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FOREWORD

effective utilization of resesrch and development products
one of the top priorities in American public education.
and development institutions can be responsive to the
state and local education agencies only if appropriate

of communication are established and mechanisms develaoped

for producing viable products that are likely to be used in pudlie

s2hool systems.

The

-

two concept papers contained in this publication were

commissioned by The Center for Vocational and Techniceal Education

to assist William L. Hull, program director, and Ralph J. Kester,

research

specialist, in their studies of the imnovation diffusion

process in vocational and technical education. The authors of

these papers are recognized authorities on knowledge utilization

activities. They were eacouraged to approach the utilization of

E & D products imaginatively and with no constraints by CVTE.

The papers were used as resource documents within The Center. The

decision

to publish these papers was based on tche timeliness of

the toplcs and the desire to share this information with others

who are concerned with the diffusion of educational research and

development products.

Robert E. Taylor

Director

The Center for Vocational
and Technical Education
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In developing my thoughts for this paper, I imagined that
I had been hired as the director for diffusion for The Center
fof Yoeationa. and Technical Education, and had been given the
charge "to develop strategies and tactics for the diffusion of
Center-developed exemplary innovations across the nation." The
neture of The Center products to be diffused was.described to me
as falling into three categories: informational documents de-
signed to create awareness and interest, training materials de-
signed to create particular capabilities, and installable systems
intended to provide back~up support for adopters. I am told that
the target audience for my diffusion effort is not to be the
ultimate consumer, i.e., youth participating in vocational-tech-
nical education programs, or even the trainers of those youth,
f.e., their immediate teachers. Rather I am to be concerned with
2 "middleman® audience--3stute department vocational ¢ducation
units, RCUs, coullege departments of vocational=technical cducua~
tion, and the like. This middleman audieunce 1s presumed to give
me certalin leverage with the more ultimate audience down the line;
the "multiplier effect” acts to provide an efficient link with
the ultimate consumers.

As I address myself to my tusk I recognize at once that I
have three levels of decision to make, pertaining respectively to
the‘diffusion model I will employ, and the strategies and tactics
I will use in its support. By "model" I mean simply the under-
lying theory of diffusion that will guide my efforts. A "strategy"

is un overall plan Qf action concocted in the terms of the model,
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while a "tactic” is simply a particular maneuver or step dictated
by the stratepy.

Turning first to the question of the model teo be used, I
recognize that I have a number of alternatives from which I might

-presumably select. There are four predominant models described

in Ronald Havelock's report, Planning for Innovation, snd summar-

fzed by him in these terms:l

_ L. The RD&D Mo&el. This is, according to llavelock, a
rational model whiech suggests that diffusion is part of an orderly
chain of events that begins with research, moves through develop~
ment and diffusion, to adoption. Five salient characteristics
are associated with this model: rational sequence. planning,
division of labor, defined audience, and high i:vce ment for max-
imum payoff. The RD&D model, I understand in my role as Center
director for diffusion, is the model which guides much of the'
effort of The Center. The names of Clark and Guba are frequently
agssociated with it.

>, The Social Interaction Model. This model stresses social

interaction as the primary means of diffusion. The major concerns
of the theory are: the importance of the social relations network,
the user's position in that network, the significance of informal

perscnal relationships and contacts, the importance of reference

lRonald C. Havelock, Planning for Innovation, Center for
Research on Utilization of Scientific Knowledge, University of
Michigen, Ann Arbor, Michigan, 1969. (Final Report on OE Pro-
ject Number OEC-3-7-0T0028-2143)
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group identifications, the essential irrelevance of the size of
the adopting unit, and the differential significance of the
different types of influence strategies at different stages in
the adoption process. Everett Rogers is sc¢en by many as the
chief proponent of this theory.

3. The Problem-Solver Model. Thi: perspective suggests

that diffusion begins and ends with the user, 1Its chief charac-
teristics are as follows: the user is t.e starting place,
dlugnosis precedes solution identification, any outaide help must
be non-directive, diffusion is seen to depend for success on
internal rather than external resources, and user initiated change
is seen as strongest. Ronald Lippitt and Matthew Miles are most
often linked with this point of view.

Havelock, after reviewing these three models, supggests that

. « » each of the three perspectives . . . provides

us with valuable insights and uselful guideposts for

ieveloping a comprehensive view of the whole, dut

cach leaves much to be desired when viewed separately.

Clearly there is a nreed to bring these three view-

points together in a single perspectfve that includes

tho strongest féatures of each.

le therefore proposes an eclectic fourth model:

Y. The Linkage Model. This model begins with the stress

on the user found in the Problem-Solver Model, but suggests that
the user must depend not only on his own resources dbut be strongly

linked to outside rescurces as in the Scocial Interaction Model.

2
Ibid., p. 11-15.
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Dutside resource aystems obviously ineclude available RD&D systems
that have innovations to propese for adoption that are the recult
of the R&D process. The linkages result in a "chain of knowledge®
utilization connecting the most remote sourcec of expert knowl=-

edege in the university with the most remote consumers of knowledge.3

Ac 2 local director of diffusion I certainly share lavelock's
hope that a single eclectic model combining the best features of
¢ia+h of the three existing models hight be fashioned, since I can
surely use only one model to guide my diffusion efforts. But I
am uncertain that the Linkage Model he proposes is really what I
need, It is, after all, based on the premire that the syatem
starts with the user, but that assumption does not fit my situa~
tior. very well., CVTE operates as though the system begins with
rosearch knowledpe. That is, CVTE's approuch appears to be based
1 the RDED moidel, whether for good ur bad, and I can hardly re-
quire CVTE to change its propositionsal posture simply for the
sake of expoditing my diffusion task. It is up to me to conform
t.o 'VTE's basic assumptions and not CVTE to mine. In any event,

I +m pot so certain that an eclectic model Is that much better

hat Lhe RURL model. The latter model is, after all, wildely used, .
unig while there are difficulties with it, the cvidence against

it iz not so momentous as to cause its rejection out of hand.

Thers i3 ulso some evidence favoring its power and perspective.

All thinrs considered, then, T must come to the conclusion that

STbid., p. 11=17



I will accépt the mandatory and conform te the RD&D model.

The question of models thus seems toc bLv settled, albeit with
some misgivings. . What about strategies? Brickell and Cuba scem
to agree on a number of points here. Brickell for example sug-
mests that the following elements must be considered in devising

a strategy: the images of the practitioner held by the dirfuser

{(¢.rm., he i3 a creature of regulation, he wants to do more and

better, he is interested in the use of power, etc. )3 charucter-

§ativs nf the adoption setting (e. ., leadership, power distribu-

tisn, srowth pattern, etc.); and characteristics of the innova-

tion (e.r., magnitude, cost, completeness, ete.).* Guba suggests
simjilnar elements as deitermining the nature of the diffusion

strategy: assumptions concerning the nature of the practitioner

who wiil te exposed to the strategy {rational, cconomic, value,

ete.)s usaumptions concerning the cnd stute in which one wiahes

‘4o leave the practitioner (better truined, more knowledgenble,

ete.); nscumptions about the nature of the acency or mechanism

enrrying out the diffusion activity (governmental, private, re-

pional, ete.); and agsumptions concerning the substance of _the

invention (relative advantage, complexity, divisibility, etc.).5

I see then that the selection of a strategy is not going to

be 4 simple matter; strategies are highly variable depending upen

Ygenry M. Brickell, "Alternative Diffusion Strategies," paper
devs loped for The ZTenter for Vocational and Technical Education,
the Ohio Stute University, August 19T1.

5Egon G. Guba, "Development, Diffusion, and Evaluation,” in
Terry L. Eifdell and Joanne M. Kitchel, eds., Knowledge Prcduction

and Utilization in Educational Administration, CASEA, University
of Oregon, 1960.

w
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4 number of circumstunces that must be gusessed in cvery indivie
dusl case. Whonever there is n change in the anudience, or in the
inpnovation, or in the settling, or in the desgired end state, or
in the Jiffusion agent or agency, the diffusion strategy must le
1ltered to tuke ac¢ccount of this fact. .

NYow what about tactics? Are there any guidelines here to
" help me? Arain we turn to Brickell and Guba for i{ilumipation.
Rriskell sur-mests no fewer than sixteen tactics, including, for
example, legialition, negotiation, utilizing prestige of the

-

developers, rrov&ding additional resources, and the 1ike.Y® His
‘

gsugiestions are intensely practical but therefore also very
sinfular. Guba is more parsimonious and theoretical; he sugrests
six ~eneric types of tactics including: telling, showing, help~-
{ng, involving, tralning, ond intervoning.7 In both cases it is
aprurent that the tuaeties are still open-onicd, i.e., they nre
ot tcterminntive, for example, about whnt legislation gets passed,

nut shall be the subJevt for negotiation, what should be told,

—— et

what kind c¢f training should be given, etec.

By this time, in my fancied role as director for diffusion
for The Center, my head begins to swim Jjust n little. What can I
4 to make operaticnal sense out of this conglomerate of models,
strategies, and tactics? It takes only a few moments of arithme-

tie to see that iIf one combiues 2ll the models with all the gstrate-

A

{'Briﬂkl'llg OEO cit.

{gpon 5. Guba, "The Basis for Educational Improvement," paper
read at Lhe Eettering Foundetion-U.5. Officc of Educntion sponsored
National Seminar on Innovation, Honolulu, July 1967.
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egies and with all the tactics that a very lurge ngmber ot varia-
tions exist. Brickell récégnl:es this problem with the following
- Stutement:

. » o+ there i8 no finite set of Jdiffusion strategies.
an infinite 1ist can be generated by assuming the 4ilf-
fusicu has three aspects: it inovlives (1) placing un
innevation with given characteristics into (2) a set-
ting which has certain features and in which {3) the
practitioner nas customary waycs of behaving. ©Slnce
there ic an unending list of potential innovations
and an enormous variety of settings as well us limit-
lers wnys for practitioners tc behave, there is no
endi 1o pessible strategies. That is, the imaginable
combInations of innovations with segtings with prac-
titioner behavior is without limit.

My first tondercy is not to allow the profusion of combina-
tiocus to deter me from the goal of identifying the many models-
stretegles-tactics combinations and then selecting from among
the set that unique combination mest suitablce te the case in hand.
After uii; 1 ie have avallable to me sophiasticated computers that
hanitle otner rcmplex tasks fairly easity. If I could precgram the
muny combinttions, I could have the cumputer select for me the
“sorrect™ combtinatjon in any case by simply punching in setting‘
characteristics, innovation characteristics, practitioner char-
neteristics, ete. I would have in effect a grand "strategy ma-
chine” that could select for me Jjust the right strategy.

But again practicality intervenes. I do not have availabdle
such a computer program now, and the complexities of developing
one wre such that I could not hope to have one for quite some
time. There is also the question of whether my budget will permit

the »xpenditures regquired for development. But ip any case, even

8Brickell, op. _¢cit., p. 32.
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if [ did have u developed program with the requisite characteris-
tics, there Is good reason to believe that I could never use 1t
beéause of the level of specificity in information required to
muke it Qork. Some of the elements of the mix are easily assess-
able; for example, I can generally specify the characteristics

of an innovation that I want to diffuse; I gmenerally know the
characteristics of the diffusion agent, vte. But most of the
informstion I require as computer input could be obtained only

at great cost. I must, for example, have a8 detailed knowledge

of the characteristics of the audience on as many as ten highly
éo&plex variables. The instrumentution for meusuring these vuri-
ables is at best in very crude form, but even i€ the instrumenta-
tion problem did not exist, I would still face the task of

aéplying the instruments to a reasonable sample of the audience.

¢t might we}l be the case that the cost of prncurigg the neecded
information would exceed the cost of the entire diffusion progranm,
perhaps approaching even the cost of developing the innovation

in tne first place. For all practical purposes it is simply not
possible for me to pursue this line.

It seems to me, in my imagining about the diffusion director's
role, that it is atl about this point that your actual diffusion
g;rnetor now finds himself. He has read all of the documents that
I have referenced and a8 great many others besides. He is not, as

is often claimed, the victim of an information shortage; rather

he has hore information than he can accommodate in a practical
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diftusion plan. e hus the vuriety of models, strategies, and
tactics ffrom which he mipght choose, but he i3 overwhelmed by their
comnloxity ind thit‘ezvidnwzt'imguw;ctiA”xiity.

Nor ic he much helped in this dilemma by the proposers of
this piethort of models, strategies, and tactics. Guba, for
cxample, L4 strangely silent on the subject of aspplication, while
drickell, himoelf neavily committedl to practice, can do no better
than to offer nseveral examples of the kinds of strategies that
e woald propess in several specific rituations. But there is
ne indicwtion »f the method by which he devisced these particular
strotegies; they certainly are not deduced from or generated by
the considerations which Brickell insists are crucial to stratepgy
tet.ermination. They are determinea move "systemagically" than
systematicalily.

I come then to the conclucion that the puarticular palh that
has been supprest2d in the literuature for the determination-of
diffasion struteprics and tactices is not especiully fruitful. While
the theories that have been propounded do provide an exceptional
gﬁr:pectEVﬁ for the examination, analysis, understanding, or cri-
tigque of d4itfusicn strategies that have been develeoped by other
means, they 4o not afford a2 means by which & specific diffusion
Stretopy approepriate to a given situatign cun be developed. We
#re in this connection no more advanced than the examples sct for
s by master practitioners such as Henry M., Brickell can take us.
I conclude there is no practical way to generate diffusion strat-

ceies and tactlins kpnswn Yo us now,
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But T am, as the imagined director -for iiffusion, still faced
with the task of devising a fruitful Jdiffucion program for The
Conter. What am [ to do in the face of this conclusion? TIs thare
any way tc proceed other than instihct or trial and error{ Must
diffusion remain an art, never to become a science?

