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Section |

A Logical Structure for Exuamining
Change Roles in Education

This paper will propose & classification schema of processes
related to and necessory for change in education. Through an ex-
plication of these prccesses, the authors will attempt to analyze
extant and projected change roles in education.

The logical stru;ture presented in this paper gres in response
to years of frustration in trying to talk about the change process in
eduéatFOn in global terms. Ho~ many articles have been published in
education bemoaning the research reports which have been gathering
dust on library shelves instead of influencing school practice? It
seem$ to us that such disuse is probably ¢ppropriate since most re-
search, even that which can be defended from a sclentific point of
view, has Vittle to say to practitiorers. And why should It? Research
ts conducted to advance kno.ledge ond rot directly to influence proc-
tice; It has to be evaluated on its 0.n terms - terms of Internal and
external valldity. But resecarchers are being castigated for not
tackling '"real problems' while practitiorers bu'ld up quilt feelings
because they are not using resear;h to meke Jecisions. That this
dilemna has practical and regatlive lmpafi on m:n working In the field
is neatly l1lustrated by Miles who noteh that Richard Suchman (and

his ""discovery method") was on the one hand lebeled "a Messiah" by

_som~ researchers and conversely belabored as a would-be curriculun

developer by curriculum peoplec.
'HelthEn Miles, "Son: Propositions on Rescarch Utilization in

Education. " Discussion documzint fo- ATRA (omittze on Rescarch
Utiti2ation, Barch 23, 1955, p. 13,
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The geneslts of this dilenma seems to us to lle in an over~
simpliflication of, or ignorante of, the range of processes and.func-
tions which affect change In 2 social process fleld, Should public
schools, '"allocate an approptiate proportion of thelr annual operating
budgets - not less than one percent~ for the suppori of research,
experimentatior, and Innovation,' as rccommended by the NEA Project
on Instructlo;\?2 The enswer to that queslion apgears to depend,
flrst, on what those terms mean, end seccnd, on how public schools
will be related to other change agents and change rechanisms in
educetion. it Is possible and rexssonable to argue that operating
agencies In a soclal process field, I.e., schools in the case of
educatinn, shculd have Internallized yoals which celate directly
to self-improvement of the operating system. |f thls i¢ an accept-
ahle proposition, the objective of advancing knowledge in the social
process‘f!eld as 8 whole, i.e. research, would appear 0 be inapprop-
rlate to the school, but formulating a new solution to an operating
problen, l.e., invention, might be approp-iate if other ag-wles
and Individuals weée not mobilized to provide thi: tervice. The
function most appropriate to the tchool, ho~eves, aould see» to be
trylng, Installing, end Instituticnalizing changes which tave an
efflicacious Impact on the systen, aad the "rgsea{ch’likc“ e-ohatiz
of the systen's activities In atco-plishling :hl;‘fUﬂct!oh vight be
described with a term such 35 '‘operations cesearch' or "'quallty
control .

Many Individuals have begun to recognize that to-elhing o

toreone is missing In our thinking Mile: (1luninate: this golnt

.
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2Rationa) tdutation Association Project on Insteutt’on, Schools

he Siziles; A turmrary of the Repot: of thz NA Project 02 Inileuts
wachi«gton, 0.€ 73 Natvonsi Educa’lon A<tociation of the united




by attempting to specify divergent rescarch utilization roles, e.g.,
the engineer, the ficld tester, the quality contiol man, the county
agent (its equivalent), &nd the home demonstration agent (its equiv-
alent).3 The ¢ame cffort was made by Kimball Wiles In his presenta-
tion to the ASCD Seminar on Strategies for Curriculunm Change when
he sllocate” such functions or processes as basic research, field
testing, and evaluation to agenﬁles outside the school system, and

- stated that, "Innovation occurs outslde the school system. Diffuslon
‘and integration occur within the system.”“ At the same session,
Ronald Lippitt talked about the ''gap betwieen new knowledge and 2du~
cational engineering,' a phencwienon he refers to as the retrieval
of ‘expertness.® The call for the educational englneer, the translator,
the middle-rman, has become common In educational meetings and pub!lica~
tions.

It 1s toward this same.area that we have been directing our
thinking., 1f It is true that the relatlionship of varlous processes
and functions In the change process In edutation have been over=
simplified, what concepts serve to describe the evidently more com:
plicated relationship adequately? If i I3 true that we need & new

breed of middle men or organizations; what is it that they are In

R

dop, clt., pp. 12-13.

bximball Wiles, "An Historical look at fducational Change Procestes,"
(A surmary prepared by The Center for the Study of Instruction), Wathington,
0.C.: National Education Aszociation, 1965, p.3.

5Ronald Lippitt, "Roles and Procestes of Cursriculu™ {hange,"
(A surrary prepared by The Center for the Study of instruction),
Washin ton, 0.C.: National Education Astotiation, 1965, p.2.




thg middle of? Flgure | represents our best effort to date to ex-
bilcate this middle ground and thgse more useful concepts, and will
form the basis for the remainder of our dlscussioﬁ in this paper.

Before exsmining this figure in detail, it is Imperative
that several caveats be called to your attention, and that certain
basic terms be defined in order to make the schema intelligible,

The caveats are two in number: flrst, the schema has been
constructed on logical grounds, largely unsupport;d, by empirical
research, Seccnd, the schema represents a uni-dimensional analysis
of change roles, but of course such roles are influenced and deter-
mined by & multi~dimenslonal range of variables not entirely
accommodated by the structure.

