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CHAPTER

THE PR OBIZM

One of the problems facing education today, in these

especially fast moving times, is providing more adequately

for the field testing of new ideas and the products of basic

research. There are two reasons why it is important for

schools to involve themselves in field testing. First, it

is the best way for testing research, and theory resulting

from research, in that the theory is made operational in a

natural setting under real conditions. Second, and more

Important to the problem being introduced, before widespread

adoption of a particular practice can be expected, the

practice must be observable as working under normal condi-

tions by other educational leaders'.

The "gap" of twenty-five to fifty years between the

development of a new idea and its general acceptance which

Mort, among others, has not ,d, appears to continue. The

number of school districts receptive to innovation seems

small indeed when compared to the numbers of ideas issuing

from universities, Zaundations, individuals, and government

agencies. Some new ideas do seem to find favor quickly,

many times without proper field testing, while others "go

begging" and remain largely untried.

1
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For an example of the fu .'vier, examine the general

acceptance and use of television instruction by school

districts, despite much conrIlutaus woaanrch about its value

in many teaching siLuations. The momentum %A% the e1embnt,oxy

foreign language movement is yet another example.

On the other hand, research in the psychology of

learning has not resulted in mom material changes in the

structure of the high school curriculum. Likewise, knowledge

about child growth and development has made few inroads on

the traditional lock-step process of formal education in

American schools. And, even with the change that has taken

place, few would suggest that a general receptivity to

change exists on the part of most school systame. A more

thorough examination of this will take place in Chapter II.

The general phenomenon of change has been a source

for much study over the years. Research and literature in

the social sciences has been sufficient to indicate the

importance of the "change agent" or "innovator" in fostering

change. These writings indicate that individuals classified

as innovators tend to exhibit certain characteristics, act
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in certain similar ways, and reacted to in certain ways

by other society members.1

Generally, the unit of initial adoption of a new idea

or practice is an individual, or a small group of individuals.

In education studies the unit of adoption usually has been a

school system. The focus in the latter instance is on the

organization rather than an individual.

A problem exists in the fostering of educational

change. It is suggested that the paucity of districts

actively involved in putting the products of basic research

to the field test and critically examining the results for

other districts to see is a factor in the relative slowness

with which school systems adopt innovative practices. It is

further assumed that it is indeed a function of the public

schools to experiment and field test, and that if this func-

tion is not performed, the same slow rate of adoption and

change will continue--to the detriment of our nation's

education system.

lEverett Rogers, "Qharactoristics of Innovators and
Other Adopter Categories," Research Bulletin 882, Wooster,
Ohio: Ohio Agricultural Experiment Station, 1961; C. Paul
Marsh and Ise A. Coleman, larm Practice-Adoption Rates in
Relation to Adoption Rates of 'Leadsmen ura oelo1
XIX (1954)4 180-81; Jess and Jean 00.114 S

Action (New York: Harper Brothers, 194
son, lanes E. Baum, and Coo116 Verner,

tructure and a it (Now York: Macmillan Co., , PP.
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A study by ;3rieI) nas -oncentrated on the problem

of dissemination of educational change.2 He points out that

a tell:! re reason for the "lag" is the lack of a system to

provide for more innwative or "beacon light" districts, who

are encouraged to put the product6 of research into practice

for other schools to examine and eventually accept. His

procedures for providing this may or may not prove effec-

tive. This writer is not at cresent concerned with whether

or not they are, but the point is that individual school

systems can be seen as the keys to wider and quicker dissem-

ination of ideas and practices.

Despite a lack of general encouragement by accrediting

agencies or state departments of education,3 and despite

general acceptance by most school districts of only slow

evolutionary change, some schools do innovate and accept new

ideas readily. Some public schools are found to be on the

"growing edge." What is different about these systems that

make them more sensitive to new ideas or to "giving things a

try"? There have been several stadia whf_.:h reveal certain

characteristics or traits that seem to be more typical of

2Henry M. Brickell, itengastrellitortAr
gjase. (Albany: State Educe on par n

3Charles R. Teckman, "The "Influence of State Depart
ments and Regional Accrediting Agencies on Secondary School
experimentation" (Ph.D. dissertation, the Ohio State Uni-
versity, 1962)
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innovative school t.ystems and/Or communities in which these

school systems are Xecated.

Kumpfis research,4 for example, indicates that cer-

tain kinds of communities seem to enhance innovation and

change. He found such variables as high white collar popu-

lation, high owner-occupied dwellings, and high percentage

of individuals fifty years of age and over to be signifi-

cant. Too, he noted that the community tends to have a high

per capita wealth, and a high per pupil expenditure among

other important factors, as well as a generally high undar-

standing of "what schools can do." Ross5 also notes a high

relationship between the financial resources of a school

system and its tendency to innovate. Rogers has reported6

that "In fact outstanding innovative school systems are

usually located in particularly wealthycommunities."

Bmginning in tha 301s Mort and-his students have

devoted much rem:arch to the incidema of innovation in

school districts. By and large these studies have concluded,

as Rose has sulanarizeds "If but one question can be asked on

Carl H. liUmpf, "The Challenge of Studies of Adapt-

ability to an School in a Large City" (Ph.D.
dissertation, Teachers College, Columbia Uhiversity, 1949) ,

pp. 13-15.

5Donald H. Ross (ed.), tratiozprgreralHilur.,Ada tabil-
jatz4New York: Metropolitan 8c oo ounc
p. A 9.

ftverett Rogers, "what Are Innovators Like," Vm,ez

.11112.1119.111b II (December, 1963), 269"277.
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the basis of the response to which a prediction of [adoption

of innovations] is to be made, the question is, how much is

spent per pupil?"7

/et, not all rich school innovate. Neither are all

less than rich schools change-resistant. And, while com-

munity attitude about providing support for the coats of the

school may be an important variable, the issue as to whether

or not a school is innovative appears to involve more than

community attitude or even community wealth. The school

system itself, it would seem, has some control over whether

or not it will innovate,

In a very recent research study by Carlson this

position is strengthened. Carlson studied the diffusion

rate of innovations in two counties located in West Virginia

and Pennsylvania. One of the counties in the study expended

considerably more per child than did the other. In examin-

ing the amount of acceptance of various innovations in the

;''fro geographic areas and in examining the relation between

the number of new practices accepted and pupil expenditure

levels within the two areas, Carlson did not find expendi-

ture levels to be a powerful predictorof the amount of

acceptance. ;Faison found, too, the pattern of adoption irc

7
Ross, 9c cit" p. 15.
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both counties to be related to superintendent's position in

the social structure composed of himself and his administra-

tive peers in the county. 8

Carlson has suggested that Mort and the research

studies generated from Mort's work were narrowly conceived,

He develops the idea that innovation and diffusion in educa-

tion can be examined from three aspects, viz.:

1. The characteristics of the adopting unit
(individual and/Or group)

2. The way the adopting unit is joined to communi-
cation channels and sources of information

3 The position the adopting unit bolds in the
social structure of like units.v

This position is substantiated by research in commun-

ication, as well as in innovations research in the fields of

rural sociology and medicineil° Carlson points out that the

8Richard O. Carlson, paper presented March 30, 1965
at the University of Oregon conference "New Directions in
Research in Educational Administration."

9Ibid., p.

10Slihu Utz, "The Two-Step Plow of Communication:
An Up -to -date Report on an Hypothesis," Public Opinion
uarterl 21:61, Spring, 1957; J. W. Riley, Jr., and

"mss Communication and the Social System,"
Sociolo Toda R. K. Merton et al., eds. (New York:

o a.; 1959); The" 'der is also directed to
Chapter II of this dissertation for a more complete report-
ing of research relative to innovation and diffusion.
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cost-quality studies of Mort and others concentrate only on

the characteristics of the adopting unit and largely omit

any consideration of the other two factors, both of which

have their basis in innovations research in field other

than education. It would seem, then, that factors other

than wealth also influence innovation and diffusion in the

school setting.

Other recent research suggests that innovation within

the school setting is enhanced or inhibited by the attitudes

and behaviors of those in leadership positions .11 The

principalship has been the subject of studies which have

suggested this latter point. It would seem, however, that

while the principal is certainly in an important position

insofar as instructional and curricular innovation is con-

cerned, his influence on innovation would seem to be depen-

dent upon the attitude of his superiors in the administra-

tive hierarchy toward change. Central office staff might be

a more logical beginning point in the search for differences

between innovative and non-innovative school districts.

In summary then, it is not yet known what mLsaes one

school tend toward 4nnovativeness and another not. If it is

illiark Cheer, Whard Schmuck, and Ronald Ltppatt,

"The Principal's Role in lacilitating_Innovation,"
to as 0 33 December, 1963), 20-2M LH H. r,

co * tha as of ItSpleved Educational Prac-

ticed lix 8021001 tyl ?ha)* dissertation, Toachers

College, Colabia by), 1951.

0
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important that more schools become willing to do field

research and to try out new ideas, If it is desirable to

foster change, and if the proper mechanisms for providing for

change have not yet been discovered, it is important that the

existing research in the area of educational change and

innovation be extended and expanded.

The Research

One aspect of whether or not a school district is

amenable to change, or whether individual schools within a

school district are permitted to experiment and do field

research would seem to be the "organizational climate" which

exists in the central administrative offices of that diem

triet. Organizational Climate may be generally defined as

the organizational "personality." Figuratively, personality

is to the individual what climate is to the organization.22

his research is designed to examine and describe

central office administrative and supervisory personnel's

perceptions of themselves as a group and of the superin-

tendent as a leader in highly innovative and in non-

innovative school districts in Ohio. The descriptions result

in what can be called the "organizational climate," or the

"personality" of the organization.

12Adrew W. Iialpin and Don 13. Croft, IMATEanima
tional 1 to of Schoo (Chic o: Mddlost ArailiBUTYfftIon
en r, vers y o sago, 1963), 14 1.
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Of key importance would seem to be the examination and

analyses of the elements making up the climate. It would

appear that through this effort much knowledge and under-

standing could be gained relative to important components

in the creation of a readiness for change, or it the reader

will, a "climate for innovativeness." Certainly knowledge

and understanding of ti's behaviors and characteristics of

administrative performance teams is requisite to studies

affecting those behaviors. One could hardly be expected to

change productively, or improve the climate for innovative-

nese, or the behaviors which create this climate, unless he

knew something of the behavior he was attempting to change,

or of the direction in which he was attempting to move.

This study could provide much data of considerable value in

the aforementioned task.

It would seem that the climate which exists in the

central offices of a district would, in great part, determine

the district-wide climate. If the climate was one which per-

mitted or encouraged leadership acts arising out of the group

as a whole, and it it provided appropriate emphasis upon

task accomplishments as well as individual social needs of

group rotators, thereby providing for the itietitutional goals

and individual goals, tilers would tolloi a situation in

which changemight well be oncnuragml. It would appear that

the result of such a climate would be the threat-free,

ideaagenimating, and idea receptive environment so essential
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to change or readiness for change. 'this would seem to be

what could be called An open climate and would appear to be

the kind of environment in which the change agent or change

agents would most likely meet with success.

Halpin and Croft have developed the Organizntional

Climite Descriptive Questionnaire which has proved useful

in describing the personality of schools.13 This question-

naire, which will be discussed at some length later in this

chapter, provides a way of examining an organization through

individual staff members' views of the "way things are."

There are eight sub-tests comprising the instrument; four

each which make up the dimensions, Group Characteristics and

Leader Behavior. These sub-tests are referred to as "ele-

ments" of the climate. The behavior dimension tapped by

each sub-tent is described as follows:

Group Behavior:

1. Disengagement. This refers to the group
members tendency to "not be with it. " The
dimension describes a group which is "going
through the motions," a group that is not "in
gear" with respect to the task at hand. In
short, this sub-test focusses upon a member's
behavior in a task-oriented situation.

2. Hindrance. The reference here is to the
group's feeling that the superintendent
burdens tiler with routine duties, committee
demands, and other requirements which might
be construed as buoy work The perception
is that the amcribed leader is hindering
rather than facilitating their work.

411010"III/0/01Wara
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3. Esprit. This refers to )norale." Members
feel that their socia3 needs are being satis-
fied, and that they are, at the name time,
enjoying a sense of accomplishment in their
job.

4. Intimacy. This refers to the members'
enjoyment of friendly social relations with
each other. This dimension describes a
social-needs satisfaction which is not neces-.
sarily associated with task-accomplishment.

Superintendent's Behavior:

5. Aloofness. This refers to behavior by the
superintendent which is characterized as
formal and impersonal. He "goes by the
book" and prefers to be guided by rules and
policies rather than to deal with group
members in an informal, face to face situ-
ation. His behavior, in brief, is univer-
Balletic, rather than particularistic;
namothetic, rather than idiosyncratic.
To maintain this style, he beeps to himself)
at least "emotionally" at a distance from
his staff.

6. Production Emphasia. The reference here is
to behavior which is characterized by close
supervision of the staff. He is highly.
directive and plays the role of the "straw
boss." His communication tends to go in only
one direction, and he is not sensitive to
feedback from the staff.

7. Thrust. This refers to behavior by the super-
intendent which is characterized by his evi-
dent effort in trying to "move the organiza-
tion." Trust behavior is marked not by close
supervision, but by the superintendent's
attempt to motivate the staff through the
example which he personally' sets. Apparently,
because he does not ask staff to eive of them-
selves any more than he willingly gives of
himself, his behavior, though starkly task-
oriented, is nonetheless viewed favorably by
the staff.

8. Consideration. This refers to behavior which
is characterized by an inclination to treat

12
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staff "humanly"; to try to do a litta some-
thing extra for them in human terms .4"

From the scores on these eight sub-tests a profile

can be constricted, for each district, which depicts the

organizational climate. By comparing tho profiles of dis-

tricts, the distinguishing features of their respective

organizational climates can be identified. Halpin and

Croft, in their research, were able to devise an organisa-

tional climate continuum with six gradations leading from

"Open" to "Closed." They delineated these six "profiles" as

"Open," "Autonomous," "Controlled," "Familiar," "Paternal,

and "Closed. "15

This research is an exploratory study of central

office administrative starts* in selected highly innovative

and non-innovative school district, in the State of Ohio.

(Hereafter, the central office professional staff will be

reforred to as the administrative performance team or APT.)

The research writer will describe the organizational climate

in innovative and non-innovative school districts. In this

24111d. pp. 290'32. (The phrasing in the definitions
has been aarfied by the writer, but not substantially
changed, to fit the particular group with which he is
working.)

25210.., p. 60.

*Dor the purposes of this study all professional
staff members, including supervisors, etc., of the central
office will be considered 6adativistrativa staff" and thus
members of the administrative performance team.
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description the behavlor of two kinds of team members will be

describeCiviz., superintendent: and subordinate performance

team mcmbers.

Problem forloutlaWon

Me hypotheses to be tested in the course of this

study are as follows:

1. Highly innovative school district administrative

performance teams will evidence a climate which can be

described as more "open" than will non-innovative school

district administrative performance teams.

2. Significant differences between highly innovative

and non - innovative school districts will be shown to exist

in elements of organizational climate associated with the

group behavior characteristics.

Corollary 1. Highly innovative districts will be

significantly lees "disengaged" than will non-

non-innovative districts.

Corollary 2. Highly innovative districts will

reflect a significantly lower "hindrance" than will

non-innovative districts.

Corollary 3. Highly innovative districts will

exhibit a significantly higher "esprit" than will

nonwinnovative districts.

3. No significant differences will be shown to exist

between highly innovative and non-innovative districts in

the "intlascy" element of group behavior characteristics.



15

111. Significant differences between highly innovative

and non-innovative school districts will be shown to exist

in the elements of organizational climate associated with

superintendent Is behavior characteristics.

Corollary 1. In highly innovative districts,
superintendentls behavior will reflect a signifi-
cantly lower "aloofness" than will superintendent's

behavior in non innovative districts.'
Corollary 2. In highly innovative districts,

superintendent's behavior will reflect a signifi-
cantly lower "production emphasis" than will super-

intendent's behavior in non - innovative districts.

Corollary 3. In highly innovative districts,
superintendent's behavior will reflect a signifi-
cantly higher "thrust" than will superintendent's

behavior in non-innovative districts.
Corollary 4. In highly innovative districts,

superintendent's behavior will reflect a signifi-
cantly higher "consideration" than will superinten-

dentio behavior in non-innovative districts.

The Stud n

truratation
For the purpose of describing the Organizational

Climate of central offices in innovative and non innovative

school districts, the writer has modified and adapted the
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Organizational Cliwatoe Dwieriptive Questionnaire (OCDQ)

developed by Halpin and Croft.
16

This instrument, developed and validated initially for

the use in determining Organizational Climate in elementary

schools, appears, upon intensive examination, to lend itself

readily to modification for use in describing climates as

evidenced in central offices. The guiding principles and

assumptions underlying the instrument can be seen to b3 such

as to make it an effective means of examining administrative

performance teams. The authors state:

In gathering material for the OCDQ items, one
point struck us forcibly: that an essential
determinant of a school's effectiveness as an or-
ganization is the principal's ability--or his lack
of ability--to create a "climate" in which he, and
other group members, can initiate and consumate acts
of leadership. One of our guiding assumptions is

that a "desirable" Organizational Climate is one
in which it is possible for leadership acts to
emerge easily. If an organization is to accomplish
its tasks, leadership acts must be initiated. Such
acts can be initiated either by the designated
leader or by members of the faculty. In this view
we have been supported by the central finding that
pervades all research on leadership and group
behavior: an "effective" group must provide satis-
faction to group members by giving a sense of task-
accomplishment, and by providing members with the
social satitraction that comes frokbeing a part
of a group.L(

A word may be appropriate here relative to the legit-

imacy of adapting this instrument to the central office when

tt was originally constructed for use in elementary schools.

16211*

17Ibid., P. 7.
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Tho original OCDQ hac been carefully validatedI8 by Halpin

and Croft using several methods and involving a study of

seventy-one schools. Since this time it has been subjected

to further validation in an even more extensive study by

Brawn.19

The only changes the current researcher has made in

the ins truamt have involved substituting the word "superin-

tendent" for "principal" and "central office staff member"

for "teacher," tnd that of dropping nine items which had to

do solely with teaching, and thus were not applicable to a

central office situation. No other items have been substi-

tuted for these nine.

The possible difference in group size, in the opinion

of recognized researchers with whom the problem was die -

cussed, 20 would not injure the validity of the instrument.

Since individual group members' perceptions of an existing

situation is being described, the change in location of the

situation would not seem to affect validity.

Also, the original instrument has been subjected to

use in differing situations and settings and has proved to

1 bid., Chapters 2 and 3.

Robert J. Brown, "Identifying and Classifying Organ-
izational Climates in Twin Cities Area Elententarr Schools"
(Ph.D. dissertation, the University of Minnesota, 1954).

29Dr. David M. Clark, AsOoelate Dean, College of Edu-
cation, The Ohio State University, Dr. Jack Fryier, Pro -
fessor of Mducations The Ohio State University, June and
Ally, 1964.
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be discriminating. Andrews, Sargent, Thomas, and Muliak, for

example, have all made use of the Organizational Climate

Descriptive Questimnaire in their widely varying research

studies .21 Zinn is presently conducting a study involving

the central office professional staff of several Ohio school

districts in which he is applying as one of the instruments

of measure the 0=022 From his research, as well as the

current researcher's study, may come even greater evidence

of the usefulness of the OCDQ.

If, indeed, an instrument does differentiate, it is

useful and has inherent validity. It can be logically

argued that this instrument will differentiate; it has

already done so in group-leader situations. The only major

Aftwo$01111111111114~8111

21John Andrews, Faculty of Education, University of
Alberta, has conducted an extensive study (over 180 schools
in the sample) to test OCDQ in elementary and secondary
schools looking for relationships between climate and teacher
satisfaction and between climate and "effectiveness" of the
school. James Sargent, University of Minnesota, is complet-
ing a study about the relationships between organizational
climate and personal variables of principals in secondary
schools. Michael Thomas, College of Education, University
of Texas, has completed a study of the relationships between
sub-groupings of senior high school staffs and their percep-
tions of climate dimensions which has involved eight senior
high schools with a staff size ranging from 19 to 33 teachers.
Stanley Muliak, Psychology Department, University of Utah,
has employed the OCDQ in a hospital setting (nurses and super-
visors). All of these research workers have used the OCDQ in
a setting which differs from that in which it was validated.

22Lawrence A. Zinn, "Role Dimensions of the Adminis-
trative Assistant to the Superintendent Related to the Organ-
izational Climate of the Central Office in Selected Ohio
School Districts" (PhoD. dissertation in progress, The Ohio
State University).
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difference in its application in this study from the orig-

inal study is in the locus of the group-leader situation.

There are 6' OCDQ (Form IV) items. Nine of these

have been deemed by the writer to be unsuitable fir use in

applying the instrument to administrative performance teams.

(The dropped items were so stated that they could not be

adapted from the elementary school setting to a central

office setting without risk of doing violence to the intent

of the item The reader is referred to the Appendixes where

both the original and the adapted questionnaire can be

examined.) The remaining fifty-five items are assigned to

the same eight sub-tests developed by Halpin and Croft. As

previously noted, four of these sub-tests pertain primarily

to characteristics of the group as a group; the other four

to characteristics of the ascribed leader of the group.

The eight sub-tests are identified as follows:

Group Characteristics:
1. Disengagement
2. Hindrance
3. Esprit
4. Intimacy

Leader Behavior
5. Aloofness
6. Production Emphasis
7. Thrust
8. Considtrationn

Because of the exploratory nature of the research, the

researcher will not attempt to classify the districts except

23Halpin and Croft, op. cit., p. 2.
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as "tending to the open end of the continuum" or as "tending

to the closed end of the continuum." The researcher uses,

for comparison, the profiles developed by Halpin and Croft

for "Open" climates and "Closed" dilates.
To introduce some element of precision in the E.ssess-

ment of climate the researcher has developed a mathematical

operation to be performed as the profiles are compared. This

procedure is described in detail in Chapter III. Even with

this, however, the assessment is a gross one and, at most,

will indicate a tendency.
The terms "Open" and "Closed" as used in the Halpin

and Croft work, and as they are used in this research, result

in part from Rokeachls study in ODSn Closed Mind.24

Even as one can regard minds as open or closed, so are or-

ganizational climates viewed as open or closed. Openness

would be distinguished by a functional flexibility; closed-

nese by a functional rigidity.25
The open climate can be further dietimuished as

follows. It depicts a situation in which members enjoy

extremely high Esprit and low Disengagement. The superin-

tandentge policies facilitate staff accomplishment of their

tasks and this is reflected in a low Hindrance. While

"Milton Rokeach, Die Omen ad a. _wooedMind (New York:
Basic Books *We, 1960)

251Ialpin and Croft, loa Olt
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friendly relations are enjoyed, there ie not sm.xtremoly high

degree of Intimacy.

The behavior of the superintendent in the open cli-

mate represents an integration between his own personality

and the role he is required to play as leader. In this

respect Halpin and Croft view his behavior as ilgenuine."

Evidenced is a high Thrust and an equally high Consideration.

There is a low Aloofness score and Production Emphasis is

also low. A situation seems to exist, then, wherein the

ascribed leader does not have to monitor staff activities

closely ,ecause staff is indeed producting easily and

freely. Nor does he have to do all the work; he has the

ability, to the extent that this can be inferred from the

scores, to let appropriate leadership acts emerge from

others. Withal, it could be said, he is in "full control of

the situation" and clearly provides leadership for the staff*

The closed climate can be distinguished by the fol-

lowing characteristics Staff members are highly Mena.

gaged* The superintendent does not facilitate task

accomplishment so there will be found a high Hindrance

score. Esprit %w ill be low. Halpin and Croft did find,

however, that schools which tell in the closed category

evidenced an "average" Intimacy. (Apparently even in

closed climates, staff enjoy friendly social relations with

each other.)
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The ascribed leader's behavior in the closed climate

evidences high Aloofness and high Production &wheels but

will show little Thrust. He shows, also, little concern

with the social needs of his staff, this being depicted by a

low Consideration score.

