- . 13 !
. ‘ } DOCUMENT RESUME , A

L )

ED 213 134 ' . EA 014 437
AUTHOR ' Eastcott Leslie R.; Hall Gene E.
y TITLE The Change Display: Two Skyrockets, Five Bungets and
a Jumping Jack. ~
. #INSTITUTION Deakin Univ., Victoria, (Australia). School of
Education, : ‘
PUB DATE - Jun 80 '
NOTE '6p.; Funded by Deakin University Foundation.

- AVAILABLE FROM Edztor, The Australian Admlnxstrator, School of.
Education, Deakin Unlverszty, Victoria 3217,
AUSTRALIA ($.85).

JOURNAL CIT . The.Australian Adm1nlstrator- vl n3 Jun 1980
EDRS PRICE MF01l Plus Postage. PC Not Available from EDRS. . ‘
DESCRIPTORS *Admidistratot Attitudes; Attitudé Change; *Chafge

Strategzes- *Educational . Change; ducational
Innovation; Elementary Secondary Education; Foreign

o Countries; Inservice Education; *Teacher Attitudes
IDENTIFIERS .= Australia; *Concerns Based Adoption Model; Support
' Systenms ‘

ABSTRACT . '
Educational change is viewed in Australia as a series

- of events involving four components: the decision to change, the
announcement of the change, insegvice activities oriented to the

" change, and.informal support activities. Research in the ‘U.S., ’ 1
however, indicates that chahge is a highly personal process undergoae
first by individuals and only secondly by institutions and that it )
entails educatoig/,dgvelopment of personal feelings and skills
related to the novatlon, 031nd the model of the seven Stages of
Concern About the ‘Innovati the researchers found that individuals
experlence different type oncerns, of varying intensity, at any
one time in the change pr s;> that concerns change from one stage
to another, alkthough not quickly; and that different institutions
hate different\profiles of .concern. Among the implications of these
findings are that change implementation approaches cegn frned ofly
with methods and ‘procedures will probably be irrelevant to educators’
persona!'concerns, that educators' concerns about themselves are
normal and legitimate; and that inservice and other support
activities should be patterned after each 1nst1tutzon s profile of

' concern -a should be planned for qveral years' duration.
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The authors claim thal inservice and other change

" actlvitles may be misdirected If they emphasize only
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the content, tasks, and pmocedures of a planned
change. Such activitles wlll be more purposefut if

they emphasize ameliorating the ‘‘concerns*',of
Indlviduals about the planned change and provide
support for lhdividuals approprlate\to-thelr Stag® of
Goncern. (Ed.) - ‘ :

THE CHANGE DISPLAY: TWO SKYROCKETS,
FIVE BUNGERS AND A JUMPING JACK

Leélie R. Eastcott & Gene E. Hall

INTRODUCTION

Most of us, whether we are teachers, prlnctpalz
vice-principals, colliege lecturers, or universi
professors -have .weathered the storm of. change
many times. Often it has been hard not to be cynigal
about what has occurred. For mdny, *‘change’’ has
come to be synonymous with something q|stastetulz
for others, an activity to be sutfered, firm in the
knowledge it will go gway eventually. Not a few are
disillusioned change agenfs, frustrated, even bitter,
that their attempts at change have come tQ mean
notmng; While attempts at change are not always
unsuccessful, the litter of unsuccessful change
efforts is piled high on the elucational scrap heaps
why is this .s0? ‘

AN EXPLANATION .

Over the past decade the literature-has approached
this problem in a variety of ways. Change Ras been
explained in terms of the chanacterii)tlec;: of adopters
(Rogers & Shoemaker, 1971); it has approached
ftom. the viewpoint of ldentitying appropriate change
agent behaviors based on- systems perspectives
(Mavelock, 1873); an organi zationel. development

THE 'AUTHORS :
n- Esstcott Is princlpal lecturer, School of Edu-
gram

ctor, Research and- Development Céhtre for

chor Education, University of Texas, Austin.