To return to the first of these limitations, there is indeed
little empirical research to which the exaniner can turn, particularly
'n education. Richard Carlsoﬁ's studies of Lhe tchool superintendent
have examired one individual role tn relation to one facet of the
change process (adoptlon).6 Henry Brickell discussed institutionat
roles relating to the change process in one state based on an
Impressionistic examination of how thange occurs in schoole.? The |
bulk of the thange research In education; conducted over a 25-year
span oy Paul R, Mor! and hi¢ students, concfntrated on & single
phase of the change process {aciual adoption of an inféntion by o

school district) end only incidentally referred to the role of change

st o A, J .

6Richard 0. Carlson, Adoption of €Jduca‘ionai

)
st @ o -

. ]
Oregon: 1lhe Center for the Advanced Stuly of Edutations) Adninistration,
University of Oregon, 1965,
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agents. Even where thit latter work examines an institutional change
role (e.g., state education agencics), the data are nearly impossible
to use slince Mort employed what Miles refers to as ''common sense

categories' unrelated to change research going on in other flelds.8

The most direct scientific lincage for the structure come: from
attempts to classify the Innovation process in other areas of change

research, as for exarple, in rural soclology.9

The second delimitation Is more severe and not unrelated to
the first, A classification of elements in the change process is
only one vantage point from which the question of change roles can
be viewed, and taeken by ltself, does not a2ccount for other influ-
ential variables. For exarple, Inventions have characteristics
of thelr own. Chin hat projected a five category classificatien
of change: substitution, alteration, perturbation and varilation,

restructuring, and value orientation change.lo

It Is highly likely
that change roles would be altered drastically in relation to inven-
tions requiring thanges of these variouvs types. Subsztitution
(substituting one elenent for ano*her already pretent) may well be

typiceat of intracsystem Inftlation. Alteration Imiror change In

»
.

BMatthew Miles, "Bacriers to Shange in Public Schoots.! Chenge

Processes !n_the P.blic Sthools. Eugene, Oregon: Yhe Center for the

S

Advanced Study of fdutational Adninlstration, University of Oregon, 1965.

9See, for example, George M, Eesl, tverett ¥, Roger:, and Joe
* M. Bohlen, Valid'ty of the {on~zept of S$taizs on the Adoption Process."
Rural Sociology, 22: 166168, 1957.

10pobert thin, "Fodel: and idea: About {hangi~g." $ymaQ

Jeentifying techaiques and frinclnles for Caining Accepiitce of Research
Re:ulis 0a tse of Neser Mediy in tduta:iign, Lincoln, webrazka:
iniversity of \ebra:zka, 1963,




what |s already adopted) may.be cffected by fiat through a duly con-
stituted administrative authority. Restructuring may call into play
a complex interaction of lutra-and-extra vstem Individual and
institutional change agents.

Another exevple of the slternate structures which influence
change roles Is provided by the monogreph (hange Processes in the

- o g
.

Public Schouls cited earlier in this paper. Carlson begins with a

discussion of the change process oricnted to functions much in the
manner which will be employed in the pretent paper. Miles In the
same volume beings organizational theory to bear un the question of
characteristics of the recelving system or target tyster. Gallaher
assuves an anthropelogical view with particular emphacis on the role

of the school adninistrator as advocate within a formal organizational

setting. And Rogers picks up the quustion of the characseristics of

the Innovator. Any of thote enphases could be astumed as the focus

for Jiscussing change roles. All should be cons tdered eventualiy
as rescarch In this fleld gains sophistication.

Before proceeding, there are a few term: which will be used
frequently, and ~e hope con:iztently, In the pager for which defini-
tions thould be provided. We will employ *he terns change agent and
Innovator Interchangeably and will rean, “ax individua) . . ., conttious:
ly playing the role of an initiato- with re:pe:t to an {Thsentlog7
50 that fThe Invention/ w2y be actep'ed by anorhes irdividua', or In

" en organization or goup . . . Y yhea refesring to a group or

inttitution playing the role of initiato- ~e will e~pioy the dezigna-
prayirg proy 9
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tlon change mechanlism., The terms targel systen or adopter will be

used to ldentify, "an Individual, group, or institution on which an

innovator Is working to seek acceptance of an [Thventlog7‘. 12

The term Innovatlon will refer to the process of change, and the term

-

Invention will mean '"(1) on fdea or practice which departs from those

.genérally prevalling among an aggreyate of people who may be regarded

as targets of change directed effort; or (2) a change In technology
(e material object with definltions of its use)."‘3 Further speclal-
lzed deflnitions of terms within the structure should become apparent

from the discussion of the schera following.

An Overview of the Schena

Let us turn, then, to a discussion of Figure 1,

The flirst proposition underlyling the schera is that ell coctal

procets fielde must atllize a v.ide range of procesces o funttions

which take place a3 the field atterpts 2o develop and subtequently
Integrate ne~ knowledge into rore effective practice. Through logleal
analysis and synthesis of ewnpirical descriptioas of the innovation
process In other flelds we have arrived at o simple four-phase
divition of these precesses: :

1. Research ot

2. Developrent

3. Oiffusion

b, Adoption

hece categorie: are, in turn, sub-divided Into ~ore dizcrete elevents

tepresenting stages In several proce:t phase:,

L Y ]

'?.Lb-.'.d.s’ pl 6-

ERIC  Bpbig., .12,
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The scecond proposiilon of the figure 15 that objectives or
goale can be stated dizcretely for each phase and stage ond, conse-
quently, that approprlate criteria can be established In terws of.
which each phase can be evaluated or assested, This last polnt
has caused confusion In every presentation of the schema. Thére
‘are'always those who contend that since ln;entlons must be evaluated,
one discrete stage [: the précess should be laBeled evaluation.
Evatuation is obvloutly approprlate but It needs to be conducted
discretely at ggsg'stage of the process, For example, fallure to
dfssaninate Iﬁformatlon about a designed inventlon can occur, but
while this fallure Ean dicrupt the process of innovation It has
nothing to say to us about the inventioa ltzelf, the design of the
Invenf!on, or the research, If any, undergirding the Invent}on.’

