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Mary C. Havelock wrote or composed most of Part V and edited most other
parts. Joyce Kornbluh, the Center for Research on Utilization of Scientific
Knowledge's editor, provided several helpful suggestions and checked the
manuscript at various stages. Editorial assistance on Part V was also pro-
vided by Roberta McConochie.

Many thanks are due to Rita Wiegers of the Center who typed all drafts
of the manuscript, tabulated responses, and handled all the detailed arrange-
ments for CECAT, before, during, and after. It is rare indeed to find such
warmth and efficiency combined in a single person, and the success of the
project can be credited in no small measure to her efforts. S ]

Most of the work reported herein was supported by the Office of Education,
U.S. Department of Health, Education and Welfare pursuant to Contract Number
OEC-0-8-080603-4535(010). Contractors undertaking such projects under government
sponsorship are encouraged to express freely their professional judgment in the
conduct of the project. Points of view or opinions stated do not, therefore
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necessarily represent official Office of Education position or policy.
Financial support was also provided for both the CECAT and the writing
of this volume by the Kellogg Foundation through an institutional grant
to the Center for Reseaich on Utilization of Scientific Knowledge, Institute
for Social Research, The University of Michigan. This volume is part of a
larger report on the training, development, and support of knowledge linkers
in education submitted to the U.S. Office of Education in December, 1971.
Section | of that report summarizes the process of development of a Handbook
for the Linker-Change Agent and the subsequent CECAT. Section || is an
evaluation of the Handbook (entitled A GUIDE TO INNOVATION [N EDUCATION)
by educational change agents and specialists in various positions. Section
I11 is an evaluation of CECAT, itself. The other major products of the
prcject are included as attachments to that report, namely: ''Guide to
Innovation in Education,' and Checklists on Change Process to accompany
the Guide.

A few copies of the report and most a‘tachments will be made avail-

able to interested persons through the Center for Research on U*ilization
of Scientific Knowledge. Inquiries should be addiessed to the author.
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INTRODUCT ION

This work will provide a framework for the design of programs to train
change agents in the skills of heiping and of resource utilization, and it
will also present some alternative models of such training programs.
Readers with a wide range of interests should find it useful, first as
background reading to provide an orientation to training content and struc-
tural issues before beginning to design a program, second as a reference
on program components during design, and third as an evaluation checklist
after a program has been drafted and put into operation.

A. WHY DO WE NEED TRAINING ON HELPING AND RESOURCE UTILIZATION?

We live in an age of expanding resources and expanding awareness of
problems. However, it is also widely believed that we are entering a period
of crisis in which resource capabilities will reach their limit while demands
on resources continue to escalate. Regardless of the dimensions or apocalyptic
potential of this crisis, there is some consensus on the need to close the gap
between available resources (knowledge, tecnnology, products, services,
facilities, etc.) and known human problems and needs.

Both the problem and the opportunity are before us. On the one hand,
there is a rising tide of needs and expectations, proclaimed by many as an
impending series of crises (urban, ecological, population, etc.). On the
other hand, in this century there has been a fantastic acceleration of
knowledge building (there are more scientists alive in the world today than
the total number who have ever lived up to now in the history of the world),
and in the growth of technological know-how. Man's capabilities to create,
communicate and store knowledge have never been so great and they appear to be

expancing.

The question of the use of these capabilities to meet the rising tide
of need therefore becomes ever more insistent. Indeed, in the last genera-
tion there has emerged a very special branch of social science concerned with
the ccmmunication and effective utilization of knowledge. We are slowly
moving toward a new conception of a professional discipline concerned pri-
marily with the process of change. It rests on the assumption that social
progress can be planned and engineered so that it is more reliable and more
beneficial to more people.
the importance of realistic diagnosis of needs, adequate resource retrieval,
collaborative planning and solution building, and systematic design and
evaluation of alternative solutions.

""Strategy'" is a key aspect of this new concept of innovation because
it is now becoming recogrized that change will only lead to real progress if
it is brought about in an orderly sequence of goal-setting, planning, and
systematic execution. Clearly, therefore, there is a need for educators to
spell out in detail their '"‘innovative' plans and activities in terms of over-
all "strategies" and in terms of the explicit sequences of zction steps
("tactics™) that make up these strategies.
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There are some resources already available to us in building such
strategies. Lippitt, Watson, and Wesley in THE DYNAMICS OF PLANNED CHANGE
(1958) made available the first coherent conception of the social ''change
agent,'' a person who had the skills necessary to help a client work out
problems in an integrated step-by-step sequence. These authors Ppul led
together much of t'e behavioral and social research on the consultation
process, human relations, organizational development and group dynamics to
show how such a change agent might be effective in working with individuals,
groups, organizations, and total communities. -~

Bennis, Benne and Chin (1961) added to the growth of this movement by
publishing a comprehensive set of readings from 74 social scientists under
the title THE PLANNING OF CHANGE. For the first time they demonstrated that
a significant new professional discipline was growing around this concept.

A rather different notion of ‘"change agent'' was expounded by Everett
Rogers (1962) in his integration of several hundred research studies on
THE DIFFUSION OF INNOVATIONS. Rogers' change agent concept was rooted in
sociological studies of the 'county agent'' in the USDA's Cooperative Extension
Service. This county agent was not only a counsellor and diagnostician to
individual farmers with individual needs but also a conveyor of new facts and
practices based on the agricultural research and experimentation of the Land
Grant universities.

two traditions in a new concept of the change agent as process helper and
knowledge linker. It seems evident that the sets of skills envisaged, namely
interpersonal and inter-group relating, consultation, need definition, diagnosis,
problem solving, resource acquisition, dissemination, and utilization, are

going to be needed by the educators of the future at various levels and in
various role categories.

By the late 1960's Havelock, et al. (1969) were proposing a fusion of these

The knowledge base for resource utilization change agent training is
fairly well summarized in two works by Havelock and colleagues. The first,
PLANNING FOR INNOVATION, synthesizes and summarizes relevant research and
theory from more than 1,000 sources. Together with other research summaries
by Rogers and Shoemaker (1971), Watson (1969) and others, it gives ample
testimony to the theoretical and empirical substance of this field. Several
authors including Havelock have also attempted to develop practical guides or
manual: for change agents based on this body of knowledge and following in
the tradition of Lippitt, Watson and Wesley. The Havelock volume (1970),
entitled A GUIDE TO INNOVATION, has been used as the basis for a3 model training
program design for state education agency change agents. This design is
presented in Part V! of this work.

This outcropning of meaty publications is encouraging news to those who
want to close the knowledge gap, but it is also obvious that print materials
do not stand by themselves. They must be accompanied by training in the
specific skills described in such guides and manuals. The "planned change!
specialists are very few in number and |f their ranks do not grow rapidly there
is no hope that their message will have any significant impact.

11
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Some training programs have been undertaken in the recent past. Of
special note were the Cooperative Project for Educational Development (COPED)
(see Watson, 1967) and its successor, the instrumented and packaged teacher train-
ing workshop '"Resource Utilization and Problem Solving'' (RUPS) developed by
Charles Jung and colleagues (1970) at the Northwest Regional Educational
Laboratory. Similarly packaged and unitized training programs are also under

Educational Research and Development (1971). Numercus training programs
are also now coming on the market to train educators in systems technology,
program planning, and so forth. Many of these programs provide at least
part answer to the need.

B. WHY DO WE NEED A TRAINING MAN""'7

Because so many programs and pieces of programs are under development or
freshly on the market there is a special need today to provide prospective
trainers and program developers with some guidelines on training in the
specific contexts of resource utilization and change agentry. |t was for this
reason that we assembled 50 nationally recognized leaders of research and
training on educational change at Clinton, Michigan in the spring of 1970.
This volume in large part contains the collective wisdom of this group. Parti-
cipants in the conference were carefully chosen to represent a range of
orientations toward change agentry and toward training.

The conference was divided into three phases. |In the first phase,
participants discussed the content of training, i.e., the research findings
and theory which form the basis of sound practice in diffusion, utilization,

- planned change, organization development and related fields. We asked the
question: is there a substantial knowledge base and a coherent concept
around which training can be developzd?

In the second phase, the conference turned from the content to the pro-
cess of training: what were some sound principles of training that should be
incorporated in training programs? In the third and final phase, we tried
to put content and process together as we worked in several small task for
groups to design model programs for particular types of trainees and trair.ng
goals.

C. ORGANIZATION OF THE TEXT

The organization-of this training guide follows the organization of the
conference in general outline. Part | will be concerned with outlining the
principal content areas that relate to the concept of change agent from a
variety of perspectives.

Parts Il and Il will provide some suggestions on how to select training
goals and what principles to include in a good training design. These sections
are based on discussions in the second phase of the conference when training
process issues were discussed.

