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Section I

A Logical Structure for Examining
Change Roles in Education

This paper will propose a classification schema of processes

related to and necessary for change in education. Through an ex-

plication of these processes, the authors will attempt to analyze

extant and projected change roles in education.

the logical structure presented in this paper gre.q in response

to years of frustration in trying to talk about the change process in

education in global terms. Hoer many articles have been published in

education bemoaning the research reports which have been gathering

dust on library shelves instead of influencing school.prectice? it

seems to us that such disuse is probably ippropriate since most re-

search, even that which can be defended from a scientific point of

view, has little to say to practitioners. And why should its Research

Is conducted to advance knoAledge and rot directly to inquence prac-

tice; it has to be evaluated on its cr.in terms - terms of internal and

external validity. But researchers are being castigated for not

tackling "real problems" while ractitiones build up guilt feelings

because they are not using research to make :recisions. That this

dilemma has practical and negative Impact on men working in the field

Is neatly illustrated by Miles who noted that Suchman (and

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

som- researchers and conversely belabored as a .....ould-be curriculum
.

developer by curriculum people.
1

461.111110.1. 411.0111.1Im 11.....

1

Matthe4 Niles, "Some Propositions on Research Utilization in
Education." Discussion document fo A!RA Committee on Research
Utilization, Mach 23, 1955, p. 13.
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The genesis of this dilemma seems to us to lie in an over-

simplification of, or ignorance of, the range of processes and func-

tions which affect change in a social process field. Should public

schools, "allocate an appropriate proportion of their annual operating

budgets - not less than one percent- for the supporL of research,

experimentation, and innovation," as rccol,mended by the `EA Project

on Instruction?2 The answer to that question appears to depend,

first, on what those terms mean, and second, on hoe,/ public schools

will be related to other change agents and change mechanisms in

education. It is possible and reasonable to argue that operating

agencies In a social process field, i.e., schools in the case of

education, should have internalized goals which relate directly

to self-improvement of the operating system. if this Is an eccept-

able proposition, the objective of advancing knowledge in the social

process field as a whole, i.e. research, would appear to be inapprop-

riate to the school, but formulating a nevi solution to an operating

problem, i.e., invention, night be appropriate if other ag Ides

and individuals were not mobilized to provide this service. the

function most appropriate to the achool, homeve, would teem to be

trying, installing, and institutionalizing changes which tave an

efficacious impact on tee systen, and the "resea.ch-likt" e-Aohasis

of the system's activities In acco-plishing this functlen Tight be

described with a term such as "operations research" or "quality

control."

Many individuals have begun to recognize '"at so-.ething or

so'eone is missing in our thinking "rtes ;Ilutinatei thit eolnt

adoal...1111.. +NM 11.116i

National Education Association POje0. on Intrut.t!on, tova*.
for th9-5!xt!Ri' A_sti"grx.of tf2itcl
lion. waol,gton, D.C_: National Education Arociation of the vnited
States: p.S.



by attempting to specify divergent research utilization roles, e.g.,

the engineer, the field tester, the quality control man, the county

agent (its equivalent), and the home demonstration agent (its equiv-

alent).3 The same effort was made by Kimball Wiles in his presenta-.

tion to the ASCD Seminar on Strategies for Curriculum Change when

he allocate-. such functions or processes as basic research,.fleld

testing, and evaluation to agencies outside the school system, and

stated that, "Innovation occurs outside the school system. Diffusion

and integration occur within the system."4 At the sane session,

Ronald Lippitt talked about the "gap between new knowledge and ldtr

cationel engineering," a phenonenon he refers to as the retrieval

of *expertness.5 The call for the educational engineer, the translator,

the middle-man, has become common in educational meetings and publica-

tions.

It Is toward this same area that we have been directing our

thinking. If it is true that the relationship of various processes

and functions in the change process in education have been over-

simplified, what concepts serve to describe the evidently more con.

plicated relationship adequately? If it is true that we need a new

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

3gai la.) PP. 12 -13.

4Klmball Wiles, "An Historical to.0( at Educational Change Processes,"
.(A summary prepared by The Center for the Study of instruction), Washington,
D.C.: National Education Association, 1965, p.3.

5Ronald lippitt, "Roles and Processes of Curricultrt. Change,"
(A summary prepared by the Center for the Stub of !nstruction),
WashiNton, 0.C.: National Education Association, 1965, p.2.
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the middle of? Figure 1 represents our best effort to date to ex-

plicate this middle ground and these more useful concepts, and will

form the basis for the remainder of our discussion in this paper.

Before examining 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: first, the schema has been

constructed on logical grounds, largely unsupported, by empirical

research. Second, the schema represents a uni-dimensional analysis

of change roles, but of course such roles are Influenced and deter-

mined by a multi-dimensional 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 examiner can turn, particularly

41 education. Richard Carlson's studies of khe school superintendent

have examired one individual role in relation to one facet of the

change process (adoption).6 Henry Brickell discussed institutional

roles relating to the change process in one state based on an

Impressionistic examination of how change occurs in schools.? The

bulk of the change research in education; conducted over a 25year

span by Paul R. Mort a'd his students, concentrated on a single

phase of the change protest (actual adoption of an invention by a

school district) end only incidentally referred to the role of change.
6Richard O. Carlson, Aeoelion or Educviona; innovations, Eugene,

Oregon: The Center for the Ad.anced Stud', of Educational Administration,
University of Oregon, 1965.