The third propo:zition of the figure Is that the change process'
Is quasi=sequential frqm rezezrch *o adoption, The‘seemlngly sequen~
tial flow, however, can easily be over evphaslized. Research may
lead to the formulation of'solutions to operating problens to be
sure. However, the existence of operating problens may stimulate
research, fesearch findings may emerge from !nvention efforts. and
inventions may occur which have'shaky or non-exlstent research
féundatlon§. Research is 3 ne:essar? Ele*entﬁjn the con inued
developnent of the ;hange grocess Ia education b;t ihere is no
linear relstionship betweer discrete rezearch projects or groips of
‘reseacch projects and individual Invent'ons. Take, for exanple, the

present pattern of in-service edutstion for teachers In this country,

On the face of it, the effort to tie invsersice developrent to ‘'canned"

master's degrce prograns has been a notorious failure., Erough is

POOR ORIGINAL COPY . BR3T
AYAILABLE AT TIME FILMED
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known so that a program of re-organization and vivification of the
entire pattern of school diztrici~university Involvement in Improving
teacher behavior invserv}ce could be mounted today and demonstrated

six months fron now. The rationalc supporting this Improvement effort
(1.e., Inveniion) would involve not o much research as the application
of well-known practical principles of formal organizatlon. True, the
application of rezearch on'teacher characteristics to the design of

new experiences for practicing teachers would be a practical long term
strategy for continuing Improvement, but marked Improvément could be
made immediately with Yittle or no reference to a specific base of ncw
knowledge. This is simply to say that the processes veling described
aré iInter-related and mutually reinforcing but the relationship Is

i

looping rather 1han linear, Each phaze han an e«iztence of ts own

which doe:z not depend :olely on what precedes or foliow: It.

The Research Froce:s Phaze

This is the one phaze which, [n.the schema, is rot divided
into staées. Such a division could be azconplizhed through the
application of conventional classifications of research, e.g., basice
applied, or through a classzification baséd on the objectives of research,
e.g., to describe, to covpare, to concebtuallgg? to test. 14 There
seems to be no necessity to do this, however, since a single objective,
"to advance knowledge,” cosers the variou: stage: which could have
been used further to define the phase. Re:earch provider the basis
for invention, in a general <er:e,bu: the oniy zriteria which can

O PP N T e ™

,‘b[gon 6. Gubs and david L. Clark, "7,pes of Fducatlonal Research,"
Chapter iV In Willian J. Elleas ard 3rice Siddte (€as.), Retearch and
the Schoo! Ad-inistrator, AA3A, in pres:,
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be used to assess research are internal validity -~ the extent to which

the hypotheses are tested or the questions are answered unamb | guously,

and external validity - the extent to which the findings are general-

lzable to the population required by the hypotheses or questions being
considered. Thls‘may be a mild over-statment of fact since questions
of Eignificance can be raised in relation to the problem being studied,
but it serves to Illustrate the polnt that research must be assessed

Ip its own terms. 'Did fhe research, In fact, advance knowledgg?” is
.a:questioﬁ yhicﬁ can bé answered without reference to whether the
_ifé;earch affected practice. A 'n."' answer to the second question
probebly tells you nothiné about the research. 1t may Illustrate
simply that development and Giffusion mechanisms were not functional

in the fleld‘ln which the research was done. . Often this has been

precisely the case In the field of education.

-

The Development Process Phase

This phase involves two stages - invention and design. Invention

- ey - ——
-

Is defined as the formulation of‘a new solution to aﬁ operating problem
or a class of operating problems, e.g., team teaching as an antidote

to some of the difficulties of éhe sglficontalned‘classréom unit. As
B%Ickell nﬁtes in his monograph the cdgdltions'conduc[ve to fnvention
are quite d]fferent from those required by research.ls It s equally
true that pﬁe criteria which can properly be applied to tHese two

functions differ sharply. On the face of it, does team teaching

. appear to be an approprliate attack on the weakresses of elementary

P e T PR
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if one assumes that the teacher's lack of knowledge in a_varlety of
fields |s the basic weakness in the self-contained classroom, then
team teaching sppears to have face validity as an Invention. What

Js the best, rough estimate one can obtain of Its viabllity? If It
increases school costs by 500% it probably won't go aéy further.

What Is the. best first estimate one csn obtain of the breadth of

its impact? ls it worth pursuing In terms of potential significance
to education? These are admittedly gross criteria but it iIs our
contention-that they should be. 1t is certalnly better to err on

the side of permissiveness at the inventlon stage than to cut off
good ideas because they cannot immedietely be proven to be valid

and viable.

A "raw'" Tnveatton i: typically unusable in a practical sense.

To discover a chemical which retards the development of mold in
bread.is one thing, to Iincorporate it into the process ¢- producing
and marketing bread is another. It is the design of packaging stage
which orders and systematizes the invented solution Into a package
appropriate for institutional uze. The best recent illustrations of
‘attentlion to the dezign of an invention have been provided by the
course conteat improvesent projécts of'ihe Natioral Science Foundation,
The preliminary work of the Physica! ékience_&ludy Committee (PSSC)
invented & solution to sn operating problem, i.e., updated subsrance
for secondary school physics. Had the solution been left-at this
stage 1t Is highly unlikeiy that it would have had impact on schools,
After packaging in a u:iable and integrated fo-m, hosever, it was
ready for the procésse; of diffucion and édop:ion; and it has haa a

considerable impact on secordary education.
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An even more telling example of the function of {Sijgn In *he
innovation process is provided bf standardized tests. It is doubtful
if any area of educational research has had a greater iInfluence on
schools than that of tests and meaaurementé. We contend chat this
is true preclsely because the results of this reasearch were deslghed,
in the form-of standardized tests, for use fn the school setting.
Had the results of this research effort not been engineered in the
form of group tests, schools could hardly have been expected to do
this for themselves, and the relevant content derived from these
studies would now be summarized in a chapter of an undergraduate
teacher education text on "characteristics of students."

