lack of full implementation of their
decrees. "Oh yes, we have been competency based for several years."

6. Hit- and -Run Workshops

Hit-and-run, or "God-bless-you," workthops are the norm in many
school systems; they are not so common in higher" education because so
few faculty members seem to participate in and see the need for inser-
vices (although thit attitude, too, is changing). The general format for
this _strategy is the one-to-five-day workshop in which all the wonders
and trappings of the innovation are introduced; normally by a consultant
from far away (very far away); At the end of the "training," the
consultant heads for the airport saying; "God bless you! Good=bye." The
institution and the users are left to implement the innovation using the
ditthvery approach; That is; during the time of Mechanical Use (LOU III),
the faculty and the administration are left on their own to discover both
the problems and their solutions.

The advantage of this strategy is that the faculty gets some training
and some knowledge and skill 4;eVelopment before it begins to use the
innovation. The disadvantage_ is that follow-through during the imple-
mentation process -is not provided, and the faculty members use a great
deal of energy attempting to discover for themselves what the problems
and solutions are. At many institutions; recent innovations, such as
modules IPL and IGE, have not lasted because of the lack of follow-
through hand-holding during implementation.

GoOd=Time Workshops. Good-time workshops (which are often hit and
run as well) are also frequently employed in school settings. The strategy
here is nonexistent; The sole goal of the good -time workshop is high
happiness coefficients for the participants on the end-o&worIcthop eval-
uation- forms. Change is-not expected of aciminitirators; woffeihop par-
ticipants; or the trainer. In its purett form, the honorarium received by
the leader of the good-time workshop is prorated, based on the value of
the happinett coefficients. Good-time woncshops frequently are prac-
ticed in states and institutions where inservice is mandated and a num-
ber of days per school year are set aside for it, but there is little or no
expectation of actual Change in the classroom:

7. The Pennsylvania Contingent

The PennsylVania Contingent is usually based on changes in the ad-
ministrative structure; This strategy begins with replacing the unit man-
ager the dean or superintendent by someone from PennsylVania
(or wherever); The new administrator immediately recognizes that there
is a leadership gap and that helthe needt reinforcements, so one of his/
her former colleagues (from Pennsylvania) joins the administrative staff
as an assistant deanisuperintenderit. The assistant dean's wife needs a
faculty appointment, and an old colleague from a professional association

/6
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is alSo brOutlit in as a senior faculty member in one of the problem de-
PartmentS. The Pennsylvania Contingent normally increases in number
very quickly.

The potential advantages of the strategy include the addition of new
resources, leaderShip, and ideas to the institution. The potential diSad=
vantages are that the members of the Pennsylvania Contingent talk only
to themselves about all theproblems of the institution and how they will
cure all the ills; while the regular faculty sits on the side saying; "We'll
be here long after they're gone." This strategy also can result in an "us-
versus -them" phenomenon that will further reduce chances for success-

ful change.

8. The Multiple Adoption Design (M.A.D.)
The Multiple Adoption Design is most often practiced in school syt=

terns. In higher education, one innovation at a time is plenty. With the
M.A.D. Strategy, an attempt is made to implement many different inno-
vations concurrently. The M.A.D. Strategy can be readily observed in
Title I schools that haVe "innovative" surerititendents, and in suburban
school districts where there was a need to appear progressive in the
1960s and a return to the basics in the 1970s.

The consequences of this strategy are several: One (normally seen as
an advantage) is that manydifferent innovative efforts can be listed as

rn use thus the school systems are labeled "innovative." A second,
letS advantageous, consequence is that users Of the innovations experi-
ence "system overload" in which they have more to implement than they
can possibly manage because, once again, change is a process and not an
event. ThuS, as new innovations are added each year, the overload on
the leadiefs, claSSiobmS, and children quickly. reaches.a point_of_diinin-
Ishing returns.

9. The Wonder WoinahlSuperman Strategy

This strategy is more frequently found in higher education. The plan
here is to select one faculty member to become the key leader of the
change effort. This person can -be either a senior faculty member, a
young faculty member, or a new person who is brought in to encourage
the ehArip effort. Using young or new faculty members has a potential
di-sadvantage in that not only will senior faculty see them as lacking
Credibility but, also, promotions and tenure may be jeopardized. Fur=
ther; new personnel will be unaware of all the intricacies and politics of
the institution and may not be able to work so effectively in the change
attempt.

Other potential disadvantages of this strategy are that the change
leader(s) may become overloaded and that the administration may not
publicly back them, leaVirig thein on their own to implement a change

17
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that they are held accountable for but do not have the authority or the
resources to make the faculty follow through on.