Thege are very difficult questions that I have only recently
bepgun to face up to and for which I have no general answers. But
I believe tnat I do have an answer in the specific circumstances
of The Center fo} Vocational and Technical Education; most of the

remainder of this paper will be devoted to its explication.

A Proposal for CVTE

In thinking abcut other possible approaches that I might pro-
pose in connection with CVTRE's specific circumstances, I was im-
pressed by two considerations that seem to me to be of very special
importance.

First, 1 was struck by the fact that the diffusion problem in
educstion generally appears to have been badly handled. Efforts
at educ .ional Aiffusion, as we are all well aware, have not been
as successful as we hoped. I believe this lack of success is
cehinrfly due to the fact that the strength of diffusion interven-
tions has rarely been equal tco the strength of the myriad obstacles
o change. All too often our diffusion efforts have taken the
form of a simplistic response based on some research datum. So

for example education has been deluged by & plethora of newsletters
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that have been spawned tecause research indicntes thiat the Tirst
step in qiﬁfusiou ig the crention of wearencss.  But such simplis-
tic responses arce simply not equal to the tausks that contront us.
It seemed to me that whatever the nature of CVTE's diffusion re-
sponse, it had to be of a magnitude of force roushly required by
its task. Anything less would be wasteful of resources for it
would doom The Center's products to non-adoption.

Sesond, it seemed to me thnt the chicef crharacteristic of the
CITn uiffﬁsion situation was that it was directed toward u middle-
mun sudicnce. What CVTE was trying to do, in efrfect, vas to en-
l1ist an already ecxisting network of diffusion arenuts toward its
own onds. Morecver, it scemed to mé that the existing network
wanted to be enlisted; that is, the network was developed primar-
ily as a diffusion network for past federal programs in the
varutionnl-teennical education arena. Thus Lae vocational-tech~
nical departmentas of state education departments, the RCUs, the
programs of vocational-tochnical education in universities, existed
chicfly because they had nad federal subcsidy and were specifically
geairaed to pruevide intimate contact vetween Washington and the
concumers of vocotlonal-technical education. Vocational-technical
wducentios might be described as one of the Tew areas of education
for which there existe, in effect, a federal curriculum and & means
for its diffusion. The existence of this available network was a
fact of major significance in devising = diffusion policy for The

Center.
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Having made these two observations, I cust about for some
pﬁrﬁphctiVe that would direct me to a particalar strategy for
taking them into consideration. What 1 wunted was a theory that
could account for massive efforts ut change and which could assist
me in formulating a plan for utilizing an already existing dife-
fusion network. 1 found what T wanted in the recent (and mainly
- unpublished) writiums of my colleague at Indiana University,
Hurbang bBnola.

Ehola's relatively unique experiences have given him un un-
usual view of the change process. A native of Indiu, Bhola's
rducation was received mainly in the United States. At Ohio State
University, where he did his doctorate under the general direction
of %dgar Dale, Bhola developed a change theory which he labeled
the "Configurational Theory of Change," bascd in part on his
rxperience an an educator in India and in purt on the emerrent
literature on the chanse process which was beginning to make a
ﬁirnificunt mark in the carly sixties. Upun completion of his
dopspree work, Bhola returned to India where he worked for several
years 28 1 staff member ond us acting director of Literacy House,
an international experinent in the teaching of reading. Later he
acnepted an assignment as a Unesco literacy officer on a major
literncy prolject In East Africa. For the past year and a half
he has been a member of the Department of International and Com-~
paruat ive Education at Indiana University, in wkich role he has

eontinued nan active contuct with both Scuth American and African
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change efforts. He tends therefore to think of change on un inu-
ternational 1level, and to view it in terms of variables which arc
not usual to the American mind.

Recently I had the épportunity to study a paper prepured by
Bhola which proposed that change process could best be understood
as u phenomenon of affiliation by elite groups.9 As Bhola himself

points out,

Any use of the word elite raises in some minds the
imanre of a world run by “he boss with the help of his
lackeys resulting, inevitably, in the enslavement of
societies. Elitism is associated with totalitariunism
“of the Lef't, or fascism of the Right. Elitism, how-
ever, need not fuel such fantasies. The elite have
always been part of any organized social 1life and al-
ways will be. The more worthwhile issues seem Lo be
those of elite values, elite pluralism for cultural
options, elite recruitment, andg elite rewards . . .10

To paraphrase Bhola, he contends that the concept of eliticsm does
not intrinsically carry connctations of good or evil, and whether
or not any particular form of elitism should be branded as evil
depends entirely on its content and the meuns used to estublish
it.. Thus we should for the moment constrain our natural tendency
te reject any notion of an elite and should instead investigate
s the power of the concept for understaudling our situation.
Generally speaking, Bholw defines an e¢lite as any group having

three characteristics: a system of ldeas that they have invented
or subscribe tc; an active commitment to their chosen ideology;
and the ablility to institutionali?e, to actualize, and to perpetu-
nte their ideologies and the institutional products of those ide~

nlogies n~nd the institutional products of those ideologies., I sub=-

OHarbauns S. Bhola, "The Dynamics of Change--A Process of Con=-
quest and Annexation by the Elite," paper prepared for an Indians
University Seminar on Educationzl Change ("Planned Educational
Change--Issues and Directions"), Indiana University, Fall 1971.

101p54., p. 13.




-] b
mit that CVTE qualifieé as an elite under thuat definition very
weell indeed.
Bhola defines a number of subclasses of an elite as follows.

Thore is first of all the abscvlute elite, the core group wvhose ine~

fluence predominates and who are, in general, the sources of the
concepts and ideas that motivate the group and give it a raison

d'ctre. A second class of elite is the authorized elite, a group

".gorcising power on behalf of someone else or some group for the
pnrpose of uchievin; result: determined or desired by them."11

Finally. there is the instrumental elite "who become the instru-
<

monts of the absolute and authorized elite for...annexation and
maintennance of what has been annexed."t® I believe thut the sit-
uition encompassed by these definitons fits tolerably well CVTE's
si'uation. The CVTE group is itself the absolute elite, the mid-
dleman group that its diffusion campaign is directed toward iz the
anrhorized elite, while the more ultimate audience, i.e., the
{1t 'hors, conatitutes the instrumental elite.

Bhola then connects up the concept of elitism with the con-

¢ept of chanpe through the following observution:

Change 1o conquest and annexation, both in war and
peance. All change is born in jdeas and thus with the
ubsolute elite. These elite, to multiply their resour-
ces, co-opt an authorized elite, and subsequently, an
instrumental elite. . . The contending elite, if there
are any, work to make their conquests and annexations,
organize their parties, recruit their srmies. Contend-
ing elite groups fight wurs both with munitions and
words of propaganda to annex people to their respective
system of ideas. The same process of. . .affiliastion
repcats itself in all sizes of systems. . 13

Bhola points out that this system of affiliation or annexa-

tion does not necessarily work to the detriment of the lower level

1lghola quotes this definition from Adolf A. Berle, Pover,
New York: Harcourt, Brace,and World, Inc., 1967, p. 95.

12Bhola, op cit., p. 19.
o 131b44., p. 27.
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elites or the mun in the street. Anncxation, he sugpests, is
often "un invitation to rewards--economic, social, and of power "1l
Tndeed, one may assert that individuals often willingly affiliate
themselves with an elite in order to make themselves eligible to
reveive She fruits of membership. What is crucial again is the

motiviation of the various levels of elite. If, as in the case of

CVTE, we may assume an sbsolute elite tieu to other levels by a
¢ode of professionul.coniuct which 21l sides tuke seriously, and
if we may assume that an element of this professional code is to
faprove the condition of the ultimate consumer—-the verational-
technivil student--we have no intrinsic basis for rejecting the
fien of elitism. What we should do iz to see what utiiity the
concept has for aiding us in our task, which is, I remind you, to
device a diffusicn strategy for CVTE.

.ot me aunusume for the moment, then, that ¢« suitable diffuasion
stratagy for CVTE misht be devised Ly cxploving what might be meant
by the notion o¢ enlistment or afriliuticn of un authorized clite.
Let me again c¢ull your attention to the ract that such an author-
jued volite already exists as the result of ouarlier federal inter-
ventions for very parallel purposes, that is, to devise and main-
tuin an effective system of vocational-technieal education in the
United States. What might CVTE do to recruit that ready-made
suthorized elite and persuasde them to work with CVTE in distribu-
tinr its products nationally? What inducements might be offered
for cvooperaticon?

The process of affiliation or enliatment is essentially a

matter of negotiation between two parties. In this casc CVTIE has
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1 "product line” which It wishes to huve gistributed nationally,
top oo o an o exiatins creup of arencies or imdividuuls who might

be persuaded to nct as anthorized distributors (I think therce is
nn elegant parallelism between the phrase "wuthorized distributor"”
#nd the pharse "authoriced elite"). I propoze that in this ne=-
cotiation scme nine elements are at stake: reputation, enfran-

chisement, quid pro gquo, territoriality, surety, warranty, local

aption, socialization-training, and assistaunce. Let me discuss
erch in turn.,

1. Reputation. We have pointed out that one of the essen-

tinl elemerts in establishiny an elite is that there exist some
contral set of concepts or idens. The process of affiliating an
rut.horized elite is the process of persuading them of the valid-
ity or utility of this conceptual set. Instrumental elite may

be precrujted for baser rewards such us money or power, but
authorized elite must believe in the essential soundness of what
they are asked to support. If CVTE seeks to enlist an authorized
clite tq distribute its products, it must first convince that

¢lite of the soundness of its preoducts and of the concepts and

prin:iples that underlie them. The reputation and integrity of
CVTIE are at stake. Morecover, the distributors must be convinced
that the products will work to the satisfaction of the ultimate
wser, for their is no profit in a dissatisfied customer. In sum,
the potential dealer must be satisfied that the product which CVTE
proposes that he distribute is a good product thut will produce

reasonable customer satisfaction.
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o, Enfrunchisement. ‘The distritutcr aus purt of a set of

qut horized lite must have some tansible symbol of his affiliation,
that is, he must be "ofrieiully" authoriucd to distribute the pro-
ducts of OVPE, and he must be granted certain powers or privileges

4 1 reault o~f that official status. The business world calls a

similar rsruptinge of authority a franchise, and 1 propose that

CVTE grant franchises to its authorized elite. After all, to be
an "authorized Buick dealer" carries a nfreat deal more prestige
thun simply to be an automobile dealer. bEnfranchisement iadicates
+« degree of formal affiliation with CVTE and hence commitment

tn it,

3. Quid pro quo. We have commented on the fact thut indiv-

{iuals may secek affiliation with an elite because of the rewuards
that sovring rrom affiliation-~status, power, financiel rewards,

or other prerequisites. The juid pro quo is the sine _qua non

of the formal authorized relationsnip. In the cuse of the fran-

~hise ot indusiry, the quid pro gquo is profit; in the case of

CVTE it may mean enhanced professional prestige, enhanced position
of leadership, and even an enhanced sense of doing good. Note

that it is the authorized elite that must reap the quid pro quo;

CVTE must be nlert to the nature of the rewards that must be in-
volved and must contrive to offer them to the authorized elite.,

4, Territoriality. An important aspect of the franchise is

that it confers exclusive privilege within a specified region.

The concept of territoriality is an important psychological feature
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of 4ll life, us we have recently come Lo inuw, and it is doubly
S it Lhe enge of a4 ricketaking distributor, He needs to have
wisurance that he coperates within u protected sphere; while he
muy need to face competition from other firms he ought not have
to ficsht. off competitors distributing the suame praduct as he.
Phus the autherized elite necd to be gelected carerully on o
teprritoriel ceriterion to assure that each hus a reasonable sphere
of protected influcnen,

e Surety. Whut is mennt by the concept of surety is esgen-
tiwlly fanil-sufe participation on the pert of the authorized elite.
The dictionary defines surety as "a pled¢e or promise made to
s¢ supre arainst loes, damage, or defauit.” The risk of failure,
that iz, must be transferred to someone vise, in this case, the
ah511ut; »lite or CVTE, while the opportunity to share in the
pow s prds remeins. Wnile the diateibutor may sain from the adoption
ot tue prpoduct wnich he Jddistributes, he cannot assume recponsibil-
ity tor its ultimete validity or utility. Tt iz up to the parent
combiany, L.va, CVIE, to have carried out the resea¥ch or evalua=
ticon needed Lo establish the product's validity or utility; it
j= ultimately CVTE that stands behind the product and not the
distributor. When a motor car company must recall thousands of
cnrs of some model in order to remedy some built-in defect, it is

the manufacturer and not the dealer who bears the cost. Similarly

CVTE muat offer its nuthorized elite an indemnity against fallure.
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¢. Warranty. The concept of Indemnificontion extends not
only to the denler but alse to the consumers with whom he must
deal. The dealer must be in o position to offer warranties to
his custoemers, not against the kind of munsive failure Just dis-
cusced, but apainst the minor bdreakdowns and problems that almost
always oceur when o new prcduct is put into use. Even under the
most controlled conditions products are not exactly similar, and
defects do occur, CVTE must be ready to stand behind its pro:'
duct when thic happens; it must extend a warranty through the
dealer to the ultimate consumer. From the dealer's point of view

this a further kind of risk-sharing.

