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A LEGAL MANDATE

Publid Lally 94.142 mandates,a free and approprlate education
for all handicapped chjldrem To accomplish this, the U.S.
Office.of Special Education provided money and assistance for.
innovative programs;

In recent years, the Office's Division of Innovation 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 thernselves,
determine the success of a project. Rather, a range of
seemingly unrelated factors play a significant role in n eithef
facilitating or hindering the institutionalization of an
educational innovation.



THE INVISIBLE COLLEGE ON THEINSTITUTIONALIZATION OF
CHANGE

-File Invisible College on the Institulionalization of Change ,was helr at Bank
Street College of Education in New York City on March 12-14h 1980. The purpose of
the InVisible CollAge Was to provide an opportunity for educational theorists and
practitioners NAteract in a supportive environment, share information, review
theorettcal perspettiVes critically, explore the application of specific educational
theory and discover how and when research into planned .change and InstitEr-
tionalization. is converging; Signifiantly, the exreriesice of practitioners working
in the field confirmed the conceptual perspectives presented by theoreticians.

The Faculty .of ;,the Invisible College on the InstitutIonalilation -of Change
included: t

J; Victor Baldridge, Highef Edueation Research_Institufe
Peter M. Bateman, Massachusetts Institute of Technology
Nathan Brown, The New School of Social Research
Ronald G. Haveldeki.American University
Nancy J: Howes, State University of New York at Albany
Gordon Klopf, Bank Street College of Education
Gary tambour, U.S. Office of Special Education
David Robinson, Carnegie Foundation for the Advancement of Teaching
David Rottener, U.S. Officeof Special Education
Philip). Runkel, UniVersity of Oregon
Selma G. Sapir, Bank Street College of Education
Leila Sussniann, Tufts University
Pascal L Trohanis; Technical Assistance DevelopMent System

;r.



. The Staff of thi Invisible College on ifie Institutionalization of Change included:

Banic_Street_College_of_Educidion

Selma G gar, Director
o -,The,Leaming Lab

Ashaki.H. Tails
Executive Assistant

Sergio A. Rainho
Media Specialist.

11.S._01fice of_Special_Education

Gary Lambour
Division otinnoyativeDevelopment

David Rostetter .

Division otinnovative Development

.
This Guide reflects the ideakithat emerged during the Meeting of the Invisible

College. It was designed to help project .directors understand the complex prci-
ceps of institutionalization., recognize the necessity for developing political skills,
be aware of, potential pitfalls and learn _Methodd of Working with others suc-
cessfully.: It focuses on.the no.n-technical factors that impact upon educational in-
novations, answers basic-questions; provides practical political guidelines and
identified the essential components of theinstitutionalization process. The Guide
is based upon, 'Educatiofial Innovation: The Political Dynamics,of Change," by J.

..Victor.Baldridge and "Institutionalizing Changes In Schools, ". by Philip-J. Runkel,
which were .written especially for the Invisible College on the Institutionalization
of Chahge.



HOW ARE EDUCATIONAL INNOVATIONS INSTITUTIONALIZED?

An innovation is considered successful when it 'has become an
integral part of= the original system: institutionalized. Innovations
do not come into a vacillim.Jhey need receptive people, placei
and settings for learning.

There are many approaches to planned change. Three basic ap.:
proaches to ohange are reflected in this document:

1. THE RATIONAL/EMPIRICAL APPROACH, which assumes
that appropriate knowledge and data will permit changeto
occur.

2. THE POWER /COERCIVE APPROACH, in whict authority
mandates change.

3. TIE. NORMATIVE/RE- EDUCATIVE APPROACH., which-iii-
volves participative experiences through in-service skill
and attitudinal training..

,ALL THREE, approaches contain elements that are essential for
innovatioryto be institutionalized wiffiin existing systems.

..8



After the' introduction of an innov ion,. a complex process
must be operative in order for the innovation to =be institu-
tionalized. The Institutionalization Process consists of seven
action-oriented components:

9 12,1ann:ing and Monitoring CollaboratiVely
2 Adapting Internal and External Expertise

Reyising Materials to Meet Local Needs
44 Modeling Desired behavior

Training As An Integral Part of Regular Work Meetings
a, Building and Maintaining Support Systems
7 Keeping At It

Together, these seven compon'erits- comprisp a proced,s 'that in
cludes accumulation of knowledge,. change mandated by authority
and in-serVice skill and attitudinal training, all of Which are essential
for institufforialization to Occur. it is critical that this process, and
not jus . he in ovative program, be institutionalized.

