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S  UCEA

The rr/\isslon of the University Council for Ldugahonal Admmlstratlon
isto 1mpr0ve the preparation of administrative personncl in education. Its
membershnp consists of major universities in the United States and
Canada UCEA's central staff works with and through scholars in member
umversmes to creatg new standards and practices. in admmnstrator prep-
aratlon and to disseminate the.results to interested institutions.” ‘

UCEA' interest in the professional preparation of educational ad-

inistrators includes both continuing education and resident, preservice
programs. Interinstitutional cooperation and communication are basic
ftoo.ls used in development a‘.hvmes both adm1mstrators and professors

/ participate in projects.

/

The Council’s efforts c.urrently are dmded mto six areas: developmg
and testing strategies for 1mprovmg administrative and leadership prac-
, tices in school systems; encouraging an effective flow of leaders into. pre-' .
paratory programs and posts of educahonal administration; advancmg

" research and its dissemination and ideas helpful to those in universities
. responsnble for designing preparatory programs; integrating and improv-

mg preparatory programs in specific areas of administration; and develop- '

mg and evaluating a wide array of instructional matenals

o«

/I -

This report was generated with financial support provided by the
" National Institute of Education. However, the.content does not necessar-

/ ily represent the position or policy of-that agency, and no-U.5. Govern-
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“in the complex. proces

“

. Foreword

These papers were prepared as a collaborative effort among the National
pape P X 8

Institute of Education, the University Council for l:idu«za\_tion.\l Administra- ...
tion, and nine federally supported educitional laborptories and research

and development centers. Cenfers included those at the University of
California at Los Angeles, the University of Oregon, Stanford University,
the University of Texas, and the University of Wisconsin. Also coopera-

ting were leaders in the Far West Laboratory for Educational Research -

and Development, the Northwest Regional Bducation Laboratory, Re-
search for Better (Schools, and the Southivdst. Regional Educational
Laboratory. The mdjor purpose of the volume is to highlight arcas of

N . . . - . ¢ . g e - B -
_agreement and disagreement within the Tesearch, development,. and
practice communities on the functions and support needs of those per-

sons with a central responsibility for program improvement.
. One of the goals of the National Institute of Education is assistance in
constructing back-up and support services for schools and school systems
attempting to improve educational practice. There are many Institute ef-
forts directed toward this goal, and this volume is related to two of those
efforts: the training of linking agents and the interpretation of research
for practitioners. - :
The chapters prpvide a conceptual base for what was initially called
the NIE Cooperative' Dissemination and Linking Agent Training Project

vlves the collection, organization, -and transmission of information about
human resources and linker training materials to linking agencies and

‘programs. We have - - pected the consultation and training experience of

the Linkage Training Service to keep the papers tied to reality, and we
have expected the ideas in the papers to assist in describing and making

" sense of the experience of the linking agents and agencies.

These papers and the process used in their preparation are also re-

lated to the NIE Knowledge Transformation Project which encourages

the transformation or interpretation of rescarch findings for application-in

educational practice. The process of interpretation is scer: as an on-going

consensus-building activity in whick there is:a broad involvement in the

‘process of writing and révising interpretive products. We are currently
supporting work under the direction of;Paul Hood at the ‘Far West

Laboratory for Educational Research and Development which constitutes
a further effort to identify ways in which organizations and people relate
s of encouraging educational improvement.

{
«

vl :

- and what is now called the Linkage Training Seivice. This project in- - o
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The chapters also réspond to a commitment sharcd by both NIE and
the Umversnty Council for Educational Admlmstratmn (UCEA) to com-
municate to. professors information which can be used in administrator
preparatlon programs. It is hoped that potuntml and practicing .1dm|ms-

" trators in these, programs can make better use of the available and ¢gmery-
- ing resources s and agencies and that profcsmns and universities can func-

tion more effectivély as linking agents and agencices,

THis particular interpretation activity began in June, 1975, with a
review ‘of the.literature on linking functions and linker training by Philip
Thele. That review and the resulting discussions hlg,hllghtd a number of
problems irr the available literature: The important system variables which

dinfluence change and improvement in schools are not typically related to

- the functions,of linking agents; there is htllu attention paid to the nature’

and quality of the information to be conveyed to practitioners; linking

tends to be equated with change and 'with adoption of innovations rather

‘than with support to progrgm improvement efforts; the role of the school.

administrator in the linking prockss is often.ignored; the functions of
mformatmn provision, technical assistance pm\usmn, and helping thu
school system build its c.apacnty to assess and improve education are

. usually seen as separate and unintegrated roles; and finally, thcre is llttlt
8

research on the functions of the linking, ai,ent
These chapters were planned to addtess several of the issues iden-

. tified above. We do not expect them to provide a final statement on any

- practice.

of the issues identified, but we do hope that they will move us a step
closer to an-understanding of the crucial and mmplux pmblums of sup-

porting persons and organizations in thelr efforts to improve educational
o

- Spencer Ward

* . Consumer Information Brach
School Practice and Service Division
" Dissemination and Résources Group

Washington, D.C. I National Institute of Education
June, 1977 N ‘ :
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rescarch, among other activitios.

xii

v
-t




e : . ' Introdustion | S

Introduction :

¢ a

a rare indivxdu.\l, d rare urhammtim\ capable of altering its behavior in
i,.,niﬂmnt way. In-education, as in other complex systems, leaders
ally shuuld reach beyond themselves to other individuals and agencies

judged relevant te a proposed change: Tested idvas, useful products, and

* related services ought to be gathered, organized, and utilized in thought-
fuljways to undergird any concerted etfort directed at improving porfor-
mance.’

{However, at prosent thcsc-v.\rmus resources are largely tnavailable
in'cdherent and useful ways, and the number uf individuals and organiza-
tions readily and widely awailable to serve as a “link” between resotrces
and users is very small indeed.

w . Beyond this environmental ambiguity, educational leaders have diffi-
culty capturing the opportunities which are known because they ar
pressed continuously to maintain organizational structure and processes
rather than to try to improve them — even thuu;,h there is evidence
suggest that the organizational capacity to change is positively related fo
both openness to new ideas and to exchange bpportunities with thgse
beyond the boundaries of the organization. o

In recent decades, scholars and leaders have paid increasing attenfion
to ‘ways-in which communication between organizations can facilitate
change. One result has been a growing body of ideas and findings gbout
the linking process and the individual or, organizational role thfough
which it might be expressed in order to assist orgamzatmns and their
leaders in acqumng and using ideas and practices in those areag/where
improvement is seen as desirable. Many sée this linking role ag'one of

. significance in supporting change, and 1 new synthesis of the Jiterature
. onthe concepts and applications of linking seems appropriate. o

.+ This volume addresses the problems and opportunitie
linking within the larger context of improvement, leadership, knowledge
utilization and support orgamzauons from a variety of perspyctives. The
primary focus is on the improvement »f-educational management. This is
not to imply that aspects of maintenance are not important, for Llearly ;

they are. In fact it appears that maintenance. and i improvemgnt are not so

" neatly isolated. The way in which a school maintains its o ération has a

great impact on both the effectiveness of current program: and the recep- -’

tivity of the staff to improvement efforts. It should be added that while

the literature addressed is often focused. around “change/” defined as the ‘

adoption of a new program which is assumed to be an/improvement, 2" ", -

number of studies have suggested that “change” is ngit necessarily im- '

‘through
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provement and may have’even more of a deleterious effect. o
~7 " 'There are all.sorts and conditions-of linking agents at-the ‘national,. . "
regional, ‘state, local, and building level. What are the critical differences
. between internal linkers (within an organization) and external linkers .-
‘(QljtSide'an-érganizétion)'ahd-the other diverse linking roles-of research- -

ers; .developers, and trainers. in’ the* support of change? What are the

: problems and opportunities inhereht in- linking agencies .as opposed to
" linking agents? The volume recognizes and deliberately: treats linking roles
from different vantage points in.responding to thesé and ‘other related
quéstions: Specifically, the organization-of the book is intended to illumi- -
nate primarily the role of those linkers engaged in or providing support . -
for improvement in local educational -agencies, either internally or exter-
. ' These differing vantage points do not define a linking agent as ser-*
-viceably as some readers might prefer. It may be disconcerting to find
differences in interpretation of so critical a concept, but it is-from such * *
differencés that the most useful sparks fly to outline future discussion, -
thinking, and research.! In general, however, there is agreement that a
Key function of linking agents, ‘whether.internal or external to'a school
system;:is to-help those engaged in improvement activities acquire and use rele-.
vant ideas, products, and related resources. In'one sense, the linker function is
to help bring greater rationality to changeé-oriented. décisions: in school. -
ystems by increasing the nature and extent of information- utilized“it -
décision making. However, a more specjfic questfon arises> Whé qualifies
" as an fintemal or external linker? This question-can be answered both from
. an agency and an individual perspective. Underlying this: volume are two
‘assumptions aboyt linking.agencies: First, internal linkers, by definition,
must occupy posts within-edyicational systems and be concerned about .
improvement within those -systems’ and, second, there are several key -
- agencies insofar as external linkers are concerned — state education agen: . -
cjés, intermediate service agenc'iés;. research and development-centers;'
' departments and related. units in_higher education institutions; educa-
tional laboratories; and leagues, networks and related organizations Serv:”
- ing;miltiple school systems. . : ' - ,
. <. Not all personnel in school systems or the external agencies listed"

- above qualify as linkirig agents. What is it, then, that distingyished link- -
“ing agents in these organizations from fnon-linking agents? Three criteria .-
appear to be critical. First,-linking-agents direct their actions at the im- *

% provement of individual or institutional performance. Second, they use

& -

1Readers may note diffgrences from autHor to autHor concerning théuse of “linking” agent N
-and “linkage” agenf V¥hile one may corttend the former suggests the process and the
latter the manner of the process, in general the terms are meant to be interchangeable.

13
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knowledge or know ledge-based products and services.as key instruments
of improvement. Thirdly, in order to connect those engaged in change

- with ideas, findings, des’cﬁptions of practices, training .materials and -
* other needed knowledge-based products, they must perform_boundary__

-spanring roles. A: principal, for example, might span hishher school and
an educational laboratory to connect teachers with materials designed to

. help improve the school’s reading program. Or. a ‘staff memper in an -

intermediate service agency might link selected individuals in a yniversity
. with a superintendent’s cabinet.in order to improve education through 2
“newly designed administrator staff development program. e

To qualify as linkers, individuals need, at @ minimum, tg meet all®

3

_ " three criteria listed )gp(\)ve. An associate-superintendent, for example,
" could meet the boundary-spanning requirement but be concemed with
o “than improvement. Or (s)he could direct gfforts to-
-«ward changing staff without using knowledge as a means for change. In_ -

neither case would the’ aséociate.'supgﬁnténdent meet the criteria for a
linking-agent. . .0 . . ol o

' The volume. is designed to achievé several objectives, the first of
whick, as already implied,is to produce for educational Jzaders an up-

- to-date synthesis on the:roléof linking agénts and agencies in eqycational
- » improvement activities'and, in the process, to identify and discugs impor-

tant know ledge utilization-issues of interest to the research; development,

. and training comm_unities,'fhé{synth‘gs_i_s-reﬂgcvts and, in-part, js.shaped .
~.~by_the clear and centinuing need to improve education, the growing o
. number of linking agents and.the more visible role of linking agencies,

~and the increase in scholarly activity directed at'linking roles and.agencies .

P

o

fand their educational improvement functions; It is hoped that the syn-

_thesis- will be of value-to 2irange of individuals who. haVe 3 gtake in
'improving education at national, state, and Ic<al levels,‘from Jeaders di-

ute to educational improverhent. oo :
. A second objective of the pzapers is to address the immediage realities
which internal and external linkers confront'and to-shed light on the kinds

_ of organizational, humar' and knowledge resources available tg them. For

example, the marginal character of the linkage agent role is'depicted; and

_the attributes needed by linkers for effective performance are pogtylated:

The specific constraints and opportunities shaping linker Toles 4re iden-

. tified and described. In addition, the macro-system of knowledge uses
-_aﬁd linking processes, which offer a resource for linking agents, is out-, "

lined. ‘Also treated are the myriad complexities, inherent.in linking and - -

charige processes. It is likely that content-on the immediate realities and
“environmental com plexities of linkage will be of special value to agertigs -

v

N

<

rectly involved in educational:change to linkers seeking to" facjjitate ‘the ° S

- change process and to researchers, developets,-and trainers whg contrib:

A




- and mdmduals engaged in hnkmg pt‘OJELtb and to those wnth respon-
snbllmes for training linking agents.
- ... A final objective of the synthesis is to provnde better bases for advanc—
_ing lmkmg through new plans and developments The volume not only
" should provide better frameworks for enabling leaders in schools to ob-
tairi resources for improving or changing programs but-also- should:en-
_ courage and should provide bases for better cooperation and communica-
_ - tion between produicers and users of resources. Since leaders in the Co-.. -
* .. operative Dissemination and Linkjng Agent Training Project very early =
recogmzed the need for more effective planning directed at improving the
training of linkers, the volume gives specnal attention to this area. More
specnﬁcally, it presents-concepts basic to-the design of a more-adequate
- training system. for linkers and basic to the collection and development of
relevant resources to support the projected system. Thus, the hope is that
the concepts presented both will advance’ new- developments and plans .'
and will stimulate new inquiry into linking agents, linking agencies, and.-
their functions.. Clearly, such inquiry is needed to illuminate the complexf
'processes of linking and-on their role in facilitating change. -
_ The chapters in the book: move: from the.more general to the more . _
o specnﬁc insofar as linking agents directly.involved in change activitiesare . *
coricerned. Douglas Paul in Chapter One focuseés upon change within
. | the context of educational organizations:: leferlng models- of . change
* which can.influence and/or be used by linking agents are presentec‘e The-
four models of change discussed are problem-solving;. social interaction;
research, development and diffusion; and. linking, strategies related to -
“knowledge uiilization. A wide body of literature is drawn upon to pro-
- duce the generalizations covering adapting units;-procesées’ for bringing . o
about change, impingements of chan’ge and the effects of change.
‘ Jack Culbertson in Chapter Two treats from a broad perspective the
larger environment of knowledge resources and uses relevant to change.
The chapter postulates-five uses of. knowledge which- can support those
who' are directly engaged in change or are.providing support forit. Sub- -
uses for each category of use are described along with- gutcomes: pro-
duced. Types and sources of kp.swledge used, characteristice of users, and.
their links with other usets and linking agencies are also treated. -[llustra-
tions from the literature and from practice to illuminate concepts are lim-
. 1ted to the fneld of educational admmlstrat,on, however, jt is.assumed that
the basic c‘bncepts elaborated can be apph ¥d equally well to other fneld,s of

. educahon, such as curriculum. -
/- James Lipham in Chapter Three focuses pnncnpally on the role of the -

- jadministrator in implementing « educational unprovement Administrators B
' /are viewed: by ‘the author-as playing a crucial role in the linking process. . - ..’
Among the topncs treated are admmlstratnve functnons, suprort needs of '

\

}:. . .
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' in this chapter fs upon,the ]eadershlp functions of the admlmstrator rather :

- ~than upon the maintenance functions. Consequently, both the internal ™
and external linking rolesof the administrator are highlighted. Relation- "
< ships between the local school and external linking agents are-also treated. .~ /

Ann Lieberman in Chapter Four examines linking agencies and the - ¢
functions these agencies perform, T_he discussion is set within the context /
" . of "the school as a social system” and the complexities inherent in this -/
- .-system. Featured in the treatment are the understandings, processes and g
influential conditions that affect agency functioning, and-the generaliza- -
‘tions presented are: .documented from an array of studies. Three vngnettes '
.of chmge and: l.nkage in education conclude the chapter. o
.David Crandall in Chapter Five addresses issues directly related to
the external linking agent..He examines the client system served by the
_ linker and some of the resources which can be used in working with -
clients: A special section ofi the “host agency” where external linkers - *
“reside is presented along: with- the multiple roles they perform. Stresses - «
- inherent in‘the role are identified and the skill clusters needed for effective -
linking performance are descnbed as weII as unportant unplementatlon
issues faced by linkers. -
* In-the last chapter, Jack Culbt.rtson deplcts in the form of a scenario,
a nation-wide system for trainirig linkers. Cast within a 1985 time period,
. the scénario also describes the pertinent support fuhctions, as well as the
* concepts and-events which shape the emerging system.
* The scenario is deliberately optimisfic in view. With the‘current pes- -
«i=sism surrounding education, many other less hopeful views could have -
> .+ presented: Thus, the scenario should not be viewed as a prediction
ci che future. Rather it should be seen 4s'a directional statement designed
fo provide leaders clues abotit the ways in which they might address the
=" various) facets of linker training in the future. =~ - b A
' In sum, the volume synthesizes key-concepts and fmdmgs about -
change processes, uses of knowledge in change, the manageméiit of.
- change (er improvement), the functions of linking agencies in improve- .-
ment activities, the attributes ana skilk clusters needed by external lirikers
" to function effectively, and a national training system for both internal

‘and external linkers.

The book is offered as one means for advancing the' trammg and the
functlonmg of linkers.and for stimulating needed new inquiry and de-
& velopment related to the role of Imkers in 1mprovmg education, )

v

‘ ..4'5'
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' Change PTOC@SSEb at the
| |.Elementary, Secondary, And
/ Post Secor'dary Levels of Educatzon

M|

/ / g _
R - Douglas'A. P’a_.ul. o o

INTRODUCTION
Fate-to-Fuce Comnmnuahmx ‘Between Helpers, Tr?unerc And .
Conuveyors On One Hand And Users Of Innovations On The ="
Other Ic More Effccttve Than Print Medm Alonc A S

Pnnt media does not afford the reader to quesllon assumpnons, gain .
‘feedbatk, or clarify meaning. More’ 1mportantly in most schools-the bur-
. den of finding time to read material i is placed cn the teacher and principal -
.. who have little free time. In’ contrast, face-to-face communication may
= - - _provide immediate feedback, is usually accompamed by released tlme,
‘ : "and alloWs the teacher and pnnc'pal to questxon and clarify meamhg In




,kv8 g ,V'Douglas A, Pau'l ' o /

o addrhon, face to-face mteractlon allows the sender to 1nst1|! enthuslasm
. and excltement and provrde encouragement g '=” . -

The Frcquency of Intvractmn Amunq Hclpers,,Tmmcrs And

B Cunveyors On One Hand And Users /Of Innovatwns On The .

et D -Other Should Be Mutually Determnwd .

. Too little mtc action results in feehngs of abandonment whereas too
much interaction results ini feelings of being, invaded. The status of the
organization’s being helped determines the optimum frequency of interac-

. tion. Schoul-staff e\(penenced in using outside help may profit from ex-
) tenslve interaction over a limited time period followed by -gradual disen-
_gagcment ‘In.contrast, staff not ready for or willing to utilize outside help’
"may profit from a: gradual increase in the frequency of assnstance This
S strategy reduu:s fcehngs of be'ng invaded or feehngs of being 1nadeq uate.

. These are examples of the ¢ generaluatnons presented in thls review of /
change processes in cducatlon An inductive apprcach was taken to deJ - _'
velop the generah7atlons Empiridal studies were 1dent1§18d ﬁndmg

. were categorized and tabulated, and generahzatlons v'ere formed .base

_; on both thg'tabulations and on the/ judgment of the revrewér Because the'
:f;‘ix studies reviewed did not address all areas of concern,, lmportant,lssues for o
" those involved in designing hnkmg agent training programs may no .be
covered here; These and other hmrtatlons of -the: revnew are, dlscu sed
'subsequently S - : , .
e Revrews of education. resgarch flndmgs and summanes of. educa-' R ‘
" tional literature promise to, provide new insights and’ syntheses (then- S
2 times the reviews conclude that there is much d.sarray, drsorder, ‘and_ .

* ‘disillusionment ‘in a partrcular area of study Weak metﬁodologles are

frequently singled out-as one of the prime culprits for the sorry stafe of the
. research reviewed.-Gene Glass.(1976), in his presidential addreés to the ~
*.~ 1976 annual meeting of the American Educational Research Assoclatnon,‘ :
E ‘pomted out the need-for extracting the knowiedge from the information
which is buried in hundreds of research studies. He wenton to/say thatto -
‘carp on deslgn deficiencies while trying to integrate studies /usually re= = .
',‘sults in advancing a few acceptable studies as the truth These studies
“tend.to be gither one’s own work, that of students, or of friends. How-. *
N 2ver, this approach takes design and analysis tdo seriously ; /and results in
. the discarding of a vast amoyfnt of important- data. 'Glass ‘called on.the *
research commumty to engage in the meta analysns of research the statis-

?1.»
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studies. .
- The “initial draft of thns review of educanonal change processes .re-

syllted in & laboredélist of contradictory findings and charges of deficient

search designs. The feedback generously given by colleagues, Coopera-

- tive Project st -and NIE personnel pointed to the neéd for going beyond
.a traditional evxew "Issues; relationships, and concepts which hold po-:
tential for mdjor theoretical insights should be stressed, and judgments
should be made about the findings reviewed. To avoid making judgments’

about contradlctory findings may be scientifically safe on one hand, but it

is a disservice to the reader seekmg insights, advice, and knowledge on -
. the other. It is hoped that this review of change processes may- provide
-new insights, advice, and Knowledge to those concerned with educational
change ‘and improvement. In addition, this review should be of use to -
those involved with studying change processes in that potentially fruitful

areas of study have been identified. . ‘
The purposes of' this. review:.are twofold: to summarize the major

 models of educanonal ‘change and to present a’series- of ‘generalizations
based on recent empirical studies about educational change. The first half .
- of this.chapter summarizes the major change models in education, and

. the last: half includes a series of generalizations based, in part, on. more

" than. 100 studies. Before the summary of the rajor.change models, recog-

nition will be given to major reyiéws prevrously conducted on the topic of
change and innovation. Then.three major dimension’s which provide an

“Change Processes ~ 9

“tical, analysis of a large collectlon of analysns results from mdmdual o

overarching structure for analyzing the models ofghangc and lht fmdmgs )

from th‘e empirical studies.are mlroduced .

£

" Previous Literature Reviews

. There. has bee a vanefy of comprehcnsrve reviews of the changc and
innovation literature. A comprehensive review of thecchange, dissemina-

tion, and knowledge’ utilization literature was carried out by Havelock -

" (1969) and now encompasses an updated brbrhography of over 4000 en”
‘tries (Havelock, 1972). An equally compreheysrve review -of change re-
search and fmdmbs, although not'focusing exclusively on educatron, has

been provided by Rogers and Shoemaker (1971); it is a revrslon of-one of - '
the earliest reviews of the change literature (Rogers, 1962) Over 1200

" empirical studies and 300 non-empirical reports were used to gbnérate 100
. ‘generalizations about ! the diffusion of irinovations. The growth dand mag-
~ nitude of the change” hlerature may*be seen. by comparing Rogers A9710

i

Py

L s
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_entries (Rogers. and Thomas, 1975)

- expanding literature on ¢hange and di
“research falls outside of kducation: rual sociolo Y,
"Nevert, zeless, recent reviews of studied involving e

- .improvement. are reaciily available: Fullan -and) Pomfret (1975), Gaynor

;" (1975), Hall-and Alford (1976), Maguir,

. Short (1973), and Sikorski (1976).

_ Three dimensions|for [Classifyin and companng the ma]or change :
models in education will now be intrgduced to'servr, as a broad organizing

‘Processes

e
i

. ( 4
blbllography of 1500 entnes with his _u dated brb_

Considerable time and energy ha
fusion.

ucational change and:

P

(1970) osenau and Hood(‘l975)

framework for comparing change mgdels and for presentlng the findings

. from recent empirical studies reviewpd in the second section of the paper.

 THREE/DIMENSIONS OF CHANGE-

L ! Y
- ol

Three dunensro s of change are descrrbed below to summanze and
compare four ma]or :bodels of change, and they are used to organize and /

- categorize the feséar h findings reported subsequently These three ch-v

mensions were developed indu tlvely, thi’it is, thtough groupings of find-

_ings;” rearrangement of catego es, and evaluating - alternative- taxono-

mies.! They are not intended as a model or as a strategy of change; their-

-+ purpose s to provide a logica and parsrmonrous set of dimensions for
’classrfyrng change fmdlngs, c ncepts, and relationships. . :

-"Alternatrve Latégoms are ‘drscr ssed in Paul (1975a) See also Kester and Howard (1975)

who constructed a similat set of dimensions: Theyincluded stages of change, characteris-

- tics of innovations, interaction @mong advocates, and consumers, and crmum‘;tannal and*,

“structural influence.. = <. -,
o

raph)_{_gf_ngj\_/er 2700

been devo, éd to reviewing the -
ge proportion of the -
business and health. .




Change Processes = 11 .

s

~ ple, elsewhere in this book Lipham describes activities such as purposing, -
.planning, organizing, training, implementing, and evaluating. Change
process is defined here as one or more activities conducted through one or
- more modes of communication and taking place over a pefiod of time.
~ The three components.which make up process are activity, mode, and
- frequency, and these arel discussed more fully below. - e '
- i

¢ : | Lo . . L .
i . Activities. The activity category represents the energy expended in -

~ order to bring about a change program or school improvement. The activ-

. ity grouping answers the question of “what” activities are carried out:
Activities commonly u"sed to bring about change are: heiping users diag- -
nose problems, initiate jmbmvem_ents,- or implement i_nnovati_o'ns; training
users to solve problems and use new ideas and technologies; and condey-
ing to users information which may be of interest. This certainly is not an

. exhaustive list. of activities, although they were the most -frequently

. studied activities. [ : S S . '

" . Mode. The mode, a term borrowed from the field of communication, is the

" Ymeans by which. change activities are carried out. The mode of change = -
« may be: thought of as answering the’ question of “how” activities. are ' *

; ;'ax;riéd out. Examples inc'-l'ud’e face-to-face interaction or two-way com-

/ . munication and print media or one-way communication. Two-way com-

" munication refers to sending messages and i@cce'rxf’ing feedback: This mode
" enables'the sender to-a;ise‘ss'_I_:be.:éffectiveﬂes_s, appropriateness, and time-
. liness of messages. FeedbacRillows for modifications of message content
and format, evaliafions Sf the capabilities of the receiver to understand
!~ future messages, and assessments of the néeds and interests and receptiy- -
.- ity:of the receiver. B'y_cont)ra;?t, one-way communication permits sendirig - -
" messages only without receiving feedback, a. situation- which makes it
difficult. to evaluate'messages and.interference which may bé occurring
T betweé)n' the sender and receiver.. e ST

" Fregitfney. Frequency refers to the quantity of tHe activity of ¢hange: For,

- example, help from external change agents may occur daily in one'district

" -.but occur only once a year in another district. Even though frequency isa

~ factor that ¢an usuq’lly,' be modified and controlled, it has“received. very
* -+ little attention. Frequency is included here because of the logical progres-
“ sion from asking the questions of what and how, The question of when is
~ often ignored, but it js no less important. D .

/ . ] a . L E . ._..

O
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- Influences © 7 -e . :
_ The second"dunons‘@;n has been labeled influence of change, and is
~made up of three major groups of factors which influence the processes
" and effects of chané,é internal orgahizational factors (endogenous) such -
as organizational climate, administrative procedures and staff attitudes
‘and personalities; éxternal orz,amzatxonal factors (exogenous) such as

a\"

time, funds and: commumtv “and. mnovanon charaucnstms such as com- -

plexity, compatability, and relative’ .advantage.
- There-are. many factors. whicH influence change proce&se and con-
T com1tantly the effocts of «change; some of these are barriers to change,
while others support and facilitate change. The #ivupings of factors mak- "
ing up this dimension were developed inductively by tallying and arrang-
" ing the findings from the empirical studies reviewad in sectmn two.

M

Effects

-

The third dlmensxon has been labeled effects and 1 reférq to the -

outcomes of the change procéss. There is a variety of ways of looking at
‘change outcomes, two of which are listed below. The list by Hall (1974)
-assumes that the use of an innovation.is intended, in contrast to the list by .
A Sieber (1974) Sieber c‘ontends. that use of an mnovahon i$ only one of
~several outcomes and that “use” has been’ strebsed at the expgnse of less

wsnble outcomes Hall yqt mclude
. .

Nonu,e (mtended or not mlended) s

-~

lnformation 5( ?king-ﬂactivities
. .. . ) ’ . . N l
Preparation for use - o
'Mechanical use S ]
A4 . » . P
Routine use (or misuse)
" Refined use (or maladaptation):

Integrated use’ -- LT

-Renewal activities . oL

ERIC
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These levels of use are not exhaustive but rather represent une view

" of change.’ Siebcr'(l974) was concerned that knowledge utilization was

~ being dlrectly assaciated with the lmplemtntallon of innovations. As a
reminder !nat the effects of a change process are not always the im-
plementahon and use of an idea or innovation, he listed ten frequenl
needs.and motivation. of school staff in seeking information. Coaveying
information may be seen as a change process w, thh may result in effects
quite different from implementation.

Sleber S hsl muludes,, ' »
Legmmatmk, .vl‘al one is already domg, or has dcuded to
do or not to d

. Winning an rgument o o {
T e N . v )
.Satisfying inteilectual curiosity - - !

Learning about practices that ought to be shunred
Becoming aware of possible barriérs or pitfalls &1 acourse
of action .

Keeping abreast of what édutétors are doing elsewhere
2 -

&
Leamm;, about courses -at local colleges or fulﬁllmg re-

quirements for courses

O ¢ - . ) ~
Raising awareness ‘of the world of educational R&D, e.g.,
learning. about thé exislence of a 'regional lab o

v Lammg a cleargr LonCtptual map of one’s actlvmes ur
LOﬂlt“(l S . .

o’ oY
- . 1

f >
Being msplred 10 higher levels of encr;,y or commltment_

(p 65)

/,_.

. Another. effect Wthh could be added to thls list is usmg kp )wludge .
- for completmg d task at hand.

These effects of changz are frequenlly overlooke , ignored, or ‘ac-
corded little sxgmﬂcancc Nevertheless; because they emanate from the
realities faced by practitioners of education, they are 1mp0rtanl outcomes.
In other. words, these effects reflect a larger world within which teachers

" and pnncnpals operate, a world more complex and dynainic than is con-
CE o ' 4 .
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TABLE 1.1

DIST[NCT STATES OF THE LEVEI OF USL OF lNNOVATlONS

L ‘..- e

Desmptlon

Levels of Use
Level O' L
‘Level |

L Levelnd

S Levelll

Level IVA

Lewve l—lV B
big

Lewel V

Lev.bvi

Y

g e v

Adaptcd by purdilswm of tho pubhshur fmm (, Hall ¢ loucks, W. Rutherford, and B.

NON USE: State inwhich the ueor has litt'e or no kn\ml-
cd;,c of the innovation, no involvement with the |nn}.>v,1-
tion, and is dom;., nothing toward bcm’mxm, involved.

‘()l\lL\JTi\l ION: Slalc in which the user ha'; agqmrcd m‘.\m
acquiring information about..the innovation andjor has |

i
meaplored Or is e¥ploring its value orientation and its dg- 4
- nmnds upun user and user syslcm

i
o
\
\
\
\

PRE P\RA]ION State in whuh thc user is preparifig, furll‘xx
first use ut the innovation. i

i

,

. MECHANICAL USE: State in which the user focuses most

i
i
h
1
1}
\
i

“effort on the short- term, day-to-day use of the innovation'
with littls time for reflection, Chdhges in use are made moré :

to meet user needs than client needs. “The user is primarily "
engaged in a stepwise attenipt to master the tasks required %
o use the mnmalum often resulting in disjointed and su- (o
pe rtigial use. - . ’ |
R()U'l INE: .Use. of the lnnnvatmn is smbllucd Few lf any o
changes are being made in um,mn;., use. Little preparation - o

or lhou;.,hl is bring given‘to |n1prmuu, mnuvalmn use or itse
con suqucmc :

oy

. RE FlNLM[:N I: State in, whuh the user varies lhc use of the

innovation to increase the impact on clients within. im-
~mediate sphere of influence.” Variations arevbased on
knowledge of both. short-and . Iom, lcrm consequences for |
clients.

s ¢ .

: . . \
INTEGRATION: Smlc in which the user is combining own
offurls to use the innovation with related. activities of col-

feagues to achieve a collective lmp.kl on Llpcnts within their "

commion sphcrc of mﬂuunw

RI:NEWAL: State in % nich the usér fe-evaluates the quality
of use of the innovation, secks major modifications, of or
alternatives to present innovation to achieve increased im-

‘pact on clients, examinds new dcvclopmcms in the field, -

and c\plurcs new ),,oah for self and the system.

o s e e e

[——— N

Newlove, Levels of Use of the Innovation: A Framework for Analyzing Innovation Adop- o

tion. Joisral of Teacher Fdueation, 1975, 26, 52- 56. ©) 1974 by thc Amcru‘an Association of
“Colleges for Teacher Education.

[
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veyed by measures of the degree to which a particalar product or new

behavior is used.
Sieber (1975) was Lonc;mcd with the assumption made by many that

" utilization of innovations means implementation.“"He has noted that in- -

formahon may be assimilated as well as implemented. The former is

cogmhve, whereas the latter is behavioral. Most studies of change deal |
~ with m\plementatlon of innovations.in a behavxoral sense and, therefore,.
the level of use scale described in Table 1.2 is an appropriate and useful

hstmg R o .

Effects are the immediate resuilt of a chant.,o process, as opposed to
the hoped-for-result usually associated with;  for example, changes in
student behavior. However, such changes depend on the degree of im-

plementation and effectiveness of the innovation. In other words, there'is_
. adifference between the effects of change processes and the effects of ar.

innovation. The former refers to ‘the ‘degree to which the innovation is

“implemented and used, where the latter refers to the det.,ree to which the -

innovation makes a difference in learner or staffibehavior2-These three

- 'change dimensions are pictured in Figure 1.1 as moving left to right over”

time. In reality there is likely to be much back and forth movement.

Figure 1.1 portrays an underlying assumption about change, namely °
_change processes are initiated and then modified by internal and external -

.conditions and by the nature of ‘the innovation. These :modifiers help
. determine the effect of the change processes. These three dimensions.of

: change are intended to be general enough to incorporate the ‘more
_ well-known models of change and yet have sufficient. structure so that -

¥ .
comparisonis betiween models can be made. Four cRange models are pre-

sented below and compared in terms of the thre¢ dimensions just de- .

scnbed N . . >

MODELS OF CHANGE
) e v .
One lnn;,tlmc observer uf and partncnpant in educational change re-
search has observed:. >
In approachm;, the field of knowledge uhhzatlon in edu-
cahon, one soon encounters a’ bewildering array: of sO-

.

- 1 .
12 . -

" 2See Appendix A for a fuller discussion of this and related measurement problems.

1y
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called models and strategiys. Here is one area of educ.-

. tional interest wherein copceptual schemes are as num-
.~ erous as the schemes of the medievat scholastics, and in
£Tmy opinion almost as. ugeless. (Sieber, 1974, p-.61) |

P

Sneber went on to: suggest that gne factor contnbutnng to the confusion ~

about change models is the frg uent mtermlnghng of descnptnve and
jescribe; the latter
“to be usefukit should be capaple bdth of describing anchof prescribing.
However, ideologies occasionally develop around. a. par‘bcular model or
view of change, and the noymative capabilities of a model are then em-
phasized with little regard/given to des/cnptwe limitations. To become -
emotionally commiitted to ; partlcular view ofchange mto hmlt alternahve
views which may be helpful. . :
Change is.not domjnhated by linear, sequentlal or even ratlonal pro-
- cesses. Nevertheless, a’model that puts forth'a process for accomphshxng

- change which is lincar, sequentidl,”and rational may be highly useful.

_First, it may xdent) _potentially critical-issues. for those encoutagxng

change as well as for researchérs studying change, e.g., user recogmtlon_w _

of problems; second, it may provide a' starting place for launching a’
'change process; ’and third, it may serve as a framework wnth loglcally
qpaced checkpoints for those: engaged in the. change process.
Compounding the confusion over change models are madequ.
conceptuahzatnons ‘about ‘change in education. Baldridge (1974) h..
contended that unsuitable paradigms for.studying change have been
- adopted, along with*a focus on .and ‘analysis of the wrong problems. For .

- example, the early stages of change tend to be empbhasized, 'the innova-

tions studied tend to be ‘technical and easily evaluated, and the unit of
""" analysis tends to be the individual adopter as opposed to the complex;
organization.? As if Baldridge’s co'\demnanon is not severe enough, .
Giacquinta (1973) blasted ‘the literature on'education change. He con-.

tended that: (1) thé literature is atheoretical, with little testing of theories ..,

or explanatlons of change, (2) the flndlngs of change studies cannot be: -

_viewed with confidence due to\nnadequate research methods,qnd (3) the -
emphasns of studies_has been toward preupltatnng change rather. thar’l
studying it.

' The following four miodels should be vnewed as complementary
perspectives emphasizing different 1spects of change and mvolvxng dif-
ferent sets,of ascumption$.As suggested earlier, 1deolog1es and concomit-

" ant loyaltxec nave developed around the models: Followers ofa par:hcular

4\.-

. T : N
- JCl‘ G. Zaltlnan, R. Duncan and J. Holbek lmmvahum and Orgamzatwns New York: John
. Wnley &. Sons 1973, p. 61, for a lis1-of. mdxvxdually orienled models, ofchange T

o

R

ribe. For a model - .

r
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- perspective proclaim its virtues while

remaining mute to its- inevitable

s .
- weaknesses, And although no one model is pmprehensive enough to

" Problem-Solving-Model+

satisfy all ideological groups, a complex mosaic:does begin to take shape
when the models are viewed simultancously. o -

© ) . -

¢

The problem-solving mudel of change is well developed, has many

"adapted forms, and enjoys a considerable number of proponents. It grew

out of the work on group problem solving and interaction’ processes-such
as sensitivity training and T-group sessions pioneered by the National
Training Laborataries. The most distinctiye components of this model are
user centeredness, user diagnosis of problems, and/or emphasis on build-
ing user capability to solve problems. ST
. A simplificd synopsis of the model would go something as follows:
The first stage is user diagnosis of ‘problems, perhaps including the help-
of outside facilitators. Next, the user, in collaboration with the outside

_facilitator searches TOF alternative Solutions to_ the problem; a solution - -

is chosen from a list compiled by the user andlor'fac‘ili'tat(_)'r'.and is im-
plemented on a trial basis; if it appears promising, it is then incorporated .

" into the usér'systcm. Itis important to keep in mind, however, that there

e
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is probably much movement back and forth amorig the problem-solving

stages (Thelen, 1967). Early developers and- proponents of the problem-

solving model of change include: Bennis, Benne and’Chin (1969), Lippitt, -
Watson and Westley (1958)" and Vatson (1967). A current and well ac-

“cepted view of the problem-solving model and user centeredness may be
" found in Fullan’s (1972) article on users of innovations. -

In terms of the three dimensions of our general scheme, the
problem-solving medel can be destribed as follows: He!ping and training
by an external agent characterize the major activities of the change process
on‘a face-to-face basis in order to promote twig-way communication. The
frequency of face-to-face contact is high at the Titial, problem diagnesis

~“stage but then levels off at the laterstage of institutionalization to prevent
_arrunhealthy dependency. ' o ‘ . .

Examples of influences on the "problefn#solv_ing approach are: (1)-

“ norms and organizational support for problem-solving,(2) effective lead-

ership for initiating and maintaining problem-solving, (3) staff percep- .

“The pioblgm-solver, social interaction, and research-dévelopment-diffusion models pre- -
. sented in the following sections represent divisions used by Havelock (1969) in his review

L3
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tions of the legltimaLy of a problem solvmb approach, (4) opanmmded-
*ness of staff, (5) sufficient time, funds, and absence of community con-
trovdrsy, (6) adequate space for staff to meet comfortably. In fact, capabil-
ity to solve problems is, in itself, an innovation. The user organization
may decide to develop or implement an innovation congruerit with and
supportive of mcreabed user capability. Such an jnnovation would be
complex. On thé Level of Use Scale presented earlier, level VI.would be
. sought. Figure 1.2 depictsthe problem solvmg, model in terms of thc four :
. Jdimensions of change. -
Processes for enhancing user capablllty to solve pr()blems may be
" considered as aspects of the problcm solving model. Because organiza-
* tional development (OD) is.aimed at building school-wide capability; it =
- -may be classified 'as part-of the problem-solving model of change. OD
- processes- l'ocu'; on social systems as contrasted to individuals (Schmuck,
1974; Schmuck and Miles, 1971). This distinction is important for differen- -
tiating among change models; the problem-solving model includes both.
" Some recent studies ard reports of change programs help |llustrate
the user-centeredness of the problem- solving view of change, Prellmmary
findings from the Experimental Schools Programi fér Small Schools Serv-
-ing Rural Areas (Kane, 1976) showed that. recognition™ of educational: *
needs,- participation in identification-of needs, acceptance ofchange pro- -
.-gram by staff, and congruence of/program withlocally identified prob-
lems -are important at the early stages of a change effort.
. Findings from a large-scale study of federal: programs supportmg
“educational change conducted by the Rand Corporatlon (Berman et al.,
1975;. McLaughlm 1976) pointed to the importance of centering change,
efforts on users of innovations rather-than on developers or delivery
~systems. The Rand ‘studies stressed user adaptation and. re-invention of
innovations to a greater degree th-an did the early’ problem solving re-
search.’ :
An addltmnal rewsed view of the problem solvmb model to include
'polmLal power has been sug;,csted by Mann (1976). Forexample, user
. adaptation of change programs may be better understood as a partlsan e
struggle among power holders. The addition of political considerations to
the problem-solving approach was also documented by Maguire (1970) in
a study of a planned change project” He found that the structured steps .
the problem-solving model had less impact than did informal interptr-- i
sonal relationships and political considerations. e
J The Leagug of Innovative Schools In Southern Callfomla initiated by
; the Institute for Development of Educational Activities (VD/E/A), is a cur- ’
rént example of an adapted problem-solving approaLh The League was
:'. creaied by flrst focusing on the needs and concerns of pnncnpals ‘and their.

v
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_ staffs, rather than on a specific innovation or change program. Eventual y.
<. the schools began helping each-other through-the league arrangement
_ and implemienting a complex instructional and urgam?atmnal innovation
= . (Bentzen et al., 1974). Lieberman has drawn upon her experience in ‘the
- UDIE/A.League in the chapter on linking agencies elsewhere in this book. -

| /' Aspects of the problem-solving model are faund in other change pro; -

. grams which have been developed from other perspectives, and these
snmnlantles and dlfferences will be’ dlscussed subsequently

et o et oo N

RN . .
" Social Interaction Model o | S

.

The social interaction ‘model of change emerged from the- early re-
search an the diffusion of agncultural innovations, such as hybrid corn
seeds (Ryan and.Gross, 1943), and the early work of Rogers is associated
with its development and refinement (Rogers,.1962; Rogers-and-Shoe="

— -maker, 1971)." D‘stmgulshmg characteristics of the social interaction view - . %

- of change are the emphasis on (1) communication channels and messages -~ .
* for diffusing innovations, (2) interpersonal influence patterns leading'to |
adoption of innovations, and (3) stimuli for adoption originating outside
of the adopting system. The characteristics of the; innovation and in- - / :
novator are given much attention: in the social interaction view, There are. |
four essential stages to the model: :x1) knowledge of the innovation, (2) -

- persuasion leading to the formation. of attitudes about the innovation, (3) -
decision about adopting or rejectingthe innovation, and (4) confirmatlon
-from peers that the decision was a sound one.

- In terms;of the three dimensions of the general scheme,. the ma]or /
*-activities of-this model involve conveying information about innovations /-
.. through both face-to-face contact and print med a. Although face-to-face
~communication may occur, the extent of two- way communication would
not be important. Because the-needs and capabilities of the potential user

.. are not a central concern, the frequency ofcon}mumcatnon may be low z{t
- the start, but as more potential users become interested in the mnovatnop, -
frequency of communication may increase. After the decision tg-usé the
innovation has been made, .the frequency df interaction generally levels..

‘off. Examples of infliences of the social mte/ractlon model are: (1) organi- .
zational support to establish outside.contacts, (2) opportunities for travél, ©oa
attending conferences, and buying journals/ (3) cosmopolitan orientation,

. (4) time to talk with colleagues, {5) funds. to purchase products, (6) prox- .

* imity to sources of new ideas. Because the characteristics of the potential
adopter and the characteristics of the mpovatnon are major influences, .
_they have been given comprehensnve attention by social interaction re-

,.—--‘*"
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&

’ seatl:chers The innovations ‘with which the social interaction model usu- ¢
.ally deals tend to be observable, tcr.hnologu.al and sus«.cptrble to evalua- -
tion. Proponents of the social mterm.tmn approach would consider-adop-
tion (the decision to use an rnnovahon) as the major change effect.. The

~ qualitative distinctions between levels of-use would not be.a major issue.
;" Figure 1.2 depicts the soual inter at.tron modelin terms of the three change
dimensions. /
The-model’s apphtabrhty to edm.atron has bu:n questloned For
_examiple, (1) educational systems dnd staff are not comparable to farms - . . |
‘and farmers = the focus of the social interaction. model. during its early
development; (2) agricultural innovations are easjly evaluated, visible, .
and rchablc in contradistinction to cducanonahlnnovatlons, and (3)
- emphasrs is placed on the early Hhascs of ¢hange —awareness and adop-
. tion = rather than the implementation stage which is-believed to-be-a—; """
__—-ma;or stumblmg bloek in eduLatron (Baldridge, 1974; Havelock, 1969;
. McLaughlin, 1976). Nevertheless, the social interaction perspective does
offer a different and construr.tn/e view of the change process as the follow-
" ing three studies illustrate. =
. Carlson (1965) studied thé-diffusion and adoptron of new curncula in v
Pennsylvama and West Virginia by examining the social structure ofand |
' communication networks among superintendents. He conciuded that dis-,
s tricts that were carly adopters had superintendents with higher peer |
. status than did late or-non/adopting districts-and that these supérinten-
dents tended to ififluence other supermtendents through personal advrce
-giving. : . '
Two rer.ent};tudrcs whrch focused on post secondary 1nst1tutlons .-
were Based on- ‘the sodial interaction model. Brown (1974) mvestrgated the
role ‘of opinion leaders andstheir sources of information regarding the . -
diffusion of communrty/col]ege instructional innovations. He found that
opinion leaders were seldom influenced by impersonal sources of .infor-
mation crth(.r,at thc Awarenessor evaluation stages. Rather personal face-
to-face exéhanges we *‘re the most important source of information not only
‘= forttie opinion leaders, but also for opinion followers. However, a. recen
study of the diffusiony of four instructional innovations targeted at unrve(
sity "professors revn.aled contrary resylts. Rogers et al., (1975). found that
more than half of the professors requesting more information about some
- targeted}nnovatrons first learned of their existence through a brochure. In
+ addition lsecbndary diffusion tended to consist of information exchange
rathe(,le/an nfluénce or opinibri leadership. And in ‘contrast with findings
from studies sup/portrng a problem-solver view of change, the Rogers
study found that rate of adoption of the innovations was not strongly
related to needs10r exrstmg values of the adopters

i
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Research-Development-Diffusion Model /

‘ . R S ‘ IS

_ Althou*,ﬁ the prnmary Lreators uf the Rcsuarah Dc\/ lupmeht-

. Diffusion model (RDD) have claimed that their Lomcptuah/@wn of the
change’ process was not intended as a model (Clark and Guba, 1972;. v
House, 1972), it is nevertheless referred to as one. Two -critjcal assump-
_tions of the RDD model are that there is a_ rafional . sequence” from-de=" "

— velopmcnt’"to implementation of Research'and Development (R&D) pro-

- ducts and that the user of R&D products is rational and will cooperate in *
the installation of-R&D products. A synopsis of the model might proceled

as follows: Basic research is followed by apphed research; these findings
serve as a framework for the development of a new technjque, product, or
design for improving educational practice. The- developrqent is prodiiced
-and then disseminated-to a wide audience'who receive nsslstance in in- -
stallmg it (Guba, 1968). :

Conveymg mformatmn about new R&D products z.haractenzes the w
initial approach of the RDD model. Users then search for help in lnstalllng o
the innovation, Print media and interactive computer searches for new '

" R&D products typify the mode of change, and the fre 4uency of convey-

~ ing activities is generally higher than the frequency o helping activities.
Examples of influences in the RDD approach includej (1) cooperative in-
stitutional arrané,ements between developers, dissiminators, helpers, and
users; (2) leadership which encourages utilization of research; (3) R&D v
..products perceived as legitimate solutions to problems; (4) attentive_and ‘
- receptive audience for messages‘from developers, (5)/time to dlscover and-
implement new products; (6) funds for learning apout and purchasing

- new products; and (7) absence of community . antagpnism. The R&D pro- -
. ducts which ‘serve as innovations may vary in complexity, but they sel-
. dom' tend to be sunple Fidelity of implementation or routine use is the
major concern of the RDD model. Products are fi¢ld-tested to overcome
potential unplementatlon difficulties. However, he ‘RDD model places _
responsxblhty for accurate replication of R&D products in the user organi= .
. zation. Figure 1.4 depicts the RDD model i in terms/of the three,dnmensnons '
ofchango .

s

—
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_and user ofthe tcm\ lmkd;,o in education was Bhola (1965), He ddvocated

. aconfigurational theory of'change in which potential adopters of innpva-
tions were linked through patterns of communication or interaction with
sources responmhlc for the innovations. More recently the work of
Havelock' (1969, 1973) is widely viewed as rvsponslblc for raising
educators’ level of awareness about linkage as a process of change,

. The emphds s of the linkage model is on the establishment of com-

" munication netwiirks bebween sources of innovations and users via an
mtcrmcdmry facilitating role cither in the form of a linkage agent or a
linkage afjamy_‘/Asdets of the former three change models (pmblcm- ‘

" solving,\social interaction, and rescarch- -development-diffusion) are in- -
corporated in Havelock's conceptualization of linkage. For example, the

needs of users should be sensed by the intermediary agent—an aspect of -
the problemi-solving model; communication patterns should be estab-
lishud — an aspect of the social interaction niodél; new knowlvdg,o and. -
innovations should be transmitted from their source to potentml users —
an aspect of the RDD model®
There is no single modél of linkage. However, a recent mnwptuali/:ﬂ-
tion and empirical tests of a promising dissemination and utilization link-
age model have been completed by Havelock -and Lingwood (1973),

. Lingwood and Marris, (1976), and Paul (1975). There are fnve mdlu:

which compnbc the model: '

4

(l) User Problem Solvmg and Hclpmg

Focus on. helping user groups develop capacity to

solve problems and on identifying users 4o help in !

. ) dlsscmmatlon and |mplomcntatlon activities o

o

(2) ch.d Sensing , »
Focus on developing mcchamsms for rggularly de-
termining user needs and for transformmg nu:d-; into -
problem statements . -~

(3) (_llent (_entercd Soluhon Bunldm@, C ) o

Focus on.doing research which is dlrgctly apphuable R ¢
to users and for exploring problems at the time they - e
.are critical for users. v :

v . " -

\
v . . . ’ ! . L
SCf. Ronald E. Hull (1974) for an amalgamated view of the » "D a&d linkage models.  -* _

\ ' %

"
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.

(4) Solution Processing Channels §
“Focus on producing summaries of résearch, rewriting
findings into language users understand, identifying
important uscrs tor specific findings, and selecting

" appropriate channels to reach users. ‘

R R IPTow

(5) Micro-System Building

Focus on dstablishing structures so that users and re-
. searchers can work together on joint projects and ex-
" change information.

 The model is depicted in Figure 1.5t begins’ with user problem-solving

eean

and helping on the left and moves dockwise with micro-system building
in the middle. _ ' B S
' The emphasis of.the model is on\linking those drganizations which *
use new research and products of research with those organizations
which can provide new rescarchand products of research. In terms of the.
three dimensions of the general scheme the linkagcﬁodel includes help-
ing users identify problems and training users for independent problem- .
solving. Conveying rescarch findings and products is also used, however,
and face-to:face contact on a regular basis between users, linking agents,
rescarchers, and developers is supported administratively and organiza-
tionally. Written materials are provided in a language understandable to
users. The frequency of interaction is sufficiently high so-that-trust can be -
established on one hand, but not so high that the parties involved. feel
unnecessarily burdened on the other. Examples of some major influences .-
are: (1) incompatible language, values and reward systems that separate
researchers, linkers, and users; (2) weak institutional support, secutjty,
and recognition for linking agents; (3) substantial imbalance betwéen
number of users and number of linkers; (4) demand dn linkage agents to
process both research, subject matter, and change process competencies;
(5) vrganizational structures and administrative. arfangements which limit
involvement of linkage agents and.which limit time for userlinkage agent,
interaction; (6) nu formal training andior legitimizing of linkage agents;
and (7) geographical limitations on the extent of rgsmrthei/linkage i

\
' f

o

agent/user interaction, o .
Ihnoyations are viewed in terms of users’\needs and may vary from
complex capacity-building programs to providing up-to-date iriformation.
The intended effect of the linkage process of change is toward a higher

“level of Gisé, i1, refinement of innovation and sybsequent renewal of the -/
usef organization. An established and regularly qperating mechanism for

f

- . .o - . . e
~ communiicating needs and for learning of new ideps can also be an impor- -

-
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tant’ lmka;,z effect. Figure 1.6 duputs the lmka;,c model in terms uf the
three changy dimensions.

The:Havelock and Lingwood (1973) study which resulted in thiy u)n-
of linkage foctised on the dissemination and research utili- .
zation activifjes of four government agencies including the National
Center for Educatfonal Commuinication. The dissemination and atiliza-
tion indices (uxer problem solving, need sensing, client-centered solution
building, solutidn processing, and micro-system building) were related to
such factors as the resource systemv’s organizational support for-linkage,
researchers’ opportunity to work on aser problems, and importance of
local problems. Organizational leadership supporting dissemination and
utilizatioh functions was found to be important as was the- importance of
adequate opportanities to. work on uset problems. &

These findings were reinforced by a latter study of the research utxli
‘zation practices of the U.S. Forest Service (Lingwood and Morris, 1976).
Rephmtmn of the dissemination and utilization indices and modifying
factors was applied to an educational research, development, and teach-
ing institution, and similar findings emerged (Paul, 1975). For example,
urbamzatlonnl leadership supporting dissemination and utilization gc-
‘tivities was stressed as being critical, and the linkage between field agents
and faculty and field agents and clients usually depended on |d|osyncrat|c
factors, frequent face-to- face interaction,- compatnble values, mutual re-
spect, and mutual benefit. -

There are numerous adaptations and rcf‘nementv of the bi\blc linkage
agent. Two examples are the Concerns Based Adoption Model (CBAM)

developed at the Texas R&D Center for Teacher Education (Hall, 1974) and

the political linkage model propoc.ed by Lindquist (1974). The, CBA model
was developed to represent the “bynamic and intertwined process” of
change. Underlying the model is collaborative linkage between the user

-and resource system, and 'this linkage is based on a mutual opennéss in

communication and mutual benefit from: the collaborative -association.

_ Linking or adoption agents help the user system implement innovations
by assessing the readiness and capability of the user, ‘and based on this

assessment, he]p is provided in-contrast to an externally prepared time-
table of implementation activities. Intérventions are then developed from
user needs and are related to the Level of Use (LoU) introduced earlier. |
The’ “political linkage model proposed by Lindquist- has drawn atten-
tion to the governance system in higher education institutions. Since
obstacles to academic -innovation are great, and academic motivation to

' :change is low, three strategws have been postulated: (1) Increase research

and development of academic innovations, (2) strengthen lmkages be-"
tween différent individuals on campus as well as between power centers

. . R , .
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and innovation diffusion channels, and (3) develop' collaborative
~ problem-solving practnces which focus on neéd for change, for diffusion
,:"channels, and for identification of those whe can sanction and implement
- _chang(‘ These strategies should result in an academic self-rencwal pro-
. gram, expensxve in terms of time and energy but wnthout which littie
change in hlgher educationiis likely to occur.

- These four models of change represent four different approaches for -
. improving, existing school practices, eliminating ineffective practices, and '
adopting new practices. They are based on different assumptions about
what it required to bring about change. These assumptions are reviewed

*.and a new, somewhat Lontroversml view of change, is mtrodUCed in the
following paragraphs :
. One approach-for- comparmb the, four models of change was to de-
.scribe-them in terms of the thrée dimensions ofthange However, another
approach is classifying them in terms “of the three strategies for changing .
propused by Chm and Bean (1968) Thc three strategnes are descnbed as -
o follows : : . '

Empirical-Rational Strategy: Assumes men and women are
“rational and that they will make rational decisions.
Changes are adopted. if they can be ;usnfled rationally
and if they are shown to be in one’s b(.bt mlurest e

?_

Normative- Rc ('(Lumlwu Stmhgy Assumesgmen and
women ‘are hcawly influenced by-and confmitted to -
socio-cultural norms. Men and women hold " attitudes
and values supportive of these norms and havecomniit--
ments to them. Change in practice tomes about when
“people change their socio-cultural norms and thereby
change qtheir attitudes and values whlch bup,portcd lhe'
old norms:.- o .

"invr—Lmn ive btmhgy Assumes men and women will -

. omply wnth thuse with more power and thereby change.
., The power may be legitimate and represent formal au-
thon'ty, e_g; laws- and policies. Converqely the power’

o
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v ma)f'_'be coercive regardless of ‘pé"r‘ce_ptions of its legiti-
B macy. e ‘ .

" ~These three-strategies have been turned into’three images of prac-’
titiohers that designers ‘ot initiators of change hold implicitly (Sieber, =
11972). These images are the rational man, the cooperator,-and the power- -
less functionary. If an empirical-rational strategy is undertaken, then its
‘initiators assume that practitioners are rational. If a nermative-re-
déducative strategy is begun then practitioners are considered to be -~
‘cooperators. A power-coercive strategy assumes that practitioners act-as o

. powerless' functionaries. The four models of change are summarized in

terms of the following three assumptions. *~ - .3
_ The problem-solving model assumes that prattitionefs need con-
siderablé support, 'help, and training to overcome established norms
"unsupportive of self-renewal and capacity building orientation.” A
. _riormative-re-educative strategy and a view of the practitioner .as a
" cooperator underlies the problem-solving model. The rationality of prac-
titionlers is necessary, but it is not as critical as their attitudes and values.
. Practitioners are clearlj’ not vievred as powerless functionaries. . " .
The social interaction model assumes that pracfitioners need informa-
tion and’ persuasion in order to evaluate the change and to.overcome
_ resistance to change. Using information reflects an empirical-rational
" strategy and using persuasion reflects a normative-re-educative strategy.
The ‘practitioner is assumed to be rational and cooperative — rational -
" because néw information about better practices is being disseminated to
.. zhim/her with the expectation that it will arouse interest and search ac- .
- - tivities, cooperative because opinion leaders-and/or field agents will
approach the practitioner to_persuade, influence, and convince him/her
“about the need, advantages, and effectiveness of’the change. But also -
~ there is an implicit assumption that extensive marketing will result inevi-
 tably in adoptions of new products regardless of need. In a sense this
" represents a'view pf practitioners as powerless functionaries at the mercy
of advertisers, -salespersons, ‘and opinion leaders. ° ‘
... The research, dévelopment, and diffusion model assumesThat prac-’
. titioners need sound information and knowledge about new practices and
. R&D. based_products. An empirical-rational strategy is useéd whereby
- R&D information-and products are made availablé to practitioners..It is
" assumed that practitioners are rational and, therefore, pre ation of ©
~:" new information will set off a chain of logical reasoning; the result of e
" which is a decision to.adopta new research-based product. The informa- .-
tion may originate from preparation programs, journals, or ERIC, for
.. example. To achieve efficiency, initiators ‘of- this approach may rely-on
.- federal or state legislation and/or rulf:/s«ﬁ'nd regulations to ‘brihg about

e ‘
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"change. Laws and regulahons reflect a power- coercive strategy and imply
that practitioners are poyerless. However, the goal of the RDD‘*approachv
is the narrowing of the gap between the discovery of new ideas and their

_uses. Sometimes narrowing the gap may be achieved more quickly by
o passlng new leglslatlon, but agceptance of laws and regulations need nat * *
imply powerlessness on the part of practitioners but rather acqulescence
toa belief in an expeditious approach to change.
" The linkage model assumes that practitioners live within a user sys-

“  tem comprised of socio-cultural norms which ‘are different from the sys-
tem involved with creating and developing new techniques and practices.
‘Interaction between“these two incompatible systems is achieved through -

a collaborative, “reflective, and sensitive linkage relationship. This ap-
proach reflects a nornative-re-educative strategy, since the practitioner .
.and researcher are assumed to be cooperative parties in the linkage rela-

: honshlp The linking agent sparining the boundaries of the two systems’
may . use nofmative-re-educative or empirical- ratlonal strategies to bring

~ about closer collaboration. -1t is unlikely that power-cocrcwe strategies
could be used since the lmkmg agent — and most linking agents — lack

_ formal authority or powér. Figure 1.7 depicts the four models. of change
. -and the. three strategies and concomitant views of practitioners. :
Figure 1.7 permits a comparison of thefmodels of change and fulfills -
. an heunshc function. The results of the, comparison point to a strategy of
.change which is frequently ignored by researchers: the power-coercive.
. Except for the occasional moderate use of power-coercive strategies based
on the RDD model and the implicit use found in the Social Interaction .
‘model; the. models ignore power as.a mechanism for change. However,
change in education has frequently been brought about through power-
coercive strategies. School integration is one notable example; others in-
clude legal decisions involving teacher unions, students rights, and diie

- process. The community control moyement of the: late 1960s (e.g., Ocean
Hill-Brawnsville) and recent citizen reluctance and, in some cases, refusal
to pass school budgets-are additional examples One reason for the lack of -
attention given the power-t.oeruve strategy may be the ratlonal academic
. bias of model déevelogers on one -hand and on the other the persistent-
belief that educational decisions are not political. Regardless of the' . /.
-reasons for ignoring power-coeruve strategleq, the fact remains that such . i
straEgms are among the most effective and powerful in education today:

. his section of the review of change processes will close with a recent °

~. and provocative view of knowledge production and utilization called the
- configurational view by its developers Clark and Guba (1974). Fhe config-
ufational view is aimed at reorienting educational policy from empirical- -
ratlonal sti'ategy (termed" the systcm view) to a transactional colleglal-

-
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based ‘strategy (termed the conﬂguratlonal vnew) The archltccts for’ the
Lonfiguratlonal view contend that most educational nstitutions are not

./ primarily concerned with the production and utlhzatnon of knowledge
-/ (KPU) In fact, KPU is:an often xgnored peripheral concern. They go on to

‘suggest that dnsappomtmen with many of the “Great Spciety” programs
of the 1960s is dug, in part, 8 the centrahnd hierarchical, extnnslcally
based nature of the programs. ‘These and moré descriptors of the systems §

N and cpnfigurational view are listed in Table 1.2: T . ..

"he implications of the configurational view have yet to be adequate- -

ly 1dentme d and discussed. This new view of.change has been briefly
introduced in the hope that it will stimulate discussions about the implica-- -
tions it holds for federal pthy in the area of knowledge production and-
_utilization. . - .
in this section a toundatlon was: constructed for thh generahzatnon’s

. and iniferences about to be presented in. Section II. Previous reviews of..

change literature were presented in order to esiablish a broad perspective
- ¢oncemning research in this area. Three dimensions of change emaniting.
- from previous research and from the empirical studies cited in Section 11
were proposcd The dimensions provide a succinct means for classifying
the wide variety of research ofi change, and they fulfill an’heunstlc func-
tion by suggesting overlooked issties and relationships. The four models
of change were described and compared using: the three_dimensions.
Studies associated ‘with the models were cited; and a summary of the -

Y 'r‘nodels tvas attempted, by using conceptuahzatlons abeut Lhanbe :

strategles and unages of practmoners _ A

&

ol
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. ° " SECTION II
e : _\‘ ""-'H .

