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The present paper is the first in a series dealing with the development of the

role of the educational field agent, and deals exclusively with issues relating

to gaining initial access and soliciting requests from local educators. The first
issue facing each field agent was how to sell his services to the aducational
community. Initial activities were, therefore, publicizing the program and trying
to stimulate requests. A questionnaire was sent to the agents asking them to
indicate the origin of their requests over the first few months of the program.
Data analysis of the results revealed that the model group of clients represented
the most recent status in education held by the field agent himself. This
distribution indicates that most field agents may find it easier to stimulate
their Flrst requests Fram a group whlch i% mare accaszlblh to them and whase

agent warks znltially is not aiways a matter Qf the field agent s EhQISE. AIE
new social service programs have two major objectives: (1) to establish the

program and build acceptance of it among the target groups, and (2) to develop
procedures which wil! help to ensure that the program achieves its goals., (CK)
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This paper has been prepared in connectlon with our evaluation
off the Pilot State Dissemination Program, which is funded by the Divi-
sion of Practice mprovement, U.S.0.E. The U.3.0.E. Pilot State Dis-
semination Prograr is designed to disseminate information (and in
particular rescarch-based knowledy ), to schoel and State Dduention
Agency personnel. TField agents in three states meet with clients within
designated target areas, identify the client's informational need, refer
this need to a retrieval staff located in the Stete Education Agency
(which performs either computer or manual searches), receive the infor-
mation (in the form of abstracts, microfiche or hard copy) and return
it to the client -~ all within as short a time as pcssible. TFrequently,

its applicability to his special situation and consider the next steps
required for use or implementation. = addition to thi, strictly in-
formational function, the field agents ulght try to improve communications
between school districts, consult in their own specialty, inaugurate
teacher workshops or inservice programs, and so forth.

The present paper is the first in a series dealing with the
deveiopment of the role of the educational field agent, .and deals ex~
clusively with issues relating to gaining initial access and soliciting
requests from local educators. Fubure papers will deal with field agent
work on helping clients to use information, and on the management of
a field agent project.
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1. Initisl Role Definition of Field Agents

The Pilot State Dissemination Project has been attempting to
institutionalize a new role in the schocls: that of the educational
field agent. The U.S5.0.E.'s specifications for the role of this agent
were very general, indicmting only that the individual selected should

live in the target areas of the project, and serve as a personal linkase

between individuals who wished to rec<ive information and possible
sources of informatlon at the Stete Department level. In fact, one of
the difficulties encountered by each of the pr@jec%s initially was de-
fining the rééggnsibilitieg’%nﬂ desired behavioral patterns ror these
individuals who would be a vital link in the dissemination process.

The process of defining the role of the field agent was diffi-
cult because of tﬁ: pauclity of similar roles in other .contexts that might
serve as models. The assumption behind the U.5.0.E.'s program was that
the field agent would ge%vé a function similar to that of the agricultural
field agent, but in fact there are a number of structural differences

. between the two roles vhich makes it difficult to apply the agricultural
concept without basic modifications in strategy:

1) The agricultural field agent works with individval farmers
who are relatively autonomous. The new educatlonal field agent, ;
however, deals with individuais located in formal organizations of

- some complexity. The educational field agent must therefore work
with power structures, formal and informal groups within the organi-
zation, and che barriers to access and innovation that result from
these factors.

2) The agricultural field agen:'s job is to "push" certain
innovations in farming techniqgues, The job of the present dis-
semination program, ir contrast, is to solicit the wueeds of the 3
educational population, and then try to locate material that 5
might be helpful in solving these needs. This meens that the
educational field agent must cope with a wider variety of issues
at any one time than the agricultural field agent. It aisc rails-
es, the crucial issue of how the field agent 18. to go about identi-
fying the felt needs of educators. ]

Q ! 4
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3) The agricultural field agent is in direct contact with the
research source, the School of Agriculture at the State University.
Thus, if he has any difficulties in understanding the research,

or how to use the research product, he has a direct line of com-
munication. The educational field agent in the U.S5.0.E. Pilot

State Dissenduatlon Program is not in direct contact with researciers,
and must therefore lecok to otk r sources if there is any difficulty
in interpreting or using research resulis.

4) 'The agricultural field agent, although he must deal with re-
sistance to innovation, has the advantage of working with a population
that is motivated to adopt the best practicez for their own econ-
omic good. The field agent, however, must deal with individuals

and groups that are not economically motivated.

5) The results of the agricultural field agent's work are usually
quite visible. Thus, it is guite easy to prove that one practice
produces morc or better wheat than another. The field agent's
product is more difficult to assess, since there 1s little consensus
among educators on the desirability of specific eduvcational struc-
tures or practices, much less on the best means of achieving these
ends.

A good deal of work has been done on the organizational change

agént;!a model that might seem to be somevhat more applicable to the

the situaticon differs along several dimensions:

1) Orgenizational change agent studies have cccasionally used as
a major variable in measuring success whether the agent is an
"insider" or an "outsider" to the organization. Jones, in re-
viewing the case studies of this type of literature concluded that
the inside change agent was somevhat more effective. The educa-
tional field agent in this project, however, is not really either
inside or outside, but a unique combination. Like an insider,

he has a permanent place iIn the distric. and is familiar with the
area and its personnel; but he is not attached to any particular
school and, because his role is new, will probably not be seen
by most educators in the area as part of the school system staff.
(This will, of course, presumably change as the role of the field
agent becomes more institutionalized.)

2) Most organizational change agents have been invited in for an :
in-depth diagnosis of the situation, snd have & mandate to make
recommendations about change and help to carry them out. In effect,
they are seen by organizational members as "'experts." The educational
field agent, on the other hand, has not been given a specific task

or area to work on, and is not an expert -- although he has access

to experts. —

| 5




[

3

3) Unlike the change agent who is located completely inside the
organization, the field agent would have a difficult time in fully
using the informal network of thic organization to achieve certain
ends. 4side from the fact that he would first have to gain access
to the informal networks, taking advantage of this force could be
hazardous since administrators might resent the use of such channels.

The original state proposals for U.S.0.E. support reflected the
lack of a well-defined model of behavior for the new educational change
agent. Fach préggsal stressed the fact that the field agent'was sSup-
posed to be a linker, but gave rfew specifilc recommendations in certain’
crucial areas, such as the degree of directiveness that should be as-
sumed in helping a client to define his educational problem, the level
at which the field agent wshould work within the school system, or the .
amount of involvement he should bave in actually planning and implementing
imnovations.*

An example of the lack of specificity in these proposals may be
seen from the following definition of the fleld agent's responsibilities
in one state:

‘These professional persons will be members of the staff of the
State Department of Education and will be located in offices
provided by the school districts under an agreement with the State
Department of Education....The Field Agents will translate oversll
objectives into local action Ffollowing the policies of the State
Board of Education....The agents will relate witli empathy to local
administrators and will assist in welding a workable team of State
and local proflessionals into a coalition....State goals will be de-

fined in terms of iocal conditions, and the Field Agents will
assist in reconciling differences between the two.....

*This observation should not be interpreted as a criticism of any of
the three states. In an innovative program such as the present one--

a program that is characterized by new structures and rcles for all of
the participants-~it is entirely understandable and even desirable that
there be uncertainty as to how the strategies of the program should
develop. Also, since the Illot State program was essentially quite
decentralized (although there was variation between the states in the
degree to which they emphasized central coordination and direction of
field agent activities), it was difficult to concretely define the rield
agent role without taking into account the local communities and their
ideas about the functions of the field agents. Thus, it was necessary
that the field agent be allowed g good deal of flexibility in the beginniug.
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Essentially this proposal defined the role of the field agent only in
terms of 1) his organizational locus and 2) the responsibility to mediate
between gtate and local geals. It said nothing about how he was to do

this. The other proposals defined the field agent roles at similar

levels of generality.