-

-
gerspedtive has be aéphed (Schmuck, et.al., 1972j,
still others have’used a case study approach to
describe the implementation process or analyze the
failure of change attempts (Eastcott & Hine, 1976},
in all cases, one pf the major assumptions under-
lying the analyses, or the implications’ ansing from
the analyses, has been that cpange has to be under-
stood as a process rather than event, that change
cannot bd legistated nor introduced overnight as a
resutt. of a series of principal, teacher, regional
office, ‘O::mmlstenal decisions.

&
Just what ‘‘change as a process’* means, however,
has remained vague. The interpretation of the con-
cept of change on the Australian sce‘necbaraéter-
1stically includes the belief that change activity
should include the following components:

-

1. A decision to change. Sometmes the dectsion
1s ministerial, acting on ‘‘best advice''; sometimes
it comes from a department of educational admupls-
tration; often at a school system jevel it IS the

result of group deliberations by a variety of experts

who reach a major instructional decieion, at the
school level H’may"oe principal directed or & cor-
porate decision, Once .the decision is made, all too
frequently the implementation procéss enters what
might be cynically\ referred to as the "‘fireworks
display'’, : -

2. An announcement of the change in a manner
commensurate with the magnitude of.the change and
the size of audience, This may take the form of &
press release in a local or national rewspaper, &
report to a Parents and Citizens commjttee; or an
acknowledgement in a ‘staff newsletter, This could
be labeled' the ‘‘skyrocket phenomenon® and is
nomally accompanied by appropriaté gasps of app-
recigtion ahd disappgintment s the case may be,
With g&nalnty, it cap be claimed. that there will be

g
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supporters, detractors, and those that are impressed
but don'tknowor can't exnlain why,

3. One or a series of fgservice activities, Decis-
1ons about the®content of %\ese tend 10 be made by
those responsible’ for introddcing the change. They
appear o have five purpuses. First, they play an
inlormational role (this 1s what the change s all
about), second. a content instiation role (this s
what ynu'll need to know to make the change), third,
a procedural rcie (this 1s how you shoutd do 11), and,
fourth, an 'mpact roie {this 1S what the outcomes
$hould bej. Sometimes a fifth role 1s recognized
either separately Or more often integrated with
others. This is the motivation role {thws 1s why the
change 1s great), However, in each case the content

¢ Of the inservice 1s onented towards the nature of the
change itsell, .

The assumption appears to be made that participants
N inservice will accept the change ‘'because it's
good for kids''. This “‘five bunger salute’’ 1% a
prelude to action, There ts suspicion based -on ex-
perience that this salyte s enjoyed by most, but
espectally by those who plan and implerent the
inservice, At this point the show IS sometimes over
/  and participants retire to their classrooms to in-
stitute change, Further activity 1s usually less
forma! and not a planned part of the change effort.

4, A series of inforhal individual schoo/ or tea-
cher initiated support activities organized to clakity
the concepts and behaviors and 10 assist In pldnning
as the need 's perceived. Som#times ¢these activities
are done just to aliay good old commonplace fear of
the change. Th:s type of aCtivity usually occurs in
the afterglow of the fireworks parade and features an
expert or experts who jump back and forth across the
countryside in response to expr d.demand and

<perceived inadequacies, Thus, ng jatk
jamboree’*
‘. N R
- it +s easy, of course, to poke fun at thése activities

and, by implication, to decry the eamestness, gt thé

participants, ,theéir godd will and theirr desire for

improved quality of education. On the other hand, It

may do us good to laugh sometimes at the eamest-

ness of our efforts in the cause of education. There

1s, after ail, iittle evidence vyet “that Inservice
A educdgtion and change In general have IOSI their
" ‘spectator sport status.

This 1s not the int, however, The point s that
change Is bemé‘frﬁ?)lemented as a geres of relative-
ly discrete events which faciiitate the processing of
information about the change, Despite these events,
critics ‘remain Quick to tell us our changes are
having undesirable outcomes 'and even supporters
note the lag time between the presematmn otnew
knowled ge and change in practice,

.
~
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conducteg at the Research and Development Centre
tor Teadtter Education at The University of Texas at
Austin suggests arn altemative interpretation of the
concept of change. In this interpretation change refers
10 the process an individua® goes through as they
adopt an innovation, As the‘result ot six years of
study of innovation adoption tn educational institut-
rons (Hall, et,al,, 1977) the conclusion has b;n
reached that
1. Change is a process, not an event, made tirst
by individuais and on/y then by institutions.