© . INTRODUCTION

¢

' In this section over 00 empxmal studies complcted since 1970 have :
been analyzed in order tol provide the basis for a series ot uenerahzatlons
“and mferences about change These generahzations and inferences do not
. distinguish between elementary, secondary, and post-secondary levels if
education. However, studies dealing exclusively with the post-secondary
level are Summarized in Appendix B where a rationale for considering the - .
differences between institutional levels as a’ matter of degree rather than - -
substance is also presented.
, The studies summarized here were identified accordlng to key words
in_their titless or according to references in the change literature. Studies
published before 1970 were eliminated because of the many fine reviews =
overing earlier periods. An extensive search for empirical studies re-
aled that the vast majority of this work on-educational change is bemg
dgne at the doctoral level in depe‘utments of educational administration,
: iculum, ‘and general education. In addition, sponsored government
' resdarch has been conducted by pnvate firms such as Rand ‘Cérporation, -
and \Abt Associates; selected educational laboratories and- R&D Centers S
have published studles on change'in education. G
- . - The studies were revnewed and their major findings summanzed
- Those Yactors which received considerable attention by researchers
formed the basis for a grouping of findings. The groupings fell into three ‘
broad dimjensions: processes,, influenges, and effects. Within the process - .
*dimension, three categories were used to subdivide the findings: (1).ac- .
'txvrtub. sudh actions as helping, training, or convey:ng, (2) mode, tHe
' meafts of cdmmunication such as face-to-face,.one- way, or two-way, and
- .{3) frequency) the amount of interaction between change’ facrhtatorq and
"the target system. : :
,Within the influence dimension thiee ¢ ategones dwnded the findings:
‘ (1) factors internal to. the organization (administrative practices, structure; »
o staff attitude ', staff pcrsonahty) (2) factors extern al to the’ organwatlon

reKeywords weret change (-s, -ing), dxffusmn, drssemmatmn xmplmlentatmn, mnovatmn, Cu
: lmk (- -age, -ing), urganlzatmn (- al) : :
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i--(tirne funds, and com nity),
~ (their comglexity, com;;.\atlblht

" addition, .interor,
. studied in-a nu ber of

. mediately follzéywmg ;
tions supporting it

48

md 3) factors associated w1th mnovatlons
, and relative advantage). . '
The summary and groyping of findings did not produce - qub-

catégories. for the dimension pf effects. Most studies treated effects as a
. dépendent variable.w thlittle

dlfferentmtlon _among possible.levels of use,

. Most of the studies foclised on attempts to use an innovation,’ the

factors’ which hindeikd or hélped the use of an innovation or the dissemi-
nation of informatign. For the most part, the remaining studies focused

on facnlrtatmg activities for *nwuragmb and helpmb schools and teachers.

learn- about or use finnovafions. A wide range of institutions and institu-

" tional levels was represented: elementary, secondary, post-secondary in- ,

stitutions, school district/ R&D centers, and .state education agencies. In .
amzat'onal arrangements . between institutions were
cases. : .

~ Generakizations amd inferences were drawn from the studies; if the
generalization ¢t inferdnce is strongly supported by a number of studies,
then it may be/considgred: " firm,” “moderately speculative, or” ‘specula-
tive” in that ofder. These judgments accompany, each generalization. Im-
e generalization or inference, a rationale and cita-
¢ given..

;o
Ly
‘

/ Ex crhal Change Agents May Bring About Greater
[ Awareness of Innovations and Change, But They Must, _
"/ - O ercome Resistance. [Firm]

/

I:xtem | change agents may stimulate, collect, and prowde sufficient

"

-hurhan and technical resources to facilitate the adoption' of innovations.
. Begause teachers have few lmkages with outside groups, the .external

change agent can be an lmportant source. of information: In this role the
external agent acts as conveyor of information. However, the.agent must

" overcome either covert or overt resistance. For example, covert resistance

ay take the form .of 1gnormg offers for help a situation which _may be

R}
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resistance mav take the form of sabotoging new programs and diluting

 the efforts of outside agents. Without sufficient legitimacy in both terms of
" political power and programmatic-need, there is little that the external
- agent can do to combat widespread over resistance.

Support: Corwin, 1972; Keller, 1974; Kiser, 1973; Naumann- [:txennc

1974 OConncll 1971; Rthard\on 1974; Wyner, 1974.

t‘ The Perceived ch,xtlm.n) of Chan;,u Agents ls a Ma)or
- Influence On the Effectiveness of Entry Into the Target
B Systu and Working With Staff In the bvstcm [anj"

\
The Guestion of lumtxmmv concerns change ag.,ents located inside or

outside a'system, and it also includes sources of information. For exam-
ple, central office staff may be Seen as legitimate Lhangc agents by some
feachers. but not by others. FaLulty from teacher education institutions

-may be seen as legitimate souices of on-site dssistance or as meddlers.
passing én school grounds. Superintendents in one state may per- .
» the state education agency (SEA) as a legitimate and primary source , ”

w ideas, w hereas superintendents in another state may pérceive the
as a source secondary in legitimacy to their own district.. ‘Superinten-
dents tend to rate professors as more credible sourcgs of information than

reptatxnz, and infusing thu ' ar;,et with’ messages. Overt,

fellow superintendents or professional associations. The question of

legmxlnmy helps to explain why teachers seem to work well wgh other

teathnérs, WViz., mutual legitimacy and Lonu)mxtant chd|bxlxry, trust, and” -

values.

Sl\IppOl‘t Baron; 1972; Bowens, 1975; Farag, 1970; Hart;,ravc@ 1973;
Korba, 1975; McCoy, 1975; MLKL’quL‘ 1976; Paul, 1974; Prafad; 1971;
Stephens, l‘/),?:)» Trent, 1976; True, 1974; Tushingham, 1974; Weigle, 1975.
\‘ I

-When Outside Agents Advocate a Partluuhr Innovdtion,
'Thelr Legitimacy Decreases. [Moderately Spuulatm]

If Lhﬁn;,c agents are. xdentxﬁcd thh a solution to a prublem prior to
entunng/thc user system, then legitimacy, credibility, and trust with the

.user lel be delayed or even prcdudcd The user systém may believe its -

problems to be unique enough to deserve a customized solution, and it

also may be suspicious of outside agents entering the system. with

ready-made solutions before the agents are aware of the needs, concems,

and charactcnstlcs of the system. As trust and legitimacy develop, then

" readyfmade solutions and mnovatmns may be nuudud and introduced. |
%upport Sicber et al., :
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- Teachers Work Best\With and Rely Most (\‘m Eellow
Teachers in Information Sharing and Collaboyation For
(_han},e [Fwn] - / \

R

It appears - that tmcher collabgration for change caly be effective.
Huwevcr, group Lomposxtmn is a critical issue, that is, a nlix of teachers

and administrators or outside consultants may create tensian and suspi- . '

cion amorg téachers, Fellow teachers have more Lrudxbxhtv arid are able to
elicit greater trust and reduce discomfort. :
Support: Carr, 1974; Goodridge, 1975 llerrm;,, 1973; Ku!:'nan 1975; .

re

‘
3

A
)
A
L
}
However, Hier archical Support ‘\Aav Be C rmml lMu er’
ately an] _ .
Althnu;_,h tvmhcrs work wull with fcllm\ tcmhcrs their cffo ts. may
pmve ‘insufficient unless hxeraruhlml support is provided. In utheriwords,
formal authority may be nccdcd to legitimize teacher efforts, to provide

Support: Berger, 1973; Pitmani, 1974, . ' i .

!

- ) reathcrs May Bc Rclultant To Get Imolvcd With Linkin 4
Agents Unless [There Are Direct and Cnmrotc Benefitd,
[/ odcmn ly Sptlulatzvuj . A

Y

Since teachers have httlu extra time or spare cnergy, they are rclugtant
to take on Lommltmentsmvhuh involve additional demands on thexr txm
or on their physical or psyghologkal energy. However, student’ tei. ht’{*r*

_represent concrete benefits which may result in teacher rel¢ase hme anfi
. sharing of the workload Conséquently, faculty“who act.as linking agents-
" and who also have student teachers are in a better position to gain teacher

support, interest, and’ LO()le'atl()n than linking agents wnthout compar-
Support: Paul, 1974; Phelps, 1974;
! [ { '

' P [ ) - C
Teachers Will Tend To Rely O Their Own Experience For
Curricufum fdeas Rather Than Use Curriculum Guides

- Preparéd by Central Administrative Staff, Ideas from
_ Pnncxpals, or ldca% from University Courses. [Mod¢ rately’

‘Firm}-, /
Convfrsel/y, Facilitating Activities P_rbmoté Encourage
P “ R
] / [ e ‘_'
AU WY 150 , Jl
: :’: . [ P o - u
i / 1&g 1

B Pen') 1975; Sicber, 1972, _ - ST
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and Stimulate Teacher Use of Curriculum Ideas and
Information Developed. or Furnished, Outsnde of the
Teachers’ Claqsroom [Muderatuly Firm]

\ . s

. extent of use of new knowledge one must engage in (1c1h!atmg activitips.
These attivities range from providing sufficient amounts of help in usihg
new curriculum guides, fashioning new information so that it is acces}i-
ble, interpretable, and understandable, to training teachers, providing
encouragement, and stimulating confidence. The need, for facilitating-aj:-
tivities is based in part on built-in resistance users have-to new curricufa
and information, based on their need to protect themselves from informa-

.. tion overload, to protect their limited time and energy, and to _protect

‘themselves from difficult, esoteric,.or unworthy. techniques.

. "Support: Havelock. and ngwood 1973 Keen.in, 1975; Louns 1975;
_I’oll 1970; Sieber et al., '

1
.

Training Actnvnt.e\,_lf I’ropcrly Applied, Increase the
Likelihood of Successful Implementation and Contmua-
tion of New. Programq IModerately Firm) '

I’roperly apphed trammg activities expliciply deal with such issues”
~ as new roles and functions stemming from an innovation, detailed proce- -
- dures and specific techniques associated with a particuia - . ation as -
opp05¢.d to general principles, and entire staff involvemer.’ - «airgeas.
opposed to partial involvement. ,
Support: Bassi, 1974; Clark, 1974; Gross etal., 1971; Hunt, 197:7 Robe-
son, 1974; Vance, 1974. ) < - )
4 — = .
. Face-To-Face Interaction and Two- -Way Communication
Are a Most Effective Mode. of (’onveymg Info'matlon
[Mudcmtvly Firm} - o a

Face to-face interaction allows mutual needs to be detcrmmed ‘mes-,

'sages to be adjusted according to reactions, and mutual influence to occur.:
These are characteristics of’two-way communication, and they are absent
from alternative modes of communication such as print media. Encour-

- agement and support may be stimulated and nurtured through face-to-
-. face interaction. .This may be especially important at initial stages of
' change where -resistance ‘may be high and confidence low. Because it
'allows users to evaluate sendcr;- of mformatlon onone hand-and it allows -

Y

O
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senders té demonstrate nonadvocacy of specific innovations on the other,
“face-to-face interaction also helps to develop legitimacy. - . - '
.Support: Brown, 1974; Ebner, 1973; Hood, 1973; Keenan, 1975; Paul,
1974, Sieber, 1972; Vold, 1975. -

s ”

A Mutually Agreed Frequency of Face-To-Face Interac-
tion Will Help To Optimize the Effectiveness of Helpin
Training, or Conveying Activities. [Moderately 5]71’0!1(1”1&‘%
Agreement overihe frequency of interaction depends on the needs .
- . and status of both parties. For example, staff from’a'school need and want

-daily-help for:a semester with implementing an innovation, but facilitators
have only ane day a week to provide help. A year later the status of thé\

« school has changed. Now they only need and want help one day a week.:
In another instance, the staff or principal of a school may feel invaded if -
the. frequency of interaction from facilitators is too great vis-a-vis the
school's status or'nedds. In other words, the school (1) may not be ready
or prepared to-accept frequeni help even though it may need it, (2) is -

, ready to acedpt frequent help, but does not need it, or (3)is ready only to

- accept a lower frequency of help even though it needs more help..

. [}

Each individ,u‘\l School Has Its Own Optimal Frequency
. of Interaction Curve Which Varies Frequently. [Speculative]

S0 ' FIGURE18 .
. CURVILINEAR RELATIONSHIP BETWEEN
1. INTERACTION AND FREQUENCY FOR SCHOOL A~

-t .

nh - o . b
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e  Level of
Interaction o
" Effectiveness T

o
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Low. . High Frequency
i , - of Interaction
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The curvilinear relationship between the frequeéncy of mtcractxon and
the effectiveness of the interaction is partly a function of the status and
" nieeds_of a school which vary over time and from school to school. An
individual profile showing the optimal frequency of interaction reflects.
_ the status .- needs of school A-for a [specific point in time as shown in

'Figure 1.8 which represents a hypothetical school.- At pomt “a” there is
" not enough interaction with linkage agents, at point “b” there is an op-:
timum amount, and at point “c” there is tgo much interaction. However,
* prior to the initiation of outside’ facn itative relationships, some schools
may have established norms for prloblem solving. The Status of these
schools is different from schools wnthout these norms, and the two differ-
ent schools should be treated dnfferently Figure 1.9 represents -the fre-
* quency of interaction with a hypothetncal school B that has pre-established ,
norms for problem-solving. The status of these schools is different’ from
" schools without these norms, and the two different schools should be
treated differently. Figure 1.9 represents the frequency of mterachon,,thh
a”hypothetical schook B that has pre-established norms for problem-
solving. In'this hy pothetical school at point “a” there is a fairly high level
of efféctiveness even though the frequency of interaction is low, because
the school is already solving problems. At point ”b” an optlmum level of
interactions is reached much earlier than' in the previous hypothetical’
school because the second. school was capable of using help earlier. At
point “c” the school is beginning to suffer from too much help.

- @ . \_,.FIGUREl.9' E

" . RELATIONSHIP BETWEEN. INTERACTION AND
‘FREQUENCY FOR SCHOOL B .

)
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What is too much interaction f5r one school -may be optimal for
another school. And what is too little interaction one year may be too"
- .. much interaction another year. Sensitivity to the frequency of interaction
. is called for ‘on the part of linkage agent® and principals and teachers."
' Support: McKeigue, 1976; Paul 1974; Tushingham, 1974; Wyner, 1974. - -

Influence Dimension: internal and External Organization

Lo

.. Factors and Charactér_istics of Inndvations

- o
! . 3

! ) \ . .
An Cpen Organizational Climate May Facilitate the Jn-
", troduction and Use of an Innovation, But It Does Not
Assure Introduction and Use. [Firm]®

- _ The organizational climate of schools, commonly measured by the
Organizational Climate Descriptive Questionnaire (OCDQ) developed by
“Halpin and Croft (1963), is one of many factors which influence the degree
and extent of change. Taken alone, it is not a sufficient explanation of the
. variagce-in the extent of change. Merely supporting the notion of an open
clirmate .is not enough to bring about the capacity to initiate and carry
through school improvement programs. P R
N Support:dBehrmann, 1975; Berman et al., 1975; Brown, 1975; Cgho_on, :
' 1974; Christian, 1972; David, 1975; Gridley, 1975; Jarman, 1974; Montgtm-
-« -ery, 1975; Rasmussen, 1975; Trent, 1975; Swirsky, 1975. :

9 v

o

L

- Process By Those Affected By A Change Program Will Be
- Beneficial. [Firm) _— : o B

Involvement and Participation In The Dééisidn;Making .

+ + Involvement, participation, and decentralizaiion influcice the siic- .
~cess of change efforts. Involvement and’ participation are usually the ™.~ ~
“result of decentralized organizational structure, i.e.,~decision-making au-
thority is more diffuse than in a centralized structure. Widespread partici- -

* pation of staff at the early stages of a change program will'help to create %
+ commitment to,and identification with a change effort. In addition, exten- ‘
sive-involvement .provides opportunities for program- planners to assess
the extent to which school needs, as.perceived by staff, are addressed by -
-the change. On the other hand, widespread particiﬁa_tio_h and a decen-
tralized structure may <inhibit coordination and control which.are. neces-
sary for the implementation of new_ programs.’ In other words,-a loose
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orbamzanonal arrangement may. facilitate awarencess of needs and com-
mitmient to change, but a tL{;"F\t-.or;,anlmtmnal arrangempnt ‘may be
needed to implement the chan;,e “Fhis notion is dlsLuw.-d inore fully. by-
- Zaltman et al., (1973) and -Duncan (1976).

. Support: Bowers, 1975; Kane, 1976; MthalL 'z, 1974; Reynolds 1971;

Skor ]974 Sulhvan 1974. o 'v

Leadershlp For Chan;,c Is lmportant But It Is Nnt Suffl- .
cient To Counterad All Bnmers To Chan}.,c lMudaratch/
- Firm} . 4 - B L

f

‘Most: pnnmpa]s proba'bly see themselves as Lhan).,e..abunts — among

thelr other roles. However, leadership for change/is often found to be
missing. There are organizational eonditions which influence the effec-
© tiveness of leadership, for example, norms for problem—solvmg and' ¢larity
& ~of project. goals. Leadership:vhich prumotus, supports, and showis con-

“cern, for parti¢ipation during'the change process will influence the level of -

sahsfactlon among the staff, a sltuatlon whlch in turn results in pomtlve

~reactions toward the change.
.Support: Berman et al., 1975; Cahoon 1974; Havelock and ngwuod

1973 joncs 1973 Miller, 1973; Paul, 1975; Smith, 1972; Starlmt.,, 19734

Incruascd Verncal And Horizontal Cnmmunlcatmn Facili-
tates’ Change (Moderately Fxrm] :

' result in greater awareness of the program, more frequént and open dis-

_cussions of needs and solutions, and. greater commitment to change. At

‘o later stages.of the change process, increased . horizontal communication

can-allow staff to better coordinate among themselves, to learn from each .

: otherJ and to provide psychological support to each other. Increased ver-

= «hcal commummnon can result in feedback being sent to change. program -

:. coordinators and designers who in turn can assess.the status of the. pro~

. gram and make necessary adjustments. . -
Support Fdwards 1973 Howcs 1974, Rob'.rts 1973

Linkages Betwu.-n Orgamzanom Such As Schoolq and

. Colleges Should Be Accompanied by Extensive Com-
munication And Flcx:blc Arrangcmcnts (Moderately
Eirm | . N C
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rangements may become disinterested in the program or suspicious. Sus-

picivns may arise from speculatipn that one party to the program will
.. behave in its own celf-interest at the espense of others. Extensive com-
/- munication may also limit the substitation of personal goals and objec-

S tives for cooperative organizational goals.
T Gupport: Florio, 1973; Pohland, .970; Winkelpleck, 1974
e Recognition of School Needs and Congruence Of the - ©

Change Program WwWith the Needs Facilitates Change.
(Moderately Firm } : L

Recognition that solvable problems exist i a first step toward success-
ful change and schoolimprovement. The solution or innovation should
address the needs that have been recognized, and conversely, if teackers
do not perceive the need for a pafticular innovation then its implementa-
tion is doubtful. C ~ : B ' ¢

" Support: Kane, 1976; True, 1974; Vance, 1974.

Experience In Past Change ngmms,and Expectations
For Future Programs Influences the Change Process.
" [Moderately Fr_’rm’]-' BT ,
. h . \ .
.Past expericnce in fc@cmll)\/ funded changg programs provides op-'
portunities for lcaming about the preparation of plans and proposals, the
* pequirements for reporting progress, and the techniques. for evaluating .
S program sutéess. In addition, positive expectations for future change and

innovation éontribute toward successful programs.
" Support: Daft, 1974; Kane, 1976; Whiting, 1972.

. S ,} L‘»)_ . . ’

- Accurate Perceptions and Expectations Which’Are Mutu-
ally Agreeable Between Organizational Levels (Intra-
Organizational) and tgthucn,,@r?',‘nni‘/.ntions {Interorgani-
zational) Facilitate Change. [Moderately Firm] )

e . .
: ‘Lp_ck' of agreement among, groups involved in change efforts results
;in misunderstanding, frustration, and contlict. For example,. disagree-

ments over bafriers to ¢hange or the extent of change haye been

_ ‘documented among principals, teachers, ceritral office staff, and external

. groups. Such widespread disagreement and conflicting expectations are
themselves barriers to change. -~ ° . S

Conflicting.cxpectations between organizations involved in a change

he more urganizations involved, the greater

program.are also serious, as t

) - o . . <
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ERIC

Aruitoxt provided by Eic:

* l‘:-—__-

L~

I



o0 ‘ '
Change Processes 47 -

. ¢

. the likelihood that mnsp«.rtcptmns will develop. Mispe ru:ptluns in turn
can lead to dissatisfaction ivith the mtcrur;.,nmmtlunal effort and a corre-
sponding lowering of expectations for the pru;.,mm, and weakening, of
-coordination and cooperation. -

Agreement over expectations for change pru;,rams and undcrstand .
ing of concerns facing the various stntf;.,ruups of the varigws organizations
involved can be facilitated. For example, greater frequency of commnica-
tion, recognition of different goals or shared goals, and resources which
‘are complementary rather than competitive are threo factors which influ- - -
ence intra- and interorganizational agreément and codperation, L
- Support: Abraham, 1974; Blumcnkmnt/ 1975;.Chapey, 1975; Evans, .

. 1973; Paul. 1974; SLhumm.hcr 1975. .

1

Positive Attitudes Toward Change Facilitate the Change .
" Process. [Modcerately Firm | ] o

-3

oo Positive Commitment vaard Chant,,c Facilitates the -
Lhan;.,u Process. Moderately an] ) . ' T
Athtudc and ‘commitment tuward change in general and specific
innovations in particular influence the change process. In addition at-
titudes are themselves subject to influence. For example, attitudes of prin- -
cipals toward change are influenced by the attitudes of superintendents.
However, positive attitudes or commitment are ndt sufficient in them-
* selves to bring about a successful change effort, but wndu,&,pruad negative
" attitudes or lick of commitment toward change or a specific innovation
might be sufficient to prevent suceessful implementation, ¢ .
, ‘Support: Bettas, 1974;-Brantley, 1975; Edwards, '1973; Gridley, 1975;
Kendall, 1973; Loffredo, 1974; Neéwman, 1975; Peterson, 1974; Richardson,
1974; Roberts, 1974; Roberts, 1975; Sutter, 1974, Washington,- 1974,

»

Thc Orientation Of Staff Will Influence thu Changé Pro-
cess. A Systemwide or an Or;.,.mvdtlunal Orientation
Will- Have a Rositive Impact, Whereas aClassroom or i,
Self-Centerdd, Orientation Will H.wc a Negafive Impact. oy
'[1\/10dcratcll/ Spuu[ntm‘] Ll

An ()r;.,ani'mtiunal orientation encompasses concern with perfor-
mance uf an entire-school or district, collaburation with other profession-
als for school improvement, and the 1mpruvcmcnt dof individual expertise
to help with improvement cfforts. The orientation of staff may ‘change”
over time;: fur example, at early :.ta;,c s .of change staff may demonstrate -

,/
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self-cénteredngss and an egocentric orientation. But as the staff becomes
comfortable with and knowledgeable about the change, thenconeern may
- shift toward organizational issues (see Hall's Congern Based Adoption

Model, 1974). This shift may be ditficultsto bring, about because of the
nature af schools and the expectations of teachers. Teacher autonomy,
lack of interdependence among teachers, vague educational ipoals, and
mllsfm.llun basedion student rather than adult contact act lo;,,clhcr to
promote a classroom-centered orientation,

- Sieber's (1968) analysis which tound schools to be isolated units \ulh.

rewards for teachers derived from classroom activities reinforces the idda
that staff orientation mﬂuunwsc_han;,t.- Words such as isolated, alienated,
and lonely are used to desceribe teachers (Sthmud\ and Miles, 1971), and
the role of luauhm;, is characterized as being carried out invisibly with
minimal differentiation:accGrding, to lum.hu ablhlv or mlu;,mlmn of mm-
mon functions-(Miles, 1967).

+ An organizational vrientation implies that staff are.concerned with
the school as a whole, interact with colleagues on schoolwide problems,
and strive for integration and differentiation ot roles in order to bring
abott school improvement. Rewards are eentered on schuolwidegctivities
and peer assessment rather lh.m classroom m.lw\lws and student reac-
tions. .

~ Support: Carr, 1974; Keenan, J975; Knupl:,u, ‘l‘)?ﬁ;Mn_gqu, 1975.

Pursonahtv Characteristics Influence -’_han;,u Prmcssus
Open Mindedness and Experimenting Personality Types
. Ha\u a Pusitive Influence On Change. [Moderately I-xrm]

/\llhuu;,,h personality charac teristics are difficult to define and mea- .
sure, they appear to influence the change process in some — bug not all —
instances. In all likelihood theextent of influence is mediated by other
factors such as role status’and administrative practices. Examples of per-
sunalm characteristics positively associated with changé include venture-
some, lm.u,,m.]lnu creative, experimenting, accommudadating, less anxi-
ous, openmihded, concern with societ al well-being, . less du;,,mnlu.,,and

--:_lcss conservative.

i\
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“Support: David, 1975; Hans.-n, 1973; Hodpkinson, 1974; Swirsky,
1975; Townely, 1973 (See also Rogers and Shoemaker, 1971),
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The Availability Of Time To Plan and lmpl(-munl Schoul
lm)oruvumcnls lnﬂuunw\ the (hdnhu Process.: IA/IUdH-_
ately an] ’
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Time is monu.y, and in education approximately L‘l).,hly percent of the

school budget is for pnrsunnci costs. Therefore, time, money, and per-

" sonnel are.entwined, To assert that change activities take time th prepare,
initiate, and complete is also to contlude that funds are necessary to’

purchase teacher release time, Conversely, the lack of adequate time to
learn about new technigues, to discuss'implementation problens, and to
assess and revise innovative programs is a major barrier to successful

chan;,c Organizations with stable resources are able to prnvldc time for

"persbnnel to devote to change activities.
Support Banﬁcld 1975; Bmwns 1975; Robueson, l‘)74 Vold, l‘)7*>

, Avallablhty Of Funds Influences the Change Process, But
* the Motivation Of Districts. Requesting Funds May: Have
a Stron)_,ur lnﬂucmc [M(’dt rabe 11/ Spuululw( I .

Althuu)_,h as noted above, funds and time are rclatcd the avallablhty

_ of fundgs does not assure that they will be used to provide time for change
activities, and even if time is provided there are no assurances that it will

be usced cffcchvcly This is one reason why some studies have revealed

that incréased funding did not always make a difference with respect to
. the implementation ¥f inhuvations. The Rand Studics (Berman et al.,
. 1975) concluded that funding was not a major factor in successful im-

plementation; more important was the mativation of districts seeking
federal funding,. lnlnnsn.ally motivated districts tended to implement
programs well. They wer aware of problems to be solved regardless of

the receipt of federal dollars. Extrinsically motivated districts tended to
_implement programs poorly; they were opportunistic in th‘ll‘ requests for

federal dollars. The.proportion of districts intrinsically motivated toward
federal funding is tinknown, but in one state 40 pereent of the districts
which were rejected for ESEA Title 1l funding 1mplumcntcd the progosed
program neverthelegss .

Availability. of funds for initiating new programs is, however, as-
sociated with successful implementation. As school budgets become
tighter, and as slack resourtes become more scarce, then the availability
of funds is likely to become more critical.

_Support: Bérman et al., 1975; Jarman, 1974; Melby, 1975; Ru.hardsun

Q

"« Boards Of E du...mun f\ppvar To Be Lither Passive or Neg-
T, .. ative ‘Regarding, Change Pru;,rams [Muduahlv Spt'( -
ulative } .

[
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W

Boardé of Education do not tend toinitiate change. They will over-
Jook-innovations (i.e., be passivie) that cagse little or no controversy in the
community. Community controversy il stimulate negative board reac-
tion. : S - oo
Support: Cobb, 1974; Hampson, 1971, : L .

¢

Communities and Parefts Are More Likely To Prevent
Change Than They Are To Promote Change. (Moderdtely
Speculative | : : : ' :

Comtnuhity and parent gioups are difficult to energize; their in-
volvement with school affairs is difficult to maintain. Instances where
involvement of ﬁnr(-'nts_ is sustained show a positive effect on the school
program, but in.s,‘_,tnnuus;)f negative community reactions:to a pri)ﬁ‘«).ﬁud or ¢ 7
implemented change appea rto’have a greater effect. Attitudes of parents
toward specific innovations may not be intluenced by increased participa-
tion in schodl programs, In other” words, regardlédis of publ relation
efforts, their minds are made up about cortain innovations, An innova-
tion which serves to antagonize a community has little chanee of being
implemented. The implementation of a neutral innovation (une that does
~notantagonize the community) will proceed with little influence frony'the
« -tommunity. » _ » Lo
Support: Hampson, 1971; Kopeck, 1976, inch, 1975; Vance, 1974,

> : . .
The Physical Configuration Of A’ School May Influence, -
The Impiementation Of Innovations.” [Moderately
Speculatioe} : -
. . K ) ' - oot ' U
Some mnovations work better in certain facilities, v.fr., team teaching
in flexible space schools. Not all innovations are in fluenced by the school
facilities, but those that dre require careful assessment of carrent building
space and physical layout, Otherwise spatial considerations can prcv%pl
successful implementation. “Fof examplé, an innovative instructional pro-/
gram mav call for cross-grade. grouping where tivo grades share ifstrucs-

- «tional activities and perform in groups of various sizes. However, if the
" two grades are located in distant classrooms, then disruptions’'may vceur s

when pupils walk through' the halls to the other ¢lassrooms. The noise
==~ and disruption may be enough to dampen enthusiasm for and prevent :ﬁ:

el

‘e,

« implementaton of the innovation. A different physical configuration may )
~have reduced walking distance and the concornitant noise and disruption.
. Support: Meyer, 1971; Paul, 1974; Vanee, 1974; WalKer, 1975.
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" Pyreeptions Of The Characteristics Of lnnuv.\hnns M.‘lv
Vary From Group To (JmuF And Disagreement Hmdvrs
Implementation. [Moderately Spuulu!lt'(]

The users of aninnovation mdy “perceite its attributes quxtu differ-
'cntly from the developers or disseminators of the innovation, This has

serious |mpln.anuns because the developers hold certaineapectations for

E
. the.users based, in part, on their perception of the attributds of aninnova- " /
- tion, The lack of agreement oter the attributes of a specific innovation can -, \

restlt in misunderstandings, frustration, and conflict. For example, a de-

veloper may feel that a partn.ul.\r product is casy to understand and is

compatible with cmstm;, practices and - behaviors in schools; - however,

teachers may perceive the product as complex and incompatible. with

prevailing practice. In order for the two groups to work together ¢ffee-

tively, they should become aware ut the differences in their perceptions of 7.
- the product.

Suppert: Evans, 1972

“The Relative Ad\.\lit\gc The (um 1.)t|b|htv, and the -
» Complexity Of: Innovations lnlluunu"lhulr lmplunwnta- oS

tion. (Firm] /
s / . . re,

7 The attributes of innuvatiuns influcnce th¢ degree to which they are-
~ aceepted and the degree of suceessful implementation, Relative advan:
< tage refersto the dc;,rcc to'which an mnovahqn is perceived as better than -
the idea it supersedes. Compatibility rcfcrs to the degree to which an
innovation is pOrLL'l\’L‘d as consistent with p.\qt expericnee, existing val-
tes, and needs. Lomplcxlty is the degree tojwhich-an innovation is per- _
ceived as difficult to understand and hard td use. Teachers may’ pereeive [N
an innovation as having partigl wmpatlblhty For-example, a new cur-, -

riculum which included ‘changes in content and- practice was partmlly '

lmplemcntvd Changes in existing practices wiere rejected, but changes in

curriculum content were aceepted. Mt is usually vasicr to substitute one

content for another, but it is much more dlttn.u]t to Lham,u behavior—one

reason why innovations. which are not complex are more readily-im*

~ plemented. They usually require only substitutions of content rather than’

- changes in practice, roles, or behaviors. 1t may be, however, that be-

" . havioral changehasa brc.\tur impact on school improvement than content |
change. . :

The balance bLt\w m anpluxltv and com patibility pn.'scnts a di-

“lemma for developers of innovative products and programs. On the one

hand, - sxmple ‘compatible, and uasnlv substltutud innovations are more

6l .
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G

. :. : . R ' ~ . s 4
likely to by implemented: suceessfully, but on the other hand, complex,
Jincompatible, behaviorally -based innowvations have greatér impact.
- f . N ‘ v . N 1. N .
Clearly, a middle ground must be reached between trivial inngvdtions

" gasy to implement and significant innovations difficult to implement.

I’mp(l)sni?:ﬁ",&- related to the above generalizations are:

-Tth. Greater the Relative Advantage Of An lnnnvnt'gﬁ,
Then the Greater the Likelihood of Impleméntatior. ™

<\ =~ The¢ Greater the Cnmrlcx»ity Of an Innovation, Then the
| Luss Likely It Will Be Implemented and the Less Likely It

° | Is, Trivial.
“.The Crcntc’r the Compatibility Of an Innovation; Then
the Greater the Likelihood Of Implementation and the

" Greater the Likelihdod] That 1t Is Trivial. ,

1 i

_Support: Brantley, :1974; Clipton, “1971; DeArman, 1975; Goodridge,

" 1975; Hall and Kestér, 1973; Haupghey, 1974; Howes, 1974; Newman, 1974;

Rivera, 1975; Smith, 1972; Starling, 1972; Swirsky, 1975; Wyner, 1974. (See
Jalso Rogers and Shoemaker, 1971.) ' C

Organizational and Administrative Factors Mediate In-
s fluence On: Implementation In Addition to the Influence
7 Of the Attributes Of Innovations. {Moderately Speculative]
. The attributes of an innovation comprise only one dimension of the
complex:mosaic of ch,an‘.gc’: Other factors may bear more influence than
the attributes of an innovation. For example, the influence stricture of a

~ . school may Have a greater impact on the principal’s decision to try particu-

lar innovations than do the attributes of the innovations. In other words®

there is a variety of factors to be taken into account for understanding

change. . TN s ‘
Support: Litthl’*\, 970, -

..Effe.cts Dimension L — _‘J S

Little has been said about the effects dimensivn explicitly; neverthe-
less, it has been treated implicitly in the preceding inferences and,
generalizations. Togay that an activity s effective is to imply that a higher’
level of use will result, in contrast to another activity. The effects- dimen;

sion has, therefore, been treated as a silent dependent variable through’- o
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out most of the inferences and peneralizations, . .
’ o o ) '
Incomplete Implementation OF Innovations s More
Common. Than ¢ umph lv‘ lmph me ntalmn [Muoderatily

Firm] . “ : |

There are many factors which impinge upon the degree of im'plunu'h-

tation. Some factors: promote complete implementation, while others
“hinder it, and still others push tor functional adaptations. For innovations

involving changes in teacher behavior and roles, the. probability for com-

_plete lmpiumunhtmn is low. If the change process does not take into

account user needs and concerns and is'not based on amutually agrecable

frequericy of facd-to-face interaction, then the probability of wmplutu,

implementation is low. In addition, organizational, administrative, psy-
chological factors, and factors re dll'd to sources all influence the d('\.,ruu of
implementation, :

Support. Brantley, 1975; Ebner, 1973; Gatney, 1974; Reynolds, 1971;
Rivera, 1975; Wacaster, 1973

SUMMARY

Y

“Aseries of generalizations and inferences about change in ¢ dumlmn
has been presented organized according toran inductively - duvvlupu

_framework.- This framework consists of three major dimensions: Lhan;,e

processes, intluences of change, and Lham,u effects. All the studies re-
viewed here focused on one or more of these dimensions.

The first dimension comprised « ham_,u processes including %uch ac-
tivities as hel pln)_,, training or conveying.. The manner in which the,ac-

tivitics were conducted and the fre quency ofinteraction were also part of
) the first dimension.

¢ The second dimension included a wide variety of factors which influ-

Lerme ‘change’ activitics and change ffects. These factors, can be grouped

according to internal and external organizational factors and characteris-

"t tics of innovations. Factors w lthm.ur;.,ammt,nﬁuns which influence change:

tend to be centered on organizational structures, administrative practices,”
attitudes, and personality characteristics. Factors outside of the organiza-
tion undergoing-change tend to be centered on resources such as time and
funds. Characteristics. of innovations such as complexity, u)mpﬂllblllly

and relative advantage _nmkg- up the third grouping of factors which influ-

t3
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|

are viewed as a tumtlun of Lh.\n;,u prnu:sscs And Lhal ge prmcsses are

“viewed s being influenced by internal and external organizational factors

ac tcrlsmsot innovations. The influencing fagtors act as mediators
of both- processes and effects.

lmp lp..muns for practice ¢ manate from the generalizations and from
the basicjlogic undurLym;, the framework. The generalizdtions and infer-
ences spak for thum\lvus The basic logic of the framework suggests

that enery introduced ‘into a system, regardless of ity source, will be

‘mediatedjor influenced by system and nion- system factors. Over time the

mediatiot will produce an effect that deviates in some

~idealized state envisioned at the start of the intervention, There are so

many factors which enter into the picture at any ohe time that expecta-
tions for’ .uhu\m;, the desired cffeets without deviation are unrealistic.

.. This multitude of factors is not to suggest that program objectives are

degret from the

uscless, Rather, what.is being su;,;.,cstud is a broader range of understand- _

ing ta help explain why program cffects vary from organization to organi-

“zation and from one time period tofanother. By picturing change pro-

grams in terms of the three dimensions of processes, influences, and

effects an heuristic ptl‘spctll\lt‘ is pmvldcd to those responsible for ini-

~ tiating change programs.

~Implications for rescarch are tentered on  the need for a systematic
analysis of ‘empirical studies dualm;, with change in education, health,
and related people processing ifstitutions. The meta-analysis approach
suggested by Glass (1976) is one means for achieving a logical and empiri-

cal 5ynthus1s of findings. Such a syrthesis would lend itself to compara-
tive studies, modul building, and mlddlu-mn).,e theory dcvclopmcnt
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APPENDIX A

Measuring Implementation

Measuring where a particular innovation lies on the continuum from
nun-use to renewal s a critical methodological problem and challenge.

Measures of implementation tend to be unreliable, conflicting, or not,

subtle enovugh (David, [975; lrunsndc 1973). In addition, sulf-rcport mea-
sures for determining implemintation have been found to wonflict-with
observational measures (Behrman, 1975; Fullan and Pomfret, 1975).
Output measures such as test scores are sometimes used to index the
offect of an innovation. The scores of the innovative school are usually
compared to the scores of a control school, and frequently little difference
is found. The finding of no significant difference may be the case even
when the mmwam v school has implemented the inngvation. One reason

(Loucks, 1975; Smith, 1972). :

The measurement of change and innovation factors i is difficult and i
done properly, time consuming. Fullan and Pomfret (1975) have critically
reviewed studies of implementation and have concluded that (1) user
puwptwns aré not adequate measures of implementation, @) qucstmn-

naires for assessing degree of implementation are of doubtful validity, and

(3) principals’ knowledge of degree of implementation is of doubtful

value. They suggest careful observation of extent of lmplumcntatmn
rather than relying on uestionnaires. Hall (1975) also stressed this po;nt

“and has since developed u)mprchunslvc instruments to measure im-
* plementation. In addition, Fullan and Pomfret have identified tlgrcq
: characteristics of implementation that deserve study: structural, be-

havioral, and knowledge characteristics. Structural alterations correspond
to changes in formal arrangements and physical conditions. They are
easily defined and relatively straight-forward to measure. Behayioral
changes are difficult to measure, yet they form the base of lmplcmcnta-
tion. All key factors (including students) involved with the implementa-

“tion.of an innovation should have their rolos defined and relationships

between roies defined. Degree of knowledge about implementation fea-
,tures is the third implementation characteristic discussed by Fullan and
Pomfrct This u)rrusponds to knmvlcd;,,c of the ()P]LLNVL‘S,, content, and

. ' Y .
f . . -
. . . . .

for the lack of difference is that the control school may be performing
“similar activities as the innovative school; the only difference is that in one”
school it is a new activity and in the Other school it is a routine activity

-
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‘ phllosophy undurlying an innovation. Although acquisition of knmvlud;,c

is nQt a sufficient measure of implementation, it does pmvndc a broad
orientation for the behaviorally based measurenwnt of implementation.

Four levels of effects have been distinguished by Charters and Jones
(1975):. (1) varly intention .and commitment, (2) changes in the furmal
arrangemenits and physical conditions, (3) changes in role performance of
staff, and (4) changes in learning activitics in students. Figure 110 illus-
trates the four levels of program changye as duu.nbcd by Charters and
Jones.

4

FIGURL 110 -

FOUR LEVELS OF CHANGLE ' .
PR e . . PV e e . -
c ) » .
‘ Extrancous determinents
. R . . =
5
- Institutional Structural Role -~ Learning Stadent
vommitment content perfermance . activities outcomes
(staf) (students) i
lovel 4 ~ Criterion

Level | Level 3

Uhirfitended consequences
s TR

R

Reprinted hy prrmissu... ut thc puhlluhvr from W. W. (_harlurx ]r,..md l 1. ]nnu\ ‘On
Neglect of the Independent Variable in Program bkvaluation. In ). V. Baldridge and T. M.
Deal (Eds.), Mmmwnq Change in LdumtumulUr\mu-‘mum Berkeley, California: MeC utg han,

: 19"'5 + 1975 by McCutchan Publishing Company.

.
.

. Toevaluate the effetiveness of implementation efforts by measuring
student outcome is to assume: that the four levels of change have been
successfully achieved. This is seldom the case. In addition, measuring
student behavior also assumes that the change being implemented makes
adifference in student putcames. In other words, the effectiveness.of .the
_change itself and the effectiveness of the implementation” process are two
"separate questions. lmplumuntatmn may be successful but the change
unsuccessful. However, it is more likely that implementation is partially
-carried’ out, and concomitantly the change is partially successful. One
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way of meagdring implementation involves determining the estent to
which the fdur levels of change have been achieved,

Some examples from various studies illustrate the pitfalls and dif-
ficyltics involved with measuring implementation and associated depen-
dent variables. A study set out to measure teacher acceptance of a aricty
of innovations in relation tu a typology of innovation attributes. Accep-
tante,. the dependent variable, was measured according to one question-
naire.item: dugree of expericnce the rcqnmdunt had with the innoyatign.
The prublem with this .\ppmnch is that prior use, i.c., c\pcrwmu does
nat -ncwssanly mean cognitive au.cpmnu.- conversely, cognitive aceep-
Jance does not necessarily mean prior use. Perhaps a mdre dirget ap-
proach for determining the reaction of teachers to an innovation would be
to construct an index based on the attributes of the infovation. High

compatibility and relative advantage on one hahd and low J.umpluutv on
the other are likely to be a basis for high acceptance, &

A second éxample stems from an attempt to |dcnt|fy iinovative
teachers. In this case, principals were asked to identify innovative and
traditional teachers so that their receptivity toward change could be com-

pared. There was no difference between the two on the receptivity scale, .

This result was probably due to the prcdlsposltmn of the principal to
identify traditional teachers as innovative,. i.e., teachePs who represent
stability, reliaRility, and who cause little trouble. An alternative approach
for identifying innovative teachers would beto interview students using a

" check list of behaviors mnsldcrud innovative — individualizing instiuc- *

tion,, for example. "

A third study illustrates the difficulty with' measuring' implementa-
tion using, qucstlunnmru items. In a school district teachers, prineipals, a

. project.directo?, d federal program manager, and the superintendent, all
of whom were inwlved in change programs, responded to a question- .

naire. There was little agreement among respondent groups for the items
usedto measure implementation. These items were: (1) percent of project
goals achieved, (2) extent of change in behavior, (3) extent to which the
project has l:xen implemented as planned, and (4) degree to which the
project was difficult to carry out. However, these items show there was

~ concern by, the researchers for: developing an accurato measure of the

degree implementation’ based on changes in behavior and, goals. -

"To ask’ a respondent to-reflect objectively upon the dcgreu to which
his or her behavior has changed due to an innovation ar to ask the projeet
manager to assess the pereent of g,,oals achieved expects too much objec-
tivity and reflection by those” emotionally, behaviorally and politically
involved with the change. An alternative approach might involve obser-

" vation check” hst,s cxprcsslv tailoréd for the chahge. The rusults of the
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observation could be used !n validate quéstionnaire items, and this was -

one of the recommendations Tor measuring’ lmplcmcnmtmn put forth by '

"Fullan and Pomfret (1975). ‘ ‘
In summary, |mplcmonmnnn and associated dependent variables.are o

difficult to measure, Faith in questionnaire items for measuring im- -

ph.-muntatmn is unfounded and unfortunately widespread, Cestainly,
careful observation of implementation is called for because of the com- ‘

- plexity of the change process,
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" Studies of Post-Seé't;}ldary ,E~ddéatio'n-

~, ~
Lad ’

Empirical rescarch has been mrned outon d1a<emmahon and change

-o.in post -secondary institutions, and by and large the differences, between
. " elementary, secondary, and pust-sccondary levels are a matter of dc;,rcc
" rather than’ fundamental differences. A number ofe\ample:, support this -
“view: _ .

Central, admmlstmtmn directives stipulating adoption and nnplemun-

tation of new curricular pracices were not followed in two mmmumty
- colleges and two vocational education centers; the staff gave lip service to
" the new curriculum; but they did not implement it (Davis, 1976). The lacl
- of staff participation in the decision to adopt the new curriculuny was ong

réason for its failure, and lack of staff participation’is a common themi

“throughout studies of chan;,c regardless of institutional level.

The effects of dissemination programs on faculty does differ some-

what between post- wcondary and lower institutional levels. For example,

awareness of new curricula may be effectively achieved through a print
_mode.of communication. In one instance journal articles were saceessful,

. and.in another instance a brochure was successful (Kmernuy 1975; Rogurs

et al., 1975).- However, face-te- face contact and two- -way communication

* are also important. At two community colleges opinion: lcaders relied

upon colleagues forawareness information and conferences and journals
for- evaluative- information (Brown, .1974). Avlthou;,h staff- at the - post-

secondary level may rely upon print media-more often than their coun-
terparts at lower institutional levels, nevertheless, ‘they place ¢ onsldcrablc

emphasis on face-to-face contact-at the later critical stages of change, viz.,

~".adoption and 1mplemcmatmn
-7 The unc\ntatmn of post-secondary f.uultv appmrs to be similar to that

of lowe.-r inStjitutional levels. A major change in curriculum at a school of .
nursing révealed that staff were primarily.concerned with personal issues
‘and changes instheir own instructional methods. Concern with the school

. -as'a whole, its standards, or drive for® ifnprovement was minimal
~ (Knopke, 1975). The autonomy of faculty on vne hand and the. lack of ~

mterdcptndcnw on the other results in gn individualistic orientation. In
addition; “disciplirnary orientation 7. v 2ils at many post- suu)ndary institu-

“. tions i.e., status, rc\vards, and ide riification w|th one’s discipline and'
assocmted pu.,rs a
e

. '\_" _' )
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The lack of an organlmtmnal orientation is slmllar among, institu-
tional leveis, but there is a difference across thélevels. The lower the level,
‘the greater thc orientation on student welfare, with rewards emanating.
fram students. The higher the level, the greater the uncn!a!mn on the
dxsuplme with rewards ‘emanatimg from-peers. :

Leadership is-a critical fagtor mﬂucnun;_, Lhan,_,c at_the clcmcntary’-
and post-secondary levels.- A comparative study of dcpartmcn! chair-’
persons at a major university also revealed that leadership was an impor-
tarit factor. Innovative departments. tendéd to have chairpersons who -
‘were able.to influence political events, were mpablv of obtaining outside
funds, and coped well under pressure. In contrast, chairpersoné from low
innovative departments reported major differences of opinion between
thcmsclvc and colleagues and avoided people and responsibilities in
-order to .wmd prcssurc (Davis, 1975). The rolc of dcpartmcnt Lhalrpc. r-
sons in regard to change is centered on supportm,_, and fauhtatm;., rather
. than on initiating and implementing,. The role ofthe Lhmrpc. rson in post-

secondary institutions is ~<omewhat analogous to the principal in elemen- - -

“tary and’sec ondary institutions: Both can support and facilitate change.
The impact of pes rsonality characteristics on receptivity toward change has

been investigated at the pust- secondary level in a study at a major univer-

. sity. The status of university personnel found was to be.related to receptiv- -
‘ ity rather than to their personality. High status respondents reported: high
resistance to Lhdn)_,t‘ and conversely, lower status respondents tended to
be more receptive. In addition, the level of risk associated with a change .
was related to the status of respondents and their receplivity or resistance.
High. status and perceptions of high risk went hand in hand as did low
status and perceptions o- fow risk (Kazlow, 1976). In other ‘words, the'”
higher the formal statas of respondents, then the greater the perceived
risks due to change. '1 he greater the risk, thcn the: grcn!cr the resistance to
change. "
"~ Studies of clcmcn!ar} und scmndarv institutions revealed that mis-
perceptions. and misunderstandings within and between organizational
units lead to erustmuon conflict, and poor coordination. Misperceptions -
. . .~and lackof agreement.may also result in resistance to change. A study of .
o thier dlﬁusmn of innovations from their sousct to their intended users
illustrates a similar.re lationship for post-sccondary. institutions. Innova-
tions devcl()pq_d by a national center supported with federal funds were
" diffused to systems:at the post-secondary level. A study of the percep-
* tions of the-intended users of the innovations and the developers dis-
. agreedabout the characteristics of the mnnvntmm e.8., their complexity,
Lompatxblhtyf’cfﬂucng) utility, trialability, pruhmmar) usg without com-
mitment to implement, and visibility (Evans, 1973). These differences re-
: 5ulted in mlsundcrsmndmp frus(mtum.s, and. law’ lewels of adoption,’
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The misperceptions “between the developer organization and the user
. organizations resulted in user resistance to adoption. The user organiza-
" tions probably inferred that the developer was unaware of local needs and
. concerns because of their inaccurate characterization of their products. In
.. other words, if on one hand the developer claims that a.particular innova-

tion is Lompahblu with the user system, is éfficient, and has low complex-

“ity, and on the other hand the user ¢laims the opposite characteristics,

then the user is likely to-conclude that the dcvulupu is unaware of the
user s problems and/or Lhdl’ﬂttt‘l‘l\tlLs :
Thu studivs cited here sll},H:st that the diffe rcnu.-s between L‘lt‘mt‘n'

tary . and secondary levels on the one hand and post-secondary levels on -

the other are a matter of degree. Basic issues and problems appear to be
shared by all levels: need for participation, need for nualtiple modes of

-dissemination, need for an organizational orientation, need for strong

leadership, need for less risk associated with changefand ‘need for per-
ceptual agreement between groups involved with change. Although dif-

ferences between institutional lovels may be a matter of degree, in at least.

two. instances the degree of Jdifference is great. Faculty autonomy-and
power are much greater at the post-sccondary level. Decisions” over
course content can be made independently in contrast to the narrow

©latitude of decision makKing associated with clementary and secondary™

teachers. The strong addition of academic freedom at the post-secondary

Jevel supports the practice of faculty control over courses. Also, univer-
“sities. are unlikely to consider -institution-wide innovations, - whereas ™
- school dlstmts frequently do. A counterpart to the autonomy and power,

of the central admlnlstratmn in- a school district is missing at the post-
secondary level. Their puwer is diffuse, and consequently initiation of

institution-wide Lhanbu is limited. The pust secondary  level may be.
- characterized by individual faculty as the primary unit for adopting inno-
-vations. And the innovations at the post-secondary level' may be charac-

tL‘l‘l/Ld as course specific, in contrast to innovations requiring

_institution-wide support and involvement. The empirical studics of

change at the post- -secondary level are too few from which to generalize.
Nevertheless, the suggestion that the differences between the institu-
tional levels are not a matter of kind but rather-of degree provides a
jumping Jff -point for future stud) and comparisons.

Post-secondary institutions have many of the same characteristics as
their elementary’and secondary counterparts. The tu:.hnulugy is mostly:

arge group instruction carried out mdcpo.nduntly goals are diffuse and

vague, vulnerability te oatside criticism is high, and indices of Cffici iency

- and effectiveness lack concensus and aceeptance. That many of the same -

kinds of problems hinder change at-the post-secondary level should,
thcrcforu' cuome -as RY surpnsu
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LGkzng Agents and the
~Sources and Uses .
of Kn_qwledge |

Jack Culbertson - e

&

: ,/imkm;, agents and agenuus have as one of their central concerns the

sources and uses s of knowledge. This chapter delineates the wide range of
resources drawn upon by linkers, describes important know ledge uses,
and shows their complementarity.

. Based on a national perspective of the corpplex American educational |
system, the chapter focuses on the sources and uses of knowledge within

-that system. Through an examination of these variables, pgrhaps some of

the excesses of faddism in the area of change processes and of the'in-
adequacies in linking roles which are not kndwledge-baséd will be made
more evident. In a period when there is a growing press for dissemination

" and Fpplication, a focus.upon multiple knowledge uses can also remind
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“'us that differing knowledge users, both invthe short-term and long-term,’

are highly dependent upon vne another add, in turn, upon"the continuing
generation and flow of'new concepts, generzlizations and fmdmgs
Varied uses of knowledge imply varied forms; consequently, no for-

mal or encompassing definition of knowledge will be offerediat this point.
'Rather, the strategy will be to clarify these various forms thhm the con- -

text of the dlfferent uses of knowledge described’ below. - .
At this point some_of the hmltatmns mherent in the categories of

N
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knewledge' utilization efaborated need to be identified. First, the
Cate gories are not. presumed to be totally comprehensive; rather, they
constitute knowledge uses which the writer deers as highly critical: Un-,
dotibtedly, additional uses coald be postulated, and certainly oth{’r sub-

_ ases could be formulated. Secondly, as with other categories of human’
behavior, the different uses are not totally discrete. A reading of the

O descriptions will show not only their close interrelatedness and-inter-

. dependency but also spme overlapping_ features in the categories ‘de-
veloped. A 'third limitation stems from the relatively small amount of
sresearch available on knowledge uses in educa/tion. Since atudies which -
are available on the general subject of knowledge utilization come largely -

“ from the more established sciences, there is no guarantee that the results
of these studies. apply precisely to the, field of:-edugation.! Fourth, since .
education is a developing rather than a developed field, the division of -
~ labpr implied in the description of different usérs is prohably more
marked than actually exists in practice. Stated in another way, the number.
of indiyiduals specializing in a single use of knowledge is extremely lim-
ited. Finally, some of the dimenpions of knowledge use are described.and
illustrated from the perspective of cducational administration. As the
v categories of knowledge use are assumed to be generic ones, ene could ©
have used a different field. for illustrations — curriculum or educational,
psychology, for example, . ,
While the categories have limitations, they also can be used .bene-

. ~ ficially. First, they can provi ejconcepts for use in the design of training |

* . “and support systems for various knowledge users, including' linking .

‘ agents directly concerned with improving ‘educational practice. Second,

. they can provide a basis for assessing current knewledge utilization ef-
forts and for identifying priorities deserving special funding. Lastly, they
can stimulate study directed at the attainment ‘of a. more refined system

 for classifying knowledge uses. - _

Knowledge uses will be discussed from various perspccli'vcs: the
outcomes produced by the uses, the distinctive features of uses and out-
comes, illustrative types and sources of knowledge used to produce dif-

__ferent vutcomws, key characteristics of different users of knowledge, and
the settings in which users work. - " ‘ o ot

5 -
“

e . \

P 1For a pioneering review and synthesis of knowledge utilization from the perspective of

‘ differént fields, sce Ronald Havelock, Plariing for Innovations Through . Dissemination and

. Utitization of Knowledge. Ann Arbor, Michigan: Institute for Social B wawch, Center for-
Research on {hilization of Scientific Knowledge, 1969. '
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differing, uses of knowledge. .

Using Knowledge to Create New Knowiedge Lo

2

Research is the pmu s used to create new knowledge.? Twd major
classes of research are postulated: conclusion-oriented and pulicy-.
nnentud 3 uaLh of which has significance for linking agents.

[y

Conclusion-Oriented or Basic Research+ : .

Conclusion-oriented  research i< -designed to advance frantiers . of
knowledge, and iriquiry of this type i« represented in valid descriptions

~ and explanations of the interrelations”..ps. between and 1nic g variables

inherent in or impinging upon a given_field of stud: 1e «S0s for

: example those studying the ecoromics of e:fucation t ted in new

ways relationships between investmonts in education an - .urns to soci-

- ety. Psychologists, during the same peviod, shed new Fent on the rela-

tionships between carlv chitd* vod lezinings and futuje ~ducational
. ) N - " L '
achievements.
Basic researchers who are likeiy to reside in rescarch and “evelop-

ment centers, university departments, or institutes &+ motivated largcly

by curiosity and by the cha! lenge of discoveritg new: relatiowiships .

through data-based ingrury. The results of thei, WoIk ¢ nostimulare new

: mqunry by uther basic rescar “hers and cuh lead to more ughly developed

or even new theories."Qver o, results also can have 4 & Jjor influence
on-the directions of policy, practice, or new developments. Findings on

3Ihv dlsLussmn immediately follov un, draws upon: umwpts Mrernea in Jack Culs
bertson, “Specialized G areer Patterns an't C tent Selectbon.” Sen Jar ,\( ulberison, ¢eal.,
Soctal Science Content for Prepuring Educations {eaders, Columbus. Ohio: Lharlus F. Merrill

Publishing, Company, 1973, pp. 327-355.

*Amony; the scholars who bavesproposec wo distinet tvpes ot n search ure Lee J. Cron-
bach and Patrick Suppes. Se theirbook, #evar. 2T rroe™ 8¢ onls. New York: MeMii--

lan Corpany, 1969,

, . . L . ' ser ' . y P
*The terms “basic research”™ and “conclusion-onente 2 ros arch . @re used interchangeabiy
in this chapter. C :

Te
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Schuma I pinpoints the shorter and lum,m range outcomes of the




T 4 (
o SCHEMAL R
KNO VHDGL USFS ANU(ONbLQUl N(LH IN LDU( H(I\ | .
: jb,..,,..., S e ey L PP
| Gvncrdl‘Uwsof_ Sllhlwwl Lahurl lvnn Uulmmva Lnn},vn R;llwv'\ulmlms %
 Knowldge: l\nowlvd},v | . |
~ ToCreate Now Umalmmnlvwanh Viid dwnpuum nl v\plan.lllnnwruiuulllnn M bodies of hnonvledye,
Knowledye o luadmhlp relae phvnnnwna | '
|  Diliy Research | Gtz about oy g why dt i educational policis and/or
' educationy| progrims work .mdlhqdvgrvv My '

o Whth they are vffective,

-u-mm.l.

"To vaelt»p N ( unu'pt Ui

Syntheses — Synlheses OF oy dwlplmu

Resnh ndm@,s ndy ;,cnv aliation
utgnized in relation to keadership
ub;mtwcs functions, problems, isse ur
other dsputsuf practlu‘ | “

Mactice-Rely
S}'nthwa

T Attam Now l’rudmt Dculupnu

New matenils, (L'Lhﬂt)]t)},lt‘& s} e o
Developments

PIOKCsSLS uf xpcufu use o lvadcrs

s Development
improving education or s keadership or
buth uf tht'

o e

N y nr;,nnm'd s of l\nmvlvd;,u wihin
rvwanh and for Preparing ‘»&hular\

Ratonal decsin makm;, q&d tmmm;,

mpmvm;, vxlstm;, pru;,mma
Futurv urwntcd and untestcd al(urnatwvs fnr

[]
o] bases for advancing conclusion

bascs for ladors,

’
)

N aptions forleaders inerested in

T Y S P——

{

New options for leaders et i

insttuting new policies or programs,
' [

To Achiowe New  Improved Policies Ani increase in h l]Ud|ll} or quanmy It pmbmm

orimprived - and [rugrams oulcomes or  relatve decreasen the |
Practice } resources used g prnduw slmllnr ouomes.
Newly Indttated (. hnn;,cd ubmtwcs or e pm;,mms

Poliies or Prwams

. To lmprove N jub-‘rolnlcd lmmin‘gs furcurn'ntly ~

ln Service [’ru;,mms

™ ,_.-.|.- e P g o

Training o functioning leaders,
"+ Programs . | |
P Hcr\ iy I’rn),mms u\u\\ lcamm;,s for pcrsunnu mpmn;, tn il
| or more admnced lcadurshlp posmuns

Y e S ——

i

Improved or more effcently delivered
education to the clents of schools,

g

More prumlsm;, b o mpmvm,, o
delivering udumtum lo the {hunts of sahuol«

More effcive and wmpuunl boh.wmr o the

B et

part of slected leadurs currently serving in
| admmnslmtwu po\ts |

T afpamoudy jJo s35M) pue sasunog

R

More v an u)mpt o whavmr among
those aspiring lo leadership posls,

' | “ ' m

b b g § o



O

ERIC

Aruitoxt provided by Eic:

78 . ’d("k('lln\‘-ﬂ\‘ﬁn ’

. 4 t
the rblationship  oetween carly learnings and later academic achieve-
merts in the Mods provided one source of support for carly childhood
programs. Howeser, the most immediate and, direct impact of basic re-
svarch tends to be on the dxsuphnu or body of coneepts from which the
research evolved, ', e
Major sourees of knowledge used by basic rescarchers studying cdu-

cational adnpinistration are the modes of inquiry and concepls of social -

wience dw.lplm(- History, social psychology, sociology, economics,
.mthrnpnlnu and political scienee all have tested concepts and methods
which can be used to’study ¢ducational administration. Thus, pertinent
basic research has been done by scholars trained jn disciplines., Theories

¢ of human motivation, leadership, conflict, informal organization or other

A

leadership-rolated  phenomena, in other words, have evolved frnm this
basis. More-recently-prepared  professors’in education have had betwer
np;\)rtm\itius‘ to acquire and use knowledpe from one or more social
science” disciplines, and an increasing number of those professors are
prnd ucing basic research, : - ‘
With the very ~ubstantial ambivuity confronted by basic reseuw ners,
the procedures outlined for dealing with problem definition, h)’P()thL‘SIS
or question development, research design, and data acquisition and

. analysis in textbooks on research tend to be oversimplified. In most in-

stances the discovery of new knowledge, in other words,”involves ex-
‘tended scarch, many false starts, and long peridds of consaious: thinking,

Baswe research is typically thu product of individual effort, and fellow.

researchers,are the major sourees bnth of psychological support and of

quality assurance.
Instead of cnmmpu\smg a \ndc range of \'armblus as lundcrs do in

“decision=making situations, basic, researchers commonly ‘focus their in-

quiry on a limited number of car:fully defined variables. Even a few

variables such as leadership Qr power structure can puide a lifetime of

search for knowledge, and basic researchers, as a rule, are not concerned
about How their findings will impact on practice. ® '
The-key linking agencies for basic researchers in the - o) scivnces
are-such. national pratessional associations as the A ar. s logica
Assaciation and the American Political Science Association, © L orwk ¢
contain sub-grroups interested in the sociology of educatio v the b

“*There is evidence from the scientific community more generally that the noast impostant
discoveries are made by researe hers whin they are in their twenties and thirties (Lehmon,

1953). The “apacrty to identify and pursue liew questions in highly fruitful ways. in other
words, K.y resides i those with fresh and flexible perspectives. Thus, seasoning and

experience, which seem to be a requirement for effective fdministration, do not necessa rlly
vnhance the basic rescarcher’s capability. Loy scasoning within a context of prnctlru 5
likely in fact to be antithetival to the achien 'umcnt of major discoveries

8 LR | .

v
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i

tics of education. The officers, staff and informal leaders of these associa-
tions play important roles in the diffusion of knowledge by sponsoring
annua! ronferences and protessionaljournals which report basic research,

Some universitics have taken the lead in disseminating basic research as

~witness, for example, The American Jowrnal of Soc mlu\'t/ published at the

Umvcrslry of Chicago. _
Professors of educational administration un;,n;,,cd in dlsuplmc -based
reseatch fréquently join relevant social science associations. Other i impes-

~tant and relevant linking agencies are The University Council for Educa-

tional Administration (UCEA) which sptmsurs the Educational” Administra-

Hon Quarterly, the National Conference of Professors of Educational

Administration (NCPLEA), and Dwnsmn A of the American Educational
Research Association. .