Further information cbout the state project director's conceptuali-
zation of the role of the field agent yielded additional evidence that
no one had a clear image of what the fleld agent was to do, or at the
very least that there were latent inconsistencies in the expectations
held for field agents. Thisipréblem can be delineated more clesrly
by reference to each ot the tﬁxee states:

State L: The Project director indicated that be felt that the
t1cld agent role should be consistent with the "Havelock model "
of innovation in education*, that is, the agent should develcp
intensive relationships with clients and work through with them
all of the stages of diagnosing the problem, choosing a solution,
building an environment in the school that is open to change,
and so forth. Another part of the program that was equslly important,
however, was the "Technicel Assistance" aspect, which involved
getting State Board consultants out into the schools 1n increasing
numbers to perform the same functions that the field agent was
. presumably undertaking. The relationship betveen the field agent
and these consultants was not defined in any detail, except that they
were supposed to work together must of the time. Another problem
was that the Havelock model presumes an intensive, and therefore
time-consuming, relationship. The structure of the program was
such that the field agents were each serving eight or nine rural
schocl districts that were spread over a large area. Another goal
marked top priority (on a checklist of possible program goals filled
out by each member of the project staff) was that the field agent
was supposed to serve a large number of schools. The various goals ;
might be seen as incompatible given the humsn limitations of field ;
agents..

In discussions with the field agents, the project director placed
special emphasis on the process of diagnosis as a result of his
belief that the overt needs that people voice are usually not the
"real" needs; however, on a checklist which asked him to give
priority rating to the field agent activity of "diagnosing the

¥ See Ronald Havelock, A Guide to Inﬂevgt;gnwip Education, Institute for
Social Research, Ann Arbor, Michigan, 1970.
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problems of client rathes than accepting their own definition cf
needs end problems"” he marked this goal low. Furthermore, he did
not give the fileld agents significant help in trying to define what
it meant to dlapnose, and how the field agent was supposed to go
about diagnosing.

State 2: Discussions and resthonses to questionnaires sent to the
project ‘director of this state indicmted that he placed high priority
on giving the field agent initiative in diagnosing problems, even wken
they were not apparent to the school personnel. He also placed high
priority on invelving state consultants in all phases of the client
relaticnship. He did not, however, feel that the field agents should’
necessarily work along with the giate consultants once they were put.
into contact with the school. Thus, he expected the field agents

to be very involved initially, but ready to "pull out” once an ex-
pert appeared on the scene. This conjunction of goals potentially
put the field agent ir a very esmbiguous position vis-a-vis his
clients. A further LPJi¢dl problem in defining the field aﬁcnt role
arose from the Tact that the project director felt guite strongly
that each field agent should dcvelop bis own style of operating .
without specific guiQETincg from the project 6irﬁ:L@ri Thus, the
director was manilfesting his concern that each sge 5 develop &
strategy that was best suited to his situation and to his individual
proclivitics. O one occasion he advised a field agent who was
somawhat uncertain about his role that he should not discuss the
matter in depth with the other field agent in the state. Thus,
although the proj¢ct director had some ideas of his own about

how the role of tle field agent should develop, the field agents
themselves were not aware of his ideas until the project had

been underway for several months.

State 3: State 3 initially had the clearest definition of the role

of the field agent, which perhaps was owing to the fact that it was
the most limited definition. The field agent was not to involve
himself in diagnosis to any degree, but was to accept the stated
problems of the clients at face value. His main respousibilities
were to help the client interpret retrieved material and facilitate
the installation of 1nnavat;ansa Creat emphasis was placed on the
fact that the field agent was not himself a change agent or initia-
tor, but an individusl who could help educational perscnnel by pro-
v1dlng the technical and practical assistance needed to make inno-
vations that would be planned by the school persounel themselves.
Even here, however, there were some inconsistencies. For example,
although the project director felt strongly that the field agent
should not consider himself a diagnostician of school problems,

he believed that it was acceptable for the field agent to furnish

a school person with information that he had nat requestea-—presumﬂblv:_;=pn

for the purpose of stlmulating him to think about an aspect of the
school prcgram that had not been previously considered. Although
the unacceptable activities were qulte clearly defined (i.e., that
the field agent should not activel; ush innovations) the types

of activities that were to be regarded as acceptable were less_clear.

3
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The main point that emerges from these experiences 1s that the
role of the field agent was initially guite vague. Not only was there
little consensus between the states as to what the field agent should be
doing, there were incansistencies within each state. At this point,
however, s&éé conclusions can be drawn about the problems and issues
that the seven pi;at project fleld agents faced, and some of the solutions
that have been érrived at, both individually and corllectively. The incif‘
dents and illustrations discussed below are drawn from the first months
of the program's operations anara@ not necessarily reflect present
conditions in the progmau.

L. Gaining Access ard Acceptance

The first iscuz facing earh field agent was how to sell his ser-
vices to the educational community. Initial activities were, therefore,
Publiaizing the program, and in the process of publicizirng to try to
stimulate requests. Prior to starting the Job, none of the field agents
felt that this effort would comprise one of their more difficult tasks.¥
In fact, however, it proved to be very %iﬁEEQQnSuming for some of the
field agents, and a number of false starts were made. The following
cases are illustrative:

A field agent made initial publicity visits to each school in the
district. In regularly scheduled faculty meetings the purpose

of the program was explained, and the proceduresfor retrieval of
material gone over in detail. After this series of meetings
(where a few reguests were received) the field agent waited for
People to call her and request the services. After a week or

two she was not receiving requests from teachers and began doing
gome research for the superintc-dent of the district in order to
galn rapport. Realizing that her initial publicitly attempts had
not been successful, she adopted two other modes of gainingeccess:

1) She tcok advantage of a district-vilde teXtbook fair by setting T 1

herself up in a booth with literature on the program. And she

reported that a number of individuals camé up and asked her for more

-

* From goals checklists. E)
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information about the, pregram and how they could contact her.

2) She arranged to meet with small groups of teachers in each
school on a more informal basis to discuss the problews that

they sav in their classroows. She found that people vere nore
willing to open up about their needs and problems on sn individual
level than they had been at the larger faculty meetings. This

field agent nas concluded that formal meetings provide insufficient
publicity for a program that requires cousiderable interest and rar-
ticipatien from individusl persons in the schools.

Another field agent, who handled several districts, made initisl
vigits to many of the principals and superintendents in the area,
as well as giving a formal presentatic. to a joint meeting of all
the Superiatendents. Next, he scut a letter, which was distributed
by the principals, to all teachers in his area. Thie method
proved to be quite inefféctive ms a means of stimulating requests,
and the field agent finally decided that the best means of reaching
the teachers was to vislt in the school lounges, listen to the
issues that the teachers themselves raised, and show them how

the program could be of use in meeting some of theilr needs.* These
meetings vroduced a number of requests from individual teachers. In
addition, this field agent had scecess to an internal television set
that served all of the districts. A short videotape aired over
this system also helped to reach a large number of educators, although
the field agent noted that this means of contact served only as a
supplement to face-to-face contact.

Another field agent hed been a superintendent in the state where
he was now serving. Consequently he enjoyed a number of long-
stending personal relationships with administrators in his area.
Taped interviews indicated that this personal familiarity was very

“useful in stimulating initial positive response to the program,

partly because the client felt a desire to cooperate with a friend,
and partly because it was not necessary for the fleld agent to legi-
timize to them his interest in and understanding of school problems
on an administrative level. This fleld agent then relied on the prin-
cipals to disseminate knowledge about the program to their teachers,

a method which may be effective in the long run but failed to produce
aany requests ii the short run. '

A completely different method of publicizing the program was adopted -
by a fourth field agent. This individual met with principals at reg-
ularly scheduled district meetings. After a brief explanation of

the program, he used a "force field" technique for diagnosing a
problem volunteered by one of the principals in the group. The -
emphasis in the presentation was on the technique of diagnosing
school problems, rather than on describing the information services
of the program. Consequently, it seemed to have rather poor results
in stimulating an interest in acquiring information. In fact, many
of the principals were rather confused by the procedure. This agent

relied on the principals to publicize the program among their teaching

* Many teachers did, however, remember the field agent's name from
the letter which indicates that this effort was not totally unfruitful.

- 10
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._‘;listen to such material with only haif an ear,

8
A Pifth field agent sought to meet with groups of teachers. Because
of the limited time allotted for his presentations in regular faculty
meetings (only about five o tan m¢ﬁ1+eg), and his exprecsed concern
Por helving teachers with their prcbéems " he was received with skep-
tical caution. In one instance, a téacher who had heard his presen-
tation reported that the group was simply amused by his presumrtion

that he had cone to solve their "vroblems. " "What problems? Why,
" vas the spirit of their reaction.