?Henry h. Brickell, 0:gtr.qting_NeN Irork Ste te.tor Educational

Change. Albany, NO4 Fork; State Educational Depart:7.ent,



5

agents. Even where this latter work examines an institutional change

role (e.g., state education agencies), the data are nearly impossible

to use since Mort employed what Miles refers to as "common sense

categories" unrelated to change research going on in other fields.8

The most direct scientific lineage for the structure comes from

attempts to classify the Innovation process in other areas' of change

research, as for example, in rural sociology.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 taken by itself, does not account for other influ-

ential variables. for example) inventions have characteristics

of their own. Chin has projected a five category classification

of change: substitution, alteration) perturbation and variation,

restructuring, and valve orientation change./° it Is high!), likely

that change roles would be altered drastically in relation to inven-

tions requiring changes of these various types. Substitution

(substituting one elenent for ano'he, already present) may well be

typical of antra- system initiation. Alteration 1,miror change In

8Patthew Miles, "Barriers to :hange in Public $chc-ols.1 Chan9e
tiocessesIn the !blicSthool=. Eugene, Oregon: ?he Center for the
Advanced Study of Educational Ad-onlitration, University of Oregon, 1965.

9See, for exa":11e, iJtorge 4. Beal, Everett M. Roger., and Joe
M. Bohlen, "Mid'ty of the :oncept of Statu on the Adoption Process."
Rural Soc;o1o9y, 22: 166.168, 1957.

10Robert Chin, ''Motels and :deas About :haigi-g."

1412tifYin2.Ic&liAke.1-a'2d f2:-VI^t^9.4c"EIa-ct-9.? Refelt0
ReiullimAst or-Ne,s!_re3i1.iniduca',212, Oncoint *cbta!ka!
khiversity of 14braa, 190.
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what Is already adopted) may.be effected by fiat through a duly con-

stituted administrative authority. Restructuring may call into play

a complex interaction of lotra-and-extra ?stem individual and

institutional change agents.

Another example of the alternate structures which Influence

change role: is provided by the monograph Change Processes in the

public Schoch cited earlier In this paper. Carlson begins with a

discussion of the change process oriented to functions much in the

manner which will be employed in the present paper. Miles in the

same volume brings organizational theory to bear un the question of

characteristics of the receiving system or target systeT. Gallaher

assures pnthrspolo2leAl_view. with particular erpharis on the role

of the school administrator as advocate within a formal organizational

setting. And Rogers picks up the question of the characteristics of

the innovator. Any of those emphases could be assumed as the focus

for Jiscussing change roles. All should be con$1dered eventually

as research in this field gains sophistication.

Before proceeding, there are a feo terms which will be used

frequently, and e hope consistentiv, in the paper for which defini-

tions should be provided. We will emp!o'y the terms charlge agent and

Innovato: Interchangeably and will rean, "an. . . consc1ous-

ly playing the role of an initiato- aith relpezt to an /inention7

so that Lthe Invention/ ,riy be a:tensed by another irdivieua', or In

an organization or group . .
111, When refe'.ing to a group or

institution Weying the role of iflit;81.0' oe erploy the designa-

litiarbaAs Singh ?bola, 2-+-1%atlel_tteielrit,ancLittoly. Colusbws,

041o: School of Educat ion, ...e uniersIty, 1945, p-h.
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Lion change mechanism. The terms target system or adopter will be

used to identify, "an individual, group, or Institution on which an

innovator is working to seek acceptance of an /Invention./ .11 12

The term Innovation 4111 refer to the process of change, and the term

invention will mean "(1) an Idea or practice which departs from those

generally prevailing among an aggregate of people who may be regarded

as targets of change directed effort; or (2) a change in technology

(a material object with definitions of its use)."13 Further special-

ized definitions of terms within the structure should become apparent

from the discussion of the schema following.

51911rylew of the ScheN1

Let us turn, then, to a discussion of Figure I.

The first psopositton underlying the scheTa is that all sociel

process fields must Allize a v,Ide range of processes or functions

which take place as the field attetpts to develop and subsequently

integrate ne4 kno..ledge into more effective practice. through logical

analysis and synthesis of empirical descriptions of the innovation

process in other fields we have arrived at a single four-phase

division of these processes:

1. Research

2. Oevelovent

3. Diffusion

it. Adoption

These categories are, in turn, subclivided into f!-ore discrete elt-ents

representing stages in seeral process chases.

dh.01.1imilMINiaftitivirow.11

121bid., p. 6.