10. The Matrix Management System

This strategy can have dynamics similar to those of the Wonder
Worrian/Superman strategy. The change facilitator may strive to get facul-
ty resources from adniirustrators of different departments who do not see
the innovation as a departmental priority. Thus; the change facilitator is
left out in the cold, filling in with weaker faculty and/Or lacking the re-
sources to do the job.

However, this strategy can be very effective when a credible faculty
member is used, since the faculty member has enough time to do the
handholding and provide the supportive activities required during
implementation: The strategy also can result in many faculty members
having ownership in the innovation, and the input to them can be indi-
vidualized and personalized. The following case study illustrates many
of the potential advantages of this strategy.

A Mainstreaming Case Study

AS part of the preparation for writing this chapter; a site visit was
made to one Dean's Grant Project: The particular institution selected was
the University of Missouri - Columbia which; at the time of the visit, had
had a Dean's Grant for approximately two years. The project is referred
to as Project PREME Preparing Regular Educators for Mainstreaming the
Exceptional; (The PREME Project is described iripart in Section 3 of this
book.) The site visit was made during May 1977.

The design of the-site visit -entailed-colle-cfmg 'Rages of Concern and
Levels of Use data as the two key diagnostic dimensions for assessing the
extent of faculty involvement with the Dean's Grant Project at the time of
the visit. In addition, project publications, including newsletters and re-
ports, were studied prior to the visit.

Stages of Concern were assessed with the 35-item Stages of Concern -

Questionaire, while Levels of Use were assessed through a focused inter-
view procedure. Prior to the site visit, the Stages of Concern Question-
naire was completed by the faculty and administration of the College
of Education; the individuals were asked to respond in relation to their
present conceins about Project PREME. Of the 157 Stages of Concern
Questionnaires distributed, 75 were returned in time for processing be-
fore the site visit.

The site visit itself consisted of two days of interviews with faculty;
administrators, and students. An express request -was made that the
individuals to be interviewed cover a broad range; including persons
who were active and inactive, relative to the project; and some who were
resistant to the project. A semi-formal Levels of Use interview was
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Conducted with seven administrators; including Dean Bob Woods; the
Project Coordinator, Dr: Judith Grosenick; 12 faculty members; and four
students. An over -all Levels of Use assessment was made for each person
interviewed, with particular emphasis placed on the amount of hiSiher
knowledge of Project PREME activities. The interviewees also were asked
to identify key components and elements of Project PREME of which
they were aware or had been involved with.

Briefly; the primary change facilitator for the project; Dr: Judith
Grosenick; an establiShed faculty member in the Special Education De-
partment; was assigned 75% time to the project, teaching 4-6 credit
hours per semester in the experimental program and working with col-
lege faculty and administrators relative to mainstreaming. She serves in
this role with full and public backing by Dean Woods. The key adininit=
trators have been involved in the project since its early days thrOugh the
establishment of an Advisory Committee:

The best name for the over-all strategy of the project to date is Infoi=
Saturation. The major goal; as expressed by Dean Woods; Dr.

Grosenick, and others, has been to create initial awareness of and inter-
est in the concept of mainstreaming among the faculty and administra-
tors. They used many different activities and opportunities within the
over-all Infdrmation Sahiration plan. The potential for involving inter-
ested faculty and adriiiniStrztois has been present at all times.

A key advantage has been that Dr. Grosenick's style is very personal
and friendly: She is highly respected by the faculty and administration
and was well established prior to the beginning of the project. Further,
the dean steadily supports the effort. He has the goal of integrating- the
concepts of -mainstreaming into- many cou2sei clearly in nund,--and he
expects that all courses will pay some attention to mainstreaming by the
end of the project.

The Stages of Concern and Levels of Use data; which have been col-
lected, are Summarized in Figure 3 and Table 4. In the concerns profile;
in Figure 3; the solid line is typical of a nonuser population; however;
several subtle positive strengths in this concerns profile are worth not-
ing: The Stage 0 (Awareness) score for the group as a whole is slightly
loweilhan the Stage 1 (Informational) and Stage 2 (PersOnal) scores. Fur-
ther; the Stage 2 score is slightly less than the Stage 1 score, and the
Stage 6 score "tails off;" pointing downikard. Contrast this concerns pro=
file ,?vith the broken line; which is a typical concerns profile of individu-
als who are not open to or supportive of an innovation. The Stage 0 score
is much higher than the Stage 1 and 2 scores: The Stage 2 score is alsb
higher than the Stage 1 score; and the Stage 6 score does not tail down;
but up.