7. Local sption. It is unlikely thut any ot the products

Lthut CVTE produces can be used exactly as they come off the
assembly line by a consumer., Almost alwvays adaptation must pre-
rode adeption; j.e., the product nust be adlusted to fit local
coniitions, personnel, purposes, =nd the like. Thus CVIE's pro-
ducts must be devised in ways that will permit the local consumer
to make his degired adaptations. Moreover, it is unlikely that
& single version of s product will fit local needs and interests
exactly. Every product ought to have cptional features that can
be added to or subtracted from a basic product, in the same way
that automobile manufacturers produce a basic (sometimes called
"stripped") automobile to which the local purchaser can add o
vuricty of power and comfort options. 1t ic necessary for CVTE

to enmage in consumer sampling activities to determine the best



mix of optiens to favilitute local wduptation wnd to be respon-
cive ¢+ 1 .evl aption needs and desjresc. The reanlts of such
consumer sampling can first and foromost determine the nature of
the Laselins product to be produced (we commonty cull this pro-
auss responding to needs, problems, and opportunities) but can
Lthen wrovide the ndditionusl information needed to permit local
aptions to be exerciseg.

%, Coclalizationetrajpiug. If one expccts a dealer system

t., cperate effectively and efficiently, the personnel of that
cystem must be both socialized and trained. The socialization
process consists in femiliarizing the dealer personnel with the
nature of the se'veral product lines to be handled, helping them
+o understand the concepts and principles on which they operate,
and learning nbout the parent company's propositional posture,
t}Lat iz, their basic values and ¢oncerns. When you walk into a
Ford shewroom, for exanple, you expect to feel the Ford "aura"
and you expect to find salesmen ‘amiliar with the products to be
anly, their atvantages, and their wuses. ‘

kut sales is only part of the process, service is equally
important (indeed, a dealer's reputation for service, or lack of
it, miy be more aetefminative of his sales than any other single
factor). The sloran, "We Service What We 3e¢ll, " has great sig-
nificunco, particularly with sc complex u product as those which

CYTE produces. Moreover, the service element may consist not

only of repairing defects and breakdowns but of installing the
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product and trsining Jocal personncl in its wsce. CVER must offer
its iealer netwark some "factory training,” as it vere, so that
the cervice function cun be Jdischuarpsed smoothly and efficiently.

3. Aagistance. The company 2s a whole has a great deal

more experience than any of its denler subsystems. It is in the
int. rest of both the parent company ana the dealer for the parent
company routinely to provide certiuin kinds of operational assist-
e to its Joeal outlets, It is not inconceivable that the loucal
dealer will require some help to raise the capital he needs to
set up shops the parent company . *elp him to arrange it and

to puarantee it. A variety of locul operations will be necessary
Lo keep the dealership functioning--stock control, invoicing,
acecunting, budreting, staffing, and the like. Apain the parent
rompuany can help by supgesting certain routines for carrying out
theaoe functions and helping the acaler to install them. The
parent company o also carry out effiecicney inspections ftrom
Lime ¢o time, helpinre the deuier to identify probtlems and sup-
soctins ways of dealing with them.

There iz o+ further kind of assistance that the dealer nceds
in r—luting to his potential consumers. The consumers must become
aware of the product and to appreciate its potential utility to
them, 1.e,, a market must be created. The parent company can
enrry out the analog of 2 nationwide advertiasing campaigni it has
regcureces and outlets to do so which are typically net within the

eraup of the iocal dealer, Furthermore, the dealer requires a



variety of promotionul literature that he can place into the hands
of potential consumers oncee an initisn? contact is made. This
promotional literature is in effect a surropate dealer that remains
with the customer as & continuing reminder nnd as a means of ane-
swering questions that occur to the customer when the dealer is
not present.
L I

If the analysis that I have been making is useful, we should
be able to project from it a series of charucteristics which
should typify CVTE if its diffusion program is to be successful.
Thus it is clear that a first requisite is a good product line
on~ghich a solid reputation must be based. CVTE must offer its
dealers a cystem of territorially protected franchises that pro-

viite sultuable quid pre guus. Dealers nmust be given indemnifica-

tion aruinast failure anag against consumer complaints. CVTE must
proiuce 2 product that can be adapted by the customer to his own
neeess nnd interests. CVTE must provide various kinds of operw=-
tionnl assistunce to the dealers and above all must provide for
training of dealer persannel. The question then is, "If these

arc the conditions, what mechanisms must exist within CVTE to maeke

porsible a proper response to them?"

Orcaniving CVIE for Effective Diffusion

The mechanisms needed within CVTE to carry out these func-

L1on: seem to me to fall into five cutegsories, whieh conveniently
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can be thought of as organizational entities within CVTE. These
or~wnizaticenn?l entitiea, it will bte seen, cunnot in general be
placed within a department or unit concerned solely with diffusion;
ruther n series of {nteractions must be possible with other de~
partments or units within CVTE. 1 will describe five organiza-

tiont! units, w9 follows:

1. A bListributor Relaticns Division. The major function
at this iivision is to identify, establish, und maintain =a series
of franchizeq distributors for the distribution of CVTE products.
Itta activities include:

n. Identifvings povential distributors. In the case of CVTE

this will be fairly easy task since an authorized elite already
wyists which can be affiliated and thet, in the main, will prob-
ably wish %o be affiliuted. At the very lenst this group of
authorizei elite hus already iuncurred some nblipgation to serve
Ly virtue of its affiliation with the federal network of voca-
fbionaletechniecn) agencies. But other types of ugencies may also
e potential ailstributors, c.g£., &8 rerrional luboratory, or a8
Titte 1IT Center.

i . Solleiting potential distributors to Jjoin the distribu-~

Lion network. While most of the potential distribution agencies

mentioned & moment ago are likely to be positively predisposed
townrd assisting CVTE, they are not required to do so, and they
may find it undesirable to do so for a variety of reasons. They

may for example feel that they are unaerstaffed or underfunded, or
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they may have « competitive product to which they ure already
committed, e.r., 1 vocational education unit developed by 2 pro-
fossor of voeational-technicul cducation. But <ven those arcncices
 that are positively inclined will require sonme inducement, some

quia pro quo, to muke it worth their while. It is the responsi-

bility of the Distributor Relutions Division to make potential
distributors aware of CVPE's product line und of the various
reacons why ascepting a dealorship is wise.

e. Negotiating franchises. The relationship dbetween CVTE

and jts frunchised agents is not casual. There are expectations
on both sides. These expectations must be spelled out in detail
und should include most of the elements which I explored above
as relevant to the negotiaticn between parent company and fran~
chised arents. Yhe expectations of special coacern include

territoriality wni guid pro quo; tune deanler muzt have exclusive

richts %o CVTY prodiuacts for & riven region and he murt clearly
see the benefits to him of participating. For the agent these
benofits may inciude an increasedcash flow which may enable him
te hlre move ztaff, xzet more equipment, rent more space, Or make
some other resonrce allocation of concern to him. He receives
Liee richt Lo represent himself as an "authorized" dealer, a fact
which muy add to his prestige as well as to help him to attract
"business" in other areus becuuse of his increased credibility.
From the point of view of CVTE, entering into franchisges

guarantees a badly-needed field network committed to the distri-
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bution of CVIK's products, Th2 dealers may conlidently be e¢xpec-
t.1 i cenorate creater onthusissm tfor percunsion than would be
the cage if their relautionship ve VIR were more informal. The
franciiced dealer will invest mnré f his own resources in the
requisites of iiffusion--staff training, loecal demonstration,
service, and Lhe like. His capability for responding to problem
situntions will thereby be increased, as will his reputelion for
retiaqability.

i. Provide operational assistance to franchisees. The

refntionship between CVTE and the dealer cannot terminate with
the patification of a franchise contract. CVTE has a large stake
‘1 Lhe stccess of {its dealer network, sinece without that network
difrusicn eannct ro on. Services must be rendered to the dealer
$, wssiet nim in establishing and maintaining an effective nnd
2¢fi~jent cperaticen., These services include but are not limited
to-  proviiding some initial capital investment to enable the
nirings of staftf and the provision of other resources necessary
for wperétion; previding advice in organizing and setting up the
oreratinn, based cn the experience of CVTE with otner franchisees;
providing some initial orientation to the new staffs; assisting
Wit tritiwl ijocul mdvertising to announce the new dealership;
an the like.. Jervices must also be reandercd to the dealer to
4nsict him in remaining effective and effic}ent over time, These
copviees include but are not limited to: making evaluations and

athee operitional checks as a kind of process control; providing



auditing and other accountirs services; providing management
assistance to Jdealers wihose operations are faltering in some way;
providing advice on how to meel competition, und the like.

2. A Warranty Division. The major function of this division

is to provide for the effective warranteeing of CVTE products,

Tt activities inciude:

2. Determining the oxtent to which the products of CVTE can

he warranteed. Judgments on this factor must of course be based

on evaluntive evidence. It is not the function of this division
to produce tha* evaluative evidence; presumably the evidence comes
from other CVTE units concerned with evaluation and field testing.
Rut the Warranty Division must determine whether the evidence

that has been accumulated is sufricient to support underwriting

a product; if it is not the division must refuse to warranty the
product znd mus* define additional evidence needed to make the
product warrantable.

b. Determining conditions under which the CVTE products can

b warranteed. Obviously the warrantec made by this division for

nny product does not apply under all circumstances but only under
sproitic conditions. Every product is designed with a certain

use or objective in mind., These uses or-objectives must be spelled
out carefull& and the warranty must be related to them. Whenever
redress is sought under the terms of a warranty, it must be estab-
lished that the conditions were in fact met. Statements of con-

ditions are e¢ssential for the guidance both of the dealer and the




instrumental elite (e.g., teachers), so that there can be no mis-
understuanding wbout the limits of the dealer's or CVTE's respon-
sibility.

¢c. wpecifying tne nature of the warranty. Given the above

twvo specification, i.e¢., the extent and conditions of warrantee
capability, it {s the responsibility of the Warranty Division to
ctite the exact terms of warranty to be attached to any given
proauct.

G Determining the role of the dealer in honoring wurranties.

Moct complaints brought under the terms of a warranty will easily
bnr handlel by the dealer. The conditions under which a locul
draler 13 bound to respond should be carefully noted; these con-
d4itions should be part of the contract negotiated by the Distri-
butor Relations Division. Generally such dealer adJustments will
require the expeniditure of resources; the amount of allowable

. expenditure should be noted and details of reimbursement to the
denler from CVTE should pe specified. The deualer must be reoady
to absorb a portion of the cost as part of the neormal cost of
doineg business, of course, but reimbursement may be necessary
under unusual conditions.

e. Responding to warranty problems beyond the capability

ot the local desler. From time to time serious problems covered

by the warranty will arise which are beyond the capability of =a
focal dealer to respond. The Warranty Division must maintain a

nervices unit-a kind of trouble shoeotirg organization, to respond
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to such difriculties. In many cusSes & reapolse will require
travel to the site of the problem, carryins out diapnosis on the
loval site, and prescribing und possibly administering vertain
remediation. It is imperative that warranty obligutions be
honnred, aunld the purposc of the Warranty Diviasion in this rcegard
i to muke gond on diffiecult clalms.

i. A Truining Division. The major tunction of this divi-

sion is to provide "factory training” for the personnel of local
dealers. Tts auctivities include:

2., Devising requisite training programs for dealer personnel.

Tpaining programs are requirea for each of the classes of personnel
which the dealers may maintain., It is the responsibility of the
PTraining bivision to identify the various types of staff, includ-
ing mapagcment; to analyze their duties und functions; and to
ioeien tralning prograns responsive to each stalf need. This 1s

w major development task that cannot be treated uavalierly. ©Since
4 major sepment of CVTE is geared up to perform this development
tanx, the Training Division should expect to lean heavily on other
CVTE componrnts for assistaace.

L. Offering training courses, workshops, etc. It is a func-

tion of the Trainiug Division to implement the training designs
developed by its design staff with the cooperation of other CVTE
units. These designs may call for formal courses, short=-term
institutes or workshops, internship or apprenticeship experiences,

aut o-tutorial experiences, and other kinds of instructional gambits.



Demonstrations of CVTE products are of course uwlso included, It
m1y be noted thut such instruction may alsc be offered to u very
larre extent in the fielld, i.e., at the site of +he locesl dealer~
ship or perhsays on the sites of onhc Or more of the dealer's
potential customers. Thus trninlné may bc comoined with a certzin
amount of uwnreﬁcsn creatings or product demonstration for cus-
tomers. The offering of thesce various kinds of instruction is

tt.: chief continuing function of the Training Division.

1"

«. Tollowing up on "graduates” in their field assignments.

The main purjose of this activity is to validate the training
programs that have been devised and to provide data for their con-
tinuous refinement and improvement. This activity also has the
effect, however, of demonstratineg the continuing interest of

CVTH in its dealer orranizution, and it may be expected to be a
major meang of cortinuing dealer-CVTi contact. The follow-up

a1l heg tue offect of helpine new personnel to become oriented

to their tctunl situation and to muke the transition from novice
to ~xperienced pructitioner.

d. FEnegaging in continuous retraining of dealer staff. 1If

CYTK's "product line" is conceived of as being dynamic, l.e.,
th» products are being continuously improved and new products
are being introduced, it is clear that dealer personnel must be
continuously retrained to be conscious of the innovations and
to be competent to deal with them. In this sense the Training

Division may be thought of as a change agent; its asctivities
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may in fact help to build wn adopting nttitude umong denlers for
new proiucts and muey help to eXxpedite the change process generally.
A further fmplication of this activity in that there must be

amonr the Training Division personnel some individuals churmed

Wwith ~ontinuous examination of the training programs that are

being offered in order to improve or updute them, These same
perasonnel also would be concerned with the development of new
proframs s neéded.