2 For the individual, change

1s a highly personal
experiency. \ '
\CY

3. A changé entails developmentat growth In
feelings about and skitl in using the innovation.

As-a consequence, interventions to tacititate change
must be related first to people and mer‘n, and only
then, to the content, procedures,-methodolcgies, ang
impact of the actua! 'nnovation, This interpretation
ot ‘‘change as a ptocess’ has ramfications for
inservree and suppcr! acltivity that represent major

shifts " 1h comparlspn 1o, present practice in the
Australidn setting, Y
SOME THEORY

, .
The qriginal idea for this stance emerged from an
extensive analysis of the change literature, the
wide-ranging experiences of change agents, and,

especrally the research of Frances Fuller (19638,
E&er's research Mo the concems of teachers

{ teaching dentified three categories of agnces’
through  which tgachers progress. These Wwerd®
“'self'" concerns (What 15 teaching and how will it
affect me?j, ‘‘task’’ concems ,The chores of td#¥ch-
ing takejll ot my grergy.). and “‘impact’’ concems
(What ard the effects of my teachirrg on pupiis?).
These concems were subsequently elaborated Dy
UTR & D staft into seven Stages of Concem About
the Innovation. These rsstages are 1lfustrated ip
‘Tabte 1, The concerns repggsent the various coms
posites Of, motivation, *perceptions, attitudes, feei-
ings and mental gyrations péople have about inno- ~
vations, {

.A statistically reliable and valid instrufnent (Hall,

et,al., 1977) hasmbeen developed to assess Wese
coneems and has been, appiied to the process of
change n prim3ry, secondary,”and tertiary institut-
yons (Hall, 1976, Hall & Rutherford, 1976; Loucks
& Pratt, 1978, Hall, et,al,, 1977},

RESEAACH FINDINGS
As a result of these 'analyses of :nno'vaxuon.s. a
neg bes of cogclus:ons have been reached about
.individual s’. perceptions of mnovanons

1, Individuals éxperuence a variety cﬁ‘concems
about chapge at any $he time, Fhese concems vary’
from Individual 1o individual depending upon know=
. ledge about the Innovation, past ‘experience with
change, and whether the:individual- is a yser or

nonusor of the innovatidn, .
‘ » ~
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2, Individuals will tend to have’more Jintense
concems at one of the stages, with others being less
intense, More intense concem (n one particular area
than others means that(wvs copcem stage will
predominate the individuals perception of the change
process. ' .

3,  As individuals become involved in change, the
intensity of concem shifts from one Stage 1t an-
other in a normally 'developmental sequence, Hall,
et.al.,, (1977), have hypothesized this development
in the manner reilected in Figure 1, .

4. Not withstanding ppint 3, 1t Is possible that
mdividuals will become fixated at a given Stageof
Concem depending upon their involvement in the
change and the context in which thgy are working,'
Further, an individual may ‘‘regress’ in the sequ-
ence I|f some incident or Intefruption ocgurs to
rearouse b‘reviously ameliorated concems,

5, .t ts possible to generate profiles of concem
for institutions; these profiles difter from institution
to instiution ,and differ in patteming over time.,

6, Concems about change are Q! just something
teachers “develop. Principals, inspectors, directors,

and consultants have concems, 100,

7. Finaliy} change in concems.is not accomplished
quickly, Concems of those involved in change wili
not move through all stages in one fortnight, As an

teachers invoived in teaming as an innovation three
years to reduce their Management concems about
teaming to below the 50th percentile, and only then
did their impact concems about (mproving teamingi
begin to show relatively high on the profiles. Plain
survival, it would seem, can be a greater occupier
of the minds of those Invoived in change early on.
it is not until rhuch later, if at all, that concems
will become aroused at the Impact stages of &, 5,
and 6,

IMPLICATIONS FOR PRACTICE

Impilcations of the concept of Stages of Concem for
inservice and other support activities are consider-
able: :

1. An implemsntation approach that Inltlally
associates itself sotely’ with content, method, and
nmcedures is likely 10 be directed at concem areas

) .
E TCt personaliy relevant to those implementing the

ange.