2 don't have ar, problems!

These cases highlight some of the paints that may be made about
the process of gaining access to school personnel and publicizing the
service. Although the number of cases was small, a certain c@nsistenc%
in outcomes allows us +o drav some tentative conclusion about the initial

phase of presenting the program,

Meetings with 12?23@5?9235 of people can create a certain level °

of awareness, particularly among individuals who are already predisposed
to use a variety of resources in gaining information. Group meetings do
not, however, provide a sufficient understanding of the functions of the
brogram and the ways in which the Information resources of the program
may relate to an individual educator's specific needs. Several factors

may account for this. Large meetings tend by their very nature to be
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1ized, and there is usually little two-way communication
between the speaker and the listeners. Thus, any confusion or uncer--
tainties about the exp;anStiéﬁ Df:the program cftén remain uﬂclarified
Also, group members tend to be reluctant to ask questions about how such
8 service might relate to their own individual prcblems because they are

unwilling to highlight the fact that they. do have préblems in front of a

.large f@rmal=graup of péers. Finally, educatera are Probably DverﬂexPQsed‘_

Aﬁtn meetiﬂgs in which new Prcgramsg PTGJéCtS; curriculun developments,

I

ete.,, are explained ana endaraed and cgnsequently have a tendency to
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A second lesson thét may be learned iIs thet meetivgs with small
groups of teachers (or caémitteea) seem to be a very successful technique
of stimulating interest iﬁ the program. Since teachers often do have un-
articulated problems or needs, informal and exploratory discussion with
the field agent creates a éupg@rtive group atmosphere which stimulates
them to think about ways in which they might work on these problems together.
In effect, the program becomes more weaningful since the teachers can be-
gin to relske the potential wesources of information to their own common
situation. Individual meetings betwveen a field agent and a teacher or
administrator cerve a similar functlon but are somewhat less efficlent
for reaching 3 larger number of people.

Third, prior familiarity with certain individuals or school sys-

tems tends to facllitate understanding between fileld agents and potential
clients. The total "outsider" status of the field agent is more quiclly
transformed into the partial "insider" étatus which the field agent must
“assume if he is to work in depth with a need or problem.

Fourth, it is unwise ana ineffective to emphasize the need for in-

depth Adiagnosis of problems when explaining the program. This diagnostic

‘ technique tends to antagonize some individuals vwho may understandably
ask themselves why an outsider assumes that he has a better grasp of their
situation than they themselves have. Also, a strong dlagnosilc orienta-
tion may sgrve;tﬁ;divert the attention of potential clients from the
fact that information may help-them with those felt needs that they

experience every day.

Fifth, all of the field agents generally agree that it 1s important

3

to gain initial acceptance, if not enthusiasm, from top administrators : §
, _ Al A . » - R :

before proceeding to lower levels of the school system. A hostile super-

12




. agent wishes to reach those tyT

10
intendent or principsl can quash even the most active interest dmong
lover level participants.
A general point tha£ deserves emphasis 1s that in all of the
states where the field agent confronts either a large district or several

districts, this process of fostering awvareness wae much more time~cousuming

than originally anticipated, fréquently.runﬁiﬁg into months. .One reason
is that the process of publicizing the program soon overlaps with actuail
involvement in working with the firgﬁfiééuegts of eclients. As the agent
becomes involved in retrieving and discussing information with clients,

he tends to postpone encounters which are Intended only for trust-building.
Thus, four months after the project had started, one field agent haai
not visited several schools 1ﬁ his target area. Another field agent,

wno had realized early that the process of bullfling awareness would be
time-consuming, did not actively solicit requests during his initial visits,
but waited until a second round of visits. This strategy took him five
months. Thus, although most of the field agents bhave felt that gaining

access was not terribly difficult (in the sense that they did not meet

nevertheless required a tremendous amount of time and effort.
Related to the above is an observation based on the experiences
of field agents who initially attempted to use wither written materilal

or the. grapevine for publicity purposes. . Although some requests will

‘usually result from this more indirect type of communication, it 1

inadvisable to rely on these methods alone if there 1s an interest in

- _reaching people who are timid about using new: resources. If the field . . o= oo

ical members of the educational system = .

who are not aggressive innovators or self-starters, it is insufficient

¢ 13
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to wailt for people to come to him for the service. Active "selling"
has been réc@gnizeé as a clear necessity by several of the fleld agents.
(And yet, it should be noted that the use of a newsletter about project
activities has been very successful in one district in keeping people
avare of what the project is doing. Since this iz the smallest district
in the Pféjéctgrhéwévér; it is uncertain whether this téchnjqué é@uld .
be successfully transferred to other, larger target areas.)

Levels of Access

As our remarks on the methods of gaining access have lndicated,
there 1s considerable variation as to how much attention is given to .
different groups and levels in the schools. This 1s not merely of aca-
demic interest, since such choices seem to reflect a number of factors
in the personality of the field agent, his philosophy of change and ini-
tial relationships that emerge in each target aresa. Inéiﬁentally, it
should be noted that the project directors themselves indicated in re-
sponse to our s;rvey of goals that they felt that both administrators and
teachers should receive "top priority."

In January, 1971, a short questionnaire was sent to the field agents
asking them to indicate the origin of their requests over the first few
months of the program. An analysis of the distributions for eacﬁ field

agent revealed that the gggal group of clients represented the most

R S e P U Ry T PRSPV SV SRR PPIRC S - VORI SR TN

recent status in education held by the field agent himself. For example,

~ the field agent who had been a district specialist prior to taking the

e e

e

field agent jcb elicited 43% of his requests from district specialists;

the agent who had previously been a superintendent received 40% of his

requests from superintendents; and the agent who had just lef. a job as

e 1 ]

a teacher received 47% of his requests from teachers., This disproportionate
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representation of requests was reduced quite conslderably later on.
{For example, the field agent who received W% of his requests from tea-
chers during the first few wmonths of the program now appears to be re-
ceivirg less than 30% on average, and has had considerably more contact

This distribution indicates that most field agents mey rfind it
easier to stimulate their first requeste from a group which i3 more
accessible to them and whose problems are more familiar to them. Because
of this initilal Ffamiliarity, they way find the p%@blgms wore interesting,
ete.” As théy develop greater security in their role and begin to branch
out to other groups, this imbalance is corrected.

The particular client-group with which a field agent works initially
is not alvays a matier of the Tield agant 's choice, however. Often a
client himself will try to define the population that should be served.
Two main trends seem té have arisen in this area:

1) When the field agent is recruited from a teaching background,
he must often overcome an assumption on’the part of administrators that
his majarreffart will be devoted to teachers. For example, one field
agent found that a superinteﬁaemt whom he visited felt that imasmuch as
the fleld agent had little Pereanal expertise in higher level admlnistraﬁ
tlve prablems, hiE help wauld nﬁt*be uaeful ta superiﬂtenﬂEEts, ADDther

former teacher rep@rted that prlncipals were enceuragimg him t@ work with

'teachers as ecntrasted wj+h administratgrs. Bath af these field agents

have since develaped quite a few ccntacts With administratars, but Dnly

_by'making extra effcrts t@ prcve th&t they crald prévide materials thatz

wculd be usefuj tc them. Sametimés this has been a matter éf supplying
material ta an administratar even when a direct request was not made.

Qr, the fleld agent might prove himsglf by bringing in comsultants with
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expertise 1in a&minlstrative patters. Again, on Several occasions prin-

cipals have become iﬁterésﬁeﬂ in requests made by their teachers, and
have thereby gained insighk into the potentialitles of the program for
themselves. In any case;iit seeme fairly clear that field agents vho .,
come Ifrom tlie lover levels of the educational hiérarchy have to "prove"
their usefulness to administrators to a much greater extent than to tea-
chers.

