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i _'_5' B '_- A LEGAL MANDATE :

.Publrc Lew 94 142 mandates a free and approprlate educatron e

‘forall handreapped ch;ldren To accomplish this, the U.S.

mnovatrveprograms v

Office.of Special Education provides meney and assrstance for. |

In recent years the Offrce S Drwsmn of lnnovatron and .
Develppment has taken steps to increase the capacity of its:
funded projects to institutionalize educational innovations:

These efforts reveal that the quality, validity, scope and | merit
of an innovative project do not, in and of themselves,

determine the success of a prolect Rather, a range of -

seemingly unrelated factorsplay a S|gn|frcant rolein elth /;

facilitating or hindering the |nst|tut|enal ization af an

educatlonal rnhovatron -
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TFIE INVISIBLE COLLEGE ON TFIE INSTITUTIGNALIZATIUN OF

CHANGE .

Street College of Education in New York Clty on March 12-:14,1980. The purpose of ~
the.Invisible G\O.Iﬁge was to provide.an opportunity for educatlonal theorists and *-
practitioners t teract in a su.ppbrtwe environment, share information, review -
theorétjcal perspectives critically, explore the. appltcatlon of speecific eqlucational
theory ‘and, discover how and when reseatch 'into planned:change and ‘institu- -

tlonahzatlon is converging: Slgmﬁéantly, the experience:of practitioners working

m the fleld conflrmed the conceptual perspectlves presented by theorehcnans

The Inwsane College on the Instltutlonallzatlon of Change was helckat Bank -

““The’ Faculty of the Inws:ble College on” the Instltutlonallzatlon Of Change
mcluded A SRR T R _ v

.. . 3

J. Victor Baldridge, ngher Educat/on Researchlnst:tufe
Peter M. Bateman , Massachusetts Institute of f Technology.

Gordon L([opf Bank Street Coﬁege,of Educatton
Gary Lambour, U.S. Office of Special Education

David Robinson, Carnegje Foundatioh for the Advancement of Teachmg
David Rostetter, U.S. Office-of Special Education .
Philip J. Runkel, University of Oregon . L
Selma G. Sapir, Bank Street College of Educanon J
Leila Sussmann Tuﬂs Unlversny

s |




. The:Staff of thé Invisible Collegs on the Institutionalization of Change included:

'.;;._.rSeIma Gégplr ﬂrrector L Gary Lambour L P
. {"’Th Leammg Lab S _ ,Dms:on oflnnovanve Development

| David Rostetter

 AshakiH. Taha"'[',: ' 3
- Division of. Innovatlve Development

Execut/ve Ass;stant

"‘SergloA Rainho ) . L L

; Medla Specrahst

) ThIS Gmde reflects the |deae that emerged during the meetmg of the Invusible ,
College. It was designed to help project directors understand the complex pro-i .
~cess of institutionalization, recognize the necessity for developing political skills; °
be aware of: potential 'p’itfall’s ahd Ie'a"r'n' meth'e'ds' of w’e’rk‘lh’g with others 'eu”c

is based upon, “Educatlonal Innovation: The Polltlcal Dynamlcs of Change " by J.

.- Victor Baldridge and “Institutionalizing Changes In Schools,” by Philip'J. Runkel,
which were written espec:ally for the Invusnble College on the Instltutlonaluzatuon

~ of Change.
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‘ Hew ARE EBUCATIONAL lNNOVATIONS INSTIT&TIGNALIZED”

St
~ An innovation is considered successful when it has become an

| ~integral part of the original System: institutionalized. Innovations

o do not come into a vacuum. They need receptlve people places
- and settlngs forlearmng . .

There are many approacﬁes to planned change Thfee ba ’é aii- -

~' proaches to ehange arereflectedin this-document:-

1. THE RATIONAL/EMPIRICAL APPROACH, wﬁlch assumes"‘
that appropnate knowledge and data will permlt change to -
~occur. . . .

‘  2 THE POWERICGERCIVE APPROACH in which authorlty'
3 mandates ehange.