Basic researchers, then, link with fellow rescarchers t hiough national.

assoeiations and their systems for disseminating knowledge. However, at
times they may be called tpon ta present their knowledge to policy mak-

ersat the state, local or federal levels, and in addition, they may be asked
to’ prebent their rescarch findings at meetings sponsurud by other local or
- regional professional associations. i1 the main, the major task of translat-

ing basic knowledge mtn pr.utlw is left to know lcd;,,c users othcr than

- Policy Research

A\

Policy research focuses upon the yesults of chosen courses of organi- o

zational action®: Courses of action can reflect cither changes'in policy or
efforts to implement established policy efficiently and effectively. By pro-
viding a better understanding, of the degree to which and manner in
which given courses of action work, policy research can provide useful

. feedback to policy makers. ldcaily this form of research should provide
-‘policy makers continuing bases for changing and ad: 1pt|n;,, policies as thu

latter are studicd and expressed in courses of action.
Philosophers, for along time, have maintained that the political pro-

_cess from which- pohcy is developed should be conceived and conducted

was'an e\pgnmcnt 7Joln Dewey argued that the scientific method could be

"For aft insightfal discussion ot 'mh«v research see l.\mu\ Coleman. Policy Rnuln hoin the
Sneml ‘nn mu Morristown. N J. Ge nvml Learning l’n N l‘)?”’

"For-a mmparlsm of the views of two philosuphers on the sub]u'u 506 l.m rency
"Haworth, “The F.perimhental S0cie ty. Degwey and Jordan.™ Lthics, Vol 1L.XXI1, Np..1, Oc-
tober, 1960, pp. 27-40.. )

Ly
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brought to bear on “experimentation” in policy and improve the process,
In addition, he beticved that the.approach could help resolve, ovdr time, a
fundamental problem: Through the use of research on social experiments,
Dewey believed  the extremes ot regimentation and ticense could h('
avoided.

While - ‘the concept of policy sludu-s has been dstablished for some
time, it has notbeen casy to implement.® During the last decade there has
been growing interest on the part of the public and its elected representa-
tives in the idea. Legislation has emphasized the pole of policy studies in
aswssmh the efficacy of newly initiated programs. For example, thereis a

range of current studies to uvaluntc litle 1 programs of the Llementary
“and Secondary Education Act and, in turn, to help legislators make dedi-

sions concerning the continuance, expansion, . curtailment, or len;.,c in
Title T programy,. [’ohu studivs are also encouraged more generally by
the so-called accountability movement which presses school leaders and
scholars to depict more clearly what the schools are doing and how well

At this pomnt, some ;;cm-ml contrasts between basic ghd policy re-
scarch may be helpful in further defining the latter condept.” Basic re-
~scarch l.s.mnu:rm «Jd more, with the development and testing of theories,
while policy researcti s oriented more, taction. Therefore, the major
immediate audience for policy ruscanh is decision m kers; the najor
immediate audicnce for basic rescarch is scholars. Basic research tends to
originate in disciplines and to Lo ted back into discipline:  On the other

hand, policy resear © has its nn;_,ms in action, and its results are fed back
into action. Thus, basic research seeks princip [y to modify bodies uf
knowledge, policy rescarch secks principally to modify polu)

©0 Colenan has_wdentified a number of “world-of-action” properties
which help to define’ and. clarify policy research (1972:3-4). First, since
decisions must be taken ot fixed time points. poticy reseach must be
keyed to these points. More comprehensive or new nndmy.,s/dcvclupgd
aftér decision” points are reached are not helpful. Generalizations, cven |
when limited in scope, can be helptul when: provided on time. Second,

languaye and concepts used in the worid e agtion are different from those

used in diciplines (Coleman, 1972:5). The language of the practitioner, for
example. differs from the language of the researcher: The former tends to?

O n

AEOr a disctievion ot the reasons sohy the concept is difficalt to implement, see Donald T
Campbell, Betormes as Eyxpenments  Anperan Pagchologest, Volo 24 N4, April 1969, pp.
i . L4 N

SA-12. . B

T he dise ussion to follow will focus Linmiy upon research directed at new programs rother
than on the more effective. or ettinent administration of existing programs. The same,”
concepts. however, can be apphied, 1t s assened, to the study of umstm;., programs.

\
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be popular in tone, and the latter to be technical. The Linjuage of basic
researchers is oriented toward inquiry and has no concern tor ,\ctinn, but
for educational leaders the converse is more aften true.

A third property identified by Coleman is that the world of action
involves “interests, control of resources, and contlict,” Conflict and con-
trol retlect differing values which impact upon groups differently. Certain
findings may add to the power of certain groups and simultaneously
diminish. the power of others.” This property has implications for the
commissioning of policy studies, the definition of policy problems, the
design of policy research, and the translation of findings mto thc world of
action, Co o
The concepts and methods of inquiry available to policy rescarchers
are neither as well developed nor as tested as those available to basic
rescarchers, for not only is policy research a much more recent phenome-
non than basic researgh but also the rewards for university protessors

continue to favor basic rescarch. 1t is also true that.in such areas as school

‘finance, policy studies-have been conducted for a number of decades. For
example, the studies of the impact of state-foundation support. programs
at various periods in the last four decades have led to Lhanhcs in state
financing patterns.

Since evalyation rescarch focuses upon studylm1 the outcomes of
New prograir « or courses of action, it represents one approach to policy
rescarch. Stunulated by the growth in federally funded edueation pro-
grams, a variety of conceptualizations for guiding evaluation rcscan.h has
emerged. Different approaches arefound in the obju.tlvos -based, the
instructional research, cumpnsltc goal-tree, nnahemcnt -decision,
transactional ond adversary models of evafuation.'?

During the last decade there also_has been considerable ;,rowth in

university centers concerned with p()ll( y studics in education, Although
these centers have not focused on studying the outcomes of programs as
consistently as have.evaluation centers, they have nddcd to the number of
policy studies available. " Ttis also significant that seéveral departments of

educational administration have condacted ll:«t.‘fl//dnd systematic studies

i e - J

WEG, a href dese npllun of lhvw mudels plus referentes tﬂ'u rbing thulr orginal formula-
“tions, see Derer Taylor, “Feeay, Meeny, Miney, Meauy; /Alternative Evaluatiot Models.™
The North Centrac Sssoctittion )uurh rly. Vol. 30, Nu. 4, &prm),, 1976, pp. ! 353-538. Fora more
thorough treatment of pvaluation see Marcia Guttentd £ and Elmier Struening, (Eds.), Hund
hnvk nf Evaluation: R earch. Beverly Hills, California: Sage Publication, 1975,

"Many of the centers encompass under policy \/fdh s inquiry directed at gencrating, and

assessing alternative courees of actiogepot yet jtiplemented. This type of inguiry, v hich
contrasts sharply with research directed at sm/dym;., the impact Of programs alread 7 im-
plemented, is dnxusscd later in this p.npu under “Using Knowledge to Attam New De-
vclopmcnts " - S
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of management poligys by ué xm,,u;x ratfons researclymodels to simulate

defined courses ot action. / / .
) Embedded in approg wa to polify slndws Aist poted are” varying

assumptions about the ¢
mqmry stuphm- lmsvé liry, with the ewep-
their original expres-
sions: In addltum thosu i/ social sciiee or otfer d \partments who would
pcrfurm policy sluuhvs must dml with coptlictyd between th - values of

thu:»c in universitjes 13 "that ull résearch ndil s should be public; how-
ever, this value can casily clash wi;h thyse l)ld in decision arenas where
rol of information aye inyportant. For this and other
reasons, Coleman argues that indepeyident/research organizations are bet-
tér-equipped than are universities tf carry uul‘puln.y research (1972:15).
The motivation of policy resedrchers is to.understand what works
and why, giyen specified policies/and defined courses ofsaction. These
researchers fave- -special dinks bofh to responsible policy makers and to
other groups atbected by policy. /The results of this type of research not
only can help modify puln.y byit alsv van provide content for training,
Thus, policy researchers play a/unique role in bridging the world of ideas

scientific fas well as comples political 1ssues / o .

' Although many nationa professional associafions provide forums for
the diss¢mination of policy résearch, currently thx ere are no formally estab-
ch specialize in d'.‘.s‘crhinating.vI such studivs.
Since § growing amount ¢f policy rcsun;h/'is performed by non-profit

and the \/urid of action, and j1 the process, lhcy mrust confront difficult |

al and individually initiated
coramtinication between find among persénnel in these agencies.

The wntten results of policy studic?{g,cncrally are disseminated in the
form jof technical. reports. Because thé studivs are frequently done for
governmental agencies, fhe latter oftéA play an important role in distribut- /
ing them. In some cases the major findings of reports are disseminated in'
media especially duesigned to serv prmlllmncrﬂ in school systems such P
in guch journals as the Phi Delta uppan or in more specialized publications
like Integration, : /

In summary, policy rcw n.hcrs link closely with decision makcrs in
defining research, cunduul g research, and interpreting the results., Ihcy
re more likely to link + /ith other pulicy rescarchers than withy lhme
pursuing basic research Ahe products they produee, if eifective, dre use-
ful to decision makers fiterested in changing policy or practice or both:

‘Data on selected fatures of basic and policytresearch are sumnmarized
in'Schema 1L : '

i
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USING KNOWLEDGE TO | N
ACHIEVE NEW SYNTHEéEs

As research studies ace umul.m, their findings and conclusions tcnd
to by used tor purposes ot consolidation or synthiesis, Two general classes
of synthesis are postulated: concept-orientéd and practice-re .um)
Further clarification of these two types follows.

Concept-Oriented Synthesis ,/ . i

i

Those pursuing concept-oriented %y}‘itht-si; seek to produce newly
organized bodics of knowledge which reflect a re-ordering of concepts
and research findings about selected aspocts of education arganizations or
leadership. Ralph Stogdill's publication on leadership is one example of
such a synthesis (1948:35-71). In contrast to the basic researcher who

gathers data through new studies and engages in the primary or second-
“ary analyses of the data. the synthesizer uses existing studies as major
data bases.!? Synthesizers may use existing studies to conduct “meta-
analysis,” a form of inquiry which Gene Glass has described as “the
statistical analysis of a large collection of analysis results’from individual
stddlus for the purposes of integrating the findings” (1976:3).

When cffective, concept-oriented synthesis amasses and gives new
meanings to existing knowledge, and such synthesis may be within the
framework of a discipline, for example, the politics of education, or it may

o

e transéend ‘disciplines as in the case g)t Stogdill’s work vn leadership refer-
“&- o red to above. ; P

The concept-oriented synthusuur is. much more concerned wnth ad-
vancing knowledge and understanding than. with advancing practice;
consequently, concept-oriented synthesizers tend to serve more the needs
of scholars in universities than leaders in practice settings. Their products

© can raise new research questions or point new directions for inquiry. At
best, they can achieve new paradigms which will markedly reshape in-
quiry in a field."* They also can provide.content for training, future re-

R
A\

R Y
12Basic risearchers alsg ¢ ngage in a kind of synthesis, Aowever, their purpose is more to
iderttify the “edpe” of knowledpe and tof formulate hypotheses to guide research rather,
than to Lumulalo more comprebensive bodies of knowledge. ki
!
B

NFor det mls see Thomas S, Kuhn, The Structio. of Scientific Revolution. thm;,n The Uni-
versity of Chicago Press. 19/()
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searchers and scholar practitioners, and oceasionally syntheses can be
used by dovelopers, practice-oriented synthesizess, and others concerned
with the use of knowledge in practive.

Major resources used by concept-oriented sy nthesizers are theorics,
coneepts, and research findings produced by basic researchers or by other
concept-oriented synthesizors, The first task is one of collection:

The written work of athers (whether or not formally pub-

lished) constitutes “raw” data for the integrator. In compiling the
'_initial list of jmaterigls to be read, the integrator makes use of

+ “éther biblivgraphics, réviews integrations in the specific areas of -

his [ her) concern, as well as the variety of more general sources

of information . . . . Further as any given report is read, the
constientious integrator will make it a point to track down any
references given in it that seem relevant to his [her] topic. After a
given period =it may be a long one — little in the way of “new”
references will be found. (Feldman, 1971:87). .

_ After pertinent studies are colletted, inquiry is concemed with the
definition, classification and re-ordering of findings to:achieve-generaliza-
tions. A major challenge, as Glass has demonstrated, is that of devising
ways of comparing diverse findings (1976:3-5); another is’the treatment of
studies with conflicting findings. 4 :

While synthesis entails integration, the process also. requires. the
ordering of knowledge within the. components which comprise the
wholesAn early step in ordering knowledge is the discovery and mastery
of scholarly works and fragmented bodies of knowledge, a process which

must precede that of integrating concepts and findings. In the process.of

achieving integration there is the challenge of identifying and claborating
those organizing principles which can give order to the knowledge mas-
tered > In contrast to the basic researchers who tend to concentrate inten-
sively upon a limited number uf yanables, the synthesizer may. concen-
trate, upon a wide range of variabies. ,

" Although there are other agencies where they function, the typical
work sctting of the coneept-oricnied synthesizer is the university.
Concept:oriented synthesis tends to require individual activity, but group
effort through some division of labor is not uncommon. Scholars in social

’

“For one treatment of this subject we Richard Laght and Paul Smith, " Accumulating
Evidence: Procedures for Resohv-fz Contradictions Among Diferont Research Studies.”

N
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«science departments play Ibadm;, roles.in synthusmm, knowledpe as do
selected professors of education.

Concept- -orieiited synthesizers have o hl),h degree of autonomy. As
with basic researchers, they typically do not require public Iv);utim.\tmn
for specific objectives they pursue. They require extended periods to pro-
duce, especially when the target is comprehensive synthesis, and their
work may go thmu;,h many revisions and may. be subject to varied cri-
tiques from other Scholars who help to control the quality of their work.
* Linking agencies which serve basic researchers also serve umwpt--
vriented. synthvsl/urs Included would be national professional associa-
tions serving social scientists and professors of education, the national
mectings of which promote exchapge as do pertinent journals — the Jour-’

“nal of Purwnuhl‘y and Social Psychology, the Administrative Science Quarterly
and the Lducational Administration Quarterly, among others, Major synthu-
ses, of course, make their way into monographs and books.

Since concept-uriented Nynthusm.‘rs are not concerned immediateiy
or primarily with practice, their linkage is ‘much morcito fellow scholars
and graduate students. However, some synthesizers may present new

“consolidations of concepts to practicing educators; in addition, other-

knowledge users will use the consolidations developed by avnthu.‘sllcrs to
influence education and’ leadership.

Practice-Related Synthesis

The major goal of practice-related synthesizers is to organize exist-
ing kqhuwledg,c in ways whi¢h will help educational leaders in their

. decision- makm;, roles, This goal is achieved by ordering or reordering

knowledge in relation to criteria outside “academic” dlsup]mcs as, for
example, goals or objectives pursued by leaders, functions they pu‘furm
-programs they seek to |mplumcnt pmblems or policy -issues they con-
front.. The typlcal textbook in education represents a practic -oriented
synthesis gnd is designed to produce meanings for practicing and pro-

. spective educational leaders.- Knowledge™in a textbook, on educational

administration, for example, might be organlled around such functions as

. staff »personne! administration, evalualion, resource management,

school-community relations, educational program improvement, and so
forth. Less mmprchi‘nslve syntheses can- be organized around such
specific topics as SLhUO' insurance, staff recruitment, implementing open

schools, among others. In other words, the topics and the concepts which ©

illuminate them have clear links with practice. \n contrast to concept-

"

0




O

ERIC

Aruitoxt provided by Eic:

oriented 5ynthus|7crs who use criteria internal to dlsuplmus 1o cumulate
knowledge, practice-oriented synthusvcrs use categorics designed to
help administrators and other professional personnel fink knowledge di-

rectly to decisions and actions, Their goal is much more to improve prac- -
-tice through the use-of u)nu.‘pts and information than it-is to point new

directions for inquiry. ‘
The sources used in practice- ununted synthesis are varied. As al-
ready noted, ideas and information from” concept-oricnted syntheses can

“be used even though a new framework for ordering these concepts is

required. The findings and gencralizations developed by policy-oriented

researchers are especially pertinent because thedlatter are concerned with

demonsgtrating how programs for which administrators are’ responsible
work. Certainly, the results of both product-oriented and idea-oriented

development:(see below) are pertinent, and specific studies conducted by -

basic researchers may at times be grist for practict-oriented syntheses.
Muodes of inquiry are perhaps not substantially different from those
used by concept-oriented synthesizers as definition, classification and

generalization are required. A key difference, however, is that value
judgments enter much more . clqarly into practice-oriented  svnthesis. |

Since generalizations seck to. describe or explain things. as thcy are in

~ concept-oriented synthesis, scholars can stay withinthe “is’ fmmuwurk ‘
but in practice-oriented synthcsns on the other hand, rclatmnshlps bc-.

tween actual and i'hal conditions are involved. In other words, thu
generaluatlons developed are dcbtg,nud to help leaders and organizations
make decisions which will move education toward more idealized states.

-Choices macle about objectives, problems.and other rubrics used in pro-
““ducing practice-oriented syntheses are shaped inevitably by the ideas or
values of synthesizers andior their clients. The practice-oriented synthe-

sizer, then, has an important role in identifying and clarifying values,
An early step in practice-oriented synthesis is the definition of ele-
ments which will serve as organizing links to pracnce and which will
require value clarification. These elements will vary-depgnding upon
whether educational or leadership objectives, functions, programs, pro-
cesses, issues, problems, or other phenomena are chosen for organizing

‘frameworks. The number of organizing elements will increase and value
_questions. will chnme more u)mplc X as more_¢ oy
+ are sought.. . . PR

rehensive syntheses

..gu“

_A range of or;,am/atlons perform hnkmg agent roles bearing upon.
practice- -related synthesis; especially important are national professional

associations. Serving administrators, for ex cample, are the American’
Association for School Administrators (AASA), the Natlonal Association -
for Elementary School Principals (NAESP), and the National Association -

97
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fprSecondar){ School Principals (NASSP). Other organizations with lafge

numbers of administrators as members also perform effective roles as, for
example, Phi Delta Kappa. Regional and state educational associations
also disseminate practice-related findings. .' ' ' '
. Many practice-related syntheses are published in periodicals spon--
sored by national associations serving particular groups of administrators -
as,. for example, the National Elementary School Principal. The ERIC.
Clearinghouse on Education Management at the University of Oregon, to
.take another example, publishes syntheses for educational leaders under

_such titlés as The Bussing Controversy, Vandalism Prevention, and Account-
ability and Testing. Practice-related syntheses also make their way into. . .

monographs, occasiomal papers,.and-more recently, into audio-cassettes.
The major or controlling judgments about the quality of syntheses are

~ " reridered by practitioners and, in some cases, by prospective practition-

ers. Consequently, presumed measures of effectiveness are often reflected
in the number of readers of given syntheses or the number of subscribers
to a specific journal which specializes in synthesis. ' :
Practice-related- synthesizers tend to be boundary-spanners much -
more than concept-oriented synthesizers. Many of them make oral pres- '

- entations to practitioners and write for prdctice-oriented; journals; they

also have links into literature published in the research community where
they obtain congg?jt's and findings to give meariing and shape to their
generalizations.>{f they are in a university community, they®link with
- prospective administrators in training situations. S

... ... As already implied, synthesizers may be found:in a variety ‘of set-

tings. Scholar-practitioners in school districts or other education agencies,

* may effectively serve as practice-oriented synthesizers; graduate studeénts
in training may also perform this role, as may developers in educational

laboratories gr research and development centers. Others performing the

" tule would include leaders in ‘school study councils, leagues of schools,

ERIC clearinghouses, and divisions of research in largé school systems.
Schema I11 presents summary information on practice-related and
cohcept-oriented ryntheses. ' '

 USING KNOWLEDGE TO ATTAIN
. NEW DEVELOPMENTS -

"« New developments in ,ec'iucatio:n dépend upon. the inventive use of
.knowledge. Two kinds of development are postulated in this part of the

<
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chapter: product deve lopment, through, whih spucific touls of gener, ral

use to educators are created, and idea development, through which pro-
jections of aew educational or leadership states are attained. Examples of
product development are instruments for assessing teacher performance,
computer programs to facilitate decision-making, guidelines for imple-
munhnp educational infiovations, programs and materia)s for use in train-
ing. Examples of idea developmerst would include pro;m.tlons of alterna-
tive educational futures, delincations 0b now or untested organizational

_arrangements, deseriptions of untried means for dealing with racial inte-

gration, and the like. Both product and-idd Jdevelopment pmwdc signifi-
cant mntunt for hnka;,u networks. -

Product Development . L

Most cx[,wrlun(c with product development has been gained in the
industrial sector where knowiledge frome the physical and biological sci-

" ences-has had major developmental uses, However, during the last few

decades experience with product development in education has increased

as federal funds-for the first time ‘have been allocated to educatidnal =

laboratories, rescarch;and development centers, nnd othcr organizations
to support developmental activities.

Product development involves the utilization of knowlud;,u to deslg,n
and create useful materials, technologies, systems, or processes of general
use to educational administrators. ¥ Hlustrations of products, would be,

. among others, Ernstspiel, a game designed tultunch communication skills

and understanding to school personnel, developed by Frank Thiemann at
the University of Oregon Research and Devglopment Center; computer-

based simulations of various types, including/ one dc\'ulopcd through the -
National idumtlnn Finance Project which jvas designed to assess the

impact on state school finance of different allocation formulae; and

guidelines for innovations such as those depeloped at the University of | '
Wisconsin Research and Development Center w hich are directed at im=

plementing the multi- unit school, s
As used in this paper, prndml deve Iopmunt is designed to be of use
not just to one school system but to many. Effective product duvclnpmunt

»
1

“Inr vne discussion of deve upmunt sie Rl' hdrd Schutz, “The Nature of Educational
Dévelopment” in the fournaf of Rescarch and Development in Liducation. Vol. 3, Winter, 1971,

" pp. 39-62, Alsu see Juhn K. Hemphill and Fred S, Rosenau, Educational Development: A New

. Admlmstratmn 19/2

Drsuphm' “fur Self-Renewal; Lu;,um l)rc;,un Center for the Advonwd btudv of l-dumtmnal
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~involves a process of invention where effective problem defining and
" problem solving are required. Problem defining often entails the use of

data from a range of school situations and may réquire both needs as-
sessment information and feasibility studies. However, data from real
situations are not always sufficient’ in and of themselves for effective
product development. In addition, the results of pertinent basic and deci-
sion research often need to be utilized as do relevant syntheses of knowl-
edge. Put differently, productdcvclopmcnt involves the bringing together
of problem definitions and basic or apphcd knowledge in new ways.

When product devclo'»mcnt is cffective, it is-a means pur nullunu’ for’

bridging the so-called ”thcury practice” gap.
In ‘contrast to basic research, product dcvclopmcnt nfton I‘qulll‘L‘

" team efforts, and dozer ns of individuals may be involved in product de-

velopment projects. For example, more than 185 professors from more
than 45 universitics were mvulvcd in the development of the several

UCEA Monroe City School System simulations, and scores of adminis-
trators and teachers provided data and suggestions during the develop- |
mental process. ' . S ‘

There are widely recognized prublcms of quality control in product
“development ‘and’ use. Although 3 process of objective evaluation of
" products under conditions of use is highly desirable before distribution,

the informed judgments of actual or potential users tend to be the major

: contmllcrb of quality. These informed judgments can be rendéred at vari-

ous points —at the time when a prototype is completed, during the initial

! dissemination stages, or after distribution. and use. The substantial ex-

pense required by systematic evaluation and the difficulties often encoun-

tered in obtaining valid data‘about product impact have led to the increds-.

ing reliance on informed judgments. : :
Natlonally reco;,mzed linking agents specializing in transmlttmg,

- educationial products to administrators are limited in number, Pubhshers :

and other companies in the private_sector have tradltlonally performed
key distribution rolés through mass production. and .marketing
techniques, especially in terms of books and other writfen materials. More
recently, non-profit organizations, including federally supported labs and
centers, have played an increasingly |mportant role in dlstnbutlon For

- products not handled by published companies there are many decen-
_ tralized efforts; consequently, product developers themselves often play

key linking roles as the outcomes of their work represent very specific

. uses of knowledge which can be more easily communicated than abstract

: "'S«.e the UCEA Inslrmlmnal kuouru‘s Catalog. Columbus, Ohio: The Umvcrslly Luunul :
for Lducauonal Admmlstmhon 1976. : . )

»
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" ideas, Because those who cleate products are more familiariwith them and

© their purppses than anyong else, they inevitably play important linking
‘agent roles. They may chobse to limit their roles by helping those in the
publishing companies Or dthers serving in special dissemination roles to
~assume the task. On the pther hand, they may clect to become directly: .
and heavily involved in helping leaders acquire, use, and cvaluate the
products. In‘either case.. product developers can have a major impact on
the improvement of edutation and its management.

A o
'Idea Development |
f
ldea dcvclnpmc | as defined here, is dcsl;,nud to pmduu.‘ new
perspectives on problems and/or new decision options. Such pc.rspu.hvcs
or options are usually projected within intermediate or longer range tinte
: ~ frames. In contrast to ,pmdud development which results in specific tools
< with relatively r .|p|d lmplcmcntatmn idea development. requires more
change in the cdumtmnnl systems than does product adoption and more
time, to-implement chnn;,c By definition, the ideas developed are un-
testcd in practice; thus, while they can be assessed from a logical view-
point and sometimes through simulation for their efficacy, they cannot be
assessed empirically until after they are disseminated. One advantage,
then, that idea developers have is that their imagination can be uncon-
sfrained by, the status quo. Their major functions are to describe and.
ASLOSS allem.}tlvcs which transcend current societal, cduuanonal or lead-
‘ership-states, to delineate untried: strategies for realizing identified alter-
natives, or to dcsL ribe new or different tactics for mplcmcntm;, alterna-
hvu :

Imaginative or inventive thought is critical to idea developmcnt
There are various approaches and many potential sources of knowledz.,e .
and of information which can undergird such thought and which cart lgad
to idealized future states or implementation strategies for moving toward
. ._.such” States. Lomprchunswu surveys of educational practice in given sys-
——""  tems have frequently been used to identify discrepancies between ;,oals

and accomplishments, and the identified discrepancies can be used, in
turn, as a basis for generating goals for new action alternatives for deci-
410n makers. Another strategy 1s to use trend data about past and present-
conditions in order to project future goals or programs..Since the last *
qtrat;q&nntg.d_u:_b;m.d_t_mmn, it assumes a continuation'of past _
and present tendencies with minor variatioms—A._third" strategy involves "
projections of the future in which discontinuitics in present educational
trends are deliberately. assumed :md in whlch quite different’ optlons from

!
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prcsent and past ones are prn;u.tud In recent decades there has been an

* increasing number of studies projecting future states or alternatives that

depart from present trends. Midh's “de-schooling” idea, for example, rep-
resented development which broke sharply with,the status quo.

While imaginative thought is a criti.al ingredient of idea develop-
ment, various methods in recent decades have been developed for pro-
jecting or delineating future states.!” As education and its purposes are
linked mcvntably to societal conditions, knowledge about the future of
such condijtions & important to ﬁdca developers. Many aspu.h of ¢yduca-
tion in tb& coming decades will be affected, for exdmple,” by, changes
in the family, in populati 1 distfibutions, insthe rate of energy depletion,
in economic developments, in changing goverimental structures, in new
legislation, in international events and in many othur variables. Effective
idea duevelopment is a eomplex undertaking rcqumn;., the use of m:my

. concepts and much information.

, Although comparative studies of produut and idca dcvclnpc rs are not
'avallable one may hypothesize that the idea developer, much more than
the product developer, proce¢ds through individual effort. A perusal of
"futures” publications will shuw that individual effort and perspective
predominate, while the evndcnu: is clear that products develoned in
education are frequently realized through team effort. -

Idea developers generally tend to reside in .speually created ‘institu-
tions such as, for example, the Futurivles in Paris, the Hudson Institute,
the Rand Corporation and other “think tanks.” In education, two feder-

ally supported research and development centers were established in the

late 1960s to study educational futures, one at Syracuse University and

" the other at the Stanford Research Institute. A wide range of disciplines in

universities now offer courses on futurology -and such upiversities ‘as
Wisconesin, British: Columbia, Wayne, New York, Ontan Institute for
Studies in Education (Toronto), State University of New York at Buffalo,
Texas, Tennessee, Texas A&M, Ut. h, the University of California at Los

. Angeles, and lllinois State offer courses on educahonal futures for pro-
spective leaders in education.

There are severe problems of quahty control on xdea development
Because the ideas produced deal with future states, -there is no scientific

way to establish their validity immediately. However, these ideas tend to -
receive critical examination when made public, perhaps more so than

does knowledge about the present and past. The major quality assurance

. is found in the judgments of other idea developers. Since future-oriented

" Y7For 4 description ofa range of methods for sludymg the fulurc see blcphcn Hencley and
James Yales, Educational Futurifm: Methodoldyies. Berkelcy John A. McCulchnn Curp 1974

Sources and Uses of Knowledge | 93




4 jack Culbertson | to

‘
1dcas often haveé more populnr appeal than prusu nt or past- -ariented ones,
one may surmise that they come under the purview and )ud),mvnt of a
greater number of citizens than do-the latter.
«* Currently there are no specialized linking agencies lnr transmitting
future-orieated ideas to educators. However, the World Future Society
¢ disseminates ideas on education to interested members through a special
’ newsletter. On the other hand, national organizations with purposes
specific to education. and’ leadership are much mire concerned with
transmitting practice-related syntheses or policy research studies’ than
futurc-oriented ideas. ' . .
The outcomes of idea development are disseminated through jour- ‘
nals, monographs and books in a manner similar to the results of research
and synthesis. The Futurist, for example, is periodical; which publishes
an array of ideas about future aspects of society, including those related to
% education. There are no journals in cdumtlon devoted specifically to the
* dissemination of future-oriented ideas. Thcrc are octasienal books which
~ Wepict educational futures such as The Futun' Create or Inherit by Charles
< "W, Case and Paul A, Olson and Learning for| Homorroie: Role of the Futun' in
Education by Alvin Toffler. \
Schema IV sumnmarizes selected mtnrﬁmtmn on idea and pmduu.t
develupmcnt R I, . _ .
: | :
-

SING KNOWLEDGE TO- ACHIEVE IMPROVElD
OR NEW EDUCATIONAL PRACTICE

The use of knowledge in decision- makm;.I by eduu..\tmnal leaders and
polu.y ‘makers is a key instrument for altering, practice, and one of the’
. more significant tests of all knowledge use is whether in fact it alters
educational practice. To what extent, in other words, does relevant
knowlcdg,e or do knowledge-related produutq and services exist vis-a-vis
.given decisions, and do administrators and policy makers use available

- knowledge, products, or services in dc(nsmn -making to change: prautlue
-‘\\ + Two gcncral if somcwhat e atcd catchoncs of knowledge uses i

\ . K

A G-

|
BFor one example of futures thmkm;., spunwrud@y the Unn'crsll) of Mmm-sutd and The

iversity Council for Educational Administration see 'Sam Popper (Ed.), Imaging Alterna-

tRy Future School Orqanizations. Minneapolis, Minnesota; Department of E ducational ‘Ad-
: mmlstrnhon Caollege of Education, Uriversity of Minngsota, 1972, Also se¢ Louis ). Rubin,
| The Futun' oflrdmunun Pcrspvmvuop Tomorrow's Sc hnulmq Bosmn Allyn and Bacon, 1‘37‘3
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decision-making can be postulated: the improvement of effectivencess or
efficiency of exsisting programs or,palicies, and the institution of new
programs or policies, ™ Each of these uses will now beillustrated and ¢

claborated, , o ‘
/
-/’
Improving Existing Policies or Programs

v thns leadership category, policy and program objectives are already
s tablished. Effeetiveness is mlprnwd as the qunht) or quantity of rele-
-V vant outeomer is increased. o improve efficiency is to decredse energy,
" time oF othe resoure es required to pruduw&,woh outcomes Or to use the
SAME resHrees o ac Ricve improved outcomes, Since there are couritless .
variables Lw.lnm, upon the attainment of effectiveness-and cefficiency,
many illustrations of knowledge use” could be offered, 2 but only a few
» will beset forth at this point. a ‘

Given established objectives, what planning will ensure their effec-
tive achievenient? Using knowledge through management planning is
one important strategy for increasing efficiency.

One body of knowledge related to management planning and
decision-making is QOperations Research (OR). OR methods, dcvclopo.d
within the last three decades, have their origins in mathematics and
economics; their rdgorous .lpphmtlnn through the use of computers can
illun-iriate the consequences of given decisions.: For example, linear pro-
grammin« techniques in cafeteria mnn.l;,,cmcnt can be used to help lead-

terseny  predter economy, better food value, and more choides for stu-
dents. ! The basic cincepts of the methods can be applied usefully with-
out.the use of mathematical formulae, as in the Program Evaluation and
. Review  ochnique (PERTY which can be uwd to ensure the cfficient

JE— . \ R

"lt i r\ ognized thar o great dual of the behavior of even thw maost effective leaders s

. ditected - mintaiing the orgamization rathee than at changing or improving programs or
. policies. schonl pancipdls! for example, spend much time on such matters as responding
o to contr - ffice miormation requests,” handling parents’ comphiints, or administering
T grievane ocedures, Since the thrust of this paperas toward change rather than mainte- !

nunce, tht use of knowledye in m-\mlvnm. ¢ decisions wiil not be treated here.

2Schwab has th(-urm-d that'there are 50,000 potential variables to be considered in any
impprtant decision made by an educational administrator. See Jeseph ). Schwab, “The
Professorship in Educational Administetion: Theory-Art-I'ractice.” In Donald Willower
and Jack Cualbertson (Eds.). The Professorship m Lducational Adnunistration. Columbus,
Ohiv: UCEA, wm pp. 47-70. ' . . o

p HFor a review of d'ffcrcnt OR methods, see Russell L. Atkl)ff and Palnck Rivett, A
T Manaqers ‘Guide to Operations Research. New. York: John Wiley ‘and Son, 1963
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scheduling and monnoring of wark.

Efficiency can also be sought throush the .uluptum of instructional or

manageinent technologies. Using knowledge to iniplement management

_information systems or data processing systems can make managemoent

more efficient. Computer-assisted instruction (CAD or language labora-
tories are two illustrations from a.range of instructional technologies;
efficiencics are achivved when tasks are performed through tee l\nnln;,,y a8
well as, but loss vapensively than, by school personnel,

. Available knowledge bearing upon organizational etfectiveness is also
varied. For example, school principals represent a key management sup-
port system for facilitating etfective teaching ‘and learning in schools,
Management suppart may involve such functions as recruiting and plac-
ing competent personnel, providing these personnel needed means te
achieve objectives, maintaining fruitful links with parents, giving person-

- nel needed reinforcement and feedback, and so on. In making decisions

to implement these and related functions, one can drasy upon knowledge
about' many subjects — knowledge of communication processes, ;,,’rnup
psychology, the politics of education, among, others. -
Effectiveness can also be pursued through special management
strategies. One approach is found in management-by-objectives (MBO),
an essential feature of which is its capacity to monitor progress toward
objectives. Through the use of knowledge about this method one can

_continuously target efforts toward more effective attainment of goals.*?
’ Knowlcd;,,c-baw approaches to efféctiveness and efficiency are always

applied in a social context; consequently, organizational climate becomes
an important consideration. The degree to which leaders motivate and
reinforce personnel and the extent to which, they contribute to widespread
understanding and commitinent to school ub;m.nvc are among the fac-
tors whi:h shape organizational climate. By using knowledge ‘about

“morale, produc.hv:ty. organizational communication and motivation,’

leadvrs can achieve greater cffectiveness and efficiency.

Among those using knowledge to improve the efficiency and. effec-
tiveness of programs are principals, superintendents and-other leaders in
school systems. They may choose to play an important internal. linking,
role by providing a bridge between external linking agents “and agencies
and those seeking improvements in school systems. They may, for ex-
ample,” contact_product developers fur instructional or management
technologies .or practice-related synthesizers for pertinent knowledge.

. Publications which provide product descriptions and practice-related

_22For one treatment of managenient-by-objectives, see Terrel Bell, A Performance Account-

ability System for School Administrators. New York: Parker Publishing Company, 1974,
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syntheses are major sources of knowledge bearing upon efficiency and
effectiveness, Leaders in nétworks, leagues, intermediate service agen-
cies, and universities who are specialists in external linking all can olter
resources to leaders desiring to make programs more vffective or efficient,

. . N ’

Instituting New Policies or Programs

The goal of new policies or programs is educational change, Apain,
decision-making bv administrators and other scheal leaders is an impor-
tant instrument_for change, and knowledge is servant of thc decision |
praocess.

Leaders .concerned with the establishment of. new nbyw.tn’us or

policies can use knowledge from many sources including referencey-on

strategic planning. Strategic planning, for example, involves the estab-
lishment of new goals and objectives, and therefore, an analysis of con-
ditions requiring the establishment of new directions and the kinds of’
policies needed to achieve new directions. A wide range of knowledge is
al-u available about societal needs which education might serve and to

/Whth its policies and objectives should be related. For instance, there is a
 growing amount of knowledge about the dcplcuun of energy resOUrces by

society. and such knowledge has lmport.mt1mp|u.at|nns for the setting of
objectives having to do with conservation education in schouls, as well as
objectives for managing the schools themselves.

Any cffort directed at new policies or programs involves change pro-
cesses, Knowledge about these processes has been growing in recent

- years; and there are many sources of knowledge which can be drawn

‘upon. There is knowledge, for example, aboaut adoption of innovations
“and about the problem-solving approach to ¢hange. Such knowledge is
. very relevant to educational leaders commiitted to the attainment of alter-

‘ations in practice,
Decision-makers concerned with uhang,u uccupy pnsts in school sys-

tems, institutions of higher education, and other vducational agencies.

They often perform change agent rgles themselves as they link school
leaders and knowledgeable experts. 1f decision-makers are interested in

- estabhshm}, new programs to achieve established objectives, especially

_pertinent is the work of policy researchers whose function is fo evaluate

programs. Also pertinent is the work of idea developers whose major

function is to project new decision alternatives for leaders. If decision-

makers are concerned about the establishment of new objectives and

. policics, synthesizers who treat such topn.s as strategic planning offer

N
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cﬁange or with greater effectrveness of effruency ‘do. not pr‘oduce out- s
~comes a$ visiblé or as specific as those of other knowlédge users already
dxscussed There may be tangible results of the decision' process in the *
'form of minutes or reported actions. More intangible residues are avail- * -
f able in' the memaries or actions of those comprising the informal network .
" of the orgamzahon where change is 1mplemented The-artifacts produced
- by leaders in their work, ‘thery,_ are different from those produced by
researchers synthesizers, and developers
' Thése in leadership posts, more than other knowledge: users, are. ,
severely time-constrained in decision-making srtuatlongmﬁ@mﬁcontmu—f-
"‘ally pressed to take action. The decision- -making. arena is much more -
cemplex and attended by more uncertarnty than are the arenas of other -
knowledge users. . - -~ -
Other leaders may have a role in; evaluatmg the quahty of the leaders
rformance, this performance, however, is evaludted ultunately by the
ic, ore specrfrcally, by its desrgnated représentatives. School board

Sl
H

nnued.performance of school supermtendents -
o Many factors other than: exphcrt knowledge shape declsrons of lead--
& Ts. They: mevrtably must be concerned with the differing intetests of:- the r
s 'various groups affected by decision outcomes "In, addrtron,‘the critical.”
L. " values both- shaping and transcending decisiofis which form_the pubhc
e mterests of education are highly significant vanables in decision, making.-.
S0 it is understandable that’ experts with various types of knowledge are
_ - seen by décision makers as only one. of many referent groups in _the
~decision process. - e
“The same linking agencres provrde support f0r leaders whether they '
" are. engage inimproying existing policies-or programs or are instituting .
_new-policies and programs National administrator a$sociations. are ithe ;'-:-i_‘
- miajor linking agencies, and staff in these. organizations, leading members -
._and others play key linking roles. through a variety of drssemmatnon i
activities. - - :
During the last decade especrally, there has been marked growth in
external linking agents who facilitate change processes through knowl:,
.edge utilization. They facilitate change through a"variety of tactics asy
- for- example, performing ‘studjes -and -develpping recommendations for ,‘7_'.'.‘.9
- change in programs or.policy; facilitating group problem solving directed -
* at’change; providing informational or human resource linkages related to

program: change, offenng needed training programs; and so forth.-
. . o . #
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Selected mformatron ‘on knowledge uses in rmprovrnz1 exrstlng ;o
-policics or programs and in mstrtutrng, new. policies and programs is .
summanzed in Schema V. : : Lo

~"USING KNOWLEDGE TO
IMPROVE TRAINING PROGRAMS

Even though there are miany ways of classifying programs, only two / ‘
categories will be discussed in this paper: pre-service and in-service. It
is widely recognized that thesé twe classes of training in fact -are often
interrelated in practice, but the two approaches can usefully be distin-
guished for heuristic purposes.. Given the author’s background, the ap-
“proaches will be discussed and iHustrated within the context of adminis-
~ trator preparation. _ : - -

* In-sérvice Programs el .

: ' L v : . e
In-service tralnlng,, deflned in termis olelent populatron, is orrented
_ to those already in leadership posts, Its major purpose is to produce

s .:)ob-related leamings of immediate use to those in leadership posts. De- .

" sired outcomes, then, are understandlngs, skills, or attitudes which have
identifiable . uses on the job. Leaders might acquire; for example, new-
skills in the resolution of conflict or more posrtlve attrtudes toward affr-
matlve action programs. o~

" In-service programs differ from pre-service programs on several
counts. Typically, these programs, as compared to pre-service programs,
are: ’ : :

+ shorter in duration even though they may be more in-

.tensive; = z o

- focused more upon unmedlate problems (or crises);

*« shaped more by the 1mmed1ate desires of the chents

served; | .

+ more flexible in format methods and stafflng,

. less likely to carry academic credit;. .

* less controlled by certification -or .university requtre-

ments y

‘
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» less likely to require formal reading -and study;

* oriented more to present than to' future career positions;

-"available from.a greater variety and numbu of spon- -
sOrs; - :

Effective in- service programs result in new lcammgs which in turn,

* can be used to improve decision making. At their best these programs can -

provide personntl better bases for leadership. In today’s complex envi-
ronment, in other. words, those who would lead in change efforts are very

depcndent on new learnings. More and more leaders in school districts
see_in-service eduication as a ma]or mechanlsm for organizational re-,

newal.
Trainers, as special users of knowledge, play a key role in desngmng.

“and conducting in-service education: programs. They must pay careful
attention to client.interests by using needs assessment procedures ot

other feedback mechanisms for determining training objectives, and ‘since
in-sefvice programs are not mandated their continuance is more depen-
dent than that of pre- scrvxce programs on the perceptions clients have

about their value. In-service programs enable leaders to acqulre ‘and use" - ,

new knowledge about administration.

Three client systems to*be served thruugh in-service programs can
" be ‘cynceptualized: iridividual, group, and organization. The Kettering

Foundation -has helped stimulate the. development of individually eri-

" ented learning opportunities.for school personpel (Brainard, 1973). In this

approach, principals (or other leaders) establish - learning ob]ectlves

specifically for themsclves, and in addition, they define indicators to de’; -

note when ob]ectlvcs will be-achieved. While they may rely upon groups

q

for support at certain stages or help with certain objectives {e.g., group -

skills), both the targets and the, processes of learning are theit own re-
- sponsibility. As a result, there can be much flexibility both, in objectives’
- and in processes. This approath assumes that individuals differ in learn- .
ing objectives they value, as well as the iearning styles they prefer. 1t is -

; significant, however, that a recent 'study showed that a relatively small

percentagc of principals (five per cent) in a national sample of 500 re-
Spondlng expressed a preference for mdmduallzed in-service programs.

~ (Davis, 1976).

“The group is another Lllent system * Small- t.,roup theory and research

have long influenced, in-service education. A variety of knowledge about

methods and- €ontent: for facilitating group learning, is available. If the,

group’s {earning objectives are of an affective natyre (e.g., interpersonal
.. understandings), for example, sensitivity methods might be used. In’ this~
+ case members of the group would generate their own content largelyfrom ™~ -
- their own experiences, ‘perceptions,

‘and iateractions. If the objectlves
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‘stem from sh /red perceptronsjggx_t_‘m_o.ugan%aﬁormcietal problem,
a pmblem_sr/;amg-stm@y might well be used.?* The group, under these
stances -would likely seek content or knowledge beyond that avail-
ab,le m | s ¢wn membership. Whatever approach is chosen by a small
oup) 4 flindamental assumption holds — riamely, that the learning pro-
/cgess isa cial process, and the dynamrcs of leamlng are best expreS{d
through group interaction. -
7 There: ‘are contrasts between small -group and large- group client sys- -
tems. GI‘C‘IP interaction is not so. much the mode of learning in iarge
bs; rather, it is Eypically based upon onéiway communication by -
rs or speakers. Participants often come from many systems rather
one A result is that large groups are usually an aggregate of indi- .
v1duals rather than a 'cohesive social system. Learning, ob;ectlves, partlcu- ‘
lar] l)/ at large conferences, tend to be associated more with awareness '
development and understanding than with skills or attitudes. Large-
group. instructiofy operates on the assumption that the diffusion of ideas
to individuals Wl” lead to new understandings and that these’ understand-
_ings will be applred by partrcrpants in’ contexts of ‘practice. _
A Clxent system of more recent vintage. is the organization, and or:
ax?zatlonal development (OD) is the approach custornarily used by those’
ocusing gpon this-client system (Argyris and Schon, 1974) The approach "~
: ' d s not ‘deny  that leammg can result thréugh individual. and group "R
" pffy rts, however, students of ‘0D argue that the transfer of individual or o
" group, learning to organizational systems is likely to be nil or very limited.
Rather for organizations to grow and develop, the leamings of their
) men{bers must be intimately related” to the problems and proccsses of
“ their wgrking environment. It follows, then,: that learning needs to in-
SR vol\'/e teams of leaders from specific orgamzatlons In general, the leammg
ob]ectlves of teams afe stated in relation to increased orbamzatronz health,’
o ,planmng capability, probiem-solving ability or some similar goal:2s
1The types of knowledge and information used in'in-service programs
-are |varied. Needs assessment information“and concepts for arriving at
tralmng ob;ectrves constitute -.one type which can”come from multiple
1 ‘

: ZJFor an early discussion;of group learning based upon problum-solvmg slralc;,rcs see

']Patnck Lynch, “Inter-Institutional Model for In-Service Training and Changes in School
. Systems * In Patrick Lynch and’ Peggy Blackstone (Eds.), Continuing Education of School

S Admmrstmmrs Albuquerque, New Mexico: Department of Educational ‘Administration

R and! Foundatipns, University of New Mtxxco and the Umvtrsrty Councnl for Educatlonal

4’ s Admnmstratron, 1966. . / .

Do ‘ ' /

e .I‘For a'succinct and useful description of organwatlonal health cnurla see Matthew B.

~Mnles, “Flanned Chang,e in Organnahonal ‘Health: Figure and Ground” in Richard Carlson

(Ed ), Chaan Processes in the Public Schools. Eugcne, Oregon: CAbEA ]964 )

T A S W PRI 1 P A

‘.
. |
e

!

i

O

ERIC

Aruitoxt provided by Eic:



104 jaék Culbertson

sources. Perceptions of trainees (and/or their superiors and subordinates) .-
about their training needs, as gathered through instruments or inter-
views, are one source; generah?atlons about needs deduced from iden-
tified discrépancies between actual and desired performance in schools or

- school systems are another. Third, needs can be derived from theories
~ dealing with aspects of organizational life such as Hertzberg’s theory of

motivation.. In still another approach, emergent training needs are de-

.. duced from trend extcapolations designed to identify projected leadership
-, problems or challenges. Finally, training needs can be inferred from nor-

mative foreuasts—-—:deal programs, ideal organlzatlons, ideal leadt.rshlp,
*and so forth. v Ay '
Another illustrative type of knowledge mvolves concepts research -

* findirigs'and generalizations about aspects of administration. Knowledge
inherent in practice-related syntheses and policy research is especially
pertinent. For in-service programs: focusmg upon the adoption of ad-
ministrative or-instructional technologies,’ Jmowledge -based products
designed by developers are relevant. Idea developers, on the other -
hand, ¢an offer content for prograins in which th objectlves encompass
future-oriented but untested altematlves for 1mprov g &ducatlon or its
Ieadershsp :

- The, sources to Wthh trainers can £9 for knowledge and mformahon

‘are many: journals. books, multi-media systems, films,. fllmstmps video- -
tapes, and audio cassettes. Increasingly, there is the use.of the conceptof . |

2"hurnan resources” in staff development Such résources.might mclude
individuals who have developed ‘products or promising practices. whlch

i " are not yet w idely disseminated; individuals who have upecial content

~:.v . to supplement or féin‘arce. that already . d'ssemmated individuals who
themselves are familiar with a wide range of in-service resources; and

- individuals who are skﬂlf'ul not just in commumr'atlng \content but in
seeing that it is apphed _ : C w

*“As already noted, those engaged in in-service programs reside in
various agencies: A growing numbex of the 11 ,560 school systems with -
minimum enrollments of 300, for exampl'e are adding new staff develop-

ment directors or are a551gmng in-service, respon51b1ht1es to existing staff.

2 - These individuals serve a3 unportant knowledge Gsers as they draw upon-*

' "concepts fmdlngs and experiences in school systems and as they involve .’
external linkers er-trainers-in-in-service. programs for personnel. ‘
Dunng the sevennes espécially, professicnal’ associations serving
educational administrators have expanded markedly their ‘o]e in in-
service education. The American Association of School Admmlstrators
with a membershlp of most of the country’s school supe_;'lntendents has s
-ploneered the’ Nahonal /\cddemy for School Executlves (NASE). ThlS new . .

O
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orgamzatlon has a full-time staff and offers approxxmately 70 seminars |

."annually Othe' associations have developed similar but not as cxtenslve-

in-service systems. i

Profegsional assocnationb also perfgrm a ma]or role in bettmg ideas to
admlmstrators through .national,- regmnal and state conferences and a’
wide range of pubiications. The numbers 'served. by associations reach
into the tens of thousands. Theé National Association for Secondary

. Schooi Prinicipals, for example, ‘has in its membership most of the 23,585

high school principals in the United States _plus thousands of vice-.
principals. The National Association of Elementary School Principals, to

. take another example, .dlff'uses 1deas and mformatlon to most of the na-

tion’s 62,750 elementary pnncrpals plus a substanhal number of vice-
pnncxpals Thus, the role of nationial (and state) professional associations
in in-sérvice education is both an important.and a growing one.

Since the new federally supported labs and research and develop-

;.ment centérs came into being in the 1960s,  they not only have developed

training: smaterials but'also have become involved in using the matbrials in
in-service programs for administrators. Assisted by the National Institute
of Education, nine labs and centers have formed in recent years a coopera-
tive desxgned to enhance staff. support for admmnstrators and others ‘in-_

-+ volved"in improving educatxonal processes.2S Linkers in these ageéncies,
s then, have expertise both in the content and format of training matenals
.and in their use. . <

In reLent years mtermednate service’ agencnes haVe also played a

. ’growmg roléin, staff development activities for administrators. The, Board X
of Cooperanve Services (BOCES) in New. York would be an example of *
“agencies which offer Pplanning, admmxstréhve staff development and .- ;.

other support services to the districts. to which’ ‘they are linked.*¢ Most
states have inter:nédiate agencies and'the number- of states pow creating .

~or strengtheniny intermediate service agencies is growing. The probabll-~ .' '
"ty that there will be an enhanced.role for these agencies- offering in- %

service educatior: to leaders is also i increasing. This i isonly one expressnon s
of the growing role of states in advancmg in-service. training.
" - In mof¥e recent years, new emphases in in-service éducation are be-

. ginning to emerge in some hlgher educatlon institutions as selected -pro-
4 fessors are; Iassngned full time to-in-seivi 2 educatnon programs, as more '

éﬁg"ei aterials prod uced by the group See Edutalmrml stsmmmlwn arid Linking -
2 Rbnln Washm,.,ton D.C. Natmnal lnsmute of Education, 1976, (First' Draft).

' 2°SeeTroy"MEKeIch and, Wllham B. Hams “The Board of Cooperatlve Educational Ser-
. vxcesModels :in Troy McKelvcy (Ed.) Metrupolitan School Organization: Basic Problems and -

Ppuems Berke,[cy, Cahfomla McCutchan l"ubhshmg Corporanon, Vol."1, 1970

bt o,
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) workshops or short courses for thc practitionérs are dcsn,ncd and offered,

and as the mission of campus-based school study councils is changed to

" encompass more in-service activitics. There also seems to be a trend to-

ward in-service education based upon special types of interchange be-
tween and among school systems and- universities. Witness, for example,’

-the Danforth Fdundation-supported program involving cross-system ex- .

change, the Kettering-supported educational development management

~centers, the Rockefeller-supported urban internship and the USCE-

supported and UCEA-sponsored, university-school systemi-state educa-
tion partncr~mp pro;,ram : oo

During, the mid-sixties the number of profit-making agcncms offerxng
staff development programs . “for-educational personnel increased as fed-. -

" eral funds bécame available and the so-called “business- education’inter-
. face” was .encouraged.?? However, as federal funds for training have

decreased-and as the complexities-involved 'in effectively joining the pri-
vate and education sectors have become. more evident, the staff develop-

“ment role”of profit- makm;, or},anwanunq in cdm..]tmn has apparently
: dedmed

" Linking a;,cnuc “advancing in-service cdugahon programs, then,

- tend to be varied and decentralized operations. However, it is significant
* . that a new natiorial-organization (The National Staff Development Coun-
cil). has recently emerged,to serve directors of staff devétopment in school

districts. An emiergent | national network of professérs and administtators

. y

Pre-Service Prograins S

| .o .
" Pre-service programs are dcsl;'ncd for thosc who arc asplrmg to ini-
tial admlnlstmtlvc'p(wts or, if they already have.one, a“higher or more’
attractive post. In other words, a teacher may aspire to be a principal, or
‘a principal may-aspire to be a superintendent.. The m major goal of a pre-
service program, then, isfo- produce learnings, of use to individuals in

re

" future administrative posts,2 These. learnmgs may be based on general
_' knowlcd;,c (c .,-organizational thcnry) or thcy may be based on content

.

27Gee Jack Culbertson, "Btmincsv}‘.dltlc.m'on..lnlv.r.facc,.".in ]ncL Ll'xlbc{lsun, ot al., (Eds.;),.

- Preparing Educational Leaders for the Seventics., Columbus, Ohiu: UCEA, 1969, pp. 30-76.

2¥The dlsnncnon is d rclatwc one A pnnupal for ex amplc who is scckm;., to meet state
‘credential regdirements for the' supe rintendency through-a pre-service program can ac-
in his or h: r cu'rrent post.

110
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specnfic to a glven position such as supenntendent -board relationships.
Pre-service requirements are commonly s:ated in terms of state cer-
tification or degree requirements. In some cases they may coincide, asin-|
‘the case of the two-year specialist degree and certification reqmrements in |- .
some states. Doctoral degrees are for those interested in preparing for ’
. positions which require more’ trammg than certification standards requnre
Pre- servue programs differ from in-service programs’, in- severa[ ways.”
They are:

Longer in duratlon espulally for students meetmg de-
gree requnrements- L B o -
* More conceptual in content B '
« More likely to involve on-campus residence experience -
. Less flexible in staffng format and method o
- More likely to carry graduate credit . * *
et More the province of institutions of hngher education -
institutions than other agencies . .
- Directed-at prenaratlon more for future than fm present S
“positions :
«« More controlled by state and/or umversnty requirements
_* More likely to involve the study, of suut.l science and
re]ated dmcnplme . W :
‘Not only do effective;pre-service programs produce new learnings of -
_use to. those desiring to enter-a.new administrative post, but also- they
- ‘serve as a screening mechanism for admlmstratlve and leadershlp talent,
- as well as facilitating the flow ‘of talent inti» administrative posts.
- Key knowledge usefs in pre-service programs are professors of edu-.
- ‘cational administration ko’ concentrate either upon the use of formal
know‘ledge in the university or’ upon the use of tacit knowledge in school -
. systems of associated agencies. In the former case, a part of their roleisto .+
_ link with professors. beyond departments of educational administration in '
- order to'see that the base of preparatjon is broadéned and the number of =~
7" learning options available to students is mcreased In provxdmg lmkage
f ‘between universities and administrative. ‘practice: the professor ¢an olay
various roles, but an importan one is to see that the knowledge used in
preparatory progranis has rele\ance to posmons and envnronments in
which administrators serve. - -~ /
- Rationale for pre-service programs and, in turni, the criteria for select

ing and usmg knowledge are dlverse This dnverslty in rationales is inevi
1)

o

i

z"Dxfferem:es between pre-service and in-seryice probrams ‘are more marked in advan'.ed
dewree than in certification offennz,,s . : @ . L

i
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table ‘There are differing aqqumptxons aboiit and deﬁmtxons of admmxs-
tration and leadership. There is the assumption, for example, that admin---
jistration is very similar even in such differing organizations.as hospitals; .
busmess organizations, school systems, and government agencies. Under
[ this” assumption one can argue that graduate schools of administration
/_ should be created to- ‘prepare personnel for positions in quite diverse
/v organizations utilizing a curriculum which mcorporules a general core of
knowledge and concepts about or;,amzahons leadership and admmlstra-
tion generally.*

. Others would assumc ‘hat the role ot the.admmlstrator is fo lead in
the unprovemu:t of instruction, an assumption which differs markedly-
from the pr=vious one that administration is similar in all organizations, in
that it implies that instruction is a primary and unique fitngtion of schocls.
Knowledge uszd in building upon this rationale would diffex from knowl-
edge selected for use in graduate schovls.of administration.

" .Even though assumptions about what administration is mby differ, 1t
, has been’ widely accepted for some time that three agencies havesimpor-
tant roles'in pre-service y'rograms: institutions of higher education, school

- pared) and, professional associations.?' Institutions of higher education .
have-a major responsibility for developing, organizing and presentmg the
theoretical or conceptual bases of administration; school systems make a
substantial contribution by providing field settings in .which prospectlve
admmlstrators can apply knowledgé as well as acquire clinical or tacit

tions,and agenme-; can monitor and study preparatory programs generally )
and, in the process; use the knowledge gained to, articulate standards and
.. ‘identify enas and means'for i improving programs. RS |
-» ., - Inmore recentyears the old debate about the relative value ofclmxcal
*" or tacit knowledge available in practice settings and the more theoretxcal
" knowledge otfered in universities 'has been reactwated From the m1d-
fifties to the mid-sixties the rolé of theoretical knowledge in preparatlon
was clearly in aqcendanCe but more recently, the proponents of clinical
knowledge have grown in number and’ theoretl/cal knowledge ha$ been

Ca

systems (or other contexts of practice for which administrators are pre-

knowledge about administration; and professxonal administrator associa-

/
J

called into queshon Thus, the latter group supports field-based prepara- ‘

& . s

R s _

‘"Sce !:rwm Miklos, Truiring-in- (.ummun for Ldumlunml Busmz 'S5 and Public Admmlslralors
Colambus, Ohm UCEA, 1972. . e . .r_

'
1.

J‘Su Dan’'C. Lurtic, (.umplu\mes Spcu.\h?atmns and l"mfe&smnal Knnwledge Overall
~  Strategies in the l’n.pa ration of Schoot. Administrators.” In Jack Culberlson and Stephen;
‘ Hencley (Eds.), Preparmg' 4dmmlslmlur~ New Pcrqmlwu Columbus Ohicr UCEA 1462

.
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tion and a much greater role for school system leaders in trammg a2 'Ihey ,
“are very critical of traditional training;programs and tend to s é-port
competency -based preparation, since théy believe it helps ensure that the
“ knowledge used in preparation will be televant to practice. . /

-, - Three general types of knowledge of use in pre-service programs ¢an

~ be identified. There is knowledge which can-be used in the design or
updating of programs, in the implementation of programs, and jn the -

“  evaluation- of programs’ Especially during the last two.decades, the

number of studies related to design has grown substantially. For example,

a recent publication which reviewed the 1962-72 period contain: 1 91 refer-

ences on administrator preparation, and the large majority of these dealt

s« - with pre-service orograms and such topics as program content, program

L structure, recruitment and selection, instructional approaches and ficld-
-related experience (Farquhar and Piele, 1972). -

e Knowledge which has beensand can be selected and used in prepara-
tion is many-faceted. One reference, for ¢xample, has identified four
types: - practice-based ontent, social and behavioral science contenit,
. discipline-based content and content from the humanities (Farquhar and
Piele, 1972:4-14). These' caicgories, in turn,  can be broken into more

- - specific sub-categories. Practice based tontent can include knowledge
about functions performed by administrators, processes or technologies
“<uised, problems addressed and so forth. In other words, a problem faced -

-" by program implementers, is that administration, ‘howazver defined, isa .

' very broad concept; there are’ many catigories of knowledge which can be
‘used. This knowledge is found in hundreds of dlfferent journals, books

_ ‘and monographs as well as in practice settmgs : K ,

° " . 7+ Finally, there is knowledge which can be used in evaluating pro-

- grams. This knowJedgc illuminates how programs work and the degree to -
which or manner in which they have impact. In this sense one can speak
abbiit policy. .research on pre-service prugrams. - Because most of the
studies, involve. generallzatlons based upon perceptlons about effective-

" ness, pohcy research-on pre-service programs is limited. A smpall number

of studies has' involved criteria of actual leammgs and other objective.

+ * * measures of effectiveness. :

. As noted above, pre-service preparatlon takes plaLe almost totally
under the auspices of institutins.of higher edus:atnon A 1972 study found -,
that" there were 362 institutions offenng programs for educational ad-- -

: ministrators; further, that the growth in programs between 1¥1J-70 was

»

3Fgr a treatment of how concepts can be usod in field n.-xpcru.-nws see ]oscph M. Cronin
and Peter T. Horoschak, Innovative Strategivs in Fields Experiences for Pnpannq Educational
Alimmxslruwrs Columbus, Ohio: UCEA, 1972. . .

X
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* very rapid (Culbertson, 1972). For

b
_tion, and other agencies to establish or revise certification standards.3* It .

S

//

" e;}‘am,ple, the two year spetialisf pro-
, which increased twefity-fold between 1940-70, grew much more

rapidly than did MA, EdB, and PhD programs. . . ‘
In the United State$ there are approximately 2100 professors of educa-

" tional administration’” Others in calleges of education and other university

colleges or depagtments also participate in pre-service programs. These

professors pugsiie many specializations and offer diverse sets of knowl-
33 4 . . K X . . e

edge. _

For pfograms directed at certification requirements the state serves as

JOT quality assurznce agent. It draws together representatives of

| systems, professional associations, institutions of higher educa- .

also approves institutions judged capable of. offering pre-service ‘pro-
grams and in some cases also monitors actual courses or programs to
determine if they meet specified standards. -- ' b
With regard to doctoral, specialist, and masters f:!rograms, “institu-
tions of higher education have a major role to play in quality control. They
establish’ criteria- which programs must meet and processes which?are
used for reviewing-both new and existing programs. They also control the

_staffmg of programs and establish admission criteria for students.