"Dig:, P. 12.
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The second proposition of the figure is that objectives or

goals can be stated discrete:y for each phase and stage and, conse-

quently, that appropriate criteria can be established in ter.,%s of

which each phat.e can be evaluated or asses...ed. This last point

has caused confusion in every presentation of the schema. There

are always those who contend that since inventions must be evaluated,

one discrete stage 1! the process should be labeled evaluation.

Evaluation is obviously appropriate but it needs to be conducted

discretely at each stage of the process. For example, failure to

disseminate information about a designed invention can occur, but

while this failure can disrupt the process of innovation it has

nothing to say to us about the invention Itself, the design of the

invention, or the research, if any, undergirding the invention.

The third proposition of the figure Is that the change process

is quasi-sequential from research to adoption. The seemingly sequen-

tial flow, however, can easily be over er-phasized. Research may

lead to the formulation of solutions to operating problems to be

sure. However, the existence of operating problems may stimulate

research, research findings may emerge from invention efforts, and

inventions may occur which have shaky or non-existent research

foundations. Research is a resessa-y 'eleTent in the continued

development of the change process in education but the-e is no

linear relationship betweer discrete re;earch projects or group: of

research projects and individual invent'ons. lake, for example, the

present pattern of in-serv!ce education for teachers in this countrf.

On the face of it, the effort to tie in-seriice development to "canned"

master's (levee programs has been a notofIous failure. Ero...gh is

POOR ORIGINAL COPY Mr
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known so that a program of re organization and vivification of the

entire, pattern of school distric.:-university Involvement in improving

teacher behavior in-service could be mounted today and demonstrated

six months from now. The rationalc supporting this improvement effort

(i.e., Invention) would involve not so much research as the application

of well-known practical principles of formal organization. True, the

application of research on teacher characteristics to the design of

new experiences for practicing teachers would be a practical Ions term

strategy for continuing improvement, but marked improvement could be

made immediately with little or no reference to a specific base of new

knowledge. This is simply to say that the processes being described

are inter-related and mutually reinforcing but the relationship is

looping rather than linear. Each phae 11:, eA:sten:e ce 7ts own

which does not depend solely on chat precedes or fol;oss it.

The Research frocess Phase

This is the one phase which, in the schema, is not divided

Into stages. Such a division could be a:.complished through the

application of conventional classifications of research, e.g., b3sic-

applied, or through a classification basid on the objectives of research,

e.g., to describe, to coTpare, to conceptualize, to test.14 'There

seems to be no necessity to do this, however, since a single objective,

"to ad+.ance knowledge," coiers the va-loui, stage: which could have

been used further to define the phase. Research provide: the basis

for invention) in a general serie,bu. !he only criteria which can

hoar .41 ,- -... op. %Or ...ILO

ILLgon G. Guba and )avid L. Clark, "T,pe of Educat!onal Research,"
Chapter 1V in William J. Lllena and 3r.xe eiddle ((As.), ReearF:h_and
tteichootAtints!_la:or, AASA, in press.
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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 unambiguously,

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

.
izable to the population required by the hypotheses or questions being

considered. This may be a mild over-statment of fact since questions

of significance can be raised in relation to the problem being studied,

but it serves to illustrate the point that research must be assessed

in its own terms. "Did the research, in fact, advance knowledge?" is

.a question which can be answered without reference to whether the

research affected practice. A "n." answer to the second question

probebly tells you nothing about the research. It may illustrate

simply that development and diffusion mechanisms were not functional

in the field in which the research was done. _Often this has been

precisely the case in the field of education.

Its12212122mnt Process Phase

This phase involves two stages - invention and design. Invention

Is defined as the formulation of a ne4 solution to an operating problem

or a class of operating problems, e.g., team teaching as an antidote

to some of the difficulties of the self-contained classroom unit. As

Brickell notes in his monograph the conditions'conduclve to invention

are quite different from those required by research 15 It is equally

true that the criteria which can properly be applied to these two

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

.appear to be an appropriate attack on the weakr.esses of elementary

school classroom organization? Is there face_vaildity, in the idea?

1522. cit.
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If one assumes that the teacher's lack of kno4ledge in a varlett of

fields is the basic weakness in the self-contained classroom, then

team teaching appears to have face validity as an invention. What

Is the best, rough estimate one can obtain of its viabl.lite if It

increases school costs by 500X it probably won't go any further.

What is the.best first estimate one can obtain of the breadth of

Its Enact? Is it worth pursuing in terms of potential significance

to education? These are admittedly gross criteria but it is our

contention that they should be. it is certainly better to err on

the side of permissiveness at the invention stage than to cut off

good ideas because they cannot immediately be proven to be valid

and viable.

A "ran" invention is typically unusable in a practical sense.

To discover a cherfical which retards the development of mold in

bread is one thing; to incorporate it into the process c- 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 use. The best recent illustrations of

attention to the design of an invention have been provided by the

course content improvement projects of the National Science Foundation.

The preliminary work of the Physical clence Study Committee (PSSC)

Invented a solution to an operating problem, i.e., updated substance

for secondary school physics. Had the solution been left at this

stage it is highly unlikely that it would have had impact on schools.