Thus the.writer has had defined the extremes against

which to measure innovative and non-innovative schools. The

question may be raised as these definitions of open and

closed climates are reviewed, "Has high is high?" "How low

is low?" To this the researcher can only answer by calling

attention to the fact that there are no norms against which

to measure highness or lowness but that he is hypothesizing

that the highly innovative school districts will significantly

differ from non-innovative distriits in all but one of the

dimensions that describe "Openness" or "Closedness." Further,

it is pointed out that the study is an exploratory one; the

researcher is attempting to discover what differences exist,

if any, in climates as defined and described by the OCD4.

He is advancing the thought that these dif'f'erences may be

labeled as indicators of openness or closedness. The OCD4

as adapted is too gross a measure to determine how much

openness or closedness there is; it will merely describe an

existing phenomenon and perhaps indicate a tendency'. Too,

as previously noted, the researcher uses as a basis for com-

parison the prototype profiles Of "Open Climate" and "Closed
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Climate" which issued from Halpin and Croft's research.

These profiles do reflect a score against which the dis-

tricts in the current research can be measured.

There are, then, two aspects to the analysis in this

research, based as it is on the relationship between the

organizational climate of a district's central office and

the relative degree of innovativeness or noninnovativeness

of that district. In the analysis of the data of this study

a distinction is made between the global concept of organi-

zational climate as reflected in the first hypothesis and the

elements (sub-tests) of the climate considered separately.

Climates are designated in the studfby the profile patterns

described by the eight sub-tests of `the OCDQ. But it was

felt that important relationships would be overlooked if

sub-test scores were not analyzed separately, as well. Thus,

the researcher will refer to the "global concept" of organi-

zational climates (the profiles described by the eight sub-

teete) and to the "elements" of organizational climate as

the sub-tests are considered separately.

Allaglaulatx
The OCDQ has been subjected to accepted tests of

reliability by the authors, as well as by subsequent users

of the instrument and has been found to be a reliable instru-

ment. The current researcher, however, Was interested in

determining the degree to which centre. office APT members
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perceived "what is" similarly. The OCDQ is being applied to

a somewhat different group than the teaching staff of a

single school. Its usefulness as a single instrument with

the central office staff in individual school districts may

be indicated by a study which would indicatq the congruence

of perception of APT members.

Since the researcher is more centrally concerned with

the dependability of the group's perception of the "organi-

zational climate," a method of checking reliability was used

which involved computing the correlation, sub-test by sub-

test, between the description given by the odd-numbered

administrative performance team members and that given by

the even-numbered. This method is described more fully in

Chapter III.

Stli7SamsLA

This study will be limited to the State of Ohio since

it is within this universe that the writer has available data

for the selection of the sample. Since the study is explor-

atory and since the plan required the personal administration

of an instrument to administrative performance teams of each

district to be included, the number of districts to be

studied is small. Too, the writer is interested in looking

only at the "extremes" of innovativeness at this point.

After a review of preliminary Ohio Innovations Study

data, it was decided to select tbe top twenty cLetricte in
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terms of numbers of :Innovative practices and those twenty

districts with no or the fewest numbers of innovative prac-

tices as the sample. These would provide the extremes for

the research. Chapter III explains in detail the selection

of these dintricts.

The Ohio lnnovationa Study

The Bureau of Educational Research and Service of The

Ohio State University, with the co-operation of the Ohio

State Department of Education, Ohio Education Association,

Ohio Association of School Administrators, and Ohio School

Boardc Association, began, in the 1963-64 school year, to

collect data relative to the amount and kind of innovation

on-going in Ohio's public schools. Ultimately, over 300

school districts in the State parvicipated in the study.

This study, carried on under the direction of Daniel

Stufflebeam of the Bureau staff is entitled the "Ohio Educa-

tional Innovations Survey." Serving under Dr. 3tufflebeam's

direction in this survey was a staff member from each of the

co-operating organizations in addition to three doctoral

students in educational administration.

The purpose of the initial data gathering was the

development of a "catalog" of innovative practices similar

to the &sicken catalog for New York State.26 The method

26Brlokol1s pp. cit.
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used in the development of the Ohio "catalog" proceeded

through four steps.

Initially, a letter from Dr. Stufflebeam was sent to

all of the public school districts in Ohio. In this letter

the purpose of the study was briefly outlined and districts

were requested to complete brief questionnaire forms for each

of seven areas under investigation. The seven areas investi-

gated for their possible innovative practices included

Administrative Organization, Business, and Finance; Staff

Personnel; Instruction; Pupil Personnel; School-Community

Relations; Plant; and Research.

Step two involved screening the responses received.

For this task the eight members of the survey team ranked

each of the practices as: (1) Innovative, (2) Maybe Innova-

tive, (3) New National Program (i.e., SMSG, PSSC, etc.),

(4) Not Innovative but Worthy of Follow-up, (5) Not Enough

Information, (6) Not Innovative. For this initial ranking

no criteria of what was innovative were developed. Rather,

menbers, operating from their own frame of reference and

experience, independent of each other, and without prior

knowledge of the rank others were placing upon tta various

practices, judged the practices. Second questionnaires were

sent when more than half the members agreed that a practice

was either 1, 2, or 3, Too, when the majority agreed that a.

particular practice was 4 or 5, or better, second question-
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naires were sent so that a more firm assessment could be made.

Practices which received a majority rating of 6 were dis-

carded from further consideration. It is interceting to

note, ana important to the writer's proporiad research, that

there were few instances of ranking where there was not

overwhelming independent agreement. In other works, in a

vast majority of the cases true consensus, rather than simple

"majority rules" was the case.

Step three involved sending out second questionnaires

requesting more detailed and specific information. Second

questionnaires varied slightly in wording depending upon the

kind of possible innovative practice being followed up.

(Staff Personnel, Instruction, etc.)

Step four began as the second questionnaires were re-

turned. This step was the final evaluation, or screening,

of the practices. For this important procedure, criteria

were developed. The following were to be considered in the

selection of programs or practices as being worthy of inclu-

sion in a catalogue of innovation:

1. Uniqueness: May be unique in either or both of
two ways, i.e., conceptualization and implementa-
tion. We are not interested in unique concepts
poorly carried out, but want to include programs
such as national curricula, which, although not
unique in concept, are well implemented.

2. Clarity of Objectives: The school must have
implemented the program with a definite goal or
goals.
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3. Care in Planning: A maximum of rationctl prep-
aration for a new program is deemed desirable.
This may involve a wide range of activities from,
for example, public relations to special train-
ing for staff members, or even construction of
special facilities.

4. Relevance: A program dealing with a critical
problem area is to be given advantage over one of
questionable relevance to current educational
problems.

5. Applicability: A program should apply either
directly or in modified form to many schools.
This is perhaps the least stringent of the cri-
teria since there is great value in programs which
apply to large schools but not to small ones;
rural, but not to urban; primary, but not secon-
dary, etc. However, programs with no possibility
of extension to another school should not be se-
lected.

6. Provision for Evaluation: There must be pro-
vision for some formal means, developed by the
school or the district, by which the new practice
is to be evaluated.

Survey team members were to mark the practices and

programs "Visit," "Describe," "List," or "Don't List." This

system of marking was for the purpose of, catalog development
1

only. The format of the catalog is such that certain inno-

vations were to be observed in practice and written up at

length, certain others to be described in detail, and the

rest simply listed by geographic area. All of the practices

marked "Visit" or "Describes` were considered innovative.

Those marked "Do Not List" were considered non-innovative and

removed from any further consideration. The "List" designa-

tion was treated as partially innovative and the attention
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the current researcher are these practices in his research

is fully described in Chapter III.

E2E1LarlataktakRa
The current researcher had available then a population

of school districts with innovative practices. The selection

of the most innovative, or "highly innovative" was a matter

of finding those districts which the data indicated as having

the highest number of innovative practices or programs. He

recognizes that this is a gross measure, but would point out

that at this stage of the research in the area to be ex-

plored, it seemed to be the most reasonable of measures. It

is, in a very real sense, a quantitative measure, but qual-

ity of innovation was certainly a factor in the second

screening as examination of the criteria used in that screen-

ing will show. Thus it can be assumed that if a practice

survived the second screening, it has passed a test of

quality.

The selection of "highly innovative" districts on the

basis of sheer number then seemed to have some logical merit.

This is not to say that some innovative practices are not

"more important" than others, or have more impact, or repre-

sent more real innovativeness, but these designations are at

this time in the realm of value judgment and relatively

incapable of objectivity. The writer is using the best

measure that seems to be available. It should be noted that
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a practice did not have to be district-wide to be included,

but that the same innovation on-going in more than one place

in the district was considered as simply one innovation.

Non-innovative school districts were selected from

districts which did participate in the Ohio Innovations

Study survey but Which were revealed to have few or no prac-

tices which could be labeled "Visit," "Describe," or "List."

A more detailed statement of the actual selection of dis-

tricts in the sample is included in Chapter III.

Method of Obtain Data

After the "highly innovative" districts were discov-

ered by use of the Ohio Innovations Study data, the writer

developed a list of non-innovative schools from this same

data source.

Following the selection of the sample groups the

writer made arrangements for personally administering the

OCDQ (Form Ili) as modified. From this ins trtznent came the

bulk of the data to be used in the research. The instrument

was administered, to APT members in a particular district

collectively, at one sitting.

Treatment of the Data

The writer has constructed "profiles" for each dis-

trict studied, as well as composite profiles for highly

innovative distriats, and for non-innovative school
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districts. Tendencies toward openness or closedness can be

discerned in a study of the profile patterns described by

the eight sub-tests of the OCM. This analysis may be desig-

nated as global.

It was felt, however, that important ralationahips

might be overlooked if sub -test scores were not analyzed

separately. Too, the writer has hypothesized that there

will be significant differences between innovative and non-

innovative districts on seven of the eight sub-tests. Thus,

innovative districts were compared with non - innovative in

each of the elements tested by the sub-tests.

The statistical treatment involved the use of mean

scores for each district on the sub-tests. Converted to

standard scores, mean scores for innovative districts as a

group and non-innovative districts as a group were also to

be computed. Standard mean scores were computed and compar-

ison of the profiles was made with the prototype profiles of

Halpin and Croft. The writer used a t-test for tutting the

differences between the means. Since the sample in this re-

search was small, this technique was preferred over other

teats which involve the use of normal probability tables .27

Significance was tested at the 1 per cent level of confidence

27Walter R. Borg, Educational Research An introduc-
tion (New York: David Mc y,

Mathematical Computation Laboratory Ohio State
University, in consultation with the researcher, October,
19614.
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and the 5 per cent level, and since this is exploratory

research at the 10 per cent level as well.

As discussed earlier the reliability coefficient is

obtained by computing the correlation, sub-test by sub-test,

between the description given on the OCDQ by the odd-num-

bered APT members in a district and that given by the even-

numbered. This is one of the tests of reliability employed

by Halpin and Croft. This information is presented in a

table in Chapter III. A more thorough explanation of the

methods employed in treating the data can be found in Chapter

.9212EJIMPtsi

In addition to the preceding statements of the essence

of the study, the writer was in the position of being able to

examine several aspects that may be of an impinging nature on

innovation in the school setting, or which may reveal worthy

issues for further research.

The researcher collected additional data relative to

each district in such areas as (1) The average daily moister,-

ship of pupils (ADM) , (2) The valuation per pupil, (3) The

expenditure per pupil, (4) The total expenditure per pupil

that went for instructional costes and (5) The school tax

rate. These data were secured for the 1963.64 school year.

These data are treated statistically to reveal any signifi-

cant differences.
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The final aspect examined involved comparing rertain

of the biographic data obteined in the administration of the

OGDOt.

Sumraar

This research is concerned with the possible effects

the central, office organizational climate and the elements

thereof may have upon tne adaptability or ninnovativenessn

of a school district. It examines organizational climate in

eleven "highly innovative" school districts and thirteen

"non- innovative" school districts. Research has shown cer-

tain factors such as wealth, size, community attitude, and

population characteristics to be related to the readiness of

a district to change. The current researcher suggests that

still another factor exists and that this factor is the

organizational climate that resides in the central office of

the district.

This research is not designed to show that central

office organizational climate, or any of the elements thereof,

is the prime cause of innovativenese or lack of it. Indeed,

the central office has not been shown, up to this time, to be

even a critributing cause. The leap Is too great, the devel-

oped measures too as, to move to this in this exploratory

research. The research has been designed to examine the

organizational climate and the elements of that climate to
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see if it can be suggested as one of several impinging fac-

tors. This exploratory research is too gross to prove cause

and effect; this will need to be done by future researchers.

By exploring climate in innovative and non-innovative school

districts the current researcher has established the neces-

sary groundwork upon which other research workers may develop

more sophisticated research tools and more sophisticated

research to prove or disprove its relative importance and to

extend the knowledge about innovation in the school setting.

The remainder of the dissertat ion i s organized as

follows:

Chapter II will contain a review of pertinent litera-

ture and research. This review will have three aspects. It

will contain a general discussion of the phenomenon of inno-

vation and change agents; a discussion of the psychological

concepts openness and closedness; and conclude with an

examination of pertimnt findings in the field of adminis-

trative organization and leadership.

Chapter III contains a discussion of the methodology

and design of the research..

Chapter IV presents and analyzes the data obtained.

Chapter V contains a summary of the writer's findings

from the data, his conclusions, and the implications of the

study.



CHAPTER II

A REVIEW OF PERTINENT LITERATURE AND RESEARCH

This chapter will be organized into three distinct yet

interrelated sections. Initiating the discussion will be

general treatment of the phenomenon of innovation in which

there will be examined aspects of the innovative process as

explored by research writers from several fields. The pur-

pose here is to discuss general concepts and build a frame

of reference from which reader and writer can move with some

common understandings.

The second section will briefly discuss the psycholog

ical concepts of openness and cloaedness as they might relate

generally to the innovative process and specifically to the

dissertation problem at hand. To use Lewinis concept, open-

ness can be described as functional flexibility; closedness

as functional rigidity.28

In the final section of the chapter, the emphasis is

upon the educational organization, leadership behavior within

that organization, and the guiding theory of administration

under which the research is pursued.

2117TE;Win, A D amic Theo of Personalit (New
York: McGraw-Hill, 19 pp. -

35
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Innovation and the School Setting

Of some concern today especially is the responsiveness

of public education to needed change. Pew would suggest that

major changes have not occurred in the past fifty years but

questions are often raised about the rate and direction of

these changes.

Yesterday's student of education would undoubtedly

evidence amazement at the transition from the one-room frame

school to today's modern buildings equipped with central

libraries, cafeterias, language laboratories, and all the

other vestments of an educational plant of the 1960's. Too,

the arrangement of courses, the emphasis now on the sciences

over the humanities, and the general enlargement of the cur-

riculum, might also cause wonderment. The electronic gadgetry

of today's schools would serve to add to the confusion.

But as yesterday's scholar was provided with some

time to assimilate these apparent changes, he would probably

become quite comfortable. Despite the changes in facade and

facility, in techniques and technology, few of the changes

were beyond the realm of possibility in the early 19004.

The change that has characterized the schools is a slow evo-

lutionary change, and largely "random change," if this term

can be used as the opposite of the social-psychological con-

cept of "planned change."

Too often this change by evolution, or by "fit and

start," has been looked upon as the only way possible. Yet
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it has left schools inadequate not only to meet the challenges

of the future but also the challenges of the present.

Miles
29

points out ". education is supposed to be the

main socializing agent and developmental support for an in-

dustrial society undergoing exponential change." Yet in

Brickellis stud? it was found that the average school in

New York State, while "tripling" its innovation rate in cur-

ricular practices following the launching of the first Soviet

satellite, was able to achieve this great increase by success-

fully installing only one such innovation per year!

It has become increasingly apparent over the last

fifteen years that schools are not making the required rapid

adjustments to a very rapid societal change. The schools

have relatively recently come under attack on all sides and

schoolmen are forced to deal daily with powerful and deter-

mined advocates of change in the social, economic, technolog-

ical, political, and religious realms. It is as if all at

once our schools in many ways ere not good enough and it would

appear that evolutionary change is even less adequate than

before.

2q.nnatthew B. Miles, "Education and Innovation: The
Organization as Context," a paper read at Career Development
Seminar, University Council for Educational Administration
held at the Auburn University, Auburn, Alabama, October 25-
28, 1964.

3°Brickells op. cit., pp. 493-532.
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change as a

What is being called for is "planned change"; change

which is ordered and in response to the demands of the time.

Unfortunately, planned change as a concept has not been

utilized in effecting educational change. It has been sug-

gested by some that educators' misunderstanding of the :vrm

itself has been a major deterrent to its use, Some educators

seem to respond to the term as if it were some type of thought

control. In other social process fields, notably agricul-

ture, the concept has been accepted in its sociological

context and employed with great effectiveness.

Yet, the presumption that there are agents and forces

which might be utilized to facilitate the change process in

education has proved valid. Witness the success of the

Course Content Improvement Projects of the National Science

Foundation. Four years after the introduction of the

Physical Science Studj Commission materials, the PSSC staff

reported that these materials were in use in one-third of the

secondary school physics classes. Similar results are

reported for the "new matnematics." This process of diffu-

sion has not been evolutionary. Indeed, it has been

revolutionary. The mechanism by which the change was

effected is well known. The group moved to eliminate all

possible roadblocks before the introduction. Certain forces

were presumed to influence the pace of change in the school
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setting. The dollar harrier was removed; new texts were

developed; teachers were paid to Lbtend institutes; supple-

mentary readings, new laboratory equipment, and audio-visual

aids were developed; and a partnership of university

scholars, secondary teachers, and lay advisers was utilized

to develop tests and disseminate the change.

It is true that one successful curri'ular project does

not illustrate all there is to know about educational change.

However, the National Science Foundation does demonstrate

that in education cs in other areas, one does not have to

wait for evolution--controlled and planned change is pos-

siblee Planned change is possible; that is, once identifica-

tion is made of the factors which operate to facilitate

change, and once those factors which inhibit change are

identified and removed.

The Phenomenon of Innovation

Research in innovation and diffusion may be observed

in the research tradition of such disciplines as anthropol-

ogy, rural sociology and agriculture, medicine, industry,

education. The importance of such research in these

fields goes wen beyond the simple discovery and description

of elements of a process.

Research on the subject of innovation and diffusion in

the field of rural sociology is the most extensive. This
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research, expressed in the work of the Cooperative Extension

Service of the United States Department of Agriculture as

well as in many state departments of agriculture, has re-

sulted in great changes in agricultural practices over the

past four decades. Rogers31 has reported over 200 such re-

search studies in diffusion by rural sociologists.

From this body of research, the Rural Sociological

Society has been able to classify the diffusion research

findings32 under four broad headings:

1. The differential acceptance of farm practices
as a function of status, role, and motivation.

2. The differential acceptance of farm practices
as a function of socio-cultural systems.

3. Diffusion as the study of cultural change.

4. Diffusion as a problem of the communication
of informatian.

Lionberger
33

in a mere detailed categorization of dif-

fusion research in agriculture, has identified exght areas
IMINIMMORMIIMIWNO

32Everett M. Rogers, Diffusion of Innovations (Glencoe,
Illinois: The Free Press, 15677'

32North Central Regional Sociology Committee, Sociolcv
ical Research on the Diffusion and Ado tion of Farm Practices

114Thirrnfrilecyrgfrou ure per menj7F5E05177NEr7"-
1952).

33Herbert F. Lionberger, "The Diffusion Research
Tradition in Rural Sociology and Its Relation to Implemental
Change in Public School Systems." Paper presented at the
Symposium on Identifying Techniques and Principles for Gain-
ing Acceptance of Research ,Results of Use of Mass Media in
Education, Lincoln, Nebraska, November 24-27, 1963.
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for use in classification of research on the adoption of new

agriculture practices. They are:

1. Personal characteristics of the acceptor.

2. Position of the individual (acceptor) in the
social and communicative structure.

3. Identification with membership in various types
of formal locality, kinship, reference, and
clique groups and clique-like social arrange-
ments.

4. Group norms relative to the acceptance of
changes.

5. Inherent characteristics of change itself.

6. Expcsure to various types of mass media . . .

sour(!es of farm information, the mediating
influence of people, such as individuals and
in groups, and the flow of information through
interpersonal communicative nemorks,

rte Situational factors relating to the farming
uni t.

8. The role of (change) agents in the adoptive
process.

Unfortunately, little effort has been made in the

field of education to identify the processes of innovation,

diffusion, and adoption. The work of Mort,34 Ross,35

34Pall R. Mort and Francls G. Cornell, American
Schools in Transition (New York: Bureau of Pubnarlas,
laN--"ErOms-sraNge7r6Tumbia University, 1941),

35Donald H. Ross (ed.), Administration. for Ada tabil-
It& (New Y'o-q: Metropolitan School Study ounc
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Cocking,36 Bricke11,37 and Miles, 38 as examples, do give Dome

clues to the complexity of the problem of innovation, diffu-

sion, and adoption in the context of the public school sys-

tem. Some of these works, as well as others, win be

examined more closely later in this chapter.

Change afents,

The research for which this chapter is being written

concentrates on one aspect of the innovation, diffusion, and

adoption process; the change agent. Lippitt39 and other

social psychologists with an interest in the dynamics of

small groups gave popularization and meaning to this term.

Since it was first applied in the middle 19401s to small

group processes, the term has beee. widely used by research

workers interested in innovation and the diffusion of

innovation.

A change agent can be defined as that person and/or

agency concerned ivith the development, Introduction, and

adoption of innovions. The literature of rural sociology

36 alter Cocking, The Re: ional Introduction of Educa-
tional Practices in Urban ems of e i n

ew Yor ; eau o ca one, ac ere Co ego,

UniversIty, 1951).

37Brtckell, op. cib.

38Matthew B. Miles (ed.), Innovation in Education
(New York: Bureau of Publications7WEEEUFF7517W7--
Columbia University, 1964).

39Ronald Lippitt, The D 9MiCS of Planned Cha New
York: Harcourt, Brace, an Company,

UM a
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has variously called this person or agency by such names as

"local influential," "opinion leader," "key influential,"

"adoption leader," or simply as a "leader." (See studies by

Lionberger, 40 Welch, 41 Marsh, 42 Ryan, 43 Rogers,
44

and

Wilkening.45) The following develops a clearer description

of change agents:

. the innovators (including the discoverers,
inventors, elaborators, systematizers) codifiers,
promulgators or decodifiers, and other developers
of novelty) , Second, the term agent of change in-
cludes donors referring to the entrepreneurical
organizations responsible for the mobilizing, shap-
ing, transporting, transmitting, merchandising,
informing, propagandizing activities of the human
carriers of novelty. Finally, the term agents of
change refere to acceptorz, including the

40.-nerbert Lionberger, "Some Characteristics of Farm
Opera ors Sought as Sources of Farm Information in a
Missouri Community," Rural Sociolou, 18 (December, 1953),
327-38.

41
J. M. Welch and Cooley Verner, "A Study of Two

Methods of Diffusion of Knowledge," Adult Education, 12
(Summer, 1962), 231-37.

42C. Paul Marsh and Lee A. Coleman, "Farmers Practice-
Adoption Rates in Relation to Adoption Rates of Leaders,"
RuralSociassy.o, 19 (1954), 180-81.

43Bryce Ryan and Neal. C. Gross, "The Diffusion of
Hybrid Seed Corn in Two Iowa Communities, BRE21.1910.21E0
8 (1943) , 15-24.