3. THE. NORMATIVEIRE EDUCATlVE APPRGACH whuch in-
volves participative experiences throug‘h m servnce sknll
.and attltudlnal training:. S ; o

ALk THF{EE, appreaehes contain elements that are essentnal for-
: mnevafleryte be lnstltutlenaltzed wﬁ‘ﬁln exustlng systems '
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3 "After the mtroductnon of an mnov?ﬂon a ééﬁﬁié’x’ bféééss .
-.must. be ogeratlve in.order for -the
t|ona||zed The Instltutlonallzatlon Process conS|sts of seven.

L actlon orlented components -‘7

ﬁﬂf’lannmg and Memtering Gellabaratwely
2 Adaptmg Internal and External Expertlse

4 Moﬂelmg Desnred Behavmr 5’. '

@ Trammg As An: Integral Part of: Regular Werk Meetmgs
N6 Bulldmg and Malntammg Suppert Systems :
7 Keepmg At It R U : SR

Togetﬁer tﬁese seven components comprlse a pm065§ th at R

cludes accumulation of Knowledge, change mandated By authority
- and-in-ser i/,se sk|II and attitudinal tralnlng, all of whlch are essenflal '

- for instjtuti
not Just }g?nﬁovatlve program be lnstltutlonahzed

: ’R "s ¥ [ " o _ Ca oo
- ‘,7 . . ) Lt - . L. B .
)

“.& ‘ .o

innovation to be institu- -



L WHY ARE FOLITICAL SKII:I:S NECES‘SARY" .

&

J
L

lnl%rent in the mstrtutlenahzatlen precess IS the awareness ‘

o that pelmcal skills are essential and,that careful attentron must
-be glven to erganlzatlonal politics.. | ' ’

- The ability to start and successfully implement a new project

"’reqwres an understanding of how schools -and school districts -

\‘ rfunctlon as polltiCai systems New pro;ecfs musf contend wrth v

newpro;ectwrlldre S

» Grganlzatlons are hard to change in Iarge measure because ;
- people: fear change and try to-maintain the status quo. Eduea-
* -tional innovations are particularly vuinerable because, often, the -
sponsots ‘of.a new project are skilled in one specraltyf;—:,r

- . teehnieal knewledge program deslgn or group dyhamlcs Rarely .
~dothey eernblne all three. : "

. Political skﬂls in the eentext of this Gurae are strateg|es for in-
itiating and ensunng ‘the surwval of a pro;ect Polltlcal skrlls are

necessary to:

-

e lnfluence the deersren makrng precess
-Marshallreseyrceﬁsf L R
* Obtain organizational sUpport R ) ’

S ~ e Obtain community sypport,
e e Use autﬁorlty effectlvely, and

34
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S ey
WHAT ARE ORGANIZATIONAL POLITICS? |

7

LI

Orgamzahonal politics’ provude the settmg in whrch educa:

" tional innovations occur.” This setting is comprised of internal -

and external mterost groups tﬁat Jockey for influence; struggle

_,'Pohcy deéisions are critical and should not be consrdered
. routine. Major pohcres commit an organization to definite goals
—and. determine the long-range destiny of the organization.
--Because. polrey decisions ‘commit organizations to courses of
" Xaction; people in organizations use their influence to see that
 their speelal interests are implemented in policy: Th pohcy

- ‘making becomes a major point of conflict — a waters ed of in-

;_terost group actrvuty that permeates orgamzatronal life.

‘The first step'in mountlng an ‘innovative program is planning

and. gathermg initial support from the host’ organrzatron The

ftheﬁ' olleagues e

“In "most educatronal settings; a compiex proeess of deelsron N
by -committee is involved. The natural ‘inertia \of organizations
~ can be overcome through skillful committee \\%’EICS For this
reason; organizational politics often means committee politics.
-Having influence over a committee often iis oqual fo having in-

fluonco over the decrsron

11

-
D



‘ INSTITUTIONALIZATIUN

| GGMPGNENTS OFT TFIE PRGGESS IN A PGI:ITICAI: CGNTEXT

b

-

PI;ANNING AND MONITORING

COLLABORATIVELY

L]

Gollaboratlve planning must involve internal and external

' resources who are commltted to the innovation: Generally; out-

~ side’ consultants are committed to. facmtatlng innovations:
‘Generatmg a similar internal commitment is, typleally, a function

of sklllfBLeemmlttee politics. To begin with, |t beeemes essential -

to get on the right committee and, onee on the committee, to do

your homework. If possible, it's a goed idea to become the com- .