After packaging in a usable and integrated fo-m, ho,,ek,er, it was

ready for the processeF. of diffusion and adoption; and it has had a

considerable impact on secondary education.
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An even more telling example of the function of design in The

innovation process is provided by standardized tests. It is doubtful

if any area of educational research has had a greater influence on

schools than that of tests and measurements. We contend chat this

is true precisely because the results of this reasearch were designed,

in the formof standardized tests, for use in 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 can be brought to bear at this

stage of development in establishing criteria and evaluating the pro-

duct thzn was true at the invention stage. The pattern of evaluation

typically followed is called field testing; its intent is chiefly to

assess the feasibility of the design in an institutional setting, the

asuLADA2tintt of the aesign to diverse institutional settings, and

the performance of the design, often relative to en existing design,

Ideally, this field testing follows a period of intensive, smell

sample evaluation whfth the designers or engineers have conc'icted

during the period when the design was taking shape. In a crude sense,

this is comparable to the process employed by industrial engineers

who seek naturalistic or uncontrolled settings to field test designs

which have shown promise through controlled testing patterns, e.g.,

driving an auto whose component: have been thoughly laborato-y

tested across the country r.o deterrdne its performance under "real"

conditions.
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The Diffusion Process. Phase.

The first stage of the diffusion phase, disseminationL 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 nu-ber of options available to the

professional from which he may choose in practice. The criteria

which can bB applied to dissemination are essentially communication

criteria: _pervasiveness, the extent to which information has

reached the target system; IntellAgibilla and fidelatt, the extent

to which information has arrived in understandable and non-distorted

form; and impact, the extent to which information has affected the

behavior of key targets. Note again the self-contained aspects of

this stage in the process. The stage can be assessed in its own

right. The process of dissemination does not purport to effect

change in school: but only to create widespread awareness of the

existence of an invention.

The stage of diffusion labeled demonstration_is more apt to

be misunderstood than any other stage because of the loose way in

which this term has been employed in education, e.g., demonstration

schools (usually meaning university sponsored and housed elementary

cwid secondary schools), or demonstration exIlib'ti, (usually offering

testimonial to the effectiveness of a practice initiated in some

institutional setting). !n this case, the ter :' means the provision

of an opportunity for the target system to examine and assess the

operating qualities of the invention. :hi: implies interaction be-

tween the demonstrator demonstration and the target system- a real
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chance for evidential_afses.sment of the invention by a competent

professional. Certainly a demonstration, if nothing else, must be

credible to the assessor or it loses all point. This can only lead

to the conclusion that our continued use of atypical schools such as

Laboratory Schools as dew stration centers has been and is incredible.

gonvenience to the target system is a relative criterion and included

only because innovation research in other fields has indicated that

target systems will not go out of their way to avail themselves of

demonstration 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 occur 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 examined thoroughly and critically.

Ihelloationfrocess Phase

Assuming that the target system is convinced of the efficacy

of the invention there should be an opportunity to try out the inven-

tion, without substantial fear of failure,.in the context of a particular

institution. This trial. period is not a period of simple "trial and

error" but time during which familiarity with the invention can be

established and during which a basis cdn be provided for assessing the

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

institution. Several general citeria can be applied at this stage.

Is the Invention acWtable, to the characteristics of the local scene -
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does'it have to be bought "whole hog" or not aY ail? if so, what

impact will this have on local operations? Are there problems of

feasibility not picked up in the earlier field 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. HOd does the invention act in this

naturalistic setting with these professionals? This criterion is

comparable to the earlier performance evaluation emplovld 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 circumstances.

The trial stage has certain unique psychological properties

that warrant its use even In cases where earlier field tests have

left no doubt about the proper action of the invention in the local

situation. The experimental air associated with trial has the same

invigorating properties claimed by Stephen Covey for action research;

participation in trial experiences may persuade many otherwise

reluctant adopters. Further, the trial experience may provide a

kind of vicarious involvement with the intention that psychologically

compensates the adopter for his possible lack of involvement in

earlier research, development, or diffusion pases.

The process of installation, or fitting the characteristics

of the invention to the characteristics of the adopting institution,

may be an exceeding!y complex and time consuming stage. it may

req'iire substantial re-designing, extensive pe,sopnel retraining, or

modification 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 effecjiyene.,,s, the extent to which the in -.

vention accomplishes what it purports to accomplish in relation to

the system's objectives, and efficienct, the extent to which these

accomplishments can be achieved in relation to the system's avail-

able resources. The application of these criteria implies 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. Without this quality control, any effective

application of these criteria is nearly hopeless.

Finally, we come to the process of converting the invention

into a "non-innovation" so far as the adopting system is concerned.

This implies establishing the invention over an extendei period of

time and valuing and supporting it as a regularly accepted component

of the system. Whether this stage of institutionalization is, in

fact, a part of the innovation process is a moot point debated by

innovation theoreticians but it is certainly a critical step in the

process for the adopting system itself.