2) A different type of problem seems to arise for field agen*s

recruited from higher level backgreunds. Such f£1eld agents were SO

eagerly accepted by administrators that they were soon monopolized by thémi

Naturally, however, when the field agent is dealing wlth several rather
complex edministrative problems, it is difficult to f;nu the time to ex-
tend the service to teachers. In some cases the agents wvere actually
digcouraged from moving toward more involvement with teachers. For

example, one field agent was discussing the problem of reaching class-

room teachers with one of his more active clients (e. district level staff

ﬁerscm) when he was told "I have been wondering whether you want to work
directly with teachers in this district or if you want 1o hold only to
principal contacts.” The staff member then warned the field agent that
‘he would have too many requests to handle if he began to soliclt re-
qﬁests directly from teachers.*

) ' Another factar that seems to influence the 1evels on vhich
field agents wgrk is. their percePtiQn of where the . leverage f@r eauca;

tiﬂﬂal'change-is located. Rcughly speaking, two main phllosoghlég seem

Ai tc have @merged* one: views the l@euE af change as resiﬂiﬂ% in ﬁhe 1!; - :y 2

¥1t may e argued “that in- serving prineipaL‘s requests. the fieli agent

48 6ften reachirg teachers, gince relevant meterial may be’ passeﬁ down.

" However; the nature-of- the requests recelved-by the programs indlcates
that in many cases the felt needs of the principals and teachers 7

- are not campletely Qverlapping. -
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administration; the other Vieﬁs it as residing in the teaching staff.

produce fairiy wilde-spread @r‘langﬁramge projects that will affect a
large proportion of the Schéal‘stsff in an area, A further assumption
of this view is that administrators are; in general, the only group with
sufficient power to carry through major shlfts in educational philosophy,
initiute structural changes, purchase new materials, and so forth. Thus,
although one may get requests from individual teachers, it is most im-
poxrtant to involve aamiﬂiétratcré when trying to pull together the st .nds
of larger issues or innovations. One field agent, for example, ird.cated
ihat teachers had voiced many diverse problems, but that his main task
was to "determine how I can best work with that Séh@@l;;gget at these
specific problems and launch iﬁté a more sﬁeegimg endeavor with (the
princigai)i" Another field agent devoted his first year to working

with whole school districts on needs assessment programs with the inten-
ti@n.@f proupting superintendents and principals to express long-range
school needs that could be dealt with during the next year. A third
;%ielﬂ agent signified at the Beginning of the program that what he really
would like was the authority to be able to mandate changes himself-~in

the absence of that authority he felt that it was important to work with

R N T . N
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those who did havevit.

The second viewpoint embodies more of a "social work" philosophy
--that is, while the main Pufpese of the program is to create change, one
of the best ways to achieve this objective is to help individuals solve

their own problems. Often the people with the mes t interest in working

on teaching and curriculum problems are teachers. Principals and super-

1
intendents tend to be very occupled with other administrriive tasks,=—and - ;§

'RiC‘tQ want a ready-made éc&utian to these problems. Thus, c@mméﬂts 1ike




the following have been made:
My particular position or Job is just to be a resource, whatever
that resource is...my objective is ©0 help in one area in every
school in every district....Here is something that ¥ have found
every time I have dealt with...sn administrator. We are not going
to get anything disseminated, as far as I am concerned, if we ex-
pect the...superinbendents to be the ones we are disgeminating to...
these administrators are not in key with what is happening in the
classroom, and they are not so keenly concerned about getting infor-
mation that will help them to do their Job better...they're looking
for magic.
Another field agent noted that she did not thivk that her job was that
of a change agent, but someone who should g0 to clients, find out what
they want, and £ill ‘that need. The same field agent felt strongly that
she should £ill as many needs as possible, and not get too involved with
any one project.
It should be noted that none of the field agents seem to adhere
to extreme positions of either philosophy, and all of them have done
some work in both areas. In fact, a major skill needed by the field
agents is the ability to recognize where the different philosophies or
strategies are most appropriate and to be able to zhift between them as
the need arises.* However, it seems clear that leaning one way or another
between these two positions will have some effect on the clients that

are sought out, and the degree of involvement that is developed with

rarticular sets of clients.

The Role of the Intermediate Organization
Another factor that hss”aygreat_gffegt on the process of stimu- -

lating requests is the support that the field agent enjoyes from the lo-

) cgl;,iﬁﬁ%?@%ﬁi&t? organization where.hevisslacﬂtediv*The;lcealﬁgrganizatiéf“??‘;“

*We have been working on an attempt to .develop a-strategy plan by which
thé"fieid_agent,may.mare,easily;assessﬁthe~variabl25-cggrating inna
glven request situation, and modify his bebavior.to fit these requests.

A summary of these tentative guldelines 1s included in an appendfX to

this paper. ' '
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can either facilitate or hinder the role of the fleld agent in both
major and minor ways.

Initially, severzl of the field agents did not have telephones in
their offices. This meant that they could not contact potential
ciients except by using scomecns else's phone, by mail or through
a personal visit. (Alihaugh we have advocated personal initic'ion
of' contact by the field agent (see above), we suspect that a num-

ber of clients would be willing to make a phone call later on. )

One of the field agents situated in a reglonal office with several
other educational consultants reported that a number of school needs
vere referred to her by the other staff members. She could then
follow up on these needs with the knovledge that there would be
some client interest in the service. Another vay in which staff
members helped her to publicize the service was by recommending
that certain persons get in touch with the field agent.

One field agent who worked in a large metropolitan district found
thet he was getting a nuwiber of requests ror help that fell under
the responsibility of another staff department in *he district.
Although the department was understaffed, it was mt happy about
gomeone else doing its work. This field agent was quite worried
about the political problems that would arise if he was not care-
ful %o gﬁay out of another department's domain of interest,

Another field agent éstablished very gocd relations with the direc-
tor of the organizetion where he was situated. The director had
worked in the area for a long time, and possessed a great deal of
information about the characteristics of schools, school personnel,
ebc. He therefore proved to be an invaluable source of information
for preparing visits to schools and in locating potential problem
areas. He also gave advice about how to get along with cettain of
. the less "open" educators in the district.

A fourth field agent perceived the director of the organization in
which he was situated as not terribly interested in helping him work
out activities and strategles for the field agent role. Because of
this feeling, he avoided talking with the director about M s work
for several months, despite the fact that he had inadequate office
space to conduct his business.

Still another field agent felt that he could not operate in the
distriect until he had clarified the responsibilities and boundaries
of his role with his two "superiors." This clarification was not
forthcoming, so he had to spend a great'deal of time convincing
all of the subordinates in the two majorr departments concerned with
innovation that the services which he could provide would benefit
them in their work.

In another case, a fileld agent who works in a single school district
directly under the superintendent 's office says that she would never
have been able to do her Job as effectively 1f he had not encouraged
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her fram the beginning to operate independently with no "red
tape" attached to her role. The superintendent set her up as a sep-
/ arate department, in effect, so that she would not have to be re-~
sponsible to anyone else.

One field agent was actually the head of the regicnal service
center. Two other specialists were also attached to this center.
The field apent delezated field agent-type activities to the other
two specialists, and said of this arrangement: "Unlike in other
places, where they rely on one man, here the whole center staff is
involved in the project. We're gett ting feedback from three people
instead of one." A division of labor has deve loped to the poini

where the original field agent handles only high schools, while one
of' his assistants handles elem nentary echools.

The head of an intermediate organiaation set up schedules where

and vhen the ficld agext should be in the schools. This schedule
irvolved being in the office on Monday and friday, and in each
district in consecutive order on Tuesday, Wednesday and Thursday.

The field agent felt that this interferred with the job since elient's
needs did not alweys colncide with the schedules.

A field agent who felt closely identified with the intermediate or-

ganization stated that school personnel in the area were simply

not aware of the multitude of services performed by the organization.
. Because of this lack of publlclty it was felt that much of his most

Important work remained "invisid’ =" and did not help in generating

Increased support for the program.

The main benefits (in terms of access) of being attached to
an intermediate organization seems to be (1) legitimization of the Field
p agent role through association with an already existing organization,
(2) provision of resources for incrzased awareness cfjpr@blems or needs,
(3) avallEsillty of technical assistaﬂce for f@ll@w—up wcrk snd (4) e Ag
| prcv;sign Qf a suppgrtlve, 1nfarmal environment - In general the degreé o %
to vhich the intermediate Drganizatians have facilltﬁted or hampéreé the i

wark of the field agént :ndicates that this is an aspéet of LhE prcgram '

that should by no means be tgken fér graﬂted.