) mltfee cﬁalrperson or secretary The chalrperson sets . the agenda

Eﬂecllve momlonng |s.cr|t|cal to the mstututlonallzatlon of an

77777777777777777777777777777777777777777

a. buult |n self correctlon capacny that is linked with planning.

\'1 the |n|t|a| stages of the innovative process, it is necessary tov

trace thHe decision flow on through to execution and to fight when .-
|ssues are distorted: The truly efféetive ehange agent tenaciously.

monitors the decision-making preeess and draws attention to any
lapses that may oceur. .

Extinction is part ef the life- cycle ef a prgect Once an innova-

tion has been |nst|tut|ona||zed it is |mport nt to remember that

‘ reqU|re the ablllty to extunguush a pre;ecithat has been feught for

and won when it has outlived its usefuln"ss

12 ' ' ¥oe v
Y § .



ABAPTING INTERNAI; ANB

EXTERNAL EXPERTISE: BUILDING A TEAM

" Mutual adaptatlen concerns stnklng the appropriate balance/

between internal and external human resources: It builds on the

strengths of each and neutralizes the weaknesses

- Both internal and external human resources have lmpertant
_'rassets and potent;al llabmtles

Assets | "t_iéﬁiiiiiég '

e e — 2 o — — o .

K Uhderstéhd the Iéééi slﬁjéfiéﬁ . Can éfééfé 6VéiWﬁé]m?ﬁg ééﬁfiiéi
. A[ecomfmjtfteg to maklng aninnova- | * Cancreate political problems by
tion work because they must live recalling past problems and opemng :
with it long after 8utsnde people have old wounds. N
left. g o s Can be costly andy roblemmahe in
s Have access to the channels for terms of money, cbmmitment; facul--
implementation: - » tyand administrative time.
' - | * May PQSO,GQQJGYQlV,ed,a,Dd lQled
o R into oldways that they are unable to
~ 7 gain fresh perspectwes on
problems.

- External Consultants:

. Bnng a fresh perspectlve and » Often fail to understand the

specialized expe};se o dynamics of the unique local situa:
« Are isolated frominternal politics tion (indeed, their ignorance is
and have greater objectivity. ggjn;glc:,?tlz)mlsmterpreted as
.® Have no ego-involvement in'the
status quo. * Lack channels for implementation.
* Lack ego-investment or the authority

a B _ “toimplement recommendations.

ﬁ . ¢ | » Can be used by an-administrator to
' support his/herpolicies.

13
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~ Given the strengths and shortcemrngs of. mternal and externat _
~talent; the most suee?ssful strategy is the combined utilization

- of eutsrde consultants with an internal task force. The internal

- task force might take the form of Runkel s Cadre of Organiza- "
| tlenal Speelallsts : s . :

,,,,,,,,,,,,,,,,,,,,,

within a. school district that: works toward school rmprovement';‘

| by provrdlng consultatron |n organrzatlonat development to’

rnterpersenal relatlons coordmatron and commumcatron.

£

. Burld solutions to problems wrth the people who will
rmplementthem and

. lm"prove the qualrty of work life:

Gad res s rve the preeess of:

* Building Support Systems -
. Adaptlng Internal and External Resources :

. ln service Tram’tng
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“Allow the Cadre to,ﬁave at least 10 members.

‘Give the Cadre its own budget.