 There are also others invalved in" quality control. National and re- -
gional accrediting associations seek to establish and maintain. minimum’

-standards of quality. University and administrator associations perform-
studies ‘as noted above and seek to identify ways to improve program: .~

quality. The reactions of clients to programs over time also affects quality.
A major linking agency for those involved in pre-sefvice prepdration

'is The Unjversity Council for Educational Administration, the mission of

which is the improvement of preparatory programs for educational ad-
ministrators. Concentrating principally upon the development and dis-
semination of knowledge related to .program design and quality, it also -
facilitates the conduct of evaluation studies of preparation and the dis-

' semination of these studies.. .

: . . 1
" The National Conference of Professors of Educational Administration”

(NCPEA) is another important linking agency which disseminates perti- -

nent knowledge. at its annual meetings. Professional administrator associ-

ations serve important linking agent roles especially rélated to standards - -

»‘-‘F;r a duscription of prl.)f(;ssur$ of cducational administration see Roald B Campbell and.
L. Jackson Nuwdll, A Study” of Professors of Educational Adminigtration. Columbus, Ohio: - : -
- UCEA, 1973. - : ST : . o

3For a revent study of certification see UCEA Cammission Report, Fhe Preparation and !

: Iy

© Certificotion of Educational Administrators. Columbus, Ohio: UCEA, 1973.. .

A
P

1zo Tt




) ~~‘\e o | u.\\
. " SCHEMA v
SEU'CTED FEATURES OF KNOWU:DGE AS USED IN TRA[N]NC ..'"'
CSublUses | O st ‘- 'TV Slgmhcant’ “

of  Short Term Longer Range - Knowledge " . Key Quahty Assu/rance |
~ Knowledge Outwmes - Outoomes —* Used  Atifacts ] Ay.nte .

““

1 /' b
© InSevie  Newjobtelited * Moreeffective ~ Researchon  Evidence leents of o
- Programs.  leamings for and competent inter-personal  training - /trammg m
v  cumenty - behaviorby. relations requirements programs S 2
T functlomng those already in =~~~ met SETRRY: {;,;
v leaders leadership posts : -/ o
i ' ‘ : o :,,/‘ o’ . , g
‘ ‘ /’/ B <%
o R ;'/ ) C
o . . ' II o ,/' et
~ e , | T / ' . : .5‘.
*+ PreService New leamings for  Better bases Models of State State certiication ¢
Programs  personnel aspirng . “or effecivg - decision- makmg/ administrator  and accredxtmg 7
| loinitialormore. and competent .. .. certificte  agencies 3.
advanced '_.'behavicr‘among P . %
administration ~ those aspiring to o | o
o positons, leadershipposts . 4 o
. \ ! S RN
SV .
R .
' // . .
1 ' :’/ ' ' v "




n jacknb(:".yulbertsonl' . /

" in-service programs
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of preparation. The Committeefor the Advanu_ment of School Adminis-

: trators of the American Assodiation Of School Administrators, for exam-

ple, has been active in formfulating standards for prcp)ratory pro,,rams

‘and in dnssemmatmg the r¢sults.

Schema VI summarfes selected mformatron on the pre service. and

» B . -
. ' ; ~

SUMMARY' *

Some of the ma]or underlymg assumptions of this paper are that
there are differing types.of knowledge users; that they make differing
uses of knowledge; that if the linkage agent concept is to be understood-

“and defined within education as a macro-system, the uses of knowledge

and thé conditions affecting knowleglge utilization need clarification.
Toward this end, five thajor uses and ten ‘sub-uses of knowledge have

. . been set forth. as have been some of th conditiofis affecting knowledge
~ use. The chapter, written largely from = > perspective-of educational.ad- -

ministration, has sought:to docume=* 1t the Ob](’.‘LlﬁlVQS sought and the
outcomes produced by different use - * * r; that knowledge users draw
upon dnffenng types of knowledge an-! in* with different g groups as they

“seek outcomes; and that different settings éncourage differing uses which;

in‘turn, are influenced by diverse quality assurance agents. Thus, the
environment of knowledge sources and uses is a dlverse one \Vthh can
influence and' abet Jinking agents in many ways.

Y .
\
\ ’ -
. .

KNOWLEDGE SOURCES AND USES
: SOME GENERALIZATION S
$
.—/ : : ' .. ' ) ) ' ) ' o
" With the wnde—rangmg, knowlr-dge sourcesfand uses outlmed in the
prewous discussion, what are some ui the major implications for linking .
agents and agencies? This"papeér wiil conclude with selected generaliza-
tions bearing upon this question. - . . LTS
Eftective linking agents will need some understandmg of the larger
environment of knowledge sources and uses, because the major bases of
their authority reside in their ablllty to tap relevant knowledge source

-ﬁﬁlzsz
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- and in thur skrll to help others acquire and’use these sources. Smce they.
L are depe.ndent on help from others in order to help those directly involvgd
" in linking activities; they need many use options. The fact that they pur-

*'sue improvement through rational persuasion rather than through the
. exercise of power highlights further the critical role of knowledge in their
: pertonnance It is true that linkers may have adequate sources of knowl- .

~edge and still fail because appropriate commitments to improvement, -

- needed interpersonal or process skills, or requrred planning. capacities "

" are lacking. However, they cannot,succeed without an adequate grasp of -
avallable knowledge sources and uses. Nor can they, without an under- G
standmg of .their larger environment, maximally influence policy deci--*
© - sions affecting this environment. Finally, by understanding key dimen-

v 'sions of knowledge use, linkers can influence the products achieved and
- the proCCsses used by resgarchers, synthesizers, developers and trainers.’

“This volume focuses principally upon primary hnklng agents,
namely, internal .ind external linkers who are directly involved in educa-
”tronal improvement activities. However, implicit in the previous discus-
' sion is the genéralization that all knowledge users are lmkers,,and‘flﬁ _
linkers differ to the degree that they specialize in distinctknowledge uses. -
, “Thus; distinct uses of knowledge make- for drfferent linkages, different

groups’ spanned dlfferent~strategres of improvement, differertt know]- .
) edge used and- different outcomes achieved. The basic researcher, for -
ple, uses knowledge. from disciplines while' internal linkers con- ,
cemed with educational lmprovement can draw knowledge from discj- %
" plines, from practice. and from practrce -related sythesis. In the process,. - >
. the internal linker would -spa’ school organizations 2rd organizations - -

- extemal to schools while the tasic researcher would imk with researchers-
tin settings other than his orher own. improvement would be: pursued by
* “the basic researcher through the attaifment of new knowledge; the inter-* :
“nal-linker. would ‘pursue improvement through the- implementation of
nelv: practice. Such differences not only'show that there is a close relation-. -
ship between linkage and speualizéd knowledge use but also help to
. explain why so many differing concepts of lin‘king agents are found in the

'_.._scholarly literature. ", R L : 4
3 “The information on. knowledge sources'and‘uses suggests why there
:léa growing need for support systems to help-internal and external link- . .
ing agents. The growth in recent decades both in specialized knowledge '
~ and in specialized uses of knowledge is one of the critical factors. shaping
“the need. As khowledge grows, the options for its use increase, and this
creates a special problem for those involved in fmdmg, selecting and
using knowledge to improve practice in varied settrngs A basic researcher
Concemed with using knowledge to study power structure can master all

A i . -~
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ofthe pertinent sources. Internal and external linkers using knowledge to’

improve various facets of education cannot begin to master all of the
LR pert'i.x_'lent sources. Because they must draw upon an expanding universe

*.  of sources and uses, they need special support. L
* © With different sources and uses of knowledge’ of potential use to
linking_agents, where might investments best be made? Conclusion re-
seafchers and, to a lesser degree, concept-oriented synthesizers, have the
capacity for providing major bases for providing long-range support to
internal and-external linkers, but they have limited capacities for provid-
ing short-range or immediate support. Policy researchers, practice-related
synthesizers, prodict developers, idea developers, in-service program
designers and trainers all have the potential for providing linking agents
immediate cupport; in the long range, however, linking agents are de-
_pendent-upon researchers and concept-oricnted synthesizers for a con-

" ‘tinuing source of “conceptual capital.” -

Immediate investments to strengthen linker support for those desir-

\’ . y 0 3 . I3 .
ing to achieve new or improved practice, then, might best be made in

o *knowledge: users producing in-service  programs; intermediate “invest- -
¢ - ments might best be made in practice-related syritheses., developinent

" products and development ideas; and longer range investments might
‘best be made in basic research, policy res. arch and pre-service programs.

“
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| The Administrator’s Role m B
* ' Educational Linkage - .-

"

JamesiM. 1Liphan'1
© . © " INTRODUCTION -~ &

The school admipistrator,. particularly the principal, performs a key
boundary-spanning role in bringing human and material resources from
L the larger environment to bear;upon improvement of the ultimate client’
B sysfem to be served — thelocal school.” As an educational linkage agent,

" the administrator is positioned at the critical confluence of the intraor- -
ganizational and extractganizational forces which either foster or impede
educdtional change and improvement. Although much has been written

to date regarding the routine managerial aspects of the administrator’s;; .
role, less has been 'said about.the role of the administrator in fostering” -
educational improvement; and still less is known about the unique linking’
functions of thé local school adrninistrator. . R

Since concern with-educational linkage is relatively recent, the term .

" .. connotes,a variety of meariings. In this paper educational linkage is"’ '
iy . . definedasa muitual process which makes available the conceptual, tech-
hical, human, and material resources required for improving individual
and institutional performance. These resources may come from inside as

@

o . Loran . "

s dgg T e

ot

ERIC

Aruitoxt provided by Eic:



O

ERIC

Aruitoxt provided by Eic:

_practices which mg

. for improving ¢
'(Walter et al., 1‘77) To lmplcmcnt educational lmpmvcmunt, one must

- cies, and groups
 trict, intermedliate cducational agencies, regional leagues“and teather

¢ . [
_ . ~ The Administrator’s Role 1Y
o : ; - . . o

—

anizatiin, All cducators snnwtn]]r Serve as
frequently do soin prm'ldm;., lu.uriwshlp to

well as outside the school org
linking agents; administratork

the prou.-ss nf lmplemuntm -cdmatmnal lmpmvunwnt in thc local sc hnnl

performud by the admml tmtur’ What suppnrts are needed by thu nd
ministrator? What tmmm ? is rcquncd of the administrator? Answers to
these questions should $erve two purposes: (1) to enhance the under-
standings, skills, and attitudes of practicing administrators who, as inter-
nal change agints, -proyide leadership in educational improvement, tind
(2) to improve and strengthen relationships with esternal lmkm;, agents

“who provide assistande to the local schools. Increasing the' degree Of

congruence between jthe expectations -held by internal linkage. agents
{e.g, admmlstmtnrs)
their mutual roles s

thwak and Mvyer, 1%6)

Oné assumptjon .in this paer is. . that mu.rcasm;, the qunnllty and

ulalmmhxps in the ficld of education has great potential

quality of linkage
ucational theory and practice, now and in the future:

develop needu "and appropriate linkages both. within the school and
between the school and the established and emerging-institutions, agen-
s which support: educatlonal innovationg— the school dis-

centers, private educational criterprises, sfate departments of education;

teacher ‘education institutions, multi-state gonsortia and compacts, and -
. national and international agencies and professional organizations,

B 1) lmplementmz;1 educational improvement, many persons in addi-
tion to the administrator — coordinators,” specialists, . ‘teachers, .among
others:— also serve effectively asteducational linkers. ‘Research has

- shown, however, that administrators are crucial authority figures, particu-

larly in.the introduction of innovations, and can hapdle system .problems
associatéd with change more effectively than can other staff members

_'((_-arlson 1965; Griffiths, 1964; Miles, 1964). Since.it is likely that no major™

program of educational improvement can succeed without the under-
standing, support, and involvement of the ‘administrator of the local

“school, this paper deals only with the role of the administrator. Future

efforts should also'be directed toward examining the lmkage aspects of

‘other major roles within the school.

. The openmg section uf this paper treats the first basic qucshon What
are the-essentffal funcnons of the ndmmlstrator in |mplcmcntm educa-

and external linkage agents (v.g., consultants) for -
ould facilitate the implementation of programs and
 lead to edumtmnal lmprovcmcnt (Ferneau, 1954; - -

0
.
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P “educational leadership. Attention is then directed to the leadership func-
Y. - tions—the means by which the administrative processes are utilized, This
. section concludes with a-considetation of the interaction of the functions

" with the prucessaes in |mplcmcnt|n;, any minor. ur hajor pru;.,mm of edus

¢ational improvement.

The second part of the paper addresses the ncxt bale question; What
kinds of support ire needed by the administrator? Discussed here are the
‘personnel, financial, informational, institutional, and political supports

. ‘needed in the various stages of implementing an educational innovation.

Some implications for the local-administrator’s role are then drawn from

. examining the mtoragtmnq of thc supports with the ma,ur pha\cs of the
" implementation. process.”

" In the third section, the fullmvm;, yuestion is considered: What trmn-

/mg., is rcqunrud of the administrator? Here, attention is-given first to the

/ competencies required of the administrator who would be a leader in

educational improvement. Then, the, ruquxred u)mPLtencw and some

_procedures utilized to develop them arediscussed. In the final part of the

paper, -the interrclationships of the functions of the admipistrator, the

supports neéded, and the agencjes involved are presented in terms of an
interactive model which is used to pinpoint issues needing furtheratten-
tion if linkage in the field of educatjon is to be improved.

R THE LEADERSHIP FUNCTIONS
-+ 'OFTHE ADMINISTRATOR |

Hw administrator engaged in educational img. “wement must pro-
“vide leadership in each of the basiv functions of the school. In the func-
- tional appromh to_administration the concern is with the activities to be

" performed — “what” tasks are to be done by vach role incumbent in the '

“school. Literally thousands of normative studies have been conducted, re-
~ garding the tasks that dctudlly are performed by administrators and other
role incumbents in the school, and even-a greater number of prcsmptnvc

ptrformed if the school is to be lmpruvcd In fact, the functional approach

o eduuatmnr was_for several years disparaged in educational adminis-
tration as~being’ unduly prcsunptwc technique- nnentcd, and  recipe-

o

" tional ‘change and |mprn\'cmcnt7 Here the focu is on the s.ubstantlvu '
content of a,programmatic change — the task or functional approach-to

articles have been written concerning the tasks that ideally, should be. -

centered (Halpin, 1958) If prugramq of’ cducatxonal 1mprovcment are to- ’
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be implemented .ipprnprintvl) however, one must give attention ta
“what”. should bc done, or the improvement program is wuhuut sub-

stance. . .

In addition to considering “what” is to be done, the administrater is
also qontinuously. concerned with “how” the functions are performed —
the administrative process. Because 1mpmwmunt programs inevitably
involve change (although the converse may not hold), it is also helpful to
note that both the change process and the administrative process involve
similar ty pes-of activities’and behaviors éentral to the performance afcach
administrative function. Those who would provide lcadership in the im-
provement of the school, therefore, must understand both the adminis-

trative functions and the administrdtive processes, as well as thvlr inters

ac llon S.

.

RY
A

'The Admmlstratwe Functions

, 1
"
.

Iyplmlly, any m.unr program of udmntmnal |mprovumunt focuses.
upon the objectives to be achieved by the schobls, Whether in terms of -
the classical cardinal principles of ‘education or the traditional tasks: of-
education, this approach considers both actual.and 1dea||7cd instructional

* outcomes Jand- mc.ludus such objectives as thu mllmvm;., (Downey, Scager

and Slagle, 1960):

[ - . ) i

L. Gain a foundation of facts as a basis for knowledge.

* 2. Develop skills in readinyg, ‘Wwriting, and arithmetic.
3. Learn how to sweigh facts as the basis for conclusions,
4. Dv\'vlup a dv_siru for Ic’arning, now and in the future, R
- ' o
, 5. Leam how to. ruspcd and got alnn;_, with pcnplu with
‘ whomewe work and-live. s

6. Understand and [Smcticé democratic ideas and ide
7. Up’aL-rst.lnd and respect people. from different cul<
= Aural and religious backgrounds. ’
" 8. Learn about the relationship between humans and Y
their environment. - N .. . - )

/

s
Ve
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9, Practice and_ understand the: ideas of health and
safety. '
. “ ) : . .
10. Developea teeling of self-respect and self-worth,
: v .
. ° . < )
Ll Develop moral character and a, sense of right and
R . wrong. ‘
2. Appreciate culture and beauty in the wnrld.
{3. Duvulup an awareness.of careers and the world of
work. o : .
4. Understand and develop the skills required for.
hunwmakm;, ‘and home maintenance.
15. Learn how o be a good nmna;,ux ot munuv property,
‘ and resourees, - o

L) AN

' ) R ,
16. Learn-how to use lulsuru time, o

Most existing or prnpusud pro;,mms designed to achieve the ob]cu-
tives of education can be felated to the following fumtmnal cale;,orlc
(Lipham and Hnuh ]‘)/4) )

1. Curria:ull;m and instruction — assessing the communi-
ty cintext for ediucation, determining . educational
needs, stating educational objectiyes, dmplementing

. : curricular programs, and uvaluatm;, educational out-

;

comes.
C 2. Staff pcrsunnul —.recruiting, sdlecting, ass.;,nm;,, de- (
. veloping, and evaluating cer tmud aind nonsceriified

sta tf . . . - ’ L.

3. Pupil porsonnvl — counseling, testing, plaum,, eval-.

© 7 uating, and warmn;, students.
. . . . . '
, 4. Finance and businus‘s‘ management — acquiring, plan- ..
Lo ning, programming, budgeting, mmuntmt1 purchas-
ing, and mvunturym resources, - ‘

i /
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. Educational facilitics — planning, constructing, main-
» taining, and. operating school plant and equipment.

6. School-community relations — analyzing, com-
municating with, and involving the community, and .
resolving actual or potential conflicts between the
school'and the community. AN

~ Current edhcational innovations are directed at improvements’ in

* each of the above tunctional categories, hence the administrator must be |
skilled in managing cach function. In addition to concern with “what” is

to be done, however, the administrator must also give attention to ”how
the functions are performed.

'

The Adriinistrative Processes

Scholars have long been concerned with identifying and describing
those*processes considered crucial to effective administration. As early as
1916, Fayol described the life processes of an organization to include plan-
ning, organizing, commanding, coordinating, and controlling (POCCC).
Utilizing the framework. of Fayol, Gulick (1937) formulated POSDCoRB
which included planning, or;,,anmng, staffing, directing, coordinating,

reporting, and budgeting,. Subsequcntly, Sears (1950) saw-the central pro-

cesses as planning, organizing, directing, coordinating, and controlling.
As apphcd to education, Gregg (1957) synthesized the administrative
process in terms of the followmg stages: decision making, planning, orga-
rizing, communicating, influencing, coordinating, and evaluating. In this
paper, the.view is taken that the administrator engaged in educational
linkage must be skilled in the following processes: purposing, planning,
organizing, training, implementing, and evaluating,.
" Purposing. The first stage in the administrative process is that of pur-
posing, often called goal setting. This stage involves identifying, clarify-

“ing, and defining goals and objectives. Needs assessment, issue analysis,
* and value clarification are typical relevant (ec.hmquus for reaching agree-
- ment on proposed programs.

Although it may seem superﬂuous to ask what our purpoqes are, this
obvious question unfortunately is often ignored. Yet misperceptions and

. misunderstandings about the obp.chvea of an innovative progrant often .
‘contribute slgmflcantly to pro;,ram fallure Administrators. engaged in
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.implementing improvements are well advised, therefore, to utilize ap-
propriate goal-clarification and goal-setting technigques as a basis for pro-
Ygram planning,. :
*'Planning. Despite sustained attention to authorities in edugational ad-
mimistration to planning, there is widespread disagreement over opera-
tional definitions of the term. Some view planning as a highly personalis-
* tic process and tend to equate planning with the “mental effort” from
which a plan evolves (Drucker, 1966). Others define planning as “forecast- .
ing the future” (Gregg, 1957), and still others take to a much broader view - -
and make planning almost synonymous with the total administrative pro-
cess including such stages as determining yoals, specifying objectives,
developing strategies, and making long-range decisions (Simon, 1957). In
effect, planning involves investigating. conditions and operations related
to purposes and objectives: considering possible alternatives, and rec-

- ommending changes to be made. Thus while planning may precede a
major decision, it may also follow a decision and be concerned with its
implementation. . ' s
Organiizing. As vrith the concept of planning, different viewpoints .

exist concerning the concept of organizing. Again, there are those -who

- view this stage of the administrative process in highly personalistic terms,
in the sense of an apility to organize. (Dale, 1960). ‘In other definitions,
organizing is seen in terms of the entire structural-hierarchical view of
formal and informal organization (Barnard, 1938). Other conceptualiza-
tions use the term “coordinating” to include the processes utilized to
make a plan operational (AASA, 1955). The stage of organizing includes
the following: selecting specific rational processes to implement a plan,
assigning primary role responsibilities, and relating people and tasks. In ‘
effect - organizing includes activities designed to increase the degree of
congruence between organizational and individual ‘goals, roles, be-
haviors, and outcomes so that organizational effectiveness and individual
‘ effichency may be enhanced (Getzels and Guba, 1957). _
K . Training. The fourth stage of the administrative process includes pro- |
viding pre-service and in-service training for those engaged in the im-
provement effort. "An adequate program of staff deyelopment is abso-
lutely essential if a major educational change is to be implemented effec-

- tively. Singe the field of education involves an intensive, - interpersonal
“technology, the quality of most attempted innovations depends directly

. upon the knowledge, skills, and attitudes of each member of the staff.
Staff development also includes, recruiting, selecting, assigning, wvrient-
'ing, and evaluating the staff, as well as motivating them to implement a

~ program of educational ‘mprovement.’ , ' :

‘o . Implementing. The fifth-administrative process is that of implementing

(-3
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the program as planned. At thls'%ta;,c even the best laid plans may go
astray. To implement pru;,,mmmatu vhange, vne not only must define
} tasks and asslgn roles but also must set timelines and provide the ddces-
- sary facllitles, equipment, and njaterials to accomplish cach: responsibllity.
Several management tonl‘{ have been designed to assist with pro-
gram implementation. One is flow charting which’ permits a synthesis of
both the clements of the system and the operations that the system per-
s forms. Itis particularly useful in relating functions to decisions. Another
is network analysis, which includes program evaluation review technique
(PERT) and critical path methud (CPM) (Cook, 1967; Evarts, 1964). Suth
methods are particularly valuable i that they. show not only what is
happening in an overall effort but also-how cach part affects all the uther
parts of a system - 4 o
“In 1mplcmcntm;, a change one must determine whether the pm;.,r.\m

is making gains toward achiceving its, objectives. A program may be im-
plemiented exactly as planned but still not reach its intended objectives.
Obviously, it would be wasteful to install a program in the Fall and to wait
until Spnng to learn that it had failed vr that it might have been effective

"had corrective action been taken carlier. Administrators need information
about progress during the course of a program so that as'problems de-
velop they can be identified and corrected quickly. Thus, process evajua--
tion prov‘des information on how a program is being 1mplemcntcd rela-
tive to short- and long-range objectives.

Evaluating. The final stage of the administrative process is that of _

“determining the worth of the implemented program. Such judgments,

. typically called program certification, are based upon outcome .evalua-
tions (Alkin, 1969). These evaluations are concerned with examining the
extent to which the objectives have be®n achieved, as well as with asséss-
ing the impact of the outcomes on subsequent decisions. Outcome evalua-

. tion deals with questiuns such as the following: Shall the program be tried
in different subject fields? Should we continue the program next year?
Evaluating includes: reviewing plans and’objectives; obtaining data .
regarding inputs, processes, and vutputs; interpreting the data obtained;
drawing implications for future planning; and reporting results. Evaluat-
- ing, therefore, may be. defined as the process of defining, obtaining, and
~ -providing useful information for judging decision alternatives. Because
local school personnel tend to ignore evaluative processes, greater atten-
tion to systematlc evaluation is now mandated for participation in many

~ educational imprévement programs — particularly, those that are feder:
ally funded.

The foregoing stages in the administrative process closely parallel the .
" steps in the problém-solving . wdel of change (Jung and Lippitt, 1966)
.-

i
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which by now are f.\mili.lr to m(mt vdm.\tmn.\l administrators, lhnw
engaged in educational improvement, however, immcdiatcly recognize

, that the implementation of change is not Mways’a sequential, logical,
. rational process, Instead, the several steps and stages are “nested within
cach other” and‘are continuously recycled as -a major educational im-

- provement is being implemented. Marcover, there is a continuoud dy-
- namic interaction butween the administrative processes and the adminis-

. trative functions,

Ve W

£

. . Function-Process Relationships
) L : 4
Analyzing the administrative fufictions as interactive with the ad-
ministrative processes is tseful to theé administrator engaged in |mplc-
menting a program of edycational improvement at the local level. Con-
sider, for example, a typr(.\l targeted curricular improvement — that of
selecting a new  reading text..In terms of the administrative functions, it

-

can be seen that this “simple” curricular Lhnn;,c ¢ither immediately--or -

ultimately impacts upon the'staff, the students, finances, -school-

-community relations; and other functions, Clearly, it is not sufficient for
“+ _ the administrator almply to be proficient in managing cértain of the func-
' tions or each of the functions. The administrator who would be a leader
. must b akllled in assessing .md struuunnb th¢ required functional inter-
relnhonshlpy. since the school’is a- dynnmu, interactive sucml system
(Getzels, et al,, 1968). - S

In terms of the administrative prowsse:. involved in this strm;,htfor- ‘

+ . ward example, the following kinds of questions must be answered: What”
are the reading objectivés to be achieved? What alternative ‘texts and
programs are available? Who will work on the problem? What explertise .
-from within the school or from outside sources is required? When will -

. thc "adoption be made and the program be implemented? How will pre-
.--§ent and future materials be evaluated? As stated carlier, answurs to each
of these questions can only“be found by continuously recycling the. pro-

cUsses within vach of the n.)cvnnt interrelated functions. Alimmlbtmtm‘s, :

thcruforu find the function- process relationship to be useful in discover-

ing “how to do what next’ 'in mplcmcntmb ¢ven a minor cducammal

improvement. - Ty T

As with the previous cmmplv nmny educnh(mal mnnvammq are
quite narrow in scope, including community involvement projects, cur-
i, nculum development projects, in- su:vu.c training. programs, gl.g.tdance

.- programs, school building prop:usx “and a host of other specific en-
deavors. Most of the major cducahonal innovations today, however,.are

s

-
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‘ quxte broad and deal with such issues as equahty of educahbnal dppor- !
- tunity, individualized instruction, mterpersonal and intergroup relations,
~environmental utilization and preservatxon and similar perénnially per-
“plexing social and educational i issues: In fact, these broad programs typi-
- cally include components: whxch attempt to deal with all of the functional-
‘categories. " ' -
-+ . .As anexample of a major educatnonal— mﬁovatxon we can consider not
~“aminor improvement, such as selecting a new teXtbook, but a major.one,
.such as unplementmg Individually Guided Education (IGE). This: pro-
- grammahc innovation ‘includes components which sunultaneously re-
- quire changing to the multiunit school organization, utilizing compatible.
7 curricular mateFials, installing a system of evaluation for decision making,
' unprbvmg home-school-community relationships, provxdmg a facilitative -
... .environment for learning, and enhancing continuous research and:de-
¢ velopment in the school (Klausmeier,: 1977). The: local admmxstrator .
. ‘mounting such a massive effort, of* which'IGE is only an example, finds
consideration of functional- -process relationships to provide.a useful ges- .
talt,.not only for guxdmg his or her daily activities, but also for mobilizing
‘the’ mtraorgamzatxonal and extraorganjzational supports needed to effect
& ma)or program of 1mprovement '

THE sqé?ORT NEEDS OF ADMINISTRATORS -

Lo

win
L

" Pose the following question to practicing adrhinistrators: “Suppose
that you wish to. implement a major v ducational xmprovement Tell me, .
g what support would you need?” Overwhelmmz,ly the immediate re-.
'sponse is, “I need support personnel.” These include.teachers, consul-
* tants, specialists, parents, citizens, and-others. Next in importance is :
,v;.ﬁnancxal support for facilities, equipment, books, and other instructional
‘matenals [nformatxonal institutional, ‘and . pohtxcal supports are ‘also |
needed to put “people” and * thmgs together . .
- ‘The implementatjon.of a major educational xnnovatton Tequires dif- =
ferent Emds of support atdifferent stages in the implementation process.
. . In: the ‘pre- dec:snonal,.‘awareness ‘phase, for example, the .need for
"adequate and appropﬁa&e information is acute. During the decision- -
making or commitment phase financial and political supports are
paramount During the post-decisional phases of changeover, refine-
ment; and renewal; individual and institutional siipport are crucial, so itis

~ -
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o Kinds of Support Nee'ded

% - 1o

“ '

v

. useful to consider-the kinds of support needed by: the administrator in
: ten’m of the major phases of the 1mplementatmn process. "

a -

Y X . - b -

Dependmg, of course, on the' nature of the program and® the process- °

es utilized, several kinds of support are necessary to meunt a successful

program of educational improvement.. These include personnel fmancnal

“informational, ‘institutional, and political support. -
Pérsonnel Suppart. "Thé" admmlstrator obyiously needs the support of
many .persons to implement any educational improvement: At the local,

several significant cihers. Major innovations may also require the help of
professors, practitioners, consultants, and other specialists irf.national,

- state; mtermedlate ard othc" educational agencies, mstrtutrons, and’

associations.

The administrator miist exert leadership not only in the appropriate
utilization of each individual’s skills and abilities but also in obtaining
psycholozu.al (it not moral) support for program improvement. As Hall

(1974) tias Jemonstrated, the concerns,” attrtudes, involvement, and com- "

mitmen: of participants are the essential ingredients of educational
chang..-To' obtain the support of personnel; the adminigtrator must be:
able to demonstrate the rationality of the effort in terms of both organiza-
tional and individual goals so that personal idéntification, belongingness,

satisfaction, effectiveness, efficiency, motlvatlon and morale may be en-.

Ikm"ed (Getzels, et al 1968).
" Financial Support. In’education, consndorablo resources typically are’

" allocated o ongoing operational programs, yet scant monies are available ’

for the improvement of educational theory and practlce Since most major
mnovahonq require time, money, and materials, the administrator who is

- a leader must cither “scrounge” for new resoarces or "juggle” exlstmg
anes to accommodate the demands of the program -\Moreovor, mcreasmg

derhands for accountability coupled with declining enrollments, inflation,
and other constramtq have rediiced ‘resources. still further In fact, the
administrator often is placed in the mcongruous position . of having to
demapstrate that an educational innovation is cost-effective even before it

. has been attempted. Even so, it is obvious that in addition to personnel, -

'provisions must be made for obtaining the requisite facilities, equipment,
books, supplies, audiovisual and other matermls requrred to 1mplement

" the unprovement program

: level the essential personnel may. include school board members, other- .
- administrators; central offize: supervrsorﬁ teachors, parents, citizens, and

o
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Inforrhational Support. In any program effort partrcrpants must be
" adequately.informed - about the nature of the change. To establish
adequate two-way’ commumcatlon the administrator must pay attention
- . to the amount, form, and flow of information (Lipham, 1974). Regarding
-, amount of information, those involved in educational improvement fre-

quently err by engagmg in “information overload,” that is, providing
informatién on the: basis' of coinprehensiveness, rather than selectivity.

'Another ‘common tendtncy is to® utlhze one- way, formal commumcatlon

cards, to the neglect of mformal two-way commumcatlon techmques
such as conferences, interviews, and visits. . »

Concerning form, information must be more than a mere collection .

- of random data; it must besorganized, and often reduced. Thus; consider-

_ - able.attention is directed within organizations. to the importance of ex-

changmg information. Recently, powerful management information tools

and techmquec. have been developed which use computers to reduce and
. present data according to relevant parameterq

Finally, concerning flow, information must be made avallable at the
time that it is needed; otherwise, it is useless. The administrator, there-

fore, must provide leadership in structuring responsive communication

channels wkich foster the flow of information downward, parallel,. and

. upward within the c,chool organization, as well as outward to the larger
‘envuonment :

-~ Institutional Support. Smce eddcation is a hlerarchncally structured en-
terprise, at the least the local administrator must obtain institutional ap-

+. proval and at the best must receive institutional support for the.innovative
 effofts being attempted: Depending upon their size, location, and a host
‘of other environmental contextual variables, school districts and schools -
K d1fferw1dely in terms of their structural-functional processes (Hage, 1965).
“.. :"Most school systems are quite centralized in their decision-making pro- ~

"+ cesses. Some are' quite formalized in terms of the policies; rules,-and
.,rEgulahons to be followed, to the extent that the informal organizational
‘climate is often neglected. Many are"quite stratified according to differ-

ences in ‘status relationships between and among role incumbents. In

" terms of desired’educational outcomes, some schools stress productivity |

more than‘they do flexibility; others stress cognitive' achievement more

o ;/than affective development. Therefore, the administrator who would lead
must both understand’ the institutional context for an innovation and.

exert leadership in changmg the school from a' mechanistic,. ritualistic
institution to one that is dynamic and organic (Schmuck, et, al 1972)...
Political -Support. Whether conceived in terms of formal power or

° . informal influence, political support for d change program is- absolutely -
" essential in a democratic society. It'is not enough for the administrator

H
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“to be supportive of a change effort; s'igni‘fic'ant other opinion leaders and.

organizations, parent and community groups, and others must become
involved. ' o - s B
To miarshal appropriate political support, the administrator must be
skilled in analyzing the values,. expectations, and: behaviors of many
groups and individuals: Effective two-way channels of communication
‘must be established and maintained. Latent and manifest conflicts ‘must’
be resolved and coalitions built. Then it is possible to engage in collabora-
tive effort to implement the program. S o
The Phases of Itnplementation
. | S S
When any major complex educational innovation is being attempted,
it appears to proceed through several broad phases which may take
several years. Implementation incorporates elements of the various views

- policy midkets must lend their support. Governmental bodies, teachers’ -

* of change, including the problem-solving model (Jung and Lippitt, 1966),

the social interaction model (Rogers, 1962; Rogers and Shoemaker,. 1971), -

the concerns-based adoption model (Hall, 1974), the research-

development-diffusion model (Guba, 1968, Guba and Clark, 1974), and

L, the linkage model -(Havelock, 1969, Havelock and Lingwood, 1973) of -

. ‘educational change. . . v
The major phases of implementation have been conceptualized. as
follows (Lipham and Fruth, 1976):" . ' B '

-. 1) Awarcness Ph_t&:q.' Local educators become sensitive to -
" the need for change and become informed about p'ro—»-g-’

grammatic alternatives. Decision makers are given an B
overview. of a program in order to stimulate them tor bt

» consider it and :informatio'n réga_rding the required -
-~ commitments to adopt it. ~ C

2) Consmitment Phase. Local decision makers compile the

_ ' necessary information and secure the nécessary com-
o . mitments, approvals, and.cooperation of people —
' .- staff, parents, community groups, and the school
board. At the end of this phase, the decision to adopt

making the decision to adopt, local educators are pro- -
“vided with information describing the change, cost fac-

‘.

or not to adopt the program improvement is made. In  ..! .
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- T tors, evaluation results, and,&he requlrements f()l‘ im-
A - plementmg the. change‘ :

~.~.

3) Changeover Phaac ‘The schoo], staff becomes prepared to

" make the changeover First?leaders are identified, re- - ¢”

_ceive-instruction’ fegarding, the change, and develop
plans for implementdtion. Specific plans are

s _ throughout, .the school staff. ,partrupates in ongoing
PR - staff development _ . o

4) Reﬁnenwnt Phase. ‘After school staffs have begun-im-

* plementing the changé program, they find that new

-understandings and skills are required. to refine' their

: implerhentation efforts. The need. for refinement

-.emerges out of the fact that the staff members are ex-

pected. to perform their responsibilities.in new ways.

On the basis of systematic feedback, the change prog- -

ram itself may alsu be refined. . - S

ot . ~

" 5) Renewal Phase. This stage includes aatrvrtles designed

to identify ‘and resolve upanticipated problems to de- _ :

* velop improved ways of-implementing the change,
and to prepare successive generations of professional
personnel to fill new and expanded roles.

Most theorists of change processes and many r}ducatlonal practrtloq/-
-ers have been quite.concéméd with numbers twol and three above, the ,

- commitment and changeover phases of implementing an educational i in-
novation. Consrderably less attention has been paid to the. awareness.
. phase — how local educators firid out about and become interested in an
. Innovation — or to the refinement and renewal .phases in which an inno-
vation becomes institutionalized. It is useful, therefore, to consider the
mterachon of the needed supports\md he.implementation phabes !

<

SENY . ' . -

SuPport-Inipleméitétiprr Relationships
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E operationalized during the changeover perrod, and.

As with the functlon process relatlonshlp, there is'a continual recycl-
_ing and: interaction. of the necded supports' and the implementation -
phases. In a succeeding chapter by Crandall, for example, the func-

-0
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--tions, processes, and relationships are shown to differ substant
tween_ the pre-decisional and the post- decmonal stages of the s
phases of unplementanon 5

How do lpcal administrators become aware of an mnovatlon’\\

" Through readlng, attendance at conferences and- semmars, contact with

" other practitioners, visits to other schools, and many othermeans.\In fact, .

- most of the dissemination efforts in education are probably more\infor-

- -mal, ifynot haphazard, than they are formal-and systemancally plannéd.

;.7 Greatér attention must be given in the future to providing accurate and -

W adequate informational. support to local administrators to increase their

¢ " awareness. and understandmg of educational innovations., '

g "During the commitment phase, political and- financial supports be-

come paramount, -because jt is here that the' decision is made to adopt-an’
. educational innovation. Frequently, policies, rules, and regulations must
' be' changed,. permissions granted, and financial and other commltments
., made in order to attempt the improvement program.
During the changeover phase, personnel supportis most critical. The . .
needs and concerns of the: staff must be identified and met. Adequate ..

v -in-service training must be provided, and specific plans developed for

c /makmg the changeover.

- " During the refinement and renewal phases, institutional support Jis
paramount. Role relationships must be restructured and provisions made
for involving others in making decisions which affect them. Through.
continuous and systematic feedback, both the school as an institution and"' ‘
the innovative program itself become modified, dynamlc, and “self-

: renewing. Likewise, the individuals within the institution. become better

2na ‘ngage in f > implementation cfforts ‘

QE{%PLWM n future implement efforts.

-

' A »

THE TRAINING REQUIRED
OF ADMINISTRATORS

What competericies are raqunred of the administrator engaged in im-
-plementing a program of educational improvement? What programs are
needed to develop the competencies? Which training procedure s are use-

. ful? If innovations are.to be implemented in the focal schools,” appropnate
,:answers to these questions must be souz..,ht o v :

O
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- : [ .

. 4 . ! . o ."1: . , . /
L . R /
. Dunng this decade enormous effort has bu.-n ‘expended in duvelop- I
ing the competency/performancu based approach to teacher and adminis- /
. trator. education. Basically, this approach assumes that persopscan be/
professionally prepared to be leaders because systematic attention in thexr

. training has been-given to (1) identifying regunslte programmatic inputs;®

_ €2) specifying the desired behaviors and assigning priorities to them; (3)
- developing measures of competent performance; (4) providing - indi- «

. wduahzed reality-centered leammg experiences; (5) evaluating the/ ac- X

.‘quisition of understandings, skills and attitudes; and (6 C(.‘l'tlf)’lnb
competency to perform as educational leaders (Lipham, 1975): . /

As alluded to in previous parts of this paper, the admml%trator must
be competent in several domains including educational change, probram .
knowledge, .decision involvement, instructional leadcrshlp, and/facnlfta-~

 tive environments. .

Educational Change. Itis hkely that many administrators have been so *
- heavily engaged in maintaining the educational organization that knowl-
. edge.of edticational change has largely passed them by. Even. /so it seems’
apparent. that in order to implement a ma;or educational mnovatlon ane
must understand theories of educational ‘change, must possess posntwe
" attitudes toward change, ‘and miust be skilled in the proce57es of change.
. As indicated iri the varlier chapter by Paul, educators should be -
thoroughly knowledgeable about the following descnptlve and prescrip-
" tive®models of change: the social interaction model; the concerns-based -
“adoption model; th¢ research-development- -dissemination model; the ra-
! tional process model, and the linkage model of changc Each of these-
* perspectives is helpful to practitioners eng‘iged in implementing major '
educational impfovements. - g .
Knowledge about “macro” and ‘micro” theorles of educatlonal

" change, however, serves.only as the cognitive basxs/upon which specific

skills ' may be developed and exercised. Research /(Howesf 1974; Good-
ndge, 1975) has shown that*the successful adoption.and institutionaliza-- -
tion of a_midjor educational change is directly and syqtematually related

:to the extent to which local leaders are informed Jabout the nature of the
change, are able to communicate, effectnvely with'others engaged inmak-- "
ing the change, and are ableto receive and provide support during im- -
plementation of the change program. Thus, ad,mmlstrators must develop
the understandings, skills, and attitudes re/qunrcd to ‘initiate, manage, _

, Cem o e
. C-.
—— e
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and sustam the eduaatlonal Lhange Procesa. ., . / i
Proqmm Knowledqu Perhaps the greatest.impediment to e ucahonal

" innovation is the lack of awareness about — much less undustandmh

/
of —innovative programs and pl‘adlu.b already available. ‘Althgugh re-

- cent effort has been devoted to abstracting and disseminatin at/least the -

1) .
preducts ‘'of the educational laboratories and research and ; o,velopment

- centers (Far West Laboratory for Educational Research: and evelopment

1976), additiorial attention must be glven to dlssemmatlo?’effortq— par-
ticutarly in programs which prepare administrators. qystemahc dissemi-
natior is critical since most of the extant educational L{mnge programs

‘ [/
are quite complex and require specific technical and mt*rpcrsonal skllls if

they are to be }mplemented appropriately.
Recently” it has become quite: popular to emph snze process bkl”S .
and to downplay content knowledge Research (Klausmt/eler, 1976) bhows,, '

- - however, that those who would implement ‘a majo, educational change

effectively must become thoroughly knowledgeable about the program

© prior to-its attempted implementation.-In educatiory; there is a wudespread ‘

into.” Instead, adequate and appropriate inform:
‘constraints, and relative merits of each compom./nt of an innovative prog-

sion making is a Lrucml domain of compet7
' h

~ the teacher, today most of the major ¢
.decision theory should provide the pr?ftltloner with appropriate answers -

tendency to adopt innovations without foreseei 8 what one. is "getting
tioh about the demands,

ram should be communicated and understood during each of the phases
of implementation. awareness, commitmen{, changeovet, refinement,

.and renewal. A Lomprehenslve nationwid¢ dissemination network is

nhance program knowledge.
volvement of others in deci-
ce for administrators engaged
in educational improvement. Although sfhool-wide decisions were once
the prerogative of the principal; and inst ughonal decisions were those of"
tisions are shared. Knowledge of "

needtd in the field of edugahon in‘order to
Decision Involvement. Thé: appropriate

to the following questions: What is. the real and ideal decision-making .

" structure of the school as an ori,anvftlon? Which decision content items

"vélvement? What structures and nv

-administrator preparation

the actual and desired levels of in-
X hamsmb may be utilized to enhance

artncnpant:, with thelr involvement in -
{

are perceived ‘as potent? What are

involvement? How satisfied are

the decision- makln;, process?
Recent rgsearch reveals thit orgam/_atlonal parhcnpants desire in-

creased involvement in makm;,rpotent instructional decisions (Holinquist;

11976; Wright, 1976) and that appropriate involvement in decision making .

is Qly,nlfu.antly related to teafher sahbfachon (Feldman, 1976; Menden-
hall, 1977) and lnstructxonal effectiveness (Nerlinger, 1976). Un_hl_now,
ograms have’ largely emphasized individual
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decxs|0n makmg %kllls, but in-the future thev should stress share
decision-making skills and Lompuencxe

o/ Instructional Leadership. . Instructional lLadvrshlp is unlvcrsaliy pre /
scribed for those engaged in educational improvement. -Although vari- /
ously . defmed, it includes those behaviors which initiate and maintain’ <.
. structures and proLedures for ‘accomplishing instructional goals and
objectives or for changing those goals and objectives (Lipham, 1973). -
Preparation programs should help the administrator in developing and

exhlbxtmg the following kinds of ‘cadcrshxp behavior (Stogdill, 1963):

«

1) Reprcsentahon - thc lcadcr spgaks and acts as the !
représentative of the group. '

Cd 2) Demand . Reconciliation — thc leader reconciled u)n-
Alicting dc ands and reduces disorder to the systcm

3)-lolerance of Uncertainty — the lcadcr is .1blc to toler- -
= {f ate uncertainty and postpnncmcnt without an\wtv or
v .upset. :

" 4) Persuasiveness — the leader uses persuasion.and ar-
guments effectively and exhibits strong convictions:;
. ..
- 3) Initiation of Structure — the leader clearly defines his -
or her own role and lets fullmwrs know what is ex-
- pected of them

) 3
6\.Tolcrancc of Freedom — the leader allows followeTs
swpc for initiativc, decision, and action.

7) l\olu Assumpnon — thc ivader actively exercises the
+ leadership role rather than surrcndurmg, luadurshxp to
others. :

. 8) Consider ation — the leader 'regaqu the comfort,
L wcll bcm;, status, and contributions of followers

-t o 9) Produutwc'Emphasw — the luadc appln.s prcssure
. fnr prudumvc uutput

10) Predu.hvc Auurm.y — thu lcadcr exhibits forcsxght '
“and abllxty to prcdut outmmc accuratcly

ERIC
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11) Integranon — the leader maintains a closely knit or-
.ganization and rcsolvcs mtermember conflicts.
12) Superior Orientation — the leadcr mamtams cordlal
*" relations with superiors, has influence thh them, and_
" strives for" higher performance.
‘Recent research ((_,rdmcnz, 1974) on ed@cational ltaderqhxp has .
shown that the behavior of the principal bears a  significant-and systematlc :
- relationship to the efféctiveness of the instructional program of the school.
Hence the administrafor must providé instrumental and supportive
;leaderqhxp both within the organization and between the organization
and its larger environment if the instructional program is to be 1mpr0ved
Facilitative Environments. As an agent of change, the administratof
must be competent in strengthening the facilitative environment for inno- :
vation and improvement. This supportive environment includes nct only ..
mtraorbam/ahunal functions, processes, structures, and rclatlonshlps,,
but also extraorgam/anonal linkages with institutions, agencies, groups,,
and individuals concerned. with educational improvement. Thesé extra-
organizational resources are numerous; but for analysis they may be
grouped as follows: - T

l) Natmnal educahonal agencies, includih&, such gov-
emnmental groups as the National Institute of Educa-
tion and the U.S. Office of Education; professional
. organizations and .associations of.administrators,
teachers and others; ‘private consulting firms; and
commercial,publishers of educational materials.

: Y

S 2) Cullcgc"ar"ld universities, particularly those enbabed
S .ldmmxstratnr and.teacher education. -

-
.

3) Educational laboratbries and centers, including uni-
* versity-based research and development centers and
regional educational laboratories. v

“r

© 4) State educational agencies, including state depart-
. ments of education and state profeb-;xonal associations
in edumtmn ‘ o : g

5) Intcfn’wdiatc educational agencies, in some of the
st‘atuﬁ‘, including general and specialized cooperative

146 .0
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service. a;.,enucs teacher centers, and rc;.,lonal leagues
and consortia. :

..
ra

6) Dlstmt a;,unuc 'im.ludin;, central office pgrswnncl
and Iocal professional organizations and associations,

Although bhe abovc agcnuc appear neatly arrayed from the broad na-

tional level to that of the local school, the implementation of a major

educational innovation may require slmullancum assistance and. support
from several of the sources

In cstabhshmz., fauhtatwc environments for educational lmprovc-'

“ment, the admmxstrator must be wmpttcnt in clarifying the roles of re-
_.sources perqonnol in terms of what will be done, how it will be done;

and when it will be done, since ambiguous or assumed roles wilt result in
frustration, dissatisfaction, and conflict. ldentifying constltative re-
scurces, orienting,consultants and participants, ensuring that interaction
is direct and personal, establishing the nature and frequcncy of\rFteraL-

“tion, and evaluating the quality of relationships are centralsrespansibil-

- implementation of innovations. To structure appropriate facilitative envi- . -
ronments," administrators must be profcsblonally prcpared to perform ef- _

ities of the administrator in thc area of facilitative environments (Walter, e
al., 1977). .
Recent stidies | ("lronmdu 1973; Paul, 1974; Tumbull Thorn, and
Hutchins, 1974) have found that the frequency of interaction, structures
for collaboration, and ‘resovurce’ capability between and amorig local

schoojs, colleges of educ. * . s*~te departments of education, and re-

search and development ce.. i- «u::ribute significantly to the sUccéé"éful

fectively as educational linking agents.

' Prgparation Prograns. A wide vanery of undergraduate and },,radu‘ltc
pre-<€rvice and in-service progranmis is currently utilized to develop the
leadership-competencies requiréd of the adminjstrator. These include
courses-and semmara,.workshops, unvcntluns, academies, Ica;.,ucs and
independent study. : :
Courses and seminars continue to constitute the basis for most pro-

.

~ grams of professional preparation’ in cducational administration.” Many

colleges -and uriiversities, however, are ‘reexamining their programs in

"terms of the objectives to be inciuded, the wmpttcnucs to.be mastered,

and the sequence of prerequisites required.. Some are- experimenting with

-'restructunn;., their programs ‘into block-of-time arrangements, instruc-

tional modules. common and unique. Icarnm;., s, and vther creative ap-

proaches to professmnal prcpamnun

- Workshops,” whether conduc.tcd on campus or i Imal sahuul dis--

s
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P tnct‘:{, provide opportumtms for informal as well as formal l\nowlcdbe
N acquisition and skill development. Particularly potent are workshops de-
A" voted byth to individual and organizational dchlnpmcnt Values-clari-

fication, mterpcrsonal communication, mtcrpcrsunal influence, and

\ing educational change.

. Althuugh conventions and conferences of state and natmnal profes-

S sxomﬂ (m.,am?at'nns mdmﬁfs“?ﬁp—?v to bc attendud as mu:.h for

5, and the uhcdulm\g of meaningful presessions and postsessions.

e * Academies and topu.al institutés offered by private and- pmfnssmnal'

-~

\. grou Northvest-Regiomat-Educational Laboratory; 1976) -

R are among e{ncr@,m@, arcas of emphasis for thase ¢ngaged in xmplcment- :

v

practlu.- a tmus on t Ln.mhvnwuﬁcmphaqm on small group mcct- :

organizations -have proliferated in education during this decade. Usually ©
“of short duration, they permit the examination-of an issue in depth and |

provide opportunities for developing skills and changing attitudes. Espe-

. cially exemiplary in this regard is the National Academy for School Execu-.
. - tives (AASA, 1976) which might well be emulated by other associations.

v+ . and organizations as a pmdmtn ¢ muc.ha nism for stimulating educational
' improvement. - . - ,
Leagues and consortia of cooperating \Chools also provndc uscful

1
search (G dpe1975) has demonstrated that classes, books, films,
conferences, consultants, and other means are quite helpful in stimulating

I

awareness of an innovation, but visits by educatorsto other schools utiliz-

training for thosc who are implementing educational anrovemcnt e

== ing an innovative program are the most powerful stimuli in making the -

adoption decision. Leagues of cooperating schools engaged in innovation
provide the means by w hich prmtltmners can test thmry, exchange ideas,
observe practices, share opinions, and otherwise grow professionally.

- ." Independent study includes those formal and informal activities in-
« . which one participates to ¢nhance professional competence. Reading, ¢

rcﬂmtlm,, observing (even other linking agents), travel, independent re-

search, and a multitude of other lrmnnu, procedures are available to those’

‘miotivated to improve.

e

»

.»-. . Training Procedures’ _ : L

A wide varicty of procedures can'be utilized to develop the desired

EO IR SN
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.

competencies, including lecture-discussion, case analysis, simulation,
observation, -and internship. Some suggestions are offered here for
- improving each of these training procedures.

Perhaps the greatest impediment to the effectiveness of the com-
monly used lecture-discussion method is the lack of awareness on the
part uof professors of innovative practices in education. Commonly; several
years elapse before the products of educational research and development

find their way into refereed journals and standard textbeoks. Means must .- -

be found, perhaps by federal subventions, to incorporate new knowlcdH.'
‘into the substance of college and unlvurslry lectures and seminars i
education.

The case study method not onlv permits the apphmtmn of cognitive
knowledge but also lends vitality to the teaching-leamning process. Video-
tapes and problem films- are Qartn.ularlv productive for the exercise .of
speuflc skills. Here a;,am numerous instructional resources deserve dis-
semination. ;

~ Simulation rcpresenls‘a sl;,mhcant improvement over the case study.
“method in that both the background situagion_ap- ‘.»Pthe problems to be |
solved are held constant for all parhcnpantu, weaviniy role performance as
the critical. variable to be analyzed. In administration, the University
Council for Educational Administration (UCEA, 1976)-has pioneered in
" the development and atssemination of several substantive sets of simula-
tion materials. Recent research (Myren, 1976) reveals that computer based
“simulation is particularly .promising in‘that it provides instantaneous
_feedback regarding the -achicvement of specific leadership and decision-
- making skills. L

- Participant and non-participant observanon, although nme consum-
ing, are well worth the effort — particularly when augmented with: rec-
ords analysis and individual interviews. Multiple schemes for observing,

. categorizing, and analyzing-administrative behavior have been devel-

oped, and their use, even by novices, undoubtedly :mproves subsequent
role performance: ~

Internships, apprcnhu:shlps, and other clinical expcnenccs have
- long been recognized as perhaps the most viable component of teacher

~+ educationprogrants;” but for admmlstmlnrs these programs are not as .

- prevalent as they should be. For persons without previous administrdtive
experience the administrative internship-is particularly ‘valuable for de-
~ veloping the conceptual, technical, and human skills required if linkage
Jin thc field of education®is to be |mprowd

-\
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THE IMPROVEMENT OF EDUCATIONAL
LINKAGE o

To 1mprove lmkage relationships in the. field of education one must
consider the functions performed, the supports;needed, and the agenues
providing the services as three interactive dimensions. In the first part of
this chaptér, the functional dimension*was shown to include programs -

_and activities in curriculum and instruction, staff personnel, pupil per- -
sonnel, finance' and business management, educafional facilities, and
school-commumty relations. The second dimension includes the:follow- .

. ing supports needed: personnel support, financial support; mstltutlonal
support, and political support. The third dimension encompasses the
following kinds of educational agencies: national agencies, colleges and

- universities, laboratories and centers, state agencies, mtermedlate agen-
cies, and district agencies. -

A model for the improvement of educational linkage whlch delctq
the interactive relationships among, the three dimensions —.educational
functiuns, educational supports, and educational agencies — is shown in

\Fxgure 1. Consideration of some of the cells of this taxonomy is helpful'
_Aboth in describing current educational improvement effors and in target-
ang certain cells needing additional attention if . lmkage in the fxeld of

“education is to be improved. . a ‘

Before considering specific interactive cells, however, one ';hnuld re-
member that.the basic dimensions as defined are more exemplary, than‘
they are exhaustive..Each of the function, sapport, and agency dimen-
sions could. be expandcd indefinitely. Moreover, the. interactions of the o
dimensions are shown as heat, symmetmal structures, when, in fact they
- *probably -arg. more like “bulgy boxes.” Even so, it may be mqtructlve ito- .
examine u.-rtmn of thc R A ’;

Congsider, for e\amplc cell Lin thc tup left corner which contains the

‘.functxo;){)f curriculum and, instruction, the- support need for pe.rsonnel ‘
‘and the a;,unucs involved as- bem;., national in scope. Dunn;, the past

. decade, many major nationwide efforts have been devoted to this ceil

Massive curriculum-development projects have 'been.moynted in such

S  critical fields as reading, mathematics, physics, biology, carcer education,
and many other subjects. The Education Professions Development Act . .

(EPDA), Title Ill*programs of the Llemcntary and Sécondary. Education
Act (ESEA), and numegrous other programs have been designed and im-

- plemcnted to up;.,radc the sub)cct mattcr knowledgu and teaching exper-

l
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TAXONOMY FOR IMPROVING EDUCATIONAL LINKAGE
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tise of personnel in education, Evaluations of these fforts, havc led some

to cOnclude that while certain of these efforts have been cfchth, other

cells in.the educational linkage system are weaker and should be given

their share in the system of national prioritics. Sbme, for example, would
move the emphasis of national agencies from the functions of curriculum .

and staff development to that of student personnel and would focus upon
itmproved guidance and other pupil personne] services. Still others would

cite the[ need for.improved echool-wmmumty relations and would pro-

vide subventions for community action and similar commumty involve-
ment programs. :

Movmg from national t¢ other agencies, we can consider, for exam-
ple, the role of colleges and unjversities in educational improvements.
‘The most powerful linking relationship for improving education is that
"~ which exists between colleges and ‘universities and local schools. They
assist the schools with problems in all of the functional areas and particu-

“larly provide informational and personnel support. For c\ample, student

" teaching programs, internships, and similar clinical experiences contrib-
ute substantlally to the resource capability of the local school (Paul, 1974).
* These programs also provide feedback whereby the colleges and univer-
sities carv-update and upgrade their conceptual, research, teaching, and

service capabilities. Even so, the relationships of collegeq and universities

with the local schools can continue to be strengthened

Moving along the agency dimernsion, we can consider the role of the )
.educatjonal laboratorie: and centers in performing the several educatxonal '

- functions. Some laboratories and centers haye been heavily engaged’in

“ curriculum development projects; others have been concerned primarily -
with staff development activities; others have been engaged i in.developing -

- management systems; and still others have been concerned simultaneous-
ly withall of the educational functions. In terms of the support dimen-
*sion, what kinds of support can the regional ¢ducational laboratories and
.. the- university-based research and development centers provide for the

“local administrator? (_lcarly, personnel support and financial support are

circumscribed, as are institutional and political support. What the Jabora-
fories and centers can do, and perhaps beiter than ethers. is to provide
mfonnatmnalasuppx)rt — knowledge of the research and development
-programs and projects’ which the local admmlstrator can use effectively.
. The dissemination effort of which this Lhaptcr is a part is only a modest
" beginning of this domain.

Moving from d consideration of the rolc of laboratone and centers;,
we scan-uxamine the role=of state education n.,cnues in-fostering educa-

.
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‘honal xmpmvement I:xu.cpt fora vcry fow strqng state depgrtmcnts, most
are not structured to provide assistance to.the local adminigtrator, except,

perhaps in the functions of finance and business, managemcnt and educa- "

tional facilities. Substantive programs in. curriculum and instruction, staff

personnel {except for teacher certification), pupll persorinel, and school-

' community relations are notably lacking in’ most state education depart-

ments — with the possible exceptions injthe fields of special and voca-

tion in all of the functional areas and in-providing each kind of su pport are
a particularly pressing need. -

The responsibilities of intermediate cducatlonal -agencies are even

less clear than those of state departments of education. As the “Johnny-

‘come-lately” to the field of education, ‘many intermediate educational

agencies are torn asunder regarding both the supports they should pro-

~ vide and the functions they should perform. In terms of personnel sup-

port, their staffs are woefully inadequate in comparison with, for exam-

_ple, extension agents in ‘the field of agriculture. In terms of financial
-support most intermediate educational agencies cannot give it; they must
receive it in order to survive. Their informational and institutional sup-
"port systems are also zinbiguous. In some situations, however, their polit-
“icl support has beer: productive. Therefore, the entire functional-support
relationship of intermediate educational agencies should be re- exammed

so that these agencies can. help the local school.
‘Without continuing to consider specific cells, we can move to the final

6nes in the taxonomy — the functions performed and support provided
by school district agencies vis-a-vis the individual school. Included here

are central office personnel and local professional orgamzatlo%; and as-

. sociations. Here again, one may encounter more impediments than assis-
_tance — at least as viewed by the local school admiristrator. Recent re-
search (Bepka, 1972) has shown, for-example, that central office coor-

dihators and consultants are not in the vanguard of change, and that the
activities of many' local unions and associations seem more directed to-
ward forbidding than fostering educational innovation and unprovcment

Despite this-somewhat pessimistic circumstance, some schools do con-’
. tiriue to improve owing to the efforts of concemed administrators and -

dthers.
Each of the remaining cells’in the taxonomic model shown in Figure 1

* could be examined in detail in term> of the policy decisions to be made to

1mprovc education. Suffice it to state simply that this framework is pro-
posc and presented for future analysis. -

.

i,

-~
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SUMMARY

o .

In this paper educational linkage has been defined as a mutual pro-
cess which makes available the conceptual, technical, human; and mate-
rial resources required for improving individual and institutional perfor-
mance. Three dimensions,; one dealing with the educational functions,
another with the support needs, and the last with educational agencies,
were used for considering the issues involved in training administrators -
and others to engage in implementing educahonal Lhan;,c and improve-

-ment in the local schools.

The educational functions mclude curriculum and instruction, staff

‘ personnel,, pupil personnel, finance and business management, educa-

tional facilities, and school-community relations. The administrative pro-

“cesses are purposing, planning, organizing, training, implementing, and

evaluating. The functions and processes interact continually in th«. im- .
plementation of an educational innovation. s .
" The supports needed by the administrator are comprised of 1 person-.

‘nel, financial, -informational, institutional, and political support during -

each phase of implementing an educational innovation (awareness, com-
mitment, changeover, refinement, and rencwal). Again, the needed sup-
ports and the implémentation phases are interactive.

Programs that prepare administrators should be designed to develop
competence.in the following domains: educational change, program
knowledge, decision involvement, instructional.leadership, and facilita-.
tive environments. Programs needed to develop these competencies in-
volve courses and seminars, workshops, conventions and conferences,
academies, leagues, and independent study. Helpful training procedures

~include lcuturv-dmusmon case analysis, simulation, observation, and in-

ternship. The- programs and prou.-durc arc provided by numerous edu-
cational agenuc ' )
A model for the 1mpr0vcmunt of educational linkage encompassés’

“consideration of three dimensions: the educational functions performed,

the supports needed, and the agencies responsible. From a multitude of
educational jssues, a few éxamples have been cited to illustrate the utility

of thismodel for enhancing educational |mprovement in the local school,

both mmcdmtcly and in the years ahead.
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LGkzng Processes
In Educatzonal Change

Ann Licberman

There is a great need for
the synthesis and integration
of existing information as there
is for the generpa\tlon of the new.

Research in Hu Service nf Mental Huvl.‘h Rt port of the Re smnh
Task.Force of the National Institute of Mental Health, ] Segdl,
(Ed ) Rockville, Maryland (p.u,t 398) -

" In the last flfteen years there has been a marked change in the view that

- schooling can be improved by outside agencies. In the late 1960s, many -
" projects and the agencies which planned them developed at federal, state,.

+ . and locallevels and created new sets of relationships between these pro-
jects and local school ‘districts (Bentzen, 1974; Berman and McLaughlin,

© 1974; Klausmeier, et al., 1977; Takanishi, 1973; Tempkin, 1974; Tye and
' ‘Bentzen 1971). The foots ofcreatmg a linkage between institutions came

in the 19405 with Paul Mort's orbamzatnon ‘of the Metropohtan School -
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Study Counil, a g,rnup of schools linked to Teachers College (l’mslcy and
Paisley, 1975).!