"Everitt M. Rogers, "Opinion Leaders in the Communi-
catim of Agricultural Tech.ology." Paper presente4 at the
American Socio1o6ica1 Society Meeting, Seattle, Washington,
Augur t, 1958,

45Zugene A. Wilkening, "Informal Loaders and Innova-
tions in Farm Practices," Rurtolo.........12, 17 (September:
1952), 231-37.



indivIduals, assortations and institutions which
absorb the no as a part of the "going con-
cerns" which they themselves in point of fact
ar.7.46

This definition indicates that change agents are not

necessarily inventors or even "prime acceptors" but rather

are to be found along the innovations continuum as "secon-

dary acceptors," "pramulgators," "elaborators," etc. This

concept is important to the dissertation for which this

review of literature and research is written. Many, perhaps

most, of the practices which have been labeled innovative by

the Ohio Innovations Study Evaluation Committee are not

unique with the districts participating in the study. They

are not practices which the district itself "invented" or

even practices that district was the "first" in the State to

accept. Rather, most of the innovations or innovative prac-

tices in the districts considered for the purposes of this

research as "highly innovative" districts are being carried

on in other districts in the Nation and some other districts

in the State. They are net being carried on, however, in

the State of Ohio in very many districts. Thus the practices

are unique at least in the State, and the districts carrying

them on, if not in most cases inventors or prime acceptors,

46Paul Meadows, "Novelty and Acceptors: A Sociological
Consideration of the Acceptance of Change." Paper presented
at the Symposium on Identifying Techniques and Principles for
aeining Acceptance of Research Results of Use of Mass Media
in Education: Lincoln, Nebraska, November 24-27, 1963.
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are prime acceptors, promulgators, or acceptors in

the State of Ohio. These districts are innovators; they are

change agents.

Bricke1147 points out that in order for school dis-

tricts and their administrators to be encouraged to adopt a

new practice, they must be able to see this practice func-

tioning within other districts which have characteristics

similar to their own. The product of basic research when

made operational in "life setting" by some innovative school

districts does indeed spur change in many other districts.

This dissemination procedure is well substantiated by the

research in other areas. (Katz,48 Marsh,49 Rogers,5°

Wilkening.51 )

Research on innovation and the diffusion of innovation

in such diverse fields as rural sociology, industrial

47tienry M. Brickell, Orrani?.1 New York State for
chEass (Albany: State Educat:on par PP. .71.

4
8`Elihu Katz, The Social Itinerary of Technical

Change: Two Studies on the Diffusion of an Innovation,"
Ht..LaapOrnization, 20 (Summer, 1961), pp. 70-82.

49Paul C. Marsh and Lee A. Coleman, "The Relationship
of Neighborhood of Rewidence to Adoption of Recommended Farm
Practices," Rural Sociology, 19 (December, 1954), pp. 385-89.

5verett M. Rogers, Diffusion of Innovations
(Glencoe, alinols: The Free'VRE777567='''''

51Eugene A. Wilkening, "Roles of Communicating Agents
in Technological Change in Agriculture," Social Forces, 34

(My, 1956), pp. 361-67.
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engineering, and anthropology indicates that the unit of

adoption is usually the individual. In education studies,

the unit of adoption is usually the school system. But, of

course, a school system itself is composed of people inter-

acting with each other and reacting to each other.

The importance of the use of selected group processes

and communication skills by change agents in personal contact

situations has been demonstrated in studies by Welch,52 Brod-

beck,53 and Lewin.54 These studies indicate the importance

of personal involvement as opposed to telling by an authority

as a key variable in effecting change in human behavior.

Diffusion studies in which social systems having a

hierarchy of personnel have been involved, such as those by

Brickells55 Farnsworth,56 and GriffithAP7 have found the

."-------5714"-WlchandVerner: loc. cit.

53May Brodbeck, "The Role of Small Groups Mediating
the Effects of Propaganda," Journal of Abnormal anu Social
Psycho laity, 52 (March, 1956), 111776577b.

54Kurt
cs, ed.

rson

Lewin, "Studies in Group Decision," grog.
Cartwright and Zanders (Evanston, Illinois:
Company, 1953).

55Brickell, 221.22,

56Phiio T. Farnsworth, itdc.onrocesses in Pub ltc
Schoolems (New York: Bureaii-Tiffrais, 'leachers

o eg0-111Wmibia University, 1940).

5Thaniel E. Griffiths, "The Elementary School Prin-
cips.1 and Change in the School Syetem
II (December, 1963), pp. 278-84. See also -0
Daniel Griffiths, and Norman Frederikson, Administrative Per-
formance and Personalitz (New York: BureaualirMMET3nbur-

ac z1V"WirtraTreliiia University, 1962).
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single most influential change agent in school systems to be

the legally constituted leader, i.e., the superintendent or

principal. Bricke11,58 in discussing this, has said:

An administrator is powerful because he can mar-(
shal the necessary authority, if not the necessary
leadership, to precipitate a decision. Be may not
be, and frequentiv is not, the original source of
interest in a nvi type of program, but unless he
gives it his attention it will not come into
being.

But what makes one person innovative or one particular

organization innovative? Innovators are characterized, by

definition, by an openness; a receptivity to change. Why

does one superintendent receive and pass on new ideas and

what causes the particular group of individuals in an organ-

ization to accept and promulgate change? Some examination

of the psychological concepts of openness and closedneEs is

now appropriate.

Openness and Closedness

As indicated in the previous section, the characteris-

tic of innovators or charge agents is one of openness to new

ideas and practices. The psychological concept of "opennes3"

and its antithesis "closedness" has been examined in some

depth by Rokeach and his associates.59

58Brickell, 222.010 p. 7.

591411ton Rokeach, 2131.229.9.20 Closed Mind (Now York:
Basic Books, Inc., 1960 ).



48

The basic characteristic that defines the extent to

which a person's belief system is open or closed is, accord-

ing to Rokeach, the "extent to which a person can receive,

evaluate, and act on relevant information received from the

outside on its own intrinsic merits, unencumbered by irrele-

vant factors in the situation arising from within the person

or from the outside."6°

There is much long-standing research in psychology and

related fields which has concentrated on open and closed

belief systems and no exhaustive listing of these research

studies or the literature resulting from them will be

attempted here.

Adorno and associates61 present an exhaustive study on

closed belief systems as they explore the authoritarian per-

sonality. Fromm62 has chronicled the events in the develop-

ment of a closed system in an entire nation. Maslow63 and

6°Hokeach, op, cit., p. 57.

61,11W W. Adorno, et al., 11ititariazh..+IarAsnp.t
(New York: Harper, 195077Teeaso ca rsea
ggy Cook, "A Guide to Published Literature Relating to the

Authoritarian Personality through 19568" The Journal of
Ps clan.ioUraXLV 1958), pp. 171-997.--

62Erick Fromm, Escc.....2,alrom Freedom (New York: Farrar
and Rinehart, 1941) .

63Abraham H. Mas.Zows "Resistance to Acculturation,"
Journal of Social Issues, 7 (1951), pp. 26-29.
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Mikol, 64 among others. have contributed research more directly

appropriate to innovation and personality. (Maslow has also

written extensively about the authoritarian personalityt65 a

classic example of the closed belief system.)

Psychologist-anthropologist Kardinerts
66 research in

the area of basic personality structure indicates that cul-

tures take on certain basic characteristics that are re-

flected in the personality makeup of most who are products

of that culture. This also holds true foil groups and sub-

cultures and may lend credence to a point of view which sug-

gests that individuals who remain in particular organizations

will reflect a basic personality of that organization, which

is in turn, of course, affected by the personality of the

individuals. Whether or not this is suggestive that closed

organizations attract persons with closed belief systems and

open organizations attract their personality counterparts

presents an interesting issue. Since, as will be discussed

in some length in the anal section of this chapter, at least

B. Mikol, "Open and Closed Belief Systems as Corre-
lates of the Acceptance of New Music and Its Composers"
(Ph.D. dissertation, Michigan State University, 1958).

65Abraham Maslow, "The Authoritarian Character Struc-

ture, " Journalosi, 18 (19143) , pp. 401-411.

66Abram Kardiner, The Individual and His Society
(New York: Columbia Univeliaten rdiner
et al., The Pe cholo ical Frontiers Societ (New York:y ress, 5
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a portion of the energy of an organizations is spent in main-

taining that organization, it would seem that an organization

would nurture and attract individuals of a personality type

which would not threaten the organization.

Merton67 raises this same question as he developed

research about the bureaucratic organization of government

and the personality structure of individuals working within

the bureaucracy. He concludes that certain similar individ-

ual personality types are drawn to this type of organization

and indeed maintain the organization long after true function

has ceased to exist. Much earlier works by Hughes68 are

generally supportive and illustrative of this point of view.

Halpin and Croft691 among others170 have suggested

that just as individuals can be open or closed, so might

67Robert K. Merton, "Bureaucratic Structure and Per-
sonality" in Clyde Kluckhohn and Henry A. Murray, Am/21111E
(New York: Alfred A. Knopf, 1962), pp. 376-385.

68E.
C. Huhes, "Personality Types and the Division gf

JLabor," American Journal of Sociolo 33 (192u) , pp. 754-68
and "Ins u !.ona 0 ce an e Person," American Journal
of Sociolou, 43 (1937), pp. 404..14.

69Halpin and Croft, op. cit., p. 1.

"Daniel Griffiths, "Administrative Theory and Change
in Organizations," Innovation in Education, ed. Matthew Miles
(New York: TeachersoeseBREU-Orlaalcations, 1964);
Daniel Griffiths, "The Nature and Meaning of Theory," Behav-
ioral Science and Educational Administration, the 63rd-15a-
boo o a ona 4oc e y or u y of Education, Part
II, ed. Daniel E. Griffiths (Chicago: University of Chicago
Press, 1964); Harry Randles, "Relationship between Climate
and Attitudes of Beginning Elementary Teachers" (Ph.D. tlis-
sertation, The Ohio State University, 1964); Robert J. Brown,
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organizations, The personality of an individual is likened

to the climate of an organization.71

Too, Miles72 writing about the subject of educational

innovation, or lack:of it, as submitted that "the invention,

adoption, adaptation, and diffusion of educational innova-

tions depends very centrally on the state of the immediate

social systems-- schools and colleges - -in which they are to

become operative." Therefore, Miles states, attention to the

structure and functioning of educational organizations be-

comes essential if the processes of educational improvement

are to be understood and controlled in any coherent way.73

Abbott,74 among others, is generally supportive of this

point of view. AL

"Identifying and Classifying Organizational Climates in Twin
Cities Area Elementary Schools" (Ph.D. dissertation, Unlver-

Social Work (Toronto: University of' Tbron o as,
sity of Minnesota, 1964) 3 Gordon Hearn, Theor Buildi in

pp. 44-5a7

71
The term "organizational climate" did not originate

with Halpin and Crcft. Veel for example, Chris Argyris,
"Some Problems in Conceptualizing Organizational Climate: A
Case Study of a Bank," Administrative Science Quarterly, II
(March, 1958), pp. 501-5216="'

72Matthew B. Miles, "Education and Innovation: The Or-
ganization as Context." Paper read at Career Development Sem-
inar, University Council for Educational Administration, held
at Auburn University, Auburn, Alabam, October 25-28, 19640

73Ibid., p. 2.

74M, G. Abbott, "Hierarchial .,pediments to Innovation
in. Educational Organizations." Paper read at Career Develop-
ment Seminar, University Council on Educational Administra-
tion, Auburn University, Auburn, Alabama, October 26-28, 1964.
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Most studies of innovation, Miles points out, in or

out of educational systems, have centered on the characteris-

tics of the individual innovator, the Innovation itself, its

diffusion across systems, etc., with little attempt being

made to analyze the structure and functioning of the innova-

tion-receiving system as a context for innovation.75

The study for which this chapter is being written pro-

vides for some analysis of the type Miles is suggesting. The

locus of the current researcher's study is the central office

of highly innovative and non-innovative school districts.

The concluding section of this chapter will be devoted to a

review of some of the pertinent literature and research rela-

tive to organization and administration as it might especial-

ly pertain to innovation in the school setting.

Or nization Administration, and Cha e

Albright has written:

If education, at all levels, is required to perform
major roles in the culture dynamics of change-rate
and direction (while maintaining appropriate con-
sistency and stability), it must be personified by
effective agents of change in its administrative
leaders. Perham one of the most important rolew of
the adanislwative leader is that of an innovator.
Many persons would argue that this is the central
role for one who heads a school system, a college
or a university. Whatever the degree of importance
granted, his effective behavior in the arduous task
of innovation is a function of general compliance
with certain principles which have stood empirical
teats, if not in education in other fields. These

=11401m.

751411es, .9.291I, p. 3.



76A. D. Albright, "An Administrative Staff College for

Ramseyer, Introduction to Educational Administration (Boston:

Education," Pre r Administrators: New Perss-ctives, ed.

Allyn and 13E3177Inc., Ig6g7:1722tr"

mem-

bers and institutional change.77

change must be of two kinds; change in individual staff mem-

program changes

sity Council for Educational Administration, 1962).

is, in order to achieve the goals of the organization,

Jack A. Culber son

ization as multi-functional. In order to be effective, that

made to group these changes [in some meaningful

groups, structures, and 10e explicit values and

way]. Leadership and co-ordination on the part of

for the total institution emanate from changes in
individuals

administrators should provide not only the climate

changes in individuals c add up to systemwide
or institutional changestu

The multifunctional organization

roles of the innovator and others in the process

beliefs of participantsr°

for change to occur, but the procedures by which

ate persons in the innovative process, the inter-
pretation

resistance to change, the probable effects of

of change, the social-psychological functioning of

specific change in related aspects of culture, the

principles related to the involvement of appropri-
ate

and dissemination of information, the
identification of goals and purposes, the sources

Most theoretical models support the view the organs.

Campbell, Corbally, and Ramseyer write, however, that

77Roald P. Campbell, John E. Corbally, and John A.

78Ibid

; but some effort needs to be

ep en Henc ey Co um us: Ohiver-

The suggestion is made that

53

1
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organizations devote a part of their resources to other func-

tions such as the creation of further means to the goal, the

maintenance of the units performing the goal activities, and

the-sociil integration of these units.

For example, the public school organization secures

the support of the communiti by stating academIc achievement

as a major goal. This is an end to which part of its re-

sources are devoted. Hut, some rescurces must also be

devoted to the personal needs satisfaction of the organiza-

tioAal members which are not directly related, and indeed

may be antagonistic, to achieving the stated goals of the

organization.

Etzione79 argues persuasively from this perspective in

determining the effectiveness of an organization. He main-

tains that a proper goal model for determining organizational

effectiveness would show that the organization has different

goals from the ones it claims to have, particularly from its

publicly stated goals. The public goals are iltended to

enlist the sweport of the public to the organization; support

which in all probability would not be forthcoming for its

private goals. However, the private goals--organizational

mainteiance, service and custodial functions--are as

"AmitaiEtzionis "Two Approaches to Organizational
Analysis. A Oritigne and a Suggestion Administrative
Science QAarterly, 5 (September, 1960), 135727-12737



55

essential to the continuing existence and effectiveness of

the organization as the public goals.

If an organiiation were to invest all of its resources

to the realization of its public goals, there would be threbt

of a complete breakdown of the system so that even the

attainment of the public goals would become unlikely.

Getzels8° takes account of the multi-dimensional

nature of organizations when he conceptualizes both a

nomethetic and idiographic dimension. The administrator's

role in such a model is to mediate between and to harmonize

potentially conflicting forces in the organization.

Thus there is pictured the need not only for task

accomplishment within tha organization but also the social

needs satisfaction of individuals operating in the organiza-

tion. The more congruence the chief administrator is able,

by his actions, to bring about between the needs of the

individuals in the organization and the needs (task accom-

plishments) of the organization, the more likely the organi-

zation is to move toward its goals.

Early literature with respect to organization, as evi-

denced by Barnard,81 advanced the concept that organizations

80
Jacob W. Getzele, "Administration as a Social

Process.," Administrative Theory in Education, (IC A. W.
Halpin (chca'Mgonlffr'riesAdmiiitratfontenter, University
of Chicago, 1958), pp. 151459.

8 Chester J. Barnard, The Functions of the Executive
(Cambridge: Howvard UniversitTPNIK-1738T7-----
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must be concerned with both effectiveness and efficiency. To

Barnard, effectiveness meant the achievement of the goals of

the institution, while efficiency reflected their achieve-

ment with appropriate regard for the people in the organiza-

tion. In the same vein, The Personnel Research Board at the

Ohio State University, in studies of status of official

leaders of organizations, discovered two major dimensions of

effective leadership; initiating structure in group interac-

tion and consideration.82 Argyris too, has postulated the

same conditions in his study of personality conflict and

organization.83

Pertinent administrative ittEly

Tne administrative theory developed by tuba and

Oletzels84 presents the preceding quite clearly. In every

institution there are certain expectations which express the

norms for behavior in that institution. These norms are

82Ralph IC Stogdill and Alvin E. Coons, Leader Be-
havior; Its Descri tion and Measurement (Columbus: Bureau of

ness esearc e o a : s'Iversity, 1957).

83Chris Argyris, Personality and Organization (New
York: Harper and Brothers,

84Jacob W. Getzels and Egon G. (tuba, "Social Behavior
and the Administrative Process, School Review, LXV (Winter,
1957) pp. 423-41. See also, RodrUEONT17"lmplications
for the Practice of Administration " and Daniel E. Griffiths,
The Nature and Meaning of Theory,

h Behavioral Science and
Educational Administration, the 63rdliTOS56E77-1157-

onalUrrrrarsirnl--"TE-13or study of Education (Chicago: Uni-
versity of Chicago Press, 1964).
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essentially goal-oriented. But, the theory shows, institu-

tions are composed of people and these organization members

have need-dispositions that also become pertinent to the

behavior of people in the organization.

Administration in the Getzels-auba model is conceived

as a hierarchy of subordinate-superordinate relationship3

within a social system. In function this hierarchy is the

locus for allocating and integrating roles and facilities in

order that the goals of the social system may be realized.

There are two dimensions to the social system: the nome the tic

which consists of institution, role, and expectation; and the

idiographic which consists of the individual, his personal-

ity, and his need-disposition.

It is hypothesized by Getzels that there are three

types of conflict to be found in organizations. "Role-

personality conflicts" occur when there is discrepancy between

the expectations attached to a given role and the pattern of

need-dispositions of the individual to whom the role is

assigned. "Role conflicts" occur whenever the individual to

whom the role is assigned is required to conform simultan-

eously to a number of inconsistent or contradictory expecta-

tions, so that adjustment to one set of requirements makes

adjustment to another outside the realm of possibility.

"Personality conflicts" occur when there are opposing needs

and dispositions with the personality of the individual

aesuming the role.
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These three types of conflict represent incongruence

in the nomothetic and idiographic dimensions, and in the

interaction of the two. Oriffiths85 points out that "within

the framework of the theory, it ma: be generalized that such

incongruence is symptomatic of administrative failure and

leads to loss of productivity in both the individual and the

organization."

Onapizational climate

Halpin and Croft86 in their research :°.nto organiza-

tional climate deal with both dimensions in the Oetzel theory.

In fact, an open climate is defined az one in which there is

attention to both task achieTemArit and social-needs. The

closed climate is defined as one which marks a situation in

which the group members obtain little satisfaction in respect

to either task achievement or social-needs. in short, it is

e situation where the superintendent is ineffective in di-

recting the activities of the staff and at the same time he

is not inclined to look out for their welfare.87

The operational definition given to open climate em-

phasizes that this is a situation in which organizational

members derive high levels of satisfaction both from their

interpersonal relations with fellow workers and from accom-

plishment of the tasks assigned to them by the organization.

8411-4-753;17177p. 103.

86Halpin and Croft, 921.11t.

87Ibid., p. 66.
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Guest's research88 is supportive of the thesis that

the educational administrator who wishes to provide for pro-

ductive change needs to promote the open climate. Guest's

study of successful change in an industrial organization

basically chronicled the change from a closed to an open

organizational climate.

In terms of organizational climate, Halpin and Croft

have identified six climates, from "open" at one end of a

continuum to "closed" at the other. They found that a

school possessing an open climate, which they deemed as most

effective, was a lively organization, moving toward its goals

while at the same time providing satisfaction to the members

of the organization. (Chapter I contains the basic elements

of the Halpin and Croft organizational climate.)

An important aspect in the effective leadership of an

organization is the perceptions of the leader held by the

group with which he is working, as well as the perceptions

of the group which the leader holds. Some comment has

already been made by the writer relative to the importance

of perceptual congruence.

88Robert H. Guest, Cr anizational Ch e The Effect
of Successful

(

s orsey ss,
nc., an c in, Inc., 1962).

89Halpin and Croft, 22.1.911.
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Helpin and Croft discussing the principal of an open,

and thus effective, school characterize him as follows:

The behavior of the principal represents an
appropriate integration between his own personal-
ity and the role he is required to play as princi-
pal. In this respect his behavior can be viewed as
Igenuine." Not only does he set an example by
working hard himself (high Thrust) but, depending
upon the situation, he can IFIEW criticize the
actions of teachers or can, on the other hand, go
out of his way to help a teacher (high Considera-
tion) . He possesses the personal flexiMIETTE
Fe""%enuine" whether he be required to control
and direct the activities of others or be required
to show compassion in satisfying the social needs
of individual teachers. He has integrity in that
he is "all of a piece" and therefore can function
well in either situation. He is not aloof, nor
are the rules and procedures which he sesEE' up in-
flexible and impersonal. Nonetheless, rules and
regulations are adhered to, and through them, he
provides subtle direction and control for the
teachers. He does not have to emhasize roduc
tion; nor does he need to monitor e sac ers
EBTIVities closely, because the teachers do, in-
deed, produce easily and freely. Nor does he do
all the work himself; he has the ability to let
appropriate leadership acts emerge from the
teachers (low Production Em hasis). Withal, he is
is full c ontro of ues ton an4 he clearly
provides leadership for the staff.vv

The term "genuine" is used by Halpin and Croft in much

the same way that Argyris uses the concept of "authentic-

ity."91 Authentic relatilonships are, thus, those kinds of

relationships in which an individual enhances his sense of

self- and other-awareness and acceptance in such a way that

9°Ibid., pp. 61-62.

91Chris Argyris, Inter
zational Effectiveness ( °mem
7367717677771277e

rsonal Coin tence and Orlani-
no s orsey ress,
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others can do the same. He is, in other words, what he

appears to be.

One of the guiding assumptions of the Halpin and

Croft work as well as of this research is that an organiza-

tional climate which will be most effective will be one in

which it is possible for acts of leadership to emerge easily

from whatever source. One essential determinant of a

school's effectiveness noted by Halpin and Croft92 was the

ascribed leader's ability, or lack of ability, to create a

climate in which he and the other group members could initi-

ate and consummate acts of leadership.

If an organization is to accomplish its tasks, lead-
ership acts must be initiated. However, It should
be noted that we do not assume that leadership acts
need be confined exclusively to the designated
leader, himself. Such acts can be initiated either
by the leader or by members of the faculty. If the
leader fails to provide sufficient leadership acts- -
and leadership acts of sufficient "quality," in
that they are "accepted" and that they also lead
to increased group "effectivenessm-then members
of the group will seek to offer the "leadership"
required to make the group "effective." In this
view we have been supported by the central find-
ing that pervades all research on leadership and
group behavior: An "effective" group must provide
satisfaction to group members in two major re-
spects; it must give a sense of task-aczomplish-
ment, and it must provide members with the social
satisfaction that corms from being a part of a
group.9i

92lialpin and Croft, op. cit., pp. 7-8.

93Ibid p. 8.
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And, as the authors note, this is simply a paraphraes

of Barnard's insistence that a group be both "effective" and

"efficient. "94

Administrative structure

Frequently, as has been shown in the first section of

this chapter, the most important factor in change-rate is

access to ideas and concepts of others. An administrative

structure which operates to inhibit the free flow of ideas

and leadership acts, from whatever the source of those ideas

and acts, retards the growth and orderly change of the organ-

ization

And so someone, somewhere in the organization must

decide to change, or be intrigued with a new idea and help

someone else decide to effect a change. Tantamount to the

success of bringing this change about is "openness" within

the organization and free flow of communication.

in a hierarchical organizational arrangement such as

is found in an-educational system, it would seem that the

superintendent would be the key to the innovative process.

He certainly must pass judgment upon the acceptability of

the change--or even or the decision to examine the change.

At the very least he must have created the image of himself

as receptive to new ideas and operate in such a way that

94chester I. Barnard, The Functions of the Executive
(Cambridge: Harvard VniversitTWWW779387='-'
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others in the organization, feel free to either bring ideas to

him or to pursue on their own, ideas which seem to have merit.