-It should be noted that the effectiveness 6f the crganizaticn in
" .- porting the role of the fleld ageat is premised on two basic considera-
... tions. (1) An 1Qcating the. field agent in an agency, care should be taken

i

not to Place him in & center which does not have a history Gf good service

- 20
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relations with local educators. Whether or not the field agent is offi-
cially independent of the organization, the cliert group will often iden~
tify him witﬁ it. ‘Thus, to some extent the status of the field agent
will be dependent on the status of the organization or of certasin better
known individuale in the organizations. (2) The organization must be

willing, not only to accept, but to give strong suppat to the field

agent r@le; both in terms of publicity énd of gaining access. In two
areas the fleld agent's immediate supervisor gave him little sgsistéﬂce
or guidance in publiéizing the program, arnd thls omissicn seems to have
retarded awareness of the fiela agent's services.

With the exception of the lack of telephores and office facil-
ities the majority of tensions that occurred between the organization
and the fileld agents vere caused b& a poor definition of the field
agent‘s role. Although in the early stages of the program it is diffi-
cult to define this role exactly, as we saw earlier it was apparent that
many c@nfl%cts could have been avoided if the field agents had made ar- i
rangements to discuss his ideas with and solicit comments from the organ- i
ization staff, had worked out some division of labor with the other con-
sultants or speciaslists on the staff, and also had informed@ theu of the

kinds of benefits that they might derive from using informatlon retrieval

service in their own work. This approach might serve to preclude jealcusies
érka éénse of ééﬁpetitiaﬁ ﬁith éireaﬁy»éxisting rciés§ anﬂlénhanée the -
efficiency and effectiveness of the service.

| It is pcssible that most of these field agents whom wve have
ébgef#ea in the Pilot State»prégram were quite lucky in being located
in organizations Where é‘gregt deal of help was available, and where =
Little pressure or resentuent of this nev role vas evidenced.. The one
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field agent who did bave a difficult time in gailning real cooperatlon from
the other members was the only one located in a fairly complex, bureau-
cratically organized city district. 1In this case the field agent's ser-
vices did, .in fact, overlap Lo a certain degree with services being offered
by other departments. He was also the only field agent in a situation |
with highly formal lines of responsibility to other levels of the staff
belov the level of the superintendent's office. The superintendent him-
self noted that - it was difficult to introduce a "research oricented facili-
tator" where there is already a county staff or section of special services
wvhose job is to enter schools and stimulate interest in resecarch. As the
superintendent pointed out:

Unlike in (ancther district) where the field agent comes straight

from the Superintendent and need never step over anyone when he goes

to schools, (our field agent) is actually performing a model of the

work that should be done by existing county staff people., The field

agent must therefore step over the heads of (other staff meuwders)

to perform his role.
Although it appears that administrative and "territorial" difficulties
have now been worked out in this particular area, the process was much
more time-consuning than for the oOther field agents who were able to be
more independent. Althcughlﬁhis case represents only a single experience,
it suggzests that it would be adviszable to locate field agents cutside of
an esisting staff hierarchy, and also to encourage informal rather than
Pormal cooperation with ctherwéﬁeéialisté; This case also indicates that
installing a field agent in urban systems may be considérably more Aiffi-
cult than installing them in less c@mplex systeus. N

Careful consideration should be given to the amount of "freedom

of action" delegated to the fleld agent, and to the department and level
of the system in which he is placed, The field asgents who were somevhat

hampered by administrative prescriptions concerning their mode of operation
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have managed to overcome them for the wmost part. The field agent role,
however, should DLe intrinsically non-bureaucratic if 1t is to be effective.
That is to say, the field égemt role must have a good deal of leevay in’
adjusting to fhe needs and idiosyncracies of the elient and hic setting.
Finslly, since the field agent will be one of many service specialists
working within the district, special publicity should help the local
educators to differentiate this new role from that of other, more tra-
ditional roles. .

It should also be néteé that the field agent-intermediate organiza.-
tion relationship is not one-vay. The presence of a field agent may
enhance the reputation and increase the influence of a district office
Oor service center. In g numb:r of cases, for exauple, the field agent
has been able to involve lécal'sgeéiaiigts in working on significaﬁt pro-
blems§lthus enlarging the specialists' vieibility and involvewment. One
field agent, who is situated in a school district office, worked intensively
with the Superintendent to gain acceptance of .new rrograms as part of
long-range plans for the school system. Another field agent entered an
organization that was just beginning to develop a local image as a pro-
vider of educational improvement services, and his presence was instru- -
menbal in furthering this effort. In fact, the effect of the field agent's
work in enhancing the reputation of the intermediate agency in which he
is located may be decisive in galning the support and active involvement
of the agency staff. Needless tg!say, this effort must not be allowed to
unﬂérmine the integrity of the field agent's role, -

DiagngsiEWYErsus:Agceptamcg of Felt Needs

in one state, as we have already noted, great emphasis was Placed

on dilagnosimg the root cause of a problem rather than Préviding infgrmatién

- 93
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to alleviate the direct or indirect effects of the problem. Thus, it was
expected that if the field agent found a teacher who complained about
low feaaing levels in her tlassroom, he wauia not merely retrieve materials
which might help her to improve her reading program. Instead, the field
agent and ﬁﬁe client were supposed to work through in detail the causes
of the reading problem, e.g., lack of articulation between reading progrouas
in the differént grades, lack of reading material in the children's h@mﬁé?
too much heterogeneity in the class, ete. The assumption was that the
teacher and others affected by {(or helping to cause) the root problem would
work on it together using materials from the FRIC rescurce base.

Underlying this keen interest jin intensive diagnosim of school pro:
blems was the justifiable feeling that improving educction was not nerely

a matter of patching up small rips in the fabrie, but of locating basic

veaknesses in the cloth itself. This would seem to be an admirable and

reasonable goal for a project whose overall direction is to solve educational

problems through the application of research ideas. In practice, however,
because of the structure of the project énd the expectations of clients,
1t is not always easily achievable. This is true for several reasons.

1) The field agents are not trained professionals in the field of
educational andiarganizatianal diagnosis. Also, as noted sbove, thcy lack
a mandate to come into the school for the purposes of intensive diagnosis.
Attempte to initiate a disgnostic period may therefore produce some re-
sentment on the part of clients.

One field agent initially attaﬁptea to use needs assessments as a
diagna%tic té@l. He felt that with the results of a needs assessment, the
administrators in the school digtrictsiwculd be awure of the major areas

- of concern to students, teachers, parents, etc., and also that they would
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have a roster of major problem areas to work omn. Several drawbacks to this
technique emerged, however. First of all, many of the principals wvere not
enthusiastic about the idea' of exposing tﬁej? schools to examination by
outsiders (i.e., parents and ccmmunity members), and did so primarily
because 1t éés requested by the superintendent. One principal, for ex-
ample, stated that he felt %t would cause & lot of problems for him admin-
istratively beéausé "naybe kids and parents don't like what y@ﬁ‘re doing,”
but it's the best thing....'" Another objected that "people don't know -
enough about the schools....they won't have any (informed) opinion."

When the needs assessment was carried through in districts that
he " expressed some anxlety about it, there was a tendency on the part of -
administrators to try and suppress the information, and in one case to
consider censuring teachers who had médé eritical remarks. Ia one school,
in faét, the anzlety about the needs assessment was SO high that the prin-
cipal terminated it before the Teedback sesslons began.