These linkages’ hwu created new pnsslhlhtws for.the igprovement
of schools and have brought forth some complex rescarch uestions
(Berman and Pauley, 1975; Corwin, 1973; Fullan, 1972), Addltlonally, these
questions hawve involved a number of persons ina quest for a-better
understanding of what factors-lead to their linkages, of what transpires
between these agencies and schools, and of what work is accomplished
(« .nudlad 1975; Miles, 1976).

Even-though there are many puuplu involved in all kinds of ageneies
' fulfilling these linkager functions, ‘there- has been very little systematic

study of penplc who-deliberately intervene in social systems in order to
bring about’change (Baldridge .md Deal, 1973; Hall and Alford, 1976;
Licberman, et al., 1973; Tichy, 1972). This paper is seen as oné building
block in a continuing cftort to understand the nature of school improvey -
“ment by looking at what needs to be known by those participating in
linkage cfforts and what support needs to be provided for schools by
linking agencies. The current state of the art includes model building,
hypothesis testing, propositional thinking, case studies and the like, but
~we arg only now at the pmnt of being able to form an initial conception
‘of the processes embedded in models used b) linking agencies as these
agencies interact with school systems:
These. processes may be performed by one person or by several pu-‘
sons working in various organizational patterns, (More important are the

. processes, not the creation of a super-person to perform them.)
A Agencies vary in the way tasks are assigned. 1t'is more usual today |
to think of a team of people working as linking agents performing com-
plementary functions, or at least the possibility that one person can callon
other people to perform a variety of functions.? These linking processes
occur withih-a given social context, that is, those performing linkages

‘.

-*Linkage refers to the possibility of cdnnecting people, institutions, .\gcnéics, and the like
’ in.such a way that they exchange information and resources (both human and material) to
" Uhelp solve their problems. Farther illumination of this view can be found in Seymour
Sarason’s book.-Human Resources. forthcoming.
. : . 4
*}Crandall’s chapter takes issue with this stance. He describes a “super person” with an
enormous amount of conceptual knowledge and skill. At least part of the difference .in
viewpoints may be explaificd by whether we are talking abuat a-“new, role” as Crandall
dous, or about a broader definition-of all kinds of people in all kinds of vrganizational
arrangements performing linkage tasks. The latter view is taken by this writer. One must
-, _ also noté the differences in range, complexity and duration of the linkage. Some agencies
. ard'emibedded in a farger social contest, whereas others might perform a single job or have
- a specifiedgask, and these procsses may be performed by State Education Agencies (SEA), ¢ |
intermediate agencies (IEA), rcwanh and dev clopment centers, projects, Jucal education’ |~
agencies (LEA), district-in-service programs, teacher centers, cooperative agencies, etc.
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. .
s
"

e move back and forth between the contest of their own agency and that of
 the social systemy. How one sees the job of linkage has a great deal to do
~with how one views hisher clients. The focus of this chapter is on the.

- school system and the, way that system affects-the people in it, and con-
sequently, the processes utilized by linking agenvies. The nest chapter
includes a discussion of the host agencey of the linking agent. -

Four assumptions underlic the paper and can be ised o guide the

discussion; '

. I. Knowledge about the school as a social system can
reveal some understandings essential to those who
would wck to build and to participate in linking agen-
cies, : :

. Sufficient research eyidence and experience ‘with at-

™

tempts at linkage exist <o that some basic, processes
which. these agenc n:s perform can be identitied.

3. l,inkagu, by dcfinitinn, implics some com'upt of coltab-.
oration. Ways of organizing, of acknowledging this re-
fatibnship, tan be inferred from field expericnce. '

-4, Certain conditions which influence both linker, agency,
and school system can-be identified. -

. . . e

o * The paper will close &vith some vignettes that reveal some of these
understandings, processes and conditions as they atfmt the linkage rela-
tlUn\hlp

THE SCHOOL AS A SOCIAL SYSTEM

o -

A substantial number of educators and some rescarch f-viden__cu

- suggest that Innovations, however defined, fail to be implemented be-
cause' the social system’ of the school is neither understood nor dealt
*with adequately (Baldridge and Deal, 1975; Giacquinta, 1973; Goodlad and.

. Klein, 1970; Gross, et al., 1971; Jackson, 1968; Licbermanrand Shiman,
1973; Saraso_n, 1971; Smith and Keith; 1971; Tye, 1975).‘Qt'hcrs'havc studied

161
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schools as social systems to dcvulop a better understanding of what they
are like, what behaviors occut in thom (Sarason, 1974), and what pres-
sures, contradictions and conflicting sets of expectations make up su.hnol
life (Bidwell, 1965; Dreeben, 1973; Getals, 1, ipham, and L.\mpbo. L JYel;
Gordon and Adler, 1963; lanni, 1974; Lortie, 1975; Miles, 1967; Waller,
1932). Based on those gudws one can divide the school systcm into three
v entities — the teacher, the principal, and the environment — in nrdur to
understand better the functioning of school and the way in whn.h these |
understandings can be important to people performing, Imk.\;,c processes.

[}

.

- The Teacher o

" Since 1932 when Waller svrite so -poignantly aboat the teacher
numerous people have attempted o describe the rolef of the teacher
- (Jackson,” 1968; Lortie, 1975, Sarason, 1974), and still othgrs have tried to
. identify teacher characteristics as they affect learning lRoacnshmg, 1973).
/< But by far the most helpful undcrst.mdm;,s for our purposu are those
' that describe thc teacher as (s)he responds in a varu}ty of ways to in-

volvcmcnt in a’sociat system of mntr.\duzlnry pushus .md pulls.?
<‘

Comradiclory Nalure of Teachmg ) ,f .

- “Teachers are-expected to deal with alt thldron,who comwe to school
and with cach ¢ hﬂd_u]didually (Bld\\'l.‘” 1965; (;ordon arid Adlcr 1963;
Lortie. 1975; Waller, 1967). o .:

Undcntandm\ ! -To deal with this Luntradu.tybn, teachers dcvclop a
set of skills that work for them. These skills or mo.,*thods form the basis of
their "style” and,. as such, are highly pcrsonahzed [t is not hard to see

" then why so many*teachers hold on tightly to what they know artd resist

" new methods of lom.hm;, This condition has implications for agencies or

.« . agents bringing m ncw pm.ka;,cs new programs, or what appears to be
' "dlfferenl " : ‘

Mulhple lnlerpretahons of School Goals. :
27 Goals of schooling®are global, somctimes mnﬂlntm;, {Miles, 1967),
" and gotare open to many interpretations as they are translated into prac-
s tice. Noone view predominates or gives direction to that translation. This’
“discrepancy’ between goals and one’s mode of puttmg those z,oals into

- - . L

L

This discussion is not meant o m\ph that all teachers are the same. Tremiendots variation
. exists amony teachers in terms ot their behavior tmmrd the job, mvmrd each othn.r, re-
soul'ce-. ideas, ete, . .

R it
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.

practice forms the basis on' which teachers learn to teach.

When “new. curricula” or “better methads” are promulgated by
“oxperts” (usually from outside the schoul), teachers are wary because —
among, other reasons — their own learning has been torged through thwir
own striggle to link theory and practice. The assumption that one is or
should be open to fresh ideas does not account for teachers” modes of
learning, nor docs it consider the reasonable skepticism of teachers o
ideas -which commonly fail to attend to the complenitivs of their role.
Openness to new ideas is something that needs to be nurtured continu-

~ously. - A

Understanding 2 = Teachers are in a double bind over new ideas. Onc
the vne hand they hold on to their tried and tested ideas; on the other,
“they become dependent on ideas from the outside as the primary: source
of new knowledge (Licberman, 1972; Smith .md Kuith, 1971). .

Teacher (solation
Most teachers perform their teaching functions in total isolation from
other adults, and yut they are expected to cooperate and collabdrate on
ideas, new programs, ct cetera (Sarason, 1972).
Understanding 3 - Collaboration and cooperation are only posqblu
‘ when isolation is broken by organizational arrangements that allow, even
:  encourage, teachers to participate with one another.
) - . ’
Autonomy and Control _ . :
There is no real “program” in most schogls in the sense that there is
coordmatmn anfong teachers, subject arcas, and o on. Even though
teachirs seem 'to have a great deal of independence “behind the class-

: room door,” there are norms controlling the behavior of teachers (Good- -
. “lad and Klein, 1970; Mcyer, 1975).
P Understanding 4 ~ One 'mu#d learn what thc norms are in a uhool to

-understand organizational behavior, individual behayior, and the Q:hffer-
ént pereeptions of those norms by groups and individuals within groups.
. The existence of group-norms has |mpluatmns for cvaluatm)., the situa-
tion, having perceived who volunteers, who is seen as "opinion leader,”
who will resist ... - .

®

N ~Individual vs. Collechve Achvnty PR
Much has been written describing the nLt ‘that teachorq are’ ngt in-
tcﬁ‘upendvnt (Meyer, 1975; Miles, -1967; Sarason, 1971){ that is, they per-
+. " form their jobs without much mtcrachun, even need of others. This condi-
tion leads to an individualistic view of what tach teacher thinks teaching
is. Yet }\(hen teachers are asked to engage in mnuvat]Tc activity, there is

bl .

e
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commonly an urgent need to support uthurs and oft ' a need tor some
people to assume leadership roles (Culver and Hoban, 1973). Provision

*for discugsion about the complenities of the teaching role and for the

construction of aset of shared definitions aboatteaching can provide an
antidote to the isolation and “individualism” of teachers,
Understanding 5 - Engaging people in innovative activities will involve

~ breaking: two powerful norms in school life: that of teachers”thinking

that all teachers do the same thing, and that being inferdependent in-

“trudes upon ne's view of teaching, The breaking of these norms feads to

the next understanding, mtnc.atclv woven into the une abowve, that re-
wards must be consciously provided as these norms are replaced with
others (Miller, 1975), :

The Principal
. .
v _‘ . . __ ) -
« There is substantial evidence that the principal is a key controller of
what happens in 4 school (See Lipham in the previous chapter, Berman
and Pauley, 1975; Gross, et al., [971; Gross and Herriott, 1965; Licberman,

1973; Smith and Keith, 1971; Williams, et al., 1974). In other words, the

*principal has been Assdciated with powerful effects on teachers —the way

they work with one anagher, the wnv‘\hvv feel about the work, the way

new ideas come into the school and, in"general, with the way the staff
assumes'their morale, Lboking at these associations leads us to u)mldc
several undurst.\ndlm,,s of the role of the principal.

Involvement of the Principal - ' -

If it is evident that the principalis a crucial figure in the local school
setting, through hisher active involvement with teachers, then .m) in-
nuvative activity must involve the principal.

Understanding 6 - Involvement of the principal can take many forns,”

depending upon the ideas, the innovative project, and the principal's  °

“interest, L.\pab:htms and skills. Involvement moy be only hisher undvr-
standing of what is going on; oz it may be knowing enough to support
the teachers, or it may be gathering community support.* |

Prmcupal as Learner
Most principals now in leadership pnsmum are being asked to per-
form functions for which they have had little prcpar.\mm (l"yo 1973). Fnr
- L. : : :

«ACommuinity members and students and rgcognized as hey.members of lhx \chnnl s) stem, -

< but the omph.ms here isonvthos pgnpf‘e\; W arehe mmul focus of mmthnka;,,x activities.
[ S

] L€y ' N ik
3!
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". example, negotiations with unions, initiating and maintaining innovative
projects, involvement in legal decisions affécting’ the school, and provid-

" ing for the continuing growth of a stable staff area few areas for which
.y principals have received little training. ' '

=== Understanding.7 - Part of our understanding of the social system must -
Tinclude a diagnosis of his'her kriowledge and ability to perform, to sup- -
- . port and to facilitate functions _for the school staff. Does the principal -
#: " have access to the- means to"Tearn? To observe? To discuss? Who will -
. "iﬂmuhe_,pﬁmﬁpﬁ(s)he Jearns new behaviors? Are principals being
given feedback on what is happerniing so they can enlarge their behavioral
repertoire (Miller, 1975)? (See especially Bentzen, 1974; and Klausmeier,
1977.) - S : .

o
P
e

Principals in the Larger Context = .
Principals arc enmeshed in a larger socio-political context (Tye, 1973), '
. and there are all kinds of pressures apparent to teachérs and finking
= - agencies. L ST .
© Understanding 8 —People in I'nking agencies must look at a principal
~ with an understanding. not only of his/her position ‘within the school but
®also of the larger context within whick the principal resides. For example, -
a principal with a great deal of skill and enthusiasm but no central office
support will suffer from isolation, whereas a principal with district sup-
‘port and community problems, a reluctant staff, and lack of organizing
“skills may have plenty of external support but no means to do anything

4

% .with that support. Each -case’compels a diagnosis that-considers the-
~ 7 source of constraints, and facilitating forces and their impact on that -
principal. : C : e
. ¢ .

. The .Engironment
in L. P ) .o <

ECL '

; Because local schouls have both interhal and 'evg(tern,al envir'n‘n.ment.lq
..~ that affect the linkage relationship, dur understanding of the social system
of the school needs to be placed in a larger framework. '

o 'Extémnal Environmental :Constraints of the School
“ers Jtis naive to think that the local setting is unaffagted by the external .
ehvironment, that is, we must fecognize the extent to which schools.ate
. rusations of the world around them. Sometimes there is a tendéncy to be
"« ..mfortable by forgetting or ignoring events beyond the sehool building. )
' Ustricts differ in their-philosophy, state support, utilization and alloca-
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o hon of resources, size, orgamzatxonal complexity, orgamzed cons'f:tuen-
- cies, history of innovative activity, and stability of populatnon3 (Baldndge ‘
and Deal, 1975; Tye aid Novotney, 1975).

Understanding 9 - School people respond - to extemal conditions as
.these affect the local school. Small and large districts communicate ditfer-

ently and are connected to the outside “world differently. Stable and

rapidly Lhangmg communities deal dlfftrently with their schools —
budget cuts, teacher lay- -offs, new supermtendents—-—all affect the local
scene. : 0 '

Consider the difference between a prmcnpal in a large cnty dlstnct.

~ who has leamned haw to circumvent rules and regulations and make ,use
- of a variety of linkages versus a prmapal in a district of four schools

where decisions, people, and conversations are major topics of concern to
all living within the village. Or the difference between large city districts
where high level bureaucrats decide which schools to close as opposed
to-a small, closely knit-district where plans are bemg dlscussed five years

‘ '.beﬁ)re a decisipn to close a-school is. made.

. The Centrafl Ofﬁce Staff,

Clearly, the central office helps create part of the chmate of the school

by the number of persorinel, their availability, their relationships with

school, ‘staff, the types of activities. in which they engage, théir numbers
and functions, and their presence in the schools.”

Consider the differences between a superintendent who organizes
the principalsto support one another, creates problem-solving groups for-
teachers.to wotk on a specific problem, and uses district staff to facilitate
schools* working together. on common problems, as opposed to a supér-

“ intendent who provides district staff with total autonomy to run theirown

projects with no linking b&tween and among the schools, versus a
superintendent who involves principals in every and any prolect ‘hat wnll
look favorable to the community.

Understanding 10 - Additional data from the central offu.e provide
information! on general questions. How much support are the schools

. (principals and teachers) getting? How- are decisions made in the district?

What is the history of the district in terms of stability’and change? How
cosmopolitan is ‘the ' leadership? How open to ideas are they? How

' cooperative will the district be? What are. the motivations behmd linking

efforts? -

".k~ . . . -oe

. sConsider the différence belween a small Westchester Vlllag,e in New York, whcre there is

no growth, andagommumly with mpld turnover in the San Fernando Valley: in California.
c

oL
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. 160



e

-ty

. ’f_inking‘l’rz)ces'ses in Educational Change. 157

 PROCESSES OF LINKING WITH SCHOOLS' -

K

o

Having looked at some selected understandings of the- school as a

. 'social system, one can now expand the view of the interaction of that

" system with linking agencies (I)-by looking at the dynamics of the change
~ process as school peopie interact with it, (2) by reviewing linkage studies
" and propositions, and (3) by inferring linkage processes. - .

il

Dynamics Of The Change Process In Schools
The different foci of three major studies underlie the discussion of
dynamics of change within the schools: the Hall, ‘¢t al., studies. the

' UDIEA study, and the Rand Change Agent studies. One may, look at the

user (the teacher) as (s)he interacts with new ideas, ito the school as it
looks at its problems and attempts solutions, to a cross section- of schools
as they implement new ideas. (See Tables 1, 2, 3.) ! ’ '
The Coricerns Based Adoption Model (CBAM) (Hall and Rutherford, -
1975)assumes that to understand how change takes place, one can look at

""the teacher and see that (s)he seems to go through stages of development

" of personal concern aboyit innovation, matched with stages of actual use of

the innovation (Hall and Loucks, 1975). Teachers move from very personal

" concems, the'time involved (Hall, 1975), through task concerns to con-

cems about the impact of the innovation on other teachers. At the same
time, one can observe a developmental pattern of how teachers use ‘new

- ideas (Loucks and Hall, 1976). Teachers alter their behavior along a con-

tinuum .‘f_rom wantirig informatior and feeling unsure about using their .
innovation to trying it out, exploring its consequences, and talking about
it with others. The last stage of use becomes one of asking and searching

_for “inore universal benefits” (Hall, 1975).

" These stages of concern and levels of use can be linked to findin'g’s of
the long-term VD/E/A study of eighteen schools in Southern California. =

. These schools were joined together in a “league,” and this group of

schools engaged..itself in a study of ‘school improvement and in the
documentation. of the change process for a five-year period. Those who

k)
-

. #For details of the entire study, see Culyer and Hoban, 1973" Bentzen, 1974; and Goodlad,

1975.

'
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T were studymg the league observed the proccsa of Dialogue, Decnsnon-
¥ Making, and Action (DDA). As schools began to look at their problems, a
“common proccss was observed: Teachers talked. They talked about hew

ideas, their ability to perform new roles, and whether support would be-.
forthcommg Thenanother stage was observed: Decisions were made s—
to individualize reading, fo create a learning center; to team teach (usually

.‘ 'by a few teachers). Field notes were kept to identify patterned behavior
- across schools, and these patterns were like those identified in CBAM.

Teachers talked, engaged in an activity, then compared that activity to the

- rest of what they were doing. As they felt comfortable managing change

in their classrooms, they sought collaboration bctween and ameng

" schools.

Botl: these studies revealed a pattern that clarified the dynamics of
whool nmprow,ment Teachers, as individuals and as particjpants in sub-

- groups'in school social systems, appear-to move from personalized con-

cemns (after they become aware of new ideas), to more task-oriented man-
agement problems, to questions about the effectiveness of the new ideas,
to concérns and strategies for involvement with more people. Questlons

" that might involve “programs” or collaboration came after a period of tnal

and satisfaction with their compctem.e in integrating new ideas. .
)
’ © i

4

. TABLE1 '
» THE DYNAMICS OF CHANGE IN SCHOOLS

' THE USER = * -~ -
Concerns Bascd Adophon Model (CBAM)

Stages of Concern “ Level of Usé
0 Awareness . ~ U Non-use

1 - Informational - .- I Orientation

2 Personal o II Preparation

3 Management - : " Il Mechanical use
4 Consequence IV A. Routine

. - ] _ ~ B. Refinement
5 Collaboration V Integration
©6 Refocusing - .. VI Renewal

Adaptcd from Hall, G.E., Wallace, R. C., and Dossett, W. F., A De-
velopmental Conuptuah_utum uf the Adoption Process Within Educational In-
stitutions. Austin, Texas: Rescarch and Development Center for Teacher
Educahon University of Tcxas at Auqtm 1973. :

i
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4 I/ D/ E’ A STUDY
hgsofChange =
Dlmt‘tlSlOnﬂ of lewpnvnty o ChangehWhich Were ikt s, ;_ |
11K about new ideas, |
Used for Mmsuremcnt 0f the DDAE Pruwf | 5
~ ) Sumumc individualize readmg, | "
'. U"‘IU,EW  Decson ' ’.\C“"“ . cham,us lhc fumitine gj
. SCUPL‘ ' . How upvn 5 il? ‘ Hi IL'UI\SUHSUJI is 7 HIJW evtensive ih‘. it 5 ‘ 3) ]he nnovative amwty mﬂkes lhla 8 ’_
© Importince  How meaningfulisit?  How su?stantivc isil’ - How sipnificantis i? ' @
?'c T S e e ) PEUPIU ﬁSl\ ‘Iucsmmb Ilkt.' “UW ‘ 5
Rebvance  How sustaned is i’ How consistent s 7. How patiorned is it Ldn the . ;,m,] va,dc for indi- - g
- Flewbilty — Hoss inguiring is it Howflubleisit?  How modifiable is il? | 0 |
o e ' )Dlaluguv bc;,msawn O ney i F
e | of questions, | ! a
N
A ‘ , o
' | ! ‘ _— : ; . ' v :
.. Tt bt ot S G% |
Adapted from LuebtrmanA and Shlman D, Stages ofChange in Elementary School Settmgs nC. Culvcr and o
G Hoban (Eqs.). Purer To Change. Neww York: MecGraw-Hill 1973; and f om Bentzen, M. M, Changing deols The
Maq:c Feather Prmap[e New York McGraw HI“ o L
0
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Lmkmg people mpst rewg,mze the de\elopmental pattern of initial
teacher “self” concerns which demand a supportive environment in deal- .
ing with new ideas. Collaboration and guestions involving large numbers

- of faculty appear afier teachers are comfortable wnth new ideas and have.
" learned to manage thent. _
A third study thut added tu the, undcrblandmg of the dynamus of
school change and serves as a link to a discussion of the processes of
"linking i is the Rand-Change Agentstudy (Berman and McLaughlin, 1974;
. ] \‘- L i .
TABLE 3
THL DYNAMICS OF CHANGE IN SCHOOLS
NATI(QNAL SAMPLE OF SCHOOLS
Rand Change Agent.Study

Séxmm-ary of Major Findin‘g,s

_ 1) Effective 1mplemontahon dependent on supportive setting and on a
strategy that fostered: mutual adaptanon of staff to project demands

2) Wxthm-pmqram varmtmns affected implementation more sngmﬁcantly . ‘
than did differences a.mon;, fedcral programs.

3) Projects using snmllar methods varlcd in their implementation strategies
and institutional settings. The variations were more important than the
methods or technologies.

°

4) Elementary schuol.prinéipals facilitatc’ or inhibit implementation.

5) These L'lt ments of 1mplementatum strate;,nec promotod lLaLher chanbe
a) Staff training . )
b) Frequent and re}_,ular meetmgs
) Meetmgs and training’ ,
d) Quality and amount of change required by prowct
¢) Lucal material development (in Tltlc 11T -projects).

P

6) The -y - oncentrated tho resources- were (Tntle 1, lht more hkcly
was tcaL fer Lhan;,c

: Adapted from Berman, P, and l’aulcy, E.,.Factors Affecting Chan
. Agent Projects. Federal Programs Supporting. Educational Change, Volume II -
Santa Monica, California: Rand (_orporanon Apnl 197% : :

.8
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Berman and Pauley, 1973) The rescarchers looked at.293 fed.u:ally funde

change agent projects across'the country and focused onv lmplementatlon '

_of innovations through agencies of .in-depth case studies. Their major
findings corroborated earlier findings about the effectiveness of involving’
people in decision-making (Lewin, 1947) and the importance of building

group morale "as an lmportant factor faulltahn;, changes in behavior

(Cartwnght 1968)

. The Rand study, like the Hall and l/D/l;/A studies, douumentcd once
again that the local setting infliences the course: -of ‘innovation. Their
focus on' the local setting révealed that the pnnupal xould facilitate or

block innovation and that there were certain strategies that appeared to be
linked to successful implementation. These strategies, . using. different.
‘terminology, were also to be found in the Hall research on . 1nd1v1dual

-teachers and the UD/E/A in-depth study. These 5trate;,le;7 include:
1. Active participation o
2. Face-to-face interactions

3. Opportunities to learn new behaviors

f3N

. Local materials development

. Support ffom the,principal

N

These three major studies give us a more comprehensive pxcfure of
four’ factors whuh are cruual to the prmesses of linkage. They are:

1. The natUr_e of participati_on_.
2. The substance of educational change
3. Thé mechanisms used

4. The re\vards‘of_:the system (Licberman, 1976)

'O'rganizing for Participation, Process 1 - Orgnnizing for participation

appears to require the principal, scme initial volunteers, and eventually a
“critical mass” of people who will create .nnovative norms. However,

interesting quistions are still being raised about the nature of ‘participa-

, - tion. Gross; et al., (1971) found that initial volunteers became resisters.

when ‘they were not adequately supported. The Rand study concluded

l; B

T
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~ League study found that although initial voluntarism appeared to be a
legitimate way to organize for- participation, there was a continuing prob-
“lem of socializing the¢ new volunteers. Sharing expenence often was
unconvincing. New recruits needed their own experiénces:to provide for
" their own feamm&, Considerable care, then, needs to_be. taken as, one o
_organizes for involvement. » ks

Developmental Substance, Process 2 = Regardless of the substance of an

" educational change that might eventually be implemented (team teach-.

_ing, individualized readmg, alternative teaching strategies), initial sub-.
stance. should revolve around questions of personal conéem and local -
problems, as well as new infsrmation. For example, if faculty in a school
are dlscussmg mdlvndualh . reading, it is common. for someone to talk .

- about organizing the classroom, the number of books to have, and rec-
ordkeeping, among other topics. It is less common, but essential, to have
as part of the discussion such questions as: Can all teachers handle this
type of vrganization? What skills, abilities and attitudes does a teacher
need to do it? What emotional tensions does such a program initially .
create? How does one deal with the. initial uneasiness of learning to do
somethmg new and unfamiliar?.

" Developmental Mechanisms, Process 3 — Mechanisms (meetings, groups,

‘workshops) can be .organized around a developmental cycle which ap-
pears to be, first, acquiring information related to personal and local con-
cemns, then, trying out the new idea with a focus on management prob- . -

" lems, and ultimately, making provision for. sharing,. collaboratmg and
integrating the ideas into a larger context. . '

* . Planning New Rewards, Prowss 4 - Rewards for leammg new skills or
becoming more competent must be planned for both the ghort-term and
the long-tem. What is being called for includes timing, meeting new
people, creating new relationships, being involved-in a larger world and a

* larger network of ideas (Goodlad, 1975). For a long time we have been
.attached to extrinsic rewards; these studies provndc ewdence for the grea-
ter powcr of intrinsic rewards.

' Linking Studies

There have been numerous people studymg and descr'bmg models
of linking (See Appendix 1), roles of various types of linking agents* (See
Appendix 2), and the processes by which people organize for and interact
w:th lmkmg a;,encms (See Appendix 3). From an analysis of these works

’Lmkm;, agents are also described as ghan;,,g agents, adoption a;,,uﬂs mnnvatlvv or pcr~
sohnel consultants.

172
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and the understandmgs of the school as a social system, the remamder of

- the processes used by linking agencies ¢an be suggested.

Problem Solving Orientation, Process 5 — Whether one looks hohsncally

~at the models proposed for linkage or the roles propused for linking
~ agents, every model refers to the process of problem” solving. Havelock

(1971) discussed the linking agent’s aid in problem identification as a sig-

~ nificant function (See Table 4).7 Lingwood and Morris (1974). found that
~ the federal agencies they studied provided for the “users [sic) ability to-

solve their own problems™ (6ce Table 57). Jung (1967), Miles (1976), Tichy .
(1972) and Wallace (1974) began to flesh out the process of problem solving

onentahon when they refurrud to “diagnosing of the situation” (Wallace),
“eamning the right to help” (Miles), and “relating to staff in identifying-

riceds and-training” (Jung). There seems ta be no doubt in all /these
studies and descriptions that in order for people to be open to new |dea5,

to adapt to changing conditions, or {0 deliberately make Lhangeb in their

-own s§stem, they must develop the capacity to solve their own.problems. -

- If one refers back to the previous description of the school social

system and its complexity, it is clear that professing an ideal /model of

problem-solving capabilities invelves a linking agent in a complex array
of learnings — especially when linking schools to other agencies is in-

..cluded: Again, there is the: pos-;lblhty that it is more reasonable, with our

state of knowledge, to think developmentally about problem solving.
People need to learn to talk about their needs, and they may requirehelp
defining their necds and putting them in a form to be'acted upon. (Some
may be unaware that they have problems or needs at all.) The capacity to

- solve, problems involves one’in the sensitivity to the work-life of school

“people and ‘the ability to engage theni in activities in which they have a

vested -interest (their competence and self-bettérment as teachers and
pnnupals) This situation creates a tension for a research and develop-

.. ment center with a spécific. program or product to be diffused, or a state

department mandating a special program. When there is a specific pro-
duct to sell, it is hard to be sensitive to the work life of clients.

A problem solvm;., orientation must guide the activities of the lmkmg
agency, And orientation means developing activities that will increasé

individual capacity to identify and clarify’ problems, to identify alterna-.

tives, to develop criteria with which to ]Udg.,o altcmatnch to try out solu-

-tions, to evaluate their utlht) and to start again'— regardless of the sub-
_stance that is being offered. Here a person-oriented approach is lmked to

a task- oncntc approach.

ERENT Appcndlx 1 Tables 4 and 5 Iz

8See Appendix'2, Tables 6, 9, 8, and 11

Cw
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. most successful linkage will leave the school people as-linkers (Havelock,  /
11971) and the linking agent out of a job. - i :

TS Appcndi\ 2, Table 11

 1gee Appﬁ.ndn 3 F.\blc\l[)\

Dmgnosxs, Process 6 — The importance of diagnosis as a process/ for.

. those engaged in linkage is closely linked, to a problem solvmg onenta-
- tion. Diagnosis can be described as a prou:ss on.a continuum, ranging
* from informal procedures in assessing a situation (Tichy, 1972) to a/set of

more substantive questions such as, “What beliefs and knowledge are
held by various persons to be affected by innovation?” .

- Miles™ focus on linking planners and environment, as well as on.
lookmg at power strategies, cognitive clanty (does everyone share at least
part of the same realrty’) affective support and reflexivity are part of the

~ substance involved in the diagnosis/of a situation. Havelock (1971)“’ and °
- Griffir/Lieberman!! view diagnosis as one function of the linking role.

The current phrase “needs assessment,” we suspect, makes a mechanical

. ‘process out of a well developed skill in deciding how to enter a system,
~ with whom to work, what the state of the field is, ‘how fast or slow to

move, what activities are most relevant, and where to start burldlng rela-
tlonshlps Diagnostic procedures need to take place as acontinuous pro-
cess; they will be-informal, formal, or both, dependmg on the skills of

‘whoever is making the. asses‘sment and the exigencies of the situation.

What is_important is that séme diagnosis take place — it provides the-
information for present and/ future work —about the state of the relation- .
ship between linker and. client, and that it take place on all the levels - /

“involvéd ‘in the linkage -relationship. Dragnosxs that has as one of its ‘ /

outcomes leaving clrents with the-ability to use new information and to

‘help solve their own problems must continually mvolve the construction ;
“of new support systems (Griffin/Lieberman) and-the recognition that the I

i

Strategy Building, Process 7~Closely assocrated with a problem solving
orientation and a d1agnosrs of the social system with its complex array of
variables is the ability to build strategies. Strategy building is the process

-of creating a plan of actron in our case, one/ that considers in its sim plest
-form where one wants to-end and the means to get there. Building strate-

gies is at the heart of any intervention, for it is here that one must deal

specifically with the conflicts, tensions and complexities of linking two

social .ystems — the “school and the linking agency. _ .
The literature refers to solution-building functions (l.lngwood and s

Morris, 1974), or linkage as described by type, mode and frequency of

. : : ~

1080 Appcndrx~ lable 7~
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" interaction (Paul, -1976), or the. manipixlation of hum;m financial and

material resources-(Wallace, 1974). Griffin and Licberman refer to plans

' that include actmg upon subsystems, whereas Jung speaks about creating

the conditions. for training, demonstrating and- arranging access. ta re-

“sources. Havelock's strategy building moves from bringing new informa-

tion into the system to planning linkage functions that deal thh how to
use the knowledge to the clients’ initiation of activities on jis'her own

- behalf.

Sieber ¢t al., (1972) began to bluld a way of lookmg not only at the
strategies ond uses but also at the relationships between strategies and
particular settings. .

‘Most strategies are described in spgutu. terms, such as:

°

l: Trains staff in sKills (Jung) S
2. Works ;x'ifh #roups (Griffin and Licberman)
37 Focuses on cognitive clarity (Miles) -
" 4 Carries infurmati(.m-(Hav_clock and Havelock)
5. Focuses on affective support (Miles) .o e

We must agam stress the need for a dcvclopmcntal approach to
strategy building in schools. If one wants to build’ (the school) a self-
sustaining problem solw%/approach within the local setting, then
strategies, need to move from involving people initially in fresh ways of
thinking about their work (information giving), to building supportive

“structures (linkage) where trial testing of new ideas can take place, to
_engagement in problems of management (finding resources) to building

cooperative structures that cah e mutually supportive (networks).,
Strategy building pruce%es must act dynamically to move from de-
pendence on outside sources to mutualsharing, from infofmation receiv-
ing to creation of new knowledge,from immediate, concrete strategies
(meetings, workshops) to long-term strategies (institutionalized struc-

.tures), from invcivement of twd interested teachers fo a “critical. mass”

of teachers. The essential core of this process is, again, that stratcbxeb

.include:

N

’ v
" L. Knowledge of the spgmfxc social systum. as well as new -
information. : ‘

2. Movement from concrete-to more global concerns.

N L O
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3. Movement on several fronts at once: personal, organi-
‘zational, programmatic and inter-organization.

. Organization for Linkage, Process 8 - Perhaps one of the most crucial -
processes, yet one known least about, is the creation of supportive struc-,

tures that will facilitate improvement of schools. Although there are sev- - -

eral:long-term field studies upon which to draw (Bentzen, 1974; Corwin,
1973;: Goodlad, 1975; Walter, ¢t al., 1977), scores of agencies have created

" linkages of all kinds, and the experience base is far larger than the written
-materials would indicate. (For example, research and development cen-

ters, ESEA projects, teacher corps, teacher centers, existing state, county
and local agencies, to name a few.) Two large scale linkage projects have
been selected here because of the author’s long term involvement in one '

of them, because others have written:about them, and bec cause as a group

; _they offer an initial understanding of organizing linkage purposes. One

other is referred to, as it is in process of being organized (See Appendix 3).
The League. The League of Cooperating Schools, a consortium of
eighteen schools, was organized and studied between 1966 and 1971 (See

Table 12). The purpose of the Ceague was to improve schools and to have

schools innovate in dealing with their own problems. The nuances of
dealing with individual schools, .the creation of a group of schools, -and
the problems of linkage with one agency, UD/E/A, will be the major
focus. '* This project highlights some of the-difficult problems with which
linkage agencies must deal if collaboration is to be effective. The essential ®
problems of linking are that school people and the outside people who
become involved with schools have different purposes, perspectives, in-
terests, work styles, and time frames. These are a source of tension, but
these differences must be worked through to achieve the basis upon
which a collaborative relationship is built. The League study draws atten-

“tion to the fact that schools tend to distrust outqiders, to see research and

dcvclupmunt products as “not helpful,” and to see most outsiders as
“too theoretical” and uamg the school for their own purposes. . (These
problems have been cited elsewhere — Baldridge, ¢f al., 1973; ‘Carhsle

,1967 Miles, 1976; Takanishi, 1973).

-Collaboration Orientation. 1t is necessary, therdfore, in a Lnllaboratlve
L‘ffOl‘t to build an_orientation toward collaboration that considers the.
school's time perspective and work life. Collaboration means: a-mutual,

:respect and understanding for the differences which exist between schools”

‘and linking agencies, and that this respect and understanding is reflocted

&

1t lhe Institute for Development of Educational Activities (LD A) was thm fundmh apency

and also the name given to the office.where the re search staft wotked, .
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L
'm the expectahons achvmea, exghangcs and strategies that take place 13
Working the Collaboration. The League study.-suggests that a.“hub” is
needed, a clearinghouse to “work” the relationship between schools and

agency .(Goodlad, 1975). It also suggests that expertise 'is already in the

~ system and that this hub_uan faLlllt’ltC use o, such experts These realities

of school life suggest that new knowledge-can be institutionalized and

. spread by the very people within the school social system by their own
. involvément in solving their problems. But this collaboration is a process,
and the process includes activities which move through a developmental

cycle (as has been suggested above), a cycle reflecting the fact that differ-

ent people will be at ditfétent places in their development at different -

times and tRat activities wnll be part of a strategy that reflects knowledge
of this cycle.!* Tod often the assumption has beeff made that if a group is
formred for collaborative. purposes, it will collaborate. The League study
extensively document,s the need for understanding of and building plans
for creating a workm}’ collaboration.

Individually .Guided Education (1.G. E.). From the: Lomponente of
.L.G.E. as institutionalized in several states, some structural requirements

of the collaborative r{lahonshlp can be outlined. L.G.E. uses a term,.
“facilitative envx,r/onment and a structure to understand what may be
the most elaborate linkage that exists to date. The design includes five
systems: The/local school, the teacher edication, institution, an inter-
mediate agency, a state education agency, ‘and I.G.E. agencies (a research

.-.and development center, for example). The phases of building such a -

linkirtg envifonment have been identified: awareness, commitment,

, changeover refinement, and renewal. Each phase is associated with
‘specific /actwmes to be performed by each eupportwe agency.!> From
work it seems clear that the local school, in ofder to effectively

I.G.EXs/
implement new roles. and relationships, needs support from within the
local school and- reinforcement from outside agencies. A developmental
sequence of how these agencies work from phases of awareness to re-

“newal can be delincated (See Table 14, Appendix 3).

Organizations as Complements. Linking agencies can take advantage ot -

their differences and serve. complementary roles: Research and develop-
ment centers can create materials, teacher education institutions can pro-

vide skills and knowledge, and state departments can provide financial

BFor an extensive discussion of the nature uf collaboration and the problems of Imkln;,
several institutions, see Corwin, 1973,

A

SFor detallgd phases and activities, see Klaur-muur H., et al., 1977, Lspumlly (_haptcr 11,

-"Facilitative’ l:nvxrunments fur lndxvudually Guided Lducahun

+

v
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- . support and human resources. What has been mlssmg from our knowl*‘__' ' o

.- edge and expenence of hrrkmg organizdtions together has.been a clearer~ ¢

unde standing of the need for complementary functions, md a devclop-‘

B men§I delineation of these functions. = -, 4 R
evelopmental Nature of Linkage Relatwnshxps No matter how' complex :

. the linkage, it appears that the linkage- relationship itself is developmental - -

* atevery level. .Each levgl of the school system appears to go through. the
processes described, from those at the teaching level to the mqnagenal !
level, and to the policy-making level. . g ‘

‘ Thu processes described do not 1mply any partlcular order; as a mat- -
. ter of fact, one of the prime difficulties of the linking relationship is that
" these processes occur and. overlap in-a dynamlc way. We have suggested
" ’adevelopmental approach, father than dlinear one, because we recognize
- that, altht)u;,h one-plans lmkmg acthtnes organization for linkage occurs
_on several fronts at the same time. Consider the creation of 2 network
involving ‘several states: An agency must decide on who shall participate,
. how to. bo.gm activities, what kinds of mechanisms to create, the sub-
~ stances of \initial meetings, -who will take what responsnbllltles, how to .
_create supportive conditions, and how to keep the process gomg (See”
Louis (197‘3) and Sxebcr, Louxs, and- Met7ger; (197).) 18
\ . e n'

= K .

| INFLUENTIAL CONDITIONS

M K]
e Ca

‘ At the outset it was reco;,mzcd that ;,wen “tinderstandings of thet_
school social system and processes describing linkage would be affected
by certain condifions. We discussed these‘conditions. to create an aware-
*ness of the delicate balance of forces involved in. lmkmg activities and
to recognize that linking activities are embedded in 3 larger socio-histor-
ico-political context. And as such, these conditions need to be better un-
.derstood as thcy represent a non-linear, sometlmes 1d10€yngratlc, oftc
"unexpected view. of thc way thmg,s are. =

{

16Both these re ferences rn.-h.r to the Pilot State Pissemination program whu.h mvoivvd
p. study of.” among other things, the -« :d agent role The discussion include’s referendes to
“different contingencies that diffe rcnt field a;,vnts have as they veork uuth people § %1 varied
. _organizational stmnp X . ) - {h o
A . ELR
. : )
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History of the School/District

N

We assume that different dlstncts have a history of different types of .

* irivolvement with outside agencies: Some have always had agencies such
as county services in Los Angeles or cooperative services in- New York,
while others have been relatively isolated. This variation makes a differ-
. ence in the way people view ideas, are open to them; and are ready to
engage in actlwty The history of previous linking and linkages would
“serve.as part of the diagnosis of the linker. Such questions as who is
involved, for how long, and with what kinds.of involvement would de- -
. pend on past experience. -In general, the less the experience, the more
, timie need be spent on lmkm;, actlvmes

I .

: fl\flature and Scope of the: Linkage=

q -

There will be a dlffercnck berween a specific project {such as . Head:
“Start) and a linkage that joins states togvther In-general, the larger the * -
. Aumber of levels, the harder it will be to irsure adequate communication '
and shared uncﬁrstandmgs The amount of time and the purposes of the
lmkage will be an influential factor. Consider the difference between a
one-year project that attempts to 1mplc"nent a reading program and A
"three-year project that attempts the bwlomg of a network (o coordinate
district activitie's. Time is a crucial factor<and is seen differently by school
people than by those working outside the schoul. -

Avail‘ability of Resources . .

? -

Dlstncts differ in both the availabi lxt) of human and mafenal re-
sources and their allocation of such resources. This condition is becoming
increasingly important as districts struggte. with decreasing student en-
“rollments, fewer teachers and fewer of everything else. But schools are
" not menolithie i in the way they deal with abundance or poverty. The way

school districts “think about” their use may be as significant as the actual -
. resouru s themselves. . : L. veo T

)

[
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Organized Constituencies

. .

" Positions vn school lmpmumcnt held by teacher, mmmumty, and
other lmal organizations, and their general attitudes toward collaboration,
are sn;.,mflumt factors affecting lmkm;ﬂ agencies. Two contradictory trends
seem to be a part of American life - a trend toward greater centralization

~and control and a trend *ostard decentralization and “grass roots” control

' —and both these trcnds are easily observed when various umstltuuncw

. Unanficipat'ed Events

vie for power over duecision nmkm;1 in s hnuls

“

s .

Tax cuty, uhnn},,us in administration, strikes, nativnaf disasters all in-
‘fluence the local seene and, umsuquuntlv, lmkm},, activities, (Consider
the morale of the New York City schools as their staffs have been severely
cut by the recent bullget Crisis. Or the closing of a four year old junior high
school for lack of stidents, Or firing teachers under the ‘l.lvlur act after
the strike has been settled.)

General Ethos of the State . K

& o . - .

States difter in their support, interest and, ur;,,ar{i?ﬂtion of educatinn.

Some states have consistently been supp\)rtn'c of schools and ta'wen lead-
erbhlp positions in their improvement: 3ome have a histiry of consery-
ing, while others'share a history of experimentation, Elaborate. organiza-
tional structures sqpp()rlm;., schools historically have been a part of some
regions, while others have been relatively isolated from schools in other
parts of the wuntry Clearly these dlffurcnws tow ‘ird stability nnd change-
“will affect lmkn;.,cs o

‘Having discussed undurstandm;,,s of the shool social system, link-

aue processes, and conditions that may in.luence the linkage” rclatlon- .

bhxpe some \1;,nuttu~. \H“ ilustrate these prgpositionsin pramce

-

» ) . s
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'VIGNETTES

v

Newspaper Ruins Straiegy! '

This writer was a linkirg agent for one of the schools in the League
of Cooperating Schools. Arrangements had been made with boards of
education and principals to free one school in-each of eighteen selegted

“districts in California to participate in the League. These schoold wére to
‘be linked to UD/E/A, the rescarch’ division, and t¢ the University of
California at Los Angeles. Schools then would be linked to the knowledge
" basg of a graduate schubl of education, and the rescarch division of the

graduatu school would provide the actual linkage. Our major purpose
was to gain a better understanding of the way in-which schools cope with
adaptation to a changing environment— their solutions to their problems.
We- defined this adaptation rather broadly, assuming that all kinds of
changes were happening in the wuuty and that sgho()ls would take cog-
nizance of those changes.

Our first strategy was to go to the sn.houls make friends with the
people, and introduce the idea that they were now a partof a new organi-

+ zation —the League. This was clearly our first attempt to make a linkage

which.we hoped would be mutually beneéficial. We would have a labora-

- tory for finding out what the process of school improvement looks like,’
.and the schools would have access to people, 1dcas and an organization

that focused on them. Thereiwere few, if any, pfuccdents to guide our
work. But we were all experienced school people and were uxute d about.

the possibilities of such a linkage.
One of the schools was situated a few miles from the UD/E/A office

and close to the university. The principal was working en his doctorate in

education and was extremely knowledgeable about the curriculum reform
movement of the 1960s. Recently the district had hired a research-oriented

.supenntcndent who had told all the principals w0 get their doctorates.

All the teachers had master’s degrees, and many of them had worked on

‘district committees writing new curricula for district adoption. Because of

its ready access to resources, and the sophistication of staff and district,
the school seemed ready to assume leadership in the League. The princi-

~pal had been to'the League offices and was eagerly ready to participate.

We agreed that a meeb: g should b¢ sct-up where the principal and |

would introduce the 1dea’cf the League and its possibilities. We would

e . . -

(34
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diagnuse where we were at aspwe went along,

The day before the scheduled meeting the local newspaper an-
nounced that ~——————"schoo! was to- partlup‘\tu in the League of
Cooperating Schools, an organization interested in studying the process
of change in schouls. The teachers rushed into the prmupal s Office and
demanded to know the meaning of the article. The principal explained
that they had been selected to participate, that the school would be con-
~nected to UCLA with'a L,ruuﬁuf utht'r schools .. . .. The teachers voted
not to pdrnupatc :

The principal called the office and ashed W hat he should do, He was
upset about the nuwspaper story but more upset about what to du to
reverse the teachers’” decision. - '

Against this background, the first mecting” was-called. Before this
‘writer or the prmupal could build a case for the linkage that’ was to take
place and the sc pol’s pdrnupanon in the group, the teachers lashed out.
about the newspaper story. “Why-were we not consulted about whether -
we wanted to be in this ur;,am/atmn’ How did the newspaper get the
story? We are Pl‘(hfe‘\\mndl\' We do not need this organization. Don’t you
" rowawe all participate to the fullést in our school, aur district and in the

university?” . . _ ‘
The doc s rtsate had been made by the superintendent.
And t™ pripap. wne along with the decision. Ne real attempt had -

been madis initiaiy - gain the consent of teachers in any of the schools.
Far siv ryos o meetings took- place in the school and a few teachers
demineted the mecting . Atteapts were made to get at the problems of
“the schooi; the there which often ~Mmerge ! was that the nex;,hborhood
‘was changin 1 and thet th e were ulfrerunt children. _
Oné day, ... writes leapea up and blurted out, "I assume thcru are
people whpught want the opportunity of being in the League and of
working or, solu ons 1o Hhoi problem: by secking fresh ideas. [ will be"
heri awextweeb. anc robinteers who want te can sign their names and we
wifl meet ang plan tesether.” Ten people (ous of 17) showed up, and over
time, wo bezan to ¢ plore the curriculum and organizaticn of -other
s<chools to gain 12w ways of viewing the school. Teachers eventually
decided v tu(".rn"'-ulch, to break down the walls of isotion, and the
school vee e the 'l'm‘ us-of tremendous activisy, o ploration and involve-
“mient. - .
The up stane ngs of the +.hool system wer “alv vaguely  »art.of
Ris ¢ citery r-pc-rln-r(-, and the processes of nAaé,c were totally un-
Knowiy to her “urthermore, so involved was she ir the ‘Jmld ng of a new
org,dmmhun that conditions w hich mng.,ht affect her work v ere not secn.
. This schoe? is a good example of our "need to be scasitive to and
/' d UK‘CIUP an underst nding of ti:e nature. of schools as organizatirns, Th
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Linking Processes in liduc‘\ti;nml'Changu. 73

teachery were furidus at the newspaper st cause it ignored their
sense of profussionalism and self-esteem. It « . sented an external con-
.dition which could have been spoken alout . ¢ linking agent. It could
have been an opening to a discussion o | - iun-making in the school |
which only eventually became salien® - oring it ‘had the effect of

teachers not trusting both the principal ana the linking agent. Neither of
us realized the insularity of teachers, nor did we see that the isolation,
multiplicity of goals, and contradictory nature ‘of teaching created in

" teachers a strong defense against the ow-ide world and cach other.

The principal, too, had bren s0 usec o telling the teachers what the

© decisions were that when an nppurtum.. presented itself for collective
decision-making, he wasn’t prepared.

' Although thuse teachers had been heavily involved in dlstnct affairs

" and university courses,.their involvement was individual; they had never

been called upon to work together in their own school, and the solitary

. :nature of the self-contained classroom was clearly not an cffective soc mlu-

ing agent. .

The process of bUIldlnz., linkage, in this case, would hay c-been mded
by starting with a volunteer group. There were only a few resisters, but
they dominated the group. Also absent was a conscious plan to move

that the sophlstlcated nature -of the district and teacher involvements
made them wphlstlcated in how to work together. We were wrong. Self-

" concerns were high. (What is being in this organization going to do to my

autonomy? Where ‘will my rewards come from as I work with adults?)

- Such questions eventually were dealt with, but should be a conscnous part

of the diagnostic process as described above. -
Although this case could be described as a failure in the short term,

. it was a success in the long term because the organization for linkage

proved to be a powerful force in overcoming initial resistance, and re-

" socializing people to deal collectively with school probloms The lmkmg

agent became 4 friend in the school, bringing information, arranging
meetings, tavilitating new relationships, and the principal and teachers
participated in an organization that drew. them out of isolation and put
them in contact with outside resources. '

- ;e
v

A University team had been awarded a three year gra: t to “collzho-
rate” witha local school system to prepare teachers for a move to a new,

]

‘developmentally with these teachers in terms of substance and form. Both - )
principal and linker misdiagnosed where the teachers were. We assumed -

A .
.
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flexible -spaced school. The team was present in the school four days a
week -providing workshops and demonstrations, facilitating resources

and creating opportunities for teacher growth.” About one-third of the
. school faculty was enrolled in a special university in-service degree pro-
gram. The project team had established a Teacher Resource Room in the
school, and the Resource Room became a new locus for tcnchur planning
and actnvnty .

. The project was based on a knowledge of the social system of the
‘;LhOOl and was designed to create a series of alternative programs to
augment the conventional school organization of the school. From the
outset, the project was perceived in different ways by different groups.

The district officers saw the project ag a way to make needéd changes in
the structure of the high school as well as a way to prepare teachers tor
the new buildin;., The superintendent had set a policy of regarding-each
principal as “in charge” of histher wn building; as a result, he considered - -
it:inappropriate tu mandate chan;,es to any principal. The superintendent
hoped the project team would 1+ educate” the prmupal to see the lmpor-
tance of school change.
- The. principal saw the prn]cct as a.way to improve instruction of
» individual teachers within their classrooms. He saw problems in the .
school as resulting from problems in teachers” classrooms and viewed the
pm]ect as providing remediation for.”“weak” teachers and as providing
new techniques for “strong” teachers : .
“The teachers viewed the pro]ect as both a way to improve instriiction
Aﬂ away tor <hallenge the structure of the school and the autherity of the _
principal. Teachers were divided on this last point: Some welcomed the >
challenge motivations were mixed. Some teacher: genwi »). anted to
hange structures; others wanted to change the prine ipal. Th pruiect staff
viewgd the projéct much as did the superintendent. They Lealized e
range of conflicting perceptions.

The project team was rather successful u: o - o win teachers,
Almost two-thirds of ' “aculty took advantage o. , woject activitics. The
principal viewed 11+ pi- - ¢ i favor when the activities were directed
towards teachies, viex « - .5 proje  with alarm when its activities were

directed-towards the = i« noai e mllahon in need of change. The
hOp(. that thc roajer woudd e sede e the principal was not fulfilled.

Key Incident - , . _
% B . . - -JN. H

A group of tcaLhers wrotL A preposal for the creation of several .

altemanw programs which reguired . P‘Jn;,es in the school's orgamzatlon
' i

v

S o  1da.
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and ,b"‘hu‘a\-mrnl rcgumm‘m“' The principal dismissed the proposal’ag jm-
Poss-l.ble to imple * Project team had expected a more COOpergtive
reaction, an v UTS Stated later that they never should hayg ex-
Pcctcd A djgfere” Nang regretted having taken the risk of Stppest-
ing -mm“thing new : '

ant ¢
L‘Causc the gl’t do

It the Pended on the creation of alternative Programs,

od o f the F”"Cipal's actions threatened the grant: The team
called a Meeting n'a Vtract officers, the deputy supcrinlt‘“dl‘nt, and
the Sltf‘" 8ra t'limb0 | ::nd .dt‘.clarcd thatfhc grant money could not ¢pn-
tinue if g o nciP? o (:Et"‘“vd to bluck schoolwide change: The district
officer, g ..ﬁbiﬂ?d not k; Notion of the principal as being “in Chargc,"
_ + _Tect the principal to cooperate. A COMPromise
was feach 4. a 0 con “Ory committee was established to facilitate the
grant: Thy, adVi"“)?; ro" ftee, composed of the principal, district officer,
s0mMe teach urs, 47 ,ﬁdj.““‘. team members met periodically tO Teviey all
ne‘w Pm ysalse Th: ‘put:s}’_ry committee structure served to make al] the
principalg dL'Ci-"i"’"'w o lic. I thig way, the principa! »aw it t0 b to his
advantag, o apP™ Lo Of the new proposals and reject others. Gince
the pring; g nt‘mmit Principal of the new schoel, the public natyre
of the gy ory Couuld l:"'}' Made him cooperate with the grant. Pyplic
. ati ,W’ Ve destroyed his chances of becoming Pringipal
of the Ney, buildmbi'ol B g o4 | ,

. : rc[‘;i_a-‘b d.scussion to this case, several genefalizations
becOme ap sarent’ ()fE§:(38i5 includes an-understanding of, first, the djf-

feriNg Pere, prion? - PArticipants. In this case, the views of the diggrict

office Stage ™ ¢ the P:“:‘:‘Pal, and of the teachers toward the PUrPoseg of
the linkagroject ae‘ul ‘have been paramount in building Strategies.
[?iagn()sis_ ' inch.ltur‘ca' Mealistic sense of the location ot all these People
in the Pﬂlitic‘,].'slflJL Ot the school. Teachers could threaten the princi-

ipal ha .
pal, bu't‘the ri'nug:'d tlithU Power to block teachers. On the other hand,

the Pnht‘ipal nec" Project staff to vichter his crediblity ag the

Iy
ible - jof the ng )
ssible Pﬁncip“] ‘ YEW . hool. This dornation was kKROWR ty the

o aff 't:‘;gmLhose tb work with the teachers. Rewards yore
fortheomyjpn - grom “they ivere nut m the principal: .

Our Sogial 87 e chay tandings undergird the view of the i‘"tin.;i"pal
on \vdsa_“l%&pr()ccs'_s. In this case he was @ 8lckeeper,
tformat! o gan_”ucial to_the linking team’s work |ike a family
v * Where _tw,‘ .’mlg Up against uaw, teachers and team Pecame a
mutually rowardi®® bp; leaving the principal isolated ar 1 198istany to

€O
an POPeratiy, :

and this i

| 5(',cial SYSte

¢ Schov M is not just teachers _and.princip'a: ang ch;l-
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.dren but a complex set of exchanges, rewards, activities and behaviors, as
“this vignette hag suggested. : \ . :

The extemal syswm (the district) was pushing for re-education of the
principﬂl; but {hat re-education could come about’only as the principal
became an actiye pﬂ”iCiP‘“‘l in his’her own growth, . B

" In this cage, the team took the teachers as their clients. Although this
may be legitimate under certajn conditions, the stakes for the principal
were enomoyg and his Capacity to block changes very effective.

This team was skillful in Political negotiations and in dealing with
district offices, And although the teachers and team project suffered a.
set-back, the ¢ompromise allowed themeto continue working with a bettey
set of undersgandings about teachersand principals and a sharply honed
set of diagnogtic skills which included support mechanisms for both
teachers "md'princ_ipﬂl- It also jncluded a recognition that organizing for

linkage must’ consider the different perceptions of all the actors and
actresses. ' ' : ,

-~ SUMMARY -

This pap, has been congerned ‘with a set of understandings which
delineate the view of the school as a social system as that system effects -
the pcuplc in jt. Processes Perfbl'ml‘d by linkage agencies in interacting
with schools \ere discussed, and cognizance was taken of these linkage
.Processe:‘"being affected by ¢ertain’ conditions, The approach to the
processes described was basically developmental and interactive, It was
SU}Z#‘SW thyt linkage agencies recognize a dynamic response to the func-
tions they perform, that the process of diagnosis, strategy building.and so
on, al! take place continuousty and notin any linear order. The processes
described recognize that there js a tension between leaving school people
with the ability to solve their gwn problems and learning specific informa-
tion trom ouggiders. For the linkage agency, this tension creates the neces-
sity to work with both @ pegple.and task orientation. Content must be
linked to tho' gocinl '-./y'-‘.lt‘n”l of tRe school and a respcct for the realities va
the work life.of the people inyolved. '
N . °
e — |
177 his vignette considers "’C,h_‘“‘l-widc change. Linkapes mkipg placesin m_dividudl clasg-
roomts would ke to deal ‘_“'“h Providing enough support for that teacher.
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APPENDIX 1 o
Models of Linkage '

. TABLE 4 ‘
MODELS OF LINKAGE
Pt .__,_'_:_:‘_.::;-t:::::::;;;;;;rf.:.:.'- I T b
HAVELOCK .

Degree of interrelatednesg of collaborative relationships.

2) Structure - »
Degree of organization and coordination,

3) Reward .
Planning of positive reinforcements.”

6) Proximity
Nearness in time, place, and context.

7) Synergy (_ ~
" Forces that can be mobilized to produce knowledge usb.

USSR I

Adapted from Havelock, 1971.

v
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L) TABLE 5
B MOD[ Lb OF LINKACL :
LINLW ‘/OD AND M()RRlb

1) User:s- abu.ty to solve vwn prpblum:.;
2) Need Prou«ssing function

3) Solution builéli,ng functio.ns

4) Micm;sys;em building

5) Macro bystem bunldmz,

Adaptud from Lingwood and Morris, 1974

. APPENDIX 2 :
R@le‘sv df Linking Agents

TABLE 6 : '
RULEb OF LINKING A(;[Nlb

FILHY S CHA\J(_-I: ACLNT SFA(,FS OF WORK

1Umtnat10n ’
2) Diagnosis
3) Strategies

4j lmplemcntatmn e s

e — e e i et
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(R

TABLE7

ROI l S Ul l. lNKlN(: AGE \JFS

l) Conveyor-
2) Consultant

3) Trainer

4) Leader

5) [nnuvator
6) Defender
7) Knowledge buijder

8) Practitionur
as linker

9) User as llnke

. Adapted from ”dvt“t)tk

1971.

HA ! |
Vh[()(_k SL lNl\lN( R()I L AND FUN( THC )'\JH

‘ H_lju_pctluns
carry information
aid in prublcm idcntificathm

he d
elp user undorstdnd knuwledge and
practices

vffect B »

ffect tinkage through power or influence
frtiate new ideas

sensitize user to problems

openi i
pening up to new ideas

cengaging clients as linkers

_ mmatm;., mhvmcs on nm- s own behalf

189
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TABLE 8
RO[ P S (.)! L. lNKlN(. A( lN IH

WALLACE'S ADOPTION AGENTS
l) r.‘.\bah;v\;;‘.;nt was his Ihurl own person.

2) Diagnosis of situation.

3) Know yo'ur innuvation.

'4) External agents need to link to administr.\tion.

5) Manipulation of human. fmanual and material resources is
a major job.

6) Time commitmtent is great. - .

7). People vs. program,

- Adapted from Wallace, 1974.

TABLE Y
RL)L[ b OF LINKI\J(J A('LNTS

JUN(J S CRI:ATIVI: MARGINALS”

1) Relates to staff in |dcnt|fymg., needs and_trmmn;,.
2) Provides dcmonstratmn.nf somv skills.

3) Trains staff in. svkills.
.4) Supreorts prople.

5) Arranges access to other resources.

6) Works to coordinate administration, research and learning
- as integrated parts. :

A..iapted from fung, 1967.
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TABLE 10
RUI l (.)F LINKING AG lNlH

[P . , ¢

(..RIPF[N ANI) Lll BLRMAN S "INNUVAI VI l’l RHUNNI 1

O e |
1) Dmg,,no.sis | ‘;\
2) Work with gruup:;
3) Self-awareness . .
4) Knowledge of change process - ’
5) Shared dc;;isilon making i
6) Gradualism
7) Construction of new support systems
N 8) Action upon subsystems
9) Kpowledge of uwkn so.cial sy stem
’ 10) Cosmopolitanism
o lql) Dcyt:l_(lgfnt'_nt ()f}c}rc support group N
Adaptcd {rom Griffin’and Llcberman, 1974 _ ' . N
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‘ + TABLE 11
ROLLb OF LINKINQ AC-[ NlH

Mthb'.hFFLC'l NL LONbUIJ lN(. POR NLW bYHI‘l Mb

P met e e

I)IEam thc ri;,hl to hclp
* 2) Focus on linking pl.\nneré and environment.

3) Focus on power strategies. v
;

. 4) Focus on cognitive clarity.

5) Focus on affective support.

6).Focus on reflexivity.
7) Focus on leadership and social structure of planners/implementers. .

~ 8) How to handle stress.

o

9) Willing to be cxpendable but nut a deserter.”

Adaptcd from’ Mllcs, 1976

o T L 9 IR o i
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 APPENDIX 3
. Organizing for Linkage

L . TABLElZ ' )
© ORGANIZING FOR LINKAGE

' LEAGUE OF COOPERATING: SCHOOLS

1) Orgamzatlon of a group of eighteen schobls in Southern Cahforma, )
lmked to u. C L.A., an office ( ”. II:/A ) and each other.

2) Key Leammgs, .
-a) The individual school is the agent for change. ,
b) Ifchange is to occur, creation of a new system seen as salient may

be critical.
c) Change must be accompamed by new knowledge and skills.
' d)A “bub” ‘must be created — a. clearinghouse that works the

paracrship. ~
.'e);The process the “hub” helps facnhtate is Dlalogue, Decnsnon-
Making, and Action (DDA)." -

' .f) Identification of a peer strategy would mean teachers and prmcn- -

pals servmg as experts, eventually for each othe

*'S.ee Bentzen, 1974. L L . S X

Adépted from Goodlqd,"l‘)?i-- _ i S :
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TABLE 13

e e e

1) Organization of facilitative environments ’hnkmg:
a) Local schogl district
b) Teacher education institution,
. Q) lnlermedl ite educational agency
d) State edufation agency
e) 1.GE. agencies \c g- Wisconsin Research and Developmcnt
Center) :

2) Stages involved in a facthnve cnvxronment are:
a)Awareness . - . .
~ b)Comnjitment : . . g !
-c) Changeover P
s d)Reﬁnemem
e) Réne wal -

Adapted fron*‘ Walter, et al., 1977,

/

L

j | TABLE14 o
ORGANIZING FOR LINKAGE: -

/’/' NAI lONAt Dl_FFUSlON NETWORK (IN PROCESS) / -
o Develog ,‘1' "

Dem nstragors, state facnhtators, and adopter pro;ects lmknd together
tp find oat hdw to create and make use of a National Diffusion Network,
to dncourag u)mmunuatlon of successful ideas, materials, and prac-'
tlces 7 o

; Statgment of intent fromvHall and’ Alford, 1976.
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Trarmng and Supportmg
 Linking Agents

- David P-Crandall

INTRODUCTION

The last decade has seen hundreds of millians of dollars spent in attempts

“to improve the quallty of American schooling — dollars for new open-

., space buildings, dollars for carefully developed R&D (Research and De-
. velopment) products, dollars to estdblish massive computerized informa-

- "tion banks. These investments have yet to produce widespread i improve-
‘ménts in schools; yet despite disappointments, there are numerous
examiples of modest but significant improvements in many schools across

. the country. An assessment of this recent history leads to the realization
that things alone —money, buildings, products, information — are insuffi-
" cient to change schools. Only people drawing on these resources, can
produce the needed improvements. Despite the centrality of technology in
~American culture, ‘and the similarity of our system of schooling to an -
assembly line, éducation-within individual buildings resembles more of a
'cottage mdustry, 'staffed by craftspeople plying their trade in idiosyncrat-
ic, non-standardized ways. Schoolin thus remains a highly interpersonal .
© enterprise, medlated by human considerations, not by the requirements

~ o . -
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) e,
of tec hnuluw or mnsldcmtmns of the marketplace, It is not’ surprising,
that a pxrsonnh/cd medium —the linking agent - h.\s emerged as the most
promising means of bnd;,m},thc gap betwoeen tu.lmuluhn..\l advances and

individual educators striving for quality education.