Some would quarrel that the superintendent is not this

powerful; that a district could well be Innovative and not

have a very innovative leader. This research worker is not

Baying that the superintendent is all- powerful and spends

his time passing judgment on this or that idea. He is say-

ing that unless there is a style of leadership whtch enables

others in the organization to feel free to let their own

ideas emerge without threat and which reflects a receptivity

to these ideas and any others regardless of their source,

there will be little the organization will do but maintain

the status quo.

Bricke1195 seems to find that the chief administrator

was the single greatest enhancer or inhibitor of innovation.

Griffiths in his study of the relationship of the elementary

school principal to the change process96 found this group

seldom responsible for the introduction of a new idea to a

school system. He concluded that the reason was largely thrt

the elementary principal was at least three steps away from

95Brickells op. cit.

%Daniel E. Griffiths, "The Elementary-School
Principalship and Change in the School Systemsumminka
Practice, II (December, 1963), pp. 278484,
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the "top" even in a wall school district. Concluded

Griffiths:

It seems, therefore, that if we are to have change
in school systems, we cannot look to the principal
to initiate this change. The initiative for change
must cone from the top. Once change is sanctioned
by hie superiors, the principal will work to effect
that change at the building level.w

In much earlier studies, Mort and Cornell spoke to

this same point. 98 They noted that in their study in "90

per cent of past adaptations, the superintendent has taken

an active part as leader, supporter, or follower" and that

in over half of the cases his position has been that of

leader. Their study again reflects that it is highly impor-

tant to a district's adaptability that the superintendent

maintain his leadership through its "quality" rather than

because of any hierarchy involved.

It appears from our study that the trend toward
delegating functional responsibility and main-
taining control not so much through a line of
responsibility but through coordination and
leadership is that form of scho91 organization
most conducive to adaptability.9

Thus we can view the attitudes of central office per-

sonnel as critical to change in the organization, eznecially

as those attitudes set the tone for the organization. The

eliftwoorml=r0Nereselimmessom

gequa., p. 283.

93Pau1 R. Mort and Francis G. Cornell, Ada tabilit
of Publi* School S tams (New York: Eur. of Pub ca ns,

ac ars o go, o Ublverolty, 1938).

99akl., p. 224.
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superintendent's role is one at least of a key facilitator of

change, if not a prime innovator. His actions, attitudes,

and style of administration may be ouch at to inhibit his

subordinates from seeking change; indeed, he may attract to

the central office those only interested in maintaining the

status quo, or it may be sucti to encourage much interest

among staff in seeking the new.

Together the attitudes and perceptions of the central

office group may reflect the "personality" of the system as

a whole. At the least, of course, and by definition, it re-

flects the personality of the central office. This "person-

ality" has been defined as organizational climate. Climate

is to the organization what personality is to the

individual.1°°

4 Soar

This chapter has been concerned with an examination of

the research and literature relative to the charge process,

the psychological concepts of openness an it seen to relate

to adaptability and change, and to an examination of change

within the organizational setting. The first two sections

of the chapter created a logical framework within which this

100The term organizational climate seems to have been
originated by Chris Argyris.Sso Chris Argyriss "Some Prob-
lems in Conceptualizing Organisational Climate: A Cast Study
of a Bank," Administrative Science uazIent, II (March,
1958), pp. 5
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research is c -..3ucted. The third section has indicated the

framework whereby the organisation is to be studied and has

revealed pertinent findings from other research which show

the central office to be of some importance in the adapta-

bility of a school district.

The research and literature reported in this chapter

lends credence to the suggention that central office or more

properly, central office climate, is indeed a contributing

cause of innovativeness or lack of it in a school district.

The research which follows is designed to inquire more

deeply into this suggestion.

Chapter III will contain a discussion of the methodol-

ogy and design of the research.



CHAPTER III

METHODOLOGY AND DESIGN OF THE RESEARCH

The current researcher has, through the Ohio Innova-

tions Study discussed in Chapter I, a population from which

he can examine possible relationships of innovation in the

school distrlet setting and organizational climate, or ele-

ments thereof. There has also been described in Chapter I

an instrument, the OCDQ, which will be used to describe the

organizational climate of highly innovative and non-innova-

tive dittricts included in the study. The examination of

pertinent research and literature in Chapter II has further

developed the problem and has explored pertinent existing

data about innovation, the psychological concepts of openness

and closednees, and the concepts of administrative organiza.

tion which relate to the problem. This chapter will deal

with the specific methodology employed and develop the design

of the research.

The first step in the development of the reseai,ah wza

aimed at discovering districts which could be labeled "highly

innovative" and "non-innovative." These terms need

definition.

The label "highly innovative" was reserved for those

twenty districts participating in the Ohio Innovations study

67
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which had the highest number of on-going practices labeled as

innovative by the evaluation committee of Tie Ohio Innova-

tions Study. For the criteria used in determining whether or

not a practice was labeled as innovative, the reader is

referred to Chapter I. The "non-innovative" label was to be

attached to those twenty districts which had the least num-

ber of innovative practices on-going, among those partici-

pating in the original Ohio Innovations Study.

There were applied two other criteria which served to

modify the list of school districts to be used in the re-

search. First, in order to secure sufficient group size for

the application of the OCDQ, the districts in the study were

required to have a central office administrative performance

team of at leadt five members. This minimum size provided

for sufficient diversity of function and role to provide

complex interaction patterns. This did eliminate smaller

districts from the study, however.

Second, since a considerable portion of the "Climate"

is dependent upon individual gimp member's perceptions of

the superintendent's behavior, it is important that the

superintendent be the sans one holding tenure at the time of

the original Ohio Innovations Study, which was conducted

during the 1963-64 school year. Thus, districts which had
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experienced a change in superintendeAts since the 1963-64

school year were not included in the study..101

Selection of Districts in the Research

The first task, then, became that of the selection of

highly innovative school districts in Ohio. As stated, this

was to be accomplished by discovering those districts which

had the most practices on-going which could be described as

innovative. Programs evaluated as "Describe" or "Visit" by

the Ohio Innovations Evaluation Committee were to be consid-

ered definitely innovative (see Chapter I) .

A problem arose about how to treat programs evaluated

as "List." It will be remembered that this category was

reserved by the evaluating committee in the Ohio Innovations

Study for practices which could not be labeled non-innova-

tive, i.e., "Don't List" but which either did not meet all

the criteria established for a practice to be labeled"innova-
t<

tive" or for which there remained some doubt in committee

members' minds as to the innovativeness of the practice.

The category was also reserved for practices which, if they

were not highly innovative, were at least practices of some

educational significance whiCh were being exceptionally well

carried out.

immummograrmailillierwerardowasesum.

101Tables 1 and 2 reveal ttsts original highly innova-
tive and non-innovative districts before these criteria
were applied.
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In other words. many of these practices could well be

highly innovative, but the evidence was not considered to be

as strohg as it was for those prrctices labeled teseribe"

and "Visit."

Examination of the compiled raw data revealed that the

"List" category contained a considerable number of practices.

With such a high number of practices, it was felt some con-

sideration ought to be given the category as a factor con-

tributing to the selection of highly innovative school

districts.

Obviously, however, the numbers of practices in this

category should not be treated as of equal power as practices

felt to be definitely innovative. Some type of weighting

appeared necessary. A value would have to be assigned.

The question became one of selecting a numerical value

which would express an appropriate difference in power be-

tween the "Visit-Describe" category and the "List" category.

In the final analysis any assigned value difference would be

in the realm of subjective judgment. This being so, the

researcher assigned the value of 2 to the "Visit-rescribe"

category and 1 to practices in the "List" category. The

only argument that can be offered is that this does differ-

entiate between the two categories in such a way as to lend

more importance to a practice which net all the criteria of

innovativeness and received overwhelming consensus as an

innovative practice by the committee.
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Whether these practices are only "half as innovative"

or whether only half of those in the "List" category are

"truly" innovative is not the issue. The issue was one of

allowing some credit, in effect, for these practices, with-

out allowing them to dominate the study and thus possibly

distort the findings.

In the judgment of the statistician102 who assisted

the writer, such a weighting of 2 to I would not result in

statistical differences because of purely arbitrary numeri-

cal weightings. Once the preceding decision was made, the

task became one of "totaling the score," so to speak, to

discover those districts which were to be called highly

innovative.

All of the data collected by the "Ohio Innovations

Study" had been punched in IBM cards. The writer needed to

discover, for each of the 313 districts which had partici-

pated in the study, the number of practices labeled "Visit,"

"Describe," and "List." ¶ J cards were sorted and a fre-

quency count run on column 11 of the card (the rating colunn)

for each district. Column 11 was punched either 1, 2, 3, or

4 which indicated whether a practice had been evaluated as

"Visit," "Describes" "List," or "Don't List."

This was tabulated for each district and a °print-

off" made. The writer then had available a complete listing

1°213ert L. Price, Statistician, Mathematical Computa-
tion Laboratory, The Ohio State University, in consultation
with the researcher, October, 1964,
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of all 313 districts in the study and the number of practices

labeled "Visit," *Describe," "List," and "Don't List" in each

district.

The next step involved multiplying those practices in

the first two categories ("Visit" and "Describe") times 2

and adding this figure to the number in the third category

("List") to arrive at the figure to be used to determine

relative innovativeness.

Following this, the writer selected the top twenty

districts in the study. These he labeled "Highly Innova-

tive." (It should be noted that, as it happened, no district

made this sample, solely on the basis of a large number of

"Ilse category practices. All had a number of practices

categorized as "Visit or Describe.") Because a few school

districts had like scores, this list was actually composed

of 22 districts (Table 1).

Next he applied the criterion that districts in the

study must have at least five members on their central

office administrative performance team.
1
CI
3

Application of

this criterion required five districts to be dropped from

the list.

A second criterion was applied. Since the organiza-

tional climate to be described seems to center on the

1O313ducational Director (Columbus, Ohio: State of
Ohio, Depar n a.. uca on, 963-64); 3ducational Direc-
tary (Columbus, Ohio: State of Ohio, DepailWiTCorlaiErzcaon,
1.96V-65)
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SELECTION OF HIGHLY INNOVATIVE SCHOOLS IN THE SAMPLE
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# Prac-
tices
Rated

District 1 or 2

# Prac-
tices # In
Rated Wgtd. Type Central New

3 Total Score Rank Dish. Office Supt.

31-1-25
25-1-29
18-1-111
76-1-79
57-1-99

48-1-127
31.-1-108
43-1-103
43-1-250
18-1-8

22
12
8
6
5

5

7

78-1-140 4
76-1-22 6
18-2-11 6
57-3-355 5
71-3-444 6

18-1-116
20-1-35

IL-1-
18.1.104

18-1-146
87-2-52

8 30 52a 1
22 34 46 2
19 27 35 3
21 27 33 4
10 15 20 5

9 14 19 6
1 10 19 6
2 10 18 8
3 10 /7 9

13 15 17 9

9 /3 17 9
4 10 16 12
4 10 16 12.

5 10 15 14
3 9 15 14

4 6 10 14 16
1 12 13 14 16
1 12 13 14 16
5 3 8 13 19
4 5 9 13 19

2 8 10 12 21
1 10 11 12 21

City

tt
ti
tt

tt

tt
it

86 No
25 No
9 No

13 Yesb
No3C

11 No
8 No
7 No
22 No
6 yis

8
b

14 No
12 No

Exaill. 2c No
Local 5 No

10 No

City 17 No
No
Yes

12 No
Yee11

2c No
Ex.Vill. 2c No

&Practices rated 1 or 2 assigned weight of 2. Practices
rated 3 assigned weight of 1.

eliminated because of change in superintendents.

cEltminated because of insufficient number in central
office.
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superintendent and is dependent upon the nature of superin-

tendent-staff relationships, it was deemed necessary that

only those districts which retained the same superintendent

in the intervening year between the time of the initial data

collection for the Ohio Innovations Study and the collection

of data for the current research be included in the study.

The application of this criterion caused four additional

districts to be removed from the study. This information was

available in the 1963-64 and 1964-65 State Educational Direc-

Icsv 1
°4 Thus, the writer had remaining thirteen "highly-

innovative" districts.

Non - innovative districts were selected in much the

same way as highly-innovative. The writer sought to select

she "bottom" 20 districts in terms of numbers of innovative

practices. The term non-innovative as it is used in this

research needs explanation. This term refers to the initial

21* districts which had the lowest weighted score of innova-

tive practices, among those participating in the Ohio Innova-

tions Study with an APT of at least five members. As can be

seen (Table 2) these districts typically have some practices

which have at least been labeled "List." They are, however,

the bottom group, and are called for the purposes of this

research, "non-innovative."

OwiliwormIlIMININGENIIMMI111111111111111mmommlinPa

1Ibid.
*There were Cl districts because some districts had

identical "scores."
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SELECTION OF "NON-INNOVATIVE" SCHOOLS IN THE SAMPlE
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# Prac- # Prac-
tices tices # In
Rated Rated Wgtd. Type Central New

District 1 or 2 3 Total Score Rank Diet,._ Office Supt.

18-1-13 0 1 1 la 1 City 11 No
50-1-21 1 3 4 5 17 6 No
18-1-28 0 3. 1 3. 1 n 16 web
57-1-33 1 0 1 2 6 "
79-1-30 0 4 LI 4 12 if

15 No
9 No

15-1-41 0 1 1 1 1 n
5 No

29-1-44 0 3 3 3 10. n 7 No
18-1-45 0 2 2 2 n .

5 We
72-1-49 0 2 2 2 6 n

184-52 0 4 4 4 12 n
i No

No

4-1-53 1 0 1 2 6 n 6 No
78-1-54 1 3 4 5 17 n 7 No
70-1-74 2 1 3 5 17 n 16 No
84-1-76 1 1 2 3 10 n 5 Ito
9-1-84 0 1 1 1 1 It 14 No
35-1-87 0 4 4 4 12 n 5 No

18-1-124 0 4 4 4 12 -
It 9 No

25-1-145 2 "1 3 5 17 8 dab
85-1-15 2 2 1 3 5 17 " No
29-144154 0 1 1 1 1 " 17 Teel)
50-1455 2 0 2 4 32 " 19 No
UNIPONIMIIII11111111141weilinaNIIIPINIMIIIIIIISMaNNOMMINIONIIMPOINIIIIIMIIIMMEN1110.1.1.10MIONIMMW" AMEND

a
Practices rated 1 or 2 assigned weight of 2. Practices

rated 3 assigned weight of le

bElininated because of change of stoerintendents.
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From the same frequency count used for determining the

highly-innovative distil:eta were determined those districts

with the lowest innovations score. These districts were sub-

jected to the criterion requiring them to have at least five

members on the APT.
1
(15 She districts surviving the applica-

tion of this criterion are shown in Table 2.

Next, the writer again went to the 1963-64 State Edu-

cational Directory and the 1964-65 State Educational Dime-

tom, to determine which, if any, had new superintendents.

Five districts were found to have new superintendents and

were eliminated from further study. Thus, the number of non-

innovative districts became 16 districts.

Data Collection

Once the districts to be included in the study were

determined, the next step was to secure the cooperation of

these districts.. It will be remembered that the writer was

personally to administer ths00D12 to the administrative per-

formance team of the central office in a particular district,

collectively, at one sitting. ll

Because of the small number of districts identified

for the study, it was.important that most agree to be a part

41110/111111111111POSO

105IbW 3.062L.c.

"TAdminietrative performance team as operationally
defined in Chapter I includes supervitore, directors, etc.,
as well as administrators..
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of the study. The writer made the initial contact to these

districts by letter to the respective superintendents on

March 22, 1965. (A copy of the initial contact letter may be

found in Appendix B.) He followed up each of these letters

one week later with a telephone call to the superintendent

of each district at which time he received the superinten-

dent's answer as to w'iether or not he would agree to have

his district's central office participate. After receiving

an affirmative answer, the researcher arranged a specific

date and time for the administration of the questionnaire.

Thirteen of the non-innovative districts agreed to partici-

pate and eleven of the highly innovative agreed to partici-

pate. Table 3 shows the pertinent data about the districts

which were finally included in the study.

The months of April and May, 1965 were spent visiting

the school districts included in the study for the purpose

of administering the OCDQ. By May 7 all the data were col-

lected. The collected data were then taken to the Numerical

Computation Laboratory at The Ohio State University for

processing. The first step became that of transferring the

data from the questionnaire to IBM cards so that the various

compilations and statistical procedures could be performed.

Districts were identified on the IBM cards by a code number

of threo 4igits
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SCHOOL DISTRICTS WHICH PARTICIPMED
IN THE STUDY
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Districta
wgtd. Type
Score District

Wgtd. Type
Districts Score District

25-1-29 (005)

18-1-111 (009)

48-1-128 (003)

31-1-108 Olo)

43-1-103 (oo6)

43-1-15o (001)

78-1-140 (008)

76-1-22 (012)

57-3-355 (oo4)

18-1-116 (007) 14 City

18-1-65 (002) 13

46

35

19

19

18

17

17

16

City

ft

tt

tt

ft

15 Local

It

50-1-21 (103) 5 City

70-1-74 (113) 5

85-1-152 (11o) 5

79-1-38 (111) 4

18-1-52 (109) 4

35-1-87 (106) 4

18-1-124 (105) 4

50-1-155 (107 4

57-1-33 (112) 2

72-1-49 (101) 2

4-1-53 (104) 2

18-1-13 (102) 1

15-1-41 (108 1 "

it

ft

ft

tt

it

tl

ft

tt

tf

tf

It

8At this point, a new code number was assigned for wore
convenience in punching the data on IBM cards. This new num-
ber is listed in parenthesis. Numbers beginning 'tth 0 indi-
cate an innovative district; numbers beginning win figure 1
indicate a non-innovative district.
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Analvsis of Data

In order to test the hypotheses of this study, it was

necessary to compute, district by district, a district-mean

subtest score for each of the 8 subtests. These scores

define the "average" response of the APT members for each

respective subtest. The mean scores (raw means) were

obtained for each of the 24 districts participating in this

study and are shown in tabular form in Appendix D. Then a

mean score for the 11 innovative districts as a group-(mean

of 11 means) was calculated for each subtest. Mean scores

for the 13 non-innovative districts on each subtest wore

similarly calculated.

So that the districts could be compared individually

as well as by sample type, i.e.p highly innovative or non-

innovative, with the prototypic profile of open and closed

climates developed by Halpin and Croft, 1 °8 it was necessary

to convert the raw means, by subtest, per district to

double-standardized scores with a mean of 50 and a standard

deviation (s.d.) of 10. Thus, they scores were standardized

twice: first, normatively, and second, ipsatively. 109

----I0 I:1;1; and Croft, 211.211., pp. 3 and 59.

109the current researcherk only reason for converting
the raw scores into double standardised score' was to allow
him to compare the districts in his research to the proto-
typic prof/les developed by Halpin shd Croft. Halpin and
Croft's reasons for double standardiatmg their raw scores
were for initial development of the instrument and are more
fully explained in Halpin and Croft, sula., pp. 55m56.
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Normatively, the subtest scores were standardized

across the sample of 24 districts. Thus, each subtest was

standardized according to the mean and standard deviation of

the total sample for that subtest. The standardization

formula used is:

x zii = the standard score

zii Mbere:
s.d.7 xli se raw score

lr = population mean

sedJr = s.d.(population variance)

These standardized scores were then standardized again,

this time, ipeatively (within each district). Accordingly,

all the subtest scores were standardized with respect to the

mean and standard deviation of the profile scores for each

district. These standard scores by definition have a mean

of zero and a variance of one. The standard scores were

then converted to standard scores with a mean of 50 and a

etandard deviation of 10 by the following formula:

10(standardized score) + 50 = standard score with a mean
of 50 and aid. of 10.

The 8 standardise. scores for each district will be

referred to as the profile for that district. The next

step wan to obtain a mean of the 11 innovative districts

standardized scores on each subtert so that a prototypic pro-

file for the innovative districts as a group could be con-

structed. Similarly, a profile for the nonminnovativo
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districts as a group was constructed. These calculations

having been performed, it was possible to test the first

hypothesis.

Testing the

The first hypothesis states:

Highly innovative school districts' adminis-
trative performance teams will evidence a climate
which can be described as more "open" than will
non-innovative school district administrative
performance teams.

In order to teat this hypothesis, it was necessary to

compare each of the 24 district's profiles, as well as the

composite profile for innovative and non-innovative groups,

to the prototypic profiles of open and closed organizational

climates developed by Halpin and Croftl" (Table 4) .

TABLE 4

PROTOTYPIC PROFILE SCORES

0 1

t0 0 al 43
lei 1 1 43" i 1. 0 s le 1 v.)

,.........,T,.......4
Open 43a 43 6 50
Closed 62 53 38 54
asion

42 43 61 55
55 54 41 44

aThe numbers represent double-standardized scores (both
normatively and 1peativelpi, with amen of 50 and a stand-
ard deviation of 10.

110Hapin and Croft, loc. eit.
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The method used to compare the profiles obtained in

this study to those of Halpin and Croft to determine which

districts tended to be open and which closed was that of

constructing profile similarity scores. A similarity score

was obtained by computing the absolute difference between

each subtext score in a district's profile to the correspond.

ing subtest score in each of Halpin and Croft's open and

closed profile scores. Then the absolute differences between

the profile scores for each district and the open and closed

prototypic profile scores developed by Halpin and Croft were

summed. (See Tables 6 and 7, Chapter IV.) The lower the

sum, the more similar are the two profiles. Thus, a district

tended to be more open if a lower similarity score was ob-

tained by comparing it to the open profile than that

obtained by comparing it to the closed profile, and vice

versa. A similar procedure was foliated in determining

whether the innovative and non-innovative districts' profile

scores tended to be open or closed.

These procedures having been followed, the researcher

had compared highly innovative districts as a group and the

non-innovative districts as a group to Halpin and Croft's

profiles and was now in a position to state whether innova-

tive districts tended to be more "open" and non-innovative

districts more "amid*" He had also taken the process one

step further to point out any &typiclness that might exist
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within the two groups. This was done by comparing each indi-

vidual profi2e with the Halpin and Croft prototypic profiles."

The writer is then in a position to say whether or not

the hypothesis holds. He is also able to show exceptions

existing within the two groups by comparing districts indi-

vidually with the prototypic profile.

The first phase of this research is a gross one and in

effect sets the stage for the remainder of the research. The

rest of the research concentrates on a eubtest by subtest

analysis. It is concerned, largely, with determining which

elements appear as more related to the innovative process,

as well as with testing the specific hypotheses.

The remaining hypotheses w111 be tested through the

use of a t test of the means. A parametric distribution of

the sample is assumed. The number of innovative districts

and non-innovative districts is 11 and 13 respectively. A

t test of the means for independent samples was applicable

for this study. This test does not require that the two

samples be equal in number.

Significance will be checked at three levels: 1 %, 5%,

and 10%. In exploratory research, such as the current study,

it is important to use, in addition to the usual rigid tests

of significance, a less rigid test. The research is tapping

a possible cause of innovativeness in the school district

setting that has not yet been adequately subjected to
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research. The guideposts are fewe. It would seem unreason-

able to apply the sama significance level that is appropriate

in more fully charted research. Thus, the 10% level is in-

troduced in addition to the more rigid levels. At the least,

an item which is significant at the 10% level is suggestive.

The second hypothesis states:

Significant differences between highly innovative
school districts and non-innovative school dis-
tricts will be shown to exist in the elements of
organizational climate associated with the group
behavior characteristics.

Corollary 1. Highly innovative districts
will be significantly less "disengaged" than
will non-innovative districts,

Corollary 2. Highly innovative districts
will reflect a significantly lower "hindrance"
than will non-innovative districts.

Corollary 3. Highly innovative districts
will exhibit a significantly higher "esprit"
than will non-innovative districts.

She significance of three elements of the group dimen-

sion of organizational climate is being tested here, The

procedure is to compute the raw mean scores of the highly

innovative group in each subtest and compare them with the

raw mean scores in the non-innovative group.