Section II
Change Roles in Education: The Contemporary

Scene and Recommendations

Had this paper been written five years ago, or even fifteen months

ago, the analysis it attempts would have been much simpler to accomplish.

Organizational Stability was a leading feature of the educational enter-

prise. But that stability is now rapidly evaporating. the effect of the

Elementary and Secondary Education Act of 065 on the process of educational

change through the establishment of regional educational laboratories, the

revitalization of state education agencies, and the establishment of local

"demonstration" centers is very difficult to assess. Hence the analysis

attempted here is likely to prove invalid quickly if the organizational

changes now only dimly foreseen nevertheless materialize with the speed

of which they seem capable.
16

Chtlgelplest 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 researcher 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 Arrerican education is

provided by Burton R. Clark, in an article entitled, "Interorganizational
Patterns in Education," in the Septerber, 1965, issue of !he_Aqlioistrative
Scienceguarterly. Professor Eurton suggests that, At least in education,
social forces are greatly increasing the importance of this area/i.e , inter--

organizational patterns/. . . . Leadership is moving into the interagency
compact, the limited alliance, the conto-tiull, the grants com.nittee, the
federation." () 237)). The authors concu- with this analyils and sugge:t
that it serves as a useful backdrop again,t which to view, the emerging roles
of change agents in this field.
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Individuals with other disciplinary backgrounds, e.g., sociology, political

science, economics. State education agencies, the Office of Education, and

local school systems have served chiefly to perform a highly specialized

role in this field, that of social bookkeeper. Efforts to operate serious

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 social process

fields, 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 not our

Intent in this paper to engage in a critical analysis of the field of educe-

. tional research but there are certain role deficiencies which, we believe,

have contributed to this situation.

First, researchers have always inhabited the periphery of the field

of education. Cut off from dialogue w;th practi Con,- s they have been

poorly supported and lowly regarded. Research in professional schools of

education has been considered a luxury and this judgment has been reflected

In the training In research provided to praCtitioners, it has also resulted,

with apolo9les to our research colleagues cherish their independence,

In a lack of organization for research so that research efforts hove tended

to be short run and isolated.

Second, the base of participation in research oh education within the

university setting has been far too narron.. Educat;onal psychologists have

very nearly pre-empted this field ac a specialized professional ande taking

POOR ORIGINAL COPY -BEST
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of their own. Consequently, the substance of knowledge in education accu-

mulate: primarily in terms of one methodological and substantive orientation.

Third, operating agencies in education, e.g., state education apncles

and local school systems, have never clarified their role In relation to re-

search and have operated ill-conceived programs which neither added substan-

tially to what is known about education nor served legitimate local admin-

istrative purposes. These programs, however, contributed substantially to

a misunderstanding in the minds of practitioners concerning what research

is all about and what it can and cannot do.

Fourth, research efforts in education have seldom extended beyond the

scope and capabilities of a single institution except in the cases where

one agency (generally a university) used another agency (generally a school

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

of team research has been accepted slowly in this field, Educational re-

search studies have been small, individualistic, short-term efforts with

little follow-u: (e.g., even the concept of replication has been nearly

lost as a scientific tool in this field).

Fifth, foundations have assiduously avoided the support of educational

research. While on ::11c- one hand repeatedly emphasizing the risk nature of

their capital and thc venturesomeness of thiir spirit, foundations have

nevertheless found it best to adopt a "play-it-safe" policy, This attitude

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

foundations could elect to support promising individuals or unique ideas

I6 contrast to governmental agencies with (heir aura of public responsibility.

POOR ORIGINAL COPY BEST
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We are led by these considerations to make the following

recommendations regarding research:

Recommendatioo #1 - Professional schools and colleges of education

must accept the production of new knowledge as

an objective equally 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 indiv; wdl and institutional pro-

grams of research and research training. Educa-

tional p--.Litioners will have to develop a new

attitude toward the researcher and toward educa-

tional research as a career and must invite the

participation of the researcher in the main flow

of American education.

Recommendation P2 - if universities are to serve the chief institu-

tional role in multi-disciplinary research on

education, special programs and inducements

will have to be offered to involve loelviduals

DOR ORY.:',.NAL
COPY
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from diverse disciplines in this activity.

Initial instructions and guidelines from the

Office of idvcation on the research training

prograTs a-4 regional educational laboratory

progra-ns indicate that the Federal 9o.ernment

is atteTpting to encourage a trove in this direc-

tion Foundations. cetause of their broai-based

contact with the university, cov!d play a particc-

latly vital role in this tor-nettion.
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Reconmendation_Li- Local operating'agercies in education should abandon

once and for all the notion that resea -ch (advancing

knowledge in education) is a necessary and desirable

program function.17 In lieu of this rainbow-chasing,

those agencies should concentrate on the use of research,

evaluation, and research like activities in serving vital

local administrative purposes, e.g., quality control,

social bookkeeping, and stimulation of the innovation

process (e.g., action research). A vital program

need for the entire change process can be served if

this strategy is followed.