%. A Promotions Division. The major purpose of this divi-

sion is to create a market that can be exploited by the local
dealers. Its activities include:

a. Conducting general campaigns devised to create awareness

of and interest in CVTE products. This is in effect CVTE's ad~

vertising function. Deulers cannot sell products to customers
whn 1re unaware of the product line and ifs possible benefits.

It *here Ls one thing that the research literature in diffusion
shows, it is that the creation of awarencss and interest must be
fir-t steps in the diffusion process. Whillie some of this activ-
ity must be carried on by local dealers, much of it cap be done
more ~ffectively and efficiently by the CVTE organization. There
are probabtly two major sources of data useful in shaping these
awareness campaigns: information from the developers and evalua-
tore of the product about its purposes, operating charucteristies,
ficlyq ofr ctiveness, and the like; and information from the

market survey personnel (which I will describe below) about the
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needs ana problems of the potential consumer gmreup, i.e., vlass-
roam tearhors and their students., Advertising cumpaigns are
generally directed towsurd pointing up such sudlence needs und
problems and then providing evidence that the deertised product
is effectively responsive to those needs nnd problenms.

A word of caution seems in order here. The close parallels
between reneral advertising and CVIE's efforts to create product
avareness and interest should net be interpreted to mean that
the lamentable lack of ethies frequently apparent in ordinary
wdvertising are also in order ror CVTE. The strict observance
of professioncl ethics on the part of CVIE in all such activities
is ecrucial. Integ~ity and honesty must be maintained at ull
censts, The object is not merely to sell, whether or not the cus-
tomer really needs the product or can aftord it. CVTE's adver-

t,izinr sneuld instend be directea toward opening professionnid

pitornative s for the consumer; their products represent at least

ot additicnnl way of viewing needs or probelms and responding
to them. It §3 the ereation of awareness on such a professional
dimension thst is the key to CVTE promotional activities.

L. Providing promotional literature. If general advertising

of the sort degcribed above is intended to attract potential users
tu inqulre about CVTE's products, the purpose of promotional lit-
¢rature is to previde alreudy interested potential users with a
yuriety of informstion about the product and to act as the dealer's

surrorate at times when the potential user is not physically in
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toucrh with the dealer. The Promotions Division Is dependent on
t.he Murket Ananlysis Division (below) for jnformation about the
kinds of questions that poteuntinl users nask so that promotional
literature can be effectively designed. Agnin, the caveatl moen-
t.irned above shout maintaining striot professional ethics in all
promotional work chould be borne in mind.

%. A Market Studies Division. The major purpose of this

4ivision i3 to provide information essentiai for product selec-
tion, design, und development, and for the design of promotional
campnigns., Tts activities include:

a. Context assessment. CVTE's products are not selected

at. randomy they are intended to respond to some need, problem,

or opportunity that exists in the general arena of vocetional-
tecrhnical education. Hence snme assessment of these three factors
must be mnde and must be continually reassessea, to provide infor-
mation useful to product designers and develqpers as well as to
CVTE prorram decision-makers. Such assessments may or may not

be made throneh ceontact with actual consumerss; it may for example
reat upon information in the research or experiential literature.
T mont onses, however, some field contacts will be desirable.

It i guite Jikely that the assessment function called for
here will already be performed by the CVTE evaluation unit., 1f
f0, separate studlies should of course not be mounted; instead the
Murket Studiec Division should avail itself of the already obtained

information.
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b, Consumer sampling, If the context acsescment is intended

te provide cbiective data sbout areds, probiemes, ot opportunities,
the consumer sampling to be descritbed here is intended to shed
lirht on coasumer tastes and vulues. Two kinds of consumer sam-
pling secm *o be required: samples of users of CVTE products

wio selerted them on some basis at an earlier time, and samples

»f potential users. Tne former information is intended to confirm
or validate earlier product desipgn features, %o find out, as it
were, what the company did right. Again it may be the case that
much of this information is already available because of product
evaluations carried out by other units of CVIL. The latter sample
is needed in crder to determine what changes might be necensary

to uttract new users. This 1s in effect an assessment of whatf
the company might do right in the future. Both groups may pro-
viie dts about what the company has done wrong; users may poin£
t.o aotual diffic?lzies they have experienced ﬁith the product,
whiie non-users may indicate why they have not become users. From
these data a variety of user-pleasing options may alsoc be deduced.

c. Future studiec. The context assessment described above

provides the basis for what might be called incremental changes

in CVTE's program: a refined preoduct, & newly emergent need to
which response might loglcally be made given CVTE's general pos-
ture, a new promotional technique, and the like. The time perspec-
tive of such ;tudies is likely to be on the order of from one to

five years. But CVTE cannot be content with such small and
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deliberute ghifets in its programs or strategics; it must lovk fur
fhesd to be sure that it is ready to meet the future when the
ruture meets it.  RBeoeing Alreraft wisely invested several years
a0 in 1 study of ways in which it might shift {ts corporate
posture in the event tuat the alrcraft industry declined; it is
rewarded now with the capability of moving into muss grouna trans-
portation and community development even ns its alreraft contracts
timinish sharply. In like manner, CVIE must be alert to its

opportunities.

L * *

The five divisions described above clearly inleract with one
another ind with the remainder of the CYIE organization in jnter-
estin, and sirsnificant ways. So for example: The warranty set
by the Warranty Division is part of the contractuasl relationship
between the Distributoer helaticns Division und the franchised
gqewloprs, The field follow-up bty the praining Division assists
in maintaining the good relationships which the Distributor Rela-
tions Division is trying to foster. The Promotions Divisicn pro-
viden the dealer literature which cuan be part of the operutional
wuciustan e packape that the Distributor Relations Division is
responsible for, The consumer sampling carried out by the Market
Otudies Division assists the Disbributor Relations Division in
counscling the dealer about his customer relations. The training
provided by the Training Division gives the Warranty Division

confidence that its propnsed warranty can in fact be backed up dby
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the Jdetlers. The work of the Warranty Division can be exploited
Ly the Prometions Divicion .o persunde potentinl customers of

the reliability and utility of the CVTE product line. The Murket
Studien pivision can help the Warranty Division to determine what
fartors ucers consider most important for inclusion in tnce warranty
statement. Tae Truining DPivision can acquaint the Promotions
Divigion with some of the key concerns of dealer staffs so that
promotiona} literature for potentisl users can take account of
them. “ne Trainings Division can determine from the Market Studies
Division scme of the factors that it ought to stress in training
iculer personnel, The Promotions Divisicn can exploit the future
stuldies of the Marget Studies Division te point up their market
crention work. Many other examples could Ve given but these will
aultive to inuicate the potential for interrelationships among

tt aoveral units 211 of whiosh are essentially coancerned with
ditrftusiou.

Relationships also exist, of course, between the diffusion
units and various other components and individuals within CVTE.
Decision-makers thinking through future program-orientations for
The Conter will rely heavily on Market Studies efforts in iden-
tifying possitle und probable futures. Designers of new CVTE
products will be influenced by data concerning what will "sell"”.
Fviluators will relute themselves to the key questions and issues
posed by dealesr staff in training and by consumers. Indeed,

every aspect of applied research, decision-making, design,
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development, field testing, and refinement will be touched. The
kind of intimate relationship envisioned here among all units of
CVIPl 1o an orpanizational trulsm but unzvertheless requires u;ert
efrort to offect, It may be useful for CVIE to organize itself

into ni1 hoc work teams which contain input personnel from every

stage of the RD&D continuum, and certainly including diffusion,

50 that each element can have the possibility of influencing

other viements in a positive way.

What I have proposed then is a massive organizational re-
spense t¢o the problem of diffusion. The particular proposal is
made in order to be responsive to what I cited earlier as two
sallent characteristics of the problem confronting CVTE in the
diffusion area: the general failure of simplistic efforts at
tiffusion in education (l.e., more is necded than a pamphlet to
crente awareness and 8 demonstration to create conviction), and
the unique situation of CVTE in having usvailable an already
existing diffusion network that it can annex. Thus the organiza-
tion that I have preposed is complex, dut it is also sophisticated
and it is designed to be particularly appealing to the existing
diffusion networi, Such an organization will be difficult to
ercct and expensive to maintain, but it also ' has within it the

serds of success,
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Suecess Criteria

An important question that must be contfronted at this point
P4 simply this:  "What wre the eriterin for succeess of the sys-

2" "iow can one tell whether everything is going welle"

tem

Generally speaking, there are two classes of criteria that
must be applied in any evaluation. These twe classes might be
termed process and product criteria. What we are concerned with
in the case of VTE are certain products designed to alleviate
some need, problem, or opportunity in vocational-technical educa-
tions eriteria that refer to the performance of the product to
nlleviate may be termed product criteria. Some means are
engtared to bring the product to bear on the need, problem, or
opportunity; criteria that provide an indication of whether the
means are successfully engaged might be termed process criteria.

It will be seen at once that in relation to the organiza-
tional response-that I have proposed, we shall be concerned
primarily with process criteria since the orrcanization is a means
to an end, viz., putting the CVTE products to use in the field.
We have a numher of levels of such process criteria:

At the first level we may ask simply whether the conditions
for negotiation exist, l.e., whether the factors of reputation,
enfranchisement, quid pro guo, territoriality, surety, wvarranty,
local option, scvcialization-training, and assistance, have been
systematieally explored nnd analyzed so that negotiations with
potential dealers can fruitfully proceed. There is no point
in proceeding tn negotiations until a rositive answer can be

given to this question.
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At tne second level we must be concerned with the question
of whether the five organizational units proposcd are In exist-
ence and functioning properly. Different jquestions will be
askedi of the different units, e.go.t

1. The Distributor Relations Division. Here we may sask:

a. Are potential distributors identified?

b. Are potential distributors aware of CVTE's
product line and of the rewards inhering in
CVTE product dealership?

¢. Are franchises being negotiated?

de Is there a dealer operational assistance pro-
gram and is it offering services?

2. The Warranty Division. Here we may ask:
a. Is there a product warranty award process?

b. Do products when presented to the Warranty
Division for warranty generally come well
supported by positive evaluative data?

c.e Is there a clear warranty for each product?

d. Is there a clear statement of dealer
responsibility in servicing warranty
requirements?

e. Ls there an organizational means to respond
to warranty claims that exceed the local
desler capability to respond?

3., ‘Tne Traluing Division. Here we may ask:

a. Do trailning programs exist for each class
of dealer persconnel for whom training is
desirable?

b. Are training programs being offered and
do dealer personnel take advantage of them?

¢c. Is there a program of follow-up of
training graduates to help determine the
officacy of the training programs and to
provide data on which they nay be
improved?
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d. Does the division offer meuns for
continuous retraining as product lines
are altered or extended?

L. Tue Promotiocons Division., Here we may ask:

a. Are there generml awarenecc/interecst
campaigns aimned toward the instrumental
elite, i.e., classroom tesachers in
vocational-techknical education?

b, Is promotional literature provided?

5. The Market Studies Division. Here we may asx:

2. {s there a countinuing context assessment
o' the needs, problems, and oprortunities
to be fcocund in the field?

b. Is there a continuous means of sampling
preduct rcactions from samples both of

users and nor.-users of CVTE nroducts?

ce Is there a plan for future studies and
are such plans being implemented?

At the third level we aay be concerned with the interac-—
tions of the various divisions with one another and withi other
unttz within CVTE, We may ask, for example:

1. Are therc cleur instanves ¢f ways in wh.ch the wvarious
diffusion units iateract positively with one another? Do the
several anits build productively upen the work and produacts of
the other unite?

2. Are there clear instances of ways in which the various
units interact positively wit. other units in the CVTE. Do the
diffasion units havc an impact upon what is done, for example,
by the research anu development units? Is the diffusion process
influrnced by wvhat is done in the RE&D units?

All cf th> prcvious concerns are in a sense internal to

CVTE., We can, however, also asx questions about what is




-Lk0-

happening at tae dcaler level., Such questi.ns us the following
¢ome to mind:

1. Dues 1 dealer network cexist?

e. Does wach dealership have within it the
organizational units necessary for vorking
with users, i.e., for introducing the
potential user to the produect, for assiating
the user to mak2 up his mind whether he
wishes to adopt, to help the user install
the product once he has made a positive
decision, and for servicing the produect there-
after?

3. Is the dealer in ract establishing a positive
record of adoptions?

k., Does the dealer have a low complaint record,

and when complaints do occur, does the dealor
sucecessfully perform required warranty work?

At a final level of process concern, we may ask questions
about the adoption of products bty the insiruneatal elite, i.e.,
by the teachers who will use CVTE products in the classroom or
in some other locale for which taey were Intended. Such ques-

t.ions as these come Lo mine:

1. Are products being adaopted?

9]

. Are products being successfully incorporated
into the user's progran?

3. Are products being supported by tne user as
required, i.e., do users provile “he resources,
m.terialz, staff, space, 3tec., necessary to
successfully operate the innevation?

L, Are the products valued by the user, i,e.,
would the user prefer to give up other program
elements rather than CVTE's prcduct because he
prefers the CVTE procduct to others?