There are ten gurdelmes for the establlshment ofa

Draw members from all ranks |

pensatren or Iessenmg of ether responsublhttes

Provude serwces by teams

‘ N \ .
Let tﬁe Cadre respbnd to reques’ — c] not |mpose Cadre’

\

\

Do not assugn Cadre members te censult Wltl’\'l umts in whrch. -
they are regularly em loyed . \ .

\

Appemt a-coordinator of the Cadre whe wull work at lea t

half-time on the group’s behalf i | | |

Provide time for the Cadre's own self-renewal; recruiting and
training new members acquiring new skllls renewing its
own eehesuveness and plannmg fer the future

“ ¥ . 15



REVISING MATERIALS TO MEET LOCAL
NEEDS : S e

7\

e L L o gee g e g g R e— =  —— e oL L L __ & o ___4

N Innovatron requrres re exarmnatlon of the purpose and func-._ )

“tions of effort, it actually results in services that are'more effec- _“
L trve and more relevant to the needs of the target pepulatlen

- Within the Irfe cycle, of an .innovation, -it ‘is- sometimes B
necessary to “re-invemt the wheel.” Revision is a key, element . .

‘during needs assessment planmng, mplementatlon momtormg
and extmetlen : . . .

The revision process requrres sklllful organlzatlonal polltlcs¥

| ,because it often threatens those with a vested interest in the

“status quo. The ability - to marsliall cooperatlon and defuse

potentially explosrve situations depends upon ‘the: degree to -

which political dynamlcs are unperstood and used
The mutual adaptatlon of programmed mnovatlons depends

vheavrly upon the revision process, i.e; the ability of local

© sydtems to revise wrdely d‘lssemlnated materlals to meet their
own needs - - <

) . C _ . .
. . . S .
. - . . ! : - .
A . . . : .4 .- }
_ . . . N T
- . N ] . .
~ - soed o0 . i
. B o _ ot .
B . - .
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~ MODELING DEsrar_-:n EHAVIGR

|n order for 6esrred beﬁavror to become part of the sysrtem rt _

‘must first be modeled. Successful change agents are aware of

~ the importance of modeling both ﬁuman relatrons and technicai :
. skllls on an on- gomg basis. = | . |

Vo

Modelrng demonstrates eenerétely that an wlnnevatrve ap-

~ proach works within the context of am: rmpérféet environment -

. and net just on paper or in.some ideal setting. It is partrcularly'

“valuable when working yvrtjrﬁsﬁeasenéd prefessrenals who avoid

taking risks and are resistant to anything that:is incongruent
. wrfh their p prevrous trammg and cumulative experlence

)

1 -



TRAINING AS AN INTEGRAL PART OF _
R [

REGULAR WG K MEETINGS

' In -service tralnlng is an essential eemponent ef the mnovatron )
process. Tralnlng must be o

R l:ong term

e Conductéd aﬁiong |ntact work groups .
e

' An rntegral part of regular work meetlngs and |

13

oA comblnatlon of technical and human relatlons SRI”S

These four erlterla fer tralnlng serve to legrtlmrzé an innova-
tion and confer, status upon those who successfully adapt-to it.

_In addition; in-service tralnlng must develop technical and

"human relatlons skills, giving special attention to examining the |

\ |mpact an inpovation has on roIe inter-relationships.

K]
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" BUILBING AND NAINTAINING SUPBOFT-
R S - 8Y .STEMS

ln@rder to get people Wlthln a system to Buy |nto an innova-
: tlen it is"necessary to build consensus ‘about what is going to
oceur. To aceomplish this critical task, it'is essential to obtain.
. Support .from external constituepcies to mfluence the. mternal z
process External interest grej.ss exercise considerable in:
fluence over the pollcy-maklngbreeess External pressures and

formal control-by oujside -agencies, especially in ‘public institu-

tlons are powerful shapers of internal decnsuon preeésses

An effective i ‘way of structuring broad- ba o seelal support fer -

dn innovation is to build coalitions that in¥olve outside groups;
“as.well as inside groups Programs for, ‘the education of the
handlcapped owe heir very existence to-outside forces promp- .-
~ ting internal educ ional innovation: Therefore, it is: ‘necessary to
understand the powerful natire of coallhon buuldlng and how to

.useit to eréats streng support systems
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KEEPlNe 'AT T

 During every phase of a project’s life cycle, it is necéssary to

keep at it. Politically, most decisions are made by people who per- '

‘sist. Power belongs to those who stay long enough to exercise it.