Parts IV through VI *suggest how model training programs could be put

together for various types of objectives. Part !V provides a framework with
eight design features that ought to be incorporated in any viable plan and

12
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suggests how such an outline can be used to develop training programs to
meet various objectives. Part V presents outlines of several potential pro-
grams generated by our conference task force groups, and finally Part VI
presents a training model worked out for a particular type of role in detail
(change agents in state education agencies).

Taken together, the total volume contains a number of ideas, suggestions,
frameworks, principles, and tactical details at several levels of specificity
applicable to a wide range of change agent skills and situations. For this
reason it should be a useful aid and reference source to trainers and training
program developers.

13



PART : OQUR CONTEMPORARY KNOWLEDGE OF THE CHANGE PROCESS

during the 1960's dozens of books and huhdreds, of articles were published
dealing with one or another aspect of the change process. Many of these
writings were reports on empirical research, many more were commeits or obser-

vations on one or another strategy or fheary of change and a few were compre-
hensive summaries of existing knowledge and theory. Evidence of this great
outpouring of research and theoretical literature can be found in several
bibliographies which appeared in the second half of the decade (e.g., Kurland
and Miller, 1966; Stuart and Dudley, 1967; Havelock, 1968; Rogers, 1968;
Spitzer, 1968; Havelock, Huber, and Zimmerman, 1969; Skelton and Hensel, 1970).

It is not our purpose here to provide any comprehensive summary of the
kn@wledge represented by all these works except to say that they represent
an imp.essive and profound corpus with very high relevance to the improvemen:

of educational practice.

In order to develop a clear and holiscic conception of the change process
and of the roles which specialized change agents might play in that process, o
few key works are of special importance. Rogers and Shoemaker (1971) gnvp the
best current summary of empirical research on the diffusion of innovations:
Bennis, Benne, and Chin (1969) provide the best reader in the field of planned
change and inéarpofate theoretical and empirical articles from leadiﬁq authori -

ties who represent a range of perspectives; and Havelock and collaborators (1969)
provide a comprehensive review and summary of most of the avaiiable literature,
theoretical as well as empirical. Both Rogers and Shoemaker and Havelock, et al.
concluded their works with a series of principles or propositions which rnugh)y
represent the current ''state of the art' fact and wisdom concerning cho

No one list of propositions will be truly comprehensive on such a broed tc .ic

but it can provide a useful starting point for building the ccntent of sining
programs for change agents. .

As noted earlier, the 1970 conference on change agent training began
deliberations by reviewing the existing knowledge about change that cculd

incorporated in training. These discussions were guided by a list of
propositiona] statements derived from the literature and endorsed as ""mportant'
or '""essential' by all those participating in the conference.* Each statement

was used as the basis of a small group discussion led by a participant who felt
a special interest in the topic. Participants were also encouraged to generate
additional propositions which they felt represented significant facts or
observations on the change process from their very diverse viewpoints. The

result was a truly comprehensive listing of ''contents'' for developing a train-
ing curriculum on the management of innovation in educatinn and in other fields.

Most of these statements and observations are presented below in summary
form, grouped according to the major perspectives on the change process which
Have]ack identified in his 1969 rewiew.

*See preface for list of participants.
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A. CHANGE AS A PROBLEM-SOLVING PROCESS
Overview

This orientation rests on the primary assumption that innovation is a
part of a problem-solving process which goes on inside the user. Problem-
solving is usually seen as a patterned sequence of activities beginning
with a need, sensed and articulated by the client, which is translated into
a problem statement and diagnosis. When he has thus formulated a problem
statement, the client-user is able to conduct a meaningful search and
pretrieval of ideas and information which can be used in formulating or
selecting the immovation. Finally, the user needs to concern himself with
adapting the innovation, trying out and evaluating its effectiveness in
satisfying his original need. The focus of this orientation is the user,
himself, his needs and wkat he does about satisfying his needs. The role
of outsiders is therefore consultative or collaborative. The outside change
agent may assist the user either by providing new ideas and innovations
specific to the diagnosis or by providing guidance on the process of problem=
solving at any or all! of the indicated stages. Figure I.1 illustrates this
relationship.

FIGURE .1 The Problem-Solver View of the Change Process

OQutside
Process
Consultant

Change-Agent

At least five points are generally stressed by advocates of this
orientation: first, that user need is the paramount consideration and the
only acceptable value-stance for the change agent; second, that dtagnosis of
need always has to be an integrai part of the total process; third, that the
outside change agent should be nondirective, rarely, if ever, violating the
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fourth, that the iﬁtgrﬁalrr33uq%zes, i.e., those resources already existing
and easily accessible within the client system, itself, should always be fully
utilized; and fifth, that self-initiated and self-applied innovation will

have the strongest user commitment and the best chances for long-term survival.

integrity of the user by placing himself in a directive or expert status;

A few of the major advocates of this orientation are Lippitt, Watson,
arid Westley (1958), Goodwin Watson (1967), Charles Jung (1967), and Herbert

Thelen (1967). Most of those who belong to this school are social psychologists
in the group dynamics-human relations tradition.

Propositions Derived from Problem-Solver Perspective

"1. The user's need is the paramount consideration in any
planned change activity."

How participants rated this point on a pre-conference inquiry form;

26 ''‘essential

15 ''very important'

7 ''somewhat important'
0 ''mot important!

Only two conferees.questioned the validity ¢f the proposition,

Also implied in this statement is the icea that a change agent needs to
begin by defining the ''user' for his change efforts. In some cases, this
Yuser'' will be a particular individual but it could also be a group, an
organizaticn, a community, or perhaps even a whole society, The proposition
also has to be qualified by the fact that users are not always aware of the
real needs they have. Hence, Hansford notes that change agents must expend
considerable effort on creating an awareness of need.

""2. Users' needs cannot be served efiectively until an effort
has been made to translate and define those needs into
a diagnosis which represents a coherent set of problems

to be worked on.'
How participants rated this point:
17 ''essential
23 ''very important'
9 ''somewhat important"
1 "'not important"

No conferees questioned the validity of this proposition,

This diagnosis should probably include and be based on a definition and
clarification of the user's and the change agent's values., Diagnosis must
be integrative. Furthermore, a prime responsibility of the change agent is
to teach and share his diagnostic skills with as many members of the client
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system as possible (El11is#®).
. 3, User-initiated change is likely to be .tronger and more

Tong lasting than change initiated by outsiders."
How participants vrated this point:

20 ''essential

16 ''very important'

L ‘'somewhat important''
0 “’mot important!

Seven conferees questioned the validity of the proposition.

Even if change is not user-initiated at least user involvement must be
real; user commitment and involvement are vital to i plementation. User
involvement is especially impcrtant in need-stating and trust-building; it
may be less important in the creation and development of the inncvation,
itself. On the other hand, when innovation is per.eived as imposed from
above, serious syssgem disequilibirum in the form of sabotage and strikes may

result,

"L, The user system should have an adequate internalized
problem-solving strategy, i.e., an orderly set of
processes for need sensing and expression, diagnosis,
resource retrieval and evaluation.'

How participants rated this point:

13 Y'essential'

23 ''very important"

13 "somewhat important'
] Y‘not important"

No conferees questioned the validity of the proposition.

they should be proactive; i.e., they respond only to political and social
coercion and then only after their probiems have reached a level of painful

and destructive crisis. Miles* notes the importance of developing institutional
provisions for problem-solving at the user level, especially in schools.

Too many educational systems tends to be reactive problem-solvers when

N5 Change agents work more effectively if they employ a
non-directive strategy."

How participants rated this point:

3 "essential'
12 ''very important'’

-,

*All starred references in this chapter are CECAT contributors; see preface
for full list of contributors. 1f7*




16 "'somewhat important't
2 ""mot important"

Fourtecn conferees questioned the validity of the proposition,

The problem-solving perspective has roots in psychotherapeutic
counselling, mental health consultation, and to a large extent in the
‘client-centered'' counselling approach espoused by Carl Rogers (1951).
According to this view, the change agent should not impose his own views of
the problem or the solution on the client. Rather, he should assist the
client in defining.the problem for himself and working as his own problem-
solver, The change agent, according to this view, can do this by taking the
role of a sincere and active listener, encouraging the client to articulate
his thinking and feeling, and allowing him to hear himself. This was clearly
a controversial item for our change experts, for while 15 strongly endorsed
it, Ih doubted {ts validity. This suggests that the ‘when, where, and how"
of the non-directive approach needs to be spelled out clearly before it can
be accepted as a general principle of change agentry.

''6. Change agents are primarily helpful as process consultants
and trainers, helping users understand the human relations of
decision-making and changing."

How participants rated this point:

8 ''essenciall

11 "very important'

20 '"'somewhat important'
0 '"mot important!

With 8 doubting its validity, this item was the second most controversial
of the 32 propositions rated by the conferees.