Y« Are CVTE products bezing assimilated by usere,
i.e., d0 they jquickly come to be seen as part
of the regular program a~d so turned into a none
innovation? Are the products being institution-
alized?
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Beyond the lovel of thes: provess queztions there is of
course the ultimate questisn, "Will the product respoud to the
nond, problem, or opportunity to which 1t wus desisned to
recpond?®™  Presumably this question Las been partly ancwe-~ed
as » result 29 the »roduct ewvaluations done by CVTE as the
product wus being developel., It may bde the case, howevér, that
the product lues not contizue to perform in the required
fasnlon once it is routinely used in the field. Some of the
Hawthorne halo may be diminished; the regular teachers may not
be as convinced oy as motivated as the fleid triasl teachers
wer=3 peculiar interactions may occur Letween the CVTE prodiact
;ni other program <lements once 1t becomes part of the routine
in the field. It is taus necessary to make :. further test of
the pruduct under actual field use condition.; such tests do
nat involve the diffusior units directly, however, and hence
need not concern them except Insofar as the warranty may be

affeocted if fi21d use i3 adverse.

Res2arch on Diffusion

1 could not complete my remarks without some reference to
the question of diffusion research, I have been given to undere
stand that CVTE i3 interested in researching its own process2s;
the feeling seems to be that so loag as diffusion aclivities
are ongoing, one ought to make an effort to exploit Lhose
activities on behalf of research. What might that mean?

Cn the one hand, it might mean that CVTE is interected in
determining the effectiveness of its means, so that others

might adopt them if they turned out to be usefvl or simply that
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CVTE might be satisfied that is hzs doiny as well as it might,
But such activities ar~ not research, "I one defines resenrch

as 4 process for adding new knowledge., L oelieve we might .
properly label such self=-checking and self—improveiwnt activitiss

3 evaluation rather than rececarch, I have made the case in

othrr ccntexts that research and evaluation are not compatible
1etivitissy that in fact to apily research paradigms to
evaluation questio:ns is self-defeating and intolerable. T will
not repeat the many arguments th t might be made in suppcrt of
this point of view except for this one: res2arch requires
variable ~2cntrol so that corclusions are unijuely determined,
but this requirement of control militates apuinst one of the
chief requirements of evaluatiorn, viz., that evaluative data
shall make 3t possible to improve aud refine operations contin-
uwovsly. If, however, we change the operations because of
evalnative information, we ncressarily confound_the variables
that are being researched. Hence I argue tnat there i3 ap
ijntrinsic incompa<ability.

On the other hand, one might mean by the phrase, "doing
rescarch," thaé?one jntends to tes% somehow the underlying'
theory cr propositional structure crn which a partisular diffa-
sion campaign is pased. This aeens tc ne to be a sound
approcsch, c7e1 though it may be the ca3» that the research
evidence tihat might result from studying the processes us:d by
cv™r i 1noompléte or not entirely in conformity with scientific
resenrch principles, T make tne latter stateusnt because CVTE's

research will necessarily e carried on as counterpart to its
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operational prograim of diffuricr. Goanerally speaking, the

il ffusion caumpalgn will be siructured in w#ays to produce
naxinmum Jdiffusion r2sults, ot maximun research informaticn.
If the recearcn interest is ever In conflict with the practieal
diffusion interest, resolution will lhave to be made in terns
of the latter rather than the former. That is to say,
research will have to be a secondary concerni nence one cannot
wXp:ct to conduct fefinitive research in a practical setting.
It is peecisely for this reason that 32> miach scientific
resenrch is moved into the laboratory, where close coatrol is
possible and where research is the predominaat interest,

But because¢ research cannot bce a prime CTocus in a Qractical
setting, it need no% therefore b2 a miror interest. It can be
carried out witn close utteatlon and care, It is sinmply that
the methodology may need to be somawhat less rigid and "pures”
we may nave to rely on case stulies, say, cr audit trails, or
some dther similarly "loose" form of inquiry, in order to be
able to axplolt the practical situation in the name of research.

If we take this latter posture, i.e., define research in
tne sense of testing a theory, what does that mean for CVTE's
situation? If you were to follow my suggestions made earlier
in this paper, what research could be conducted at the sane
time?

[ think it is clear that what might be tested is the
utility of the elitism t‘heory for projecting diffusion campaigns.

That is, certain hypotheses emarge from the elitism theory w~hich
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could be simultaneously tested, and that would indeed be a useful
contribution.

Whuat are those hypotheses? Thut indesd is & difficult ques~
tion to answer on the basis of the information I have given you
todny about the theory. It is t'e case that given the very
constrained view of the theory, it would be almost impossible to
gencrate testable hypotheses therefrom. There is therefore Little
that I cun do here novw unless I were willing to explicate the
theory in Jdetail and you were willing to sit through such an
explication.

I do not want to make a complete "cop out," howvever, for I
cun ut least hint at what might emerge 1f we were able to examine
the thecry in detail and draw out interesting inferences. I can

do that by making further reference to the Bhola paper that 1

[£]

ited earlier, and at least communicate several of the inferences
that he seems to educe from his somewhnt more complete theoretical
elaboration.

One lnteresting notion that Bhola proposes is that the needs,
problems, and opportunities that might be ldentified by an organ-
ization such as CVTE and to which they might choose to make =
progrummatic response is at least as much a function of the per-
spectives brouggt to bear on life as it is of the situations which
life necessarily forces on me. The crux of an elitist group, it
will be recalled, is the system of ideas or concepts which bind

it together and which are the raisen d'etre for the elitist

group's‘ﬂxistence. The needs, problems, or opportunities that

will be perceived as indigenous to the instrumental elite (or the
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masses whom they may service) ure clearly a function of that
central nest of ldens. Hence one may wish to determine to what
extent tne elitist group le responding Lo a "roality," and to
whﬁt extent to a concern penerited mauinly by its own perspective.
Bhola supgests that "all needs are felt in terms of the systems

*15 Iy that be so, then the

ot {deas provided by the elite.

iiffusion units of CVTE have a special problem of interpreting

the soecnlled fnlt needs to the audience that supposedly feels

them. This muy be what we meun by "creating a market" for a

CVTE product. This is at least an interesting assertion which

misht be studied in the context of a CVTE diffusion campaign.
Another interesting assertion that Bholu makes is that

chanpe of any orgunization cor institution always comes from the

outside. The instrumental elite of an organization themselves

are, as thelr name suggests, instruments of another group, defined

obviously as the absolute elite. It is this elite group that

defines the core ldeus and goals, not the instrumental elite.

The instrumental elite can initiate changes only in regard to

instrumentalities, not to new systems of ideas about goals.

Changes that do come must be negotiated with the instrumental

elite (a process which may be very consuming of time and resour-

ces). Indeed, that assertion seems to be a basic one for the

organizational system that I have proposed; it can be erected

only through negotiation, and I have suggested a basis for the

necessary negotiation. It will be of interest to see whether

153hola, op. cit., p. 3T.
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thut 8assertution can be supported from the empirical facts of
CVTE's diffusion effort.

Another assertion that bhola makes 1s bused on his dig«
tinotion of full and partial affiliustion. He points out that in
tue experience of international literacy campaigns, more success
attnches itself to an effort to teach functional litéracy, i.e.,
iiteracy in relation to some other aspect of the student's 1ife
such as his economie livelihood, than simple literacy. There is
% higher degree of affiliation in the functicnal literacy move=-
ment. Or, he sugpests that one of the reasons for the relative
fuilure of programé such as Headstart (or vocational education)
is lack of full arfiliation. He asserts,

e + o Why d0 so many of our well-intentioned pro-

grams . . . fa2ail? The concepts of elite motivation

and of partiul affiliation can explain why. None

of these programs offer to their clients full

“affilintion iInto the system. The intelligent and

the sensitive understand what {he deal is. They

don't care e«nough to succeed.+
Thus we may also conclude that the degree of affiliation which
CVTE offers will be a chief determinant of its success. Again,
a very interesting proposition.

I could give other examples but these three examples will
serye to {llustrate my point. If we follow the elitism theory
in projJecting s« CVTE diffusion campaign, then the theory can be
tested in a varié§y of ways in the everyday program. My exposi-

tion here is of course incomplete; what is required is & detailed

anpnlyais of the theory in order to formulate the hypotheses

161p3a., p. k2.
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exactly. Then one could turn to the question of how studies

could be mounted to test them.,

Finale

You will no doubt be very pleased to hear that I am about
tn complete my peroration. I cannot claim that I have any high
demres of satistuction with my remarks, a feeling that you may
well chare. I have never before forced myself to confront the
renlitics of 2 down-to=-earth diffusion situation, and now that
I huve, 1 find that some of the advice that I, among others,
have been shoveling out over the past few years is not too
practical. In its place I have proposed # much more involved
arranizcationul strategy. This strategy has the advantage of
proposing a solution of at l:-.st the same order as the problem,
which muy of course also means that it is impractical. I would
Beaitate t ancert at this point in time that T am absclutely
convinved'thut what I have proposgd will work, even 1if it
proves to be feasible. You can at leust have the satisfaction
of knowing that 1 recognize your problem as difficult, and you
may yet huve the lust laugh in that the approach you hﬁve worked
out may be better than the cne I have labored so hard to pro-

duce.
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Last month the Arizona state legislature passed a new law
making public school kindergartens eligible for state financial
uid. It appears to be expected in Arizona that this step will
sprend public kindergartens across the state. Thus, this 150-year-
old innovation continues to diffuse westward.

It is instructive to note what the Arizona leEislature did
not do. It did not mandate the opening of kindergartens in al)
public school districts. It did not sponsor the demcnstration of
kindergarten programs at a number of sites throughout the state.
It did not mount a new training program for kindergarten teachers.
It did not order the state education department to distribute
recearch evidence on the desirability of kindergartens for young
children. It did not appropriate funds to develop ne. curricular
materials for kindergarten instruction.

When a state legislature~-or any other agency--takes a step
like that in Arizona, it presumably carries in its collective
mind some image of yhat the prospective adopter of a given inno-
vation~--in this case, kindergartens-~is like and what will be
required to move him. (On this occasion the Arizona legislature
is using a one~tactic diffusion straitegy. Other tactics may have
beer, used before and others may be used later.) Any diffusion
effort should te grounded on a knowledge of what the innovation
itself is like, a familiarity with the kinds of settings it is

to move into, and an image of how the prospective adopter typically

This paper owes much to the writing of Everett Rogers, Ronald
Havelock, Matthew Miles, Sloan Wayland, Sam Sieber, Richard Carl-
son, Egon Guba, and numerous others who have examined the diffu-
sion process in education as well as to those who have studied the
phenomenon in other fields.
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Images of the Practitioner

The rractitioner in education--the ultimate adopter of an
innovutioh--can be conceived in many shapes. His ability, his
attitudes, his know-how, his present practices can all be imagined.
Each conception implies an approach for reaching him. Here are
some of the images, each presented in a pure, idealized form:

Image Number 1. The practitioner is a creature of regula-
tion. He exerts power upward and downward toward administrative
layers in a heirarchial authority structure. He is relatively
poverful in controlling the behavior of those below him,relatively
powerless in influencing the behavior of those above him.

His energy level and work ouiput are low. He is understaffed
and overworked and quick to say so. He has no reserve capacity
of energy. When aroused he is more likely to exert his pover by
withholding Lis approval than by granting it.

He cannot be discharged. His chief ambition is promotion
within his present organization. Promotion.is based on maintain-
ing and making modest increméntal improvements in the system;
radical changes are dangerous to the orderly progress of his own
career.

He responds tc the legislative (board, legislature, congress)
branch rather than to the administrative (superintendent, commis-
sioner, fovernor, president) branch and directs any political
initiative towagd the legislative branch. He cannot be reached

\ '
directly ' 'from outside the organization but is embedded within
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the structure and must be reached through the layers above him.
e cannot be reached by economic rewards.

Imare Number 2. The practitioner wants to do more and do

better. He is inherently competitive; he wants to be first. He
takes risks. If he fails he recovérs quickly.

His chier reward is the sense of forward movement and his
socondary reward is recognition for having been first. He enjoys
moving his own co-workers forward and sets the pace for them. He
vants to associate with others like himself. He exerts influence
ip all directions--upward, laterally, and downward.

His energy level is high and he always has reserve capacity
for new ventures. His work output per hour is high and he works
long hours.

He seeks information, consumes it rapidly, makes up his mind
quickly, and continues to seek more information. He is quick
rather than studious. trusts his own instincts and judgement and
does not insist on hard evidence. He responds to ideas which
would put him ahead of others. He can be reached from outside
or inside the organization, and either from above or below.

Image Number 3. The practitioner is a member of a profession

ynd holds a set of standards for his behavior. Those standards
include the obligation to keep informed about new developnents,
to retain proven older methods until new ones are demonstrably
superior, to shift to new methnds when they prove better, to

continue his own education, to treat clients ethically, to demon-




b
strate leadership to those less capable than he, to Jjoin with
nthers in majintaining and raising stuandards of work, to resist
pressures for change in practice which are out of keeping with
current norms, and to interpret standards to those inside and
outside his group.

His thef reward is the recognition and respect of others,
especially the leaders. He likes to reach decisions by pooling
his own judgement with that of the leaders rather than deciding
on his own,

His energy level is somewhat above average, his work output
is better than normal, and he has & modest energy reserve. He is
not susceptible to the threat of dischurge unless it is direct
and immediate.

He is less persuaded by hard evidence than by the wisdom of
his leaders. He is responsive to the demands and requests of
clients when they are in line with established norms for his own
behavior.