At the begmnlng, the person who sticks W|t a commlttee is

likely to have enormous impact on the decision*to undertake a °
project, fund and staff it. During the |mp|emenfaf|on phase, steps -

to defuse potentially volatile political situations mustjbe taken on

an on-going basis. When a project reaches the fingf stage in its

life cycle, skillful politics are essential to effectively deal with at-
tempts to perpetuate a pre;ect that has eutllved |ts usefulness

novatlen te be |nst|tut|enal|zed
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e e
. i’ . TROUBLESHOOTING..

‘_Tﬁree common |mped|ments to s eeesstul lnstltutrenallzatlen arez; -

. INACCURATE DIAGNOSISINEEDf ASSESSMENT . *

Wﬁfollowmgﬁ the thtrggggtren "f an mnevatren an aeeurate ;'
comprehensive needs assessmentlis an: abselutely essential part -

.‘\ .

of@ project planning process. Tolavoid-an inaccurate diagnosis

- in the plannmg phase of a project, nsrdertheSe “Deh’is” '

. BGI‘I t allow preconcelved S Iutlons to dlstort deelsrens
wrthrn your own power domal oo D

‘t":.

e DGn t be superfrcral Dlg deep enough to get at real |
preblemsand needs. . . . o o ; =
. Den’t chase grants mlndlessly Pursue enlythese that

have a real cennectlen to Iegltri ate ergamzatlenal needs.

e Don t be sWayed | by oytsme c Tnsultants who eften have a

vested interest in a particular.type of pro;ect or approach

‘ that may be unsurted to Iocal cenaltrons

'

%: ] .‘ ; o ) .-_.‘v,.;;‘i_: .:: f ‘Q; ]

STAFFTURNOVER B VS S | |
Staffturnover partlcularlythat of key staff memBers severe-’

Ty undermlnes the strength of an innovative project. ltlstherefore :

-essential that;times ard procediires be established for-the train-
; mg and s?crahzatlen of* new members te replace those who Ieave

x

- . ; - . . .

r . = L B - =
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. INEFFECTIVE USE eFAUTHcmTY R

Be aware ef the llmltatrens of formal authonty Wrthrn"

S bureaucratic systems, formal authorlty is :severely limited by the

o

g,,;. sﬁnitlcantly, autﬁorlty |s necessary to commrt funds The

pohtlcal pressure-and ;bargalnlng power of interest groups. Of

frmats must jock‘ey Between bu1ld|ng wable p‘i_isntlons among

,,,,,,,,,,

Nevertheless usmg the authorrty of a formal System allows
deadlines on the decision-making process:to be set, a functional
~division; ef labor and Tewards: to be.established for people whose
behavior hetps promote the éhange: Rewards can be n the form ~~

ef meney, prestlge or pubhe aeejarm s .

-

Admmlstratlve support;zs a Irfe or deatﬁ matter for an mnovatn?e

-a pro;ect '8 structural and admlnlstrgtlve Iocatlon within a system.
Effectlve use of authority’ can p c#allies in the vanguard of the
peoble responsrble for th ””” ementatlon and executlon of

decrsrcns

lnnevattens attached to program"s in the mlddle ranks of..a

bureaucracy usually fail quickly. New. prolects need the protec-
- tion of a powerful administrator who can shelter them from attack

frém other administrators who, feel threatened In addition and

st’arvatlon P
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SUMMARY

\é
. Becommg sklllful m orgamzahon Ipolmcs T | ;";. |
e avoiding common pitfalls and : SO S
¢ making certain the Seven Céiﬁﬁéﬁéﬁﬁ of the s
' Instltutlonallzatlon Pfﬁéé§§ are |ii place.
Gz 2
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