‘.

Aruitoxt provided by Eic
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‘ example, Hall & Rutherford {1976) found that it took -

3

. ) v !
Y

2, The skill of introducing chanwge is of utmost
ImMportance, A change introduced with great fanfare,
but with little awareness of the individual needs of

those affected will serve onllto arouse Stage 2
Personal concems, *

3, e legitimacy of ‘‘self' concems held by
those who Implement the change must be recognized.

The premise, *they're teachers and should be con-
cemed with studeAts’” 1s untenabie. In otner worags,
i1t 1s perfectiy ali right, in fact nomnal, for a teacher

have Persona! concems about the change at first,
In tact, it should be expected. :

4,. Inservice agents, consultants, school inspectors
should be aware ‘that their Stages of Concem are
unlikely 1o be co t with those for whom'they
design, organize ‘and Helyver inservice activites,
They must be careful to avoid designing activities
whith match their own Stages of Concem rather thart
those of their clients,

5. Just as Stéges of Concem are pattemed, SO
should inservice and other support activities be, If
change is a personal experience and If Stages of
Concem vary from teacher tf teacher, administrator
to administrator, or schoo! to school, then these
stages should be used to diagnose, plan, define, and
assess inservice which relates to teachers’ con-
cems locally, Thus,
+ activity for change might vary from school to schoot,
and certainly be different for different groups of
- people with different concems profiles,

6, A key point related to point 5 1S the fact that
effective adoption of an _innovaticn takes timg,
probabiy several years, and, consequently, many of
the Stages of Concem may not emefge for many
years. Certain types of inservice and other support,
therefore, are unlikely 1o be relevant in the early
stages, maybe even years of the chlinge process.
Thus. planning for inservice on a year at a time
basis 1s not likely to agdress the longer term develop-
ment of impact concems.

7. Perfection should not be ssought in the begin-
ning ot a change effort, Indeed, Hall & Rutherford
(1976} point out that for a while things may be worse
than they wéee before the change, Inservice activit-
les shouid focus on the Stage 3 Management con-
cems of early users, delaying the impact concem
content untll use of the new approach is well under-

way. . ,

How then can stages of concem be Identified? Re-
dearchers may find the Stages of Concem+About the
innovation Questionnaire (Hatl, et.al.,, 1977) vaiu-
able, Practitioners, whiie still having to ground
themselves in concems-based theory, will find less
formal methods more acceptable. Two such methods
are availablie. Hord's (1978) "‘one-legged conference’’
involves causal questions being asked of the
Teacher in an interview., Despite its drawbacks,
this method does glve a guide to the teacher's
present-Stage of Concem. Newlove & Hall's (1978)
Open Ended Statement method, requires written re-

. .
.

inservice and other support
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sponses to the question: ''Whem you think about

(innovation ‘x'), what are you cqncemed about?
Do not say what yoy think others are concemed
about, but only what concems you now. Please be
frank and respond in complete sentehces’’. Using.the *
full definitions of Stages of Concem, each statement
can be scor§. The need fér familianty with the
conceptual background to the model beforé using’
this approach 1s worth reiterating. *

CONCLUSIONS

The point to this article s ,quite simple. There
appears on the Australian scene to be incrgasing
acceptance of the 1dea that change in education is a
proce¥s ndt an event, However, It 1s less Gertain
that change Activity W bulll upon an appropriate
understanding of the notion of the process. It appears
that ohange as a process has been interpréted to
mean the process of jmplementing, change with a
sequent empdpasas on content, task and procedure
related to the change itself, The suggestion here
* |s that chenge s a protess assoclated with indivi-
duals. Before an institution can implement an info-
vation, the Individuals within the organizajjon must
adopt It, accept it, and be comfortable with it. Thus,
indivigual concems are a very Important part of
change. !f our inservice and other suppert ,activities
tall o atknowledge this in their design and imple-
mentation, then change as a process gnight be like
the tireworks display described eariier, After the
tiashing_light has subsided, the noise abates and
the smoke Clears only despbndency t its brevity .

,nd tmr\snory‘nature femains, R
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