71r.-
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WHY ARE POLITICAL SKILLS NECESSARY?

Int rent in the institutionalization process is the awareness
that political skills are essential and hat careful attention. must
be glven,to organizational politics. f

The ability to start and successfully implement a new project
requires an understanding of how schools and sehool districts
function as political system. New pfojediS mtist contend with
.old programs that have a vested. interest in protecting their do-
main.: .If the political dynamics are not carefully considered, a
new project.Will die. 3

Orgariizations are 'hard to change, in large measure because
people. fear change' and try maintain ;the status quo' Educa-
tional innovations are particularly yulnerable because, often, the
sponsors of ,a new project are skilled in one specialt9
technical knoWledge, program design or group dynamics. Rarely
do they combine all three.

Political skills in the context of this Guide are strategies for in-
itiating and ensuring the survival of a project. Political skills are
necessary to

.10

Influence the decision-making process,
Marshall resources,
Obtain organizational Support,
Obtain community support;_
Use, authority effectively, and
Protebt the project from attacks by.
internal and external interest groups.



WHAT #RE ORGANIZATIONAL POLITICS?

Organizational politics' provide the setting in which educa-
tional innovations occur.- This setting is comprised of internal
and external interest _groups that jockey for influence, struggle
for power and claiM the right to make deoisions. The basic task
of-an effective change agent is to build:a political base for in--
fluencing decisions.

A key aspect of organizational politics is policy forMation.
Policy decisions are critical and should not be considered
routine. Major policies commit an organization to ciefiltiite goals
and determine the long-range destiny of the organization.
Because; policy decisions /commit organizations to courses of
action, people in organizations use their influence to see that
their sPecial interests are implemented in policy. This policy=
making becomes a major point of conflict a watershed of in-
terest group activity that permeates organizational life.

The first step in mounting an 'innovative program is planning
and gathering initial support from the host organization. The
primary task, then, becomes obtaining the commitment of other
decision makers who will assist in obtaining the consensus of
their ablleagues.

,

In-
..

mist educational settings, a complex process of decision-
by-committee is involVed. The natural inertia of organizations
can be overcome through skillful committee ctics. For thcorn
reason, organizational politics often means corn politics.
Having influence over a committee often is -equal to having in-
flbence over the decision.

ii



INSTITUTIONALIZATI*
COMPONENTS CO THE PROCESS IN A POLITICAL CONTEXT

PLANNING AND MONITORING
COLLABORATIVELY

4

Collaborative planning must involve internal and external
resources who are committed to the innovation. Generally, out-
side_ consultants are committed to facilitating innovations.
Generating a similar internal,commiiment is, typically, a function
of s4tillfttl-committee politics: To begin with, it becomes essential
to get on the right committee and, once on th,e-committee, to do
your homework. If possible, it's a good idea to become the com-
mittee chairperson' or secretary. The chairperson sets the agenda
and the, secretary serves as the memory of the committee by
reiterating important issues,

Effective monitoring iscritical to the institutionalization of_an
innovation. It, too, must be collaborative a shared process-with
a.built-in self-correction capacity that is linked with planning.

-" ln the initial stages of the innovative process, it is necessary to
trace the decision flow on_throu.gh to execution.and to fight when
issues are distorted. The truly effective change agent tenaciously
monitors the decision-making process and draws attention to any
lapses that may cedar.

Extinction is part of the 'life-cycle of a p ject. Once an innova-
tion has been institutionalized, it is' import nt to remember that
few good changes have eternal lives. Here, hared monitoring for
effectiveness includes evaluating, judging and deciding whether
p formance meets expectation and whether the need for the in-

ation still exists. Effective monitoring and political expertise
require the ability to extinguish a project_that has been fought fbr
and won when it has outlived its usefulnels.

12



ADAPTING INTERNAL AND
EXTERNAL EXPERTISE BUILDING A TEAM

Mutual adaptation concerns striking 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 important
assets and 'potential

Assets Liabilities
Intenial Task Forces:

Understand the local situation. .