This view probably had its zenith in the mid-1960's, but it is today
somewhat in eclipse. Many conferees felt the need for the contemporary c" age
agent to be an advocate and an activist partisan in many situations, par.icularly
when he perceived a gross disequilibrium of power.

B. CHANGE AS A RESEARCH-DEVELOPMENT-AND-DIFFUSION PROCESS
Overview

The most systematic conceptual categerization of processes related to
educational innovation is that evolved first by Brickell (1961), and later
by Clark and Guba (1965), under the headings 'Research, Development, and
Diffusion.'" This orientation is guided by at least five assumptions. First,
it assumes that there should be a rational gequence in the evolution and
application of an innovation. This sequenc<e should include research,
development, and packaging before mass dissemination takes place. Second,
it assumes that there has to be planning, usually on a massive scale over a
long time spari. Third, it assumes that there has to be a division and
coordination of labor to accord with the rational sequence and the planning.

18;
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Fourth, it makes the assumption of a more-or-less passive but rational
consumer who will accept and -dopt the innovation if it is offered to him
in the right place at the right time and in the right form. Fifth and
finally, the proponents of this viewpoint are willing to accept the fact of
a high initial development cost prior to any dissemination activity because
of the anticipated long-term benefits in efficiency and quality of the
innovation and its suitability for mass audience dissemination.

Prototypes of this RD&D model are presumed to exist i ndustry and
agriculture, Figure |.2 provides an outline of its major .omponents,

FIGURE | .2  The "Research, Development, and Diffusion' View of the Change Agent

Applied Qévelsém?ﬁﬁf Mass ! Planned Mass
and Testing Production Dissemi .
o : tssemination
Research of and e
o i Activities
Prototypes Packaging

In broad terms, RD&D is itself a grand strategy for planned innovation,
but in practice this model has been spelled out in a number of different forms,
each of which stresses one or another of these steps. A few of the most
commonly expounded variants are listed below.

Development of high performance Products. Many authors see R&D as a
process whereby ideas and tentative models of innuvati{ons can be

evaluated and systematically reshaped and packaged in a form that ensures
benefit to users and which eases di ffugiomeand adoption. In this process,
most of the adaptation and translation Problems of the user are anticipated
and adjusted for., The final outcome is therefore '"user-proof,"

guaranteed to work for the most fumbling and incompetent receiver. To

some degree, the regional laboratories of the USOE have been established

to carry forward this strategy of high performance product development

(Boyan, 1968).

Information System Building. Sometimes the ''product'' of development
will itself be a system for diffusion and innovation. Some of the
regional laboratories are experimenting with the design and creation

of information systems which take into account the many known barriers
and translation problems that separate researchers and developers from
potential users (Far West Laboratory, 1968). These experimental
information systems, when fully developed, will presumably have the same
''user proof'' characteristics as the other high performance products
discussed above. Hence, they will form a new and effective channel for

s jlga



the continuous funnelling of innovations and innovative ideas to
practitioners.

Engineered Diffueion Projects and Programs. A few thoroughly planned

and systematically executed and evaluated diffusion projects can be

cited from the literature, but in spite of tremendous variations in design
and context, they may be classified together as one 'strategy'' on the basis
of certain common elements: e.g., (1) careful advance planning, (2)
innovation packaging, (3) careful identificaticn, selection, and preparation
of the target audience, (4) multi-media presentations (written and oral
material, group discussion, demonstration, etc.), (5) some sort of active
user involvement, (6) systematic follow-up, and (7) experimental evaluation
and documentation. The most successful program of this kind was deve loped
by Bell Labs to diffuse transistor technclogy to other industries. Well
documented recent ventures of this general type are Richland's (1965)
'"traveliing seminar and conference for the implementation of educational
innovations,' and Glaser's (1965) project to diffuse results of a
successful vocational training program for the mentally retarded. Probably
the most outstanding failure of this strategy is that reported by Cumming
and Cumming (1957). A well conceived and well designed program to diffuse
new mental health concepts to a Canadian community backfired in large

part because of the disturbing nature of the information itself.

Administered and Legislated Change. One presumption that is sometimes
implicit in ReD strategies is that the resulting high performance product
can reasonably and legitimately be diffused through legislative or
administrative fiat. |f the leadership has assurance from evaluation
data that the innovation will be successful and beneficial, then it may
feel that it is on safe ground in deciding th.. all the users under i:s
direct control shall receive it. This is a very common ''diffusion'
pattern for innovations. Examples range from safety devices required

in automobiles to desegregation guidelines for school systems,

Fait Accompli. Related to the above is what Watson and Glaser (1965)
call the strategy of innovation by "fait accompli.'" When anticipate.
initial resistance to an innovation is extremely great, the change agent
may opt for immediate installation w'thout consultation or the building
of advance awareness. The presumption in this case is that the actual
benefits from use of the innovation will be so great and so apparent
after trial that the long-run good of the user will be served. (The
inttial "fait accompli'' by legislated authority may, according to Glaser,
be followed by local level problem-solving stimulated by the requirement
to "implement.') Racial integration of the armed forces by President
Truman was cited as one example where ''fajt accompli' strategy succeeded.

"Systems Analysis" Approaches to Inmovation. ''Systems analysis' usually
refers to a systematic strategy of innovation which begins with the
careful construction of an optimum but detailed ideal model of the problem
area. Comparison of this ideal model with current operational reality
highlights various shortcomings and focal points for change effort.

The problem foci are then systematically tackled on a priority basis so
that steady progress is made in approaching the ideal.
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Propcsitions Derived from the RD&D Perspective

"], Successful innovation usually requires formal planning,
short-term and long-term.' )

How participants rated this point:

29 "'essential"

12 '"very important'

5 ''somewhat important'
0 '"'mot important'

Four conferees questioned the validity of the proposition.

In leading a discussion of this topic, Per Dalin* of the Organization

for Economic Cooperation and Develcpment, Paris, made the following points.
First, planning of a rational RD&D sequence with a straight-line chronology

is far different from planning in a multiple interest and power group context,
Both types are important. Secondly, planning at the national level must take
into account a multiplicity of overlapping roles and groups from the minister
of education to the individual pupil. Decision-making influences many people
outside the classroom.

Any major educational change probably requires long-term planning, 10
years lead time or more. Case studies indicate that comprehensive structural
changes in the Swedish system required 23 years for full implementation. For
curriculum changes, a 10-year cycle may be possible.

Effective planning, according to Dalin, must be integrated, taking into
account social, cultural, economic, and political factors. |t must also be
system-oriented, continuous, continuously evaluated and revised, and it must
be democratic, i.e., those affected must be involved to tre fullest extent
feasible.

2. Innovation is made more effective if there is a rational
division of labor to carry out the necessary functions of
diagnosis, information retrieval, research, development and
application.”

How participants rated this point:

12 "'essential'

11 "'very important''
15.5 '"'somewhat important'
2.5 ""not important"

Five conferees questioned the validity of the proposition.
This proposition has to be tempered by several qualifications. First,
the level and scope of the innovation have to be considered; local innovations

of small scope presumably require less division of labor, less specialization,
and less organizational separation than national or statewide innovations.




Second, most innovation requires some involvement by all parties at each
stage: researcher, developer, evaluator, change agent, practitioner, and user.

Third, there are some competencies that can be specified that are common
to various change agent roles (Goodson¥),

Finally, the costs vs. the benefits of elaborate division of labor for
particular projects need to be assessed; most organizations do not have the
time, resources, and interest to perform all the tasks implied in an RD&D
approach, B

3. Effective utilization of complex innovations must be

preceded by coherently coordinated research, development, and
evaluation." 7 o - -

How participants rated this point:

13 "essentiall

15 ''very important'

14 ''somewhat important!’
3 '""not important'

Four conferees questioned the validity of the proposition,

An important qualification to the above statement is provided by Kent::
""The question of values, philosophy, and goals, and how they are involved in
the change process in education has to be considered in depth. Basic conflicts
regarding what should be reseairched, disseminated, and adopted must be resolved
before scientific techniques of diffusion can be applied. There is a general
implication that there are vast storehouses of knowledge somewhere within
resource systems and that the major problem is diffusing this information
widely to users. |In education, this is not the case; the usefulness of
innovations must be tested and determined 'on the consumer line' by the user
system."!
"4, Innovation is more effective when innovators start out
by stating their objectives or desired outcomes in
pehavioral terms."

How participants rated this point:

9 essential"
20 ''very important'
12 '"'somewhat i{mportant'
2 '""not important'
Six conferees questioned the validity of the proposition.
The proposition, though somewhat controversial among our experts,
represents an important tenet of current educational R&D orthodoxy, Kurland=

notes the importance of developing a clear view of the goal or the ''desired
future state of affairs'' at an early point in the change strategy. Millgatex
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adds that the concept of ''change agent'' requires a highly developed sense
of personal objectives ('Who am 17') and a skill to identify objectives in
complex situations.