Image Number 4. The practitioner is interested in the uses

of power and seeks positions that will allow him to exercise it.
Power is e¢xercised by allocating resources--jobs, salaries, office
space, secretaries, equipment, travel funds, parking space. These
arc the rewards for those who assist the practitioner to maintain
or increase his power. He trades resources for power. The prac-
titioner favors innovations that put more resources at his disposal

or more people under his influence or cause people to increase
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their rega=d for him as a leader. Conversely, he will oppose
innovations that reduce the number of people he can influence or
lower the estimation in which he is held by others.

He is alert to relations between himself and other people and
depends on a network of interpersonal relations to supply informa=-
tion. He relies very heavily on his own instincts and his personal
sense of timing in making decisions. His energy output is above
averase and he has a very large reserve capacity. He is respon-
sive to his constituency and is most sericusly threatened by the
prospect of losing it.

Image Number 5. The practitioner depends upon his professional

tools to give substance and method to his work. He cannot work
without tools and he is limited by what they can do. He can use
only the techniques for which the tools are designed. A change

in the tools tends to lead fairly directly to a change in the
practitioner's behavior. However, since he may not be able to use
tools very competently, they need to be either so simple that they
£211 within his level of competence or else be self-contained and
semi-automatic so that he does not need to intervene in their
operation.

The practitioner's energy level is moderate and his reserve
capacity is limited. His work pattern is regular. He thinks the
selection of tools is important and looks for serviceable features
when choosing new ones. He is moderately alert to new information

about the use of tools and is interested in discussing how others
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usc them, but his own work habits are quite stable and he gives
those habits up only reluctantly.

Image Number . The pructitioncer hns u limited repertoire

of techniques which constricts what he can accomplish. Those
techniques are adequate for the routine problems he meets but
usually fail to solve the complex ones.

The practitioner hears of new techniques from time to time
and is willing to shift to other methods but needs help. His
original training equipped him with general principles for carry-
ing; out his work but gave him few techniques. If he is to change
to new methods, he needs specific gﬁidance in how to carry out
the day~to-day operations those methods entail, It is not enough
to give him information about new techniques; he must get direct
help, an opportunity to practice, and occasional refresher work.

The practitioner is motivated but has a low energy level. He
is not competitive and cannot be reached by the prospect of winning
u competition. On the other hand, he is troubled by his chronic
l1nck of success with certain aspects of his work and 1s iﬁterested
in some kind of solution. He will volunteer for help, or can at
lcust be persuaded to accept it, if it promises to lead him to new
techniques for his difficult cases and if he is given modest
rewards for accepting that help.

Imare Number 7. The practitioner is faced by the constant

reality of a lack of funds. He is seldom without ideas, but is

often unable to carry them out because they require money. 1In
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fact, he has a backlog of unrcalized hopes that await funding.
While he Is realistic enough to accept figscal limitations, he is
to u cvertain degree frustruted by the excess of possibilities in
contrast to the éhortage of resources.

He has sufficient skill to carry out his part of the new
work nand knows what else to buy if he can locate the necessary
financial support. Moreover, he is well motivatéd and has suffi-
cient reserve energy to operate with greater funds should they
become available. .

His present funds uare reagsonably well allocated to ongoing
work and cannot be reassigned without disrupting the system and
trlgéering counger-pressures.both from inside and outside the
institution--pressures he may not be able to withstand.

Image Number 8. The practitioner has advanced skills and a.
certain creativity in the way he goes about his work. He takes
pride in using his skill and resists methods that deprive him of
4 chance to use his creativity. While he is not able to invent
ii=tinctive new methods or materials on his own initiative, he is
qable to modify the methods and materials developed by others and
ndapt them, sometimes with ingenuity, to his own circumstances.
He does not like to do things exactly like other practitioners,
but likes some element of dis;inction in nis own work. If he
tukes on an innovation, he is likely to modify it s¢ as to make
it his own. The changes may be modest and the final result may

be quite similar to the original. But the important element is
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not the degree of distinction; what is important to the practi-
tioner is that he engaged in redesigning the product.

The practitloner is motivatel to improve and has a modest
energy reserve for undertaking new work. He is fairly steady in
his work habits but he is interested in making an occasional
change for the better. He depends more upon his own Judgement
about what will work than upon general instructions as to how a
fiven set of méthods and materials should be used.

Image Number 9. The practitioner pictures himself as sitting

on one side of a bargaining table and conducts himself accordingly.
Anyone interested in changing his behavior must negotiate for that
change. The practitioner will alter‘his behavior enl, f the
price is right.  The Dbasic coin in which he trades is salary pay-
ments and work load. Improving his working condition in other
ways is treated as fringe benefits--desiradble and vorth negotiat-
ing for, but not as valuable as direct salary payments and a favor-
able work load. Coins that are acceptable in other transactionse-~
professionul recognition, additional equipment and materials, the
stimulation 6? working with a group of able colleagues--are wvorth
relatively little to this practitioner. He is especially sensi-
tive to the claims that any new methods and materials would make
upon his time and expects to be compensated for any additional
effort.

He is competitive in the sense that he wants to negotiate
favorable terms for himself. His energy reserve cannot be tapped

except through additional compensation.
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Image Number 10. The practitioner is a man moved by evidence,

He makes his decisions on rational grounds. What he is doing now
resulted from a study of the available evidence and he is not likely
to be persuaded away from it except by new evidence. His respect
for facts is substantial enough that he wants his own direct obser-
vations underpinned by hard evidence before reaching a decision. .
While he recognizes that research results are not available on
every choice he faces, he seeks research-based information whenever
he can pget {it.

He has a sense of obligation to change to whateven-is proven
better than his current practice but he has learned that not many
of the alternatives rest on a factual base. He 1s dismayed that
many innovations are promoted without evidence. He has an appre~
ciable energy reserve along with the ability to move to something
el se¢e once he is convinced. He is not competitive except in the
sense that hc wants to keep up with what is firmly established as
worthy.

Implications of the Images for Diffusion. Each of these prac-~
titioners has to be reached by a somewhat different technique. A
selection of possible techniques appears later in the paper when
specific diffusion tactics are discussed.

Practitioners wich the above characteristics may appear in
any of several different roles in a local public school system,
wvhich we are assuming to be the ultimate adopter of an innovation,

They may appear as school superintendent, as business manager, 8s
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as curriculum coordinator, as director of vocational education,
a8 building principal, as department chairman, as classroom
teacher, or as parsaprofegsional assistant. It matters consider-
ably what role they occupy. Bureaucggtic behavior may be a far
more serious barrier in individusal school buildings than it is
in the central office. Creativity may be desirable in teachers
but obJectionuble in the business manager who wants to omit the
new ingstructional materials and use the existing textbooks.

There are other roles as well, roles outside the local school
district but instrumental to successful adoption of an innovation
by the district. For example, university teacher educatién pro=-
frams may have to be modified to supply preservice or imservice
training in keeping with the_innovation. The behavior patterns
of the dean of the school of education and professors in key
depaurtments may well determine whether the necessary training can
br maude available in a particular state. Again, state education
department officials--and this is particularly true in vocatjional
cducation—--may need to modify regulations or offer leadership so
that local school districts can adopt the program. If the state
official perfdrms as & bureaucratic functionary, he will have to
be approached in one way. If he performs as a professional, he
will have to be approached in another way. If he performs solely
4S an economic man, yet another technique will be called for.

Anyone interested in diffusing innovations through a system-

atic strategy needs to take inte account the kind of man he is
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trying to reach and the significance ot the role he occupies.
But thic Is not enough. Not all potential adoption settings are

alike, which further complicates the task of reaching the adopter.

Characteristics of the Adoption Setting

The circumstances of prospective adopters differ enormously.
Some can be reached by one diffusion tactic or strategy, some by
another, somc not at all. Below is a list of characteristics of
adoption settings that have implications for diffusion techniques.
They are listed in their approximate order of importance.

Leadership. There is prodbably no single feature of an adop-

tion setting that is any better for predictinm its likelihood of
ndopting an innovation than the presence of leadership in its pro-
fessionul personnel. Some schools have it almost as a standard
feature of every faculty member; some others lack it even in the
superintendent. Leadership is a curious characteristic. It is
ditficult to define and hard tu measure yet is immediately apparent
to the unaided eye of an untrained observer. Leadership can com=-
pensute for any number of shortcomings in the prospective adopter
but a2lmost nothing can compensate for its absence. From the view-
point of diffusiun agents, leadership is useful wherever it is
found in the organization but becomes increasingly useful in the
higher levels of the administrative hierarchy.

. Power Distribution. The distribution of power is important

because the diffusion agents must understand where to seek approval.

Widely dispersed power-power split among teacher's unions, community
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groups, student activists, and the school udministration--is not
especially favorable for innovation. Conditions of intense com=-
petition tend to arise when power is widely dispersed; the interest
of one group in an innovation may automatically trigger the oppo-
sition of other groups. Getting approval of all the parfies at
interest may prove difficult.

On +he other hand, centrally~held power may give the diffusion
agents a monolith., If their progranm is favored, adoption maey occur
quickly. But if i£ is not favored adeoption may beccme impossible
because the diffusion agents have no alternative way to approach
the system except through established central power figures. The
most favorable pattern is probably one in which povwer is shared
with lower levels in the administrative organization and is shared
to a demree with outsiders such as advisory committees, (giving
.more points of entry to the system) but is not so dispersed as to
creute competing Froups who have roughly equivalent power ana can
counterbalance each other.

Growth Pattern. Although diffusion research has had little -

or nothing to say about growth pattern and growth rates in local
school districts, growth may be second only to leadership in making
s school a ready adopter. Expansion is heuartening; the future
stretches out ahead end many things seem possible in the new
territory. Stagnation is disheartening; boundaries close in and
the road seems to come to an end. Decline is defeating; what

has been gained at such high cost begins to ebdb away and the urge
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to struggle seems to fade. This may be pervasive in the Ameriéan
character. Certainly it is pervasive in schools.

A new community is an inviting target for diffusion agents--
new school buildings upcommitted to past programs, new building
principals out to make & name for themselves, 3 newly-recruited
faculty perhaps young and not yet set in its ways, curricula yet
to be chosen and equipment and materials yet to be pruchased.
There is nothing to be replaced, no past committments to be broken.

It may be that one of the greatest deterents to changing
education in our large old cities is simply that they stopped
Lrowing many years ago.

Size. Extremes in size create barriers to adoption. Very

amell schools, especially if they are in isolated rural settings,
are as difficult to deal with as great cities, particularly if
there is no growth. Tiny districets lack talent and resources;
hure districts become bureaucratic and develop serious internal
communication problems. There is a wide band of sizes~-roughly
from 5,000 pupils to 50,000 pupils--in which school districts seem
sunceptible to innovations. |

Personnel. Like the caliber of leadership, the quality of
personnel is a2 highly significant characteristic. People who are
cosmopolitan rather than local in their orientations and who are
career-bound rather tham place-bound (useful concepts from the
diffusion literature) and who are working as professionals rather

than to round out the family income are gocd inside partners for
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external diffusion agents. A degree of responsive local intelli-
gence makes diffusion far easier and leads on to skillful instal-
lation,

Level of Spending. The important statistic about the level

of spending in a local school district is probdadbly not its rank
on a national norm but its rank in the immediate surrounding area
with which it competes. 1In general, the ability of the district
to adopt innovations increases as its spending level goes up.
This generalization is not perfect and other characteristics of
the setting can overcome its importance. Receptivity to innova-
tion is probably higher in & rapidly expending community of modest
weanlth than in a stable community of considerable vealth. But
.there does seem to be at least a threshhold below which a dis-
trict is an unlikely candidate--perhaps the bottom 20-30 percent
of the districts in a given geographic area. There may also be
a cut-off point at the highest levelé of spending, where districts
cnn become so wealthy that they have not cnly the ability but also
4 certain sense of obligation to develop home-grown innovations
rather than to classify themselves with run-of-the-mill districts
that have to adopt innovations from outside. e e
Demographic Type. Suburban districts are probably better
prospects for innovations than urban or rural districts. This is
partly becouse their size is almost always within the tolerable
range and, more importantly, because their gfowth pattern is

usunlly favcrable. However, apart from that, suburban areas tend
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to attruct and retuin the most talented and vealthiest citizens
from the city. These people usually expect und can afford better-
t hupeaveragre schools, The result is often a school digtrict

with a vompetitive advantage over both urban and outlying areas
and one which Is surrounded by a community that expects steady
improvement. Thus suburbs tend to offer approachadle schools

in approuchable commu;ities which can afford whatever they decide
to asdopt. This makes & pleasant stopping place for a diffusion
party.

Reputation as an Innovative Location. Quite possibly a dis-

trictts reputation for innovativeness is simply acquired over
time as u result of other characteristics and is not a causative
fauctor ut all. And, yet it does seem that a certain momentum is
created in some districts that have a strong local tradition of
trying out new ideus. Both those inside and outside the institu-
tion expeet it tc be in the forefront. This makes the district
morc amenable to inncovation.

Values. It is common for schools to think that some aspects
of their work are more important than others. The basic skills
in the elementary schools, the academic subjects in high schools,
nthletics in many communities, music in a few rare cases, college
preparation curricula almost everywhere-~these views about what
is important condition receptivity to innovations. These inno-~

vations that would enhance construction in high-valued areas
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urouse special interest; those addressed to low=-valued areas
arouse less intcresg; those which would compete with high-valued
wreas arouse opposition. Diffusion agents ought to s<out the
territory to find what local schools and communities think is
important before moving into town.