Considerably greater precision c¢an be brought to bear at this
stage of development in establlshfngiériterla and eval&ating the pro-
duét th?n was true at the invention srage. Thé pattern of evaluation
typically followed Is called f{eld testing; its intent is chiefly to
assess the éeaslbillty.of the design in an institutional setting, the

generalizabillity of the design to diverse Institutional settings, and

the performance of the.dgsign, of ten relative to an existing design;
Iaeally, this field testing follows a period of intensive, smull
sample evaluation which the desléners_of engineers have conﬁﬁcted
during the period when tﬁe desfgn was‘ééking shape. I[n ¢ crude sense,
this Is comparable to the process employed by industrial engineers
who seex naturalistic or uncontrolled settings to fieid te;t designs
which have shown promise throqgh controlled testing paiterns, e.qg.,
driving an auto whose component: have been thoroughly laborato-y

tested across the country 0 de‘ermine its performance under 'real

conditions.
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The Diffusion_Process Phase

—— e

-The first stage of the diffusion phase, dissenination, Is con-

cerned with creating widespread awareness of the existence and general
nature of the invention among practitioners. When properly carried
out, dissemination increases the number of option: available to the
professional from which he may choose In practice. The criterla
which can bz applied to dicsemination are essentia’ly communication
criteria: _pervasiveness, the extent to which Informaticn has

reached the torget system; Intelligibllity and fidelity, the extent
to which information has arrived Iﬁ understandable and non~distorted
fprﬁ; and Impact, the extent to which ianformation has affected the
behavior of key targets. Note again the self-contained aspects of

\

this stage in the process. The stage can be as:essed In its own
right. The process of dissemination dnes not purport to effect
change In schools but only to create widespread awnareness of the

existence of an invention,

The stage of diffusion labeled deron:tration is more apt to

be miszunderstood than any other stage becau:e of the loose way in
which this term has been erployed in educatlon, e. g.,&emoqstration
schools (usually meaning univerzity cponsored ani housed eleventary
and secondary schools), or demon~tra'?oa e;hib ts (u<uall/ offering
testimonial to the effectivene:: of a practice initiated in fome
institutional setting). 1in this case, the term mearns the provision
of an opportunity for the targe: sysiem 10 examine and assess the
operating qualitie: of the invention. Thi: implies interaction be-

tween the demonst-ator o~ demonitration and the targer system- a real



15

- -

professional.. Certainly a demopstration, 1f nothing else, must be
credible to the assessor or it loszes all point. This can only lead

to the conclusion that our continued use of atyplcal schools such as.
Laboratory Schools as ders stratlon centers has been and is incredible.
anQenience to the target system s a relative criterion and included
ohly because innovation research in other fields has indicated that
target systems will not go out of their way to avail themselves of
demonstratlion opportunities.

Let us re-~emphasize the criterion of evidential assessment.

"Showing and telling'" is not demonstrating in the sense in which the
term is here employed. The end result of demonstration, to build -
conviction on the part of the target system, can only occu; In a
legitimate professional sense If the target professional can under-
take professional assessment; and he can only do this If the demonstra-

tion provides evidence which can be exanined thoroughly and critically.

The Adoption Process Phase

Assuming that the target system is convinced of the efficacy
of the inventiun there should be an oppértunlty to try out the Inven-
tion, without substantial feer of faiYﬁre,.iqf:he.COngexL of a particular
institution. This ‘ria) period is not a perlyd of ;imple “tr{ai and
error" but time during which familtiarity with the tnvention can be
‘establlshed and during which a basis can be provided for assessing the

quality, value, fit, and utility of the invention in a particular

institution. Several general crlteria can be applied at this siage.
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does ‘It have to be bought ''whole hog'' or not ag all? |f o, what
impact will this have on locsl operations? Are there problems of

feasibllity not picked up In the earlier fieid trials? It may, for

example, require a high level of professional performance in an

area of marked weakness in the local system = a weakness which

cannot be quickly remedied. How does the invention act in this
raturalistic setting with these professionals? This criterion is
comparable to the earlier performance evaluation employ:d by the
engineers who originally packaged the invention, but here the interest
Is in the action of the invention in relation to the particular
situational circunstances.

The trial stage has certaln unique psychological properties
that warrant Its use even In cases where earlier field tests have
left no doutt about the proper action of the invention in the local
situation. The experimental air assoclated with trial has the same
invigorating propertieﬁ claimed by Stephen Covey for action research;
particlipation in trial experiences may persuade many otherwlse
reluétant adopters. Further, the trial experience may provide a
kind of vicarious involvenent with the insention that psychologically
compensates the adopter for hls.posslblé lack of involvemenrt in
earlier research, developrent, or diff&alon prases,

The process of installation, or fitting the-characterlstics
of the Invention to the characteristics of the adopting inétitutlon,
may be an exceedingly complex and time consuming stage. |t may
require subs‘antial re-designing, extensive personnel retraining, or

mpdification of other elements of the operating system which conflict
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with the Invention. The criter:. for evaluation are the conventional
!

administrative criteria of effectiveness, the extent to which the in-

vention accomplishes what it purports to accomplish in relation to
accomplishments can be achieved in relation to the system's avall-_
able resources. The application of these criteria Impiies-the
operation of some pattern of quality control within the system
which will allow for the measurement of Impact of a change on the
operating system, WIthoui this quality control, any effective
application of these criteria is nearly hopeless.