The third hypothesis states:

No significant differences will be found to exist
between highly innovative and non-innovative
school districts in the "intimacy" element of
group behavior characteristics.

In Halpin and Croft is research relative to open and

closed organizational climate, it was discovered that even
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in very closed organizational climates members obtained lat-

isfaction from their friendly relations with other members

and achieved an average "intimacy." Similarly, on the whole,

in open climates group members enjoy friendly relations with

each other .but they apparently feel no need for an extremely

high degree of "intimacy."

The same procedure is followed as was used on testing

the second hypothesis except that a two-tailed t-test is

used since this hypothesis is stated in the null .7orm.

The fourth and final hypothesis and its corollaries

state:

Significant differences between: highly innovative
and non-innovative school districts will be shown
to exist in the elements of organizational climate
associated with superintendent's behavior charac-
teristics.

Corollary 1. In highly innovative school dis-
districts, superintendent's behavior will reflect
a significantly lower "aloofness" than will.super-
intendent's behavior in non-innovative districts.

Corollary 2. In highly innovative school dis-
tricts, superintendent's behavior will reflect a
significantly lower "production emphasis" than will
superintendent's behavior in non-innovative dis-
tricts.

Corollary 3. In highly innovative districts,
superintendent's behavior will reflect a signifi-
cantly higher "thruet" than will superintendent's
behavior in non-innovative districts.

Corollary 4. In highly innovative school dis-
tricts, superintendent's behavior will reflect a
significantly higher "consideration" than will
superintendent's behavior in non-innovative
districts.
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This hypothesis deals with the dimension of organiza-

tional climate whi has to do with the superintendent's be-

havior. All elements of this dimension are hypothesized to

reveal significant differences between the highly innovative

and the non-innovative. As in hypotheses two and three,

this is tested by comparing the total mean scores of the

highly innovative group with the total mean scores of the

non-innovative group in the study.

Since the direction of the difference between the sub-

test scores of the innovative and non-innovative districts

had been predicted in hypotheses two and four, a one-tailed

test of significance was used to test these two hypotheses.

The two-tailed test was applied to hypothesis three concern-

ing "Intimacy" since no difference was predicted. As

Ferguson
111

states the problem: "A one-tailed test is used

where the investigator's aziosi, speculation predicts a

difference in one direction only."

After the treatment of the hypotheses, the reliability

study is reported. Since the writer was concerned with the

dependability of the rots....92.a.m.,cepLt of the "arganiza-

tioh41 climate," a method of computing the reliability was

selected which provided a measure of how well the APT per

ceived the "organizational climate" as a group.

1110eorge A. Ferguson, Statistical AnItmloorili.,:.,.75ein Ps bol-
o and Education (New York: No aw-, Co.,o c.,
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A correlation was run between the odd and even APT

members' scores in each district, subteet by subtext for all

the innovative districts ac a whole, and one similarly ob-

tained for the non-innovative districts. Thus, a reliability

coefficient was obtained for the innovative districts and one

for the non-innovative districts on each eubteet. These

correlation coefficients (reliability coefficients) provided

data for a comparison to see whether the APT in the districts

viewed the elements of organizational climate as a group.

Other l'jectLio be Examined

As stated in Chapter I, the researcher will examine

certain aspects of the school districts participating in the

study that, while not playing a role in the major emphasis

of the ctudy, are felt to be worthy of examination due to

their apparent significance or because they may be of some

assistance to future research workers in th3 field of inno-

vation and administrative organization.

Data wts compiled112 for each innovative and non-

innovative district relative to the average daily membership

(A.D.M.), the assessed valuation per pupil, the expenditure

per pupil, the percent of the total expenditure per pupil

312
Research Repo
oats Per

Data of i? o So
uo on

rehl
col Die H obi, ORA

soc a on, /964);
in Ohio's Cit

OBI 7
3d,Nartment of uca-

tion, 1964).
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that went for instructional costs, and the school tax rate.
In order to determine whether there were any signifi-

cant differences between the innovative and non-innovative

districts on any of these five factors, the Mann-Whitney U

Test was used. The are rank data and an a priori, examina-

tion of the data did not seem to indicate a normal distribu-
tion of the factors under consideration. The research worker

therefore selected a non-parametric statistic for his tests
of significance.) 13 The Mann-Whitney u Test *as selected

because it is the mat t sensitive of the non-parametric tests.
The Mann-Whitney test is said by SiegeiU4 to be a powerful

test and an excellent substitute for the t. test. Use of the

test requires that the research worker enter a tat table for
significance levels.

The data were easily ranked and the data fulfilled

all of the other requirementa necessary for use of the test,
such as having an underlying continuity. The two-tailed

test of significance was used since no prediction of signifi-

cance had been =de. The .01, .05 and 410 levels of

m"-----1317517iounie and R. Vt. Heath, Basic Statistical
Mplow Yorin Harper is Row, 1959), ap IMEril----1-
ei 0 tric Statistics for the lehavioral

.altjai,..1

adl1_ w_s

0 : re".V.17friairgiltbs, n
ics ana ShortioCut

ill/Siegel, giLLIU.
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significance were cpwidered appropriate since these were the

levels of significance used for the hypotheses of this study.

The final aspect to be dealt with concerns the bio-

graphical data collected about the APT members it, the dis-

tricts participating in the study. The researcher's pr4mary

interest was in determining whether any significant differ-

ences could be found to exist between the administrative per-

formance teams of innovative districts and the administrative

performance teams of non-innovative districts. The bio-

graphical factors considered were: (1) mean chronological age

of APT's, (2) mean years of experience in the education pro-

fession, (3) mean years of experience in the present dis-

trict's central office. The APT msgsbers in innovative dis-

tricts were compared as a group to the APT members in non-

innovative districts.

These data will be presented in tabular form in Chap-

ter IV and will be shown as frequency distributions within

the several categories. In addition to presenting the fre-

quency distributions in tabular form, the researcher calcu-

lated °tie on the mean scores of the two groups in each of

the three biographical items to be considered to determine

if any significant differences appeared between innovative

and non-innovative districts. The results of these t-tests

of the means are also shown in Chapter IV.
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&troll:tau

Chapter III has dealt with the methodology and design
of the research. The manner in which the districts included

in the study were selected is outlined. A description of

the data collection process is included in the study and the
means by which the hypotheses are.to be tested is described.

The chapter concludes with a statement of several other of

aspects to be briefly explored as adjuncts to the main body
of the research and as a means of provtding additional worth-

while data for future research.



CHAPTER IV

PRESENTATION AND ANALYSIS OF DATA

This chapter is divided into three parts. The first

part is devoted to the presentation and analysis of the data

collected to test the four hypotheses of the study. The

second part reports the resalts of the test of reliability

conducted with respect to the Organizational Climate Descrip-

tive Questionnaire used in the collection of data to test

the hypotheses. The final part of the chapter is devoted to

a presentation and analysis of relevant collected data, which,

while not a part of the major intent of the research, add to

the general body of knowledge accumulating on the subject of

innovation in education.

The Data Related tfJ theyi.xesis

The first hypothesis states:

Highly innovative school districts' administrative
performance teams will evidence a climate which can
be described as more "open" than will non-innovative
school district administrative performance teams.

Here the researcher was to compare the organizational

climates of the innovative and non-Innovative districts in

this study to the open and closed profiles developed by

Halpin and Croft. In Order to have a basis for comparison.,

it was necessary to double standardize the mean score of

91
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each subtest for each district. This procedure was describe

in Chapter III and. involves standardizing ooth normatively

and ipsatively. The double standardized scores are presented

in Table 5.115

A mean of these standardized scores for the innovative

districts was obtained for each subtest and means similarly

obtained for the non-innovative districts. The standardized

scores form the profiles of the innovative and non-innovative

groups. These profiles are shown in Table 6.

The next step involved calculating similarity scores

comparing both innovative and non-innovative standardized

profiles to Halpin and Croft's prototypic open and closed

profiles, These similarity scores are presented in Table 7.

The reader is reminded that if a lower similarity score is

obtained by comparing a district profile to Halpin and

Croft's open profile than by comparing it to the closed pro-

file, then that profile is considered open. The reverse is,

of course, also true. Chapter III contains a more complete

description of this process.

The data presented in Table 7 reveal that the first

hypothesis did hold. That is, the innovative school die-

tricts as a group do evidence an organizational climate

profile which can be described as more open than the non-

innovative school districts. Table 8 inaicates the Halpin

115 raw means are presented in tabular form in
Appendix D.



TABLE 5

STANDARD SCORES (FROF/LES) FOR EACH OF THE 24
DISTRICTS ON EACH SUB sT OF THE OCDQa

93

Dis tr ic t

o 0
O 0ti

i In 0
ts ; II 4

03

4)
id

cd 8
O r.4 4 Ol

).4

A ae
in

4) 491 ig OAfa

001b
002
003
004..
005 .

006

29 57
. 41 42

. 42 33

. 46
36 64

. . 38 38
O . , . 39 58

54 46
009 . . . 35 62
010 . . . . 46 35
012 . . . 49 44
101 . . 55 50
102 455 4? 47

103 36
104 0 . . . 65 38
105 69 54. .

106 . . . 34 38
10; . . . 52 70
10 . 9 57 29
109 9 . 72 54
110 . . . . 67 54
111 . 53 41
112 . . . 49 62
113 . . . 45 45

..1111.0011111Polom

57
52
51
59

55
53
47
49
72
57

52 47 59 59 41
71 41 59 43 50
55 44 67 59 49
43 51 42 40 44
63 43 43 5o 42
5o 3g 60 57 64
29 5 52 52 62
40 73 46 54 40
67 41 46 47
56 46 47 51
33 66 57 53 40

39 51 73 47 43 41
63 34 58 40 63 49
40 43 56 70 57 49
41 5o 39 57 47 63
46 51 57 48 35 40
62 56 40 54 55 59
45 55 37 37 55 47
47 51 La 54 62 59
40 40 56 47 41 49
38 60 47 47 34 52
39 40 50 65 46 65
52 54 32 36 61
40 44 73 52 44

&These numbers represent scores standardised both norma-
tivelyard ipaatively, with a mean of 50 and a standard
deviation of 10.

bInnovative district code nzbere begin with zero; non.
innovative prefix is one.
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and Croft prototypic profile scores116 used In the develop-

ment of the similarity scores.

TABLE 8

HALPIN AND CROFT'S PROTOTYPIC PROFILE SCORES

4, 0
0

I 0 4-1
43

O 0 0 0 d
0 Ps

. V
0

0 i :04
43

f-I

18li
eri
CO egip `44

0
0 Rbst 3

k 44 3 20

c4 VI DI A cg it #4
- 0

rei

Open 43 43 63 50 42 43 61 55

Closed 62 53 38 54 55 54 41 44

In Chapter III, the researcher proposed to take this

analysis one step further in an effort to discover any

atypical districts that might exist within the innovative

and non-innovative districts.

This step involved calculating similarity scores for

each district in the effort to determine if exceptions to the

general finding that innovative districts were more open"

and non-innovative districts were "more closed." These sim-

ilarity scores developed by comparing each district's profile

to the prototypic profiles are presented in Tables 9 and 10.

The data presented in Table 9 reveal that only two of

the eleven innovative districts proved to be exceptions by

116Halpin and Croft, 0. cit., p. 59.
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evidencing similarity scores indicating a tendency toward a.

closed climate. However, it is pointed out that the spread

between the open and closed similarity scores for both of

these districts is not large.

TABLE 9

SIMILARITY SCORES OF EACH INNOVATIVE DISTRICT. COMPARED
TO PROTOTYPIC OPEN AND CLOSED CLIMATES

District111
001/open .
001/closed
002/open e

002/c losei
003/open
003/closed
004 /open
004/closed
005/open
005/c losed
006/open
006/closed
007/Open .
00 /closed
008/open
008 /closed
009 /open
009/Closed
010/Open .
010/Closed
012 /open
012/Closed

43

04
DI

43
0
F.4

0

uS

O

O
c1

14
. . . 33

. 2
21

21231

. 7
. . 26
. 5

24
. 4

23
. . 11

. 8
8

27
. 3

3.6
6

13

14

1
11
10
20
29
19
21
13.

5
15
15

5
3
7

19

18
1
9

6
19

14
12
13

4
21

5
20

8
17
10

16
15

9
14
11

9
24

6
19

2
2

21
17

5
4
7

13
9
0

.4
21
25
10
14
17
13

6
2

3.

21

5
8
1

14
2

9
4
1

12

17
13
0

18
31

3.

14

9
24

16 2 14
5 18 3

16 18 5
5 2 6

23 2 6
13 18 5

3. 21 11
12 1 0

0 11 13
13. 9 2
17 4 9
6 16 20
9

13. 12
9

15
17

3 14
3

2
8 6 9
4 10 9
7 28 0 2

14 15
3 12 4

73
92
75

161 00

104
88
81
71

100
52

1A8

22

1
78
97

9i
91
92

Open

Open

Open

Closed

Open

Open

Open

Closed

Open

Open

Open
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of the thirteen districts in this group evidenced a climate

more similar to open than closed. That is, they had a much

lower similarity score when compared to the prototypic pro-

file for open and closed climates.

Fuether analysis of the data concerning these atypical

districts revealed that all of them tended toward the open

climate on the element "Thrust." This finding would seem to

indicate that these districts may be non-innovative in spite

of the fact that the superintendent "worked hard," i.e., ex-

hibited high "thrust." Thrust has been defined as (Chapter

I):
behavior by the superintendent which is charac- 4

terized by his evident effort in trying to "move the
organization." Thrust behavior is marked not by close
supervision, but by the superintendent's attempt to
motivate the staff through the example which he per-
sonally sets. Apparently, because he does not ask
staff to give of themselves any more than he willingly
gives of himself, his behavior, though starkly task-
oriented, is nonetheless viewed favorably by the staff.

It must be noted, however, that the similarity score

obtained on "thrust" was not in and of itself enough to

cause any of the atypical dl-itricts to tend to the open cli-

mate. It simply was the one low similarity score that each

held in common with the others.

Thus, while the first hypothesis held and innovative

districts as a group were shown to be more open than non-

innovative districts as a group, a few of the districts were

not typical of their group. Possible explanations for this

atypicalness will be further developed in Chapter V.
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The Data Raq21A2JIMI111212Lai...111121

In order to test these hypotheses, it was necessary to

obtain a mean of the eleven innovative districts' raw means

and a mean of the thirteen non-innovative districts' raw

means. (The raw means are shown in Appendix C) Following

this, a t-test was performed to determine if any significant

differences appeared between the means of the innovative

districts and the non-innovative districts. It will be

remembered that significance was to be tested at the 1 per-

cent, 5 percent, and 10 percent levels of significance. These

data are presented in Table 11.

The datLE211124121hLEMIAJIMUWA

The second hypothesis states:

Significant differences between highly innovative
and non-innovatlye school districts will be shown
to exist in elements of organizational climate
associated with the group behavior characteristics.

Corollary 1. Highly innovative districts will
be significantly less "disengaged" than will non-
innovative districts.

Corollary 2. Highly innovative districts will
reflect a significantly lower "hindrance" than will
non-innovative districts.

Corollary 3. Highly innovative districts will
exhibit a significantly higher "esprit" than will
non-innovative districts.

The data in Table 11 show that in the element "Disen-

gagement" of the Group Behavior dimension, the first coro/-

lary relating to this dimension did hold. That is,
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innovative districts did exhibit a significantly lower disen-

gagement than did non-innovative districts. This difference

was significant at the .05 level of confidence.

TABLE 11
COMPARISON OF THE MEAN SCORES FOR THE INNOVATIVE GROUP OF

DISTRICTS TO THE MEAN SCORES OF THE NON-INNOVATIVE
GROUP ON EACH SUB ST OF THE mu

Innovative Non-Innovative
Districts' Districtst

Subtext Mean S.D. Mean S.D. to

Disengagement 1.396 .0949 1.560 .1955 2.423b
Hindrance 1.806 .2785 1.686 .2109 1.148
Esprit 3.549 .1567 3.261 .2082 3.617c
Intimacy 20478 .2299 2.367 .1695 1.297
Aloofness 2.190 .1689 2.181 .2537 .095
Production
Emphasis 2.356 .2665 2.242 .2768 .9814

Thrust 3.360 .1920 3.203 1.435*a
Consideration 2.783 .3098 2.760 .173

aA 2--tailed t-test was used for the hypothesis relating
to "Intimacy since this hypothesis was stated in the null
form. This test requires a higher t value and would have to
show 1.717 to be significant at the 10% level, whereas a one-
tailed test,, as used for testing hypotheses 2 and 4 which
predict a direction, requires a t of 1.321 to be significant
at the 10% level.

bSignificant at .05 level,

°Significant at .01 level,

dSignificant at .10 level.

Disengagement has been defined in Chapter I as:

the group members' tendency to "not be with
it." The dimension describes a group which is
going through the motions, a group that is not
"in gear" with respect to the task at hand. In
re,ort, this subtext focuses upon an APT member's
behavior in a task-oriented situation.
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The second corollary of Hypothesis Two dealt with the

element IHindrance." No significant difference was found

between innovative and non-innovative districts in this ele-

ment. Thus, Corollary Two of this hypothesis does not hold.

In Corollary Wee of the second hypothesis, it was

stated that significant differences would be obtained in the

element "Esprit." This element proved to be highly differen-

tiating, reve sling a significant difference between innova-

tive and non-innovative districts at the .01 level of confi-

dence. Innovative districts were found to exhibit a sign:L'I-

cantly greater esprit than non-innovative districts.

Esprit is deltas! in Chapter I as:

. 4, refers to "morale." Members feel that their
social needs are being satisfied, and that they
are, at the same time, enjoying a sense of
accomplishment in their job.

Thus, two of the corollaries in the second hypothesis

held. "disengagement" was shown to be significant at the

.05 level of significanceetsprit" wee significant at the .01

level of significance. No significant difference was found in

the element tindrance."

Since direction was predicted, significance was tested

with a one-tailed t-teat of the means as described in

Chapter III.

The data related to the ulasumpleat

Hypothesis Three states:

No significant differences will be shown to
exist between highly innovative and non-innovative
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districts ia the "Intimacy" dimension of group
behavior chAracteristics,

The data presented in Table 11 show that this hypoth-

esis held. Innovative districts and non-::.nnovative districts

did not exhibit a significantly different degree of

"Intimacy."

The data related to the fourth hjpotheeie

The fourth hypothesis states:

Significant differences between highly innovative
and non-innovative school districts will be shown
to exist in the elements of organizational climate
associated with superintendent's behavior charac-
teristics.

Corollary 1. In highly innovative school dis-
tricts, superintend3nt's behavior will reflect a
significantly lower "aloofness" Vaan will super-
intendent's behavior in non-innovative districts.

Corollary 2. In highly innovative school dis-
tricts, superintendent's behavior will reflect a
significantly lower. "production emphasis" than will
superintendent 2s behaviox in non-innovative dis-
tricts.

Corollary 3. In highly innovative districts,
superintendent's behavior will reflect a signifi-
cantly higher "thrust" than will superintendent's
behavior in non-innovative districts.

Corollary 4. In highly innovative school dis-
tricts, superintendent's behavior will reflect a
significantly higher "Iconsideration" than will
superintendent's behavior in non-innovative dis-
tricts.

The data presented in Table 11 show thab in the ele-

ment "Aloofness," no significant difference between innovative

school districts and non-innovative school districts was

obtained. This corollary thus does not hold.
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Corollary Two deals with the element "Production

Emphasis." As in the first corollary, the presented data

reveal that no significant differences exist between ingpva-

tive and non-innovative districts. This corollary does not

hold.

The third corollary of Hypothesis Four stated that

superintendents in innovative school districts would evidence

a significantly higher "thrust." This element proved to be

differentiating, with the third corollary holding as signifi-

cant at the .10 level.

"Thrust" is defined in Chapter I as

behavior by the superintendent which is
characterized by his evident effort in trying
to 'Move the organization." Thrust behavior is
marked not by clobe supervision, but by the
superintendent's attempt to motivate the staff
through the example which he personally sets.
Apparently, because he does not ask staff to
give of themselves any more than he willingly
gives of himself, his behavior, though starkly
task-oriented, is nonetheless viewed favorably
by the staff.

The final corollary deals with the element "Consider-

ation." In this corollary, as in the first two corollaries

of the hypothesis relating to the Superintendent's Behavior

dimension. no signdficant differences were revealed. Thus,

the fourth corolla. Jes not hold.

It was found then that three of the four corollaries

in the fourth hypothesis failed to hold. The only corol-

lary that proved significant related to the element
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"Thrust." This difference was significant at the .10 level

of significance.

ALNIDAWILIE9lx
The researcher was concerned with whether or not the

Organizational Climate Descriptive Questionnaire would prove

a reliable way of describing "what exists" in the central

office of school districts. It will be remembered that the

climate of the organization is determined from the individual

administrative performance team member's perceptions of the

"way' things are. II

To determine this, the current researcher employed

one of the methods utilized by Halpin and Croft in their

original study with the OCDQ. This method involved correla-

ting the responses to the items on the questionnaire of the

even-numbered APT members with the responses of the odd-

numbered APT members in each district, subtest by subtest,

across the eleven innovative districts. Similarly, a cor-

relation coefficient was obtained for the non-innovative

districts.

The data from the reliaLility study are shown in

Table 12.

These data reveal a low reliability coefficient on

each of the eight oubtests indicating that separate items

within subtests received varying responses from individual

APT members. Innovative districts do reveal a higher
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coefficieht of reliability on the three elements (subtests)

from which significant differences mere obtained between

innovative and non-innovative districts. In the elements

*Disengagement," *Esprit," and " Thrust" innovative districts

evidence coefficients of .25, .18, and .:2 respectively.

TABLE 12

COMPARISON OF THE RELIABILITY COEFFICIENTe OF THE
INNOVATIVE DISTRICTS TO THOSE OF NON-INNOVATIVE

DISTRICTS FOR EACH SUB EST OF THE OCD4

Subtest Innovative Non-Innovative

Disengagement .25
Hindrance
Esprit

.0

.18
Intimacy .08
Allofneas -.04
Production Emphasis .04
Thrust 132
Consideration .01

-.09
.05

-.21
-.30
.30
.32
.28
.13

a
These reliability coefficients were obtained by the

odd-even method of computing reliability described in
Chapter III.

The finding of generally low reliability coefficients

suggests to the researcher that APT members in the districts

in the two samples do not perceive separate items in the

elements composing the climate as a group, but rather see

things as individuals--and differently--than other members of

the central office staff. The implications of, and possible

reasons for, this are explored in Chapter V.
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The current researcher used the odd-even method of

determining reliability beceuse he was mainly interested in

getting a measure of the groups' perception since he was

applying the instrument in a different locus from that in

which it had been originally developed. The OCDQ. as an in-

strument has been established as reliable by Halpin and

Croft117 through use of the split-half method (Table 13).

They also conducted a study of reliability in which individ-

ual group memberse perceptions were considered.

1111ImftrIlIMPINO

TABLE 13

HALPIN AND CROFT RELIABILITY COEFFICIENTS

OCDQ Subtests
Odd-Even

Respondents

Split -Half
Coefficient
Reliability

Disengagement
Hindrance
Esprit
Intimacy
Aloofness
Production

Emphasis
Thrust
Consideration

.59

.54

.b1

.49

.76

.73

.75

.63

.73

.65

.75

.60

.26

.55

.84

59

The current researcher did not use the split-half

method of computing reliability. It will be remembered that

as the OCDQ was adapted by him for use with central office

personal, nine items were deemed inapplicable and were

117Haipin and Croft, 9114.211, p. 49.
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dropped. This resulted in only five items each for the sub-

tests, "Hindrance" and "Production Emphasis." Statisticans

with whom the matter was discussed agreed that in order for

the split-half method to be employed, a minimum or six items

need to be included to provide a meaningful correlation.

The current researcher's study dealt with professional

central office staff and their superintendent in school dis-

tricts rather than in an individual school staff-principal

situation. low reliability coefficients obtained from

the current study when compared with those obtained by

Halpin and Croft present a situation of some interest.