Pecommendati2neli- The educational community should take full advantage

of the funding possibilities offered by the U.S.

Office of Education's research and development centersi8

17
This is a good point at which to enter a disclaimer. In discussing

Individual and Institutional roles one must keep in mind that anyone or any
agency can assume any role, no matter ho4 far-fetched It may seen on the
surface, if they wish to do $o badly enough. Local school systems can an
have operated basic research enterprises. Individual classroom teachers by
sheer force of hard work have conducted occasional sophisticated research
studies. the reco-r_mendations 7:ade by the authors represent what sees to
them to be a reasonable role strategy. It Is ob.iously not a Cod-gken
order of events (we simply 'rake it sounl that nay).

18Parenthetically, it should be nosed tha' the V S. Office of Education's
first efforts to establish research and de.elop-ent centers appear not to have
been wholly successful as efforts 'o movnt inter-agency and interdisciplinary
research compacts or systems. As a 'Natter of fact, certain of the centers
appear to be vehicle,. for tupolyiPg inAitutioetal research grants of tht sor.
which have groom up within the gational :stitJte of ?ea'tn Program. :Nis
should not be allo,ed to becone the pa'tc.r, for this 0.09eWN ar,J, to forestal!
It, the Office of Cdutvion might well consile- insti:u'ioAa' research grants
83 a necessay ar-1 uieful weniion of their refeaezh support program.

AVA
POUR

Oki GrovAL
COPr

....Ai:
At nme foto



23

and regioral educational labor ,tories. If such

Inter - agency compacts can be rrade fvctional,

much of the "sting" it recorr.endation b3 for

local school systems can 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 approach

has been exemplified by tI-e curriculum developrrent

projects of the National Science PoJnciation, even

admitting that these ...ere quasi- research efforts

probably better bE classified as

de.eloment erterprises.

ChanalEoles: The Process of DveloLlt:t

If a single beak lirk tan be Identified in the irnoiat:on chain

in education, it has been in the area of dc.elormllt. Why Is v.orth-

b.hile research sitting on the shelf? eeca,se the-E. has been almost ro

attention gi,,en to engineering it to the poli,t V.A:E7C it r3s ,trth

diffusing, The primary orga-..izatioma! mechanist! fo- deve!cpment has

been s.hatever resources the local se-ool district co..id divert from

Its regular operaticn to support curriculv dt..tiopr;ent effots by

teachers. Collepts al ,...niversities have mat;c a meagre tontribution

Al# in the fieid thm,gh "service" opertt;ons he,:led in e

a:
IF

called a bureau of field service. thro.?h the efforts of irdividua!

professors generall, st.pportel b. lcca! via consOla-t fees,

rggo' by p.:-.)1ishe!s, and throng" spcw sptcral efforts of the schco!

study va!ie:y. With sing.Ia s.ch a: tht

8°tY
CL lc State Education Denat7fnr' -tterrly e:tabIiihed 0-qer On InPo%alien

tcktation the state edvca.ion ait..-er con* rib.tOn to &velar-

tont has been limited gereraill to the rods prediction of sr:lab.:
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guides and materials.19 Without much doubt, the publishers and testers

have been the primary developen!. agencies in kerican eck:cation, providing

a national program of instruction for the schools almost accidentally while

the fo'rmally constituted bodies in ed cation often criticized, but seldom,

ventured to fill, the VOC;;L:T.

This situation began to change about scren years ago. Prior to this

time, the private foundations had begun to venture some capital in this

field, as fnr example, the Carnegie. Foundation's support of Siberman's

mathematics progran, at the University of Illinois. Such a role seemed

natural to the research-shy foundation, but despite the fact that all systems

seemed to be "go" the foundation chose to withdraw from this arena and to

concentrate instead on diffusion. In this latter phase their activities

have been viewed with suspicion, particularly when diffusion, was undertaken

without previous development and evaluation. When the National Science

Foundation instituted its massive prograns of cov.st content improveTent in

mathematics and science, development formally recognized. the old era

indeed, and private foutdations became even less enamored of development

activities.

More recently the Office of ULCatieft has folloAs3 NSr's suit and has

extended these curricul...m, grants (albeit at a more modest support level) to

other substantke areas. these first effo,ts-^e;e harbingers of a new dal,

In organizing and sLeporting dAloemen, efforts in ed..cation and the

tIventary ard Seconda-f tcLcatior, Act (tilk) of 1965 zrea-. the oprortunity

1%ot an itterestir example of tha.qng stale t&tatierl aselt) it.te:est
in 0-1, dtiO0frer!t OfOtti: a-3 evidtrte of a re,. rolefc! !coal school d,ltrict
it the proctis, tne eader is refef.:ed to,a rtcert cf Lt him t0:k
State education Dea!t,crt, cr ;;1 CiOdel;ne;
EleTentari and SEcorda) Edo:aion ALt of 1965 a-6 N..,7e,ar D. c..1,3-4, '307e

Obse!vat:ons on tutric,.;!4'n N,Nelorrent--a :-,i7-eo3'apSed !efo:'t bf ;LI Director

of Re, York State's Center.
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to extend the development function to cover activities such more

far reaching than simple course content iTprovement projects. the.