Finally, we come to the process of converting Fhe Invention
lnio a “non-innﬁvatlon” so far as the adopting system is concerned.

This Implies establishing the invention over an extendel period of

time and valulng and supporting It as a regularly accepted component

of the system. Whether thils stage of institutionalization is, In
fact, a part of the innovatlion process is a moot point debated by
fnnovation theoreticians bul It Is certainly a critical step In the

process for the adopting system itself.

“
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Section 11
Change Roles In Education: The (onterporary
Scene and Rezommendations

Had this paper been viritten five years ago, or even fifteen months
ago, the analysis it atterpis would have been much simpler to accomplish.
Organizational Stabiilty wa: a leading feature of the educational enter-
prise. But that stability s now rapidly evaporating. 1lhe effect of the
Elementary and Secondary Education Act of 1965 on the process of educational
change through the establishnent of reglonal gducational laboratories, the
revitalization of state education asgencies, and the establishment of local
ldemonstration' centers Is very difficult to assess. Hence the analysis
attempted here is likely to prove Invalid>qu!ck!y 1f the organizational
changes now only dimly foreseen nevertheless materialize with the speed

of which they seem capable.]6

Change Roles: The Process of Research

The traditionally institutional role in research on education has
been filled by the college and university. The bulk of the research
activity has been divided almost equally between the educationist, i.e.,
the reéearcher with a background in professional education, and the educa-

tional psychologist. Sporadic interest in the field has been evidenced by

16

A recent analysis of the changing structure of Averican education I
provided by Burton R. Clark, in an article entitled, "interorganizational
. Patterns in Educatton,™ In the Sep'evber, 1965, issue of 'hE-ﬁillQL;L:é;!ve

Science Quacterly. Profeszsor Burton ;uggest= that, '"at least in education,
social forces are greatly increasing the irpor*an'e of this area/u e, inter-

organizational patternal . . . Leadership i3 moving inz0o the |n'eragen»y
compack, the limited allrance, the coniortiun, the granis comnittee, the
federation." (p.237). The authors concu~ with this analy:is and sugge:t

that it serves as a useful backdrop against which to vies the ewerging roles
of change agents in this fleld.
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Individuals with other disciplinary backgrounds, e.g., sociology, political
science, economics., State education agencies, the Office of Education, and
local schonol systems have served chlefly to perform a highly specialized
role in this field, that of social bookkeeper. Efforts to operate serlous
- research programs in these latter agency settings have resulted usually in
a short flurry of activity and a long anticlimax of disillusionment.
This general casting of institutional roles in relation to educational
. research seems to us to be sensible and reasonable. In most soclal process
flelds, institutions of higher education assume the lead In "advancing
knowledge' and operating agencies tend to absorb the social accounting
function. However, the research production in this field has been weak
and has not served as a substantial '"basis for invention.' It is rot our
intent in this paper to engage in a critical analysis of the fi;ld of educs-
. tiona! research but there are certain role deficlencies which, we believe,
have contribuied to this situation,
First, researchers have always inhabited the periphery of the tield
‘of education. Cut off from dialogue with practitione. s they have Seen
poorly supported and lowly regarded. Reszarch in professional schools of
education has beer considered a luxury ard this judgment has beén refiected
in the training In research provided.to praéticioners. 1t has also resulted,
with apoloclies to our research colieagueS'jho cherish their independence,
in a lack of organizatica for research so that research efforts have tended
to be §horl run and isolated, :
‘ Secord, the base of pa;ticipation in research oA education within the
university setting has been far too narrow., Educaticna! psychologists have

very nearly pre-erpted this fizld as a specialized profeszional undertaking
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of thelr own, Consequently, the substance of knowledge In education accu-
mulate: brimarlly In terms of one methodological and substantive brlentatlon.
Third, operating agencies in ed;catlon, ¢.g., State education agencles

and local school systems,'have never clarified their role In relation to re-
search and have operated f11-cenceived prograns which nelther added substan-
tially to what {s known about education nor scrved legitimate local admin-
Isirat!ve purposes, These programs, ho~ever, contributed substantially to
a mlsunde;standing in the minds of practitioners concerning what research
Is all about and what It can and cannot do.

Fourth, research efforts in education have celdom extended beyond the
scope ard cababliities of a single Institutlon except In the cases where

one agency (generally a university) used anoiher aéency (generally a schoci

. system) for data gathering purposes. As a matter of fact even the concept

of team-research has been accepted slowly In ;his fileld, €ducatioral re-

search studies have been smz2lil, individualtistic, short-term efforts with

little follow-uf (e.g., even the concept of replication has bzen nearly

lost as a scientific tool in this field),

Fifth, foundations have assiduously avoided the support of educational
résearch. While on the one hand repestediy emphacizirg the rick nature of .

their capital and the venturesomeness of théir spirit, foundations have

‘nevertheless found It best to adopt a "p{ay-it:safe” ﬁolicy, This attitude

is strange Indeed when one considers the relative ease with which private

foundations could elect to support promising irdividuals or uaique ideas

in contrast to governmental agencies with chelr aura of public respossibiiity,
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We are led by these ccnsiderations to make the following

recommendationrs regardirg rescarch:

Recommendatio. #] - Professional schools and colleges of education

Recomnendation £2 -

must accept the production of new knowledge as
an objective ecqually as important as the train-
ing of professional personnel. To support this

objective, operating agencies, and particularly

" the Federal government, must continue and expand

the support of indivi .ual and institutional pro-
grams of research and research training. Educa-
tional p;‘_Litioners will have to develop a new
attitude tcward the researcher and toward educa-
tional reseasch as a career and must Iante the
participation of the researcher in the main flow
of American education.