The Current researcher's findings of significant dif-

ferences between innovative and non-innovative districts as

a group imply that there are indeed differences on certain

elements of the OCDQ between these districts. However,

personnel within each district's central office apparently

have enough diversity of perception that a low reliability

coefficient results in each subtest.

Teachers in individual schools, as revealed in the

Halpin and Croft study, as well as in the later even more

comprehensive study by Brown,118 appear N) perceive "things,"

i.e., what is actually going on around them, more in line

with their colleagues in the same building than do individ-

ual APT members in the current study perceive "what is" in

11
own, op. cit.
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agreement with their fellow team members. There is, it would

seem, more congruence of perception among the teachers.

Halpin and Croft, when discussing the issue of "what

is," presented the following narrative as an illustration.

It is especially appropriate here.

Obviously, answers to questions of the type that
we have used in the OCDQ provide not measures of
"fact," but measures of perception, and in this re-
spect, indices of attitudes. When you ask teachers
to describe the climate of their school, what you
get in response is, of course, a description of the
school according to the perception of each res ondento
If Miss Ann Thrope, in the fourth grade, escr bee
her principal as inconsiderate and tyrannical while
Miss Polly Annah describes him as extremely consid-
erate and thoughtful; one is tempted to ask, "But
really, which is he This is an unanswerable ques-
tion, for he can be said to be either, neither or
both. For our purposes, we have chosen to say
that he "is." Yet we know that this "is-ness"
must always be defined in respect to a specified
reference group.

Miss Thrope's perception of him influences the
way she behaves toward him, and in like manner,
Miss Annah's perception determines the way in which
she behaves toward hl.m. Hence we are confronted by
the perennial phenomenological dilemma; each person
is limited tp,Reeing the world through only his own
perceptions."

Tht implications of the reliability study are more

fully explored in Chapter V.

Other As cts of the stud
With the performance of the correlation study, the

essence of this research is complete. Other data were

readily available to the research worker, however, which if

119Halpin and Croft, 922.911., p. 19.
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they are not directly applicable to the research as designed,

did provide some additional Information and perhaps some

additional insights into the subject matter of the current

research. Innovation in the school setting has been the

subject of other research effort. Chapters I and II of the

current research study cite se7eral of 'these studies. The

other aspects of the current study attempt to serve the pur-

pose of providing additional data relative to the general

subject of innovation in the field of education.

The presentation and analysis of data in the final

section of Chapter IV is divided into two parts with respect

to the kinds of data presented. The first part is concerned

with reporting firdings relative to salient features of the

school districts included in the two samples of the study.

The researcher has collected data for each district in such

areas as: (1) tl average daily membership of pupils (ADM),

(2) the assessed valuation per pupil, (3) expenditure

per pupil, (4) the percent of expenditure per pupil that was

spent for instruction, and (5) the current (l963-64) school

tax rate. Significant differences between innovative and

ncl.lnnovative districts ftre tested through the use of the

Mann Whitney U-test as described in Chapter III. It will be

remembered that this test requires entering a table rather

than the t table used in vasting the hypot=heses that formed

the main body of the research. SignificmcQ iv toWced at

the .01, .05 and .10 levels.
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The second part of this section is concerrao with the

biographical data collected relative to the individual APT

members in each district. These data receive a statistical

treatment with significant differences tested between inno-

vative and non-innovative districts.

The data relative to characteristics677FiraTETFIFT8'
The average daily membership (ADM) of innovative

school districts was compared to the ADM of noninnovative

school districts. These data are presented in Table 14.

Examination of the data presented in this table indicates

that the districts do not significantly differ on this

aspect. Innovative districts were higher but not signifi-

cantly so. Student population of the school district thus

did not appear as related to innovativeness or non-

innovativeness.

In the comparison of assessed valuation per pupil

between innovative districts and non-innovative districts

presented in Table 15, no significant differences were ob-

tained. A IzI score of .319 was obtained; to be significant

at the .10 level of significance:a score of 1.645 must be

obtained. Thus, innovative districts are not revealed to

have any greater source of wealth per pupil than non-

innovative districts.
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TABLE 14

COMPARISON OF THE AVERAGE DAILY MEMEERSHIP IN
INNOVATIVE DISTRICTS TO THE

NON-INNOVATIVE DISTRICTS

Innovative
ADM Rank

88,320
20,779
12,298
12,224
7,942
7,216
5,913
5,970
5,263
30444
2,905

R1
ER1 =

Iz' = 1.5370

24
21
20
1
16
15
14
12
1$
8

16411,b
137.5

Non-Innovative
ADM Rank

53,920
8

23

11
25,35 22

,087 18
10,953 17
5,837 13
5,272 11
4,297 9
3,148 7
2,949 6
2,366 4
2,182 3
1,775 2
1,496 1

R
2
= 136

ER2 = 162.5

aWhere
Where
Where
Where

districts.

R.' is the tots1 rank for
ER1 is the expected rank
R2 is the total rank for
ER2 is the expected rank

armmommil

011.11110111.=1..,.....00111.

innovative districts.
for innovative districts.
non-innovative districts.
for non-innovative

then the "R" is greater than the "ER," the direction
of the difference is shown.

c
Significance levels = 1.645 at the .10 level.

1.960 at the .05 level.

2.575 at the .01 level.
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TABLE 15

COMPARISON OF IBE ASSESSED VALUATION PER PUPIL IN
INNOVATIVE DISTRICTS TO NON-INNOVATIVE DISTRICTS

Innovative
Val./Pupil Rank

Non-Innovative
Val./Pupil Rank

$34,763
27,290
23,847
21,403
19,092
16,287
140438
13,530
io,003

,789
5,584

m .319c

aWhere
Where
Where
Where

districts.

R1 22
ERi

23
22
20
19
17
14

9
8
7
3
1

143a,b
137.5

$39:827 24
25,881 21
12,942 18

1d,528 16
17,293 15
15,712 13
15,618 12
15,335 11
14,508 10
12,958 6
12,780 5
12,109 4

9,735 2

R2 = 157
ER2 = 162.5

Ri is the total rank for
EEI is the expected rank
R2 is tIle total rank for
ER2 is the expected rank

innovative districts.
for innovative districtwn
non-innovative districts.
for non-innovative

When the "R" Is greater than the HER," the direction
of the difference is shown.

eSignificance levels = 1.645 at tha .10 lev41,

1.960 at the A)5 level.

2.575 at the .01 level

The third aspect under consideration was a comparison

If innovative and noninnovative dIttricts relative to the

total expenditures of the diotrlat3 per pupil In average
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daily membership. The data presented in Table 16 reveal

that the innovative school districts did spend significantly

more money per pupil than did non-innovative school districts.

This was significant at the .10 level.

A comparison was made in the fourth aspect of the per-

cent of the total expenditures per pupil spent for instruction

between innovativedistricts and non-innovative districts..

These data are presented in Table 17. No significant differ-

ences were obtained from these data.

The final salient characteristic of the districts

studied was the school tax rate In Table 18 the presented

data reveal no significant differences existing between the

innovative and non-innovative districts in the study.

Neither type of district is making a significantly greater

tax effort than the other.

Thus, in these first four aspects studied, in only

one (total expenditures per pupil) was there a significant

difference. Innovative districts were found to expend

significantly more money per pupil than did non-innovative

districts. This was shown as significant at the .10 level

of significance. There were no significant differences

revealed in average daily membership, assessed valuation

pr pupil (wealth), percent of total expenditures per pupil

for instruction, or in the school tax rate.
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TABLE 16

Mt4PARISON OF THE TOTAL EXPENDITURE PER PUPIL
OF INNOVATIVE DISTRICTS TO
NON-INNOVATIVE DISTRICTS

IP.........1.111.e.4111111111.1111MMINNIIIMINNIONNINIreln

Innovative
Cost/Pupil Rank

Non-Innovative
Cost/Pupil Rank

$768.99
589.54
587.29
552.19
463.31
446.69
440.10
433.46
415.12
414.92
339.25

IV so 1.653c
111111111111111011MMINISI

R

22
21
20
18
15
14
13

2
166a,b
137.5

68
$592.584.04
45786
51.72
425.47
419.15
418.15
396.96
390.22
377.41
358.21
355.27
305.01

23
19
17
16
12
11
10
7
6
5
4
3

R2 = 134
ER2 n 162.5

aWhere R1 is the total rank for innovative districts.
Where ER1 is the expected rank for innovative districts.
Where R2 is the total rank for non-innovative districts.
Where ER2 is the expected rank for non-innovative

districts.
bWhen the "R" is greater than the "ER," the direction

of the difference is shown.

cSignificance levels = 1.645 at the .10 level.
1.960 at the .05 level.
2.575 at the .01 level.
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TABLE 17

COMPARISON OF THE PERCENT OF THE TOTAL EXPENDIVRE .

PER PUPIL SPENT FOR INSTRUCTION (LC.)
IN INNOVATIVE DISTRICTS TO
NON-INNOVATIVE DISTRICTS

varnommammesmomme....ma.atilaftOwemouMPWOMMOIPM.4 glIMMIIMMOISIISIONMOMMamMIMMIND
UNDINIMIO~MIUMIUM10

Innovative Non-Innovative
% for I.C. Rank % for I.C. Rank

72.7
71.b
70.2
70.2
69.6
69.5
6o.7
68.2
67.4
67.1
67.0

Ri

ER1 vs

szl 33 1.624e

41111111.1111.=00.1Wwwwwillommeimllauslik

21
19
14.5
14.5
12
11

5
3
2
1

109.5a,b
137.5

74.6
74.4
73.6
72.0
71.4
71.0
70.3
69.9
69.1
69.1
69.0
68.7
67.7

..easellwelP401111mobrir

24
23
22
20
18

16
17

13
9.5

3.5
6.5
4

11'1 190.5

ER = 162.5

eWhere RI is the total rank for innovative districts.
Where ER1 is the expectee -..mk for innovative districts.
Where R is the total r,ok for non-innovative districts.
Where ER2 is the expected mnk for non-innovativa

districts.

bWhen thQ "IR" to groDi-Alr thA.n the " thci dtrocAirm
of the difference is shown.

°Significance lolm)Q 1,645 at th6) ,1) loval,

1 0 at the lovi

2.575 at ttio n1
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TABLE 18

COMPARISON OF THE TOTAL SCHOOL TAX RATE
OF THE INNOVATIVE DISTRICTS TO THE

NON - INNOVATIVE DISTRICTS

Innovative
Tax Rate Rank

Non-Innovative
Tax Rate Rank

35.06
30.7
30.6
29.5
28.8
28.2
27.8
23.64
23.56
23.4
22.4

24
21
20
19
17
15
13
10

3.5
= 159,5a,b

ER2 = 137.5

IZ1 rt 1.276C

31.7
31.0
29.2
28.4
28.0
25.4
23.9
23.1
22.7
22.5
22.4
20.5
19.4

23
22
18
16
14
12
11
7
6

5
3.5
2
1

m 140.5
ER:;- m 162.5

afters
Where
Where
*sera

illotrtets,

Ri is the total rank for
ER

1
is the expected rank

11,-. Is the totAi rank for
a IR the expwAPtI rank

hUtin "R" 14 gr;--.4-4t,=,( thtt
*If thci alffArtiog; Is

fIos4,04 1; tip

Innovative districts.
for innovative strlets,
non-tnnovstive Ostrtrts,
for Troin-lmwvatIve

1,(4-1 at thp,

1.4 o) 1,1v4

I

"
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The data relative to biographical
aiFFETTEDRICTITTfai members

The final aspect dealt with in this research concerned

an examination of certain biographical data collected rela-

tive to APT members in the districts. The biographical data

examined are: (1) the wean age of APT members, (2) the mean

years of experience in the profession of education, (3) the

mean years of experience in the present district's central

office. Innovative districts as a group were compared to

non-innovative districts as a group. These data are pre -
\

rented in Table 19 and are shown as frequency distributions.

TABLE 19

FREQUENCY DISTRIBUTIONS OF TRG BIOGRAPHICAL DATA OBTAINED
FROM THE OCDQ FOR THE INNOVATIVE AND NON-INNOVATIVO

GROUPS OF DISTRICTS

amour.. ...mamim...ar..... var.- - - - No,,.a

Innovntilw Howitioovativ.?

tl

IT
)

tI
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The researcher calculated a t-test of the means for

statistical comparison of the data in each of the three

biographical aspects examined. To be significant at the .10

level of significanma t of 1.321 must be attained. These

data are presented in Table 20.

TABLE 20

COMPARISON OF THE BIOGRAPHICAL DATA OF APT MEMBERS
IN INNOVATIVE DISTRICTS AS A GROUP TO THOSE IN

NON-INNOVATIVE DISTRICTS AS A GROUP

Factor
Innovative Non-Innovative a

Mean Std. Dev, Mean Std. Dev.

Age 147.00
Yrs. in Educ. 20.69
Yrs. on Staff 7.66

11.070
8.661
5.427

47.50
19.62
7.88

9.850 0.352
9.000 0.794
7.089 0.229

aTo be clignificanf, at the .10 level of significance, a t
itf 1 in wonld have to he obtktrocL

Ri0MitIRtluti thc. OptA rPuPpIA tIPL

fliffPrPHI,PA 11,f.o=al; 1111;1 111111)1nAtima #11Rttict P;10 thP /111

iti707 f41f0-1 tft t 11,77, thc-,7-

# # I

I
'k I # t F., , ?14,

-(1 141 I tor i I 1; 1,11 "

(k440 (4il 1,46 ipf/
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In the second hypothesis dealing with the Group Dimen-

sion of Organizational Climate, Corollaries One and Three,

predicting significant differences between Innovative and

non-innovative districts on "Disengagement" and "Esprit,"

held at the .05 and .01 levels of signiftmaxerespectively.

The second corollary did not hold.

The third hypothesis predicted that no significant

differences would exist between the two samples in the ele-

ment "Intimacy." This hypothesis held.

The fourth hypothesis referred to the dimension of

superintendents' behavior and contained four corollaries.

Only one corollary held. Coo17,3(ry Three, which dealt with

the element "hunt," revealed tD. significant J1:ference at

the 10 1 4 ve I :If EiNtafice.109 wi_th Itiovp Ve (11 fj tO1 0 t I et, pet

1 tit 3 t ILO tiP4IP f 4-) re fieL 1:11-1r, rP "Th " 1,107+1 iv) I-1

iitifvp t, I -QP

TV; t )
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This reliability study was conducted to enable the

researcher to obtain a measure of group's perception of

"what is" and was not to determine the reliability of the

instrument itself. This being so, the "odd- even" method of

obtaining a reliability coefficient was used. The low reli-

ability coefficients obtained thus indicate that staff mem-

bers in central offices do not tend to see things the same.

This may suggest that the use of the instrument as a single

measure in a single school district central office is limited.

This and other implications of the reliability study are

stated more fully in Chapter V.

The chapter concludes with an examination of data un-

related to the hypotheses of the study. Data related to

certain characteristics of the liptricts Included in the

t4tudy were collc4rtPd (.1 Innowalve 9n1 tion-tone otive Ms-

trlots wPrrl pui4i1, Of fivP Popeci-.o 44ttid1 p0, It tl9F4 ff_o100

t4i6i4r0_4 WAS a olo Ifieent diffprrt thc-1 lo "r
OfLIA04 klItoPrt imiwoptilya tui tiit limovotit;=44
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CHAPTER V

SUMMARY, CONCLUSIONS, AND IMPLICATIONS

A problem was determined to exist in the acceptance

and diffusion of new ideas and practices in the field of

education. This research nas concerned itself with an exam-

ination of an aspect of the innovative process currently

existing in the State cf Ohio. The focal point of the re-

search has been the central office in innovative and non-

innovative school districts within the State. This investi-

gation had as its primary purpose the exploration of the

possible influence organizational climate or elements of

organize Tonal climate, as depicted by the central office

administrative performance team in selected Ohio school dis-

tricts, may have on the innovativenese of a school district.

A secondary function of the research became that of

determination of the applicability of the Organizational

Climate Descriptive Questionnaire as a single instrument for

use with central office staff. The OCD2, which served as

the main data-gathering instrument, had been determined in

several preceding studies to be a useful instrument when

dealing with individual school staffs.

A third function, secondary in nature also, was to

collect data unrelated to the hypotheses of thg, study, but

171
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relative to the districts involved in the study which would

serve to extend knowledge about the innovative process and

might relate to certain characteristics of school districts.

Four hypotheses were stated at the outset of the

study:

1. Highly innovative school district adminis-
trative performance teams will evidence a climate
which c.an be described as more "open" than will non-
innovative school district administrative performance
teams.

2. Significant differences between highly inno-
vative and non-innovative school districts will be
shown to exist in elements of organizational climate
associated with the group behavior characteristics.

Corollary 1. Highly innovative districts
will be significantly less

Highly
than will

non-innovative districts.

Corollary 2. Highly innovative districts
will reflect a significantly lower "hindrance"
than will non-innovative districts.

Corollary 3. Highly innovative districts
will exhibit a significantly higher "esprit" than
will non-innovative districts.

3. No significant differences will be shown to
exist between highly innovative and non-innovative
districts in the "intimacy" element of group
behavior characteristics.

4. Sianificant differences betweeil highly
innovative and non-innovative school districts gill
be shown to exist in the elements of organizational
climate associated with superintendent's behavior
characteristics.

Corollary 1. In highly innovative school
districts, superintendent's behavior will reilect
a significantly lower "aloofness" than will super-
intendent's behavior in non-innovative districts.
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Corollary 2. In highly innovative school
districts, superintendent's behavtor will reflect
a significantly lower "production emphasis" than
will superintendent's behavior in non-innovative
districts.

Corollary 3. In highly innovative school
districts, superintendent's behavior will reflect
a significantly higher "thrust" than will superin-
tendent's behavior in non-innovative districts.

Corollary 4. In highly innovative school
districts, superintendent's behavior will reflect
a significantly higher "consideration" than will
superintendent's behavior in non-innovative
districts.

This final chapter of the study has three purposes:

(1) to summarize the major findings, (2) to draw conclusions

that seem evident from the findings, and (3) to state the

implications of the study to the field of education.

§unuAri

Sources of the data

The 313 school districts which participated in the

1964 Ohio innovations Survey served as the population from

which the samples were drawn. From this population, there

were obtained the thirteen non-innovative districts and the

eleven innovative districts from which data were secured.

TO the central office administrative performance team

members of each of these twenty-four school districts was

administered the Organizational Climate Descriptive Question-

naire. The instrument was administered personally by the

researcher to the APT members in each district at one sitting

during rata spriils in 1965%
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Treatment of the data

The data relative to the hypotheses were treated in

two different ways, Since the first hypothesis deals with

climate in a manner which can be called global and does not

predict a significant difference, the data were handled

mathematically rather than statistically. Through the use

of similarity scores, the research worker was able to test

his first hypothesis.

The second, third, and fourth hypotheses were tested

statistically through the application of a t-test of the

means. Since the third hypothesis was stated in the null

form, a two-tailed test was used rather than the one-tailed

t-test that was applied in the second and fourth hypotheses

which did predict a significant difference.

In the effort to gain insight about the applicability

of the Organizational Climate Descriptive Questionnaire to

the central office of school districts, an odd-even correla-

tion study was conducted as described in Chapt .r III. This

correlation stidy does not measure the reliability of the

instrument but rather measures the agreement of the percep-

tions staff members have about the characteristics of their

particular central office. Since the climate is what is

reflected by the group's perceptions, this step was taken to

indicate the degree to which a climate could be discerned in

any one particular district through the singular use of the
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The other aspects of the study involved collecting

pertinent data relative to such characteristics of the dis-

tricts in the study as the average daily. membership of

pupils; the assessed valuation per pupil, the expenditure

per pupil, the total expenditure per pupil that was spent for

Instruction, and the current tax rate in the district. The

comparison between innovative districts and non-innovative

districts was treated statistically through the use of the

Mann-Whitney. U test, These data provided additional informa-

tion about the relevance of the five factors to innovative-

nese.

Further, the researcher had available biographic data

about each APT member in each of the districts in the study.

These data were also analyzed to see if there was revealed

any important information about personal characteristics of

central office staff members and possible relation to inno-

vation in school districts.

F., 1.g.

The findings are summarized and reported as they re-

late to the stated hypotheses. A summary of the reliability

study is reported immediately after the major findings of

the research. Following the reliability study, the remain-

ing secondary findings are summarized.



Js-

125

The first hypo hhes is .---The hyputio in prwi I tn

that innovative school districts will evidence a more open

climate than non-innovative school districts, In order to

test this hypothesis, the standusdized mean score of the

innovative districts and the non-innovative districts on each

of the subtexts was compared to the prototypic scores for

open and closed climates as developed by Halpin and Croft.

A similarity score was thus obtained.

It was found that innovative districts were move sIMI-

lar to the open climate than the closed. Conversely, al-

though not predicted, non-innovative districts were more

similar to the closed climate. The hypothesis, thus, holds.

Innovative districts did evidence a climate which could be

described as more open than did non-innovative districts.

_:illzp....'Ihesecozothesis.--In the second hypothesis,

significant differences were predicted between innovative

and non-innovative districts in the elements of group be-

havior labeled ''Disengagement,'] "Hindrance," and nbprit."

It was prediced that innovative districts would exhibit

significantly less disengagement, lower hindrance, and a

significantly higher esprit than their non-innovative coun-

terparts. Significance was tested by a ttest of the means

at the .01, .05, and .10 levels.

Two of these corollaries held. Innovative districts

were found to be significantly less disengaged. This

ti
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corollary held at the .05 level of sighificanee. Innovative

school districts were also found to evidence a significantly

higher esprit than non-innovative school districts. This

corollary held at the .01 level of significance. No signifi-

cant difference was obtained in the element "Hindrance."

ItettAncljaptotheill.--The third hypothesis of this

study dealt with the fourth element of the group behavior

dimension labeled "Intimacy." This hypothesis predicted

that no significant difference between innovative and non-

innovative districts would be obtained. The test of signifi-

cance was again a t --test but since no direction of signifi-

cance was predicted, a two-tailed t-test was employed rather

than the one-tailed t-test utilized in testing the second

and fourth hypotheses.

This hypothesis held. No significant differences were

obtained.

311112majamIhesis.--The fourth hypothesis relates

to the entire dimension of superintendentts behavior. Sig-

nificant differences were predicted in all four elements of

this dimension. Superintendents in innovative districts were

predicted to evidence significantly lower aloofness, lower

production emphasis, higher thrust, and higher consideration

than superintendents in non-innovative districts.

One of these corollaries held. Superintendents in

innovative school districts did evidence a significantly



128

higher thrust. This corollary held at the .10 level of

significance.

Reliability ala

The reliability study conducted as described in Chap-

ter III was to enable the research worker to obtain a measure

of a group's perception of "what is

Generally low reliability coefficients were obtained.

This has some implication to the use of the OCDQ wits central

office staffs as a single instrument in determining an organ-

izational climate miss as existing in any particular

central office, This is further discussed later in this

chapter.

2111112antalAAAAM
Additional data were gathered relative to the school

districts involved in the major emphasis of this research

which, while not directly related to the research effort as

designed, did provide additional information about the gen-

eral subject matter of the research. These other aspects

of the current study hopefully will serve the function of

providing further insight into the general subject of inno-

vation in the field of education.

Data were collected about the average daily membership

of pupils, the itemised valuation per pupil, the expenditure

per pupil, the percent of expenditure per pupil that was



4

129

spent for instruction,- and the current (19j3-64) school tax

rate for innovative and non-innovative districts.

Another aspect which was investigated involved data

relative to certain biographical characteristics of the

administrative performance team members.

Data relative to characteristics of the school dis-

tricts.--The five aspects examined relative to characteris-

ties of the innovative and non-innovative districts were

statistically tested for significant differences. One

characteristic was found to be significantly different when

innovative districts were compared to non-innovative dis-

tricts. Innovative districts were found to expend a signifi-

cantly greater amount of money per pupil than did non-

innovative districts. Thf.s difference was significant at the

.10 level.