‘6. Innovation is more effective when evaluation, preferably in formal
quantitative terms, is employed at each step of development,

diffusion, and installation.
How participants rated this point:

8 "essential''

28 ''very important'

1] '"'somewhat important"
1 "not important'

Only one conferee questioned the validity of the proposition.

Gephart* notes that ''the change agent must be capable of assessing the
methodological adequacy of the research done to test an innovation.' Hood*
adds to this the idea that the change agent has responsibility to pass these
same skills on to users. ''‘The change agent must be able to use himself and
to train the user to use quantitative procedures for evaluating and testing
alternatives.'

"6, lnnovation is more effective when it is guided by an
analysis of the cost-to-benefit ratio of specific
alternatives.'

How participants rated ths point:

2 “'essential'

21 ''very important'

17 "somewhat important'
2 '"'not important'

Four conferees questioned the validity of the proposition.

Several experts saw a major need for selectivity either by the user or
some middle man such as a change agent. Mann* suggested the need for 'a
hard-nosed team constantly reviewing literature to evaluate research and sift
out the junk." There is a special need for such tough-minded expertise when
the evidence is conflicting and the issue controversial (as in the Jensen
report). However much we want change, we have an obligation to prohibit
""bad'' change.

Glaser* makes a similar point: ''Change agents need to be trained to
ask critical questions about innovations or proposed solutions to problems,
and to gain skill in evaluating alleged evidence; i.e., under what conditions
does the innovation appear to work well, has it been cross-validated, what
are its cost-benefits in comparison with alternative solutions, etc.'

Even when the change agent wants to assume a strongly partisan role in
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change he needs to be able to call on these skills. Gephart* makes this
point as follaws: '"In my opinion, part of the change agent's role involves
the advocacy of an innovation. However, the change agent must be able to
judge the soundness of the innovation he advocates. If he is not skillful
at this he will lose his linkage with the user. That is, if he advocates
innovations which do not work for a user, that user will not seek his aid
when another problem needs resolution. To avoid such mistakes, a change
agent must be able to assess the methodological adequacy of the research
done in the field tests of the innovation. This does not mean that he has
to be trained as a researcher. Evaluation of a process is not the same as
doing that process. The activities i{n which you engcge in evaluating the
methodological soundness of a completed piece of research are not the same
activities that are performed in doing that research. Thus, we need to
instruct the change agent so he is capable of the evaluation of the
methodological adequacy of research done in the testing of an innovation.'

C. CHANGE AS A PROCESS OF SOCIAL INTERACTION
Overview

A third view of the change process places emphasis on the patterns by
which innovations diffuse through a social system. A large body of empirical
research tends to support five generalizations about the process of innovation
diffusion: (1) that the individual user or adopter belongs to a network or
social relations which largely influences his adoption behavior; (2) that his
place in the network (centrality, peripherality, isolation) is a good predictor
of his rate of acceptance of new ideas; (3) that informal personal contact is
a vital part of the influence and adoption process; (4) that group membersiir
and reference group identifications are major predictors of individual adoption,
and (5) that the rate of diffusion through a social system follows a predictablie
S-curve pattern (very slow beginning followed by a period of very rapid

diffusion, followed in turn by a long late-adopter or 'laggard period).

Although the bulk of the evidence comes from rural sociology, these f ve
propositions have been demonstrated in a remarkably wide range of situations
in every field of knowledge and using every conceivable adopter unit including
individuals, business firms, school systems, and states.

Figure | .3 suggests the type of variable usually considered by the

social interactionists. In education, major advocates of the S- Lappr@ach‘
have been Mort (1964), Ross (1958), and Carlson (1965).
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FIGURE 1.3 The Social Interaction View of the Change Process
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Because of the strong empiricist orientation of the S-lI approsch, it
has generated relatively few explicit strategies or action alternatives.
S-| theorists generally prefer to sit back and ponder the ''natural'' process
without meddling in it. Nevertheless, four quasi-strategies can be identified
with this school.

Natural Diffusion. One derivation from S-| research suggests that
innovations will diffuse through a natural and inevitable process.
After a very extended early period of testing, development, trial and
error, and sporadic localized adoption, innovations diffuse in a
remarkably regular pattern. Indeed, when 10 to 20% have accepted an
innovation, the forces of social interaction are such that the vast
majority of the rest of the society will soon follow (Rogers, 1962).

Natural Communication Network Utilization. Most change agents undoubtedly
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rely on S-| principles in planning and carrying out dissemination
activities. Such a strategy would include identification of opinion
leadership and circles of influence within the social system, and the
channeling of information to such key points.

Network Butilding. More ambitious and self-conscious applications of

5-1 principles are found in such massive diffusion networks as the
Cooperative Extension Service (Sanders, 1966) and in the marketing
networks of large commercial enterprlseg, notably drug companies, These
systems use informal contact by agents or salesmen, enlisting of natural
opinion leaders as ''demonstrators,' and group meetings of various sorts
as integral parts of an innovation diffusion program.

Multiple Media Approaches. Effective commercial marketing practice is
consonant with S-| findings not only in utilizing the social interaction
network but also in employing a variety of media to approach the user,
including mass media advertising, package advertising, salesmen,
demonstrators, neighborhood ''parties,' free-home trials, etc. S-

research suggests that different media are effective at leFEFEﬁE stages
in the adoption process (awareness, interest, trial, evaluation and
adoption) [Rogers, op. cit.]. Hence a successful program would involve
the phasing of anferent media appraaches to SYﬁChFGhlEE with progressive

stages of user involvement.
Propositions Derived from the Social Interaction Perspective and Research

'""1. Effective dissemination and utilization are facilitated
by informal opinion leaders, particularly when these
opinion leaders are lﬂﬁavatlve in orientation and have
considerable influence over a large number of colleagues." ‘

How participants rated this point:

10 "'essential'

32 ''very important''

8 ''somewhat important''
0 ""]not important'

No conferees questioned the validity of the proposition.

As a cautionary note, Rogers* warns that the opinion leader can be 'worn
out'' as an effective prcmater of change if ne becomes too closely identified
with outside change agents and becomes too isolated from his followers.

Opinion leaders also need to be able tc filter out innovations which might
upset their relationship to followers. In other words, they may be interested
only in those innovations which are compatible with the maintenance of their

position in the community and among their colleagues,

''2.  The adoption of new_ideas and pFaEtICES is strongly influenced
by the perceived norms of the user's professional reference

rou [f the new behavior is seen as desirable or
group.
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representative of the best practice 'in my profession,' it
is more likely to be adopted,'

How participants rated this point:

8 'essential

28 ''very important"

13 "'somewhat important'
0 '""mot important'

No conferees questioned the validity of the proposition.

It is thus vitally important that change agents make accurate assessments
of the norms and reference groups of those they are trying to influence. This may
further suggest that change agents working at. different levels, e.g., the
university, the federal government, the state system, the local school, may
need to be appreciative or at least understanding of the very different norms,
languages, and habits of thought that characterize these levels.

3. Informal person-to-person contact is an important
factor in effective dissemination, particularly when
the user is at the trial stage.

How participants rated this point:

14 "essential"
27 ''very important"

7/ ''somewhat important'
0 '""not important''

Only one conferee questioned the validity of the proposition .

This proposition requires a number of qualifiers. First of all, research
studies show that personal contact is more important for late adopters; early
adopters and opinions leaders are more able and willing to use impersonal sources
such as the mass media. It may also be that the media are having increasing
impact, a trend which might threaten traditional opinion leaders who rely on
personal contacts to maintain influence. !'Sesame Street'' was cited as a
possible example in which media has successtully leapfrogged over the
Interpersonal network to influence millions of mothers and children directly,

Personal contact may also be more necessary when strong opinions are
involved and significant knowledge and attitude change are required.

"4, Individual adoption behavior follows a sequence which
includes the steps of Tinitial awareness,' 'interest,'
‘evaluation,' and 'trial'."

How participants rated this point:

1l '"essential
13 '"'very important!
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15 “'somewhat important'
3 '"'mot important"

Three conferees questioned the validity of the proposition.

According to William Wolf,* who is just completing a major study on
innovation diffusion, there are only two distinguishable stages in educational
change which he calls: (1) awareness-interest and (2) trial-adoption.

He notes that educational organizations rarely use feedback and rarely

drop an innovation once they have tried it (i.e., 'trial' is really
Madoption'').

Another important qualification is that innovation adoption in schools
is a collective decision process; hence a psychological model of acceptance
(A-1-E-T-A) may not be entirely relevant. Collective adoptions may require
a different sequence and, in complex organization, the ''stages'' may be
rep resented in di fferent persons or roles.

In his latest book on the Communication of Innovations (1971), Rogers
devotes a separate chapter to analysis of such Tcollective' and ''organizational'!
adoption decisions.