If universities are to serve the chief institu-
tional role in multi-disciplinary research on
education, speclal progra=s and inducements

will bave tu be offered to involve individuals
from diverse4discipfines in this activity,
Initiat irstructions and guideiines from the
Office of tducation on the research training
progrant a~d rejioral edutational laboratory
prograns s~dicate that the Federal gosverament

{s attetptling Lo entourage a move in this direc-
tion. Ffoundations, tecauvse of their broda-dased
contact w}th the University, covld play a particu-

latly vital role in this tornettion,
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Recomnendation # 3- Local opérating agercies in education should abandon

once and for ail the notion that retearch (advancing
krowledge In education) iz a necessary and desirable
progran function.'? in 1jeu of this rainbOA-cthing,
those agencies should concentrate on the use of research,
evaluation, and retearch-like activfties in serving vitai
local administrative purposes, e.g., quality control,
social bookkeeping, and stinulatlion of the Innovation
process (e.g., action researzh). A vital progran

need for the entire change process can be served |f

this strategy is folloaed.

Reconrendation # b~ The educational cornunity should take full advantage

of the funding possibilities offered by the U.S.

Offlce of Education's research and developrent cenlers's

|7Thls 15 a good point at which to enter a disclairer, In discussing
individual and institutional roles one mu:t keep in mind that anyone or any
agency ¢30 assu~e anry role, no matter hon far-fetched it may seem on the
surface, if they with to do =0 badly enough. {0tal s2hoo] sy:ten: can an:
have operated basic research en'esprize:. irdlvidual ¢1a:2700n teacher: by
sheer force of hard ~0-k have conducted occations?! sophisticated research
studies. The recorrmendations tale by the au'r0’s reprezent what tee~s to
them to be a reasonable ro'e strategy. It {5 odb.iously not a God-given
order of events (we sinply make it toun? that aay).

'8Paren:hetica‘ly. it should be noted tha the U.§, Office of Lducation's
first efforts to establish retedrch and de.elop-ent centesc appear not to have
been wholly succetsful ac effort: t0 ~ouvat fater-agerty and interditciplinary
retearch corpacts 0 svitens. A: a3 ma'‘e- of fact, certain of ‘he tenters
appear to be vehlcles for :upplyirg inititutional recearch grants of the :or:
which have grovn up xlthia the N2ti0na! [n:titaute of Y“ea'tn Progra~. this
thould not be allosed (0 betome the pattern for this progran a~d, to forestal!
tt, the Office of fduta*ion migh: well conzides inititu*io~a’ rese.rch grant:
83 a necesiary ard useful ex‘ension of theisr research suppdrt prog-an.
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and regloral educaticral lator “tories. |If such
inter -agency compacts can bte made furcticral,

much of the "stiag" ir recomrendation 43 for

local school systems ca- be removed since these
agencies can find a new and vital relationship

to the university's resca ch program, The utility
of this Inter-agency, Inter-disciplinary aoproach
has teen exemplified by tte cuericulum developrent
pfojects of the National Science foundation, even
admitiing that these wnere quasi-research efforts
whict would prebably beiter be classified as

developrant erterprises,

he_frocess of Daveloprent

—

Change Roles:

Lo

If a single weak Virk car be identificd 'n (he innovsation chain
In education, it has been in the area of de.elor~e~t, Wry s worth-
while research sitting on the shelf? Beca.se the-e has been almost ro
atlention given to engincering It to the point vhe-c it was werth
diffuzing. The primary otgarizatio~a’ mecthanitr fo- developrent has
been whatever resources the lccal sctool dirtricet ¢co.ld divers from

_ . .

lts regulars operaticn to support curriculun develcprent efforss by
teachers, Colleqes axd universities hav; Tars & ~¢agre tontribution
in the fietd throc.gh "'service' ope-etion: uirally boused in 2 vra®
called a bureav of field services. throuat the effort: ot irdividua!
professore aencrally supported by Yecal di:tricts via tonsutia-t fees,
or by pudlithers, ard t*rough spoity fpetial efforts of the scheo!
study co-nfil variely., With singu.iar e<2sr2iio~: s5.¢h a: ke New vorl
State Educa‘ion Depa-trent’'s -ecertly extablished (en-er On Innovaiion
in Educotion the state eJuca'io~ Azt ty cOrt Pid tion o develors

rent has teen limited oeretall. ‘o the rodes: proditiion of ¢, labes
0 : N !

-
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guides and materlals.'9 Without much doubt, the publishers and testers
have been the primary develop-ent agertlies in American educatlon, providing
; natlional program of instruction for the schools almost accldentally while
the formally constituted bodies In education often criticized, but seldom
ventured to fill, the vacuum,

This situation began to change aboul sesen year: ago. Prior to this
time, the private foundations had begun to veniure sorve capital in this
field, as for ;xanple, the Carnegle Foundatlion's support of Biberman's
mathematics progran at the University of Illinols. Such & role seered
natural to the research-shy foundation, but desplite the fact that all systems
seemed to be "go" the foundatlion chose to withdra~ from this arena end to
concentrate instead on diffusions In this Yatier phaze thelr activities
have been viewed with susplcion, particularly when diffusion Qas undertaken
without previcus developrent ond evaliation, When the Naticnal Science
Foundation instituted its massive programs of courie content Irprovetent in
mathematics and sclence, development was forrally recegnized, The old ero
indeed, and private fourdations becore even less enavored of develoorent
activities,

More recently the Office of Ld.catica has foilo.ed NSF's suit and has
extended these curriculum grarts (albel: al a rore rodest supocrt level) to
other substantl e ateas. These first e{fo':s‘xg;g barbingers of o rew day
tn organiz2ing ard sx;?c:tlrg develorrent efforts in ed.calion and the
Elesentary a-d Secordary Bd.catior Act (E3EA) of 1965 creates the opportunity