Datarelatior'aphical characteristics of APT

members.--Biographical characteristics studed included:

(1) mean chronological age of APT' members, (2) mean years of

experience in the education profession, and (3) mean years

of experience in the present school district's central office.

No significant differences were revealed to exist between

innovative and non-innovative districts in these three

factors.
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Conclusions

After consideration of the findings from the study,

several conclusions can be stated,

1. Innovative school districts as a group do tend to

exhibit a more "open" orgemizational climate and conversely,

non-innovative school districts exhibit a mere "closed" cli-

mate as measured by the Organizational Climate Descriptive

Questionnaire. It can be concluded ben since a certain

internal organizational feature (open climate) has been shown

to appear more often in school districts identified as inno-

vative and less often in school districts identified as non-

innovative, that another dimension to the process of inno-

vation in school districts exists. This dimension has been

labeled "central office omanizational climate" in the cur-

rent research.

2. However, when the participating districts' organi-

zational climates :Ire analyzed separately, several exceptions

evidence themselves. For example, five of the non-innovative

districts produced an "open" organizational climate and two

of the innovative evidenced a "closed" climate. Thus, the

researcher would further conclude that the OCDQ, as presently

constructed,although it appears to be a useful indicator of

a potentially innovative atmosphere, does not seem to be a

sufficient single comxehensive measure of the "climate for

change" in a single district.
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3. the data from this research indicate that three of

thm eau/anti§ ftseribed b.r tha 004 are significantly ralated

to the inneiativeness of school districts. The superinten-

dent in innovative districts is revealed to have greater

"thrust" (highly motivatotd and hard working). The staff in

innovative districts as a whole are shown to be lees "dis-

engaged" (feel pride in achievement; are personally enthused

and involved in their work) and exhibit more "esprit" (have

good morale and a sense of accomplishment) than do the non-

innovative administrative performance teams.

Thus, it may be concluded from the data the only cer-

tain aspects of central office organizational climate are

related to innovativenees and that if these aspects occur

together, the conditions in a district would appear such that

at least within the central office, barriers to change may

be modified.

4. The findings from this study agree with the re-

search findings and writers at reported in Chapter II rela-

tive to the importance of personal involVement of staff in

the tasks at hand as opposed to "tellira what to do" by an

authority figure as one of the key variables in effecting

change. All three of the elements which Iliad as significant

reflect this conclusion. Further agreement with other re-

search findings is found that "the more congiuence the chief

administrator is able, by his actiCnis, to bring about between
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the needs of individuals in the organization and the needs

(task accomplishments) of the organization, the more likely

the organization is to move toward its goal. "120 Examination

of the op ational definitions of the three elements which

held as significant as well as of the individual items which

appear within the subtests relative to these three elements

will substantiate this conclusion even further.

5. One factor in the portion of the research devoted

to other aspects revealed itself as significant. The total

expenditure of money per pupil in the districts was found to

be significantly greater in innovative districts.

This finding agrees with Kumpfts research and the eon-

elusions reported in Ross as cited in Chapter I-
1 21

.to the

extent that innovativeness appears to be related t6 the total

expenditure per pupil. But, no evidence was found to support

Kumpt,Ross, or Rogers in their findings of a high relation-

ship bets een the financial resources of a school district and

innovativeness. No significant differences were found in the

aspect "assessed valuation per pupil" between innovative and

non-innovative distrietse Thus, it can be further concluded

that available wealth !itself is not a single determining fac-

tor of innovativeness but that willingness to expend this

wealth for schools may be one of several impinging factors.

.4=WORNSO

120Einv Chapter II, p. 55.

221si026., Chapter /, p. 5.
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An interesting anomaly did present itself in the study

of the other aspects related to characteriitics of the dis-

tricts. Since per pupil expenditure was significantly

related to innovativeness and assedsed valuation (wealth

that could be taxed) was not, one would have expected to find

the current tax rate in innovative districts significantly

higher. They were spending more with no more taxable wealth

than non-innovative districts. This was not the case hoW-

ever. Innovative districts were not found to have a signifi-

cantly higher tax rate. This needs further study. It could

mean that innovative districts received a greater amount of

State support and for were utilizing in greater amounts fed-

eral assistance programs.and thus were receiving more money

in addition to that collected from local taxes.

This study does show then _that more dollars expended

per pupil occurs as a feature of innovative school districts.

It also shows that financial resource does not appear a neces-A

sary requisite among the districts .studied. The findings

Indicate that while expenditure per pupil apparently has some

relationship to innovativeness, other factors too appear in

juxtaposition with innovativeness. The interrelationship of

variables will need to be subjected to much further study.

The researcher concludes then that expenditure per

pupil is related to innovativeness in school districts but

that it is only one of several factors which influence

innovation.
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6. The generally low reliability findings result in

some question about whether central office staff members per-

ceive "what is" in a particular district as a group. The

data indicate great variability of perception in the school

districts within each subtest (element). This indicates

that central office personnel perceive "what is" much more

individualistically in regard to the organizational climate

of their organization than do teachers within a single build-

ingo Thus, the current research worker's assumption that

Halpin and Croft's Organizational Climate Descriptive Ques-

tionnaire would provide a good single measure of the organi-

zational climate within a district's central office does not

appear to hold true because the great variability of percep-

tion of APT members may not allow for a clearly delineated

organizational climate as measured by the OCDQ. He concludes

therefore that use of the OCDQ as a single instrument for the

determination of individual district central office's recep-

tivity to change remains open to question.

But, it should be remembered that even with the vari-

ability, of response on separate items within the subtexts, a

picture of "what is" within the districts did issue and that

this picture was significantly different on three elements

(subtexts) of organizational climate between innovative and

non-innovative districts.

7. The final conclusion to be stated serves in large

part as a summarization.
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Some of the factors which operate within a school dis-

trict to facilitate or inhibit change have been suggested ty

this research even though no final conclusion can be made

about their relative importance to change in a district or

their influence and relationship to each other or to other

variables determined by previoas research. It has been

shown in this exploratory research that certain factors

heretofore not identified do appear along with innovative-

ness in school districts that do not appear in districts
.

that are not identified as innovative. Thus, as a result of

this study, more is known about the behaviors and conditions

which are associated with innovation, and something more can

be inferred about the direction in which these behaviors and

conditions should be channeled.

However, as noted, the possible interrelationships of

variables that appear ea related to innovativeness are not

shown by this study. Whether some variables are more effi-

cacious and by their nature more able to modify negative

influences to "hange, cannot at this time be shown. Perhaps

there is a hierarchy or ordering of variables with some

quite crucial to change, others helpful in providing a

receptive atmosphere but not nearly so influential.

This study has shown, for example, much as Carlson's

study322 has shown, that wealth is not nearly as powerful a
111.1111111111W AMR=

222§upra, Chapter I, P. 7.
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predictor of 5i.Avativeness of a district as may have been

formerly thought, althOugh the body of research that has been

built Up previously is such that this variable cannot be dis-

counted. Thus, this factor may have had its relative impor-

tance overrated. Where does it stand, however, in juxtaposi-

tion with the other variables which the current research

suggests and which other research is beginning to suggest?

This question remains unanswered. It can be concluded that

there are several factors which impinge upon the degree of

innovativeness of school districts and that some of these

may as yet be unidentified.

Thus, the researcher must further conclude that while

his research may have opened the door a little farther, it

raises more questions than it gives answers. The current

research has been exploratory and this was its stated intent.

Future researchers are faced with the continuing task of

further identifying and classifying the factor: which pro-

duce an environment receptive to change as well as finding

the relative importance of these factors.

As previously stated, and apparent from research in

other disciplines, in order for planned change to become a

useful process for improving educational practices, possible

change agents must be identified and utilised. The search

for factors influencing change must continue if the field

of education is to develop the organised attack on obsoles-

ce ice Walch the term planned ehahge implies.
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Several implications issue from the findings of cur-

rent research and the conclusions drawn from `liege findings.

Many of these implications are in the form of questions which

the research raises and all are suggestive of further re-

search. The current researcher sees the following implica-

tions to the field of education arising out of his research.

1. No clear-cut reasons are apparent that would

account for finding some districts to be atypical of the

sample in which they were placed. There were "open° dis-

tricts to be found in the non-innovative sample and "closed"

districts to be found in the innovative sample even though

the first hypothesis held.

There are probably still remaining as yet unidenti-

fied factors which affect the innovativeness of a school

district. This research was exploratory and sought to

identify factors residing in the organizational climate of a

district central office which appeared related to innovative-

turas. The task of showing direct relationship of these

factors to each other and to other factors affecting tile

innovativeness of districts, or for that matter of definitely

establishing #bgt the factors identified are directly related

to innovation, remains for future research work.

Indeed, in the current researcher to opinion, it can

be learlyAsplied that the point where generalisations can
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be made is not yet at hand. The greatest value of the cur-

rent research may be simply that it has illustrated that the

problem of providing for more innovativeness in education is

far more complex than previously suggested and that there

exist any number of impinging factors which influence nega-

tively and positively the process of innovation.

For example, the central office staff in some dis-

tricts may be inhibited or encouraged by a closed or open

board of education. The influence of boards of education on

innovativeness has not been subjected to study and yet this

group is by law the policy - making body of a district. The

receptivity of a board to the idea of its district adopting

the new and untried may indeed affect the innovativeness of

a district.

2. The element "Thrust" was shown to be significantly

higher in innovative school districts as a group. However,

all five of the non-innovative districts which evidenced a

similarity score classifying them as tending to an "open"

climate held a higher thrust score in common. This may in-

dicate that if superintendent's "Thrust" is related to inno-

vativeness in a district, the element alone is not of suf-

ficient power to overcome other more change-inhibiting

factors. Perhaps, however, when it appears along with the

other two elements which held as significant, high "sprit"

and low *Disengagement," something positive affecting the

degree of receptivity to change in a district occurs.
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Again, it is pointed out that possible interrelation-

ship of significant variables was not a part of this study,

but the previous finding relative to "Thrust° does imply

that there maybe factors that appear related to innovation

which while they maybe helpful in creating a receptivity to

change, are not crucial factors in and of themselves. Thus,

there may be implied an ordering of factors in some kind of

hierarchy or appearing in juxtaposition which influences

innovativeness.

3. The findings from the reliability study may hold

some implication. It will be remembered that the reliabil-

ity coefficient obtained was a measure of group perception

rather than a study of the reliability of the OCDQ. It

measured how well individuals within a group (APT) perceived

things as a group.

The low reliability coefficients obtained indicate

that APT members rtispond differently to individual items

within subtests (elements). It has already been suggested

in the conclusions that this may limit the usefulness of the

OOM as a single instrument for use in discovering the organ-

izational climate in any one school district central office.

Yet used, as it was, with several districts, the OCDQ did

uncover significant differences and the researcher was able

to show mathematically a relationship between innovation and

%openness." It is interesting and important to speculate why

the low cofficient of reliability was obtained.
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At the outset, however, it is again pointed out that

even with the variability of response on separate items

within the subtexts (elements), a picture does issue about

"what is" within the districts, and that picture was signi-

ficantly different on three of the elements of organizational

climate when innovative districts were compared to non-

innovative districts. Whether the picture obtained on the

other five elements would have been clearer if the items

within those subtests had received more congruent responses

is not known and cannot be discerned.

It should also be noted that the highest reliability

coefficients were obtained ft,r the innovative districts on

those three elements which held as significant. The ele-

ments were 1Disengagement," "Esprit," and "Thrust."

Nevertheless, generally low reliability coefficients

were obtained and reveal a lack of close agreement among APT

members on separate subtest items. The apparent fact that

individuals within the same central office did not respond

similarly requires examination.

The administrative performance team in any district's

central office is composed of individual specialists, with

the possible exception of the superintendent. Even the

superintendent in his role as a generalist is probably more

expert in some aspects of the educational, endeavor than in

others.



Individual APTAPT members responding from their special
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8"mmm"mw"area of administrative or supervisory expertise might well

lar specialist's. own profesrional frame of reference,

responds from his own value structure about what is of rela-

allowed, or indeed encouraged, a response from the particu-

lar

agree on a particular single item within a subtext

depending upon the nature of the item. For example, the

item dealing with whether or not the superintendent is well

prepared when he speaks at school functions (Item 46, sub-

test

of the school operation only--the teacher-learner

point is that there may have been enough of this kind of

to the same questionnaire, applied as it originally was to

situation. Central office personnel are responding from

Business and Finance Director who feels the superintendent

than from the Curriculum Director who is quite satisfied that

the superintendent's treatment is most complete. Each

rela-

tive importance.

their individual school.and.principal, are responding to one

test "Thrust"123) may evince a different response from the

is too superficial in his public treatment of school finance,

item, perhaps only one or two in a particular subtext, which

their various positions of responsibility concerned as they

223See Appendix A-4.

Other examples of the same type could be cited and the

Teachers, on the other hand, responding essentially
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are with special fragments of the whole. Individuals con-

cerned with finance, budget-making, special curricula, gen-

eral curricula, pupil personnel, transportation, professional

personnel, and the many other areas cf specialty that may be

found in a central office of a complex school operation

might indeed be expected to respond with less congruence to

any one of the items within particular subtests. And, as it

developed, this is apparently what happened.

But, while not all of the central office administrative

performance team agreed that the superintendent exhibited a

certain kind of behavior, or that the group reflected certain

behaviors or characteristics, on any particular item within

a subtest when the subtest is examined as a whole, a picture

of "what exists" within e district does emerge even though

it may be somewhat cloudy and incomplete. This indistinct

picture did reveal that innovative districts were signifi-

cantly different from non-innovative districts on three of

the elements making up organizational climate.

4. The concept of openness versus closedness in organ-

izational climate is directly related to similar concepts

about the openness or closedness of an individual =s person

ality. Both types of climates are illustrative of certain

behavior patterns within the organization. This would sug-

gest that there may be sonic- relationship between the openness
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of individuals who are members of an 'administrative per-

formance team and innovation.

This researcher would recommend that openness and

closedness of individuals within a central office school

district and the possible relationship to innovation be

considered for future research studies.

The researcher further recommends the use of an

instrument such as the Rokeach_DogmaVism Scale as a compara-

tive measure between individuals on the APT of innovative

and non-innovative districts as c point from which to start.

Too, it may to that only certain individuals within a

central office staff are critical to a change-receptive cli-

mate. Attention may need to be given to the particular role

dimension a staff member has. Perhaps, for example, it is

not so important for the Business Manger to be receptive to

change so long as the Superintendent or certain key curricu-

lum workers are, or perhaps the influence on the receptivity

of a change depends on the nature of the change itself.

5. Should individual openness of certain personnel be

discovered as a key variable, this has great implication to

the screening procedures of individuals entering programs of

preparation for leadership positions in education. If open

individuals cause an open climate and if an open climate Is

critical to planned change, then it would seem some measure

of openness ought to become a part of the screening process

of future administrators*
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This may also imply an incisive look at professional

preparation programs in education. Are these programs such

that certain personality types are more readily attracted to

them, or are the patterns of training and the kinds of

experiences provided of a nature from which largely issue

certain personality types?

6. The general lack of agreement within a particular

district as to "what is" may carry with it a further impli-

cation. Since there is this diversity of perception which

existed within central office staffs and which did not exist

among the elementary and secondary school staffs in previous

research involving the use of the 00:04, there may be implied

some rather basic differences between individuals who are

teachers and individuals who achieve central office leader-

ship positions. Why should the reliability coefficients of

the individual school staffs be high and when the instrument

is applied to central office APT, be low? What is different

about the two groups of people?

On' the basis of the limited evidence, it cannot be

generalized that individuals who assume central office

leadership positions are more individualistic than those who

remain in the classroom, but the reliability data collected

would suggest that this might be so.

Teachers within schools do appear to perceive things

("what is") mgore in accord with their colleagues than do
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APT members. There is more congruence of perception among

the teachers than among the APT members included in the cur-

rent research. 124

Halpin and Croft in their original study cite a study

by Cuba, Jackson, and Bidwell which may indicate why. the

reliability coefficients between the sample in the current

study and those obtained in studies involving teachers might

differ.225

The findings (of.the tuba, Jackson, and Bidwell
study] showed that the needs most characteristic
of this group of teachers were high deference,
order, and endurance and low heterosexuality,
dominance and exhibition

Somehow, through educational experiences the
initial personality differences of teachers
coalesce into a common personality pattern,
Whether or not this process occurs by genuine
change in non-conformist personalities or by
attrition as non-conformists drop out, remains
a moot question.

Perhaps then, individuals who become educational

leaders become so partly as a result of their individuality

and different perceptional background. The current re-

searcherls low reliability figures would seem to indicate

this.

7. It is possible to speculate too, that the nature

of the innovation itself may make some difference in its
eg....111111110111

1243101, Chapter 1 pp. 104 and 106.

225Halpin and Croft, on. eft., p. 113.
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acceptance. Some types of school districts may readily

adopt certain innovations and yet be reluctant to adopt

others. Would researchers be likely to find districts

highly innovative, far example, in their business and

finance departments and lead so in the area of curriculum if

the Business Director was open and the Curriculum Director

not? Could such wide diversity of personality exist side by

side in an effective organization? Or, is the way the

superintendent acts and reacts critical to certain kinds of

innovation. Some explanation of the atypicalness of certain

of the districts included in the samples may lie in an

examination of the nature of the adopted innovations within

the districts, as well as the nature of the persons charged

,with the responsibility for the various aspects of central

office activity. Future researchers may wish to concentrate

some attention on this.

8. Attention should be called to the fact that the

districts included in the current research tend to be among

the larger districts in the State. This is due to the selec-

tion criterion requiring at least five members to be on the

central office administrative performance team. In smaller

districts much the same kind of relationship may exist

between superintendents and individual building principals

or any other proftssional administrative and supervisory

personnel. This researcher thus suggests that additional



147

research be conducted to inciude thcao subordinates in

place of the usual central 'office AMI. Some new underutand-

ings relative to innovation in the small school district

setting may issue from such research studies.

9. It has been generilly concluded that climate, or

certain elements of climate, appear along with innovative-

nese in school distrL.cts. Some question may be raised about

the best way to discern climate. The researcher has already

suggested that climate could perhaps be inferred by studying

the individual personality makeup of APT members, or at

least of determined key APT members.

Rather than inferring organizational climate from the

varied personalities of the administrative performance team

it would seem that an even better way would be to further

develop the OCDQ. The researcher would suggest that s strong

contribution could be made by some future researcher by

building upon the concepts, and theory of the original OCDQ

developed by Halpin and Croft and so develop a more perfect

instrument for application to administrative staffs.

The current study has revealed the Organizational

Climate Descriptive Questionnaire to be of value in describ-

ing the climate residing in the central office. Revealed, as

it was, to have some value in its crudely adapted form, it

would seem most important that it be further developed and

refined into a sophisticated tool for tascription.
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LaTtlaitlailtAttegi

This research has been an exploratory Study into the

organizational climate existing in the central office of

Innovative and non innovative school districts in Ohio.

The merit of any research study lies as much in the

new questions it raises as in the answers it gives. An

exploratory study such as this one merely opens the door a

little furlher so that more precise and sophisticated research

may follov. It is hoped that this will occur and that the

current study will serve as a lead from which many can follow

as the answers to the problem of creating responsive and

planned change in the school setting continue to be aought.
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APPENDIX A

A-1 the Original Organizational Climate Descriptive
Questionnaire

A-2 Items by Subteet in the Original OCDQ

A-3 The Central Office Organizational Climate
Descriptive Questionnaire

A-4 Items by Subtext in the Central Office QCDQ



S.HENDIX A-1

ORGANIZATIONAL CLIMATE DESCRIPTION QUESTIONNAIRE

A. W. HALPIN and D. B. CROFT

The items in this questionnaire describe typical be-

haviors or conditions that occur within an elementary-school

organization. Please indicate to what extent each of these

descriptions characterizes sour school. Please do not eval-

uate the items in terms of "good" or "bad" behavior, but read

each item carefully and respond in terms of how well the

statement describes your school.

The descriptive scale on which to rate the items is

printed at the top of each page. Please read the Irstructiors

which describe how you should mark your answIrs.

The purpose of this questionnaire is to secure a

description of the different ways in which teachers behave

and of the various conditions under which then must work.

After you have answered the questionnaire we will examine the

behaviors or conditions that have been described as typical

by the majority of the teachers in your school, and we will

construct from this description, a portrait of the Organiza-

tional Climate of your school.

t
Note: This instrument includes buffer items which the authors

used to fill out the IBM cards. These five items are
not scored. The questionnaire scores are based on 64
items. The buffer items are numbers 45, 65, 67, 68,
and 69.

151
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Marking Instructions

Printed below is an example of a typical item found

in the Organizational Climate Description Questionnaire:

1. Rarely occurs

2. Sometimes occurs

3. Often, occurs

4. Very frequently occurs

Teachers call each other by their first names. 1 20p1
In this example the respondent marked alternative 3 to

show that the interpersonal relationship described by this

item "often occurs" at his school. Of course, any of the

other alternatives could be selected, depending upon how

often the behavior described by the item does, indeed, occur

in your school.

Please mark your response clearly, as in the example.

MUSE PAR SURE THAT YOU MARK MARY =M.
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V

5-7 School:.

153

BIOGRAPHICAL INFORMATION

your ec o0

Please place a check mark to the right of the appropriate
category.

8. Position: Principal 1.

Teacher 2.

Other 3.

9. Sex; Man 1.

10. Age:

Woman 2.

20-29 1.

30-39 2.

40-49 3.

50-59 4.

60 or over 5.

11. Years of
experience In
education: 0-9 1.

10-19 2.

20..29 3.

30 or over N 4.

12. learn at
this school: 04 1.

5'09 2,

3.

20 or over 4.