The purpose of this chapter is to present a view of the realities facing
those playinyg linking roles and to give direction to renewed efforts to

develop training and support mechanisms for linking agents. Several

-years of experience as a linking agent and in managing o dinkage agency

have shaped the substance of this paper; during that time, suceesses and
failures in work with hundreds of schools have ch to insights and obsdr-

' vntmns which may be useful to. a larger audience:

“This Lhaptm is written for several audiences and will leave something -
to be desired | by cach. First, it will introduce the problems and potentials

linking agents' face, an introduction which, in the second place, may be

useful to those responsible for managing the efforts of linking agents.
Third, the next steps for ‘Federal planners and policy makers who are
increasingly concerned with the state of dissemination and the proper role
of the Federal government in providing lmdcrshlp to improve Amcerican
schooling. will be outlined.

* The literature, with few exceptions (Jackson, 1968; Lortic 1975,
Waller, 1932), tells us little of what mtually goes on in the classrooms of
our schools. Similarly, we know little of the -dynamics of cducational
program tmpruvumcnt efforts (but see.Bentzen, 1974; Goodlad, 1975; and
Smith and Keith, 1971). Although this paper, by its nature, is not itself full
of rich details of “life in the trenches,” the observations and conclusions .

" have been filtered through a knnwlud;,v of the practical g,amcd from gev-

. era] years of first-hand uxpcncncu and pain. What follows rings truc for

me and I hope will be received in that ll),ht

\"m;,rcss in undurstandm;, the com plc\mcs of Imkmz1 will be rglddu to
the extent that interested parties are able to suspend disbelief, jump mm'
one vision of the subject, poke around in it, push against it, testit outin
their owu-wttm;,, and through suuh experience find ways that'work fur
them

Q1 n
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The following,assumptions are intended to restrict the content of. the
chapter. To the extent that the assumptions are not shared by readers,
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. The “clients” of lmknu., .1;,cnts will be pcuplc in

schools, primarily in public schools,

’ .y
. In general, schools are unlikely to undergo any sub-

st.lntml structural changes in the next decade in the
wiys they organize and conduct instruction and at-
tend to organizational functioning. Furthermore, in,
most places the nature of-teaching staffs will remain
rulahvclv stable and conservitive although their mobil-
ity and numbers will be reduced by declining enroll-

ments and unused buildings.
. : ¢ LV . .

..Liinking agents are-essentially intermediaries between

the school systems they serve and the world of knowl-

edge produgtlon and utilization; in general, their home' .

base is external te the mhool system.

. In the larger organizational environment which im-

pinges on the school there is a complex of actors who
must be consciously ‘dealt with by linking agents.

. When linking agents’ work with a client system in-
volves a full-fledged’ problem, ‘it must account for the

organization itself as well as the individuals within jt.

. Linking agents musl deal consciously and competently .

with the issue of power distgibution and its potential
effects on both maintaining the status quo or support-. .
ing pm;,ram improvement ef‘orts

. Expe rrienced-educators new to llnklng, a‘;,unt roles WI”

require substantial re- -education, touching on cognitive
and affective arcas in addition te behavioral skill de-

¢ !
velopment.

201

they can be thaught of as springboards for dialogue in other furums This
paper does not attempt to justify them in detail. - :
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‘Organizatiun of the Chapter

This first of four sections has set the stage and presented the assump-
*tions underlying the paper. The second section, “The Universe of the
Linking Agent,” consists of four principal subscctions. The first presents
three major. perspectives on the current. practice of linking agentry; the
second -addresses the nature of the resource system and the common
sources and attributes of the innovations that ard typically the nacleus of
program improvement efforts. The third subsection discusses the client
system as a complex social system and as an organization subject to a
multitude of influentes, and thegfinal subsection deals with the host agen-
¢y respotsible for supporting ﬁw many needs of Linking Agents they
house. The third section on “The Linking Agent.— A Specialized
Generalist,” deals in depth with the Linking Agent proper, The many
dimensions of this multi-faceted creature are articulated and illustrated,
the multiple roles to be played are described, attributes and skill clusters
associatd with the multiple roles are presented, and ‘the guestion of
selection versus education versus training is touched on. The last section
presents a summary and argues for a world-view emphasizing systematic
problem-solving as a means of focusing future efforts.
: S J

" THE UNIVERSE OF THE LINKING AGENT

Linking agents are involved'in a little understood constellation — -
the educational and R&D community — which is.itself part of a larger and
.more complex universe. Within this constellation, collections of individu-
als are in motion around the individual linking agent. These individuals, ’
as well as individual linking agents, are affetted by other influences. "
While the object of primary interest in this paper is the linking agent, a
brief.inspection of the major influences and.of the -other entities should
help us understand the sort of nebulae the linking agent inhabits. In this
section, several issues about the major influences,. the resource system,
“the client systerh, and the host agency will be presented to facilitate a later

full consideration of the linking agent. \

N
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" Three -Mg,i'dr"perspectives on Current Practice

_ The different opinions about w hat gonstitutes an effective linking

agent rcﬂuut the different orientations possessed by those actively en-

* "gaged in studying, recruiting, or training linking agents. From my van-,

tage. point, three major pcrspcttwcs are presently intermingled in the field

—_those reflecting the behavioral science tradition, the information science
tradition, and the turriculum theory tradition.

Histoncally, the notion of a linking agent yole followed from an ems-
phasis in the last decade on improved dissemination of information. They,
study of communication channels, how information flows frem person to
person and structure to structure is the basis for the work of the Far West
Lab’s Educational’ Information Consultant (EIC) program and’ much of
Havelock ~arly work, The old National Center for Lducational Com-'
‘munications, which housed the ERIC system, sponsored many important
early inquiries by Paisley and others. This view is presently reflected in
efforts of the Information and Communication Division of NIE to estab-
lish a capucity in each of the fifty states for mure uffcctlve dissemination
and utilization of information.

The.influence of the information science school in the public educa- -
tion. arena 'is manifest in the'variety of information centers which can
access a myriad of data bases via computer in response to educators’
mqumes The most prominent of the comprehensiveinformation centers
are’'R.1.S.E. (Reseanh and InfOrmation Services in Education) in King of
Prussia, Pennsylvania and E.R.C. (Edumtmnal Resources Center) at
ACES in New Haven, Connecticut, in the East and Northern Colorado
BOCES in Longmont, Coloradu, and California-based SMERC (San
‘Mateo Educational Resources Center) in the West. Our own NET-
WORK/NaLDAP Information Resources Center is an example of a
. specialized center serving a restricted clientele (i.e:, Learning Disabilities
' ' Demonstration Centers) in contrast to the guneral service ofﬁ,rud by the

comprehensive centers,
. ERIC remains a prominent, -and increasingly’ useful, ulement in an
°  information center’s resource arsenal, complemented in more sophisti-
- cated centers by “fugitive” data collected from local services or not -vail- -
able’ through computer access. In their interactions with school people,
specialists with an information science orientation strive to improve the
quality of decisions by Loncentratlng, on what goes into them. They hope
* that the array of alternative inputs presented in response to a focused
request will be carefully considered and a more rational sequence fol-
~lowed by the decision maker(s).-Howeves, the nature of their relatlgm- -

"
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ships with clients typically precludes involvement in the dynamle
processes surrounding a particular decision. Rather, transactions are dis-
crete events, fie., the request, 1 need to make a presentation to my board

~ on alternatives to closing schools,” leads to the preparation of ag informa-

. tion package sent to the client, presumably used in some wdiy with the

board. How the information is considered and its effects are rarely ascer-
tained. 1t is unlikely that a client would request or that a person in an
information center would maintain ongoing interaction dyring the many

- eyclings of deciding, trying out, revising, deciding, ot cetera, involved in

instituting a significant new practice or policy, b
In contrast, the concerns of the behavioral science school exemplified
by OD efforts grounded in the social psychology of individuals, groups.

* and organizations, attend more to the process itself. Practitioners in this

school emphasize human interactions and relationships, and advotate
employing consensual means to make better decisions through active
callaboration during implementation and by confronting and working
through the inevitable difficultics that arise in the course of instituting any
significant change into an otherwise stable syster. Kurt Lewin is the
.grandfather of this tradition, with Miles, Jung (former directir of North-
west Lab’s Increasing Teacher Competencies Program), Lippitt and his
Jassociates in Michigan, and Schmuck and Runkel in Oregon as exemplary
contemporary practitioners of this approach. Schmuck and Runkel’s

- “Strategies of Organizational Change” program at the Center for Educa-’

. tional Policy and Management (CEPM) located at the University of Ore-

" gon is one of thé few cfforts which integrate action interventions in
schools with ongoing research into the processes involved. (The program
in Educational Administration at the State University of New York at -

. Buffalo is another.) The "Strategies” program has made many solid con-
tributions to understanding What actually goes on, and with what effects,

‘ when conscious vfforts are mounted to improve schools’ organizational
. functioning. (see Runkel and: Schmuck 1974; and Runkel ¢t al., 1974, for
- detailed descriptions of their efforts.) _ : o

Lastly, there is a scheol which one might label the curritulum theo-
rists. Their interests do not preclude attention to ‘Matters of concern to the
foregoing two schools, but they pay more explicit attention to content as
traditionally defined. Tyler is generally acknowledged as the elder states-
man of this school, and Goodlad at the University ot California at Los

. Angeles has done much to bring greater clarity to it. More. recent studies

by Fullan and others (1975) continue this empbhasis. The curricu‘.lum'the‘ory
school is somewhat less visible in the current arena; there.continue to be
difficulties in defining curriculum as a-field, and few of the current -
federally-sponsored program improvement efforts give it focus’in'the

. o v
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context of school based change efforts. However, our exPenence at The .
NETWORK has ‘shown™ that without’ caruful attention to' the currrcular )
dimension, the. probability of success of any change intervention is drasti-,
cally reduced. Schools are just.not prepared to deal with process issues
“aloneg; and’ since most schools see\curnculum as opposed to communi-
‘-catlonllnformatlon flow or organizatignal ‘processes — as" their ‘primary -
responsibility, it seems. essentml that \Qt\mcorporate thls orientation into
_our thi; kmg . - \\ :
“When’ one attempts to change or improve-g schools or school drstrlcts, a
tl;ese thrée oriéntations need to be synthesized. A people” focus; whith
acknowledges the importance of cumculum, the ‘place of mformatlon
3,"‘ﬂow aind unproved decision- makrhg, and the cent}a.lnat}« of relatlonshlps
- and orgamzatronal influences is indicated. Such a focus rel’lésts the eme
ing mainstream in the area of educational program. unprovc pent af =
: should’ mﬂuence thL desrgn of training and support mechanisms: r‘qu-
:‘_mg agents.i, i N
P (T alsd. cssentlal that we focus on the ovérall protess associated™,
" with effecting significarit changes in human systems, whether the change
- be the adoption of a new currjcular program or a new way of thinking,
“,about oneselfand one’s work. We need not only to stu‘dy the mrtlal stages
“of awareness*and interest-arousal but also to look more fully at” %the ody:
‘namics of the 1mplementat|on process. Developing this broad, long-raﬁge
8 perspectwe should be-a priority for linking agents concerned ' with :pro= -
. -gram and 'system improvement. Further, we need to deal with here-
and-now problems in schools and to challenge schools to go beyond the™.,
. presentby developmg improved capacity to cope with the anticipated and. .
unantlcrpated problems that wnll confrofnt them in the future :

o _=~Th_'e_,R'e’source System.
, 5
: Types of Resources Avmlahle to the Lmlung7 chnt The %orld of knowl-
"edge production and utilization (KPU) is an exceptlonally complexone, as
Culbertson'rioted in his early chapter in this volume. It is mhablted by all .
:sorts of individuals, agencies, ideas, programs, products of-varying Iangl-
-bility, visibility,” and utility to the educational practitioner. Bringing this
.~ 'maze-of potential resources into focus and relating them to a partldular
- school’s problem s0 that the resources can be’ effectively utilized ‘is the
apnncnpal challenge facing linking agents. As.intermediaries between re-
“"seurces and clients, their skills in resource utilizition are what d|st|ngu|sh
*them from other compe,tent professronals (ThlS central skrll of resourte-’
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; »"'d_ti_]izatibjn_léndbthg("req'uired skills. are discussed in greater detail sub: |

“sequently.) . S o L B
. -."-Our concern here then is to-focus on. the notion of “the' resource '
system” —its genieral parameters, its principal elements, and their relative
. importance to linking agents. A classification scheme which-has consider-

. able.heuristic utility is-presented in Figure 1. Adapted from'the report of "
. the Dissemination Analysis Group (DAG) convened by the Office of the .
., Assistant Secretary for Education, it represents the results of long deliber-

."*- ation by a highly qualified and divérse group.  ~ <7 * .

. The question they grappled with was, "What is to be disseminated?”

" Restated- in-the context of this paper, “What is the ‘stuff,’ that is, the. "

. tesources, of the’ transactions between linkirig agents and their clients?”.

- The following excerpt from their report, with minor editorial clarifications
7. (i italics), explains the preceding figure: ' '

. - . s
-

Figure 1°presents a schematic display of the types of-
“disseminates” considered by the %AG, arrayed along
two dimensions: degree of tangibility, independence,-an

_ separability; "and the degree. of disciplined inquiry on

" which they are based. 5 = | T

_ . Beginning at the top left {Cell 1) are the tangible products .
-+ of research and development (R&D). Progressing to the - -
* right the R&D products‘shade into R&D-based or -vali-
- dated programs. As'these.programs become increasingly
intangible, they shade-into ”sly'nt_hesized’f (practice ori-
'-,enté‘f) research-based ‘knowfedge (Cell 3), and then o
. finally into highly. intangible; abstract, and generalized . = 7.
__knowledge (off the chart). Proceeding across the next row -+
(Cells 4-6), - the same kinds of content are encountered; . -
. however, the'”validity” of the content at this second level o
- is based far less on the R&D (disciplined inquiry) process '
~and far more on pragmatism. Successful products arg
usually those that are marketable, profitable, and able to -
~ win and maintain consumer acceptance. Promising prac-
——tices—may- -be. % rely practitioner innovaticns -that-have———
ineither an R&D base ror evaluation-data to prove their =~
claims, but that are judged to'be promising or worthy by*
competent educators. C,80n5°er\'sua? knowledge is not pro- -
-duced by disciplined 'inquiry of scholarship;- but it.is ac-
cepted as valid and reliable by those who must rely on it.
T . s N . .

In the last row (Cells 7-9) is encountered a vast “grey’s, -
area of relatively unvalidated -products; practices, and
‘ knowledge. Their validity depends primarily on the
o .. ~prevalence of their use and on their utility for specific
: "+ users. Credibility and utility are the operating criteria that
separate. the useful from theé useless. . ° o

- .
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' /
. Dependln;., on ‘he typc Of resource needed (1 e, whn.h cell of Flt.,uru )/
"linking, agentq,wﬂl turn to individuals or a;.,enucsmr;.,anlzatlons/sy%tems :

 knaw_how to]access, and to usc the fullarray dependm;., on a partu.ular
- client situatign. . f

A

]
|
!
|
i
. P
Cell 3), pnnmnlv that avaitable through ERIC. While. undoubtedly there [ K

* changing nature (and |mpm\ ed quality and utility) of the ERIC data basL'

" .shaped by the consideration and use of tan;.,lblc resources (pro;,rams and |
: produats) as oppused to mtan;.,nblu resources (rc@ean.h knnwled;,\ and
" other information). This reality suggests thsc resource, ty pcs be! trcqte d'|
~in a bit miore detail to ensure Llanty .

" duced by. commercial pubhshcrs (Figure 1, (.clls 4 and 7). Since most

‘v
L

C
/1
/

i
4

3
i

for tangible pr()dmts or artifacts (i-c., an information package) or for lcsh'
tangible practic.es or ideas. Thus, linking agents need to be aware of; to,

‘Sources of Prudm.tw und Pm\rrams for the Lml\m\' Agent. ic tradltmnal
information / Imkcr was concerned pringipally, if not exclusively, with at-
tempting tq increase the ase of “rescarch-based knowledge” (Fl;.,urc' 1

I
have been, and. still are, llnkcrs who maintain such a tight focus,. éhe

combined with u\pdndud demands- flowirg from continued contm.t \\ ith
school people leads inevitably to linkers taking a broader’ prmhro fo| uT f .

Earlier our own experience with the centrality of curriculun:’ infour .
own dealing with schpol people was roted. The bulk of their curriculu s

The ‘vast majority of. curricula in use in the su.houl-; t()day are. pro-

tinking agents awill strive to cfeate awareness and increase the use of
programs developed by lodal and federal $ources, at first it might appcar -
irrelevant to examine thu activities of thoses who promote Lommcrcml i .

products, yet thé: suceess of commercial publishers dem ands such an|

examination. For the llnkln;., agent, the feature of the comimercial sector to,
be kept in mind is its copeern with the efficient, ‘profitable distribution of

L.a high- volume of products, rather than thc successful 1mplcmcntat10n of

programs. Analyses of clients probe those factors that will affect'thé pobl-; -
tive decision to adopt a partncular produLt in-sufficient quantity- to justify <
the producers’ investment in advertising and other matketing. This isnot:

" to say that commercial programs arc of low-quality. Indeed, many indi-

.- viduals engaged in systcmatiL rcscan.h and dcvclopmcnt also contribute:’
to  commercial produacts of many kinds. . . . ‘ & :

Commercial publishers need enough knowledge of the- arkuplacc-“
and the consumer group to be sure that the products they-are promoting

" have acceptability and credibility. They use salesmen very effectively and

have 'led the way in- utilizing modern technology for segmcntmg, and; -

saturating markets. Typically, their- textbooks are formatted in a way-that:’
makus it casy for thé salespersyn to.respond t() questions from-potential.

adopters b)_smmly flipping tc an approprlate Lhapter subhcadrn;, and';
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. saying, “Here you'll see thakwe cover dangiing participles very adequate-
" ly,” Experience with more complex’ products, such as the Far West Lab's
". Minicourses, has demonstrated the difficulties of educating, textbook
. .Salespersons to promote productq,whu.h depart radically from the norms
-- of schools, ‘which require considerable supplementary cquipment, and
which do not yield a premium commission for the salespersons. (See
“Turnbull et al., 1975, for a more de ailed discussio of this case.)
The commercial sector cannot deal with “thin market” materizis, that
is, those which do not yield hgh enough revenues to warrant the invest- -+ -
‘ment in marketmg However, ‘there is much to learn -from commercial - ©
~successes, and recent studies ofithe utility of the marketing approach are
- worthy of review by interested linking agents (see in particuiar I:ngel et
" al:, 1975; Kotler, 1975; Slk()l‘bkl and Hutchins, 1974). .
-~ The second source of programs of greater, concern to the lmkmb
agent; is that of “R&D outcomes.” At the present-time thereis considera- -
" ble debate ‘as to just what Lonstltutes an'R&D outcome’and enough vacil-
lation exhibited sothat a rather broad definition (i.e., incorporating Cells 1
"and 2 of Flgure 1) is one that would probably be.useful for the lmkmg
agent to keep in mind..A recent Request for Proposal from NIE’s School
“ Practice and Servlcc Dw:slon defined, Lducatmnal R&D Joutcomes as. fol- ’ ®

~

ows: ™ : : ,'“ . . N
- Those currlcul.;x, pmducts %kl”ﬁ programb, mstruments
teaching and management methods and techniques and
. the like that are produced by disciplined inquiry involv-
- ing activities normally considered part 6f the R&D pro-
.+ . cess such as| conceptualumg hypothesizing, inodel de-. .
veloping, field testing, ‘data gathering and analyzing:and
i evaluating. Evidence of ¢ffectiveness, judged according
. to professionally acu:pted ‘standards, is also a hallmar
of.R&D outcomes..

" » This definition is useful in. highlighting’ the importance of a' systematic|
process ending in some demonstration of effectiveness. In some cases,
programs dcvclopcd by school-based educators,coriform to this definition|”
and are able to offer evidence of effectiveness to a quality control pane
- such as. the Joint Dlssemmatl()n "Revxew Panel JDRP). The JDRP serve

. the Education Dmal(m as a .vehicle whereby programs-which individual .

" project officers fee are worthy are reviewed by 2 panel of experts O :
some 250 projects/which have been submitted to thie panel since its incep-

_ton, 60% have béen approved. Despite a numbe: of flaws now recelvmg! .

- attention by its members and the field,.th¢ ]DRP is likely to remain thel ° .

~-pr1nc1pal means of formal validation by 1hc Fed ral govomment It/w:ll\

X.'- S
‘).
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7 feoritinue toserve as a'necc.i;s'arv hurdle for programs expecting Federal
_suppo'rt for disseminatioi actj,, ... “Whil¢ the vast majority of programs
[ which have been submitted y, 1. qre those initiated by ESEA Title 11,
77" recent efforts have brought bug | e panel for consideration a variety of
sprogramss iritially funded by 1 Buredu of Education for the Hand- -
;] icapped; Bilingual Education, ' nj[E. This broadening base bodis ivell
. for the ereation’of a more Widclv rcprcsentat-ivc pool of programs which-
* have withsiood the scrutiny op o4 nosed professionals. Edugational Pro-
“grams That Work. (1976), a caiélogtlc produced. by Far West Lab for the
~ National Diffusion Network; g ° s all programs approved by JDRE,
The output of dinc’t‘tl)"sl_)ﬂnsored fedefal R&D is currently detailed in the
two volume'NIE Product Cag o (1975). ' B
‘Lastly, there are lom”-"'du\r._:iopcd programs (Figure 1, Cell 5) created .

. in response to idiosyncratic loe o ds. One serious shortcoming of most
of these programs, whether Sponsored by federal or state money or sim-

- ply the result of local invention - oars to be the abseifee of a meaningful -

- evaluation and documtMation. ¢ 14 Such efforts wotld allow objective .
fudgment as to both the Lffectiyness of such programs in their original
sites and their utility for other ScuingS-Vchus“ the motivation for most of .
these projects is amelioration: (¢ FL,'articular local problem, not the'crea-.
tion of an entity which contribyy,g 1o the greéater good, this shortcoming is -
not surprising. . -, I : e

" Some interesting ‘indingg about tht nature of such exemplary.. prac-

“tices and the difficultic> In tran o ying them from one site to-the; other

_ are dis¢ussed by Tumnbullet af (1975)..0ne promising development'is the

.~ effort by Title I through its Iq, e ation, Validation, afd Disseminatjon.

- (IVD) process which CTOUrp, ¢ crate ABENCies to establish procedures

. whereby loqall){wdt‘vel”md';Pfojects supported-by Federal money can be

" reviewed by an external téan, using @ €ommon set of guidelinies (sce
Sharing Educational SUCCess:™ A o ook for. Validation of Educational Prac-
ticesk Though rather expensive ¢ project, the on-site evaluation team .

' mode promated by the IVD pry  fférs an alternative totsimply relying
on informal -evaluation Proceq, .. and generally incomplete measure- "
ments -of outcomes. ;While the [vD approach, like virtually all;on/site *’

" inspectiohs gfcompleX Progry o g ffers budget and time constraints

© + that produce a'fl”'five’b[‘“d*men_ét;gcril:{ing-an-elephant”"phenomonon}'~
. the professional judgment a Pane] of peers renders after comprehending,.
the elephant.‘gﬁfers clear—if cusuy_j_improvements over the writtenre- "~
port of a'singlé'observer. 'Wh.‘-‘ther-thé payoffs.are commensurate with the
investment is a question in ne 4 ¢ an answer. Individual states have  * .
Produced various comipendia o¢ o o developed and -validated programs
. which may be of interest.to linking agcntS'(see "Connecticut ESEA Title.:
s ;}{gduced by ACES in‘Ney,. (7 on, Connecticut, as one example). . ¢

mf‘;r .
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VIL umq Resources as hmuuunmts A recént ms!;.,ht Whlbh has added
Llarlt) to the writer's thinking about:the .difficultics of niuuntm;_, and

. managing progran. lmprovcmcnt wfforts in schools is the réalization that

all potential (i,e.. currently unused) resources are zmwzvutt@ns from the
clients” perspective and they represent something new to thcm ‘Histori-

cally. innovations in education have been thought of sxmplys as products

and practices. Diffusion researchers (Miles, .1964; Rugers, L%Z Rogers

and Shoemaker, 1971) have pushed and probed the! phununwna relating:”
to their introduction into an adopting unit. Recently, mqmm's into. the-

realities faced. by human innovations, “information linkers” ’é\hoqe role

"“was initially pattcmud after the agricultural extension agents havg been

sponsored. (Mick, Paisley, ¢f al., 1973; Sieber, Seashore, b #l., 1972). In-
sing attention, has been focused on the dynamics of thé adopting unit
and the individuals Wwho. populate it (Bennis, Benne, and Chin, 1961, 1969,
+1976; Havelock, 1973: Lippitt, Watson, and Westley; 1958; Schmuck and
Miles, 1971). All thesé inquiries have enriched our still incomplete under-

standing of the complex of things, people, and perceptions which can be-

innovatfons and of what it takes to bring about change, of whatever

magnitude, ptrsonal programmatu, or organizational —in human sys-
" tems (e.g., schools). . .
For the-present dmusswn et us acknowlcd;,e that all the resources

arrayed in Fl},um , and thiir many sources’and potential delivery modes,
- are innovations for clierits which range frém the seemingly concrete and
simple (a new textbook or pruduct) to the exceédingly intangible (the'idea
“of usirig sopieonc’else as a resource, and the act.of initiating and maintain-
ing the re anonshxp) It's-all new, it's scary, and it all happens snmultanc
ously [a* multiple points on the t an;.,xble intangible dimension (cf. Figure

‘1)) when a téacher decides tn nsk by cxplormg a new product/practlca.lxdca _

or by adopting one. :
WNow, "add to this" alruadv Lomplc\ cquahon thc newest, strangest

them, and the use of them) represent an even larger innovation than' the
‘programs or ideas to which they hope toflink the system. Few; if any,

clients knoav how to use any kmd of helper cffcmvc.y {other than to-

,advanuc thclr own lmagu as mnovnto §4), and mmy new lxnlumw a;.,ents

déiiot

d the perqpuli\}c

facets of an innovation as perceiy,

.
..chent/uscr (Thé ré¢ader intereste de;

3
treatment of the 1mpor—

>

\'; 15

17 ,tu the innovation -

bggotentml adopter/umsume .

resou red/innovation of all, “the linking agent.” Linking agents (the idea,of
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‘tance of the user’s perspective on the innovative process shotuld sce Fui-
lan, 1972). The topic shall be touched so that the individual lmkm{., agent
‘can pursue elsewhere those: facets of greatest relevance.

There is little dtsagrecmcnt in the ficld that the attributes of an inno-

- "vation as perceived by the _potential user interact with the user’s view of
I " the setting to affect the rat¢ and extent of adoption. (A parallel phcnome--‘
non is the effect of the linking agent’s perceptions of the lnnuvatmn and

the settmg on -adoption.) Rogers and Shoemaker (1971) ldentlﬁ‘rfhe attri- .
. butés of interest as relative advantage, compatability; eomplexity, trialabil-
~ity, and observablhty All but complexity are reported as positively related.
‘to the rate of adoption by the majority of the studies reported.” A some-
i what more detailed consideration of attributes and their effect on the
' innovation .process ‘is provided by Zaltman ¢t ‘al., (1973). Nineteen attri-
tes of innovations are discussed including such familiar notions as cost,
e advantabc, and compatibility and some unfamiliar notions. such
as termi: ity, the number of points in time and the space between them,
~“beyond. th adoption of an innovation becomes less rewarding;
© status quo ante, the cost or dlffxculty which must be risked relative to the
-reversibility Of the innovation or returi to the. prior status quo; and gatcway i
capacity, the extent to which the adoption of an innovation.opéns avenues |
. to other (desired) innovations. Further, they suggest probable interaction
of these. perceived attributes with diferent: substages of the innovation
prdcess, which they see as a series of five decision stages -from initial -
knowlcdge to sustained implementation. Thc discussion is summarized
"« in Figure 2.
' Arraymg them in this’ fashlon clcarly dcmonstrates thc ;ugglmg act N
. mqulred Gf the linking agent. Different aftributes are going to affect the
.. 'user’s views at different times, and it _may not always be clear at what
point in tim¢ one is. It is unlikely that not only a glven innovation pro- ..
cess will proceed through only one series of decision stages, but also the
- attribiutes may interact across substages. The authors acknowledge this; ~>
the “x’s” are intended to show their best guess as to that substage where - -
a partlcular attribute is most likely to have-significant intéraction. Thus, _
they would stiggest that as the dynhamics.of an initial (adoptlon) decision
becomé Lrystalhzcd into a public declaration of intert; the attributes of
cost, -scientific status, relative advantage, and commitment become domi- .
nant. It seems reasonable to beliew that-all these”attsibutes which in-
teracted wnth prior substages are still floating around somewhere as well,
" only that their poyeer as filters or screens has diminished at this- pomt in
the process. : : .
. Further, it is Ilkely that the language researchers use. in classlfymg '
attnbutes will not be meanmgful to users, so lmkmg agents may need to -

@
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create’ IlSlb of attributes usm;, IoLal de%nptors and definitions which.
would differ from site to site. To quotc Zaltman; “The parmular problem

,} ‘and proposcd solution(s), the nature of the organization, and the general -
. -context in which change is to occur are all factors in determining which
~ particular attributes-are most salient at various substages. The lmportanl'

poinit is that the various attributes of innovations should be considered in
light of the substages in which they are likely to be most important” (p.

" . 165). Worthy of particular note in light of the findings reported by Rogers

and Shoemaker regarding the negative. relationship ofvu)mple.xlty to rate
of adoption is the distinctiof’ between the, perceived complexity of the

" innovation @n the idea dimension versus 1ts complexity. in implementation.”

FIGURE 2
. PROBABLE INTEXACTION OF ATTR[BUTES WITH
T T . INNOVATION PROCESS SUBSTAGES
e '.  o S - _Decisic)n Stages
. Atti- S Sus- |
‘ tude ) ' Initial tained
Attributes of © 'Knowl: Forma- Devi- Imple--" . Imple-
Thnovations : < edge tion. sion | mentation  mentation

‘Cost B X X T e

. ‘Retumns to.investment: R i X

Efficiency - : X : ~ . A -

. ~-Risk and uncertainty : o X. , )
- Communicability . X . - .

Compatibility C X

Complexity o X . RO

Scientific status . . o X :

Perceived relative ’ L _ :
advantage . , X -, -

Pointwf origin -~ . X . » .

Terminality B X

Status quo ante . X Co.

-

. Commitment o . . X . .
~+Interpersonal rela- ' . : L R

tionships . . . X
Public vifsus private X
Gatekeeper . ' X e
')Usu.phblhly o )
~ ‘successive modi- 7. . .

fication ] o v ) ' X
Gateway capacity : . o X
Gal(way mnuvahun - . X

o Reprinted by ermlsswn uf the pubhsher trom C, éaltman R Duncan

and J. Holbek, Innovations and Organizations. New York: John Wllcy and
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Thus, a gwcn program may be dntf:gult to understand but casy to use or .
*_conversely, casy to understand but extremely difficult to implement. An
example of the latter are the programs described in the Overvicw of Project
Information Packages (1976), whose underlying ideas, at least those related
" to the curriculum, are rather conventianal and quite compatible ‘with the *
current practice. The difficulty comés when the other features of the pro- -
gram required for complete implementation and their likely effect on
~current practices ar ally understood. Full-<Bale, faithful lmplemcntatmn :
“of one of these pro, rams is an exceedingly complex process, calling for
. dlffercnt decision-making modes, staffing arrangements, space realloca-
© tion, ar< so on—movus that are likely to bump up a;,amst the status quo L
in most districts. ’ -

The foregoing paragraphs deal'w ith a single innovation and with th.'

" myriad attributes that play some uppredictable parg in its acce ptance: and

B ¢ ultimate adoption by a school, whether facilitated by linking agents or -

: not. For most of the endeavors in which linking agents will be engaged, E
the problcmq are vven greater, since there is more than one innovation
‘being introduced simultancously. Typically this 'nulhplc -innovation
- phenomenon 1 unacknowledged in the literature; one is faced with-a
. figure and ground. problkem where the curricular innovation is empha-
sized to the exclusion of other features of the process. Dcspm: its ceritral-
ity in the minds 0f clients, it is just One of the innovations with w hmh they
are confronted.

“In conclusion, it shopld be obvmus that a prime requnrcmcnt for.
lmkmg agents is not only greater understanding of the tangible resources
which they will be called upon to bring to clients or themselves but also.
increased skrl,l in mn?pruhenduu, and coping with the motivations, oper-
ating assumptions and prcfen'ed styles of interaction of thogc in the re- e -
source system. The: simplistic view that an‘innovation is a textbook shoyld - '
be laid to® rest, . The linking agent’s task.as the intermediary playm;,

a transiation ol Felative to potential resources is vastly complicated by the .-
multiple-innovation phenomenon. The factors noted above are but.one

part of the universe with which linking agents will inter ract, and these
factors are in dynamic tension with the features of the client svstem |tsclt

the qub;cgt of thu foll(mm;, ‘subscction. :

D S

The Cliept Sy.stem' ‘ R L e

R

" Moving oW to thc next, lcvcl closer to the lmkin;, agent, we turn to
‘a v1cw of thc Lhent bystcm wau rman, in the preceding chapter, discuss-
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. es in detail the school as a social :ystc and prcsents a series of under- .
' standings derived from her work ir? many schools. In this section, I shall ,
illustrate the complexity of the school culture and its subcomponents; my

- purpose is to stress the need for linking agents to comprehend the multi- -
ple facets of their client systems: As Sarasan (1971) states. “Those respon- -
sible for introducing change into the school culture tend to have no clear
conception of the complexnty of the process.” Figure 3, “Educational Link- -
age of Sub-systems within the School Culture” presents one rather ele-

- meéntary perspective on the nature of the beast. It-arr 1ys three_principal
subcomponents relative, to the school culture: SCHOOL, FAMILY, and
COMN'UNITY and their relationship to three functions proyided by the

- formial- L jucation system: Teaching .and Leamning, Control and Policy-

o Setting, and Other Services and Influences.

The ﬁgnre illustrates that members of the various subcompenents
parthlpate in dete rmmmz., or mﬂuencmg the major functions of education

JAn ways that need to be acknowledged by outsiders attempting to alter the *

: statusquo Further, it suggests that the relative centrality of particular role |
* groups in influencing certdin functions varies. Only the principal is potein-

tlally mvolve in all three functions of the educational enterprise. (This

analysis is predngatrd in large part on our own experience and is not
intended to disregard the pcssibility that in states or districts organized
differently, the superintendent might be at the crucial intersect of all the

' relevant functions.) The point to be undérscored is that the interests of the.

., various constitu acies within the larger schoql culture will be affected by

- any change intervention regardless of its origin.

g As-has becn.noted prevxously, several strands must be syntheqxzed
‘when assessing the functioning of schools. As Miles (1964) among others
‘has observed, and as the field agents in:the Pilot State Dissemination
Program quickly discovered, edugators are not farmers acting as individu-
als with autonomy to make decisions based solely on reliable information. _

© The decision- -making process for educators is substantially more complex,

_given the organizational setting within which they work. In schoois, once !

* adecision to adopt an innovation has been made, complex organizational

forces begin acting on that decision. These forces require the use of new -

» knowledge and skille, lead to' the alteration of communication patterns

and-interpersunal rclatmmhlps and generally threaten the, organizational -

-status quo. In: this environmeni, diffusion theory is necessary but not

* sufficient to manage a planned effort. Know ledt,c or urganizational dy-“

. hamics is essential,

The pay-off to such an understandmt, is, accordnm1 to Handy (]976)
to substitute a coherent set ofconceptual frameworks . . forcollections

r.

ot

.,
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o ofassumphons " He statcs that ... these concepts, properly used and
‘ undcrstood should: - '

Help one to explain the Past which in turn
Helps one to understand the Present and thus.
to Predict the Future which leads to
More mﬂueme over future events and
Less disturbance from the Unexpected.”
(Hand}, 1976, p 14y

v .
e

If one were able to reach the state of awareness sugbestcd by. the.
foregoing statemerits, one could hardly ask for more return on one’s’
. investment. Getting a bead on schools as organizations is not a simple
task. The literature specifically related to schools as organizations is rather -
. limited, although this deficit is "eing made up (see Baldridge and Deal, ¢t
. al., 1975, Corwin, 1974; Giacquinta, 1973). But if the linking agent is going
""'to attend to-more thart the superficial aspects of change and to work to
achiéve ingreased organizational effectiveness with his school clierits, this
broader perspective must be acquired. ‘Handy (1976) illustrates the mul- - .
_titude of factors that need to be taken mto account (or conaclouqu put.
aside) in Figure 4 on page'208, Co
" The diagram suggests that the effectiveness ot an organization_is*
determined by factors reldted to the individuals within it interacting with
- ite immediate and surroundmg{envnronmcnt An organijzation’s members’
motivation to work is affccted by the lcadcrshlp available to them and
" their group relations, as well as their individual roles and ability. Similarly,
. an organization’s systems and.structure are affected by the physical, eco-
" nomic, and ttchnolugual environments within which it vperates: ‘As
_notud in the diagram, clusters-of subfm.turs undcrhc each of these prmcr- '
pal factors, | - - :
_ Using this information as a means. of exammm;, schools requlre
- minimal translation. The factors related to individuals represent a familiar
starting point; the environmental factors, especially the econumic gnes,
 have less obvious relevance in the .ontext of the Schools Perhapé. the .
‘reader can see the potential utility of such a view as a stepping-off point
and gan affempt, the translation. Additional stepping-oft. points can be
f—éfawn—fmmmms“tream org1m7an0nal theorv, which views oTganizations
. as open systems,. ruuvmg “inputs”_from the.environment,- affecting or- - -
processing these inputs in some ways and returning “outputs” to- the
environment. (One more radical perspective articulated. by Pondy {1976a]

”

in “Beyond Open System Models of Organuatmn may have ‘spécial
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v

-——~—~—relevance for lmkmg agents and others who find each school with which:

_.théy” must somehow_establish a productive symbnotlc ‘relationship, a

\umque reality constructed ‘of the percéptions of the school’s inhabitants.
- [See also Greenfield;"1973,-1974 for more on a p‘bgnomenologlcal perspec-
- tive.]) Schools as organizations are marked by différences in:their degree'of
openness from level to level For éxample, their boundanes are relauvely
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permeable to_people who come into the schuols, are affected by them and ’
_leave them with predictable regularity. :
~o owever, smost observers believe that schools do not have Phe - samc
degree ofopenness to new ideas or practices. Zaltman'efal., (1973) posited
' that schools typically resist innovation because of force of habit, because:
- of primac (it°'worked well the first time so we’ll continue. doing'it this.
- way) and because of the lack-of needed pcer support.
7 This Jack of openness to new practices is understandable, “given'the
" orgamzatlonal characteristics of schools. Miles (1975) noted rather strict
~ role differentiation between teachers, a situation which resulted in their
- serving in speuahzcd capacities, trad:tlonally doing littlebut teaching and
‘unable to generahze’to or adapt to new functions (e.g., that of curriculum ., .-
. selector, .program developer, or evaluator). The lack of clarify of educa-
_ tional goals furthér serves.to inhibit new. programs, coherent evaluat:on
: \of teacher performance, and planning for the future. e
- According.to Pincus (1974), s¢hools have traditionally rcs:stcd change o -
f»"‘ and represent self-perpetuating bureaucracies with a de facto monopoly: B
“on their constituencies. ‘They are subject to the shifting desires of-school N
“'boards whose membership and philosophy can change with fnghten:ng :
ﬁ'equency Schools are increasingly g:ven the responsibility but not the
“.wherewithal to solve social’ problems i.e., the teaching of moral values, in
+"additibn to their fundamental mission of teaching basic skills. Teachers
have a-quasi-professional attitude, and it is virtually mposs:ble to det er-.. ;
~mine what actually constitutes good teaching (Siebér, 1975) The coordm agd s
’} tion dnd’control mechanismis of schools seem, on thé one hand; to prQ- )
o duce ease of introducticr of an innovation, but produce: difficulty dunng
the implementation phase (Sieber, 1975;.Zal%znan, 1973). E . “ :
Desp:tc the complexities, and this not partlcularly opt:mlstlc picture, °
change is obviously taking place although it is snail-like. If the factors of *_
vulnerablhty diffuseness, quasi-professionalism, and structural looseness
““cited by Sieber (1975) are acknowledge& and accounted for when change* v
- programs ate designed, chen there is' much greater promise than. mlght o
. .appear at first glance. Further, that change agent's:bugaboo, the “resis- ,
*.~ tance .to change teachers supposedly d:splay mnay be a-very sensible.. , -
: :res‘ponqe given. thelr perceptions of reality.
Clacqumta (1975) Views-this perplexing problem as one of nsklng
. status. There is. certamly a fair amount of uncertainty. surroundmg most
. “innovations, and it is reasonable to expect individuals to want to minimize
- the: uncertamty and rcduce their risk. This phenornenon seems related to
~' what Toffler (1970) sees as & need for “stability zones” in one’s life and the
: “mutual adaptation” noted in the Rand Change Agent studies.. Certa:nly
some reshaplng must occur in order for feelmga of owncrsh:p to be de-

R

sy
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V!’lOPt.d but it seems desirable to go bo) ond slmplc acceptance of th1s to
understand why such adaptatlun mx;.,ht be ncucssary rushapln;., Qlau-
qumta S explnnatxon 18 1nstrud|vu

4
i

o The' Lhanbc lltcraturc on suhoul reform is u)mmyttcd to
the notion that participation of subordinates is central to
the success of an innovative effort. It.is usually argued

_ this is critidal because it leads to commitment or a satis-
faction of our democratic sensibilities. The- status. risk.
framework offers another explanation: participation acts
as an extinguisher of uncertainty and/or a squrcssor of .
'organizational members’ estimation of risk. It does this

through, thu mechanism of communication. (pp ll’J 113)

A provocative perspective on the power of'l‘anguagu (communication)ina ™
context parallel to that discussed by Giacquinta is presented in. “Leader- -
.~ ‘ship as a Language Game"” by Louis Pondy (1976b). -

" The foregoing discussion about client systems and their comp]exntles,
‘the multitude of factors which néed to be accounted for and delimited
before any manageable effort can be mounted, could be extended by -
analogy to, the organizations within Which linking agents are. housed. Of
course, in one’s own house the linking’ agent is the insider, not the out-
sider, and Ehus the phenomena encountered are sometimes mirror images
of those toibe found in dealings with clients. Thus, while one many find -
one’s clients, m:pondlng., openly and favorably. to advice on increasing the
.amount of non-]udgmental feedback between peers or principal and -,
_teachers, it may be quite a different story when one tries to offer advice on’
(and promote changc in) sumlar “practices with one’s supenor and co-
workers

~

. The Host Agency
-
. I-turn briefly now to tie function of the hostcat,,enuy wnthln which the .
. - linking, agent will be housed; most linkers will be found in agencies exter- " °
“nal to their client systems. The agencies will be state departments of
education, intermediate units which may or may not be legally connected : ..
".to state departments, R&D Labs and Centers, institutions of higher edu- - =
- cation, non=profit educational service agencies; and other school districts’
" R&D units, fewthough they may be. Most of these agencies do not or-are
unlikely. to concenve of themselves seif-consciously and primarily as “link--
ing. agencncs as we have at The NETWORK. And even if they dnd the

.' . - B ' t
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“care and feeding of lmkmt., agcnts" would be drffncult to keep-on the

front.burier as an orgdnizational priority. (Our own dlfflLllltIL“- in this |

regard undergnrd this conviction.)

Most agencies housmg linking agents ténd to think in terms of the .

agency’s functions vis-a-vis their clients and do hot look expressly al their
expectations  for the linking agents themselves. As has been illustrated,

“while linking agents may be: primarily concerned with the client systems

with which they are engaged, the reality of their host agency will affect
their day-to-day functlonmg and ultimate effccnvencss iR major ways.
Acknowledging-that the reality of the host a;,em.y needs attention is a

~small but crucial first Step. The importance of the host agency in develop-""

-ing and prowdmg a support.system for linking agents that will enhance

both their short-term functioning:and long, -term effectiveness with clients [ -

“and their personal satisfaction in the¥y role should be understood.
)’rmupal Problems Faced by Linkin Agents Which Necessitate A Suppurt

Sy:,tem The role of the linking-agent, a¥ noted by Farr’ (1971) and Havelock

- (1969), among othcrs, is a marginal one. The role of the Pilot State field

- tion. Owens (1970) stated the positive aspect of margiriality by noung that - = '

: the external agent “will never really be a part of the power structure but is

privileged to raise questions, to’ suggest procedures,,and to generally
facilitate the operatlons of the group more candldly and objectively than if

hefshe were an'insider.” But marginality carri¢s with it certain disadvan-
‘tages. Working externally to the organization, a linking agent’s socio-

‘emotional needs for inclusion; identity, feedback, and influence cannot be

fully ‘met within the system without jedpardizing the agent’s effective-
ness. External linking agents who relinquish their marginality also lose
-much of their potential for impact upon the system, so it is essential for

. the linking agent to maintain a posture of ’ funmonal neutrality” to best

;serve the long-term interests of the relationship.

Thus, the res sponsibility for meeting the lll‘lklnt., agent’s necds must
- fall to his/her host agency. Linking agents obviously need to.be provided

with the basic amenitiés, but with thejr potentlally specialized jobs, they
also need certain atypical resources. After adequate housing, heat, light,

- paper, and anLlla, the linking agent needs access to a professional library _

of substantial proportlons and the ERIC data-base —if at all possible. This
last need .ot be throiigh a computcr, although access to a terminal is

e certamly desirable.’ Beyond these resources, the linking agent needs an

~

array ‘of colleglal supports. Many of them can be provided within the host

organization; others will require researching outside. Some of the external

- ‘connections will be formal asin profcssmnal associations such as AERA

.
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ASCD, The OD Network, ASTD, Phi-Delta Kappd ASIS, ete.!

Working in teams will often minimize some of the day-to-day difficul-
ties expertenced by hnklnb agents, but it is usually an expensive practice
not easily instituted in any but the most well-financed 'situations, (not a

«haracteristic of most uducatmndl service or;,ammtmns ) A less expcnswe .

method-is tb develop in-house support teams, the: members of which
need not have the same role as the linking -agent. They need not be
working with the same type of client or the same sort of problem to be an
effective sounding board and “crying towel” for the individual member.
Through our experience at The NETWORK, triads work e latively well
-dnd avoid one-to-one deadlocks. The support groups can arrange to con-

-vene on a scheduled basis or on a fur\ctmnal basis around critical incidents- -

‘that emerge durm;, their individual dttivities. In the case of g geographically

/dispersed enterprises, it is conceivable that some (low level) su pport-can

ke provided long distance, facilitated. by contemporary technology, e.g

telephonu, telecopier, computer tenmnals, Pnd ‘the like, once. rclat:on-
ships are well:established. - | ! .
’ Linking agents also need relief. from overload. Havelock (1969) clas-
. sifies the overload problems as those related to number,. complexlty and’

o rdnfflculty It is easy, and subsequent sections of this paper will display thxs
- in ¢ven starker detail, for linking agents to be viewed by one and all as ..

personscgpable ofbelng all things to all'people. Given the range of clients”
with whon\they are likely to work, linking agents are confronted withthe

‘problem of wearing many hats, some of them simultaneously. Complex =

linking agent roles magnify overload. Even at the beginning, the merely
_changing one’s current rolé to that of lmknng agent may produce a psy-
«Cchic overload. B . i
" - Havelock and Havelock in Trammg ﬁ;r Chan e quxt:, (1973) argue\ for‘
“whole role training” as opposed to-an emphasns on skill sets or f'unctmns
and stress the importance for extensive support within the host agency:
Training for .new roles is far more difficult than training for specific skills
or functions . . . @ whole new identity needs to be developed. Also, if -

whoie role training is to be meaningful, it must be coupled with exten-
sive institutional support arrangements in the back home situation. If the: \
' training is to “stick,” the returning change agent-must be officially and

mformally accepted in the new: role by his/her qupenors, peers, and sub-
ordlnates.w (4. c .
N . . = o

[y

© VAERA (Amuman E duu\lmnnl Re u:arnh Assnuatwn), ASCD (Association for Supcrnsmn

and Curtriculum Development); The OD (Organizational Deveiopment) Network; ASTD
(American Society for Tramm;, and Dev..lopmunt ASIS (Am«. rican Suu«.t) fmati
Suence) .

oo
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' But it is unlikely that many lmkmg, agentq will be.able to take on one

* or more roles as their exclusive domaifi¥*The best that can be heped for is
*that one or more lmkmg agent roles will become dominant segmepts of
an mdxvxdual’s conscious cpneept of “MyJob.” Individuals taking on link-

ing agent-foles need to ‘See those rples as relatively compatible with théir

. concept of “self” as well as with their concept ofother roles that they play,

be they societal roles — spouse, parent, child; or professional roles —
program monitor, author, advisor. Pardek (1976) suggests mapping all the

It should be apparent that conflict of some sort is-likely to emerge
from such an analysis. Pareek identifies-four typical rolerspace conflitts:
self-role distance, intra-role distance, role- -growth stress, and inter-role

“‘roles of relevant or significant others. A role-set map, can be’created just
as can a role-space map. Typical role-set conflicts are-role ambn,ulty, rolc

s overload role-role distance, and role.erosion.

The relevance of thesp notions to'a host agency’s support of the
 linking agents it houses should be obvious. Linking agents will mvanably'
.face ongoing problems of marginality (role-role distance) with both their
. cliénts and their colleagues. THey may suffer from a sizable 8ap between

* their various’ professional roles or their concept of sélf. It is the host

.agency’s responsibility to build in support mechanisms which lead to
mcreasmg role linkage, defined as a relatively small perceived .gap between

one’s own role and that of others'and of self. Pareek suggests a number of . -
" coping strategies whnch can be employed to handle the mevxtable role
" eonflict. i

He goeson to outlme bneﬂy what mxght -be termed a “creative blend”

. coping strategy labeled “Inter-role Exploration.” It is characten?ed by:

1. Mutuality versus exclusiveness

2. Creativity versus conformity

¢ .- . :
. . . o

3. Confrontation versus avoidance

4. Exploration versus expcctatxon of ready- -made solu-

n
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“relevant roles and their dnstanu.‘ relative to one another, theruby construgt- '
* ing a “role-space map.”

. conflict. He further suggests we attend to “role-set” conflicts whnch' '
emerge from the relative proximity of one’s central role tp. the pen.éwed N

tlons B ) - .
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’ Such inter-role exploration would likely benefit from process assis-

! tance by a third party and is a useful extension vf the technologies for role -

negotiation proposed by Harrison (l‘)?’) and rnlc renegotiation pmposc
~by. Sherwood and Glidewell (1973). - = .
. In addition to these active stmtc;,ws for coping wnth this mcvntablo
. role strain linking agents will face, support mechanisms can acknowledge
¢ thecompensating benefits of “role accumulation” for which Sieber (1974a)
- has put ft)l’w.\l‘d atheory.'In mmmcntm;, on an carly draft of this Lh.\pter,

R

FIGURE 5
IWU TYPL‘% OF (_UPINL, bTRATLGIL,

Avoidance: Dssfumlmnal Confrontation: Functional -+

Role Contlict " Degenerating Hlmlc),w Regenerating Strategics
- Role=Space Conflicts ' . - '
1. Self-rule Distance ) Self Role Rejection - o Rolu lnlu‘\,rallon .o
2. Intrarule Conflict :.‘ Rale L'vhrinkag.c : Rolc lmka),u Lruﬂuvlly
- . ’ R /
2" 3. Rolg-Growth, Stress Role Fl\ﬂlloh . Role lr{ansntmn .
B "4, Interrole Conflict Rolé £ Inmnatmn and "Role N’ug(ft‘fkﬁir_nﬁ
: : Rationalization . ‘
. ~ . . . . : . . 1
* Role-Set Conflicts . S EY . . . h
1. Role Ambiguity Role Prescription and quu Clarification
L ’ Role Taking ‘} .md Role Makm),
‘ . 2. Role Overload . _ PRrioritization - "Revie bhmmm),
; 3, 'R‘_\_le.olc. Distance ', Role Boundnegs Rolp Negotiation
: ) - ' ’ " (Efficient [solation) :
4 Rulc, Lmsmn Fl),ht for Rl),hls and Rulcs Rt)ll. 5 nnchmurl

From Interrole Explorahon by Udm Pareck Reproduged from ], Wlllnm
Pfeiffer and JohnE. Jones (Eds.), The 1976 Amiual medbook for Group

Facilitators. La Jolla, Cahfomm Umverslty Assocxates, 1976. Used w:th )

perrmss:on . ] _ » . N
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' -he notcd that rewards such as ;,cttm;., around and meeting lats of peoplé,

. gaining prustl;.,c because of the many contacts that arc made, availability |
‘of résources gained in one role for us in other roles, self growth . . .

dufmltcly accrucd to the extension agents in.the Pilot State program.”
* Our own experience over seven years is consistent wnth these obser

'vatlons Recognizing ‘these potential payoffs and building in ways to in-
duce them offers pne of the most effective support strategies to enhance

role satisfaction. Such rewards are one of the. reasons people “put up

" with” the job of linking agent and love it. (Of course, you can burn out

from an overbundance of pleasant, motivating stinli, tooe.)
Linking agents, their managers and host agencies should recognize
the marly problems inherent in the linking agent role; actively and con-

. sciously should anticipate the inevitable conflicts, cxphutly address them

mmally, and confront them in the course of work. At the minimum, doing

oL Training and Supporting Linking Agents 215,

s0 réquires some sort of’ pcnodu reflection and analysm by relevant par~— _ .-

ties and, under optimal conditions, includes the use of some of the same

strategivs and tactics proposed for linking agents to use with their own
clients, perhaps with the assistance of an outsidet. '

: ﬁinchonmg, of a linking agent would net be complete without mentioning

This brief discussion of the impartance of a support structure for the

- the neéd for professional development. In-service training of profession-

. innovations, with'much attention at the front end and little or no attention .

als all too frequently bears an unhappy resemblance to the aduption of

- after the initial training is provided. Professional duvulopmcnt in the form

- of formal learning through college courses, access to the ideas of others’

'-through the literature, participation in -training ‘workshops and othér
. short-term’ professinnal growth opportunitics, sponsorshlp and legitimi-

'zat]on at profebslonal organization conferences, and “annual celebra-

tions,” are all a-vital part of the suppgrt needed by linking agents. It is
. becoming mgrcabmg,ly probable thatsthe numbcr of linking agents will

lincrease, and it is-reasonable to hope that some of the formal and infor- |

. ic roles far individual linkers. The section whmh follows attumpt% to pro-

mal networking which has characterized other phenomena of equal vital-
ity, c.g.. the teacher center movement, will be used with linking agents,

Further, it is possible and necessary to arganize a training program which *
specifies free-standing clusters of skills to be developed, as well:as an .

mtcgratlve framework which allows the clusters to be melded into dynam-

-

wdu an lﬂltlal bluepnnt for doing so. -

~

~
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. THE LINKING AGENT —
A SPECIALIZED GENERALIST

As we focus on the individual linking agent, it is wéllto remember
that we are talking about an abstraction. There is certainly no single
idealized type of linking agent on which everyoné could agree. The link-
ing agent is commonly thought of as an amalgam of the information linker
described by Farr (1971) and of the change agent discussed by Havelock
and. others in the general literature of change. Havelock, whose linkage
model synthesized the dominait approaches to educational program im-
provement in the late 1960s, outlines at least four different roles — those
of ‘catalyst, resource linker, process helper, and solution giver. At no

puint; ¢ven in some of our own writings, has theterm "linking agent” - .
“been accorded’ any operational definition. A broad description that can

accommuodate a range of particular roles is: -

- Alinking agent is-an individual who helps nthc‘r‘s'mﬁagcd
in problem-solving by connecting them to.appropriate
= Iesources. ' : N T
. ‘ 3

e Lo e . » - . !
Thi¢ generic description is deliberately broad; on balance such

breadth s an asset rather than-a liability. Other terms which-could be
* applied — change agent, program improvement spocialist, human rela- -

tions” specialist = risk- negative connotation on the part of the potential
client. Linking agent, on the other hand, carries almost no connotation
one way or the other for most people, and that fact allows clients to focus

* on the actual behaviors of an individual“linking agent. For that reason,

the labél linking agent is preferred although v.hir modifiers are needed to

- facilitate examination of the training requirements of such individuals. In

“this section some of the common variants of the generic role will be
.. described, and a range of related issues will be ‘explured. '

Most observers of the current scene -agree that the multitude of func-
tions the complete linking agent could be called upon to perform require
something of a super-person to execute. It seems-to follow that oné can-
not talk in terms of single individuals but rather needs to consider teams
or combinations of individuals. Indeed, the concept of the linking h}cncy

seems a fruitful avenue for exploration. In'the preceding chapter, Ligber-
‘man has touched on the processes which may cccur between lifiking .

agencies and client systems.. Our own organization has been referred fo

226
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as a linking agency since its inception. Howcvcr, there seems llttlc hope

for the development and suppeort of linking agencies over the next several -

.years, given the state. of the field. More ,spcuflmlly, I'do not bchcvc that
sufficient “risk capital” will be, available in the short-run (five years) at,
either the fedéral ‘or state levels to plan and build brand-new ur;,amza-
- tional entities or convert existing entities, i.c. 'gntmmcdlatc service agen-
cies, into ‘agencies which consciously and primariy view themselves as
linking agencies. Such entities may expand their functions to include an
array of linking functions and many are doing:$0- wnth much promise. But
__there is no tradition in education, much less the technology required, of
. building organizations purposefully. With luck, there will be support for,
emergent units within “existing” agencies whiich have linking as their

primary mission. Since these will be small at first, relatively few individu- *

“-als will be involved in’ any given unit. Given this reality, it is highly
~probable and certaml) realistic to expect renewed attention given to ‘the

creation and‘training of linking agents, so the iinking agent is treated as

an individual in this chapter.
Those who work in this field tend to fumtlon oha dmly basis largcly
on their own, even if they have a range of mllcagues or consultants to

~ assist them. Most training that is feasible economically and logistically is

likely to be designed and conductéd with.a focus on individual partici-
* pants, not on total organizations, even if the individuals are team mem-
.bers drawn from. a single agency. The organizational supports and ‘re-

_ sources clearly’cannot: be ignored, but focusing on the mdlwdual is more

promising for our present purposes.’ A

‘An array of “archetypal” roles can be used initially to prowde a way’
of specﬂ"ymg narrower definitions and quulred skills for the roles will be”
outlined. The array in the following subsections represents personal con-

clusions drawn Emm observations of the current reality. and each of the ,

roles identified is one which I believe to exist in fact. None is as elusive as,

_from the others
present tm‘}!d Wit continue to exist in the future, we need to setour

“Big Foot?; all ca/wtx& sighted casily; each can be adequately distinguished
h

~ long-range sights on a somewhat “full” role. This *full” role would have
linking agents armed with a fall array of skills to be employc as needed
by the particular client situation and relationship. However, a series of

. lteratlons will be necessary before we can point to anything approachmg

arr army of full scale linking agents at work around the country.
For the firdt iteration we should concentrate on recruiting and train-

ing generalists \%’ho with ongoing support and continued training based

on their own expenenccs, can play an increasingly broad range of roles
as appropriate in a given situation. There are some who will choose (and

A}
.

227

ile acknowledging ‘that a range of roles exists at the -
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this should be a consgious choice) to limit theprselves, Fine, so long as
there remain those committed to expanding, their repertoire and so fong
as new recruits can be attracted: while we continue tO refine our vision.
Each of the roles has different features and different requirements,
Planners and managers should refine their selection proceduires to better
match potential linking agents with the roles thcy project thcv will hold
and then begin to train them in a variety of skills, as well as in ways of
matching the skills to individual client sjtuations. The client who needs a
lesson for Thursday’s class won't be.helped by o diagnosis of hisher*™
arganization, and linking agents need to develop skill in using the optimat
combination of personal and other resources in diverse client situations.
This necessity of responding to contingencies on an ad hoc basis argues for

acknowledging that there is a range of acee ptable role types which can be.

articulated and cmplnvcd as organizers for training designs, Or the differ-
ential skill requirements for working through longterm rclntmnshlps wnth
various client systems can be uscd as organizers,

~ ' i . 3

Y

The Multlple Roles of the Linking Agent and

Their Dlstmgu:shmg Features. .

As noted in the varlier discussion, the process 0f program improve-
ment in schools is likely to involve the use of a variety of resources. When

. linking agents are involved in this process, they will find that they and

. the resources to, which they can link the client,’ including themselves, will,

fepresent innovations with a variety of perceived attributes. Clients’ per-
ceptions of them and their resources may change in relative importance”
depending on what substage of the innovation process they are in. This,
innovation process and its substages, Yough it can be usefully prcscntcd.
and analyzed as asingle linear sequence, is clearly not so straightforward
in practice. Rather, an observer of the seene in a typical school awould see
some prelxmmnry exploration, erhnps an initial' public decision to’ go
forward, an initial flurfy of activity, pauses, reverses, restarts, and so-on.