'diverse patterns possible under Titles III ard IV of the Act and

the specific programs for regional educational laboratories and

demonstration centers will airost certainly result in what Professor

Burton typified as "the interagency co!Tact, the limited alliance,

the consortium, the grants committee, the federaion."" We will

not attempt to predict the natere of these relationships but we will

present for consideration several recowendations which may make it

possible for existing agencies to take advantage of the opportunity

now presented to education to solidify this weak link in the chain

of innovation:

Recommendation_d - Colleges and universities must COTxes to recognize

development activities in edJcation as a legiti-

mate function of the institution similar to their

development programs In engineering and agriculturf..

they must accept a role as one agercy In an inter-

agenty complex attaci6ng these problem and should

probably be prepared to organize so'e type of

functional unit to carry 4:),:t this responsibility.

Personnel need to bitrained to fill educational

engineer, field tester, a'd tOtrAy agent t)pe

roles and totally new patterns of preparation

will be regAred to rtet this Petd.

4 1.1111. 11111.1.11046

2403ee too:cote 16.
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Recowendation #6 - Local school districts should abandon once and

for all the notion of "going -It- alone" in the

development process while at the sane Uwe in-

creasing many-fold their fiscal and personnel

committments to the area of development. Thty

should initiate and participate actively In

Inter-agency development co7pacts, and provide

substantial released time for the best of their

own personnel to be retraired as Inventors ard

engineers and subsequently to perform as develop-

ment team members in area, regional) and national

projects.

RecomqQndation #2 - The Office of Leh:cation should press quickly

for the establisiv of a national conclunica-

tions netAork which can tie together the diverse

components of the new regional and area develop-

ment centers (including both the regional educa-

tional laboratories - Title IV and the dvnonstratIon

centers - Title. III). te,ly urOa!ls in the ex-

penditure of Title 111- monies sho-.:1J be placed

on develovent rather than diffusion since the

success of any difftsion effort 011 be hollo-4

unless the develop-et; phase :s prod.ctie and

substantial.

Recom,-endation 48 State ed.cation aqt,tins -^ell consider

the exa*ple offt!ed eaOier f:.or the Ne, Corti

POOR ORIGINAL COPY BEST State Ed-cation Depa:t4ent. lh:o;ph coo!dineive
AVAlLAESLE AT TIME FitmEl)

and stirolator) attivit;es these k,eties tan

link together the title III centers it their

4
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states into a development network which can

tackle problems beyond the scope of any

individual center. The state department might

also consider employing technical consultants

on various phases of development, e.g., audio-

visual production, to assist local centers in

their state.

Reccnmendation - Private foundations should re-enter the phase

of development. Their efforts would be much

more welcone here than in the phase of diffusion,

where their behavior Is often suspect. Their

assistance in opening up neq areas (as contrasted

with NSF's and Dt's efforts aired largely at

refurbishing established areas) would be

especially welcome.

Change Roles: The Process of Diffusion

The informing function of dissemination was the original and

classical function assigned to the United States Office of Education.

It has attempted to fill this role through employing specialists in

various fields, issuing publications, and sponsoring and attending

conferences. Similar dissemination patterns have groon up !n state

education agencies and professional associations while colleges and

universities and local school districts have tended to assume that

the job appropriate!) rested elsewhe.e and Ras being acco7pliOled

reasonably well. These latter groups supported the o.lte.n by pro.

viding budget allocations to send staff members to conferences and

to purchase publications.
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The term .demonstration has been used in such a different con-

text in education from the way in which it is being employed in this

paper that !Lean alnost be classified as an "open role." in a sense,

It has been pursued for the purpose of "informing" rather than

`'convincing." This would seem to be the 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

and 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 roundation, for example, in teacher education, team

teaching, etc., have had a convincing or propagating purpose but in

most instances have seemed to fail on the criterion of evidential

assessment. Up to this point, the socalled demonstration activities

of the Office of Education haye seemed to be diverted toward field

testing as defined in the development phase rather than demonstration

as the term is used here.

If one overall cIticIsn can be directed toward the diffusion

process In education it can probably be.tum.marized by labeling it

impersonal and undirected or unplanned. On the first count, there

has been nothing similar to the county agent or demonstration agent

and no mechanisms similar to the experiment station. On the second

count, no effort has been made to sys!ematize and organize the pattern

of conventional townunication At a more sophisticated level of

criticism no stra tegy has been invo!ned to take advahtage of 01,1 we
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do knoll about communication networks, e.g., the two-step flow of

communication hypothesis, the clustering phenomenon.

We would recommend thit:

Recommendation #10 - The Office of Education should accelerate the

development of its Educational Research Informa-

tion Center (ER:C) so that a single automated

storage and retrieval system is available

around kshich to build a diffusion mechanism

In education.