5. Users who have close proximity to resources are more likely
to use them.' ’ ) -

How participants rated this point:

7 "essential'

19 ''very important''

15 ""'somewhat important'
4 '"mot important'!

Three conferees questioned the validity of the proposition.

Conferees felt that proximity problems in terms of geography can be
overcome and are being overcome increasingly in this age © ‘rapid transportation
and tube communication. However, the psychological distances between
researcher-and-practitioner, specialist-and-generalist, and ""them''-and-''us"'
are more difficult to overcome with technology. [In some respects, e.g., old-
young, black-white, we may be moving farther apart psychologically.

It was also noted that '‘closeness'' has its problems in the form of
jealousy, and the comfortable conformity and complacency of those who have
been too long in close proximity to each other.

;iéi To achieve effective utilization, a varic'y of messages must be
generated pertaining to the same innovation and at the potential
user in a purposeful sequence on a number of di fferent channels
in a number of different formats. The resource system must act
synergistically, bringing together a variety of messages and
focussing them in combination, in sequence, and in repetition upon
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the potential user,'
How participants rated this point:

16 ''essential'

20 ''very important'

8 ''somewhat important"!
1 "not important''

Only one conferee questioned the validity of the proposition,

'"'Synergy'' is a complex idea which summarizes a good deal of research on
change. Individual change efforts at one point in time rarely have impact
by themselves. Users usually respond only after repeated inputs from diverse
sources. The key concepts here are (1) redundancy, (2) diversity, and (3)
synchronicity. We can plan the first two but orchestrating the who’e process
so that the user feels the .,nergistic impact is another story. It is the
communicator's dream,

D. CHANGE AS A LINKAGE PROCESS

Each of the three views of the change process discussed up to this point
provi.des us with valuable insights ard useFu] guideposts for developing a

comprehensive view of the whole, but each leaves much to be desired when viewed
separately. Clearly there is a need to bring these three viewpoints together
in a single perspective that includes the strongest features of each. Havelock
has put forth the concept of ''linkage' as a possible unifying and integrating
idea.

The concept of linkage starts with a focus on the user as a problem-
solver, We must first consider the internal problem-solving cycle within the
user as it is depicted in Figure |.1 (see above). The user experiences an
initial ""felt need'" which leads him to make a ''diagnosis' and a ''probl=m
statement,'" He then works through ''search' and ''retrieval'' phases to a
"solution,'" and finally to the ''application'' of that solution. But as we see
in turning to Figure |.4, the linkage model stresses that the user must be
meaningfully related to outside resources.

F JURE .4 A Linkage View of Resource-User Problem-5- iving

=, T

K. Onm TSIMUL
FEE@E" Apgauégy LAT B

Simulation of
User's
Situation

fnternal 5
Problem Solving \
Cycle -

P A Qﬂaﬂ s
THE F._ 2UURCE , *%gﬁefﬂiﬂué 2> , THE USER
SYSTEM 9 . __erGE SYSTEM
S_— oBLEPA MY e

e



;2].3

The user must make contact with the outside resource system and interact
with it so that he will get back something relevant to help him with the
solution process. The user must enter into a reciprocal relationship with
the resource system; this means that something must be going on inside the
resource system that corresponds to what is happening in the user. In effect,
resource systems and resource persons must simulate or recapitulate the need-
reduction cycle of the user: they should be able to (1) simulate the user's
need; (2) simulate the search activity that the user has gone through; and
(3) simulate the solution-application procedure that the user has gone through
or will go through. It is only in this way that the resource person can come
to have a meaningful exchange with the user.

This reciprocity with the user includes testing the adequacy of the
simulation model, itself, Only through an interaction and a feedback from the
user can the resource person learn whether or not his model of user-behavior
is correct. At the same time, the user should be learning and beginning to
simulate resource system processes such as scientific evaluation and product
development. Only through understanding, appreciation, and to some degree
emulating such processes, will the user come to be a sophisticated consumer
of RED.

The development of reciprocating relationships goes beyond the point of
improving individual problem-solving processes toward the creation of a stable
and long lasting social influence network. This collaboration will not only
make a solution more effective, but, equally important, it will build a more
effective relationship - a relationship of trust and a perception by the user
that the resource is truly concerned, that the resource will listen and will
have a quantity of useful information to pass on, The reciprocal and
collaborative nature of this relationship further serves to legitimizé the
roles of consumer and resource person and it builds a channel from resource
to user,

Linkage is not simply a two-person interaction process however; the
resource person, in turn, must have access to more remote and more expert
resources than himself, as indicated at the left hand & of Figure lrgLe,
In his efforts to help the user, the resource person must be ab]a_té draw
on specialists, too. Therefore, he must have a way of communicating his
need for knowledge (which, of course, is a counterpart of the user's need)
to other resource persons and these, in turn, must have the Capacity to
recapitulate this same problem-solving cycle at least to a degrgé_ ?nly
in this way will they be able to develop a functional relationship with
each other.

Therefore, an effective change process requires linkage to more and more
remote resource persons, and ultimately these overlapping linkages form an
extended series which can be described as a ''chain of knowledge utilization''
connecting the most remote sources of expert knowledge in the university with
the most remote consumers of knowledge (see Figure [.5).

*See Havelock et al. (1969) Chapter 3 for an anaiysis of this idea.
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FIGURE | .5 The Macrosystem of User-Resource Linkage: Society as a
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It is possible to identify and differentiate within our total society
a variety of knowledge-building, knowledge-disseminating, and knowledge-
consuming subsystems, each with its own distinctive protective skin of values,
beliefs, language, and normative behaviors. These could be referred to as
the '"research subsystem,'' the ''development subsystem,' the ''practice subsystem,"
and the ''user subsystem.'' At a gross level, the prime task of knowledge
utilization is te bring these great subsystems into effective linkage with
each other; the kind of reciprocal simulation-and-feedback relationship
described above needs to be established at the interface between systems.
Linkage between systems is the essential process in any effort at planned
social change,

All subsystems of the society must be able to simulate each other's
problem-solving process and exchange messages concerning needs, problems,
and solutions; but the efforts of all need to be coordinated and facilitated
in accordance with an evolving concept of what the total dissemination and
utilization system should beceme. This concept of a “"total system'' must be
clearly oriented toward a definition of ''the public interest' which safeguaras,
as much as possible, the special interests of the subsystems involved.

What are the subsystems involved and how adequately do they relate to
one another now? Figure [ .6 suggests some of the key linkages required in
institutional terms. This figure poses some interesting issues. (1) How
do consumer needs get articulated and communicated to the ''experts' in the
universities, in the professions, and other potential ''resource" organizations?
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Does the existing system provide adequately for two-way communication? (2)
Does the existing system contain all the elements that are really required
for problem-solving and sclf-renewal to meet the total educational needs of
the society now and in the future? New subsystems have been created recently
such as the ''regional laboratories,' presumably to fill a gap in the system,
Was there such a gap and do they fill it?7 These are the kinds of questions
that we must keep asking if we are concerned about the :evolution of an
effective national renewal system.

Obviously, not all change agents will have a2 focus of concern at the
national level. However, it is important for change agents at all levels
to have some vision of the total resource picture relevant to the client
situation in which they are working, and of the particular role that they
can or should play within a total problem-solving conte.ct, local-regional-
national, Figure ! .7 suggests how various levels and functions might ideally
relate to one another, Problem-solving goes on at all levels simultaneously
and the cycle at each level from local to national may have analogous components
aven though at the individual level they are all within one person's head
and at the national level they may each be sprawling and complex institutions
as outlined in Figure 1.6. Figure (.7 also suggests several alternative
change agent roles or functions, e.g., diagnostician, information specialist,
solution builder, evaluator, system monitor, innovation manager, process
helper, facilitator, etc. Each of these roles could be actualized at the
local, regional, national, or even international level.

[Insert Figure| .7 here]

There appears to be a growing consensus among students of educational
change that problem-solving human relations approaches and rigorous system
analytic approaches have to be brought together at the local level before
a truly satisfactory educational change model can evolve. Dale Lake,* for
example, reports that he and his staff at the State University of New York
in Albany are building a model which expands the basic problem-solving model
''by attending much more to management information systems, system analytic
and system synthetic skills,'" and they are also developing strategies to implant
all these skills into schools and organizations. Similarly, Jung® and
associates at the Northwest Regional Laboratory are now collaborating with
R.E. Corrigan Associates to bring together their ''Resource Utilization and
Problem-Solving' Training Package with a PPBS systems training approach.

Other such fusion efforts are taking place at many centers across the country.