This dynamic cycling and recyeling, the making and remaking of dcu-

. sions, is the reality ofthan;,,u in human systems. -

At.the risk of being overly simplistic in light of this ruahty, and to

- make the presentation a bit more mana;,eablc readers might think of the
" innovation (or program improvement) process as having a front-end and a

back-end.. Probably, obscervers of any setting wheré a planned effort is
unacway would reliably assign its relative progress, to one sector or the
other and allnw for thc muvntable dlsa;,,rcumunt as to just wherc front-

T/ T
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und shifts to bdtk-cnd Fur our purpusvs readers need only auupt the

slmple distinction between tront-end and back-end as an heuristic device.
There are peoplé now working in the ficld who concentrate their

-energivs as linking agents on the front-end of the innovation process —

that concerned with creating initial awareness of respurces (be they in-

formation, programs, people, or potentials), with prévoking interest, as-
sisting in some wdy (even if indirectly) in some kind of initial choicef -

decision which. eliminates some vptions and sets the stage for the carly
phas2 of any xmplcmcntnuun efforts, In the pages which follow, five

front-end roles will be described, and’ v\.\mplcs of their action-settings

and principal stmtc;,,u:s cited.
[The fIVL‘ front-end roles are:.

a

¢ The Product Peddler
e The Information Linker
e The Program Facilitator

"¢ The Prl;cusﬁ Enabler

® The Provocateur/Doer

. . . ,

Similarly, there ore five back-end roles. whu.h will be dlsulsscd Link-

ing agents playing these rules concentrate on the later stages of the pro-
gram |mpmvcmcnt process following some initial direction-setting deci-
sion (e.g., “Let’s go with Program X,” “Let’s implement Program Y,”
“Let’s pur.suc line-of-inquiry Z”). Generally described as the implementa-
tion—» institutionakization phase. it has only recently received attention in
the field. Nonetheless, feaders will casily recognize #emselves and their
colleagues and perhaps will find this simple mapping helpful,

Linking agents who concentrate on the back-end of the process must
deal with the messy eycling and recycling, starting and 'stopping, divert-

ing and abortirg which characterize most efforts to do something differ- .

entin hum.m systems, i.e., schoom I have labeled these roles as follows:
_® The Resource Arranger
_ ® The Information Linkef

" @ The Technical 'Assistc'r‘
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® The Action ResearcherData Feedbacker
® The l;‘dm:htvur/(apayity Builder o

e

Let me stress that there are, can, and should be, single individuals
who can ply multiple linking agent roles, including special blends of the
roles. They have been teased apart in this atomistic fashion in much the
same way as the innovation process .is segmented, so_more bite-sized
chunks can be inspected as a means of comprehending the Lestalt.
 Distinguishing Features. Before presenting the ten fnking agent roles

' in more detzil, several features, will be presented to distinguish the roles
one from the other. These features will subsequently be related to cach
of the roles within the two (front-end/back-end) subsets, Later sections of
the paper will present specific attributes and skills required of linking

© agents and apply them to each of the ten roles. First the distinguishing
features, case as qucstmns . )
L Who does the diagnosis?
Who is the source of help?
What is being advocated?
‘ ' © What is the focus of the change effort?
. What is the target of the change effort?
S What'is the degree of client targetedness?

What is*the extent of.emphaSis on long-term_problem-
solving capability?

1. WHO DOES THE DIAGNOSIS? The exterit to which the client is - ¢
involvid in the-diagnosis of the problem situation is an early and crucial
*-—»—‘clement in any program- 1mprovement effort. Therc is not a best answer
to whe should do the diagnosis in a given situation; ‘rather, it is a function
of.the match among the client, the linking agent, and the particular situa-
tion. The various roles tend tb represent a range on this dimension from -
total reliance on the client’s assessment of the problem through some
collaborative problem identification to a situation in which the linking
agent alone makes the dnagnosns In-the latter case, data provnded by the

£
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client may be used but typically are not shared so much as answered by a
particular solution. Thus, for purposes of distinguishing between the
three points, they are glient, joint, linking agent. .
2. WHO IS THE SOURCE OF HELP? Related to the prcwdlnp, dis-
‘cugsion regarding the locus of the diagnosis is the question of the source
of help once the diahn()sl‘n is made. The twin concerns of diagnosis and
. assistance are included in the discussion in order to highlight the probable
symmetry between the two factors. In many cases the operating assump-
~ tion, simply stated, is that the linking agent or outsider is the only possi-
ble source of assistance (and/or through him or her other outsiders). Con-
versely, there are other perspectives which would demand that the client
function as'the source of help for the problem once aglear diagnosis has
beéen made. In a collaborative or joint situation, the discussion as to the
_ source of help would likely be an open question framed by the parameters’
. of the problem-situation. The simple dlstmctlons, then, are betweenclient,
t.‘\a ]omt and linking agent.
" 3. WHAT IS BEING ADVOCATED? Anothcr dimension which dis-
tmgulshes the roles s the nature of the advocacy. Historically, many of ..
. the roles-have been viewed as essentially non-advocate “positions; how-
~—-2VEL._a_recent insight.is.that each.of the.rolos-does-have -a posture of - -
advocacy, but that what is being advocated distinguishes one from :
another. The maih distinctions are among advocacy of the client's inherent
potential or capacity; advocacy of a particular process, e.g., the usé of a
rational problem-solving process; advocacy of the use of information as an
aid to-decision-making; or advocacy of a partlcularpmduct or'solution as an
answer to a problem situation.

4. WHAT IS THE FOCUS OF THE CHANGE EFFOR’I‘7 Next, it is .
important to recognize. that the primary focus is different for each of the
roles. These range across a focus on the curriculum or program content
(typically, including instructional methodology), on the decision-making
process and its relative rationality, and on the drganizational processes, espe-
cially relationships between working units and congruence between indi-
‘vidual and organizational goals. ,

5. WHAT IS THE TARGET OF THE CHANGE EFFORT? Similarly,
there is a range related to the level at which the intervention is targeted.
For present purposes, these range from the individual, through the qroup,

" to the organization.
6. WHAT IS THE DEGREE OF MUTUAL GOAL- SETTING? Related _
 to the target of the intervention is the degree to which linking agents
. derive the direction for their efforts from the perceptions; needs, require-
- -ments, et cetera, of the client versus direction from their own needs or
preferred solutions. While some might wonder how ‘professionals could
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not be respunsive to the client's needs and situation,:a realistic a:. w%smvnt
suggests that the extent of mutual goal-settjg is a distinction worth not-

~ing explicitly. The range is from low to medinent to high,

_stages of a program improvement process, which lead up to and include

7. WHAT 1S THE EXTENT OF EMPPHASIS ON LONG-TERM

PROBLEM-SOLVING CAPABILITY? The majority of linking agent roles

focuses on solving shurt-term, here-and-now problems. The press. of

day-to-day business and the number and diversity of real problems jus.

tifies and explains the attention given to these problems. However, there |
- is growing acknowledgement that it is not enough for a client to simply
) "expenume a.particular solution. There is no guarantee t that the next

time around the client will be in any better position to diagnose the
situation ur explore alternatives mdepcndcnt of the linking agent. Thus,
when possible-and appropriaté, there needs to be explicit attention given

to the development.of a long-term problem-solving capacity in the client. .

systém. Different roles pl.lw different emphases on the development of
this capability. The range is from /ittle to sume to much on this dimension,

Front-End Roles. The linking agent roles which focus on the early

P

3

an active decision about a particular problem or pro,,,tam change, will not

.

' be addFessEdT FOIOWING THe UCSCHTIIS O thie roley, they will be arrayed |
~ against the distinguishing features just presented and their relative em-

\¢

phasis on cach feature noted. The five front-Cnd roles follow. .
1. PRODUCT PEDDLER. The exemplar of this role is the commercial
book salesperson. Interactiun with potential clients is directed solely to-
ward the closing of the sale in ‘such a waythat repeat business will occur.
Actual face-to-face contact is rel.\tlw.‘ly infrequent. Principal strategies are
the use of aesthetic ally appealing promotional materials. These are typi-
cally one-way, -rather elemental presentations of features, bolstered by

references to other addpting organizations or individuals which are be-

lieved to have credibility with the putential buyer. Often the salesperson
is able to offer quantity or prepublication discounts and bonus materials
with certain combination purchases. In-many cases, his’her contact with
the individual client ceases as soon as the order is taken. In others, (s)he

‘may follow through to be sure that materials have arrived in good orde

and that the instructions for their use are clear. »
2. INFORMATION LINKER. These individuals are typified by the
information specialists Heused in various ERIC Clearinghouses and Io-

formation Centers around the country. The typical interaction with clients’

_is by phone and generally at the client’s initiative. .They seek to clarify’the

information needs of the client or the question the client is attempting to
answer Qa_\\hat a strategy for searching a variety of data bases, either by
hand o' &mputer, can be deve«oped In many cases the work of the
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Informatlon Lmker is facnhtated by an arrangement between the, lnforma-
tion Center and the school district whuh eliminates most discussion about .,
¢ost and related. items, dependmg on the nature of the request. . The prod-
uct.is dehvered to the client in.an information packet which may contain
! .abstracts'derived fromi‘a computc* search, bibliographies complled by the -
.+ Informiation Linker, copies of journal articies retrieved,. or sample micro-.

- “fiche of highly relevant.documents. Though in most transactions the In-

.. formation Linker engaghs in a dialogue with. the client by phoné, fre-
‘ . quently the only commuhnication is through a written request form. Where

... dialogue does occur, its purpose is’fucusing and defining the questxon in.

~..‘such a way,that it-is manageable for the Information Linker as wdl as -

: "'on-target with respect to.the interests of the client. :

- The questioning by the Information Linker is dcsxgned to ehc1t
: ':enough information to.enable an efficient and focused search to. be con- |
"ducted. Under optlmal conditions, there .is ‘a mid-point check with the
chent to ‘refocus-or refine the inquiry. This -practice adds substantlally to

'the codt'and is probably not cmployed on a regular basis by most Infor-

.~ mation Centers. Given a reservoir of experience and/or some ‘organiza-

- . tional history, the Information Linker ty pically builds up-a file of searches,
bibliographies, and relevant materials which can be- quu_kly and easily
assembled to meet many information requests, therefore precluding the

- - need for | an individualized solution to every inquiry. This-improves the. :

- turnaround time and offers the possibility of focusing the client's request

by putting’ stimulus materials in their hands early in their decision cycle. .

. The'goal of most Information Linkers is to improve the quality of deci- :
o jgs.on-maklng in schools by ‘stimulating the use of relevant research and

¢ other information. Their efforts are grounded in the belief that individuals=,

‘ can become increasingly rational in their work and should draw upon the 'f

expenence of others, as captured in information. documents, in solvxng
their day-to-day problems.. :
"3. PROGRAM FACILITATO—R A re atwcly new arnval on the sccne '
... _is the Program Facilitator, exemplified by the State Facilitators of the-— .z
-7 USOE-sponsored National Diffusion Network (NDN):“Thesindividuals
“ offer.schools a wide range of tested programs which hate undergone the”
scrutlny of a Federal andjor. State Review Panel Ynlike the Product Ped-
dlu, the Program Facilitator presents thc efient with a broad variety of.
-different curricular and mstructmna/approachc% often grounded in dif- -
fer_e_gm hilgsophical assumptlon,s/ﬂ)out learning, and tested under differ-
mg conditions. The vast pajority of the offerings call for some kind of "
m-serglg training in wrder to |mplemcnt lhem cffectively, in contrast to a
" sxmple product chGice and use. . v
' ical operahng stratu;,y of a ngram Fauhtator is to alert a o

< -
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"~ wide v'ztriety of schools in a given area to the ava.ilability of a range of -

programs, arrange for them to attend awareness conferences where a

- number of programs are introduced, provide opportunities for them to
inspect further either the materials or the programs themselves in opera-

tion, and then arrange for initial training while being avaﬂable to make

- -phone ‘calls, collect additional information, and so on, as requested.

By and large, Program Facilitators are not explicitly concerned with
the quality of the decision or the manner in which it is made; rather, they ~
assume that these are the province of the individual school district: Their
stance is generally neutral with respect to particular programs; instead
they promote the notion of choice from among many alternatives. Some’
may delimit their offerings based on state or regional prioritiés. On_ the

" +.one’hand, their pool is broad and ci:vers a range of subject matter at many

‘grade levels, but, on the other hand, it is not all inclusive. Occasionally,
-these Program Facilitators are housed in agencies which also function as -
. Informatici: Centers, thus offering. an enriched situation for the client

- system’s decision-making and choice of programs. This s|tuat|on is not,

however; w:despread at the present ‘time..” - L
4. PROCESS ENABLER. This role in its broadest form, is content-free
and concentrates on communication, decision- -making, leadership, and
- organizational structure problems which inevitably' arise in attempts to
upgrade the efficiency and/or effectiveness of schools. Generally, the Pro- -

" cess Enabler begins “where the client is” and- -attempts, through several

iterations, to assist. the client in a clear definjtion of the problem and
development of appropriate‘action plans for solving it. In most cases, the

_relationship with the client is one that extends over time and includes a

range of diagnostic conversations and/or group meetings,. sometimes
-complemented by formal data collection. For.the purposes of this discus-

 ’sion, their emphasis is still on the front-end. A common function of such a

“ person is to conduct or to critique faculty meetings or curriculum commit-

. tee' deliberations. Teacher evaluation or program review issues also may

become the. focus of the Process Enabler Typically thé initiator of the
relationship is a decision-maker in the: system, and ;elatlonshlp issues -
.between faculty and administration almost inevitably constitute a compo-
nent of the intervention. Their.concern is on helping the system do its
currently defined job better or more efficiently dependmg on the deci-

. sion-makers. ‘However, they typically have a .value orientation which "
. »favors widespread-participation by those potentially affected by any deci-~

_sion. This concentration usually results i in greater involvement of teaching

~ ‘personnel in assessm;, the current situation and dehneatlng action alter- -

natives. ‘
The OD consultant communications speclahst process consultant

» - ,
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- and group facxhtator are typical examples of this role in -action. The:r

general goal'is to work themselves out of a job and tg leave the client

- with some increased comfort and — perhaps — skill in solving the kind of

problem which precipitated the initial request for help. These individuals

* are not necessarily well-received by school faculties whose primary con-

" cemns, at least on the surface, are less related to-organizational process
" than to the teau.hmg of kids. This means that a “pure” proces;s approach’
: employed by individuals unfamiliar or mexpenem.ed with the content-of

schooling will face certain difficulties from the outset.
5. PROVOCATEUR/DOER. All &f the foregoing roles generally pro-

. ceed from an acceptance of the status quo-of the client system, engaging '

" in various degrees of adjustment -to. improve its functioning ‘without
-modifying its zgz,cneral> structure and direction. There is a role; though only '
- dimly conceived at this time, for individuals who have a vision of alterna-
. tive futures in which they have'tonﬁdence and who have enough concern

for the state of human systems that they attempt to initiate a more fiinda-
mental inspection-on the part of school people of what is possible. They
may scare or confuse most school people, but their position in the constel-
lation should not be ignored. The critics of today’s schools such.as Holt,
Kozol, lllich, and Hentoff probably come to mind most readily. It scems

.clear, hawever, that as interesting and provocative as these individuals”

ideas are, these individuals have not functioned as leaders nnplunwntnm7 -

‘major changeq except in a very few locations.

*  This has occurred, in large part, because of their inability to provide =
concrete and workable alternatives which can be seen as practicable by a
large enough number of school people. They have been unsuccessful in
“helping the organwat:on to make sense of its experiences so that it has a
confident basis for-future action,” (Pondy, 1976b). They have not created

.the hope that leads to action guided and energized by its initial but chang-

ing vision. We could identify “Provocateurs” who are somew hat less shrill

~ than thecritics noted above and who-have the linguist’s’ skill in creating

and using metaphors and myths to sustain individuals in ambiguous
settings. Some of the more effective exemplars who both talk about new
way’s of educating and act o their beliefs include Dwight Allen, who was

| able to produce a major transformation of a large component of a major
. university within a very short period of time, Warren Bennis who, with
~ the assistance of Hendrick

ideonse, has made major strides at'the Uni-.

versity of Cincinnati, and PeNDalin, whose International Management

& Training for Educational Change qfforts in promoting functional tempor-

ary structures bridging entire continents should be better known and
emulated by the American school reopkz ;That few if any “Provocateur/,
-.Doers” come to mnd when thinking: about—ulcmuntary and secondary -

e . o 3
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o schoohng, is-a sad commentary aboul the pruwnt state of affaics.

- How these five roles relatesto the distinguishing tuature-. noted ear-

,her is delineated in Figure 6.

Back-citd Rolvs. Similarly, there are five roles which are cvidcnt in
thc latér phases of a program improvement effort. . ‘ 4

1. RESOURCE ARRANGER. The first role which comes into play |

when lanned program improvement effort or change gets underway is
5 B ge

that of Resource Arranger. In its slmplcst form, this individual slmply '
“assures that the box of books or materials actdally arrives, is the propcr

quantity, and so forth..In more claborate situations logistical arrange:

" ments for lntroduntnr) training or construction or modification ‘of: facil-
- ities may be called for. In some cases, the Resource Arranger may-bring in.....

. additional people as consultants. Although any of the rolcs described in

the. preceding section might find themselves functioning ‘as a” Resource’

Arranger, it has bccn plau:d on the. back® L-nd side of the line to insure

symmetry. . ~ L
2. INFORMATION L lNl\l R. “This role mirrors the role of thu Infor-

mation Linker in the carly phase, as thérg,is likely to be continued need .

“for information fnllomm, the decision to adopt a particular program or

course of action. Thus, the nature of the relationship with the client re-

.mains the same, and the transactions would look virtually 1denmal

However, the substante or nature of the guestions will diffcs. Typlc‘.l

questions mx;_,ht include, “How do | maintain records for this individual- =

ized program Which | have adopted?” “How do | keep the community

Jinformed”of my progress?” “How can | best evaluate this program and
‘present the fjndings to the school board?” "My teachers seem to need

addijtional training in order to use this curriculuny; where can Lget consul-
tants?” Again, many of the questions will elicit a response dr,éwn from

research or other printed material. Oftentimes the Information Linker will " '
go to a human resource fxlu or othur roster of person resources

v

The nature of the questions which will emerge during thc later

"phaws calls for linking agents to extend themselves a bit more, to inject”
their own’knowledge and expérience:into transactions, and, to be slightly
" more ag,grcsslvu in order to achieve maximam effect. For ex ample, know-

ing the confext of the program effort, the mtorr“nhon linker can anticipate - -

“problems and provide information in advance of a formal request. The
linkers aye. hl\clv to be caught up more in ‘solving problems flowing from:
J 4 P 5 P &

unplumentatlon activities than i guncratln;., alternatives for action'as they

" did in the earlier phase of their rclalmnshlp Of course. they may be just’

entering the process at this point and not have firsthand Fnowledge of
what has come before.

3. TECHNICAL ASSISTER. The mlunfmhmmlass.stcr is one that .;_'

Lo
’,:'
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' mcreasmgly seen as v1tal to the successful lmplementatlon of a program <
The type of technical assistance offered can be of two types: First, there is
that which is concemed with getting the kinks out of the particular pro-
gram and which requires a certain amount of content knowledge, either
, of the program itself-or of the subject matter; e.g., reading, math, science.
" Equally important is general problem-solving assistance. This type is.
.employed as the school personnel begin the process. of trying to change

/ their prior modus operandi to meet the requirements of the new program
"In this type of technical assistance, technical assisters convene faculty
groups to look at the djfficulties they’re having in their individual class-
rooms, to share successes and failure and altetnative strategies for coping, -
and the'like. They also may marshall other adopters of similar programs
 for exchange sessions and provide the psychological support necessary to
get adopters over the bumps of any substantial change effort. ”

4. ACTION RESEARCHER/DATA FEEDBACKER. Gomg one step
beyond tm.hnxgal assisters who are primarily concerned with the success
of the individual programs they are facilitating, the.acticn researcher is’
‘concerned with learning and with helping the school learn the way in
which the current exXperience can help solve future problem-; The focus

"i5 on studymg what is-going on, while assisting its lmplementatlon in .

- order to generalize from it to similar situations which may emerge later.

_ Typical techniques include feedback sessions based on ‘observation, sur- -
" vey feedback procedures incorporating information drawn from rormal .
imstruments completed by respondents in'the school, and conbinations of
the foregoing. Typically, there is some attempt to learn more about the
curtent situation. Such: inquiries often provide the fodder for spinoff. ef-
forts directed at the generic processes of the school ar qystem e.g., cur-
riculum development procedures; staff development, Lommumty rela-: .
tlons, and_decision-making, among others. -

. EDUCATEUR/CAPACITY BUILDER. To accommodate the longd o
term potentlal of schools as organizations capable of growth themselves

o \and <apable of promoting ‘growth for their members one must envision

. an expanding linking.agent role. It Western Europe ‘there are 1nd1v1dua1¢-

-+ called "Educateurs” who are, essentially. roving systems 1mpr0vement
pecrahsts (Bames, 1975). They are legitimized as generalists in the in-
&, structional process who engage with a particular school for a period of
"time and assist it in making a substantial leap forward from its currenta A
: plateau In-the contemporary American scene, the parallel notion at the
_ . system’ lwel is that.of “building capacity.” This generally entails, pushmg
- beyond routine responses to specific here-and-now problems and estab- -

- lishing a eapacity or reserve to mpe with antrcxpated and unantlcrpated

".problcms in'the. future , » LE :

° : . .- : . ' .
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The number of orbanlzahons which are- prepared to engage in thrs~
kind of process and which @:e located in environments which will sup- .

port capacity building effurts is rather small. It is clear that the short-term + -

_ requirements for linking agents are likely to be’in areas other than this
- one. That we should strive, to establish the capacity for capacity building .
in our lmlgmg agerfts seems a worthy goal,, hpwever. These individuals -

‘need to bring together the vision and perspectives of the futunst the- .

.comprehensive knowledge-of available human informational resources, a
- wide repertoire of- mterperc,onal and technical skills, and diversified ex-
'penence ina number of organizational settings su~h that a range of alter-
natives tan be presented to any given client for consideration and modifi-
cation. The operational parameters of capacity burldrng are unknown at,
.this time even if the terminology,is widely used ‘
‘How these five roles relate. to the other dlstlngurshmg features is
delineated in Figure 7 on page 228. : ,
~ Linking Agent Types. The ten roles presented in the foregoing pages -
constitute two functional subsets which can be observed in the field. Each ‘
. successive role in each subset could overlap its predecessor, and in that
- sense they represent a possible, continuum increasing in “fullness” and
. - complexity. From my observations and a belief that most éxternal agents,
would agree to the 1mportance of contlnurty -with respect to the client
_ relahonshlp, the ten roles lend themselves to combination of symmetrical -
“types.” That is, each of the roles atrayed on the front-end continuum is
‘mirrored by a role on the -back-end ¢continuum. If a linking agent functions
pnmanly as an information linker in early transactions with the client,
"' (s)he is more hkely to play a similar role in later phases of the. relationship.
.. Argraphic view of these 1deah/ed symretrical types is 1llustrated in Figure
- 8, Naturally, reality is probably not as tidy as that. However, it does show =
~.us ‘some logical" directions in which to .proceed when training hnklng
L agents whdse current role could bc complemented by expansron R

'
'

PrerequISIte Attnbutes of Effectwe Linking Agents (Adapte
'.,from Crandall and Eiseman, 1971; hrseman 1974; and (_randallctal 1974) )
_ Each of the roles described in the. pruedlng subsections requires’ a
mix of skills, many of which will not Be possessed by. potential linking
agents and theréfore will become the: foci of training programs for them.
Additionally, ‘it is worth stressing that the roles are not for everyone
* Matching the potential linker to the’ requirements of the JOb is wery bit as
crucral as the need to match the proposed program to the chents needs

A
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and requlrements Selecting linking agents is not’ snmplc whcther an
agency is choosing from among already existing staff or whcther it is
“hiring new staff from the outside. allk of the battle is won or lmt at ‘tite

: pomt of initial selection.

-1t is also worth distinguishing bc?wcen eduu.atlon and. trammg

Stated most simply, the distinction is that training is job-specific while

education is person-specific. In this context, the preceding sections have
‘addressed components of the universe within which the linking agent will
work-and suggested a need for extensive and ongoing understanding of
these classes of entities and thefr. dynamic interrelationships. Much of
this knowledge should be the’ subject of an ongoing educational effort
initiated for or by linking agents. But many of these topics are ones in
which any highly competent educational professional desires & thorough
grounding. As such, they are the proper focus of education for the indi- -
wvidual and are not exulugvely related to thc rcquxrements of a particular
linking, agent job or role. :

With respect to job-specific trammg it is. net.cssary first to determine’

‘the partlcular roles one desires to take.or recruit for, to assess existing

skill levels, and then to design and xmplement a training program to fill in

- whatever gaps exist in an individlal’s repertoire of skills. Training, then,

is concerned primarily with’skill developmént;“though most training-de-

- signs'will ‘also mgorporate segments which are of a t.,cneral educational

nature.

‘At The NETWORK we have found that many of the attnbutes neces-
sary for success are not amenable to the type of training efforts that can
be mounted feasibly. A rather careful and systematic assessment of. the
potentlal linking agent’s capabilities has proven essential. '

We have devised and refined a rather complicated; ‘multi-stepped
selection process based on the work of the Office of Strategic Services and’
detailed in Assessment of Men: Selection of Personnel for the Office of Strategic

.Services (1969). It includes the design and structuring of simulated experi-

ences in which the candidate is called upon to-exhibit tertain behavior -

" reflecting his'her current level-of kil or understanding in specified areas.

We have employed the procedure a number of times over the last several
years, and jit has been ‘used in at least two other seftings, one of which
was an agency hiring a team to work in.the NIE- sponsored State Capacity

Bulldmg Program : ' , :
Our experience has resulted in our bemg much more pessimistic .

.about the posmblhry of training in the non-technical areas and verified
the importance of selecting-(versus training) for certain personal and in-

terper‘:,onal attributes. T believe-that the successful. linking agent, operat-
ing in an environment as complex as that suggested in this document; isa’

» -
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3 very cpecial person.indeed. In partigular it calls for an individual who,

Lippitt has suggested, needs.to pawsess an “increased awareness of self,

‘others, and the larger énvironment,” allowjng: “for"a more conscious use

of self . . . as a professional tool rather than relying on actions stemming

~ from an unexamlmd intuitive base.” (Lippitt, 1975a,.p. 217).

In this subsection those prerequisite attnbutes which we have con-
sidered in selecting linking agents will be sketched and followed by de-

scriptions of basic skill clusters amenable to training.
Cognitive Habits and Abilities. The requirements listed below are > those -

we have found to bear on an individual’s ability to operate in a complex
environment. They should be understood to be measurable only indi-

- rectly by. means that are yet incomplete, lmperfcct and generally. subjec-
tive. A gnod lmkmg agent:

" 1. abstracts and mnceptuahz;s the basic elementq of . a
problem.

[V

. responds constructively to new information.
3. provides original ideas and fresh perspectives.

4. brinus theory to bear on problems occurring in action

S g~

5. resists premature closure.but proceeds toward closure
when appropriate. '

Thesé items should be taken as suggestive; they reflect the writer's bias *
.toward a problem- solvmg orientation for linking agentb

* Intrapersonal Competencies. These are general “life” competencies
which undergird one’s actions and reactions. They are reflected, if not

- necessarily demonstrated, in interpersonal transactions:

1. PROACTIVITY. This is related to how one perceives decnslons, con-
sequences, relationships, problems, and options, The’ dnstmmon is be-
tween sitting back (mentally) at any stage in an intellectuaf situation ver-
sus taking the initiative to structure the circumstances or create a situation

that will provoke some outcome in’a particular direction. It is the differ-

ence between éither auéptin;, the status quo or waiting for new events te

" impinge upon onc and, on the other hand, creating one’s own reality.

Other manifestations of proactivity are the extent to which one ac-

- tively seeks problems versus waiting for them to arise. The point here is

+
’ -

-
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that many problems: will announce the‘mselves to the linking agent,
but'in any given setting there will be those relevant and worthy problems,
whnch, if actively sought out, may hold more promise than’those that
annourice themselves. The proactive person is in greater control of the
overall setting.than the reactive person who simply- passively responds to
the-environment. .
Related to the problem-seeking notion is the practice of expanding

._boundaries. This requirés challenging. assumptions angd testing whether or

ot apparent givens are actually givens in a situation. One does this by
makmg observations, askmg questiors, performing experiments or exert-

ing influence to alter those things initialiy intended as givens.

_ We increasingly find ourselves encouraged by our culture to accept _.
- certain 'things as givens without testing them explicitly. .Perhaps the
. simplest llluetratlon of this phenomenon at work is the folluwmg simple

puule

a. Given the nine dots below:

i
i

b. I'ake a anul and draw four straight: connegtcd lines which pass
through all nine dots without lifting your pencil from'the paper or

retracting any lines. Try to solve this pu7zle bcfore looking at the

answer on page 242

Goorgc Pcabody, who has developed an exccptnonally useful simula-

tion called Powerplay (1973), uses the puzzle above to illustrate the short-
comings inherent in the typical tactics employed by individuals in situa-

tions where they.are ¢ alled upon to. ;,rapple with power issues.
He says : - '

Most people arg unablc to solve thlS roblem The
probable’reason for this is an assumptxon that one must

ERIC
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-

conform to implied boundaries (or rules) which in fact do
not exist. By playing within these ima%i.ned boundaries, a
person is powerless to solve this puzzle or the more impor- -
tant puzzles of how to get what you want or to get done what
you want to get done n life: (Emphasis adde e) o
, It is self destructive to accept as the limits: of your
behavior the real or implied rules, the real or implied
expectations that others have of you, or-other such boun-
daries. Imagined boundaries can unnecessarily limit your
‘freedom and power if you let them. If, for instance, you
accept the fact that the world is tlat, you won’t get around
very much. s '

Real boundaries, however, necessarily limit your
freedom because they are maintained by real rewards .
a‘x:d punishments, There is'a price to pay for crossing
them. ’ :

Thus the primary questions are:

a. Are the boundafies real or just in my imagination?
What are the realities? '

b. How might [ test them?
8 c. Do they restrict or sustain my freedom and power?

d. What are the costs and payoffs to me if I
1. play the game, conform to expectations?
2. go outside the boundaries? L
© 3. change them? '
: . As soon as you start asking these questions, you
- have freedom to select from a greater number of -tactical
options. You can cross boundaries or stagy within them as
you choose. (Peabody and Dietterich, 1973; pp. 11-12)

v

2. MATURM Given the context within which they are'working, linking

-agents must make decisions and solve problems that result in actions

consistent with mature attitudes and values. Jung, in developing a sche-

. ma for the Preparing Educitional Training Consultants (PETC) program at -
the Northwest Lab, has given considerable thought to the concept of

maturity for individuals and organizations. Figure 9, excerpted from those
materials, illustrates_his view of the phases of maturity.

While at ﬁrsfg\h'ce it might séem’ that the desirable definition of

‘maturity would be that associated with either the existential or the crea-

. . tive phase as labeled by Jung, it is probably more useful to work toward
* helping individuals-be demonstrably conscious of where they are on the

continuum in each particular situation, since the boundari'e_s‘(betwéen

245
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phases and st‘é\},eq)‘am relatively ‘permeablg and may well be situation-

specific. There is.no “best” position, only ; 1n 'hnfo.rmcd" one. The notion

-of dynamic movement presentcd by Jurigsis r:nqSistént with 'the familiar
- Maslovian hierarchy of needs in that:it d_
set of goalq toward which one is stnvmg P _.:..; 3

jcmbe a constantly expandmg‘

d :
3 SYSTEMATIC REFLECTIVITY This competency refers to the way an

: i \Z_v._-: 4
: . 246 1
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nature of the subsequent experience, It is the notion of hvnngJ life as a set
of w0rkmg hypotheses which, as an action researcher, one tests pn an on-

‘going basis, using each set of results to formulate additional working -

‘hypotheses to be tested. Viewing problem situations from a long-t -term
perspective is also central. This long-term perspective entails moving

*. periodically from a relatively low level of analysis to a higher level of
-analysis, stepping back from the trees in order to see the forest, periodi-

‘cally remmdmg oneself of the ultimate objectives and viewing the gains or

losses that might accrue in the short run from taking certain action w1th1n '
 the larger context. -

“The reflective person challenges the common practice of organizmg .

the world into. logic tight compartments where we often don’t know,

what we know. A Persian proverb expresses the point beautifully

There are four kmds of men: .
He who knows not and knows not he knows not; he isa
fool, shun him. PO
. He who knows not and knows he- Rnows n()t he is sim-
‘ple, teach him. : co
He who knows anct knuws not he knows; he is asleep,

wake him. - .

Hc. who knows. and knows he knows; he is, wise, follow = .

N These three broad categories of 1ntrapersonal competence — pmaulvuy,f
;. maturity and systematic reflectivity — are among those on which we can’
"assess potential Landidates and about whth they can be educated and *

'supported in refining. o
Work-Related Characteristics. While thc» follownng items many might .

consnder to be’self-evident, they are included because it is essential that *

" we be expligit about our expeu.tations of people. Those hiri:ig, training, .

and supporting linking agents should test their assumptions about the
characteristics they believe are important. Some suggested Lharattenstigs

" which are work-related then, dre that the linking-agent —

. takes initiative. ' » I
2. can be depended upon to follow. through.
- 3. iy productive, can be described-as havinz high output.

L4 exhibits competence, gecom.plishes tasks effectively. '

.

»
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. . . .

5. dlsplays loyalty to thu groups with which’ (s)he is as-
souatud aﬁ‘d thu organization for which (s)hu wnrl\s

vadunu: regarding these attributes is usually a\'allable tmm one’s own

c\pu’xcnu.- or trom previous employers. ;
( Pérsonal Qualitis. There might be some argument as to thc lu;.,mmm.y

of including personal gualities in any consideration of competencies or .

. skills. They are important in the way in which pmfussmnal staff are as-

sessed by their superiors and colleagues, as well as the way in which they
are ptru:wcd and received by clients. It appears to be helpful to be explicit
about some of these qualities, and sharing them'with potential staff gives
them a clearer picture of our values and expectations for them in their
interactions with us“and our clients. They are included as su;,,;,,ushvc of |
the type of things to be u)nsxdcrcd A good lml\m a;.,cnt - .
L. expresses” hinvherself in an ()pon, strm;_,ht -forward,

*and candid mahner. ‘ .

9

appears self-directed, autonomous.

3. conveys that hisher prior expericnce has been varied, .
meaning ful, and useful and that from it (s)he has du
\Ll()Ptd a sense uf per-,permvc

B displays a sense of and tur'\cg.m for justice.
7 L
NI i . ** .

5. exhibits integrity. o

~ . a

-

v. demonstrates‘a concern for-hissher own’ growth,

7. triggers enthusiasmein and energizes others.

- 8. exhibits-a sénse (.)f humor.
S dxspla)s social behavior’ appropnatc to thc Lhcnt 8ys- | o
~ . tem ) . <k )

Sy

Sieber,” bascd on his extensive study of the Pilot Statu extension agents,”
sugbcsts addm -
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10. has low ego needs:
g0 ne

v

L. possesses high toleranee for frustration.
12. ‘exhibits orderliness.” | ' °
13. has the ability to enjoy new ‘cxpcri_cncc. ' S

14. can e\plmt multiple role rulatmnshlps for qchxuvcmcnt
of tabks / - .

T 15. amtams professional aluofncsb from internal puh-
\ tics.
N :
i6: has the ability to assess and c\plmt sltuatlons for

R achievement of tasks.
T -

In the preceding p'ar’i;.,raphs' four classes of competencies or charac-
teristics seen as prerequisites’to any technical training for linking agents -
have been outlined. When selection decisions are being made, such attri-
butes and appropriate 0thers should be consciously exphcatcd consid- -
ered, modified, and ranked to conform to the: requirements in an indi:

: v1dual situation. These attributes are not the sort of thing casily modified
by training interventions. Of course, it is possible and desirable-to provide

an environment the noms of which réinforce and support these attri-

ibules in linking agents. If one can secure a group of linkifg. agents who
possess these attributes in appropriate measure, then the charices for

successful training in the technical skills required, the focus of the next

_ -subsection, will be greatly enhanced. Figure 10 arrays these distinguishing
_ features in relationship to the ten lmkm;., agent roles described-and de-

notes the author’s estimate of the relative 1mpurtanLe of each Llustcr of

" prerequisite attributes to cach role. L

Technical Skill Clusters for Linking Agents
- We are all familiar with the ;;'hcnmncna embodied ini the statément of
“The best laid plans of mice and men . . .,” and “The road to hell is paved

with good intentions.” Once we havu a bcad on the particular job of a
ngn lmkmg agent we'can then 'be more preuse in delmeatmg the skills

o El

249
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needed to exccute the job and'in assessing the extent to which they are
present or need to be developed. Skills can be defined as “effective be-
havioral implementation of goals, intentiony and plans, and affectively
appropriate expression of feelings, values, ideas, opinions, and sengitivi-
ties.” (Schindler-Rainman and l..lpplll, 1975, p. 226.) Those who bemoan

RELATIVE |

“FIG Ul\l 10
IMPORTANCE OF P l\Ll\lQUle[ AT ll\lBUH s
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the lack of a curriculum focusmg on behavioral skill development in soual
relations and social problem-solving, especially in school settings, have a
gOOd point.. That a broad repertoire of behavioral skills or implementation

" competencies is required of linking agents is not likely to receive argu-

' -y Training and Supporting Linkfng Agents ! 24’1‘. .

ment from the readers of this chapter. What is needed. is a series of

trammg episodes combined with multiple support systems where linking

agents can discover and be confronted by the incongruities between their
.action- mtentmns and their action effects. (Readers interested in an in- .

depth treatment of the difficulties involved in helping professionals per-
ceive the gap between their espoused theory-of-action and their actual

theory-in-use so as to enhance .their professxonal effectiveness should .

. ".read Argyris 1964, 1976a; Argyris and Schon, 1974.)
The laboratory approach has been. an exceptionally useful vehicle for
such skill development. It provndes the kind of feedback and motivation

to re-practice and to try, try again in order to develop greater clarity and

. behavioral competence, The laboratory method of expcnentml learnmg,
. ina snrnphfled form, cani bL portraycd as follows: .

- FIGUREI o
"~ - ELEMENTARY CONSTRUCTS OF EXPERIENTIAL LEARNING

CONCRETE EXPERIENCE
IN REAL SITUATION™

. 7 TESTING [MPLICATK)NS . ('),BSERVA1 IONS AND
OF CONCEPTS IN,N'ON-RISI'S-SI‘I'U/S(I'IONS‘{.’..L, I ’{EFLb(""IONS

FORMATION OF ABSTRACT CON(_E:.I’I'S
o o , AND (’E:N'"RALIZATIO’\JS ‘

y 1
J L.

s,
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R

This approach i pul forward here as one recommended mode for
training, where appropriate. It has the advantage of offering partnc:pantq
a chance to try things out in settings where they are not “playing for
keeps,” to receive-helpful feedback and critique about their performance,
to practice a new iteration of the skill, and to develop increasing confi-
dence before going out to the réal ‘world. If the linking agent’s support
system is designed appropriately, the concept of laboratory cducation can -
be applied at the level of the actual job itself, with cach transaction of
episode with a client being viewed as a trial situation to be learned from.
. ‘Naturally, the learning process is somewhat more comphcated than
"7 the elementary diagram above might suggest. Sce Lippitt's formulation of
the eléments below in Figure 12 for added detail. Tt is useful in designing
training events and in focusing the specification of requisite skill clusters.
In addition to- the prerequisite competencies and attributes’ already
- noted, and against the backdrop of a preferred method of providing train-
ing and education for linking agents, nine skill clusters will be described
briefly; clusterd which need operationalization and incorporation in a’
trainmg program, depending upon the spetific job of a yven linking
agent. : , | _ C
The nine are: B ) '
. Problem-Solving Skills
° Communicaﬁon-Skills
® Resource Utilization Skills
® Planning Skills .
- ® Process Helpm;, Skl”S
L] lmplcmgntanon Skills
. Content/Sub]eLt Matter Knuwk;dgv
© Evaluation and Documentation’ Skills

° Survnval Skills

‘ " Problem- .SUIzrmq Skills. There are many ;,c neric appromhes to .
problem c,olvm;,, and the linking a;,,ent has an array: of tools' which might -

l':-,w-/\nswgr to problem pose.d_ on page 234

[ - : )
. ..
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FIGURE 12 -~ * s
PARTS OF LEARNING PROCESS INSIDE *rm LEARNER
OR LEARNING SYSTEM ..+ -

SENSL

Ol
RETEVANC L
EOR Mb
(L'<)

VAL
OR GOAL -
AUPIUDE

SUPTORI
FOR

C ARRY

THROUCGH

INTENTION
1O DO
SOMETHING

Mok
SKILLID
BETAVIOR

FEEDBACK
AND
RE-PRACTICE

AITERNATE

INAGES
FOR

ACTION

BEHAVIORAL
1 . IRY

- off the top
of viour head

Commentary on Diagram :

One of the ingredignts inside of us that has to get linked somehow to behavior is some
kind of cognitive content; mformation orknowledye it is often called. A second ingredient i isa
belief that the bit of information has relevance for the self. The sense of relevance may be
connected tu or help generate a vl or 3 value ot belicf. And often, a goal or value helps
_genvrate an Sntention and comntitment b gt - at this point the intemal processes of the self
are sneaking up on action, but we still haw no ;,uammcv that ideas will be mnwrtvd into

- overt m.tmn

Reprmted by permission of\thc pubhshcr from R. Llppltl Linkage Prob-
lems and Process in. Laburatory ‘Education. In K. Benme, L. Bradford, J.
" Gibb, and R. Lippitt (Eds.), The Laboratory Method of Changmt, and
-...Learning: Theory and Application. Palo Alto, California: Scmnge and Be-
havior, 1975, p. 18}-—{) 1975 by Science and Behavmr i
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/ ' l“
be of nsslstanw in any given sltu.\tmn {flce NTL's Prublcm Lmlvm;1 Book-
let, Kauffman'’s Systematic Problem Solvine, Northwest Lab's Rescarch Ubili- .
zation Problem-Solving, Schmuck’s Situdtion-Tatget-Path (STP pmu:ss)

“The' rational prublcm solving -.uquunw generally mu.ludc

1. dvﬁnm;, the prublcm (or dm;,nusm;, thc smmtmn)
'*2;-;.1~.scss|nt,, the wndltmns surruundm;, the prnblcm nnd
theirrelative weight (This is ty pically dunc using some
~ form of force ficld .mnlysh)

3 gcncmting some sct of".n:tiun_ _nlt'crn.ltivus R

4. choosing from among, them .md mstltutm;, an m.tmn
plan, :

5. monitoring the implementation-of the plan in such a

w.ly that a feedback lm)p eXists! :

- .
_q’}

. This is a lmcnr problem-solving .lppnmu.h Wlthm it, or as a substitute
for |t therd are various non-linear (su-called “creative”) strategies which
can be incorporated; Brainstorming, images of potentiality, Synectics, di-
vergent thinking — these are labels for some of the main variations..

It is<¢rucial that lmkm;1 agents get a solid grip on the general problcm
situation. Only by delimiting their efforts can they hope to succeed, Clas-
sifying problem situations in’some way so as to reduce the area of inquiry
is called for, Recent work at the Northwest Lab has madé a rather useful
distinction ambng three ty pes of problens that might call for different.
sorts of -problem-sulving techniques. First is technical problem-solving,
wherein both the current state of affairs and the desired end point are
known and able to be specxfxc In this.instance a systems analysis or -
Ole‘atl()RS research mode is an appropriate problem-solving apptroach.

* Second is so-called theoretical problem- solving, where the current state of
~ affairs can be limited, but the desired end state cannot be specified. This

type calls for an action research appmach which will develop a series of
iterations leadmg to ‘an agreeable end point (the RUPS process is one
operational version of this action rescarch approach). The third type is
ghilosophical problem wlvmq ‘where there is clarity as to the current state of
affairs as well as desired multxple end states, but fundamental dlsagree

mentas to the dcsnrnblhty of one or more of the poussible end states. In this
instance, the problém- solvmg appmauh nthmLe is conﬂu.t resolution and
negohanon procedures. - - L :

PN
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Eiseman (1974) suggpests that virtually any sltuntmn in a human sys-
tem can be viewed and addressed as a potentially snlvablu problem or set
-of pmblu 1s of one of the following types:

1. Distorted or non-existent perceptions of relevant real-
ity o

. Distorted or non-existent communications amony,
subsystems that need to collaborate B oL

l\)

3. Feelings of frustration

4. Feclings uf'iml.wtuncu ‘

3

. Undifférentiated dissatisfaction with the situation as it

Is.

g

6. Vaguueness or contusion regarding direction of major
. . . o
objectives, = e

7. Mmlm.xl or non-existent wmmltmunt to ex phutly
stated high priority ;,unls

8. lnaduqunlc nbxllty to formulate pl.ms to m.hxcvc ex- ¥
. plicitly stated high prluntv poals

B

9. lnnduquatv nblllty to make dL‘LlHluns relating to c\pllc-l
itly stated high priority goals

: lnaduqualu ablht\ to 1mplumunt high priority action
" .plans .
. : -
I1. Inadequate nttuntmn devoted tu the mmntunnnw of
the system

-~

12. Existence of untapped, surplus, valuable resourees

3
-

" Koberg and Bagnall provide several hundred useful tools and techniques
tina Lompcndlum entitled. The Umucraal Traveler: A Lumpmxum for Fhmu oH

* Problem- Solding Journeys.
. There is a need for hnkma, .1;,cnts to duvulnp a repertoire of usable

@
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pmblum sulvm,_, .1pprn.u.hus o be able to clnssm prnblcm sntuntmns S0
that the approprigte technology can be ¢ mploved, and to know when to
call for In dp inany one of the substages of the prnl\l«‘m solving process,

Communication: Skills, This cluster of skills concentrates on peneric
communication pruu-ssc Linking .|,,,vnts need to have well-deve loped
vral, tritten, and other {mediated) communication skills, In cortain situa-
tions they will be called upon to make presentations to individuals or
groups that will require the use of presentation aids. There will be situa-
tions where qmsnmml\v skills are necessary. in order to move productively
forward on an’agenda. In most situations, active Aistening skills are impera-
tive for effective communication, There are situations whiere a one-way
mode of commugication, thpugh not the prcrvrrg-d muode-for many linking

agents given, their likely value set, will be called for. Various aids are-

available for developing and refining oral communication skills; there are
several excellent resources for developing and refining, skills in written

communication (sce Writing for Results, 1974 Far West Lab’s Modulo on’

Technica! Writing, 1474). The sulxumpunl s of effective. interpersonal
communication have also been captured in various training programs,in-
cluding thuse developed by. Northwest Lab and the Lu'ntcr for Ldum-
*tional Policy and Mnnn;_,cnwnt

Resource Utilization Skills. At.several points in the pruu.'ss of interact-
ing with a client group, linking agents are hkcly to need to call upon
resources other than theniselves. Sensitivity in "knowi ing when to “refer”

that the linking agent is fully conw: crs.’mt with the resources available and
the circumstances under which thclr use. would be appropriate,

The backbone of the linking agent's formal information resources
-remains the ERIC data base and its companions, now accessible by com-
“puter in Jocations in.almost every state. The more than thirty data bases

(in addition to ERIC) v nich can now be accéssed viq computer add im-

“as opposed to offering oneself as the resource is an essential ingredient in_
*+ successful resouree utilization and is likely to be enhanced to the extent

“ measurably to the infbimation that the linking agent can bring to the.

client. Unfortunately; these sotrees are not free; cost _may become a factor

as well as turnaround time. Linking agents need not develop retricval
skills to the point’where they would qualify as full-time retrieval
specialists, but introductory training in the use of a computer terminal
and familiarity with the main indexes used in education, RIE (Resources

in Education) and U]I: (Current Index to Journals i in l‘dumtmn) aswellas’

some actualexperienee fingering microfiche and using a microfiche reader

andjor reader printer will be' invaluable to effective functioning. A recent

compendium, A Guide to Sources of Educational Information, by Woudbury
(1976), should be un the shelf of every linking agent. Itis the best to date,

1 ! ’ _‘.-'1-". . ‘
. PN , LIy - .
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though not. absolutely current -as of this writing.
In addition to formal information resources, the lmkm;1 n;,cnt should
be able to access other programynatic resources, either products or programs

" themselves or information about projects in which, products have been

used. Most large scaleinformation centers have developed procedures for
catalogumg, so-called 'fugitive” data of this sort. There are specialized
centers which mw..ntory ‘a variety of curricular materials. EPIE (Educa-
tiomal, Products Information Exchange, New York, NY) is an exemplary
source of “consumer-vriented” information on products of interest to
educators. Additionally, the linking agent would do well to either develop
or gam access to some bank of luman resources. The maintenance of such.
files is .an almost overwhelming: task, and mmall) linking agents will
probably rely on their personal contacts. But as one’s clientele expands, it
becomes necessary to draw upon a larger and larger pool of human talent
to supplement one’s vwn resources. Various means haye been employed:
for this purpose. RISE in Pennsylvania has published a directory of
human resources for their state. The National Lu.'amm;1 Disabilities Assis-

~-tance Project (NaLDAP) at The Network mmntams an active file on McBee
* cards of several hundred consultants in vanous areas.

Based on our own experience, the difficulties with using human re-
source files effectlvuly, other than the normal storage, currency, and qual-
ity control issues, extend to such difficult matters as: How: to provide
adequate incentives to the consultants who make up the pool when-any

" one of them may be used very little if at all? How to share in the success of

a referral that really succecds yet disown the failures. Most knotty of all,
how to get people (i.c., linking agents) who are rather good consultants in
their own right to avoid fecling less than successful if they have to refer to-
an outsider,. especially one who couldn't possibly be as good as they
would be — if they only had time.

To date; the most complete training program directly related to re-

" source utilization in education remains the Educational lnfurmation Con-

sultant (EIC) developed by Far West Lab.

Planrtm Skills. The cluster of skills associated with planning focuses
on the "getting ready” 'vork necessary to assure success during imple-
mentation of an improvement effort. It calls for a syste matic and cautious
look at the job ahead and a delincation of the action steps to be.taken, the -
resources required. at each point, the anticipation of probable pitfalls and

“crunch” ‘points, determination of budget and other resource allocation re-

. quirements, the ability.to move from global statements of intent to opera-
_tional statements that are actionable. It is helpful for linking agents to

haye at least.a rudimentary knowledge of various systematic charting proce-

" dures, mcludm;1 flow fhartmg, PERT charting, fault-free analysxs, and the

-
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like, in order to array a picture of the impending cffort for their own use

“andjor the clients, Abilities in “organizing for work” those who wil] be
implumentim, a program dre also duesirable. l'\nmplvs‘ might include en-

gaging in review and retlection sessions concerning the plan or engaging,
in role plays related to anticipated dilemmas (in order to practice the
behaviors Rat may be needed in the real situation in a simulation where
failure will not jeopardize the actual effort). The preceding three skill

cclusters obviously are integral parts'of this cluster.

Linking agents able to employ systematic planning, wnll also bcnuflt

. by usm), vurmus means of diagnosing relevant organizational compo-

nents S0 as to locate the aptimal entry points and discern the best path for-

~ the ultimate change effort. Though there are a number of tools available

to the linking agent, all require some understanding of their underlying,
principles and practice in their use in order to be used effectively.?
Process Helping Skills. At virtually every point of contact v, ith a client

-group, use of certain process skills holds the promise of vastly improving,

the offectiveness and degree of satisfaction of the overall effort, The link-
ing agent should strive to develop a Lumplcx of skills including;: com-

‘municating feelings appropriately; active listening and feeding back of implicit

and explicit cues'regarding undcrstnndm), and satisfaction; providing affec-
tive' support and lu),mmmn), openness when apprnprmtc; confronting

.when necessary to resolve problems or surface underlyin issues; and
B

2Amony the must helpful sources which should be inspected by the interested: reader are
Duagnosing the Professuwomal Climate of Schools- by Foxet al. (1973). a seri¢s of instruments
developed for use in the COPED P'roject and the series of checklists developed by .
Havelock to accompany A Guude to Inmvvation (availablé only in ERIC ED056256). .

A group of reference tools of immense utility to thuse with a behavioral science
orientation or inclination are the Annual Handbooks for Group Facilitators and Handbooks: of
Structured Experiences for Human Relations Traming by Pleiffer and Jones. There aru now six
volumes of the former and seven volumes of the latter. The Schmuck and Runbel Handbook
of Organtzation Development in Scheols (1972) is also a valuable soarce of diagnostic instru-,
ments. Lake ond Miles, in their recent compendiam, Measuring Human Behavior (1973),
bring lo,,cthur and review a vast array of instruments usefut hnhan),u practitivners, as do
Pfeiffer and Heslin in their Instrumentation in Human Relat:. < Traming (1973, 1976).

Thege dre other sources, of particulor instruments ‘\rxlh varying degrees of focus,
including the pnnupal instruments developed by the 1DF Alsponsored Leagee of,
Cooperating Schools in Southern Californio headed by Goaodlad, and the Organizational

- Needs Inventory (OND) developed at The NETWORK and based on Havelock's carly work.
Some of thesecan be vasily used and hand-scored while others, dvpcndm;., on the number -

of respondenty and the pcrwvuronu- of the linking' agents, require access to computer
facilitivs.
For those with acedss to a computer, there are at least two computerized programs '

.- which profess:to measure organizotional characteristics in a comprehensive way: the *

CHAMPUS. Program ander development by Bowers and his colleagues at Michigan and
the PROFILE Procedure developed by Bass. Both utilize a. questionnaire as input’to a
program and buth are based on factor analytically developed models of organizational
variables which must be taken into account in a major change effort, :

o
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role- mAmq in the sense of déveloping empathy, wuplud with the .lbllny to -
portray the position of others in a way that does not make them feel as if
they are being-psychoanalyzed.

More spcufi(.\lly, it's very desirable thnt the linking agent develop the
ability to make a “process intervention” directed at.increasing, the clients’

- awareness of what they are doing and enhancing their sense of control
. ‘over their actions. This calls for observational sensitivity and the ability to

induce refléctivity in others so that they can examine their actions in a way

- that is not threatening. Question-asking directed at Lhcu.km;., progress and
- focus are ingredients in process interventions. Recent work in education
" has highlighted the importance of values and ‘their centrality to individu-

als’ attitudes and actions. Thus, it would be useful fos linking agents to
dchlop a familiarity with values elarification techniques and exercises. A
wide ran),c of useful tools for process helping is available, including many -
from the Pfeiffer and Junes series and the CEPM "Stmtcglcs of Organifa-
tional Change” program reports.

. Sometimes, process problems arise which require far more than.
well-timed interprdtations of ongoing behavior or data collection and
feedback cycles. For example, the teachers and principal may find them-
selves repeatedly engaging in patterns of interactions which everyone
agrees are debilitating. Eiseman (in preparation) has developed proce-
dures-which take linking agents step-by-step throug;h the process of de-

. signing a full-fledged intervention plan to cope with such counter-pro-

ductive interaction patterns. Because of their usefulness in resolving thé

. kihds of conflict which school people continually encounter, his ‘transi-

tion” procedures are espetially relevant to linking agents-.
Implementation Skills. As has been noted by recent observers of thc

 scene (e.g., Fullan; 1975b), the bulk of attention in both research and
“practice has been related to the steps leading up tu and including the

decision to adopt a program. Some preplanning may occur and be more
or less systematic, but it is increasingly obvivus (Berman and McLaughlin,

'1974) that the implementation phase is critical to the success.of a program
improvement effort. Runkel (personal communication) called attention to

the striking convergence of these findings with some in other fields as.’
reported by Coleman (1971), Fairweather (1972), Gla%e and Taylor (1973),
and the National. Institute of Mental Health (1971).

The linking agent, in order to be of assistance at this stage of thc
process, needs to be. able to, employ the skills listed above in-situations
that will, in all likelihood, be more hectic than those that preceded the
actual implementdtion. During implementation, questions of logistics and
resource allocation, uften shrouding emerging value i issucs, etc., comé to
the fore in a way often difficult to deal: ‘with. Hall and hxs u}l]eagues have
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empirically derived o hicrare h\' of concerns which need to be taken into

account during imple mentation (Hall ¢t al., 1976). 1t is most probable that
power and status issues (Giacquinta, 19731 will also come to the fore

during implementation and regure: prompt attention by the linking

agent, ‘

A compelling.case can be madd tor nuludlm, the vollection of data
through relatively formal means as a central chmponent in program im-
provement cfforts, whether or not stich ctforts involve linking agents.
Miluset al., (1969) have escribed the utility of @ survey teed back approach
to onganizational d\.nwu and Bowers (l‘)ﬂ) has dunmnstr.ltcd its vffee-
tiveness,

It is useful tor the lmkuu, agent to develop a perspective on nﬁ,.mll.l-
tions” capacity for growth. Some of the more promising approaches to this
are those de \\'ln}\d by Jung artd his colleagues at Northwest Lab and

characterized as to thoeir rul.mw maturity in a s¢ hema paralleling that of
developmental psuhuln;,\ tor individuals. Likert's Systems 1-4 Frame-
work (1973) presents o well known continuum “of organization types.
Eiseman (1974) presents an outline tor am optimally fumtmmm, organiza-
tion which is duh 'rmined by the estent to which it is “dynamically
homeostatic,” rational,” “autonomous,” “collaborative,” and “commit-
ted to improving, the quality of life.” ' ’

Each of these schemas offers a useful way for viewing organizations
as whole creatures having dynamic capabilitios. Each offers the advantage

T

of being applicable whether the unit of analysis is the district, the build- -

ihg, or the subtinit within a building. Unfortunately, Likert's is the only
one that t6 date has specific instrumentation keyed to the model.
During implementation it is pmbablu that one-or more people will
need to assume a leadership role in order to assure the effort’s forward
progress. Familiarity with leadership style and issues related to it should be
in the store of kl\()\\'ln(b,,u' of the linking agent. Reviewing the work of
Hersey and Blanchard (1972) 1s perhaps the most efficient way for the
intefested agent to develop a greater understanding of the function lead-

ership style can play in the success of an etfort. Further, it is probable that

someone, in many cases the linking agent, will rieed to play a covrdination

fumtmn, engaging g activitics suck as division of labor, ad]ustmvnt of -

resources, and clarification of roles. Also, important are providing . siupport
for the action ¢fforts through communigation to individuals in the hierarchy
who can endorse or applaud the effort;”as well as to those who can

regardm;, interim success as well as expressions of concern about emerg-

ing ‘problems; vrchestrating pmudu_ e lchmtmns s0 that partncnpnnts feel a -

° 4

N

.. presented as part oftheir PETC T Training, wherein organizations are -

facilitate movement to o from the sdesired direction; soliciting feedback -
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- sense of- dynamnc movement toward the desxred goalx and farxlztatmg goal \
' restatement and adjustment. : o
'_ Content/Sub]vct Matter Knozulcdge This Llustcr of skills relates to con- -
. tent or subject matter as typically defined. It is important to view processas *
~ content at appropriate peints, and in many cases the only content exper--
*‘tise that the linking agent:must be sure to be on top of is that related to
" process.’ Ti'\e biggest danger for linking agents is the creation of expecta-
.tions on‘the part of the client.as to the content expertise of the linking -
-, agent, expertise on which delivery cannot ultimately be relied. One must.
" ‘convey clearly that one is an expert in identifying and drawing on' re-
~ sources in reading, not that one is a reading expezt (unless one is). For the
-'Product Peddler knowledge of only a specific set of tangibles is called for. -
_For the Infofation Linker, the content is typically of formal data bases
and collections of . information. The Program Facilitator is expected to
‘possess a range of superficial knowledge about a variety of programs and
* may have in-depth khowledge i in knowing where to get it, by employing
© skills which would be classified in the preceding | Resource Utahzatxon skill - *
, cluster. .
When . linking agents find themselves in situations with both long- ‘
term potential (e.g., multi-year efforts), and a particular content focus
~ such as reading or special edutation, it is essential that they develop; as a
" minimum, familiarity with the main issues in the field, an understanding of
the historical trends and roots which have led up to the cdfrent state of .
the art; a grasp of the dxstmguxshlng features of particular approaches or
conceptual subdivisions in the content area,” and knowledge of the ac-
. " knowledged experts who have name recognmon with: practxtxoner:. and
_-other audiences.

Given 'that.the work of the llnklng agent is bmng to occur in school
settmgs where the curriculum is the ranking pnonty a cluster of elemen-
tal knowledge and skills related.to ‘the generic pricess of curriculum devel-
“opment -is_essential. 3 Addmonally, it is well to have some sense of the.,
distinction betweén curriculum as the content of education and instruc-

*.” tion as the process. Instructional practice and. technologv is an area. where, .
.-much work has been done’ that the linking agent can take ready.advan: .’
- tage of. The vork of Ely arid others in the lnstruatlonal Devolopment
[nstltutc project is exemplary in this regard.. -
" Not all the work of the lmkmb agent-wnll be focused on the classroom’
".as an isolated unit. Therefore, knowledge of, and sensmvnty to, the reahty'

- - v

: L “
3As an initial text, Tyler's classic Basic Prmnplu quurmuImn and Imlrmmnb(fi%‘)) remains
-.as good a starting pomt as any. Goodlad (1966) has eatended the uarly wurk of I'ylur ina
useful way. . . .

~
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of administrators is desirable. Lipham’s work in the field is well known,

: and the 1964 yearbook of NSSE, Behavioral Science and Educational Administ-

rition,” presents a reasonable perspective on developments, as-well as

" tracing the history of the-field. Since many linking agents will themse]ves

b..h'a‘ve been former teachers or administrators, the issue of perceived
~ homophily or heterophily should not be ignored in ‘their preparation.

These terms refer to the extent to which they are likely to be seen as “more

., like,” i.e., homophilous with, orq"”rrbore unlike,” i.e., heter.'_oph.ilous with, .
 their potential clients. (These terms and their variations should probably

head the list of jargon which linking agents should commit to memory

*. for use-at professional méetings.)

. In addition to thé sets of content krnowledge neled; giveﬁ the re-
quirements of most fuli-bore program iriprovement efforts, the linking
agents should develop a basic. understanding of the process of planned

¢ . ’
change in-education.® - : _ o

/
)

\ -

- o o . ‘ .
Seminal works reflecting the dominant -social psychological perspective include Lippitt,”
Watson, and Westley's Dynamics of Plannid Change (1958); Miles’ Innovations in Education

- (1964); and Bennis, Benne, and Chin's The Planning of Change. Volume I {1961), Volume Il

(1969), Volume 11 {1976). Anutherimportant entry in this tradition is The Laboratory Method

" of Ghanging and Learning:~Theory and Application (1975) by ‘Benne, Bradford, Gibb, and.

Lippitt. }

In.terms of research specifically directed at program improvement efforts in schools,

“the most notable are Sieber and Seashore’s study of the Pilot State Dissemination effort

(1972); Goodlad's sludy of.the Pilot State' Dissemination effort (1972); Goodlad’s UD/E/A

© series (1975) based on the five yéars of the League of Cooperating Schools in Southern

California; and the Rand Change,Agent Studies (1975) of federally-sponsored innovative
projects. Relatéd entries are the oft-ignored Oregon Studies (Schalock ¢t al. 1972) and
Schmuck et al., Handbook of Organizational Development in Schools (1972). Piele’s recent sum-

mary is'also of particular interest to linking agents.

There are also v few useful educational or training packages Gr.programs. Virtually all

" have been supported with foderal roney. Havclqck}s Change Agent’s Guide to Innovation in
ppe h Y: 8¢ A ¢

Education (1973) and Havelock and Havelock's Training for Change Agenl. (1973) draw.upon
the vast compendium of rescarch conducted by him and his colleagues ac the Institute for
Social Research in its Center for Resparch on Utilization of Scientific Knowledge (CRUSK).
Mick. Raisley, et al.; produced three volumes as a part of an early (aborted) effort tq,

- establish’a training program for educational extension agents (1973). Banathy ¢t al., at the

Far West Lab, developed an-extensive six-volume modular series directed at para-

" profegsionals in. Development, Dissemination, and Evaluation (1972). Préviously noted is

the output of Northwest Regional Laboratones Improving Teacher Competencies Pro-
gram, presently packaged as the PODS Program (Preparing UD Specialists). The Lab’s
products constitute an extensive sequential fraining effort for individuals who' wish to
work as change agents in educational settings. : ’

.. Fortunately, a current effort funded by NIE will enable these prod.uct_s' to be mod*

.~ ularized and'tailored to the specific needs of linking agents. The Center for Educational

Policy and Management (CEPM. formerly CASEA) as well as Research for Better Schools,
Ing, {RBS) have also produced , publications or training matenals of interest to linking
agents. A usefuliguide to these.and other materials developed by the Labs and Centers is

<

K thé Educational Dissémination and Linking Agent Source Book (1976), a product of the Cooperat

tive Interlab Project currently sponsored by NIE.