Recommendation Jill - The regional educational laboratories and state

education agencies should be conceived as arms

of ERIC for this purpose (probably as satellite

centers) and both of these agencies, in concert,

should employ and provide to local educational

institutions, field agents whose sole function

is to make available to pra:.!.itioners the most

recent InforIlation on educational development

activities. To assist in this endeavor the

Office of Education.chould initiate and rainta:n

a catalog of inventions which 1WWV17CE

such efforts in the country.

Recommsplation ft12 - The regional educa!ional laboratories and dellon-

stration centett (i.e., local school district

centers) shovid be coficeided and n:antsei OA a

POORORIGINALCOPY-WI
AMMLABLE AT TIME MtNit

national ne4.ork for the derenstration of edu-

cational inventions and a: :he "key in:titutionil

for an e'oanded vogtaA of direct deltonitratiOn

in Iota! dlo.fitti.
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Change Roles: The Process of ,Adoption

In a real sense, the focus of discussion changes sharply at

this point since there is no real question about role. The adopter

or adopting system assumes the change role and the question becomes

one of internal organization adequate to accommodate the role.

Whether local school te-m: ire 'his country have been or' are no

prepared to exhibit what iuul 110t1 called "adaptability" is highly

debatable. if they are not, of course, the change process falls

apart and attention to research, development, and diffusion becomes

a farce.

First, let us recall that the recommendations to this point

have called for a red and dynamic role for local schools. .These are

not agencies waiting passively to receive inventions concocted by

experts for adoption by the socalled target system. This is an

important differentiation in role and one which we wish to emphasize.

Active roles in invention, design, and demonstration were posited

and the fulfillment of these roles would establish a local setting

for innovation which will be critical.

Now, if the district itself and its internal organization is

to fulfil; its change role adequately, the present situation must

be markedly altered. The district cannot Contioue to be characterized

by a "do-It-yourself" complex, trying to rediscover the wheel in local

curriculum coAmittees while the research cv-it of the district, if ant,

is diverted to status surveys and administra:i%e data gathering. Ne!ther

activity (curriculum or reiearch) is typica'lv supported a' a level

which .dould a! rod for real prog,os. Thiz will nave to change and

we suggest that;
POOR ditIONAI COPY.Ott
AVAAABLE

At TIME fItMED
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Recommendation 81., - Each and every school system should affiliate

Itself a. a member of an interagency compact

(e.g., regional educational laboratory) for

educational change, allocating necessary resources

to become an active participant in the program

of the compact.

Recommendation #.12e - Each district should identify Internally or

employ high level personnel (master teachers)

whose charge it is to serve as liaison between

the district and outside change agencies, to

mount and carry out demonstration and trial

projects within the district, and to work with

teachers ant other personnel In the district

who are engaged in installing and institutional

izing new progrels and practices.

BecomendatioriALI A quality control center should be established

In those districts large enough to justify Its

existenceothers can azto.r.plfsh this on an

interdistrict basis to assess continuously

the health of the System and the Impact of

changes introduced into the syster-..

tecommendatfori.116_1 A develovent division should be set up (p7obab'y

in lieu of the current office of assistant super-

intem.dent fo instrucion)2/ whose prif-,ary purpose

POOR ORIGINAL COPY BEST
AVAILABLE AT LIME EitMED

21 We are not umaAare of !,e te-rendous load of the line responsi-
bilities 00 carried by such offices ranging from personnel retuitr.ent
to ha:Aordering. Obviously these tasks have to be carried oat but not,
we would contend, in the one office in the syste., ,here con:ern should
be primarily for improvement rather than roain"eriance in the $0,:e tese',

we knew that adminIstrar;ve rata gathering ;f irrportant but not as a
function of the quality control center.
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shovld be to coordinate the development

activities of the system and particularly to

work on problems of operationalizing and

establishiny inventions.

Recunmendation The rruch abused concept of action research

shoule be revitalized and recast as action

research and development. in this instance,

we are referrins to the use of replications

of research and development projects in the

local district, involving classroom teachers,

for the purpose of setting the stage for

change in the system and insuring broad

involvement in the district's program for

change.



Section 111
Sumr!iary

Figure 1 and the seventeen recormendations represent the summary

of our ideas. However, we feel that certain actions noted In the

recommendations can briefly be reviewed for emphasis and convenience.

Ve wish, then, to reiterate our suggestions that

1. Professional schools of t-lucation be encouraged immediately

to establish graduate programs appropriate for the new roles

celled for in the changing process 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 curriculu-, to focus on their

role as adopters in the process of educational change,

and particularly, that they assume responsibility for

these functions as exemplified through development and

quality control centers.

3. State education agencies and the Office of Education be

encouraged to view the ESEA of 1965 as a vehicle for

establishing a strategy for-educational change in this

country, and take the steps necessary to prevent this

legislation from becoming merely supplementary support

to extant and inadequate patterns for change in education.

POOR ORIGINAL
COPY. BEST

AVAILABLE AT TIME FILME;3