Are committed to making an innova-
tion work because they must liVe
with it long after Cutside people have
left.
Have access to the channels for
implementation:

.

, Can create overwhelmMg conflict.
Can create political problems by
recalling past problems and opening
old wounds.
Can be costly and roblemmatic in
terms of money; c mmitment, facul-
ty and administrative time.,
May be so ego-involved and lbcked
into old-Ways that they are unable to
gain fresh perspectives on
problems.

External Consultants:

Bring a fresh perspective and
specialized expertise.
Are isolated frominternal politics
and have greater objectivity.
Have no ego-involvement in the
status quo.

Often fail to understand the
dynamics of the unique local situa-
tion (indeed, their ignorance is
commonly misinterpreted as
objectivity).
Lack channels foi. implementation.
Lack ego-investment or the authority
to implement recommendations.
Can be used by an administrator to
support his/herpolicies.

13



Given the strengths and shortcomings of internal and external
talent, themost succetsful strategy is the combined utilization
of outside consultantg with an internal task force. The internal
task forCe might take the form of Runkel's Cadre .of Oraniza-
tional Specialisp.

A Cadre of Organizational Specialists is a 'Collegial group
within a school district that works toward school improveMent
by providing consultation in organizational development to
peers. The purpose of a Cadre is to:

Increase the problem-solving capabilities of schools.

Enable schools to cope with changes in roles, duties;
interpersonal relations, coordination and communication.

Build solutions to problemg with the people who will
impl9.ment them, and

Iniprove the quality of Work life.

Cadres serve the process of:

Building Support bysteins
Adapting Internal and External Resources
In-service Training
Modeling Desire.d Behavior
Coping with Staff Turnover

14
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6

There are ten guidelines for the establishment of a
. Cadre of Organizational Specialists.

Draw members from all ranks.

Assign members part-time to the Cadre with financial com-
pensation or lessening of other responsibilities.

Provide services by teams:

Let the Cadre respond to requests = do not impose Cadre
services. \.

Plan at least three weeks of training for Cadre\rherhbers.

Do not assign Cadre members to consult with units in which
they are regularqembloyed.

B. Appoint a coordinator of the Cadre who will work at least
half-time on the group's behalf.

8

9

Allow the Cadre to have at least 10. members.

Give the Cadre its own budget.

Provide time for thp Cadre's own self-renewal; recruiting and
training new ,members, acquiring new skills, renewing its
own cohesiveness and planning for the future.

*
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REVISING MATERIALS TO MEET LObAL
NEEDS

Innovation requires reexamination of the purpose and fundtion
of existing practices. Rather than being wasteful duplic4-

tions of effort, it actually results in services that are'more effec-
tive and more relevant to the needs of the target population:

Within the* life cycle of an innovation, it 'is sometimes
necessary to "re-inverat fhe wheel." Revision is a key,,clement
during needs assessment; planriing implementation, monitoring
and extinction:

The revision process requires skillful organizational potitics-
because it often threatens those with a vested interest in the
status quo. The ability to marsrtpll 'cooperation and defuse'
potentially explosive situations depends upon 'the'degree to
which politicatdynamics are unfierstood and used.

.

The mutual adaptation of programmed innovations depends.
hea 'vily upon the revision process, i.e., the ability of local
sy4tems to revise widely disseminated materials to Meet their
own needs;

16



MODELING DESIRED BEHAVIOR
0

In order for desired behayior to becorne part of the sytem, it
Must first be moddled. Successful ,change agents are aware of
the importance of Modeling b6th human relations and technical
skills on an on-going basis.

Modeling demonttrates concretely that an ;innovative ap-
proach works within the context of an:.imperteCt environment
and not just on paper or in 'some ideal setting. It is partieularly
valuable when working with seasoned professionals who avoid
taking risks and are resistant to anything that is incongruent
with their previous training arid cumulative experience.

NMI 6
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TRAINING AS AN INTEGRAL PART OF
REGULAR WORK MEETINGS

In-service training is an essential component of the innovation
process. Training must be:

Long -term,

ConductOclaMong intact work groups,

An integral part of regular work meetings, and

A combination of technical and human relations skills.

These four criteria, for training serve to legitimize an innova-
tion and confersstatus upon those who successfully adapt to it

,In addition, in-service training must develop technical and
human relations skills, giving special attention to examining the
impact an inpovation has on role inter-relationships.