Clinical interpretation of these two concerns profiles suggests that the
Project PREME concerns profile represents a group of knowledgeable;
positively interested, and open nonusers of the innovation: The higher
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Table 4

Levels of Use Ratings for the UniverSity of Missouri-Columbia Faculty
and Administrators Relative to the Innovation of Project PREME

Levels of Use

I. ..

6 1
o

c 71:1

i.,S
c no

0
...,
a,

a, g

IVA IVB V VI Total

Number of
Individual§ 4 6 0 1 3 1 3 1 19

scores in Stage§ 4, 5, and 6 suggest, as is true at the University of Mis-
souri-Columbia, that the Sample is made up of many users as well as
nortuseis. The broken-lirie _profile- is an example of high personal con-
cerns and of a feeling of "I have a better idea than yours." This concerns
profile would indicate potential resistance to the innovation.

The Levels of Use distribution (Table 4) reflects that both nonusers
and users were interviewed, with four individualS at Levels of Use IVB
or above. "Users" in this context means that the individuals were
actively engaged in project PREME activities and in using project re-
sOurces. The largest group; however, is concentrated at Level of Use
Orientation, indicating that the behaviors are those of nonusers of the
innovation Whia are looking at thinking about and considering the in:
novation but have not yet decided to commit themselves to using it, that
is, to move to Level of Use II, Preparation.

Table 5 lists different elementS of the Information Saturation Strategy
that were identified by the interviewees. Note the wide range and diver-
sity of elements that were used during the two years. They range from an
Advisory Committee of key administrators, to the development and pub-
lication of "Project MIME Prints" (a newslefter), to faculty retreats, to a
series of five inservice seminars around special education concepts pre-
sented by Special Education Department faculty; to development of a
Special experimental program for undergraduate teacher education ma-
intl. In other words, the Information Saturation strategy has been baked
up with many different activities using different kinds of formats and
media, Which were spread across the two years of the project Note that
Dr. Grosenick hertelf is identified as one of the key elements and sources
of information. These data are indicators of the positive effects of the
strategy.

sununary, ones impressions of the College of Education at the
time of the site visit is that the facility meinbeit have become fully aware
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Table 5
Frequency of Interviewee Nomination of Information Saturation

Activities Employed in Project PREME

Frequency Activity

6 PREME Program
4 Advisory Committee
3 Competency Survey

10 Special Education seminars for faculty (Fall 1976)
7 Kansas City--- 3-state working conference
8 PREME Newsletter
9 College of Education faculty retreat (January 1977)
2 Retreat follow-up questionnaire
1 State certification law
6 ActivWes of Project Coordinator (visits; classes; meetings; etc)
7 Campus Inn faculty retreat (11/2 years ago)
2 Department Chairmen Discretionary Fund (just happened)
1 Dean's memo _

2 Film strip tape presentation about Public Li Vir 94-142

of the concept of mainstreaming and are genuinely concerned about it.
They see it as a natural and logical activity that should be incorporated
within their courses, with very little resistance. Actually; there is a great
deal of expectant interest in and beginning activities toward accomplish-
ing this goal. The Information Saturation Strategy has worked well. The
critical issue at the time of the site visit was, "What will happen-to all of
those facUlty at LeVel of Use I, Orientation?" Will they move to Level of
Use II and on to use of the mainstreammg concepts, or will they regress
to Level-of-Use0,--Nonuse?

Research data from another teacher-training institution; identified as
University A, illustrate the dilemma faced by the Project PREME change
facilitator: Levels of Use data . from University A are summarized in
Figure 4. At the beginning of a two-year longitudinal study; the faculty
members were being introduced to instructional modules. In the first
year, many individuals moved from Level of Use 0 to Level of Use I,
where they stayed during the second year. When nothing further was
done by the administration to "fire the starting _gun," the faculty gradu-
ally lost interest and became highly concentrated at Level of Use 0 by the
end of the second year.

During the University of Missouri-Columbia site visit, it appeared
that the time was right for the "firing of the gun." The faciilty members
are enthused and positively aware of the need, yet not sure how they-are
going to develop the needed expertise and skill. Many are at LeVel of Use
I; but they will need an impetus actually to commit themselves to use.

Just prior and subsequent to the site visit; Dean Woods and Dr.
Grosenick initiated several activities to assist faculty and adr.tinistrators
in identifying resources and making the commitment tc move on with
the integration of mainstreaming concepts into their zsurses. These
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Fail 74 111 Spring 75 E23
Fair 75 MI Spring 7868 2

Fig. 4 Levels of Use distributions of individuals ui University A over a two-year
period. Excerpted from G. E. Hall, A longitudinal investigation of indi-
vidual implementation of educational innovations. Paper presented at
the annual meeting of the American Educational Research Association;
New York; April 1977.

moves included providing some grant funds for faculty members to visit
campuses where other Deans' Grants Projects are underway, a retreat of
key college leaders to help plan and set priorities for the coming year,
and the restructuring of the next year's grant proposal to move into -more
use - facilitating kinds of activities.