Secondly, the process demanded a great deal of time-=-several
months for each school--and absorbed most of the ficld agent's energies.
During this period the field agent had little opportunity to respond ©o
the felt needs of these pobential clients. Also, for principals who had
inltislly evincéa enthusiasm, the lapse in time between the original i1dea
and the end-product was so great that they had for the most part moved
on to other problems that were more immediately,pressiug,

As the field agents have become more experienced in their work
and more Ffemilicn with the schools with which they are dealling, they have
been able to dévélép diagnostic skills. M@stA@fsﬁhgm”sgxgga bﬂﬁever; thet
unless the,cliEﬂgzhimself,iEJegthpsiastigﬂab@uﬁﬁgggag;gg_in gn_extegdéiwstuay

of the needs or problems with which be is faced, there is little_to be gained
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from overt attempts to change the client's approach to the situation.
Indeed, the state that originally placed the greatest emphasis on locating
the root problem of clients has since moved to a much more flexible view
which takes into consideration such factors as variations in the necds

2) fnother tactic in diagnosis of mroblems 1s to delegate the
respansibility to consultants. Alth@ugh the consultants may be seen
as experts in areas where the field agent!ie not, it might be noted that
diffieculties still arise. In several cases, the results of such meetings
were very unsatisfactory from the client's point of view. One client
commented that disgnostic periods had been unproductive because the con-

sultants had been unable to tell them anything new. Another client stated
that he felt thet the consultant team had been trying to give a "hard sell.”
In én@ther case a field agent commented that the cénsultaﬁt had lots @f
nice theoretical ideas, but fev relevant practical suggestions.

Again, 1t should be emphasized that success in theguse of con-
sultants during the early phases of diagnosis is highly dependent on the
client's attitude toward such a step. Often there is some reluctance on
the part of school personnel to call in outsiders from the State De-
partmeat or from universities.

3)'The:need for guick action on a problem may make any kind of extended

disgnosis impossible. (Most of the fileld agents seem to feel that_an in-

- depth diagnosis reguires-mor~ than one meeting between the fleld agent and .

the client.) Many clients feel that the field agent's QFQtriPP#§9§w???i@ES o

in being-able to obtain information regarding.their felt needs much more

quickly than they are able to get it themselves; thus, the speed of the ser-

vice is often important. As one client stated: o :17 iw”>ﬁ_i
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The main drawback with using state people is that when they are
asked to come into the district they have to fit your request into
their schedules, so that they may Tinally show up after the whole
issue prompting you to call therm has blown over. OCn the other
hand, (the field agent) is close to the problem, he can identify
them more easily...and he responds to problems generally more
quickly.
This comment highlights a characterietic of school systems in the United
States, namely, that they often operate in situations of crises. Edu-
catore often feel that their problems gaunot wait for thorough investi-
gation. They value the service, therefore, because it helps them et to
work on a problem much more quickly than would normally be the case.
%) Often in the beginning of the program the field agents found

that their main responsibility was not to dlagnose concrete needs or pro-

blems, but simply to get a client interested in using external informa-

tion. This 'is particularly true in the case of rural educators, many
gf whom may be unaware @f the potential resources of éaucaﬁi@nal lit-
erature. Thus, some of the field agents reported that they were simply
pPlaying the role of stimulating interest in the potentialities in the
literature.
The easy availability of packaged educational material (PREP,
CAT, CAP, etc.) has been most helpful in this effort. Thus, one Field
agent reported:
’ ﬁell, you just éit down and talk to them and ask them what subject ;
they 're inteeested in, even that vague, and they'll say something : 5
like counseling, and you show them that (package)--and it's 80 3
. easy, y?u:getygi;;;eguestse:ihey’just g0 Wi;d,WBEﬁ they see those....
An@thgr field agent has begun sendingAgut,lists of available packages.to —~. -
people who have been relatively uninterested in the program, and has - - -
found that many of these individuals who wer e unresponsive to a discussion
~ of theilr particular needs appreciate receiving and discussing a package.

The above comments should not be construed to mean that diagnosis

ERIC | ,. 97
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is not valuable within tﬁis type of progrem. There zre at least two

] ,
ways in which in-depth diagnosis may become useful in a program such
! as this one. First, there are probably many school peoplz who are

only dimly aware of their own basic problems and who would appreciate
any assistance in articulating and in gaining‘a pgrsﬁective on an under-
lying question. Second, the field agent may stimulate the formation

-of ad hoc committees or study groups tg.wcrk on specific areas, These
groups may themselves graduadly move toward dlagnosis if there is enough
interest and expertise present. TFor example, one teacher made a request
for material on indiwidually prescribed instruction. In the course of
looking over the material with other teachers, the idea of a earning

resource center for the whole school developed. In another instance,

the fleld agent facilitated the formation of a sccialisciengé teachers’.

council for an entire county. This group is enthusias}ic about looking

at new developments in social science and making long-range plans.

Still another occasion for diagnosis arises when a field agent

begins to work with some of his clients on several problems. This situ- ‘

ation presents an opportunity to discuss ways in which the separote

problems may be related to one another. Clearly this type of interaction

with clients--based on mutual trust and recognition of a certain exper-

tise on bcth SiééS@iEﬁY take quite a long time to aevelop‘_ One field i

agent for example, used a simple ariglngl request fgr 1ﬁdiv1dualized ﬁ
| -math textbcéks ta stimulate a;wh@le series Qf structural and Fr@grammstlc

ehanges. Althaugh she realized frcm the beglnniﬂg that the schac;ﬂggs e

open. tD ﬁew pragrams and iaeas, 5he introduced the pcssibi ities of mcre

major chﬁﬁges only after the scbaal perscnnel had becéme e&clted abaut

b

some of the material that was prgvided
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If immediate, intensive dic tnosis is not often the best tac-

tic for stimulating use of the service, at least some effort in spec-

Afying the pf@blem is essential. In most cases 1t is important to
have some contextual knowledge about the client's need if relevant
information is to be retrieved. If a teacher wants information about
‘new ;eééing progrems, it may be necessary, for example, to know what
the spresd'@f ability is in her classe es, whether she is willing to %a;k
into individualized instruction, what specific aifficultics in her
present program motivated her reqﬁeéi; 2tec. Several éf the lield agents
have adopted the strategy of obtaining quite general material - nerhaps

a PREP packet where one is available - upon the initial request, and then
using Lhé requegtur 8 reactions to that to help specify more Precisely
the locus of interest.

The importance of specification is highlighted by several in-

stances in which an educator made a very general request, and then com-
plained that the material returned was "irrelevant" or inapplicable to
his Ech@al_- By Glscussing the request with the client, the field
. agent 1s usually able to avoid such occurences. Since it is very
expensive to run large, general computer searches which then have to
be sereened for relevancy, the specification process has an impact, not
only on the client-field agent rélaticnshi?: but als=o on the efficiency
~of the retrieval process, : o

In summary, opportunities for intensive diagnosis (as opposed

‘to specification of the request) will be affected by a number of fac- o

" tors. One of the most impmrtant cf tbese is the cllent’s trust 1ﬂ, and
respect for, the fleld agent. Since good working relationships often

take some time to develop, the field agent should be somevhat cautious
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in moving toward a long-range diagnosis, insuring thet the client is
interested in such efforts, and is pirepared to ccﬁsiiér seriously the
ouccomes and potential areas of change which aw thereby illumined.

Building Trust and Confidence

Tﬁe theme of building a trust relationship with clients has ap-
peared indirectly at several points in this paper. We have noted, for
eﬁample; that there has been some hostility toward attempts to gain
accesé that weie t00 directive, that school personnel vere sometimes
reluctamt-ﬁa depend upon field agents recruited from another organiza-
tional level, and that access may be hindered if colleagues in the inter-
tion relative to their own. All of these cxamples indicate the importance
of developing relationships of trust and confidence, and also of devel-
Dpiﬁg a strong réputatign among local educators as a responsive, involved
individual.