Curriculum Content. If the existing Junior high curriculum

contains the stundard set of sources in home economics for girls
and industrial arts for boys, a new Junior high career orienta-
tion and exploration program that would have the school abandon
cooking and gewing and tool handling in favor of general concepts
about self-development and multiple career possibilities faces a
very difficult challenge. It would be considerably easier to

get the latest model electric ranges and a set of power saws
installe&. 'Many schools have found that the audio-lingual approach
to teaching modern foreign languages continues to have difficulty
in the high schools. Some audio-lingual systems deprive teachers
of textbooks for much of the first year, making a very difficult
sd justment for book-~bound teachers who do not speak the language
well themselves and whos - primary objectives are to teach grammar
und reading rather than speaking and listening. Ih short, what
Is alreudy in pluce conditions what can be introduced.

Instructional Practices. If team teaching or a variegated

work experience program is already within the exberience of a
school faculty, innovations that require a new configuration of

staff or schedule students outside the building for a major part
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of the day will find easier acceptance, The same is true for
any innovation that lets the staff continue to act in familiar
comfortable roles. Thus some understanding of traditional
. patterns of instruction in the school can help the diffusion
agents know what techniques to use, or whether they should
bother with the site at all.

Schedule. Any pattern of schedule that does not cut the
day and the week into equal-size segments is generally favorable.
A schedule that allows flexibility and can accommodate the un-
usual needs of an innovation or change during the year is even
more favorable. What is most important about a history of adjus-
table scheduling is the faculty attitude that arises from learn-
ing that not everything has to be done in fixed segments and that
. both teachers and students can negotiate their way through a day
that has variety.

Equipment and Materials. Both the quantity of equipment

and materianls and the particular items already in stock are
important in determining whether a school is able and willing
to adopt innovatlons. If the new program requires the use of a
computer of videotape recorders, schools that do not have such
cquipment are unlikely prospects. Conversely, others that have
such equipment may be looking for ways to get more use from 1t.
Facilities. The single most important characteristic of a
school facility making it receptive to innovation is having ex-

tra space available. Buildings that are in intensive use--say
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with 2 utilization ratio above 8Y percent--present a pfospective
new program with seriocus competition from what is already under-
way. Of course, the building must accommodate the irreducible
space requirements of an innovation or it is simply ineligible
for consideration.

Evaluation System. Since the mid-1960's, a number of schools
have strengthened their ability to evaluate new Programs. The
existence of & sound evaluation system, although admittedly rare,
Fives the diffusion agents an unusually rational local partner
who hus probably had experience in helping the staff select and
install other innovations, probably in conjunction with ESEA Title
I and Title III programs. The evaluator and the diffusion agent

can make ready conversation and perhaps common cause.

Characteristics of the Innovation®*

Innovations diffe; enormously. A tactic or a strategy quite
satistactory for diffusing one may not work at all for another.
Here are some questions about characteristics of novel programs
that have implications for diffusion techniques:

Magnitude. What fraction of the total school program does

* This section is based in part on material appearing in "Ap-
ruising the Effects of Innovations in Local Schools," a chapter
written by the author for the 1969 NSSE Yearbook.

" Innovations cannot be classified into single categories but
they can be described along a number of dimensions. Take a text-
book with wholly new subject matter as an example. 01d medium,
new content. Or take a videotape recording with traditional sub-
Ject matter. New medium, old copntent. 1Is the innovation to be
enlled old or new? A classification is not useful but e multidi-
mcensional degscription is,
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the innovation encompass? A new program that touches the work
of many teachers in many subjects in many grades will require an
¢laborute diffusion effort. That effort will have to be directed
to the board of control and central administration of the system
and cannot be directed solely to lower administrative levels.
Moreover, large innovations will require explanations to the public
and outside interest groups.

Completeness. In acquiring the innovation, does the school

get help with new methods as well as with new content and support-
ing materials? Or must it finish the conception, determine the
methods, and acquire necessary materials from elsewhere? In gen-
eral, innovations that are complete can be diffused more readily)
especially if they do not meke it necessary for the school to ¢
discard what it is already using. Spreading an incomplete inno-
vation means that the diffusion agents have to establish the
school's readiness to supply the missing components before instal-
lation can begin.

Complexity. Is the innovation straightforward and simple in
operation or does it require an intricate series of interlockgd
procedures on a set time schedule? The simpler the innovation, the
wiﬁer its potential audience. Mass technigues of disseminating
information about simple innovations are appropriate and often

sufficient to trigger adoption.

Flexibility. Can the teacher make sﬁbstantial changes in the

innovation or must he follow a formule to make it succeed. Flexie
bility makes an innovation more scceptable to practitioners. It
also enables the diffusion agenta to provide minimum training.
Moreover, they can omit any concern about refresher work at later

points in time.
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Interaction with Existing Programs. Cuan the innovation be

ucsed independently of other programs? Is it helped or hindered
by the presence of others? Minimum interaction with other pro-
grams greatly extends the number and kinds of settings in which
the innovation can succeed. A low degree of interaction also
simplifies the diffusion effort, Although it may be desirable
for an innovation to interact with programs already in use so as
to reinforce their effect, the diffusion effort becomes more com-
plex in such cases because symbiotic programs shoul@ first be
identified in local schools and the proper relationship may have
to be arranged.

Trial Possibility. If an innovation can be tried out before

making a2 permanent commitment, the risk for the school 1is reduced.
Furthermore, the diffusion agents can be far less attentive to
the churacteristics of the adopting school since the school will
mnke its decision about the innovation after using it rather than
beforehand., That is, establishing the actual worth of the inno-
vation for a particular school becomes a lighter responsibility
for the diffusion agents.

Content. 1Is wholly new subject matter being taught or does
the innovation simply substitute one set of illustrations and
exercises for another? An innovation that conforms to present

curriculum content--such as & series of films that do & better

Job of presenting what is already being taught--will find an
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easier entry into a school than films with wholly new content.
Thus an understanding of what is already in the local curriculum
is important for diffusion agents. If there is no major change
in content, the diffusion effort can concentrate on the technical
supcfiority of the innovation but can expect to be challenged
very sharply on its cost/benefit ratio since it is adding nothing

of substance and must rest its case on efficiency.

Effect on Student Test Performance. While an innovation

need not improve student scores on the standardized achievement
tests on which many schools judge their success, it must not lower
those student scores or it will be in very serious difficulty

from the start--regardless of any other pupil gains it may be sub-
stituting for those test scores. Diffusion agents should be able
to demonstrate that the effect of any new program En pupil tests
scores is at least neutral. If the effect is actually negative,
whe diffusion agents must be masterful at championing what the
program substitutes for normal pupil achievement.

Staff Performance. If the novel program demands abnormal

amounts of teacher energy, enthusiasm, or creativity, it is suit-
able for only & limited number of settings. A general effort at
mass diffusion is not e suitable strategy since the innovation
ennnot successfully be brought to life everywhere. A better
approach would be self-identification by interested staff members
once they are alerted to the existence of the innovation. 'That

is, what is called for is a set of tactics to describe the inno-
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vation, along with its demands, and then to ask volunteers to
step forwurd.

Staff Reles. Does the innovation cast teachers chlefly as

planners of instruction, presenters of information, managers of
recitations, monitors of a self-instructional process, or eval-
uators of learning? Can what they do be regarded primarily as
professional work, as technical, as clerical, or as custodial?
In general, as the teacher's role becomes less custodial, and
less clericel while becoming more professional, the change will
be welcomed. Any diffusion effort should emphasize that the
innovation enhances the professional image of the teacher. On
the other hand, if the innovation actually demands highly-skilled
professional behavior, there are many school systems to which

it cannot travel. It is quite unlikely that any form of in-ser-

vice training that the diffusion agents could devise or afford
~

can supply professional beﬂ?%?ﬁ? where it did not exist before.

Social Setting. If the people who operate the new program

cxercise conciderable independ~nce of action rather than working
under the control of others, the diffusioﬁ agents will want to
desirn a training program that is long enough to produce the
desired behavior and will include performance tests in which the
trainees can demonstrate mastery of the techniques. This is be-
cause there will be few opportunities later for them to get feed-
back on their performance. If the program requires teachers to

work in a group setting, as is the cese with team teaching, the
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training should be designed to train intact work teams from local
‘schools. Morenver, group members should be taught what to expect
of each other back on the Job so as to reinforcée the training
over a long period of time.

Equipment and Materials. Are the necessary teaching aids
included in a sing;e package or must they be acquired from assorted
sources? Are they ready to use or must teachers spend time pre-
paring them further? Are the equipment and materials interchange-~
able with those already being used in other school programs? A
single package of ready-to-use materials that will fit with equip-
ment already in the school system is optimum for rapid diffusion.
Diffusion agents working with such innovstions vill meet less re-
sistanee in the schools and can make some use of mass diffusion
tcehniques. -

Time. Time is a precious commodity in any school. Innova~
tions that soak up time or cannot be scheduled convenientiy into
the standard blocks into which the school day is segmented are
likely to meet strong resistance. Diffusiop agents will be called
upou to prove tha£ the inpovations make a substantial difference
in deeply valued areas of student learning. That is, it is one
thing for an effective new reading program to make extraordinary
time demands and quite another for a new art progranm, however
effectiye. to make such demands. In diffusing any innovation,
the sponsors should point out minimum time requirements and say

whether the innovation will succeed in part or fail completely it

these minimums are violated.
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Space. Opace 1ls not in as much demand us time, but it too
is a valuable commodity. Any instructional program that makes
exorbitant demands for space is in trouble from the very beginning.
Those diffusing the program will need to think about how its extra-
ordinary space requirements can be compromised without doing
serious damage to the program. They should work out alternative

space arrangements wherever possible.

Cost. Innovations tend to incur initial costs and continuing

costs. Each will be of interest to prospective adopters. Schools
may be more sensitive to high initial costs than they are to above-
average continuation costs. Thus an installation plan that
stretches initial costs out over an extended period may'help the
innovation to diffuse. Im general, of course, costs are negatively
correlated with ease of installing an innovation. Low costs
greatly expand the types of schools into which the innovation can
be diffused.

Summary of Desirable Characteristics. It can be said in gen-

oral that an innovation can be more readily diffused if it is
rmall in magnitude, complete in conception and materials, rela-
tively simple, and flexible in its possibilities for use. It
will have easier going if it has little interaction with other
programs and can be trie; before adoption. Things will go more
smoothly if the subject content is an incremental improvement--

especially an updating--of what exists rather than a radical

departure. Innovations must not lower achievement test scores.
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A new _rogram should cast teachers as planners, guides, and
evaluators of instruction, leave them on center stage rather
than making them components of man/machine systems, require only
a normal energy output and make no unusual demands for time, en~
thusiasm, or creativity. Innovations that place teachers in a
complex, interactive relationship with other professionals will
meet difficulty. That is less true for imnovations that give
teachers clerical assistance or other forms of subordinate non-
professional help. Complete packages of ready-to-use materials
uare highly desirable, especially if they come at modest initial
cost and are reusable. Innovations that demand extraordinary
amounts of time, break the regular school schedule, or require
extra space are difficult to diffuse. Finally, low-cost innova-
tions that cost little to start and maintain tend to move more
rapidly and last longer.

Diffusion Tectics

A tuctic is & specific action intended to achieve a limited
short-term objective, such as getting teachers to realize that a
piven objective exists. Here is a list of specific tactics, ne
one of them adequate to diffuse an innovation when used alone.

Legislation. Legislative enactments at both federal and
state levels have been especially influential in spreading inno-
vations in special education and in vocational education. The
explanation lies in the fact that the advocates of special edu-

cation (parents of handicapped children) and the advocetes of
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vocational educsation (employers) have not been able to penetrate
the regular schnapl system through ordinary means. This is pri-
marily because the outside constituentg--at least at the begin-
ning--had no insiders in the schools with whom they could make
common cause., That 1is, there were no internal advocates for
special education and vocational education. Thus the ocutsiders
had to attack from the top at the state level where & great deal
of power resides since schools are state institutions. The con-
tinued existence of outside special interest groups, along with
ingrained habits of promoting innovation through legislative
channels, has meant the perpetuation of this approach. One might
observe that the outside groups sometimes have more difficulty
toduy precisely because those are insiders who may act not as
co-wuivocates of change but as champions of the status quo.

Administrative Authority. Direct line authority exists in

111 school systems and is widely used to govern non-instructional
operations. It is less often used to govern instruction. How-
ever, it i{s a potential tactic: the superintendent or principal
oaﬁ indicate that he wants something done in a certain way and
his wishes will be met, at least in part, if he will take the
tim: Lo supervise what he has commanded. (Instruction often pro-
ceeds throughout the year with no supervision whatever; this is
one reason line authority is seldom used to govern it.)
Administrative opposition can of course prohibit an innova-

tion. But administrative neutrality is not sufficient. Positive
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administrative endorsement=~with or without the direct applica~
tion of anuthority--is essential.

Professional Norms. What other respected professionals

expoct a person to do influences his behavior. Innovations that
enjoy the endorsement of professional leaders have a better chance
for adoption. But whether or not there is actual endorsement by
leaders, it is essential that the behavior called for by an inno-
vation not violate normative expectations for the professional
role. For example, most teachers think of a professional as
autonomous, although whether this conception of "professional"
squares with the situation in other professions is open to serious
debate. In any case, an innovation that would require the teacher
to file daily lesson plans with the department chairman or prin-
cipal and get his signature of approval before teaching the lesson
would meet instant, universal opposition as violating the teacher's
rivht to autonomy in the classroomnm.