L e e e e Y

19t0r an irteresting evarple of tha'gira state edication agenzy irte est
in the developrent process a3 evidarte ©F 3 res 20%e-fcr tecal serool dittriets
ir. the rroce:s, the reade~ is referred 0 a recest cublicasior ¢f the Nen York
State fducation Devartrers, lerte: € 22 ation, "Titie 111 Guidelires;
Elerentary and Secorda-y fducarion ALt of 1965 ¢ a-4 Normar D. &e-la-d, 'Sore
Observarior: on (U!'i(-.u“ Development'--a mireondtarhed refort by tte Director
of Ker York State's (ente



25

to extend the dJeveloprent function to co;er'actlvltles much more

far reaching than simple course content ixprovement projccts, The
"diverse patterns possible under Titles I1} ard 1V of the Act and

the specific programs for regioral educational laboratories and
demonstration centers - will aimost certaidly result in what Professor
Burton typified as 'the interagercy co~pact, the limited alliarce,
the consortium, the granis committee, the federation.’20 e will
not attempt to predict the nature of these relationships but we will
present for consideratlion several recommendations which may make it
possible for existing agencies to take advantage of the opportunity
now presented to education to solidify thi§ weak Vink In the chaln

of Innovatlon:

Recommendatlon #5 -~ Colleges ond unliversities must come to recoonize
developrent activities In education as a legiti-
mate function of the institution similar to their
developrent prograr: In engireering and agriculture,
They must accept a role as one agercy In an Inter-
agenty covp:e} attacking these probler: and should
probably be p:epared to organize sore type of
functional urit to ca}ry o.t this responsibitity.
Personnt| need to be tralned to fi11 educatiorat
engincer, fleld tezter, and cd;cty aaent type
role: a~d totally nrew patterr: of preraration

will be reqiired to reet this recd,

e, i

205¢e footrote 16.




Reconrendation gé -

Recomnendation #7 -

Recomrendation #8 -
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Local school districts should abandon once and
for all the notlion of ''going-it-alone" in the
development procets while ot the sare tire In-
creasing many-fold their fiscal and personnel
conrittments to the area of development., They
should initiate and participate actively in
inter-agency developrent covpacts, and provide
substertial released time for the best of their
own personnel to be retraired as inventors end
engineers and subsequently to perform a: develop-
ment teem mexbers in area, regional, anrd national
projects.

The Office of tducation shousld press quickly

for the establish7ent of a natlforal comsunica-
tions netrork which can tie togsther the diverse
corponents of the nes reaional and area develop-
ment centers (incliding bo'tk the regional educa-
tioral leboratories - Title 1V and the Jdemonstration
centers - Yitle Vi), Cacly erphaziz: in the ex-
penditure of Title 11i- mories should be placed
on developent rather thaf df!fus!cn stece the
success of ary diffytion ef%é:: h"l.bé hollow
unless the developrenl phaze (s prod.ctive and
subatantiatl,

State edication agercins might well corszider

the example offered earlic: f-on the Nea York

State €d.ca‘io~ Departnent, 1hro.ch ccordinative

and stirutatory activities these agescies ¢an

link together the Title J1) centers ir thely
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states Iinto a development network which can
tackie problent beyond the scope of any
Indlvidual center. The state department might
also consider employing technical constultants
on varlious phates of developrent, e.g., audio-
visual production, to assist local centers In
their state. |

Recormendatlion #9 « Private foundations should re-enter the phase

of develop-ent. Their efforts would be much
more welcome here than in the phase of diffusion,
where thelr behavior Is often suspect. Thelr
assistance in opening up new aress (as contrasted
Wwith NSF's and 0C's efforts aired largely at
refurbishing establiched areas) would be

etpecially welcone.

Change Roles: The Process of Diffusion

The inforning function of dissenination was the original and
classical funttion assigned to the United 3States Office of Eduzation,
It has attenpted to fill this role through employing ctpecialisse in
varlous flelds, lssuing publications, and :portoring and attending
conferences. Similar disserination pattern: have g'Oan-up In ctate
education agencies and professional associations while colteges and
“unlversities and loctal school disteicts have tended to aziuve that
the job appropriately rested elsenhere and wa: being accorplizhed
reazonably well, These tatter group: supported the paitern by pro-
viding budget allocations to send :taff ae~ber: 10 conference: and

to purchase publitations.
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The term _de-onitration has been used in such a different con-
text in education from the way In which it is being employed in this
paper that it,can alrost be classified az an "open rolc.'" 1In a sense,
It has been'pursued for the purpose of “informing' rather than
“eonvincing.! This would seer to be (he case, at least, when one
considers the role of demonstration schools, demonstration teachers,
or demonstration exhibits. These vehicles were designed to stretch
the imagination of teachers «~ to let them know about other practices
ond activities going on in the country == to serve as models to
emulate. The one notable exception to this pattern is represented
by the demonstration projects of private foundations. The activities
of the Ford Foundation, for exarple, In teacher education, tean
teaching, etc., have had a convincling or propagating purpoée but in
most Instances have seemed to faill on the criterion of eviduntial
assessment., Up to this point, the so-called demonstration activilles
of the Office of Education ha.e seered to be diverted toward field
testing a5 defined in the developnent phate rather than deronstration
8% the term is used here.

If one overall criticisn can be directed to~ard the diffusion
process tn education It can p-obably be summarlzed by laveling it
Impersonal and undirected or unplanned. On the first count, there
has been nothing :imilar to tha county agent or detonstration agent
and no mechanisms similar to the experiment :tation. On the :etond
" “count, ro effort has been made to tyilevatize and organize the patlern
of conventional cowrunication At a more tophisiicated level of

criticisn no strategy has been invdol2d to take advantage of what we
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do know aboul communication networks, e.g., the two-step flow of

communlication hypothesis, the clustering phenomenon,

We would recormend thet:

Recormendation #10 -

Recommendation #11 -

Recomrendation #12 -
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The Office of Education should accelerate the
developrent of it: Educatlona) Retearch informa-
tfon Center (ER!C) :0 that a single automated
storage and retrieval systen Is available
around which to build a diffusion mechanlien

In education.