In reviewing the different perspectives toward change summarized by
Havelock, et al., Gephart* makes a good summary observation: ''A model is
possible which merges the RD&D, S-l1, P-S, and Linkage models without doing
injustice to any of the four, The citation of strengths and weaknesses of
each of these four provides the basis for this combination. RD&D concentrates
on the nature of the innovation and the work necessary o develop and diffuse
it. The other three do not have this focus as directly. Since some aspects
of the change process are determined by the nature of the innovation, this
type of focus cannot be eliminated. S-| concentrates on the network through
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which information spreads. RD&D contains some of this in the 'D' but does

not have the degree of clarity of S-1, P-S and linkage modeis also assume

a network but to a lesser degree than the S-l model. The P-S model focuses

on the adopter or utilizer of knowledge with an intensity not displayed in

the other three. The linkage model seems to emphasize factors that must be
considered within and among the research component, the communication network,
and the user, |t does not seem to attend to other aspects of those ccmpanentsi
By merging these four models, a more comprehensive system is represented,"

Proposttions Derived from the Tinkage View of Charges

"1. To be truly helpful and useful, resource persons must
be able to simulate the user's problem-solving processes,'

How participants rated this point:

17 '""essential'
21 '"very important'

6 ''somewhat important''
1 "'mot important'

Four conferees questioned the validity of the proposition,

Millgate* notes that it is nearly impossible to simulate user problem-
solving if you are not the user; but an important task of change agents is
to make the user system CDHEEIDUS of itself and its own problem-solving process.
This is no small feat because of the tendency of most organizational efforts
to degenerate from ''getting the job done'' to ''pleasing the boss,!'

Because of the difficulty that most change agents have in getting ''inside
the skin'' and truly indentifying with the client, it is often vital that they
make a firm contact with insiders who can work w;th them, Chickering* cites
the case of a change agent attempting to help a small Mennonite college in
Pennsylvania; he was unsuccessful until he obtained aid from a Mennonite
"brother" who could operate in the cognitive and affective style of the faculty.

Several conferees stressed the need for outside-inside change team building
as an important aspect of change agent skill development,

'"2. To derive help from resource persons (and resource systems) the
user must be able to simulate resource system processes, e.g.
to appreciate research knowledge, he must understand how researih
knowledge is generated and validated."

How participants rated this point:

6 '"essential

17 ''very important"

9 ''somewhat important'
3 'not important'

Three conferees questioned the validity of the proposition.
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Clemens®* states this point from a national perspective: ''As we have
tried to facilitate the interpretation and distillation of knowledge (both
ReD and practice) in the U,S. Office of Education, we've found precious few
people who can take the double perspective of the scientist and the practitioner
and analyze information in meaningful ways. Presumably, this synthesis process
should be engaged in by all persons attempting to utilize knowledge; but in
practice, it is not happening very often, | am not sure that this synthesizing
role is trainable; maybe we have to breed such animals.'

Joe Ward* also puts the case in the broadest ter s: 't is important,'
he says, ''that all human elements involved in these processes should have
a common model of all processes plus a model of the linkage processes.'

For Taylor,* this point has special implications for the undergraduate
training of educators: ''Appreciation of scientific tradition must be built
into education underc.-aduates early so they learn to look toward research
in developing teaching methods.,"

"'3. Effective utilization requires reciprocal feedback."

How participants rated this point:

25 '"essential'

17 '‘"very important"

L “'somewhat important!
1 Y"mot important'

Only one conferee questioned the validity of the proposition.

It may be important to distinguish here between ''task' feedback and
"interpersonal or socio-emotional'' feedback. Both are important in developing
effective linkage, but they may interfere with each other. Subcultural norms
(e.g., In Chickering's Mennonite College) may prohibit direct work on the
interpersonal level and, on the other hand, once a norm of working on the
interpersonal level is established in some systems, the work on the task
‘'goes to hell' (Reilly*), '

"'y, Resource systems need to develop reciprocal and collaborative

FE]atlDﬁShlpS not only with a variety of potential users but also
with a large diverse group of other resource systems."

How participants rated this point:

20 "essentiall

20 ''very important"
8 '"comewhat important'
C ""mot important"

Only one conferee questioned the validity of the proposition.
One important impiication of this proposition is that change agents

have to be information-oriented and have to think openly and broadly about
the meaning of the term ''resource.' Clemens* spells this out in terms of
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one USOE role: !''It does seem to me, that for the short-range of five years
or so, we must build our informatijon analysis capability. Our linkers are
going to have to rely on packaged or semi-packaged information which they
can then reinterpret. | believe that building this 'information analysis
manpower pool' is potentially one of the highest short-term payoff areas

in selection and training of knowledge utilization personnel "

'5. Users need to develop reciprocal and collaborative relations
with a variety of rescurce systems (cosmopoliteness).

How participants rated this point:

10 "essential'

30 '"'very important!

8 ''somewhat important'
0 '"mot important'

Only one conferee questioned the validity of the proposition.

Building on this idea, Tye* comments : ''We need to develop temporary
social systems to help participants deal with back home problems by
exposure to a variety of resources - including each other - and to each
other in such a way that the people involved come to rely on one another as
major resource persons.'' This approach has been developed experimentally
by John Goodlad, Ken Tye and others at UCLA with what they call ''the League
of Cooperating Schools,' Roughly similar user-resourcer cooperative networks
have been developed by Bushnell* and Spack* (ES '70; An Educational System

for the 70's), and by J. Lloyd Trump (The NASSP Mode! Schools Project) .

Rogers defines ''cosmopoliteness'' as ''the degree to which an individuai's
orientation is exterral to a particular social system.'" (1962, p. 17)
It results from experience in more than one system either through living,
travelling, visiting, or communicating, Cosmopoliteness is highly correlated
with innovativeness, Rogers quotes Tarde: ''To innovate, to discover, to
awaken for an instant, the individual must escape, for the time being, from
his social surroundings. Such unusual audacity makes him super-social rather
than social "

"6, A willingness to 1isten to new ideas (openness) is an important
prerequisite to change. This applies both to resource persons
and users.,"

How participants rated this point:
35 ''essential'
11 ""very important"
3 "'somewhat important!'
0 "mot important"
No conferees questioned the validity of the proposition.

For the resource system, ''openness'' means a willingnees to neip and o
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willingness to listen and to be influenced by user needs and aspirations.
The '"ivory tower'' approach, for example, closes off valuable inte.lectual
resources from the rest of society, creating a closed system which is
indifferent to the public interest, Practitioner groups such as the legal
and medical professions may also close themselves off when they establish
high fees and evolve service standards which are subject only to internal
surveillance and internal influence. Effective resource systems are open
to influence and change both from the user and from other resource systems.
It is also vital that practitioner resource systems renew their skills and
thelr competence by continuously remaining open :o the newest developments
of science and technology.

: For the user, ''openness'' is not merely a passive receptivity to outside
knowledge, Rather, it is an active faith that outside resources will be
useful and it requires active reaching out for new ideas, new products, and
new ways of doing things.

One implication for training is the need to develop listening skills
in the change agent and to give him the ability to train others (users and
resource persons) in these same listening skills.

E. ADDITIONAL PROPOSITIONS ABOUT CHANGE PROCESS
[Rewards and Reward Structures for Changing]

Ratings were also obtained on seven additional propositions which
represert frequently cited axioms of planned change but which do not fit
clearly into any one of the four viewpoints described above. Most refer
directly or indirectly to the rewards and the reward structures with which
change takes place, and all received wide endorsement from over 50 experts.

"1. Effective knowledge utilization is a self-fulfilling prophesy:

the user's expectation that effort (in retrieval and appl.cation)
will pay off is a good indicator that it will."

How participants rated this point:
5 ''essential'!
23 ''very important'
15 ''somewhat important'
0 "mot important"

Five conferees questioned the validity of the proposition,

Kurland* notes the importance of building individual and group confidence

in the capacity to produce change.

"2, A willingness to take risks is an important requirement for
successful innovation."

How participants rated this point:
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22 '"essential

23 ''very important'

5 ''somewhat important'
0 '"'mot important!!

‘No conferees questioned the validity of the proposition,

Towne® expands on this idea as follows: 'As well as de. sping new
animals known as change agents, we must instil]l in present training program:
Yor most educational personnel a greater reliance upon 'new' information as
well as a more positive attitude toward the 'risk' of fighting tradition,!

The present state of affairs creates a real dilemma for Towne: ''The more
innovative a person is, the greater risks he']l take, and the greater his
chance for failure., The 'farther out' an innovative idea is, the less
credibility it has and probably the more adaptation will be required.,'" Towne
wonders how many innovators are killed of f by the time lag butweer introduct]on
and implementation of an innovation.

Taylor® responds that the typicai system has no reason to take risks on
innovation ideas until they are supported by solid evidence of utility.

Ofiesh* notes that a system needs built-in rewards for risk-taking.

Related to ''risk' is the problem of “"accountability." Too much stress
on accountability may stifle risk-taking, particularly if the change agent
or the innovator is putting his person or his career on the line when he takes
a risk. Shared accountability and a specificaticn and limitation of
consequences may be ways in which risk-taking can be safeguarded. Accountability
may not work for system improvement if people don't have the right to make
mistakes. Change requires a certain degree of error embracement .