Leadership Opportunities. The chance to be the first school

in a geographic area to adopt a new program, to be seen in the
company of distinguished developers, to get the services of the
development group in installing the program, to gain the recog-
nition of being a pioneer, to demonstrate the program to others--
these are strong appeals to a small but significant class of
adopters. For certain schools, this is the only appeal an exter-
nally-developed innovation can have. They need to be brought

in early or they may never come in at all. Some of those adopters
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are reached during the pilet testing or field testing of an inno-
vation while it is still under development. But similur oppor~
tunities can be created for other pioneers while the program is
quite new and not yet diffused. The careful cholce of leading
schools for initial installation sites can influence the rate of
diffusion. |

Prestige of Developers. The composition and quality of the
development group is presumably beyond the control of the diffu-
sion agents since it was determined before they arrived on the
scene. But they can take care to display the admirabdble charact-
eristics of those who developed the new program. Some practi-
tioners are especially responsive to this particular appeal. The
National Science Foundation course content improvement projects
of course have made maximum use of this tactic in arranging for
diftusion. It has considerable power.

Pressure From Constituency. Schools und school teachers

have three identifiable groups of constituents to whom they must
ultimately respond: student, psrents, and the general public. It
is possible to reach teachers through students: for example, by
taking students away for a special summer program and instructing
them in a style that the diffusion agents want to see used in

the regular school program., The students can return in September,
impress teachers with what they have learned, and suggest that

field biology, or whatever they have been stufying, should be

added to the regular curriculum. This will not be sufficient
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to bring about the change, but it can help. The same effect may
be achieved by rununing an elaborate series of photo-essays in
local newspapers or arranging a cluster of radio or television
programs that acquaint parents with some of the distinctive,
effentive, and exciting programs in career educatién; for example.
It should not be long before parents and citizens start asking
pointed questions at school board and PTA meetings.

Even Stute officials have their own constituencies: the
stute director of vocational education presumably wants to be
well thought of by local directors of vocational education. If
a significant number of them can be aroused about a particular
innovation, they may be able to move him into action at the state
level.

The deliberate use of constiiuencies to bring pressure on
behnit of ihnnvations is a generally neglected tactic--except by
those outside of education whe want to bring pressure on those

Iinside it.

Command Over Additional Resources. Some innovations give
selected school personnel the ehance to determine the allocation
of new resources. For example, certain plans for teanm teaching
envision n master teacher who will have some influence over what
other teachers and paraprofessionals on the team are to do. The
team leader may gain command of a budget for instructiocnal ma=-
terials along with the authority to allocate those materials.

.~ The addition of a computer may bring three new staff positions
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into the business manager's office. Another innovation may bring
a heavy load of audiovisual equipment into the schools, making
new allecation decisions possible for administrative personnel.
This particular featurc of an innovation can be pointed out to
those for whom it would have special appeal.

Negotiation. State education department officials are often
in a position to influence the spending of state or federal funds
yet they may not use them to persuade sqhools'to adopt particular
innovations. School boards sometimes sit on their side of the
bargaining table without naving anything they want to negotiate
for in return for the higher salaries they must pay. Schoel ad-
ministrators are pressed to give planning periods or professional
study days or sabbatical leaves and often have nothing specific
to ask in return., Sometimes it seems that the only balanced
negotiations that occur in & school are those between teachers
and punils, where spirited daily bargaining takes place between
two purties who have clear and sometimes opposing objectives.
Negotiation can be used as a tactic to promote innovation. There
may have been a time when negotiation would kuve been frowned
upon as & tactic for diffusiag innovations in schools, but that
time seems to have passed.

Funds. ©OSupplying mo -y - -erarked for a specific innovation
is 4 well-known, widely-used, and powerful way to diffuse innova-
tiocns. Extra funds can be supplled to individual teachers, to

individual school principals, or to an entire schec.1 district.
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There are schools that operate so ciose to a subsisﬁenee
level that they are virtually unable to adopt a new progra. un=-
less someone pays for it. There-are schools that get such a
large fraction of their funds from the state government that they
can only adopt whuat the state is willing to pay for. For both
types, money must accompany the new program.

Unearmarked block-grant funds may increase slightly the
capucity of a school district to adopt lmnovations, but there is
no guarantee that they will choose to adopt any specific innova-

tion. Farmarked funds are clearly better for that purpose.

New Equipment and Materials. Making available the new equip-

ment und instructional materials’ schools will need to operate a
new program can be considered a "necessary but not sufficient”
tactic. That is, arousing the interest of school people in newly-
developed materials and making them conveniently available may
not. be enough to get an innovation adopted, but~attempting diffu-
sion without supplying needed materials is almest futile. Ad-
mittedly, there are some innovations in classroom practice and
counsceling techniques and administrative operations which do not
require equipment and materialé. But it usually proves conven-
inrnt to represent the concept of any materials~-free practice in
some kind of prirted or pictorial material so that even it does
not escanpe the materials requirement.

The most effective and pervasive system for distributing

gschool materials is commercial publication or production. More-



over, this system decentralizes the costs of distribution by
passing those costs along to the adopters.

Dissemination of Information. This tactic has been widely

discussed and actively studied. It is probably over-used. Diffu-
sion agents often attempt to substitute it for other tactics be-
cause it is relatively inexpensive and does not demand extraor-
dinary talent.

Information can of course be disseminated through printed
muterials, through broadcest media, through meetings, through
face -to-face communications, and so on. It is generally believed
that while mass distribution of information at a low unit cost
is suitable at the early stages of adoption when practitioners
are not yet aware that the 1nnovétion exists, it must be supple-~
mented by more elaborate, more expensive communicaticon technigues
such as personal contact if the prospective adopter is to be
Qoved along from awareness to actual adoption.

Demonstration. This is another widely-discussed agd widely-

used but perhaps under-studied technique. The actual display-in-
action of an innovation is an excellent way--perhaps the only
wvay~-to communicate to prac@itioners what the program is actually
like., There may be something in its intellectual spirit or in-
structional style that is almost-impossible to communicate other-
vise.

Demopstration also can be used for the quite differenf func~

tion of persuading & practitioner that the innovation is feasible
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and can fit into his school. To convince rather than acquginf
him, the demonstration should be.conducted in a setting that is
recognizably similar to the one he comes from. If this is not
done, he must be convinced somehow that the differences between
the demonstration setting and his own are not critical and that
the innovation can succeed even in his school. The easy way to
do this is siumply to demonstrate the program in a place that looks
like home.

There are special forms of demonstration which could be more
widely used. One would be to place newly-trained student teachers
in classrooms for the deliberat2 purpose of demonstrating innova-
tive techniques, hopefully without fanfare, for senior teachers
to observe and perhaps copy. Note that suclhh a demonstration .

answers the feasibility question conclusively.

Participation in Development. An opportunity to work along-

side those who are developing the program, as by becoming part

of the try-out group of teachers, is an especially powerful way
to build not only interest and skill but stroﬁg commitment to &
new program. The problem is that not many people can be given
this opportunity. No development group working on a fast time
svhedule wants to be anchored down by a large number of partici-
pants, however desirable this may be for the eventual diffusion
of the innovation. The developers will want t6 limit the partic-
ipynnts to the minimum number needed to carry out the developnent

process itself.
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Distributing Semi~-Finished Innovations. One interesting

substitute for participation in development is the chance to
finish a partly-completed innovation. This is adding the fresh
ers to the box of prepared cake mix. It is the chance to use a
touch of creatiyity without having to start from scratch. More-
over, it tends to insure tlat the innovation will actually be
adapted to local condition;--although cases of maladaptation
have to be ecxpected. Any semi-finished innovation should give
teachers a sound conception of the program, most of the materials
they will need, and some examples of how to complete the package.
Training. There is no single tactic for diffusing innova-
tions that is as important as training. Any innovation that calls
for a significant change in teacher performance cannot be suc-
cessfully instulled without traininé. Teachers may require train-
fiurr in cubstantive content as well as in instructional technique.
A cne-duy workshop may be sufficient or a full year may be required.
One barrier to diffusing innovations is that local school
districts do not buy substantial amounts of training for their
atuffs. Teachers generally purchase their own training in the
open market. €Significantly, the training they dbuy for themselves
is rarely directed to any specific innovation but instead is
intended to increase their general capabilities. That is, it 1s
further education. What it takes to move most innovations is
further training.

One missed opportunity for bdbetter diffusion is in the
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federally-supported training programs that are usually discon-
nected from specific innovations, even those innovations that
have been federalﬁy-supported.

Supplying Research-Based Evidence. For the fully rational

practitioner who is so in command of his own situation that he
cun base his decisions on reason rather than on non-rational pres-
sures and impulseﬁ, research-based evidence is the most signifi-
cans kind‘of information., While it will not be sufficienﬁ to
enable him to behave in a2 new way, it can be sufficient to make
him decide to change. The probdlem is, of course, that such
practitioners are so rare as to be hardly worth discussing.
Whether the adopter is a state or local official, a school board
mepber or a classroom teacher, he has to take many matters into
cons‘deration (not all of them rational) before adopting any
innovation.

For mcst practitioners, research-based evidence is useful
chiefly to buttress a decision they are making on other grounds.

Alternative Diffusion Strateg-.es

A strategy is a general plan of action addressed to a broad,
iong~term objective such as getting an innovation widely adopted.
A strutegy consists of scveral specific tactics such as those
listed above. Presumably 3 sound strategy uses a combination of
tactics to get at the particular set of problems that the diffu-
sion‘%gents face. .

" Given this conception, there is no finite set of diffusion
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strateples, An infinite list can be bvnorttod by asquminﬁ thut
difrusionwhas_nhree aspects: it involves (1) placing an innova-

tion with given charucteristics into (2) a setting that has cer-

ﬁain features and in which (3) thé graétitioneg has custonary1
ways of behaving.‘ bince there 19 an unending 118t of potential
innovations and an enormous variety of settings as Vell a8
Limitless ways for practitioners to behave, there is no end to
possibile stratggiesQ That is, the imaginable cosbinatiouévof
innovations with settings with §;actitioner behavior 18 ﬁithouﬁ
iimit. o | |

.Thus, what this paper contains ié not a list_of alternative.
diffusion strateéies.~but the parts of a thinking machine for
-penerating such strstesies. Because a strategy must be tailor-
made for every case, & strategy-making machine is the most use~
- ful device,. |

Take @ sample casge. Imaginé thut & school system has an
‘Qgﬁnrprvneurial superintendent, an ecanmic schéol board, a pro-

uvqiunul curriculum director, &’ teachers' union that acts as a

mild ndversary, and parents who are satisfied neutrals indiffer-
wnﬁ except where their own children are concerned. Let it be

A small city with no growth, old schocl facilities, & standard

. acuadomic curriculum, and a few vocational courses. 8Stv the iano-

" wvatlon {3 the World of Constructidn course. What is the strategy?

Don't arouse the community and don't disturd the high school

” fdﬁu1ty. Invite the local director of vocational education to an
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areon meeting, shovw him the materials, and let hiﬁ talk to several
te4cher« who have taught 1t. Ask him to 1nvite his superintendent
‘und high school principal to a demonstration at the other end of
the state since no one nearby is using the course. Send the cure
riculum director a description which points out hov the World of
Ponstruction overlaps with academic courses and invite him to a
statewide meeting of curriculum directors. Persuade the state
d;ructor to subsidize training for interested teaahers. That
nuﬁhp to be sufficlent.
| Take nunother case. Imagiﬁe a wealthy suburban district with
céilege-minded parents, & political superintendent, a principal -
Qho-follows at a short d’stance behind the pioneers, and profes-
sional teachers who keep ébmething going in every curriculﬁm |
 §raa. Let the innovation be a career development thread in high
serhool academic courses, Start with the teachers. Explain the
idew from the platform at state meetings of the various academic
professional nssociations but st;ess tha£ the innovation is in-
-~v#mp1ete and nceeds f;rther development and tallc~ing. Quote Johd
u@rdnur on the Importance of occupational excellence. Mention
4 trw outstanding .chools experimenting with the approach. Ask
for volunteers who have very strong college preparation progranms.
. Go on to the community. Run an explanation in Saturday Raview
apd a number of .college alumni journals. Send an explanation
to school ﬂourd members. DPDevelop the theme that many college-

bound youngéters have no idea what they will do in life. Make

Ao Ty
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.the semi-finished curricular materials available on request and
start an exchange newsletter among carefully-selected suburban
schools cooperating in the effort. That ought to get the ball
rolling.

It is probably J%t necessary to remind the reader that no
individual pructitioner matches the one-dimensional i.:ages gifen
at the opening of this papexr. Every human being is more complex
than that.. To describe even one person, elementé have to be
taken fr&m several of those images and other elements have to
be added as well. Thus matching one diffusion tactic to one in-
dividual practitioner may not work.

Moreover, & school is not a single practitioner. Institu-
tional behavior is more complex than individual behavior. The
school has to be seen as layered and multidimensional, set in
jagged surroundings that sometimes penetrate the structure, and
moving out of a tangled past into an intricate future.

Finally, one school is not all schools. A change in a single
dimension of the school setting can change the problem for diffu~
sion ugenﬂs. Thus no single-tactic strategy.and no single-strat-
erry diffusion effort is going to work everywhere. Serious diffu-
si n agents need multiple strategies. All of this implies that
those sponsoring the diffusion are not limited to their personal
efforte but can arrange for unive;sities to supply training, elicit
the cooperation of state education dép€;:ment'officials, call on

the services of educational publishers and equipmeni manufacturers,
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use the Jjournals and meetings of professional assoclations, alter
the content of nationally standardized achievement tests, and do

whatever else is necessary to spread the innovation. After all,

schools are hard to change.
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