The regional educational laboratorles and state
education agencies sthould be conceived as arms
of ERIC for this purpose (probsbly as satellite
centers) and both of the:ze agen:ies, In concert,
should ergloy and provide to local educational
institutions, field agents whose sole function
Is to make avalilable to praiitioners the most
recent information on educational developnent
activities. To assitt in this endeavo:r the
0ffice of Edu:alion:‘50u1d initiate and raintain
; catalog of invention: whith sunra-izes gl)
such efforts In Lhe coun:ry.

Yhe regional educational latoratories and denon-
etration centers {i.e., lotal tehool Sistrict
centers) :hocld be concei.ed and pianred 33 a
national ne* -ork for the devcnitraticn of edu-
cations] .invention: and a: the “'key in:titution:!
for an erparded p-0gran of direct devonztiration

In loca! diztricts.
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Change Roles: The Process of Adoption

In a8 real sense, the focus of discustion change: sharply at
this point since there i5 no real question about role. The adopter
or adopting system assumes the change role and the question becores
one of internal organizatlon adequate to accommodate the role.

Whether local school sy tem: In 'his country have been or are now
prepared to exhibit what f.ul Mort caltled “adaptability" is highly
debatable. If they are not, of course, the change process falls
epart and attention to research, development, and diffusion becomes
a farce.

First, let us rezall that the recormendations to this point
h;ve called for a new and dyna~ic role fo- local schools. . Thete aré
not agencles walting passively to receive inventions concocted by
experts for adoption by the so-called targe’ system. This I$ an
Important differentiation in role and one ~hich we wish to erphasize.
Actlive roles in invention, design, and demorstratlion were poszitled
and the fulfillment of these roles would establish a local setting
for innovation which will be critical.

Now, If the disteict ittelf and its internal orgsnization is
to fulfili its changé role adcqua!ely,;the present situation must
be markedly altered. The dictrict canno? kontfnue to be characlerized
by a "do-it-yourself' corplex, trying to rediscover the whee! in loca!
curriculun committees while the rezearch arm of the disteict, if any,
is dive-ted to :tatus survey: and adrinizirative data gathering. Ae:tter
activity {curriculumn or re:eareh) s ‘ypica’ly tupported 2' 2 level
which would allow for real progress. Yhis will nave 1o thange and
we suggest tha:,
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Recormendation #13 - Each and every school system should affiliate

itself a5 a member of an inter-agency compact
{c.g., regional educational laboratory) for
educations|l change, allocating necestary re:ources
to become an act.ve participant in the program

of the compact.

Reconnendation #14 + Each district should identify Internally or

’ employ high level personnel (master teachers)
whose charge it is to serve as lialson between
the district énd outside change agencies, to
mount and carry out deronstration and trial
projects within the district, and to work with
teachers and other personnel In the district
who are engaged in Installing and institutional-
izing new prog-ams and practices.

Recommendatior #15 - A quality control center thould be established

In those districts large enough to justify its

existence--others can aito~p'lish this on an

POOR ORIGINAL COPY . BEST interedistrict basis+-to assess continuously

AVAILA TS
BLE AT IME Fia'eD _the heal*h of the Sy:tew and the impact of

change: introduced In.o 'he Sy='PP
fecornendation £16 = A develop-ent dicision hOu‘d be tet up {p-obadb'y
in lieu of the current office of az:ilstant super.

ce intendent fo- Inst!uction)z' whose primary purpose

2lye are not una~are of the trerendous Yoad of the lipe respon:i-
bilities now carried by such offices: ranging fron pe-zonnel rec-uitrent
to ba:k.ordering. Obriouily the:e task: have to be carried ou: bul no,
we would contead, in the one offite in the tyster ahere coniern thould
be ptirarily for irprovement rather than main‘enante. In ‘he sa~e tanhet,
we know that adninistrarive cata gathering i: irportant but not ac 2
]:KC function of the gquality contrdl center.
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it should be to coordinate the developnent
activitie: of the system and particularly to
work on problens of operationalizing and
establithing invenations.
Recomnendation #17 - The much-sbuied concept of actlion research
shoulc be revitalized ond recast as action
rescarch and developrent. In this instance,
we are referring to the ute of replications
of retearch and developmenl projects in the
local district, involving classroom teachers,
for the purpoie of zetting the stage for
change in the system and insuring broad
involverent in the district’s progran for

change.
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Section il
Suraiary
Figure | and the se¢enteeh recormendations represent the summary
of our ideas. However, we feel that certain actions noted in the
reconmendations can briefly be revicwed for enphasis and convenlience.
We wish, then, to reiterate our suggestion: that:

1. Professional schools of ¢Hucation be encouraged Immediately
to establish graduate programs appropriate for the new roles
called tor in the changing protess of change in education,
e.g., educational engineers, quality control experts,
educational field agents

2. Local school systems be encouraged to redirect their
efforts in research and curriculun to focus on their
role as adopters in the process of educational change,
and particularly, that they assume responsibility for
these functions as exemplified throﬁgh development and
quality control centers.

3. State education agencie: and the Office of Education be
encouraged to view the ESEA bf 1965 as a vehicle for
establishing a.strategy for 'educational change in this
country, and take the stéps neces:ary 0 prevent this
legislation from becoming merely ;Qpplemeniary support

to extant and inadequate patterns for change in education.
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