Although there are no quantitative data to back up the Clinical im-
pression, it appears from talking to faculty and adMinistrators from other
colleges and universities, and from reviewing the data reported here,
that the administration and faculty of the Unirsity of Missouri-Colum-
bia have very successfully initiated a change ert. This observation is
supported by the contrast with several colleges where the Decree/Man-
date Strategy was employed at the beginning of the Dean's Grant Project.
:n several of these institutions; there are reports of faculty members and
administrators still being actively resistant to the concept two years later,
which contrasts strongly with the University of Missouri-Columbia
where many faculty members and administrators are actively involved or
openly interested in becoming involved, if they can develop the needed
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knowledge and skills. With the established readiness, subsequent years
of the grant will be able to provide the needed support.

Thus, in the case of the University of Missouri-Columbia; the strate-
gies of (a) establishing an experimental program; (b) appointing a senior
faculty member who is &reedy established and credible to the faculty as
change facilitator; (c) having the dear support of the dean; and (d) using
a combination of informative awareness-creating activities; such as
newsletters; seminars; and faculty retreats; all combined to form an In-
formation Saturation Strategy that is working successfully.

Implications and Discussion

Many implications have been suggested as this chapter has devel-
oped. Adinittedly, change in higher education -- s neither simple nor
easy. The unique Characteristics and dynamics of any given institution
can make change easier or more difficiilt. A source of additional fmcis;
such as the Deans' Grants; rzu. truly facilitate a change if the "right"
uses are made of the funds. Strong emphasis has been placed on viewing
change as a process rather than an event: Further; research concepts and
findings have been presented that emphasize the importance of the
individual; and some of the dynamics of change from the individual's
perspective have been described: CBAM further assumes that there is
regularity to the change process and that many aspects of change can be
predicted; anticipated, and, -thei.efore,-facilitated-.------1

In conclusion, some of the predictable aspects of change that the
change facilitator should expect and be prepared to address; are as
follows:

1. Personal concerns are a very important part of change. It is OK
to have personal concerns. It is not OK to put people down for
having personal concerns or to ignore them in managing the
process.

2. First use of the innovation will be Mechanical= There are no
instantaneous and magical cures for the users in the first cycle
of use of the innovation: Chances are, for a while, that things
actually may be worse than they were before the change.

3. Change facilitators and experienced users must make a-concen-
trated effort to reach out to new users. Simply saying; We in-
vited them to sign up" is no eaoue. It is ne.ressary to go out
and get them.

4. Change takes time. The sooner policy makers and administra-
tor; recognize that there are no instantaneous cures; the sooner
Lhere will be a chance for meaningful change:

5. Different persons need different amounts and kinds of imple-
mentation support. Asking those faculty members who always
are productive to once again take the innovative load only al-



Strategies for change

lows the rest of the faculty to continue as wallflowers. For the

whole institution to grow, the wallflowers will have to grow

too.
These points are based on one other assumption that is worth noting:

An institution; school; or college can accomplish more results and of bet-

ter quality if the individual faculty members work together rather than

Separately. Programs are more than collections of courses. As long as

there are only individual proprietorS, We will have only a cottage indus-

try, although it may be physically located in one place. This assumption

leads to the final two implications of the change process:
6. If the unit manager (dean; department Chairperson, principal)

does not overtly back the change; then it will not last. In formal
organizations, very little will change without the conscious
support of the formal chain of command; Resources will not be

available; a professVvill not be able to teach a needed course;

an assistant professor will not get tenure and must leave; the

classroom will be no longer available; and courses will not be
scheduled correctly. VariOUS Supports for lasting change re=

quire the unit managers publiC and ongoing support.
7. Getting it started does t Mean that it will be there in five

years. Much of the fun and nearly all of the excitement is in

70 initiating a change: The years of debugging, hand-holding, ca-
joling, sweating, and crying dci not have the same glory as the
beginning. Our research suggestS that it takes very different

kinds of people to start change than to institutionalize the in-
novatibn. Very rarely do we find both sets of skills in the same
leader. This is one time when it appears that changing horses
in the middle of the stream may be appropriate!

Lasting and meaningful change is a difficult proceiS requiring
heavy investment .of time; effOil, and energy. Although uncommon in

our institutions today; planned change can and mustbeconge the north.

Our research suggests strongly that change facilitators wholview change

as a process and who focus their effOrtS_On the individuals making the

change their changing concerns; rieedS, satisfactions;' and behaviors

will haVe an increased chance to make their attempts effective and

meaningful.
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