All Qf the field agents in this prajéct recognized the need to
build trust relationships with clients in order to overcome anxiety in
févealing problems or skepticism about the benefits of the program. For
the most part;-they vere also aware that this goal could not be accomplished
overnight. One field agent, for example; wrote that the first stage of
the field agent's work was to:

create an atmosphere of warmth and fellov-Ffeeling from wihich trust,

faith, confidence and belief can be develoved by the client regarding
(the field agent) as a person rather than the selling of & product.... =

build confidence within a whole district, as well as with individusl

clients if their work 1is to be really effective.
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down, even when they concentrated primarily on working with lower levels
of the school personnel. In those target areas which included several .
districts, the field ‘agents tried to establish with each superintendent
the ways in which they should operate in their particular district. Thus,
one supérintendent might want the field agent to inform him every time
he Intends to visit a school in the district; another might say that
he would be satisfied with a monthly suwamary of the field agent's acti-
vities; and still another mightlgive him a free hand and require no for-
mal feedback whatsoever. By establishing these requirements before
actually beginning to solicit requests, the field agents were able to
avoid potential conflict over matters of avthority. Such meetings also
served to show the superintéﬂdents that the field agents had ro inten-

Another symptom of the skepticism of individual educators in the
distrlcts was that several of the field agents reported that clients had
made requests just "to test" the capabilities of the program:

We're getting the feeling that when we go in and ask for

requests we're getting something superficial, off the top

of their heads....Then, when we get back to them, that wasn't

what they wanted anyway....
And another:

. ¢.Next year 1 think our requests will be more refined. Pesople

will be more honestly seeking information instead of testing

the water.
One man, for example, made a request on a subject that he had been
gathering material on for a year simply to determine whether he would
get the kind of in-depth coverage that he scught. In another state,
a client reported that he wmade & request on a topic in which he wasn't

really intereeted Just to see what he would get back. The field agents

responded to this initial skepticiam by noting that it was essentlsl

to produce some ecncrete evidence of the wcrﬁh of the pr@gram early in
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the game. An early success in retrieving relevant paterial or in help-
ing to solve a visible need in a district seemed to be of tremendous
help in building a réputatigﬁ; |

In general, this tmndency on the part of clients to'test the
| water' means thaﬁ the field agent should not be too selective in accept-
ing requests in the early stages of the program, evén when he feels that
requests are irrelevant, thai clients are not truly invalvéis or that
the need is not one that can be,sélved by research or other expertise.
Fach field agent answered some requests of this tyﬁé early in the pro-
éram; For example, a field agent wasléskea where to 1@caie a book that
tﬁe social science teacher wisﬁeﬂ to use in her caursé. Alth@ugh the
field egent felt that it was nDt part of h;s r@le ta perfornm SuLh minor
services, he found the booM and also put the teacher in cantact with
the sﬁ te librarian. An@ther agent tracked down inf@rmatian abéut
graduate programs in vacaﬁi@nal education as g persanai favar %é a client
who wished to return to graduaté sch@al; A third field égéﬂt helped a
client to write a proposal for a grant that would allow the client to
- develop his own ecurriculun.

After the role of the field agent (and the field agent himself,

Al LR e L L

far that matter) has beccme securely establishei 1t is muah essier t@ o

f
i
s

indicate to a cllent that hlS réquest d@es mt really fall unaer the

purview of" the prcject;Aand tg suggest ancther-perscn wha might be able
,Dther;soﬁrcés of skeptieismfthatrthe fieiémagents;fbuﬁéiiﬁ:élieﬁts;f;A_

were’(l)’a’relﬁetaﬁcé to get invélvéarin mare7néw:prégféms éf unﬁfcveéﬁ'“

worth, -(2) fears that the pragram was Just ancther aftempt by the State

Bosxd’ ta uﬂdermine lccal control of schcols, (3) a sense that they

.
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wvere suffering from an overload of information rather than from too
little. Several of the field agents r~sponded by trying to "tempt' the
person with a piece of information that seemed particularly relevant
to the school. Initially, however, most of the field agents attempted
to work t@wari more productive relationships in order to get the program
established locally. Another tactic was to try ta!gain the client's co-
operation in defining the role of the fleld agent in the district. In
an initial meeting with a superintendent the agent would avow that Lis
role was not really well defined, and &hat he would like séme help in
developing ifi This approach had some unfortunate consequences in that
it gave the impression that the field agent was not sure ehout the pur-
poses of the program. It also elicited some suggestions for the role
that were inc@ngrﬁent with the way in which the role was defined by the
state project. For exgmgleg_seversl superintendents replied that what
they really needed wéé %@meane to improve communication between schools
within their district so that new, "home-grown" practices would be
. brought to everyone's attention. One of the main purposes of the dis-
semination Pf@gram, however, was to put educators in touch with develop-~
ments on the state snd naﬁi@nsi level. Iield agents who tried to define
their functions quite concretely in the beginning of the program rather
than eliciting the expectations of the client did not run into this
problem.

An impartént aspect of building a trust relationship is to
make the client aware that the field agent will not tfansmit certain
types of information to the client's superiors. ‘Tﬁis issue goes beyond
the problem of mere skepticism and is more a matter .of appreﬁénsiveness,

One field agent indicated that she thought it was absoclutely essential

. ' Co :%:31
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to make clear in the beginning of the relaticnship that the client's
confidences would n@trbe violated. And the superintendent with whom
che worked agreed that one of the ficld agent's strong points was that
ehe never "tatihle-tailed":; '"The teachers wouldn't accept her if she did.
A corollary of the above point is that the field agents have dis-~
covered that it isiessenﬁial for them to remain outside of ”p@litiégﬁ”
Tiis was brought. heme very forcefully to the two field agents who were
situated in target areas where a scliool coordirator had previously per-
formed meny of the same functions as the pilot state field agent. In
both cases the coordinator had been forced to leave the district after .
becoming involved in "in-fighting" between various administratars. These
two field agents (and their immediste supérinrs as well) noted that it
was impgrﬁant for them to be discrzet and not too agressive in the be-
ginning inasmuch as people vwere sfill suspicious of this type of role.
Another indicator of the Tact that the field agents believed in avoiding

involvement in "political" problems was seen in a checklist of goals

sent to all of the program staff. One item on the list - “(the field

agent should) serve as 2 mediator in disrutes between the State Depart-
ment of Educafion éna local schools", was rejected entirely or given
low priority by all except one field agént;

A final point on building é@nfiaénce and trust c@ngérns fﬁé de-
gree of formality in client-agent interaction. There is great variation
among the field agenfs in thié regard. OSome are iﬁformal and even chatly
in meetings with clients--discussing the hunting season, what they've

been aaing with their week-ends, ete. Others tend to focus almost em-

b

dses n@t “have any appreclable effect on the field agent's success' in
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building trust relsationships with their clients. ALl of the agents,
however, feel that it is important to devél&g empathy with client needs,
and not to allow the relationship to become entirely formal.

Conclusion

in every new social service program or pilot project there are
two major objectives. The first is to estal”ish the program and build
acceptance of it among the group whom the program is to serve,while the
second ie to develop procedures which will help f@rgnsure that the pro-
gran does what it is supposed to do. It is Qlear.that the secaﬁé-@b—
jective camnot be accomplished without at least a solid beginﬁiﬁg on
the first. The above discussion has concentrated. on a few-af the pro-
blems and issues in developing acceptance for the new role of the edu-
caticnal field agent, not because the problems have éufﬁeighéd the suc-
cesses, but because it is hoped that future projects of this type will
be able to learn from the pioneer efforts of the first-statés Wbich have

attempted to institutionalize the field agent approach to dissemination

. of educational information.
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DEVELORING A STRS 1GY BASED ON PARTICULAR

CLIENTS AND TIBIR SETTINGS = ' .

Sam D. Sieherx

-~ Contoents --

7, Conditions, canstraintsj,clientffgatures

A, Organirzational features
"1, Innovativeness

». Tormality ox infoxinality of system

B. Characteristics of individual clicats
1. Role orientations

(Job holder)

(Organization man)

(Cayvecrist)

(Professional)
Innovativeness o

formal)

Influehce, leadershi] (in
ictioning authority)

]

Power (formal influence and 5ai

of iieldﬁagent,grfcammuniéatign

II. Tagti;al dimensions
_spegia;ist_sﬁylgs

11X, BSome cxamples

| : . ;
' ' (IV. QDnclud;ngiremarkg

3
4

L dands, el

| N ' Getoggr; 1971
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Conditions,

congtraints, ctc.

(Try to identify the following

A,

. B.

conditions, then fit your strategy to them.)