"3. A willingness to make an effort to adapt innovations to one's
own situation is an important prerequisite to effective
utilization (a dimension of openness).'

How participants rated this point:

21 "essential'

24 "'very important'

4 "somewhat important'
0 '"mot important"

No conferees questioned the validity of the proposition,

Although this proposition recieved very high consensus endorsement from
our experts it runs somewhat counter to the RD&D notion of user-proof
innovations. Clearly some successful innovations are not in themselves
adaptable. For example, there is no way to adapt the television images and
sounds that come to us in Sesame Street; each program is prepackaged in a
fixed format as it comes to us on the screen. On the other hand, individual
teachers may be able to adapt their use of the program in supplementary
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teaching to different audiences.

'"hi. Those who already possess the most in the way of resources and
capabilities are the most likely to get even more,'m

How participants rated this point:

5 'Ylessential'

19 ''very important'

15 "'somewhat important'
] ""mot important'

Four conferees questioned the validity of the proposition.

The research literature in the social interaction tradition is particularly
convincing in suggesting that there is a general factor of capacity or
competence accounting for much of the variance in diffusion studies. This
summary concept ties together the highly intercorrelated variables of '"wealth,K"
"power,' ''status,'' '"education,' 'intelligence,! and ''sophistication' which
are invariably good predictors of successful innovation and utilization,

The rich have more opportunities to get richer because they have the ’''»i{sk
capirtal’ both figuratively and literally.

Generally speaking, the more power, prestige and capital possessed by-
the resource system, the more effective it will be as a resource and as a
diffuser. |f the resource system collectively possesses a high degree of
intelligence, education, power, and wealth, it will then have the capacity
to summon and invest diverse resources; it will be able to plan and structure
its activities on a grand scale over a long time span to produce 'high

performance products.'

Likewise for the user, the ability to assemble and invest his own
internal resources and to call upon outside (and sometimes very expensive
help is extremely important in successf.l innovation. Arother ingredient
of capacity, self-confidence (a feeling that one has the capacity), is also0
an important predictor of successful utilization. Other important irgredients
are: the amount of available time, energy, education, sophistication, and
size of operation.

The various components of capacity are usually measured separately in
research studies of the user, but they go together so consistently that they
really form a ''success syndrome.'' This is a factor which confounds the
government policy makers who try to legislate programs to aid the poor, the
underprivileged, and the underdeveloped because, willy=nilly, the high
capacity people are the ones who derive the most benefit; they are the ones
who know how to identify, retrieve, and make effective use of the potential
new resources that these programs represent. The sad fact is that ''capacity"
is a quality which is distributed very unfairly in nearly all societies,
usually in inverse proportion to the need for it. For the change agent who
wants to make an impact, there is a real dilemma here. Clearly the best
return on short investment is from a high capacity user system, but the low
capacity user system is the one which needs help the most.
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"5, icipated profit (reward) is a major incentive for diffusers
and users of innovations.'"

How participants rated this point:

12 ''essential

) 'very important!'

14 "'somewhat important'
1 '"'mot important'

No conferees questioned the validity of the proposition,

Ofiesh® sees the management of the reward system as the crucial element
in change, a position which is backed up by an overwhelming body of
psychological research. He states the case as follows: ''I think the basic
element in change in education is tied into the reinforcing agents that are
available for modifying the behavior of all operational personnel, both
teachers and school administrators, for example. Without the proper principles
of contingency management, it is unlikely that any change model will become
viable for any long period of time. The important point that should be
stressed is that change agents should be familiar with the principles of
reinforcement that are necessary to be institutionalized, and to establish
mechanisms for the provision of such reinforcements for those whose behavior
needs to be modified in the direction of the desired change and innovative
practices.'

6. Rewarding encounters with new knowledge lead to expectations
that future encounters will also be rewarding.'

How participants rated this point:

7 ''essential

29 ‘'very important'"
9 ''somewhat important'
1 '"]mot important'

No conferees questioned the validity of the proposition,

This proposition is related to the above mentioned concepts of ''self-
fulfilling prophesy' (E2) and anticipated reward (E5). Kurland® adds tnhe
notion that these rewarding encounters should build incrementally on one
another: '"'A succession of successful changes that build toward a larqe
goal are more likely to last than a large, dramatic change that was not
built up out of internalized success.'

Watson,* on the other hand, feels there is an ar ment for '"utopic"
models to provide positive images of future potential and unfreeze tradizicnal
thinking: 'The utopian model-experimental school district or college - has
most promise of transcending established ways of working."

'""7. New ideas and innovations which clearly contradict pre-
existing values will not get very far in a user system, whereas
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those which appeal to cherished values will,'

How participants rated this point:

12 ''essential!!

19 ''very important'

10 '"'somewhat important"
I '"'mot important'

Three conferees questioned the validity of the proposition,

Mann* points out that there is almost always a gap between the actual
and ideal behavior of practitioners and, for that reason, a change agent can
use the perception of this gap as a lever to induce change. However, any
such confrontation of the client with a discrepancy between how he is behaving
and how he knows he ought to be bshaving is fraught with threat. Hence, the
confronting change agent must also be supportive, Dionne* suggests that there
is an element of manipulation in such Tsupportive-confronting.'' When is it
legitimate for the change agent to appeal to a person's values?

Chesler* feels that the resource person should himself have clear values
about how the user should use his knowledge but he questions whether it is
always wise to assume common values. Change, he says, is a politic. |1 process
fraught with conflicts of interest and values.

F. CONFLICT THEORY OF CHANGE

Many participants at the conference on Change Agent Training emphasized
the importance of conflict and crisis as necessary factors which have to be
managed, resolved, or even utilized in order to effect major changes in
education.

It appears that we are witnessing the rebirth of conflict and crisis
medels of innovation, and although these have not yet been fully articulat:g,
they may soon receive the same formalization and elaboration that distincaishes
those presented above. Conflict models, of course, are not new and can be
traced back at least to the ''dialectic' theories of Hegel and Marx, but the
late 20th century version is likely to be quite different from classical
versions, «

Chesler and Franklin (1968), for example, suggest '"training for
negotiation' by which they mean not only how to carry on discusston but also
how to equalize power relations so that genuine give-and-take bargaining is
possible,

They also suggest a general strategy of ''crisis intervention,' by which

they mean a concentration of effort by outside change agent-consultants at
the time when the client system is most disrupted and hence most motivated

to make sincere change efforts.,

Dalin,* in reviewing the four models of change described earlier, says:
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'"These are based on behavioral sciences which again are based on specific
values and conditions. |In a relatively stable democratic situation, the
social-engineering process may then be adequate, | do think, however, that

" recent unrest and violence just shows that real changes imply major conflicts.
What is then a usable approach?'

Benne* notes the potential relationship between inter-system conflict
and inter-system linkage. ''Collaboration,' he says, ''should nct be treated
as a given but rather as an achievement within a context of conflicting
interests and orientations. A conflict dimension underlies the dialogue
between and within syst:ms; collaboration or linkage can only be achieved
as a synthesis of such conlift.' Change agents, therefore, need to be able
to ''convert win-lose definitions of exchange between systems into win-win
definitions of situations.'" They nced to be skilled at 'releasing communication
between ideologically divergent systems and subsystems., !

RATINGS OF ALTERNATIVE CHANGE MODELS

The 50 change experts at the Michigan conference were also asked to
rank their preferences among the four models described and to add additional
models to the list as they desired. The results of these rankings are
summarized {n Table [.1.

TABLE 1.1 Preferred Models of Change (Rated by Experts and Specialists in
Educational Change at the Michigan Conference)

— ~ Rank T
2 N h o
Research Development and | T i T T )
DiFFus?;hrf _ , 7 _ 6 | 17 1 1o
Social Interaction | 3 8777777 12 21 :7;
Problem-Solving L8 B 19 I 1 7 |
Linkage L5 o7
Other** S Y A T R ]

**Fourteen participants suggested alternative models although only seven

chose to rank them. Ofiesh proposed a ''contingency management'' model. Tye
suggested a ''political systems' approach. Dorros emphasized the need for

a conflict-crisis model. Other suggestions were on the order of over-arching
synthesis (e.g., Gephart) or modifications of those offered (e.g., Lake:

'systems problem-solving and organization development'') .
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It seems generally clear from Table l .1 that some sort of synthesis
such as is represented in the "linkage' model is preferred by most students
of the change process in education although a clear diversity of views
remains. The implication we choose to draw from all this is the proposition
we started with, namely: there is a signtficant body of knowledge and thecry
which can form the basis of ccherent models of training in change process.
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PART |1: GOALS OF TRAINING

When considering any sort of training activity, the issue of goals is
paramount. We should be able to answer the question of "why'' before we move
on to the "'who'' and "how." Designs, strategies, and procedures are useless
unless they are developed for worthwhile ends. Of the many ways to approach
this topic, four are of particular relevance here: (A) breadth of goals,

(B) relationship of training to the on-going life history of the trainee,
(c) psychological wholeness, and (D) transferability. Each of these topics
should be seriously considered by the training program c:veloper, and the
choice and design of training elements should be made accurdingly.