18



BUILDING AND -MAINTAINING SUPPQRT
SYSTEMS

Inqprder to get people within a systerii to buy into an innova;
tier); it is* necessary to build consensus about what is going to
occur. To .accomplish this -critical taSK Wis essenjial to obtain
support ,from external constitueycies to influence the, internal
process. External interest grodps exercise COnsidetable in-
fluerice °Ver_ the policy;TrgkinrproceSs; External preSSUreS and
formai Control .by au /side agencies, especially in public iristitli-
tions, are powerful shapers of internal decision processes;

An effective Way Of Structuring broadta d social support for
jn innovation is to build odelitionS that i lye outside groups,

as .well as inside groups. Programs for; Ae education of the
handicapped owe iheir very' existenbe to-outside fOrces promp;
ting internal educliional innovatibh..ThetefOre, it is necessary to
understand the powerful nature of coalition-building and how to
use it to create-strong support systems;

op*

;

A
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KEEPING AT IT

During every phase of a project's life cycle, it is necessary to
keep at it. Politically, most decisions are made by people who per 1.

silt. Power belongs to those who stay long enough to exercise it.

At the beginning, the person who sticks wit ti a committee is
likely to have enormous impact on the decisiorThto undertake a
prpject, fund and staff it During the implementation phase, steps
to defuse potentially volatile political situations musalbe taken on
an on-going basis. When a project reaches the fin stage in its
life dycle, skillful politics.are essential to effectively deal with at-
tempts to perpetuate a project that has outlived its usefulness.

Overall, three years is the minimum amount of time for an i=n-
novation to be institutionalized.

c
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TROUBLESHOOTING.,

Three common impediments to a ccestful institutionalization are:
.;

INACCURATE DIAGNOSIS/NEED ASSESSMENT,

Following the 'introduction f an innovation, an accurate;
comprehenshie needs assessment is afrabsolutely essential part
of prioject planning process.. To avoid:an inaccurate diagnosis
in thp planning phase of a project, c nsitler thete"D'ortls":

Ron't allow preconceived s lutions to distbrt decisions
within.yoUr own power domai

be superficial Dig deep enough to get at real
problems.pnd needs.

Don't chase grants mindlessly. Pursue only those that
have a real connection to legitimate organizational needs.

Don't be swayed by oytside c nsultants who often have a
vested interest in a particularA Pe of project or approach
that may beURsuited to local ccInditionS.:

STAFF TURNOVER. -

Staff turnover, particularly that of key stiff members, severe-
ly undermines the strength of an innovative project. It is therefore
essential thattimes and protedures be eS'tablishe.for the train-

, ing and socialization anew members to replace those who leave.
t

21



INEFFEpTIVE_USE OFAUTKORIT'y

Be aware of the c,limitations of formal authority Within
bureaucratic systems, thrmal authority is .Sverely limited by the
political pressure- and.taroainjng power of interest grpups. Of-
ficial's Rust jockey between building, viable' sitions among
.poWerft.il segments.

Nevertheless, using "the'-authori formal System allows
deadlines on the dedision-makinU prode,ss':lo be set, a functional
.division, of 14)0 arid srewaids.to be estatiliShed for people' whose
behai/lor'helpS promote the Change; .Rewgrds can be:in the form
of money, prestige or public acclaim.

4'

Admini§trative supportjs,a life or death .matter for an innovative
project. It is absolutely essential that Careful attention be given to

projecUsstructural and administitive location Within a system.
Effective use of authority can,-p cOallies in the vanguard of the
pedple responsible for the i einentation and execution of
decisions..

InnovatiOns attached to program's. in the middle ranks of,.a
..bureaucracy usually fail quickly. New:projects need the, protec-
tion of a powerful administrator who can shelter them from attack
frarn other administratorS Who,feel threatened. In addition and
sidnIficantly, _authority is necessary to commit funds. The
,qiiickest and most efflactive way to kill a' project is financial
starvation.



SUMMARY

Institutionalization requires a clear understanding .of the
tance and Methods of:

integrating approache's to change

becoming skillful in organization I politics

avoiding common pitfalls and

making certain the S6ven Components of the
Institutionalization Process are in place.

1atti
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