11111111101110,

allais=11.11

1011111111111MINIONIN1111MMINI

41101=01111M1111IMIIIIIIM

aftetspaftwirstmapper0

111111111111111111141101111.11111111101111111

artememmonsmersmoili
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1. Rarely occurs
2. Sometimes occurs
3. Often occurs
4. Very frequently occurs

13. Teacherts closest friends are other
faculty members at this school. 1 2 3 4

14. The mannerisms of teachers at this school
are annoying.

15. Teachers spend time after school with
students who have individual problems.

16. Instructions for the operation of
teaching aids are availeible.

17. Teachers invite other faculty to visit
them at home.

1 2 3 4

1 2 3 4

1 2 3 4

1 2 3 4

18. There is a minority group of teachers who
always oppose the majority. 1 2 3 4

lg. Extra books are available for classroom use. 1 2 3 4

20. Sufficient time is given
administrative reports.

21. Teachers know the family
other faculty members.

22. Teachers exert group pressure
conforming faculty members.

23. In faculty meetings, there is
of "letts get things done."

24. Administrative paper work is burdensome
at this school.

to prepare

background of

on non-

a feeling

25. Teachers talk about their personal life
to other faculty. members.

26. Teachers seek special favors from the
principal.

27. School supplies are readily available for
use in claeework.

28. Student progress reports require too much
work.

1 2 3 4

1 2 3 4

1 2 3 4

1 2 3 4

1 2 3 4

1 2 3 4

1 2 3 4

1 2 3 4

1 2 3 4
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1. Rarely occurs
2. Sometimes occurs
3. Often occurs
4. Very frequently occurs

29. Teachers have fun socializing together
during school time. 1 2 3 4

30. Teachers interrupt other faculty members who
are talking in staff meetings. 1 2 3 4

31. Most of the teachers here accept the faults
of their colleagues. 1 2 3 4

32. Teachers have too many connnittee requirements .1 2 3 4

33. There is considerable laughter when teachers
gather informally. 1 2 3 4

34. Teachers ask nonsensical questions in
faculty meetings. 1 2 3 4

35. Custodial service is available when needed. 1 2 3 4

36. Routine duties interfere with the job of
teaching. 1 2 3 4

37. %bashers ptepare administrative.reports by
themselves. 1 2 3 4

38. %Washers ramble when they talk in faculty
meetings. 1 2 3 4

39. Itachers at this school show much school
spi?it. 1 2 3 4

40. The principal goes out of his way to help
teachers. 1 2 3 4

41. The principal helps teachers solve personal
problems. 1 2 3 4

42. Teachers at this school stay by themselves. 1 2 3 4

43. The teachers accomplish their work with
great vim, vigor, and pleasure. 1 2 3 4

44. The principal'sets an example by working
hard himself. 1 2 3 4
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1. Rarely occurs
2. Sometimes occurs
3. Often occurs
4. Frequently occurs

45. The principal does personal favors for
teachers. 1 2 3 4

46. Teachers eat lunch by themselves in their
own classrooms, 1 2 3 4

47. The morale of the teachers is high. 1 2 3 4

48. The principal uses constructive criticism. 1 2 3 4

49. The principal stays after school to help
teachers finish their work. 1 2 3 4

50. Teachers socialize together in small
select groups. 1 2 3 4

51. The principal makes all class-scheduling
decisions. 1 2 3 4

52. Teachers are contacted by the principal
each day. 1 2 3 4

53. The principal is well prepared when he
speaks at school functions. 1 2 3 4

54. The principal helps staff members settle
minor differences. 1 2 3 4

55. The principal-schedules the work for the
teachers. 1 2 3 4

56. Teachers leave the grounds during the
school day. 1 2 3 4

57. The principal criticizes a specific act
rather than a staff member. 1 2 3 4

58. Teachers help select which courses will be
taught. 1 2 3 4

59. The principal corrects teachers, mistakes. 1 2 3 4

60. The principal talks-a great deal. 1 2 3 4

61. The principal explains his reasons for
criticism to teachers 1 2 3 4



1. Rarely occurs
2. Sometimes occurs

3.
Often occurs

. Frequently occurs

62. The principal tries to get better
salaries for teachers.

63. Extra duty for teachers is posted
conspicuously.

64. The rules set by the principal are never
questioned.

65. The principal looks out for the personal
welfare of teachers.

66. School secretarial service is available for
teachers' use.

67. The principal runt the faculty meeting like
a business conference.

68. The principal is in the building before
teachers arrive.

69. Teachers work together preparing administa-
tive reports.

70. Faculty meetings are organized according
to a tight agenda.

71. Faculty meetings are mainly principal-
report meetings.

72. The principal tells teachers of new ideas
he has run across.

73. Teachers talk about leaving the school
system.

74. The principal checks the subject-matter
ability of teachers.

75. The principal is easy to understand.

76. %%etchers are informed of the results of a
supervisor's visit.

77. Grading practices are standardized at this
school.
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I 2 3 4

1 2 3 4

1 2 3 4

1 2 3 4

1 2 3 4

1 2 3 4

1 2 3 4

1 2 3 4

1 2 3 4

1 2 3 4

1 2 3 4

1 2 3 4

1 2 3 4

1 2 3 4

1 2 3 4

1 2 3 4



1. Barely occurs
2. Sometimes occurs
3. Often occurs
4. Frequently occurs

78. The principal insures that teachers work to
their full capacity.

79. Teachers leave the building as soon as
possible at day's end.

80. The principal clarifies wrong ideas a
teacher may have.

81. Schedule changes are posted conspicuously
at this school.
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1 2 3 4

1 2 3 4

1 2 3 4

1 2 3 4
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min, FORM IV, ITEMS THAT COMPOSE THE 8 SUBTESTS:

Teacher's Behavior

I DISENGAGEMENT
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14. The mannerism' of teachers at this school are
annoying.

18. There is a minority group of teachers who always
oppose the majority.

22. Teachers exert group pressure on nob-conforming
faculty members.

26. Teachers seek special favors from the principals.
30. Teachers interrupt other faculty members who are

talking in staff meetings.
34. Teachers ask nonsensical questions in faculty

meetings.
38. Teachers ramble when they talk in faculty

meetings.
42. Teachers at this school stay by themselves.
50. Teachers socialize together in small select groups.
73. Teachers talk about leaving the school system.

II HINDRANCE

-16. Instructions for the operation of teaching aids
are available.

-20. Sufficient tine is given to prepare administrative
reports.

24. Administrative paper work. is burdensome at this
school.

28. Student progress reports require too much work.
32. Teachers have 'too many committee requirsments.
36. Routine duties interfere with, the job of teaching.

III ESPRIT

15. Teachers spend time after schocl with students
who have individual problems*

19. Extra books are available for classroom use.
23. in fitculty meetings, there is a feeling of

"let's get things done."
27. School supplies are readily available for use in

Glasswork.
31. Most of the teachers here accept the faults of

their collengues.
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33. There is coneiderable laughter when teachers
gather informally.

35. Custodial service is available when needed.
39. Teachers at this school show much schoiA spirit.
43. The teachers accomplish their work with great

vim, vigor, and pleasure.
47. The morale of the teachers is high.

IV INTIMACY

13. Teachers' closest friends are other faculty mem-
bers at this school.

17. Teachers invite other faculty to visit them at
home.

21. Teachers know the family background of other
faculty members.

250 Teachers talk about their personal life to other
faculty members.

29. Teachers have fun socializing together during
school time.

-37. Teachers prepare administrative reports by
themselves.

69. Teachers work together preparing administrative
reports.

gualluella Behavior

V ALOOFNESS

46. Teachers eat lunch by themselves in their own
classrooms.

52. Teachers are contacted by the principal each day.
56. Teachers leave the grounds during the school day.
64. The rules set by the principal are never

questioned.
-66. School secretarial serviea is available for

teachers' use.
67. The principal runs the faculty meeting like a

business conference.
70. Faculty meetings are organized according to aFaculty

agenda.
71. Faculty' meetings are mainly principal-report

meetings.
-76. Teachers are informed of the results of a superm

vigor's visit.
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VI PRODUCTION EMPHASIS

51. The principal makes all class-scheduling decisions.
55. The principal schedules the work for the teachers.
59. The principal corrects teachers' mistakes.
60. The principal talks a great deal.
63. Extra duty for teachers is posted conspicuously.
74. The principal checks the subject-matter ability

of teachers.
78. The principal insures that teachers work to their

full capacity.

VII THRUST

40. The principal goes out of his way to help teachers.
MI The principal sets an example ay working hard

himself
48. The principal uses constructive criticism.
53. The principal is well prepared when he speaks at

school functions.
61. The principal explains his reasons for criticism

to teachers.
65. The principal looks out for the personal welfare

of teachers.-
68. The principal is in the building before teachers

arrive.
72. The principal-tells teachers" of new ideas he has

run across.
75. The principal is easy to understand.

VIII CONSIDERATION

41. The principal
problems.
The principal
The principal
finish their w
The principal
differ,nces.
Teachers help
The principal
teachers.

helps teachers solve personal

45. does personal favors for teachers.
49. stays after school to help teachers

ork:
54. helps staff memberseettle minor

58. select which courses will be taught.
62. tries to get better salaries for



162

APPENDIX A-3

CENTRAL OFFICE ORGANIZATIONAL CLIMATE QUESTIONNAIRE(1.)

The items in this questionnaire describe behaviors or

conditions that occur within a central office administrative

and supervisory staff organization. Please indicate to what

extent each of these descriptions characterizes amour central

office organization . Please do not evaluate the items in

terms of "good" or "bad" behavior, but read each item care-

fully and respond in terms of how well the statement describes

your school.

The descriptive scale on which to rate the items is

printed at the top of each page. Please read the instructions

which describe how_ you should mark your answers .

The purpose of this questionnaire is to secure a des-

cription of the different ways in which central office staff

members behave and of the various conditions under which they

must work. After you have answered the questionnaire, the

behaviors or conditions that have been described as typical

by the majority of staff members will be examinat and con-

structed from this description will be a portrait of the

Organizational Climate of your central office.

Complete anonymity is desired so do not write your name

on the questionnaires.

1.1 This is an adaptation of the Organizational Climate
Description Questionnaire as developed by A. W. Halpin and
D. EL Croft And is geed with the authors, permission.
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Marking Instructions

Printed below is an example of a typical item foand in this

questionnaire:

1. Rarely occurs

2. Sometimes occurs

3. Often occurs

40 Wry frequently occurs

Staff members call each other by their first names. 1 2 (3) 4

In this example the respondent marked alternative 3 to

show that the interpersonal relationship described by this

item "often occurs" in his districts central office. Of

course, any of the other alternatives could be selected,
depending upon how often the behavior described by the item

does, indeed, occur in your central office.

Please mark your response clearly, as in the example.

PLEASE EE SURE THAT YOU MARE: EVERY ITEM.
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Biographical Information

l--3. School District
.1717M-E"The name o

Please place a check mark to the right of the appropri-

ate category.

4. Area of major administrative or supervisory
responsibility:

Chief Administrative Officer
(i.e., Superintendent) 1.

Supervision: Curriculum and Instruction 2.

Administration: Curriculum and
Instruction 3.
Pupil Personnel 4.

Professional Personnel 5

Business Administration and Finance 6..
Building and Grounds 7.

Transportation 8.

Other (please specify) 9.
.5. Administrative or Supervisory Responsibility

is largely:
Elementary 1.

Secondary 2.

General 3.
6. Sex:

bale 1.

Female 2.
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7, Age : 25 - 34 1.

35.644 2.
45 - 54 3.
55 621 4.

65 or over 5#

8. Wars of experience in education:

6 - 4 1.

5 9 2.....-
16 ob 19 3.
20 or over 4..

10o Ware in central office:
0 - 4 1...............
5 m 9 2.

10'0.19 3.
20 or over 4.

.r
I
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1. Rarely occurs
2. Sometimes occurs
3. Often occurs
P Very frequently occurs

11. Central office staff members' closest friends
are other administrators and/Or supervisors
in the central office.

12. The mannerisms of the central office admin-
istrative and supervisory staff members are
annoying.

13. Staff members'invite other central office
colleagues to visit them at their homes.

14. There is a minority group on this staff who
always oppose the majority.

15. Sufficient time is given to prepare
administrative reports.

16. Staff members know the family background of
other staff members.

17. Group pressure is exerted on non-conforming
staff members.

18. In staff meetings there is a feeling of
Let's get things done."

19. Administrative paperwork is burdensome in
this office.

1 2 3 4

1 2 3 4

1 2 3 4

1 2 3 1,6

1 2 3 4

3- 4

1 2 3 4

1 2 3 4

1 2 3 4

20. Staff members talk about they personal life
with other staff members. 1 2 3 4

21. Staff members seek special favors from the
superintendent. 1 2 3 4

22. Supplies are readily available for use. 1 2 3 4

23. Reports require too much work. 1 2 3 4

24. Staff members have fun socializing together
during working hours.. 1 2 3 4

25. Milberg interrup other central staff members
who are talking in staff meetings. 1 2 3 4

M

1
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1. Rarely occurs
2. Sometimes occurs
3. Often occura
4. Very frequently occurs

26. Most of the central staff here accept the
faults of their colleagues,

27. Central office staff have too many
committee assignments.

28. There is considerable laughter when the
staff gathers informally.

29. Nonsensical questions are asked by various
members in staff meetings.

30. Routine duties interfere with the job of
administrative and for supervisory
leadership here.

31. Staff members prepare administrative
reports by themselves.

32. Staff members ramble when they talk at
staff meetings.

33. Staff shows m=11 "school spirit."

34. The superintendent goes out of his way to
help the staff.

35. The superintendent helps staff members
solve personal problems.

36. Staff members in this office .stay by
themselves.

37. Staff accomplish they work with great vim,
vigor, and pleasure.

38, The superintendent sets an example by
working hard himself.

19. The superintendent does personal favors
for staff members.

1 2 3 4

1 2 3

1 2 3 Li

1 2 3

1 2 3

1 2 3

1 2 3 4

1 2 3

1 2 3

1 2 3

1 2 3 zi

1 2 3 4

1 2 3 it

1 2 3 4

40. Staff members eat their lunches by themsn1ves.1 2 3 4

41. The morale of this staff la high. 1 2 3 4
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1. Rarely occurs
2. Sometimes occurs
3. Often occurs
4. Very frequently occurs

42. The superintendent uses constructive
criticism. 1 2 3 4

43. The superintendent stays after hours to help
staff finish work. 1 2 3 4

44. Staff members socialize together in small
select groups.

45. Staff members are contacted by the
superintendent each day.

46. The superintendent is well prepared when he
speaks at a school function.

47. The superintendent helps staff members
solve minor differences.

48. The superintendent schedules the work for
the staff.

49. The superintendent corrects staff members'
mistakes.

50. The superintendent talks a greal deal.

51. The superintendent explains his reasons
for criticism to the staff.

52. The superintendent tries to get better
salaries for the staff.

53. The rules set by the superintendent are
never questioned.

54. The superintendent looks out for the
personal welfare of the staff.

55. Adequate secretarial service is available
for each staff member.

56. The superintendent runs staff m9etings like
a business conference.

1 2 3 4

1 2 3 4

1 2 3 4

1 2 3 4

1 2 3 4

1 2 3 4

1 2 3 4

1 2 3 Li

1 2 3 4

1 2 3 4

1 2 3 4

1 2 3 4

1 P 3 4
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1. Rarely occurs
2. Sometimes occurs
3. Often occurs
4. Frequently occurs

57. The superintendent is in the office before
staff members. 1 2 3 4

58. Staff works together preparing administrative
reports. 1 2 3 4

59. Staff meetings are organized according to a
tight agenda. 1 2 3 4

60. Staff meetings are mainly superintendent-
report meetings. 1 2 3 4

61. The superintendent tells staff of new ideas
he has run across. 1 2 3 4

62. Staff members talk about leaving the system. 1 2 3 4

63. The superintendent checks on the special
technical abilities of central office
administrators and supervisors. 1 2 3 4

64. The superintendent is easy to understand. 1 2 3 4

65. The superintendent insures that staff works
to full capacity. 1 2 3 4
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APPENDIX A-4

CENTRAL OFFICE ORGANIZATIONAL CLIMATE DESCRIPTIVE
WASTIONNAIREt ITEMS THAT COMPOSE

THE 5 BUBTESTS:

Staff Behavior

I Disengagement

170

12. The mannerisms of the central office administra-
tive and supervisory staff members are annoying.

14. There is a minority group on this staff who always
oppose the majority.

17. Group pressure is exerted on non-conforming staff
members.

21. Staff members seek special favors from the
superintendent.

25. Members interrupt other central staff members who
are talking Li staff meetings.

29. Nonsensical questions are asked by various mem-
bers in staff meetings.

32. Staff members ramble when they talk at staff
meetings.

36. Staff members in this office stay by themselves.
44. Staff members socialize together in small select

groups.
62. Staff members talk about leaving the system.

II Hindrance

-15. Sufficient time is given to prepare admintstrative
reports.

19. Administrative paperwork is burdensome in this
office.

23. Reports require too much work.
27. Central office staff have too many committee

assignments.
30. Routine duties interfere with the job of admin-

istrative and/Or supervisory leadership here.

III Esprit

18. In staff meetings there is a feeling of "Let's
get things done."

22. Supplies are readily available for use.
26. Most of the central staff here accept the faults

of their colleagues.
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28. There is considerable laughter when the stet
gathers informally.

33. Staff shows much ilschool spirit."
37. Staff accomplish their work with great vim,

vigor, and pleasure.
111. The morale of this staff is high.

IV Intimacy

20. Staff members talk about their personal life with
other staff members.

11. Central office staff members' closest friends are
other administrators and/Or supervisors in the
central office.

13. Staff members invite other central office col-
leagues to visit them at their homes.

16. Staff members know the family background of other
staff members.

24. Staff members have fun socializing together
during working hours.

-31. Staff members prepare administrative reports by
themselves.

58. Staff works together preparing administrative
repor#8.

.§22e rintende nt s Behavior

V Aloofness

110. Staff members each their lunches by themselves.
45. Staff members are contacted by the superintendent

each day.
53. The rules set by the superintendent are never

questioned.
-55. Office secretarial service is available for each

staff member.
56. The superintendent runs staff meetings like a

business conference.
59. Staff meetings are organized according to a

tight agenda.
60. Staff meetings are mainly superintendent-report

Neetings.

VI Production Emphasis

118. The superintendent
staff.

119. The superintendent
mistakes.

50. The superintepdent

schedules the work for the

corrects staff members'

talks a great deal.
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65. The superintendent insures that staff works to
full capacity.

63. The superintendent checks on the special techni-
cal abilities of central office administrators
and supervisors.

VII Thrust

34. She superintendent goes out of his way to help
the staff.

38. The superintendent sets an example by working
hard himself.

42. The superintendent uses constructive criticism.
46. The superintendent is well prepared when he

speaks at a school function.
51. The superintendent explains his reasons for

criticism to the staff.
54. The superintendent looks out for the personal

welfare of the staff.
57. The superintendent is in the office before staff

members.
61. The superintendent tells staff of new ideas he

has run across.
64. The superintendent is easy to understand.

VIII Consideration

35z The superintendent helps staff members solve per-
sonal problems.

39. The superintendent does personal favors for staff
members.

43. The superintendent stays after hours to help staff
finish work.

47. The superintendent helps staff memterseettle
minor difference: Li

52. The superintendent tries to get better salaries
for the staa.





Dear

As you are aware there is, at present, an Ohio /nnova.
tions Study to determine the extent and nature of innovative
practice in the school districts of the State of Ohio. You
have indicated your interest in the study by being one of
the over 300 districts which responded to requests for in-
formation about innovative practices in your district.

I am conducting further research relative to innovation.
This research is an outgrowth of the "Ohio Innovations
Study" and is being conducted by the writer to extend the
knowledge gained from this study as well as to satisfy dis-
sertation requirements for the Ph.D. degree at The Ohio State
University.

This research requires the administration of a descrip-
tive questionnaire to the, central office administrative per-
formance team of selected school districts in the State. For
the purposes of this research, supervisors, business offl-
dials, and other professional personnel in the central office
as well as "administrators" are considered as administrative
performance team members. The instrument requires approxi-
mately thirty minutes for completion and for valid results
must be administered by the researcher to all members col-
lectively, at one sitting. It could easily be taken care of
at one of your regular staff meetings, in a minimum of time.

The only criterion is that the central office perfor-
mance team, with membership as previously described, consist
of at least five members. The latest State Directory lists

members of your administrative performance team
(including you, of course). All, or most of these, ought to
be present for the administration of the questionnaire. It
is most essential that you, as chief administrative officer,
be present.

May I have thirty minutes of your and your staff's time
to conduct this phase of what promises to be a eigulfloant
research study? I will telephone you within the next few
days to receive your answer and to set up the most convenient
time for me to come to your district.

Cordially yours,

Larry W. Hughes, Superintendent
Crestline Public Schools
Crestline, Ohio

l'714



I

APPENDIX C

C-1 Raw Mean Scores for Each of the Twenty -Four Districts
on Each of the Eight Subtests of the OCDQ

02 Selected Characteristics of Highly Innovative School
Districts

C-3 Selected Characteristics of Non-Innovative School
Districts

175



APPENDIX C-1

MEAN SCORES (RAW MEAN) FOR EACH OP TIM IMENTY -FOUR
DISTRICTS ON EACH OF THE EIGHT SUB STS

OF THE OCDQ

CO 0
02

00

001 1.243 1.886 3.510 2.449 2.143 2.429 3.460 2.257
002 1.400 1.680 3.514 2.857 2.086 2.560 3.200 2.840

04
003 1.514 1.657 3.592 2.653 2.265 2.829 3.683 2.97101.500 2.400 3.65 2.314 2.257 2.080 3.067 2.600
005 1.273 1.964 3.468 2.558 26013 2.054 3.232. 2.491
006 1.350 1.600 3.738 2.595 2.024 2.833 3.722 3.533
007 1.320 1.920 3.429 2.057 2,257 2.280 3.311 3.040
008 1.556 1.689 3.349 2.2318 2.635 2.178 3.407 2.489
009 1.400 2.100 3.500 2.762 2.167 2.333 3.389 2.968
010 1.367 1.300 3.905 2.500 2.023 2.100 3.241 2.533
012 1.433 1.667 3.381 2.270 2.222 2.244 3.247 2.578
101 1.514 1.743 3.184 2.408 2.490 2.171 3.127 2.514
102 1.430 1.720 3.557 2.229 2.273_. 2.100 3.467 2.720
103 1.420 1.400 3.143 2.257 2.286 2..760 3.444 2.680
104 1.633 1.467 3.167 2.357 1.927 2.333 3.148 2.967
105 1.843 1.686 3.041 2.265 2.225 1.943 2.429 1.971
106 1.260 1.560 3.771 2.629 2.029 2.480 3.533 3.160
107 1.463 1.979 3.271 2.429 1.977 2.000 3.304 2.621
108 1.517 1.233 3.238 2.357 1.929 2.233 3.444 2.867
109 1.917 1.767 2.905 2.000 2.238 1.967 2.796 2.500
110 1.860 2.000 3.229 2.714 2.229 2.320 3.000 2.960
111 1.600 1.767 3.35 2.405 2.286 2.633 3.352 3.167
112 1.350 1.825 3.268 2.339 1.732 1.775 3.333 2.650
113 1.467 1.767 3.262 2.381 2.738 2.433 3.259 3.100

3.76
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APPENDIX 0-2

SELECTED CHARACTERISTICS OF HIGHLY INNOVATIVE
SCHOOL DISTRICTS

enr. ....11. ro ewe...

School Total Instructional
Assessed Tax Cost Cost per Pupil
Val. per Rate per

District A.D.M. Pupil (Mills) Pupil Cost %
goWormelonwer..1=lowa.mftypliMINNWVO.M111.0s.w.ms

,Ma.ONMONNNE~N~

002 7,942 $ 21,403 28.8
009 3,444 23,847 27.8
005 88,320 144,377 23.56
010 5,263 34,763 23.64
006 2,905 13,003 30.7
001 12,224 130530 35.06
003 5,570 107,888 28.20
004 5,913 5,584 29.50
012 20,979 16,287 23.4
008 12,298 19,092 22.4

=0.01mowlmollemselwallormamsommum

$589.54
587.29
339.25
552.19
440.10
463.31
415.12
446
4313.4.92

446.69

$409.93 69.5
408.74 69.6
238.24 70.2
279.50 68.7
309.03 70.2
310.43 67.0
297.40 71.6
391.04 67.1
301.65 72.7
301.12 67.4

.01111MINIMIM

Sources: Basic Financial Data of Ohio School Districts,
CEA Research Repor o um us o .ouca on ssoc a on,
1964); Costs AveraCit Extriaa-.6 oun coo ems, rom

partment ofY

Education, 1964).
0 UM Us



APPENDIX C -3

SELECTED CHARACTERISTICS OF NON-INNOVATIVE
SCHOOL DISTRICTSropm!

IF.MMIN=IMMINIIIINNINIPUIMM11111110011%11111Mliw'
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Assessed
Val. per

District A.D.M. Pupil

School
Tax
Rate
(Mills)

Total
Cost
per
Pupil

Instructional
Cost per Pupil

Cost %

102 10,953
103 2,182
112 53,920
111 3,148
108 1,775
101 5,272
109 5,837
104 2,949
113 11,087
106 1,496
105 2,366
110 4,297
107 25,358

$ 18,528
39,827
172,933
15,618
9,735
14,508
12,780
12,109
15,335
25,651
12,958
15,712
19,942

31.7
19.4
22.7
22.4
25.4
23.9
29.2
20.5
28.0
22.5
31.0
28.4
23.1

$425.47
592.58
419.15
377.41
305.01
358,21
390.22
355.27
468.04
457.86
396.96
251.72
418.15

$303.85 71.4
401.00 67,-7
308.43 73.6
263.75 69.9
210.60 69.0
257.94 72.0
269.74 69.1
249.76 70.3
347.60 74.3
314.33 68.7
274.15 69.1
336.97 74.6
296,89 71.0

Sources: Basic Financial Data of Ohio School Districts
OBA Research Report o um us: o t uca on ssoc a on,
1964); CoEilii:ikmmDail Meibershi in Ohiols
Cit Eitel-neeteinl-Saloo ,= ems, rom

y , o une s o um us ; D-partment of
Education, 1964).
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