A. BREADTH OF GOALS

Those of us who talk and write about planned change and knowledge
utilization often see in these processes a road to total reform, revitaliza-
tion, humanization, or self-renewal of our social system. Doubtless also
when we advocate process training, we envisage this training as a means to v
such lofty goals. Nevertheless, training itself is a means to a more immediate
end, ramely, creating a cadre of professionals with a new set of skills. These
persons, once they have the skills, will be able to effect further changes in
a larger sphere.

The point to be made here is not to discourage the contemplation of
lofty long-term goals but rather to speciiy what those goals are and what
intermediate goals may eventuate in their fulfillment. Training program
developers should be able to state their goals both in the broad and in the
narrow, and both in the immediate and in the long run. Experts differ in
their specifications of the optimrum breadth of goals that is appropriate for
training. Some say we should tra n only specific skills or learnings, allowing
the trainee to fit them into his 1.fe and work. Others argue just as strongly
that we should be building new roles which include not only sets of skills but
the necessary trappings of status, identity, and social support. Still others
feel that we should be remaking total organizations, training members in
""families'' and reshaping the structure and institutional arrangements so that
they are truly self-running systems. We can't settle these arguments but some
points can be made on each lavel of breadth.

. Speecific Skill Learning

of very specific skills which can be defined in behavioral terms. Al]
training programs, hcwever broad their objectives, should be designed

so that behaviors, skills, sets of skills, and functions can be specified.
This sort of analysis clarifies the training task and makes the evaluation
task considerably easier.

Beyond this, there is something to be said for the teachiﬁj of

Specificrskiils in their own right regardless of how they are grouped
and whuther or not they cumulatively represent a new function or role.
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For example, one sub-unit of a change agent training program
might be ''group process analysis and feedback.'' This skill might be a
part of a larger unit on group problem-solving. However, even if a
person were not to learn group problem-snlving, the skill of group
process analysis would still be useful _nroughout his life in a
variety of group situations: in his own organization, with client
groups, political and church gatherings, and even in his own family.
Applications of this skill will increase his interpersonal competence
and his usefulress to society. All this could happen even though the
man never integrated this skill with other group work skills and never
came to actualize himself in the role of ''change agent."

In a free society, it is an individual and perhaps even a private
matter how specific skills are combined and used. There may be a certain
arrogance in specifying what total set or mix of skills other persons
oucht to possess after training. The individual, it is said, learns by
inquiry and discovery, not by direction, and what he learns is integrated

in a unique way depending on his personality and past learning. 'Je don't

‘accept these arguments as totally valid but we recognize and respect

them,

Because of the enormous heterogeneity of people's interests and
situations, present and fuiure, it is most important to build training
units which cen stand alon: in this way. Most training programs are
probably cost effective only when these many unpredictable and un-
traceable uses of specific skills are included In the balance. Specify-
ing and unitizing skill training in smail segments in some ways allows
maximum voluntary choice for the trainee and increases the probability
that at least some learning wiil take place.

2. Skill Sets and Functions

Change agentry is clearly not a singie unitary skiil but a set of
skills that some people argue go together. |t may follow that these
skills should be taught in conjunction, and that the potential changc
agent will need to have them taught together. [f this is done, trainees
will presumably have an opportunity to observe and practice the skills
conjunctively and will be more likely to use them this way in their ‘
subsequent work.

The arguments for function or skill set training over total role
training can be made on several grounds. First of all, it follows
traditional principles of ''liberal education' (but not so clearly of
'"]professional education''). Secondly, as an '‘add-on' function, change
agentry can be taught to persons who manage or deal with innovati~ns as
part of their work. Every administrator is a change agent part of the
time. So is a teacher, a physician, and a lawyer, but they act ih this
capacity in addition to their other professional tasks. Hence, a set of
skills can make them far more effective without requiring them to step
completely out of other roles for which they have the training,
socialization, and professional competence.
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3. Whole-Role Training

There is another side to the above argument, however. Just as
specific skills ..ay make more sense when they are orchestrated in
sets, so skill sets may only be nut to full use if they are organized
into new occupational roles. A part-time change agent may find that
old and new skills are incompatible, or that old role demands frcm
his peers in the back-home setting are in conflict with the practice
of the new behaviors.

Another argument for whole-role training is based on the rarity
of these skills and of the training resources to teach them. [t can
be argued that comprehensive change agent training is such a rare
commodity that it should only be provided to the most serious students
who will subsequently become trainers themselves. The strategem of
training trainers is one way of creating a diffusion effect so that
the largest number of new change agents or persons with change skills
can be developed in the shortest period of time.

On the minus side, training for new roles is far more difficult

than training for specific skills or functions. Not only is more train-
ing required because there are more skills and knowledge involved,

but a whole new identity needs to be developed. Also, if whole-role
training is to-be meaingful, it must be coupled with extensive institu-
tional support arrangements in the back-home situation. If the training
is to ''stick," the returning change agent must be officially and in-
formally accepted in the new role by his superiors, peers, and subordinates.
This is extremely difficult \.hern the trainer graduate is returning to an
nrganization with a long-established tradition of role relationships, such
as a hospital (doctor - nurse - patient) or a school (principal - teacher -
student). For example, the role of counsellor has been generally accepted
by educators as necessary and appropriate for all schoo! settings but

it is still adifficult and marginal role in the school structure largely
because the teacher and principal roles have had longer years of acceptance
by the educational establishment. Expectations regarding who shouid do
what in schools, hospitals, prisons, and other established institutions
have been in place for a long time. Yct those expectations must be

changed if new roles are to be made viable in these settings. Careful

and extensive planning and preparation are necessary both for the trainee
and his colleagues in his regular work setting. The difficulty and cost

of such planning and preparation should not be underrated.*

An alternative to the ''new role in old organization'' arrangement
is the ''"new role in new organization.'' The change agent can often be
more effective as an 'outsider' than as an "insider,' partly for the
reasons stated above, i.e., the great difficulties in gaining acceptance
for a new role in an old system with long-established traditions. However,
the '""outsider' notion does not remove :he institutional question from
change agent training because everyone needs a home-base and a colleaque-
system to provide security, identity, visibility, and the kinde of
accoutrements that are generally required for role maintenance over an
extended time period.

*Later in this volume we will discuss a number of the factors involved in this
"institutionalizing' process. A sample.-plan for change agents in state educa-
tion ayencies is offered which takea.?ccount of such needs.




L. Whole-System Training and Changing

Some theorists view the training of individual skills or persons
as futile without training and changing at the same time the total
social organizational context in which they exist. Hence, they argue
that people should be brought to training in organizational '‘families,"
peers-superiors-subordinates, doctor-nurse-admiriistrator, principal-
teacher-student. Together, in the same training environment, they can
role play new relationships to each oth:r, experiment with new organiza-
tional foci, develop new shared norms of behavior based on a shared
knowledge and value base, and, in short, become a new system.

There are also some negatives for whoie-system training., First,
it is likely to be more complicated than skill or role training; the
inputs are more diverse, the outputs less certain. The methodology
for this training is not well developed and evidence of effectiveness
is hard to come by.

Nevertheless, the total organization approach to training is becoming
increasingly popular. Blake and Mouton have developed what they call
the ''Managerial urid' program to provide such training for industry,
and Rensis Likert and his associates are working on another approach to

such training which they believe is applicable to schools and government
agencies, as well as to business and industry.

Numerous consulting firms have been established in recent years to
supply complete training packages for organizations in the area of
systemic programming, planning, and budgeting. With such programs, the
line between ''training'' and "'organizational change and development'' is
hard to draw. In any case, many of the advocates of these approaches
feel that specific skill training without total system training is meaning-
less and practically worthless.

Even if these advocates are correct, they still do not indicate how
these master trainer-organizational architects are themselves to be
trained. Hence, even accepting their assumptions in the broad, we
still need to think about skill and role training for those who will
later do the system training.

(CECAT) had different approaches to these four levels of goals. Where
the conferees divided into groups to work on alternative training
designs, the task force groups which they formed were based to some
extent on this dimension of four levels of breadth. (See Part V below.)
The models proposed by Hood, et al., and Chesler, et al., although
radically different from each other, are both 'wirole-system'' models.
Glaser and Goodson advocate a ''team'' approach (intermediate between
“'whole-sysiem'' and ''whole-role''), while Benne, et al., Havelock, and
Tye are considering whole-role training