L

R —— R

Job holder

Organizational features:
1. Innovativeness of the schiool or district =- past trends,
commnitment of administrative stailf, willin ness to
spend for innovation, ctc. '
- [ ]
2. Tarmilwtv or 1n£arm311tv of the systemn == level of
buI?iUCJaglgngQI rules and regulations, official :
. channels of communication, centralization of
authority in sup serintendent's office or p;lnc*p&ls
offices. . (This factoxr is highly related to tThe ,
sizo of the school ox district, of COUX'EU, )
Charactgrigtics7pf4;ﬂdiviﬂualrglients .
1. Role oricntations:

w= the teacher who is mainly working ros
the pay checlk, wants things to xrub simooth-
1y with little disturbance of set vays,
may be waiting dor marriage; seccurity-orieniod.

Grgan;aatian man == usually '‘an adwinistrator: concerned

Careerist =

"Professiona

primarily about image of the schooil, cfiicicucy
of operations, ccmpliance with rules and
regulations, inc reasing publ;c support by
wvinning football teams, etc,

« the individual (may be teacher or adminis-
trator) who is concerned mainly with bis
Tuture career advancement in educational
establishment, desires prestige or power
or higher income, wants to climb the
latter of success for private gratlilcat;an ]
is concerned about what superiors think of hiia.

1 == the teacher or administrator who is
primairily dedicated to pupils as individual
clients in need of education, training,
growth, therapy, understanding -of nceds
and problems, etc. then stresses more
';hleldugllaed learplng or improved

"staff develgpment engages in curriculum
building, 1n511tutes, workshops, and so on. .
Tries to keep up with praf essional literaturec;
wants to observe other cducational systems '
‘nationally ox internationally.
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&, Innovativeness .

Teachers or adiministirators who are always secarching

for new ways and trying them out in the school, or
urging others to try them out, would score high on

this dimension., IHis idecas may be seen as "far out"

by other school staff, and he may bé viewved as a
~disturbing element in the organization, OLten ho ) .
is a "doviant" in some way, that is, he may come

Lrom outside the district, tend towards liberalisn

in politics, have grk;gtgc or intellectual asplrat;a 15,
be an activist in tho community, etc.

Because of his "deviant' social orientations and pattemns
of hehavior, however, this individual nust not be confuscd
with an opinion lecader among his cellecagucs., He may have
little influence in the schooi and not even be well liked.
But he often has sound 1déas about educational chanze
rather specific information neec In fact, he may al“
"knew' the solution, and only W&nﬁ resources for implemen
it,

Thexre nre probably three personality eclues: highv eneroy

T "
o wido cfiectlxe scope (knows about research, ;“nmvatﬁanr

reads widely, travels, etc. ), and a senso of Eersgﬂﬁl
efficacy (thinks he can get things done, attacks difficult

ke e n ¥ k.

tasks, etc.)

3. Influence, leadership (informal)

Often there are informal leaders in schools who can

. influeuce the opinions and behaviors of other teachers

4 or administrators. Because these individuals are highly
respected they may not be the innovators, who arc oiten
"deviants'" in some respects, However, if they can be
won over by field agents and can be made innovative, they
might bring along the rest of the staff, The best clue
to these individuals is the extent to which other teaciers
or administrators seck them out for advice about problens,

listen carefully when they speak up at faculty meetings,

ihcy are probably also older persons with established
pDEiLiDns in the cammunlty.

4. Power (formal influence and sanctioning éﬁthcrity)

These are almost always administrators, of course.

But not all administrators have real power == if the
superintendent insists on control, a principal may be
pretty weak in his own school building. This person
can usually be ddentificd by nating his crganzgatzena;
.accampliahments 1n§%he past,

é,i
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iX, Tactical dimensions of Lfiecld ngont orugammgnicatianispéciqlist stvle

Y

zb.,,

INPUT -
TRRACTION &

FORMATION
WSOURCES
ITPUT | _-’:ET
§ERAGT;0N,

i

[

As I said at the training session, these dimensions were derivea
from the discussions in Kansas City. There are others in the
books on change and the research literature, of course, but thesc
gecned fto be the major foei of concern among the ficld agents in
the Pilot States, and may therefore be nore realistiec,

Tlie cgmbipatiagEG£ positions that. are adopted on each of these
scales might be tormed the "strategy" of the field agent with

respéct to a particular ¢lient, Quito obviously, thore ara g

largo numbor of altornative strategies, since the scales may bo

combined in a varioty' of ways depending on the tvpe gi_éigﬂ$%523%§5c' .
role Grientation, 2}3@?%?%V§?35? and Zoxmal and infoimal inglpgggg

ef the ¢lient.

DEGRIE_OF INVOLVEMENT OR RS

PONCIBILITY OF

FILLD AGENT

Loy

Raise Catalyze,

Advocate spec-
ific products,

s o

. o 1, M
awvarcioss B CU'D On e

Gain
tolerance, or —— Gain ‘ '
: | — i . e

practices, gol~

utions

Gain faith,

"wait and see" trust
attitude

Identify felt Specify,

dependency

Diagnose .

- L ——— ——clarify need

) LL D | B s-
—— real” probiem

ﬂHDWatQBdsﬂitv,f e Thinkspiecesg,, _ _ Research
materials; curr, "state of art" reports
guides writings _ o |

. iTransmit

Furnish alternative
solutions; help

AQVCCATE spec=" N
ific products,

Give or

Communicate build.support,

determine féaaibiiify, 
- N  etec, '

. practices, sol=-
utions .. ..

Imple

- .anstall. - -

encourage action
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Some oxamples

‘for . pushing the job holdexr into & more innovative behaviox pattern

If the field agent believes that he is faced with an "innovator"
with a ""professional rodc oriciivaiion, 't all he nced do i yadwee
awarcness about the infornation service and its availablge resourcas (14 .
Also, he doesn't need to do more than gain tolerance, or willingness
to try out the secrvice (2A). Turther, since the innovator will oiten
already have a solution oxr specific need in mind, ‘the agent can, just idoniis
the felt need (3A); however, it might be advisable to try to ctimuiate T

innovator to consider alternativae needs or problems, and so the agent
©

o

might get into diagnosis oecasionally with an innovatoxr (:C). ependai
on how fav his thinking has gone, the innovator might bhe ready for
"Low-to-do-it' materials (4A) or might want to read morce widely

before taking direct action (4B or C). Probably it would be sui-~
ficient to simply transmil tho information o1 resourco (GA) oand

!

.also to simply communicate (GA), Dbocause the  innovator with a

professional rolec orientation will decide about his own solutions

“and eventually take action by himself. Also, if the innovator is

not a fully accepted member of the staff group, the agent's involvement

in advocacy and impiamentation might causce him to becoime identivied with
il unpopular person Or Cruse. llowever, if the school stxucture is

highly burtaucratic and centiralized, and is not accustomed to innovative
activities, then the innovator's efforts might be foredoomead 521( s the
agent helps set up the machinery for moving the school toward innovation,
and gently cndorses the innovation with the administration, This appypacs
would consist of a middle course of action or involvement (6B}. ‘

An agent night diagnose his client as a "job holder' in a rather
flexible and innovative school, Hore the task of the agent would be

{o catalyze, and perhaps cven advncate specific practices or try-outs
(1B or 1C). Tolerance would be smportant in the beginning (27), but
the agent might have to move toward trust and even faith (2B and 2C)

in order to fully engage the cooperation of the client. Also, it

would probably be insufficient to simply identify a felt need; what the
agent necds to do with the job holaex is to get behind his "presenting
symptcm," that is, to diagnose (3C)., TFor example, ho .might want help

to control his class so that there is less strain on his teaching role.

" e should then be confronted with the possibility that his discipline

problems are his own doing == through lack of individual attention o
students, inadequate understanding of students' emotional needs and i
social probiems, or just dull teaching. It seems unlikely that research |
reports or perhaps even think~pieces would appeal to the job holder; i
"how-to-do-it" materials might be just what he needs (4A), providcd
¢hat the materials aroe bnsed on the agent's and client's joint diagnosis
of the latter's need. Finally, it might be advisable for the agent to-
play an active role in helping the job holder explore alternative
solutions and determine feasibility, and perhaps cven nove into advocacy
at the proper moment, (5B oxr 5C); and gince the school is open to change,
nelp with implementation might not only be advisable, but.guite acceptable (]
In fact, the innovative administxrator might be gratgfulrtc‘the agent j

and following through with him., 41