L]
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" Evaluation and Documentation Skills. In this cluster are skills related to:

- designing and conducting formative evaluations, producing data useful to
. the rédirection of the project effort; (occasionally) providing for some sort

of summatlve or mtpaLl assessment of . outcomes and documentmg fhe'™

“work effort..

Evaluation tends to be vnewed negatlvely by many practmuners Most"

_ of their experiénces are bad ones: evaluation activities are disruptive,.
‘ _insensitive to igstructional needs and trme -consuming, taking time away .
from teaching; the information provided is over their heads, technically
" and rarely‘ stlf-evidently useful to:the system bulldmg ‘or teachers; eval-o
“uation is used for * “political” purposes, i.€., “proving” minorities.are in-

ferior. Buit increasingly, external agents are able to neutralize these histori-

-cally:negative.connotations. Close work with clients has enabled them to

elevate the level of discourse, usefully ex xplore ongoing project activities
and ultunate impact as well as fruitfully examining the jmplication's of one

effort to others. ' ’
Linking agents do not need.to have an.advanced degree if )valuatlon

or research metl;r?ology but- shbuld possess some fundamental urrder-;
standing of evaluatio

-

Doannentahon calis for designing, ‘in appropnate detail, some stan-

7" dardized way of describing events-of interest in the effort, analyzing theém
-for insights; teasing out critical incidents which have special.relevance for -’
.~ the various audxences of the project, producmg written reports at differ~

‘ent Stages of the progess, and identifying potential. components of the
. project which might be more fully described in some, kmd of packaged

material. Some of the fpregomg skill Clusters are interrelated, as there are

mgrednents 'of communication, planning, ‘and problem solvmg involved -
"-in'any evaluation and’ documentation work.

Survival Skills. This cluster is, as much as anything else, directed at

~ shojt-run_will be on coping with crises and foul-ups in the program or
- dealing with hostile group members in a school. In the long-run, survival

sta;' alive” in a professional situation. For many people the focus in the

takes on a professional development focus on.ongoing training and edu-

’ _catron and of expanding the group of colleague and friends to whom one

. a .
- .

’ B

R T 1 T

»

]

n concepts alternative approaches emergent issues -
- in the field, sources of techriical assistance, and tools or instruments for use at .
s vano points in the process s

SThe 1969 yearbook of the National Society for the Study of Education, edited by Ralph W,
. “Tyler, Educational Evaluation: New Roles, New Means, provides o useful introduction. The
* Dffice of Planning, Budgeting-and Evaluation of USOE has recently published two viry -
. helpful monographs, A’ I’mtluul Gmdz to Mzasunnq Project lmpud on bludml Achievement,
- numbers 1 and 2.

- mcreasmg the level of awareness and legltlmmng the everpresent need to
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can turn for counsel-and solace about various matters in one’s work and
life< Survival.also requires maintaining appropriate communication with

different levels of the client system, the resource system, and one’s vwn
host agency as to one’s progress and plans (cf. Arends, 1976).

Herb Shepherd, in a delightful article, “Rules of Thumb for Change "

~

Agents,” offers the following statement:
[ M . . . . B
Staying alive means staying in touch with'your purpose.
It'means using your skills,” vour emotions, your labels
and |\ ositions, rather than being used by them. It means
‘hot being trapped in other people’s games. It means turn-.
ing vourself on and off rather than being dependent on
o the situation. It means choosing with a view to the con-
sequences as well as the impulse. It means going with the
fidw: even while. swimming against it. It means living in
several worlds without being swallowed up in any. It
means secing dilemmas as opportunities Tor creativity. It
means greeting absurdity with laughter while trying to-
unscramble it. ?t means capturing the moment in thelight
of the future. It means seeing thc environment throtgh
the eyes of your purpose. : ‘ -
He offers several corollaries under a "GENERAL RULE NO. 3:
NEVER WORK UPHILL.” Thesg are:

L. Don't build hills @ you ‘gu. e

.

C .
. Work m ine most promising arena.

2

3. Don't userone when two could do it
~4. Don’t overorganize,
5. Don'targue if youcan’t,win.

6. Rlay God a litde. ™
T Yo s . ‘.‘\» . Loae 3
For linking agents, who will generally view themselves and be

viewed by others as the expendable factor in theequation, the importance

of developing and refining survival skills should be underscored. Natur-

~ally, theinimportanee, is related to the type of situation in which one'is

working, but awareness of their existenge and importance jscritigal.

Thes nine primary technical skill clusters — ProblemSolving Skills;

. o . . N
e P o \ "

N
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Commumcatlon SLuIs, ResourCe Utnhzat.on Skills;- Plannmg Sknl)s Pro-

cess. Helping Skills; Implementatnon Skills; Content/Subject_ Matter .

Knowledge; Evaluanon and Documentation Skills; Swirvival Skills — havé,
differential importance for the various linking agen. roles prcwously de-
scribed. Figure 13 summarizes the writer’s best guess of the relative pri:

~ . ~~Thacy of the skill clasters for effective performance of the ten linking agert

roles, In vnrtually evcry area, adequate materials exist to provide the
Knowledge and understanding linking agents need, and suitable training’

"materials can’ be’ adapted from existing clements and combined in ways
.most pertuient to needed skill dvveopmuxt for a given linking agents -

role(s). Reconceptuahzatlon of the elements and their interrelationships -
by those with an optimistic vision will move us toward the creatlvp blend
solutions which are within our'reach.

Just as ivas illustrated carlier. by the overlap of the ten roles noted in

B Flgure 8 which concluded the third part of the chapter, an inspection of

The Cinking Agen\'in‘ Action:

Figures 10-and 13 shows the complementarity of the attributes ‘and re- @

‘quirements for effective performance of the. roles. Thus, linking agents

should .be able to discern quahtw and skills in their colleagues which are

,mcorporated in their own primary role(s), that is, there is a bit of them in_
“each of their countetparts. Understanding and appreciating _how this

connects all linking agents together Zs a subtle piece of the reconceptuali-

_zatiqn'. needed fnr the contraptmn t(, work. .

' In the prccedmg subs(,Ltmnb a number of issues reldted to the multla
ple roles of hnl\mg., agents, attributes to be assessed in their initial selec-
tion, and primary technical skill clusters fo Be developed through an
ongoing training program have been presented. Sections I and 1l painted

the larger context in broad strokes and called for attention to knowing the
“resource system; diagnosing and Lomprehendmg a complex client system;

and functioning in a productive way within a host agency whose primary
mission was not likely to be that of linking. It would be possible ct this -

point for us to have a squadron of fully-knowledgeable and well-trained

linking agents ready to work with an array of client systems and able to
draw on a rith reservoir of resources,|  Even with a squadron, “the whole

thing"” could never come together in an integrated effort. Yoe

The contraption can work, both. in particular program improvement .

. cffortq and in larger systems for preparing and: supporting such individu-

als and efforts- (see Culbertson’s chapter which fullows) At thl‘i point in |

[\:\‘
o
iR
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- the document it may be helpful to discuss four issues relating to putting
the schema in motion and: maxxmxzmt., 1ts ‘chance for success. These' four
issues are: : -

o ' o o .

1 Assessmg why action- mtents do not lead to 1ctxon-
effects :

2. The function of collaboratlon and the development of.
an-inside/outside team

’ .3 The phases of the relatxonshxp with the client b)’th‘

4. The complexxty of the’ 1mplementatxon process.

Each of these issues could, in itself, be the subject of an entire chapter, and
. so they will simply be sketched out.here. They constitute matters w hich -
need attention by the linking agent and those concerned with both man-
-agement and policy. '
’ Asse5>1ng Why Action-Intents Do Not Lead to Admn Effucts This phe-
nomenon characterizes more of human endeavor than most of us would
care to acknowledge. Despite the most well-conceived and carefully ar-
" ticulated plan on the part of linking agents, the mtended outcomes will
. almost never be.achieved. Rather. thari lowering our expectations -and - .
- resigning ourselves tu never achxevmg our goals, it is more productive to -
 refiné the ways we examiné what is going on so that adjustments can be
~.made from one time to the next. Eiseman (in preparation) has formulated
thé following diagram to explain this phenomenon.
In the comners of Figure 14 are four pnmary clusters into which vxrtually
all aspects of a transaction involving onée or more people can bL assigned.
The three genenc problems that result in mtentum—effetts dxscrcpanuc are,

. There may be a lack of clarity mth respect to the ‘ele-"
ments of any one of the four major clusters. .

~

2. There may be a conflict within a cluster between ltb cle-
mcnts

3. If there is clarity and =o within-cluster conflict, there
may be lack ofumqruu ce betWeen any of the four clus-
tefs. . .

v
-
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FIGURE 14.
WHY ACTION-INTENTS DO NOT LEAD
. TO ACTION-EFFECTS

?\ .
Cplls S oo
K e
“ o o % o AP
.. o T
QO'\' .

In orddr for action-intents to lead to the desjred action-effects, all four
clusters must be'clear, internally consistent, and congruent..ff one vigws :
~ them’in a logical sequence, while recognizing that in any given |nstam.c
" their interactions do not necessarily follow this sequence, one can see that
~ the geals and values underlying an effort-provide the momentum leading to '
-theaction steps. These, when taken,’push up against’ the situational demands
and putuxtmhtus in a way which, depending on'the feedback mechanisms,
- may modxfy any of the preceding steps. As the action steps are mcvxtably' ,

-
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transformed by the situational factors, thc cxphcrt and implicit evaluation
criteria influence the perception of relative success or.achievement of the-
-desired outcome(s) for the actor as well as the observer. Any breakdown
“or lack of congruence between or within any of the four clusters as they

? ‘interact in a dynamic process will, in more cases than not, produce a -

shortfall. And; of course, we can only have an imperfect knmvledgc of
the future. : '
Like all elementary paradigms, this one can serve as an easy-to-em-

‘ploy checklist whmh lmmn;., agents can use to review the completeness of

each cluster and of the probable interaction of the essential elements, or at -

" least their (and:relevant others’) understanding of each cluster. Proce-

dures, drawn from the skill clusters noted earlier could be employed to -

_produce clarity on the content.of each cluster; as well as to ,chgck and
.recheck for congruence between clusters.

v .

o Developing an'Inside-Outside Team. Virtually all of the major writers in
the field and observers of the educational change procesq encourage the

' development of an inside-outside team in any intervention. (Havelock,

1973; Jung, d.u.; Schindler-Rainman-and Lippitt, 1975). In riost cases the
linking agent is the outsider to the.system; the insiders are those partici- -
pants relevant to a particular éffort. These authors discuss the advantages

- and dlsadvantagcs of the insider versus the outsider as a change agent;

they suggest that the optimal solution is one which combines both so as to

- derive the benefits and avoid the disadvantages.of each.

:Among the opetational difficultiés for linking agents will be ldennfy'

. ing appropriate members of the team, assisting them in becommg more
- skillful in using external resources (including the linking agent), expand-

ing or'contracting the composition of the team to take into account chang-
ing requirements of the ongoing process, maintaining communication

~ with'the constituencies represented by the inside members so, that the
. inside team does not become viewved as a special iriterest group'bent on,
achlevmg its own .individual purposes, guarding against the group be-

' coming captivated by its own good relations in a way that effectively

impedes active work on the- original purpose, and shifting the- linking
agents role wnthm the group as the relationship develops in order to
maximize its long-term effectiveness (see Cartwright and Zander, 1968).
In our own svork at The NE TWORK, we have been confronted with
a reality related to participation. Like m any of our Lollcagucs, we believe

in increased involvement of teachers and parenticommunity members in.

educational decision-making. Thus, in a number of our projects we have.
specified involvement of repre -untatlvc members of these constituencies

- "as aquid pro quo forf our engagement with the school. Our experience has
demonstrated the necessity of bung ﬂexlble on this pomt Many program :

L 269 eiel
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. ln.n()vahons are of such modest scope that either extensnve involventent - -
~ with a number of teachers or any involvement at all by parénts or com-

munity members is dysfunctional. These publics simply do not have a_
meaningful role if the matter under consideration is an innovation or a set
of possible ihnovations ‘which can be adopted by a single teacher and. -

[ unplemented without any fundamental shift in the values, promoted by

the program. Hence, conscious reflection upon oné’s values and the ex-

‘tent to°which they impose inappropriate Londltmns ona @,wcn situation
" should be urged: ' :

The notion that the mendc-outsnde team is a tremendouely useful.
vehicle for ensuring the success of change effort is usually accompanied

by a belief that collaboration is a preferable mode of behavior between

- . professionals engaged in such efforts. Many of us espouse collaboration

" in our work with schools and try to promote it. What is increasingly clear

is that there is substantial ambiguity about exactly what collaboration is®
Collaboration seemis to aim for a win-win situation as opposed to one
in which there is a single victor or everyone loses. The winning or losing
can apply to goals (of a project) or any other components or activities: As
such, it is a phenomenon at work at several different levels simultane-
ously, and a favorite forum for promoting it is decision-making settings-or

'L-grogp meetings. Here, most professionals attempt to effect “consensus.”
" The “consensus,” though rarely actually tested, is often ascnbed to -

groups which produce near unanimous decisions on one or moreé issues.
However, - the main point to be made at this juncture, given the con-.
straints of space, is that collaboration is not the strategy of choice in every

" instance; pros and cons can and should be articulated before-it is pro-.

moted. Indeed, there are many instances where a.collaborative strat-

~ egy is counter- -productive. Eiseman (JABS, forthcoming), drawing from
Thomas, 1dent1f1es five strategies (avoidance, competition, accommoda-’
. tion, compromise,. and collaboration) and suggests they be employed: -

selectively depending upon the favorability of “the collaborative climate.”’

_t._{Peabody and Dietterich (1973) identify three strategies: collaborativn;

negotiation, and coercion, to be employed under different circumstances. .
Again, the primary point is that virtually all aspects of the individual -
situation, including explicit identification of the self-interests of relevant

parties, especially the linking agent, need to be assessed before we de-

“velop collaborative skills for ourselves and our clients and work to di

velop conditions favorable to collaboratlon in our work. However, the

* ¢Indeed, a recent scanh of the literature did not tum up any opuerational definition of the
term, lel alone ;,,ood descriptions or analysu. of it in practice. : )

k3
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" realities in contemporary schoopls are slmply not presently as rosy as wi
. mxght wnsh 7 _ . ° '

~teaan

Phase of the Relatwnahtp with the Client Syste'm Stressing that what is of
critical importance is the awareness with which the linking agents view all
aspects of their working situation, let-us turn to the topic of the phases
of the relationship. It is possible to look at dny relationship between two
: people, break it into (either a few or a great many) component parts, and
. then array them in'a chronological sequence. Awareness of where one is -
in one’s relationship with a client will aid linking agents in determmmg
the best move to make-at a given point. The important thing is not what'
the particular framework is, but that it is a planful one, workable and
useful for particular linking agents. Lippitt and Lippitt (1975) identify four
ma]or phases in the consultation process:.

1. The phase of contact, cntry, and relatlonshlp estab-
o lishment.

2.The phase of contract formulation and establishment of
a work relationship. (It should be noted here that con-
tract does not ‘necessarily imply a legal document. only, "~
but also includes the psychological contract. )

3. A phase of plannmg the goals and steps ‘of problcm-
. solving for the change effort.

4. A phase of the .actmn-takl'ng. and continuity of effort.
: - X
Under each of these four major phases,. the authors outline 14 specific
“work foci” such as: Helping identify. and clarify the need for change,
exploring the readiness for chnge, planning for involvement. They dis-
cuss these in light of the advantages or disadvantages facing the inside or
the outside consultant. In an earlier version (1973) of this document, the
Llppltts duineated some 26 specific dilemmas ard related' them to 11
major phases of the relationship. These dilemmas include the power dn-
Iemma legmmuanon dilemma, and entry dilemma. S

"My fecent case study of oyr c.xpg srience with collaboration in The NETWORK, “An Exccu-
tive Director’s Struggle to Actualize His Commitment to Collaboration” reviews our frus-
Ctration UABS forthgomm;,)
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Havelmk (1973) has dcxg}b‘.d six major stat.,cs of the planned change
process: :

—

. .Building the ‘rclationshi.p.)
o Diagnnsis. o S
3. Agquiring relevant resources
4. Choosing the solution

. Gaining acceptance

N

=]

o

v, Stabilizing the innovation and gercraiing self-renewal:

.

These stages are viewed as sequential but have permeable boundaries
between them as suggested by Figure 15 on the next page.

" Implementation Issucs. The increasing importanée being given to un-"
derstanding the pruu:ss of xmplemcntalmn was noted carlier. In part, this

" increased attention'is due to the realization that often the innovation
which is reported to be in- place is not,,upon inspection, being imple-
- mented. ((Goodlad, 1975; Gross ¢t al., 1971; Hall and LoucKks, 1975). A
refated dlffu.ultv not addressed here, lies in specifying exactly what the
core components of the innovation are so that upon. observation one
knows what one should be sceing. Fullan (1975), in a useful paper com-
missioned by the International Management Training for Educational
Change (IMTEC) Project in Europe, addressed the question of implemen-
tation as “The pLLttmz_, into practice of th¢ essential characteristics of inno-
vation.” He identified four dimensions as related to determiring the ex-
tent to which an mnuvatmn has been lmplcmcntcd

I. The structure . | /

2. The role andior behavior of participants

3. Knowle «dge and undu:rstandmg1 as rclatcd to the inno- .
vation :

4. Value internalized

N
~3
e
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: FIGURE I5 _
PHASES OF THE RELATIONSHIP.

- relationship : J

( | ..diagno}sis
acquisition,
[ |
(_ choosing J

acceptance j

self-renewal, .

'Repnntcd by permission of the publisher from R. Havelouk The Chan;,e
Agent’s. Guide to Innovation in Education. Englewood Cliffs, New Jersey?
Educational l'cuhnulngy Publications, Inc., 1973, cover. © 1973 by Educa-
tivnal Fechnology Publications, Inc. ,

~

-

Hc notes that the first two dimensions are directly observable, while .
" the second two require drawing inferences from observation or interro-
gation. Fullan makes the point that much attention to date has been on
studying outcomes. These studies attempt to ascertain. by observation or

questioning whether the innovation, which is rarely defined fully in terms -

of the four dimensions noted above, can be said to be in place. What is not
typically studied is the implementation process, lcadlng up to or con-

_tributing to the attainment of the outcome.
4]

+
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. overview of the issues which, in my opin

Ten factors are unportant to unplementahon, ac‘.ordmg to Fullan

T “and Pomfret. Worthy of special umphasns is the desnr:\blhty of estabhsdhmg

1 - o

mechamsms to .. . v c
" co-define the nature of the, innovation .in pracm.e, con-
tinuing in-service trathing during initial implementation, -
proyiding. resource ‘support during i ?lementatxon as
well'as in the predecisional. phase, establishing feedback
mechanisms to allay anxiety and address power relation-
ships between the %IVQI‘S ‘and receivers. of feeddback, the
importance of developing a.capacity:to use “the innova-
tion,” utilizing altem ahve evaluation approaches so that
data facilitates implementation and involves clients in the :
progess.a(Fullan andmr’omfret, 1975) e

Alqo noted qnd related to_a recent 'study by Pmcu*. (1974) is the

 matter of providing incentives: 'While Pincus has spoken to the need to

provide incentives for school districts to do what they don’t want to do,
Gross (1971) as well-as Fullan focus on creating explicit payoffs for teachers’
and adopters so that they will be motivated to go beyond a supelfxcxal or’
" routine adoption (see Hall ¢t al., 4975). i
These issues, of course, will be of primary concem to lmkmg agents ‘
~who concentrate on later phases of program improvement- efforts. But
_anyone entering the school settihg should at least be cognizant of these
‘issues to avoid being. tripped up by fantasies, about the rationality and
realities of schools as innovating umts

o

o

WHERE DO WE GO FROM HERE?

m, need to be L0n5|dcred in
developing training programs and support mechanisms for an anticipated
crop of linking agents. For some this paper will suffice; for others, con-

In this chapter, T have attempted to Z\resent a relatively complete

* cemned with the collection of matérials and design of,expenences refatéd to

creating new knowledge for themselves or for linking agents, attention

" should be focused on developing educational cxpenences based on any -

one of the subsy~*ems discussed earlier. .
. For those concerned with? recruiting and selectmg hnkmg agents,

_attentlon should be focused first on developing a tailored set of prerequi-

. site attributes. These can then'be related to sélgcted technical skill clusters;
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- chosen for thmr relevance to particular lmkmp agent roles, v.g., thoso
described previously or combinations thereof. For those concerned with
skill development itself, attention should be directed to acquiring a thor-
ough grasp of the available resources for those skill clusters that are perti-~

“nent to the given situation ahd designing training programs which buiild N
upon them. Individuals exist, Who can ihemselves be categorized in one
of the ten roles described and who can assist in any one or more of these
way< In all cases, purposeful efforts must be mounted to develop a
support system’ fur linking agents and to sustain it.

In this chapter, | have attempted to argue that our best upportumly'

.lie$ in estabhshmg a pragmatic, eclectic, and flexible framework which

" maximizes the adaptation of existing tesources and induces tolerance for a
range of suitable solutions to the problem of training and supporting
llinking agents. What we need are great groups of generalists who special-
-ize in Resource Utilization, and among the critical resources which they

__must know how to utilize are blends of other technical skills drawn on as
appropriate ir. given client situations. At a-minimum, it is necessary to -
know what one does not know, and at the maximum, tc begin working
“for oneseif and others in order to expand one’s repertoires of knowledge
and of skill. So one who wishes. to become the complte linking agent
_develops a plan to acqunre a broad array. of understandmgs and skills,
‘including;:

® A sense of ! .1story about the field of dwqemmatwn\ and
educanonal program mmruvement

- ® Knowledge of past, current, and emerging federal and
state programs concerned with these topics.
. n - .
. ® Knowledge ‘of the literatiie of planned change, be- -
_ -+ havioral science, and curriculum theory. ' R /
-® Knowledge of and access to sources of programs, -
’ products and infrrmation, . -

g

o

° Understandmg, of the. qx.,ahty control issues, oth\'l,;l
issues, and leue lssues inherent in such wur’)(

: .
° Undcrsmndmg the many facets of an m’novatnon as

perceived by potential clients. e
e ?
o o Awareness of oneself as an innovation. '
. o . s . . ‘ .”4/" .
. -~
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4 v

e Developing and using a systematic view of the client
s_vstcm. ' '

3

dynamlcs, u.spcuall) thu.w puulmr ,tu .sLhnols

' @ Developing an undurs(andm;, of, and skllls in manag-

ing, the "mutual adaptation” process.

Developing skills in diagnosing various aspects of or-
8 a8 5
ganizatwons.

Y
o

Develaping means of assessing and promotm;, the
growth of the clients with whom they work.

Fostéring the developmient of a collaborative llmate
within whu.h to work and be -housed.

“r.
Employing data collection and feedback procedures to
guidd ar effort and to elevate the luwl of discourse.’
Developing a conscivuspess as to the presence and rel-
evance of various personal and intrape rrsonal attributes
uf oneself and others. .
Developing mcchamsms for clarifying, ..:ogotiating,
and rcncqotmtm;, one’s own role(s). ®

e Securing and refining a.range of tm.hn Al skills ap-
. propriate to one's role.

Q‘Deycluping dnd effuctivuly using a range of formal and

dnformal support mechanisms.

a .

e STAYING ALIVE!

P
~

- Clearly the arena.is suffxuentl) lar;,c that it is impossible to describe
one single solution. The means presently exist whereby those interested -

O
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- ]

can move to action with somewhat ;,ruatcr clarity as to w hvrc they are
headed. Leadership is needed to mobilize the av mlablc resources ln take

- the next steps. - ot

v We may be on the verpe of achieving a major breakthrough in thu
arda of educational program improvement. From my vantage point, the
true measure and significance of our efforts now w ill be determined by«

“the extent to which we build on the best of the past. We must continue’

¢ ‘
to work toward the ambitious goal of substantially improving the educa-

' tlonal enterprise, Where there are surely places for linking agents of all

sorts, [ hold that we have an obligation to work lnward a future where
lmkm&, at,,enlb wnll be capable of: . T et
. \, " '
! lnluracnng,, with client sysu-ms and their key mcmbL TS in
ways lh.\t Jead o . i
ldunhfyln;,/spulfyxm, high prmnt\ problems mllabnra-' '
‘tively, the solutions tn which cail-for

v
“

: Mnbilizing internal or external resources. (people, pro-
grams, information, cte.) which are brought to bear on
th pmblc-ms by -

1
lmplumcntm;, a mllabnranvcly duvulupui olan which
takes into account

1.:the history and current context of the orj,,ani’/ath;n '

. 2. the interests of those affected by the change, even
when unarticulated

3. the need for adcquato documentation so that
nthers may leam from the experience.

Challenging the client syslum to reflect upon its c\pul—
ences in such ways as are hkely to endure a lom1 term
pmblcm solving Lapauty

o "

With good fortune and concentrated cfforts, ‘we can’ ereate such-a.
future. How to do so.isa problery more mmpie\ than many, but cvery bit
as solvabte. ' _ . : o
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 for Linking Agents in Education

Jack Culbertson

Ck e

‘ The time is 1985, The place is Washington, D.C. The occasion is
i the conclugion ‘of a conference on linking agent training and
. support for training. Leaders from a dozen nations attended the
eorycrencc which examined the origins, development, structure .
and functioning of a nationwide training and support system for
liriking agents in the United States. Papers on the origins and
development of the nationwide system during ‘the 1965-85
preriod have been discussed, as have descriptions and analyses of
the operational and organizational aspects of the nationwide
system. ‘Dr. Julia Courtney, the final speaker, has reached the
podium and is ready to summarize the major findings and con-
“clusions of the con/zrena'. The paper which follows represents
" an edited version of Dr. Courtney’s presentation.

The evidence presented at this conferen ws that progress dur-
ing the 1965-85 period in achieving a nationv.  « n for training link-
ers has been made; however, the system has e..... -a very slowly, is not
yet complete, and is still evolving. In documenting these conclusions and
in summarizing major conference findings, I shall organize my remarks

~around the following topics: The concept of the linking agent; the forces
affecting linking agents and linking agencies, the structure and functions
of the nationwide training system; and the structure and functions of the .
system to support training. e
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" THE LINKING AGENT CONCEPT _

Various writers shaped and transmitted the linking agent concept to
the educational u)mm‘imitv in the 196Us and the carly 1970s. Havelock's
synthesis of pcrtmcnt(u»mcpts and findings had a major impact on those
interested in educativnal change. !’ Sieber's pioneering-documentary study
in the carly 1970s was also intluential in helping leaders see the signifi-

«cance of linking concepts within the context of state dissemination pro-

grams (1972). Within several years, many scholars had accepted the link-
ing-agent concept (and refinements of it} and saw in it potential for ad-

' vanun,.., as well as shedding light on what was called “educational innova- ™

tion” in the 1960s and “educational improvement” in the 1970s.

In the late 1960s and carly 1970s, the linker tended to be defined in
general terms as, for example,-one who helps others engaged in ‘educa-
tional improvement by connecting them with needed human and knowl--
edge-based resources, Through the 1970s and into the 1980s, the concept
became much more complex: Different types of linkers were postulated,

"various kinds of lmkm;;L agencies were identified, and differing systems

toward which linking agents could direct thelr efforts were defined. In
fact, the key development during the 1965-85 peridd with regard to the
concept of linking was its increased differentiation to encompass differing
classes of linkers and a broad range of specialized functions.

Extemal and Internal Linkers
t’ o

During the late sixties and first part of the seventies, the distinction
between internal and external linkers was clearly drawn. While both types
of linkers pursued the same general goal of educational improvement,
their bases of operation varied. Internal linkers resided within school
systems, while external linkers worked from agencies outside these sys-
tems as, for example, intermediate service agencies and educational. -
laboratories. - :

Most of the attention of scholars in the first half of the seventies was

~directed at defining the unique features of the external linker. The margi-

For the most cumprehensive synthesis see Ronald Havelock, Planning fur Innovation
through “Dissemination und Utilization of Knowirdge. Afn Arbor, Michigan: Center for Re-
search on Utilization of Scientific Knuwledge, 1974,
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nality of the linking role, for example, was one of the fea-ures highlighted.
It-was argued that the effective external linker eould bring, & school sys-
tems an objectivity and a detachment which members of these systems
could not display. Because external linkers were marginal, they were not
seefl as vested in situations in the same way others in the situation were.
In contrast to internal linkers, the thinking and action of external linking
agents could be less constrained or, at least, constrained differently. As a
result, these agents had a special capacity to |dcnt|fy and help others
“identify potential for educational i 1mpmvemcnt and, in turn, thu resources
needed to realize potential. o

%;‘ While unique capacities were ascribed to external agents, there was
also the view that the role was an extremely demanding one fraught with
ambiguity, suxeptlble to conflicting expectations, and highly vulnerable
to overload. Paradoxically, the relative objectivity associated with the role
carried with it a lack of intimate knowledge of the organizations to which .
links were'madv. In addition, the linkers, in order to preserve the “exter-
nal” role had to forego belongingness and to confront related emotional
demands. Another special demand on external linkers stemmed from the
.great need for a base of both broad knowledge and skill. Because these
-agents used knowledge based products and services as the key instru-
jments of improvement, they were pres:ed to acquire much information
“from many sources for application in a wide variety of contexts.

As the séventies unfolded, more and more attgntion was given to the
conce;pt of the “internal” linker. Studies conducted by James Becker,
‘Gerald” Marker, Carole Hahn, Emest House, Richard Schmuck, Philip
Runkel, and other scholars and leaders, highlighted the significance of the-
internal linker role in improvement activities. Becker and Hahn, for
eximple, in 1975 made the case for the "mtemal" linker as follewe‘ -

Change agents are more likely to be helpful when they
are a part of the system they are secking to change. Un-
derstanding of particular situations and of specific nceds
of otHeTs in the system increases the likelihood that
change agents will succeed. Being on hand to provide
advice and support for teachers as they seek to imple-
. ment dn mnuvatlon also increases the hkehhood of suc-
b . CUCSS. N : ~

The view that principals were in a highly strategic position to encour-
age and influence change through an internal linking rolc at the school
level was documented in a range of studies. Highlighted in the studies

* were the legitimizing and gatekeeping roles of principals in change ef-
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forts,? Sy stematic literature reviews such as that conducted by Garth
Jones (1969) bolstered such conclusions that the inside agent w ds some-
what more etfective than the outaade agent i bringing about change,
As the seventios ended and the eighties began, writers were giving,
mdre systematic attention to the concept of internal and external linking
agents as pertuers inimprovenient. As the complementary capacities of
the Lwo linket types were recopnized, advantages of joint endeavors be-
cane clearer, inkers external to school systems, for example, brodght
both general commitment and a wide range of information resourcas to

improvement activities; linkers inside school systems prought commit-

ment to specitic improvemegts and anintimate vnderstandin ; of the
change variables in schools ar t e communities in which the schools

‘wqriv- cmbedded, While the « - il laiwer's power derived more from a

specialized knowledge base than trom organizational position, the inter:
fal linker, had the advantage of special orearngd pusition in the organiza-
ton to be changed. ”External” linkers drew upon a w e range.of knowl-
edpe-based products and services the “internal” linkers had available a
wide range of tacit.or clinical know!«dge related to educational improve-

ment. Given an outside base and the need to perform a facilitative role,
the external agent had o tflore limited capacity for advocating spucific

R problems to be addressed or changes to be initiated. On the other hand,

because of a base of established or emergent policy in the organization
served and the growing availability of data from local needs assessment
efforts, the intermal linking agent had a preater capacity for advocacy of
this typ«. In the late seventies and eightics, then, a growing number of
improvement efforts which involved teaming efforts and which capital-
ized I more systematic ways upon-the differing skills and capacities of
internal and external linking agents werd begun,

| Subsystéms to be Improved

In the sixties and most of the seventies, the sub-systems in. school
districts toward which linkers-could direct their efforts had not been
explicitly dufined. However, in the carly 1980s, éducational improvement
activities began to be defined more widely and more frequently in terms
of activities in thtee sub-systems: those dirccted at improving teaching
and lcaming systems in which principals; teachers, and teacher associa-
tion leaders wure key actors; those focused upon improving management

1See, forexample, Paul Berman, Milbrey McLaughfinand others, Frderal Programs Support* N
ing Educat:onal Chanye. Vol [-V. Santa Monica: The Rand Corporation, 1975, .. :
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“and leadership systems supportive of teaching and learning in which
principals, superintendents, and other educational leaders played a role;

and those direated-at policy decisions designed to bring about educational
improvement in which school board membets, superintendents, directors
of educational planning and other school and community leaders were
central participants.

By 1985, internal- and L‘\tcrnal linking agents were choosing to
specializein the sub-system autmtws much more frequently than.{p the
1970s. Thus, morc clear cut sub-system emphases tended to incredse the
%etfectiveness of both internal and external linkers by making it casier to
organize needs assessment information inventories nf training materials,
human resource banks, and other kindsof linker support in more efficient
ways and in ways \\’hth served gl\'cn classes of specialists more- effec-
tively. :

Schema I summarizes information on linker specializations within
the context of the three sub- -sy'stems noted above. It is worth emphasizing

“that the types listed in Schema I qualified as linkers only if they met all

three of the following criteria: They were engaged in educational im--
provement activities, they used knowledge (e.g., ideas or products) as
instruments of improvements, and they acquired knowledge from or-
ganizations external to school systems for use if they were ipternal linkers
or provided knowledge to school system leaders if they were extcrnal
lmkers

As linkers developed sub- systcm specializations and %out,ht im-
provements from internal or external bases, their roles became more dif-
ferentiated and more complex. Very . few linkers, for example, could
engage in activities designed to improve the many functions performed in
the sub-systems of teaching-learning, management-leadership, and
policy-making. In fact, linkers specializing in the improvement of only
one sub-system often tended to concentrate upon %L‘lct.tcd rather than ail
of, the pertinent functions. :

" The'trend toward spcuah/atlon contributed to the growth of linking
agencits which housed personnel performing a variety of linkage func-
tions. Stated differently, the practice of individuals performing varied
linking functions on an-indepgndent and cntrcpreneurml basis — a pat-
tern. which' dominated the 1960s and carly 1970s — began to diminish

* slowly in the latter part of the seventies. In the eighties the number of

linking agencies staffed by full-time specialists slowly increased. Schema
I summarizes some of the developments leading to greater differentiation
in linking agent roles and cnmuragm cstabhshment of linking agencies
staffed by specialists.
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(LA%SIFICAT[ON OF LINKERS IN THE 1 9805 |

SCHEMA l

School Distric Sub-Syslpms to be Improved by L'inkers

TeachingLeaming

nteral Liners
() Teacher associaton leaders

(b} Principals

Managemcnt-Lead'ership Policy-Making' -

e —

" lntemal Linkers  Intemal Linkers

(a) Principals | ) Superintendénls
(b) Dlreclors of staff devek)pment (b) Directors of rosearch and plannmg

External Linkers

(2) Trainer from an intermediate

Exteral Linkers "~ External Linkers

(a Edutanonal Laboratory specmhst (a) Polcy analyst from a umversnty

service agency in linker strategies
(b) Developer oftraining materials (b Professr specializing in (b) Developer from an R and D
from an educational laboratory management 9trateg1es | center |
'\.
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e ~ FORCES AFFECTING LINKING
- AGENTS AND LINKING AGENCIES

Forces of Decline
. . © .

During, the 1963-K5 period. the practice of linkéing agelits and agencids
was influenced by a variety of forces, only a few of \\hth can be treated
here. Perhaps, the mast influential foree pmmnlm;, linking agentry was
the shift from a long period of rapid enrollment growth and resource
expansion,in the late 1960s to a period of decline’in the 19705 and 80s. The
number of schools, for example, increased by more than 50 per cent in the
19e0s. However, bv 1985 thousands of schools present in 1970 had been
closed. E dumllnnal lcaders in the seventies apd eighties had to deal with
angw phenomenon in American education, the management of decline.
Scholars such as Kenneth I_}uuldln;1 (1973) umphasl/ud lhdt the risks as-
sociated with decision mal\m;, in a contracting env m)nmcnt were consid-
erably greater than the risks in an ..“\pm\dlm1 one. hurlhor in an cnvlrun-
ment of decline, it is much more diffi€ult to corredt for decision crmls.
because of resource constraints. o ' - ’

The diminishing resource and client base caused policy makers and
administrators to ook at educational vrganizations and their improve-

ment in new ways and to search for a wider range of viable responses to
critical decision situations. Greater attention was given to planning, a'.Jd
the resulting search for alternatives caused ‘educational leaders to hnk
more frequently with individuals and information-spufees beyond their
own educational institutions and, in turn; to place ?_,FL‘dlL‘l emphasis upon

" the internal linking role in improvement efforts, T h¢ external linking
agent be_ame more important to schosl systems,“and; opportunities for
- éncouraging cooperation between internat and c\tvrnal linkers in im-

pro\'umcnt cendeavors increased. 1'

As the environment of decline became more pervhsiv ¢ in school dls/
'/
i

tricts, the attainment of orgammtmnal renewal throfigh new position
and facilities and thiough personnel mobility was no jonger feasible. Bu/
cause the capacities of educational institutions to add new and youngy
personnel were limited, the staffs of school systems became smal}/
older, and less mobile. s
Many cducational leaders recognized this problem and btg/’\ a
" search for alternative modes nfm;_,am/atmnal renewal. A widely adu' ted
strategy for renewal was the provision of increased staff dovclnpmq t for
school leaders already on the job. Consequently, many school sys
the seventies employed directors of staff development and gy “them

ims in
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responsibility for promoting organizational renewal thiough the continu-
. : . . . 13
ing, lcarning of personnel — learning that was intended to cause educa-
tional improvement, Again, this strategy catsed leaders in school systems

“to ook outside for pertinent matcrials, ideas, and information and tor
- personnel who could provide assistance in the'design and.or implementa-

tion of staff- development programs. External linkers proved to be a very
important source of assistance to statf development directars who turned
to them for help. : ‘

o

Mandates and Court Decisions - ‘ L

. . : ¢ .

~ Anothdr important influence on schools and their incréasing relianee

on linkiny agents was the growing number of legislative mandates and
court decisions in the 1965-85 period -~ mandates which required special
improvement cfforts on the part of eduacational feaders. Some of these
were directed at education generally as, for example, improvenment pro-
grams for reading. Howgever, most were concerned with improving cdu-

*cation and learning opportunities for special groups in society. For exam-

ple, in the first half of the seventies, most states enacted legishation to

. improve education for, the handicapped, and these were extended and

reinforced dramatically in the latter part of the decade by the far-reaching
Public Law 94-142 directed at special education. Legislation, vften buttres-
sed by court decisions, addressed such areas as women's equity, school
desegregation, and education for the poor. The unprecedented number

_of court decisions and legislative mandates placed demands upon schools

to'improve education and educational opportunity. Again; school leaders
were foreed to reach beyong their own institutions for ideas, services and

‘produicts and:this condition/improved the climate for those functioning as

internal and external linking agents,

/

Havelock’s concepts of linking agents and agencies not only attedted

the scholarly comniunity but aiso impacted upon national educational |

policy. Leaders in federal ageneies made policy and program decisions in
the seventics which were strongly influenced by linking agent concepts.
These decisions had a substantial impact upon programs affecting educa-
tional regional laboratorics and rescarch and development centers and
they influenced efforts to improve education in leading school systems,
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i{ . .
slate education 11guncivs, intermediate service agencies, and institutions
of higher educatiop. Since many of the programs supported and encour-
aged by federal agéncivsawere shaped by linking agent concepts, they had
widespread influence on programs to_improve cducation. In addition,
national leaders were intluential in the seventies and cighties in expand-
ing the products and services available to linking, agents engaged in edu-
cational improvement, an expansion which further enhaneed the work of
linking agents. . .
As the decades unfolded, the beneficiai aspects of the linking agent

role were more clearly recognized. T a society increasingly devoted to
leaming, linkers, as participants in improvement activitivs, were acquir-

ing new learnings constantly. These learnings ruquiiud contacts with di-
verse individuals, organizations, and subjects. Conseqguently, the role car-

ried with it a certain challenge and excitement not often found in other *

roles during a period of decline, and’this attractive feature was increas-
ingly recognized in the 1980s. The status of linkers was also enhanged
because of the growing number of full-time linkers in edugation and the

growing attention to the concept of linking agencies in education. The

support provided for the role'by all levels of educational government was
another positive factor adding to the status and competence of linkers.
Finally, the technical demands on linkers to master a wide and growing
body of information diminished because information systems to, support

their work were developed, and these had- ingreasing use. In turn, this

access to systematically organized information increased the effectiveness

and, status of linking agents. ; .
The forces noted above also contributed té an expansion and a
strengthening of linking agencies. In the 1970s, leaders in regional labs
and R & D centers gave important intellectual and functional leadership to
linkage efforts and programs. A key achieyement, for example, was the
creation of a regional exchange system injthe late 1970s which served a

-growing number of internal linkers and other educational practitioners. In

the mid-seventies, the state capacity building programs, supported by the
National Institute of Education, ¢reated substantial press amony state

agents, There was a visible trand during the 1965-85 period for states,
especially the larger ones, to strengthen, expand, or create intermediate
service  ncies and, in the process, to add positjons for linking agents.?

“education agencies for advancing the role and functioning of linking ™

Smalier states appointed agents within state eduéation agencies to work |

with school district personnel in improvement efforts. States also gave
dnter-school

o 4

1See. Robert Stephins, Regional bducational Services, Washington, D.(ff.liducminn.ll Re-
search Service. Ine., 1976, . B 4 :
‘ c B

{ Ty
] “- -
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district-arrangenments concerned with the use of linking agencies to facili-
tate educational improvement. As already noted, many school systems
plaged growing emphasis upon internal linker functions and the training,
of linkers, All of these developments increased the number and influence

,{lmkmg_1 agents, ;
!
An Pnhanced Role for Higher Education Institutions

"

During the [965-75 dumdu relationships between school systems and
universities, chafacterized by tension, became even more strained. School
system leaders sometimes felt they gvere-exploited because the rescarch
cfforts in which universitics wee involved  frequently required  their
cooperation, while the perceived ‘benefits to them were limited. Some
leaders also belicved that they could notobtain the assistance they needed
from institutions ot higher education in confronting the unpr,u.'duntud
“challenges before themi Still others concluded that the i stitutions of
higher education were hot providing them the kind of trained personnel
needed for the new conditions in education. The dissatisfaction resulted
in a tendency on the part of sGme school system leaders in the carly 1970s
to detach themselves from leading institutions of higher education. They
began to carry out their own research, to condyct their own staff devel-
_ opment, and to consider taking on the pre-seivice training of teachers;, a
development that was not unrelated to the fact that institutions of hl;_,hc
education in the late’fiftics and sixties had prepared some very versatile
and able individuals who assumed influential leadership positions in*

~schoe' vstems in the late sikties and seventies.

As school system leaders became more deeply involved in staff de-
velopment and research in the seventies, they saw complexities involved
in these functions and the limitations of independent cfforts more clearly:
As a result, in the latter part of the seventiesthey had powerful reasons to
seek help from those institutions of ' ‘higher education whose motivatipn
and perceived need for cooperation with school systems in an environ-
ment of decline had also increased. Significa-ht,ly, states such as Colorado,
Texas, and lowa required that personnel in intermediate service agencies
work with institutions of hlghcr education (Stephcns, 1977) (,ovcrnmcn—
tal agencivs became more supportive of institutions of higher education
after such individuals as Ernest Boyer and Mary Berry accepted important
‘educational leadership posts in the Carter administration in 1977 and
‘went on record in support of improved research in univers™ies, In addi-
tion, as state, local, and federal leaders became more involved in linkage
endeavors, the need for new ideas to deal with the challenges of educa-

o

.....
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linn.ll“ilmﬂrt)\'ﬁ'lnvnt became evident, Toward the end of the decadetthere
Wag N ncrease intunds for paiversity research, in part h}-musv leaders
recoghized that no class of erganizanons in society was as well equipped
to generate ideas as higher education institutions, and because institu-
tions serving soviety generally needed a continuing, flow af aew ideas, As
described below, universities also adapted their rescarch and develop-
ment programs, to serve the needs of internal and external linkers more
dirvctly. , T .

Even though the number ot professors of education had dropped
from 34,000 in 197 7 to 30,000 in 1982 (Gata and Clark, 1977), hundreds still
served as offective external linkers; however, most of these linkers fune:
tioned on an individual and entreprencurial basis. Atthe same time, there
was an increase in the number of oxternal linkers in higher education with
such institutional bases as R & D centers, school study councils, and other
units which provided opportunities for competent individuals to perform
full-thme linking, fanctions. " _

A muajor constraint affecting the use of linking strategies during the
1965-85 period was the limited number of truly outstanding linking avents
and agencies. The cadre of linkers pbssussing the motivation, skill, and
knowledge to perform with excellence, in other words, was a relatively
small one. The more talented linkers were not limited to any one ageney
but were thinly distributed among intermediate service agencies, regional
laboratories, state agencies, institutions of higher edueation and related
organizations, During the '1975-85 period, represéntatives of differing
groups in education advocated that some of the agencies just noted
should assume the major responsibility for linking functions. However,
by 1985 linking agents were operating in a variety of agencies, and no one
type of linking agency clearly dominated etforts to improve cducation
through linkage.

\
.

THE STRUCTURE AND FUNCTIONS
OF THE NATIONWIDE TRAINING SYSTEM

As the number of intcrnal and external linkers increased and their
functions became more specialized, the demand for training also grew.
Cohscqucntly, training activitics of various kinds were inisiatcd in the
sixtivs and were expanded in the seventies. These activities and the needs
toward -which they were directed inevitably led to sdiscussions about
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nationally-oridated  training programs for linkors, As carly, as 1965, a
propusal was nyuide for a federally supported and centralized agency to
prepare a selectvd cadre of leaders skilled in educational improvement
(< ull\-rlsnn 1961). A decade later. the [nterstate Project on Dissemination
recommended (l"h(a) that “a plan for a nativnwide system for sharing,
educational knowledge be developed and nnplunwnlud A stb-recom-
mendation of the Interstate Project was that programs of in-service and
pre-service trainingg should be developed and funded. an arrangement
which, amonyg other things, would provide trainees the concepts .md
skills needed to use "information from rescarch, deve lopmcnl, and prac-"
tice in decisign-making and in professional development.” Other organi-
zations rum;,,m/ud the need fur more systematic training, for litikers and
proposed additional arrangements to meet training, needs as, foresample,
regional consortia composed ot state agencies. Various levels of educa-
tional government envouraged the systematic examination of training, al-
fernatives, and by the latter half of the 1970s, the nationwide decentralized
system of training, buttressed by national support and leadership, was
widely accepted as thetmost desirable .1lluxn.1l1\ ¢. Four assumptions pro-
vided supporl for this alternative:

1. Because the lmiliing needs ot internal and external link-
ing agents in the United States were highly diverse, a
decéntralized nationwide system of training could best
capitalize upon and respond to that diversity;

o

Because a wide variety of training arrangements in
education already existed in local settings, a stratepy
of adapting these arrangements o new uses seemed
more viable tfan creating a totally new national sys-

to

tem;.

3. Because almostall potential trainers and linking agents
worked in docal or state settings across the nation,
many more individuals could be trained for the same
expenditures in a decentralized than in o centralized
Csystem)

4. Because more dxpetimentation in linker agent training -
b programs could be achieved through the use of many
varied settings, the art and science of linker "agent
training could better be advanced in a decentralized
than in a centralized approach. L
N . . .
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Major Elements and Functions of the System

{ . .

In the late seventies and darly vightics, three somewhat distinet ele-
nients in the structure of thie system: became apparent. At the national
level a number of tederal agdney and congressional leaders helped initiate
and provided support toe t!w nationwide training system, and their ef-
forts were closely linked with that of leaders’in state agencies and state
legislatures. This clement q;lxllc' to be-called the federal-state sub-struc-
ture. A second clement in the structure was responsible for the actual
delivery of decentralized training. It was repres nted in such organiza-
tions as educational laboratories, intermediate service agencies, and in-
stitutions of higher ed wcagion and yvas labeled thdtdecentralized. training
sub-structure. The third ¢lement it the structurd was interstitial in the
sonse that it was located between the training and the federal-state sub-
structures, This clement provided traning for trainers and other system

Toupport; icwas called the intermediary sub-structure.

The Federal-State Sub-Structure. The federal-state element in the late
soventios and carly cighties played an important role in bringing the
nationwide system into being. Amony other things, various agencies in
the Department of Hedlth, Education, and Welfare encouraged and sup-
ported carly cfforts to conceptualize the system, coordinated the efforts of
leaders responsible fdr programs which-supported training, supported
proposals to train linkers through a variety of federal legislation directed
at peneral objectives (women's equity, iin pruvud learning of students from
backgrounds of poverty, better education for the handicapped, wore ef-
fective vorational edvcational training and so forth), and invested in the
improvement ot state capacities to use knowledge and to achieve more
effective linking agency endeavors. Congressional leaders contributed to
the dovelopment of the system by passing pertiner.t legislation, by ap-
propriating monics for a varicty of federal programs requiring training, by '
providing special funds in the late 1970s forselected internal linkers
through the “tecchoe center” legislation, and by passing legislation té

_support the training of external linkers in the carly 1980s. '

[.eaders in the various states made substantial contributions to the

“emergence of the nationwide system of training, and their cfforts were

linked with, but not limited te federal initiatives. In the years of the late
seventies and early cighties, major leadership initiatives were unfolded in
various states. In some cases, these were expressed through state educa-
tion agencies and in other cases, through governors’ offices and state
legislatures, :

~In the sixties, state education agencies grew in size and strength as
federal.programs grew. By the seventies, the states were making cffective
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use of federal “flow-through” monies for training. Some, by the mid-
seventies, were also very effective in buaildip g their capavities tor carrying,
out knowledge use strategies to improve education. Leadership was also
expressed through the expansion and development ot intermediate ser-
vice agencies and through work with the state lepislatures to interpret
linker traimng needs and to acquire state and federal funds to support
linkage strategies and linker training, :

*Inthe carly 1980s, there were new initiatives at the highest levels of
state povernment directed dt-the improvement of education. Selected
governors, in cooperation with leading legislators in several mid-sized
states, arrived at new designs and new resources for educational im-
provement. Those designs featured, among other things, educational im-
provement centers using linker strategies and serving differing regions
within states. The centers facilitated both experimentation and training,
and their design was influenced in certain ways by coneepts and mecha-
nisms drawn from knowledge-use strategies in the field of agriculture,

The Decentralized Training Sub-Structure, Since the nationwide system
was a decentralized one, various .\L,UnLlL‘\ lssllmcd rusponslblllty for
training. Prominent organizations un;,a;,ud in training internal and/or ex-
terr al linkers were intermediate service agencies, institutions of higher,
education, educational laboratories, school systems with well organized
staff development programs, and special associations concerned with link-
ing as, for example, leagues, networks, and cooptratives made up of
various school systems. Some states, particularly the smaller ones, of-
fered training directly for linkers through state education agency person-
nel. However, the predominant pattern, especially in the 1980s, was for
states to provide back-up support for intermediate agen<ies engaged in
the training for linkers.,

Agencies comprising the training sub-structure drew upon existing
arrangements and upon training experiences gained during the 1965-75
period. The key functions performed through this sub-structure and di-
rected at the design and delivery of training were: ‘

. Acquiring pertinent strategies, instruments or proce-
dures for assessing the training reeds of linkers;

N

. Facilitating ¢r conducting the asse-sment of the train-
ing needs of given linker populations;

3. Gathering information pertinent to the design of pro-

grams for linkers on such knowledge- bawd products
and services as the foliowing,.
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& Dy and or learniny, stratepnes
b Tromnmy, content or processes

Colnventorescor catalogties onsoutoes and vy pesoot
pertinent trainimg satertals

d. Exemplary practices
e ARenGIes o trainers with knowledpe ot training,
stratepios, content matetials, or processes and or

petinent skillein trainming;
4 Desipning traitngg proprams tor linker wroups

5o lmplementing and managing trainig, programs ov
linkers ’

. v . . .
o. Lyaluating ur ensurny that training, programs otfered
were evaluated. !

The Intermiediary Sub-Strwcture. A thied component in the structure ob
the nationwide training system, as alrcady noted, was a class of organiza-
tions which was interstitial (.o, linked both to the federal agencies and to
anits directly ensped in training).

These oranizations pertormed important functions associated with
the training of trainers and the provision of dissemination support for the
training system. Hlustrative orsanizations in this cdatepory were the Coun-
cil of Chiof State Schoo! Officers, the National Council for Statf Develop-
ment and the Council for Educational Development and Research. These
and vther urganizations possessed communication channels that e¢nabled
them to reach linkers and linking agencies within their membership. The
Council of Chicf State School Officers, for example, in the late seventies
provided training for selected linkers trom various states across the na-
tion. To take another example, the American Association of School Ad-
ministrators in the Late seventies established a special division of inter-
mediate service agencies which provided dissemination and other sup-
port for linkers in these agendies. Schema 1 illustrates and summarizes®
the three strictural elementssof the system along with the major functions
performed. An examination of the schema will likely make clear why
those who subscribed to theories ot “loosely coupled” organizations saw
in the system an illustration ot these theories (Weick. 1976).
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In sum, then, the nationwide system was made up of three key
" sub-structures, each of which performed important functions: the feder- |
. al-state sub-structure, the training sub-structure, and the intermediary
" sub-structure. The specific functions performed.through the federal-state .
and the intermediary sub-structures will be described in more detail later
in this paper in .the section entitled “The Support System for Training
Linkers.” The sub-structure which delivercd training deserves a more
detailed treatment at thx_> point.

Goals and Objectives of the N.;;tibn-Wide Traihing_ System.

A primary question in establishing the nationwide system had to do
with its training goals. What training outcomes, in other words, should
the system seck? This question was discussed largely from two perspec-
twes—rypu and. numbers of clients to be trained, and the understand-

* ings, attitudes, and skills- linkers needed to function more effectively.
" Although the question of goals received continuing debate, some consen-
“sus be zan to be achieved by- thc»l980>

: Chents to be S=rved

One major client issue had to do with whethe: both external and

, internal linkers should be trained through the system. As the kgy role of -
these two'types of lifkkers came to be understood. and as the potential for
cooperative improvement efforts by them was more clearly identified, the
argument fo-include both internal and externial linkers in training became
more persuasive.

s * Intermal linkers, by definition, l‘L'SldL’d in school systems, and thc :
~ largest population of potential trainees consisted of those teachers, princi-

. pals, and other leaders engaged in improving teaching-learning throuigh -
the use of linkin® s'rategies. The smallest population-served-was—schoot—
board - members and other leaders engaged in policy-making, and the
middle-sized- group was made up of principals and other school district -
personnel concerned with' improving teaching and learning systems
through more effective management and leadership.

~"7  For a variety of Teasons, the actual number of principals, tcachers,
and other leaders served by the system was relatively small. First, the

. number of personnel systematically engaged at any one time in hnkmg
efforts to improve education in any of the sub-systems noted above was a
relatively small per cent of the®total number of personne; at work. Most of
the personnel, in other words, spent their time in maintaining rather than -

fi e AN . N' e e e 3 O_r, _.'__._i_»_,____.
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in improving the system where they worked. Even those who sought to
improve education did not always rely upon linkage strategies and did
not seek knowledge-based products and practices external to theirschool
systems. Many ‘of them relied upon strategies of political influence to
bring about change, rather than upon knowiedge-based linking strate-
————— gies. Finally, many of those who did use linkage strategies in educational
. improvement were not motivated or were not able to’participate in formal
' training activities. Thus, the nationwide system during the 1965-85 period
provided training to fewer than five per cent of the total number uf
teachers and administrators omploycd by school systems.
=" The potentlal number of external linkers in_intermediate. service .
Ageiicies, educational laboratories, R & D- centers, institutions of higher
education, and related agencies to be trained was substantially fewer than
the number of potential internal linkers. The largest groups of external -
linkers were in institutions of higher education and in intermediate ser-
vice agencies. The smallest number of external linkers was located in
-educational laboratories, research and- ~development centers, and associ-
_ated agencies. Thus, the number 6f external linkers participating in'the
- training offered by the nationwide system during the 1975-85 period was
measured in thcusands, in sharp contrast to the number-of internal link-
ers measured in tens of thouqandq :

The Derivation of Goals frOm Sub -System Functlons.

What were thc goals whlch shaped the content of training programs

for linkers? Throughout most of the seventies, the content uséd in pro-

grams for -linkers was not derived” from systematlcally developed goal

“statements. However, in the late seventies more careful attention Was

given to the use of explicitly articulated goals for content selection irr-

training. Thinkérs began to mak¢ more explicit the functions performed in

the three sub-systems toward which improvement activities couldbe di-. .
__tected._and these functions-provided-one-important base for systemati-
cally selecting cc-tent for training. Another source of goal statements was.
implicitirt the three general functions pcrformed by linkers: improving
educatijpn; spanning the boundaries between one’s own organization and
another organization in order to acquire and/er-provide-knowledge=based
products, iduas, or services for use’in improvement activities; arid. using'
and/or helping others use knowledge-based products, ideas, or services
for educational improvement. The general linker functions and the sub-
systems through which education could be lmproved are summarized in
Schema IV. The concepts presented in Schema IV provided one frame-.
~work for deriving goals and objectives for the training of linkers. -

Each of the three sub-systems in SLhema IV offered hnkers a means

'

ERIC

Aruitoxt provided by Eic:



294" fack Culbertson - L .

Policy-Making
A Systems |

-
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for improving education. In cach system relatively discrete functions were
* “performed. (See Schema V-for a detailed listing of functions.) Since one
strategy for linkers interested in improvement was to make the functions
within the sub-systems more effective, thyse functions provided impor-
fant bases for determining training objectives and content for internal and
external linkers. . : . .
Schema V suggests that there were several differences in the various
sub-systems which had implications for training. First, the functions per-
____formed-by-personnel-in-thé-three-sub-systems differed-Secondby-impli
cation, the technologics and theory used to perform system functions
“were dissimilar. Third, the contexts in which the functions were pcr-°
formed and, in turn, the personnel involved werg different.as were the
linking structures required. All thése dissimilaritics .contained criteria for
- designing programs differentiated to linkers’ needs in thé differing sub-
systems. Such criteria in the late seventies and cighties were used increas-
ingly to articulate specialized training objectives and to sélect specific
content related to the objectives.

As greater understanding about the differenges. developed in the
11980s and as training was differentiated accordingly, linking became more
“specialized and more effective. To bé sure, training was not toally differen-
tiated for linkers concerned with improving given functions in the various ’

sub-systems. As both internal and ‘eiité‘rna‘l'lihk‘é'r'é"éo_ﬁgﬁt"i'"rﬁp‘fo_v"éhiéhts, o
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they Lonfrontcd essentially the same phllOHD}. hlLﬂl psvaholog_ual, and
cducatmnal issues inthe making of decisions s well as a host of similar

leadership issavs. For example, o secondary school teacher concerned

“with using linking strategics to hulp teachers in the math department
__become. more skillful-in diagnosing-learning-difficulties  encountered is-

sues similar ta those a prmupal encountered in using linking strategies to
improve the management of curriculum anid instruction ina school. An
externallinker.orov u*-ww«m:m-v-tu the-t vo-internat- ke rs e e ma”fh

'The Derivation o? Goals from ngefal Linker Functions

teacher and the pnnupal) confronted similar issues. While the issues
contronted were similar and while their confrontation did result in com-

mon learnings for linkers, the applications had somewhat different mean- -

ings because of dltfcrcnucs in the three sub-systems. Trainers generally

= recognized the need to produce lcammg's which would enable different
specialists to-understand and appreciate their respective roles and func--

tions. This was particularly true in schocl districts whth undertook, often
in cooperation thh external linkers, * “whole-system” training for internal
hm«.-rs ; . .

>
o

- Schem ma. 1V contains within it another rubric for examining training

' Ob]L‘(tIVL‘S namely, the three general functions performed by linkers.
+ Those functions focus on the use of knowledge, the spanning of organiza-
tional boundano s, and educational improvemeat. These general functions

were critical ones both for internal and external linkers, but befgre spec1f1c
training objectives. based on these functions are articulated; they need
Further definition.

Within the three sub- systcm«. toward which .1nkus_:0uld_dm_a_thu::~-.«

‘efforts (see Schema V). “indicators of educational improvement were re-:»
flected in improved system performance or, more specifically, -in more

- effective or efficient carrying out of functions within the three sub-

systems: In this approauh the outcomey sought through sub-system per-
formancc could fom am the same, but' the performance of the functions to

produu: the vutconies would be changed and improveds The other
strategy of improvement was to change the objectives of the various sub-

systems., In this appmath there was the assumption that existing sub-
systein objectives were discrepant with client or societal needs.
Whether linkers were eoncerned more with improving the ends,pr

the rheans of education, knowledge of, commitment to, and skill in educa-
tional and vrganizational change were required. From those requirements - -
in the late seventics a range of goals to guide the training of linkers was.

developed (sec Schema VI for one series of goals). These g goals were used
to generate chan},c
lmkerq

S

related training content for both internal and extern mal |

P
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Linking strategics also rcqum.'d the -ffective spanning uf or;,am/a-
tional boundaries. The initial purpose of such’ spanning was to increase
the knowledgc-based ophons available to those concerned with improv-
ing education in given sub- -systems ag the following illustration suggests.®

In the early eighties a school supérintendent concerned with the attain-

ment of new policies and more effective desegreg ration lovked beyond the

-school system she headu.d to a professor responsible for a desegregation

center in a near-by university. The initial purpose was to achieve a larger
number of knowledge-based options than those immediately available
within the ‘school system. The professor provided a range of options and

later became an external linker to the school system. Through'the external

role, the professor helped the school superintendent and other internal
linkers to get knowledge used and, as a result of a series nf autmtws, to

-achieve new . pohucs for lhe district.

There were some differences in baundary- spannm;,, for mtcrnal and
external linkers. The direction of initiation differed, for ex @ample, as exter-
nal linkers directed communications toward internal linkers and vice-

versa. An initial activity of the internal linker, to take another instance,
tended to be the search for information and options, while an early activ-

ity. of the extern al linker was often that of providing information and
alternatives. More fundamentallv, however, there were more similarities
in the two boundary spanning: roles_than differences. Schema VII sets

forth a series of ;general underetandmbs, attitudes, and skills rcquxrod of
" those engaged in boundary-spanning au.txvmc

The third general function of linkers was the acquisition and Use of
ideas, exput services, research ﬁndmbs, deempnons of practice, and

_other-knowlcdgc-bascd ‘products and s¢rvices in improvement activities.

This function )tendcd to be similar for both internal and external Yinkers.
Stated in another way, linker differences which seemed marked on first
examination, lafter careful examination oftun proved much less significant.
Thus, intern al linkers, as alrcady noted tended to scarch for products
and services/in initiating lmprovemcnt activities from sources external to

“school dnbtmts However, internal linkers, after acquiring knowlcd;_.,c

had an 1mportant role in tranbmlttm km)wlcd;,,u to pnreonncl in given

"ot '
" . .

. | 7 . : .

/
°In the late 1930\, }almlt Parsons poslulalcd lhrcc key functions of the boundary spanner:
thode rucwm)., an organization’s autputs; mnlrullm)., technical

units of an or;,am,.am)n; angl procuring facilities or resources for dranizational activities.
(See T1lcolt Parsons, . (.cncml ‘THeory in Sociology” tn Leonard Broom and Leonard

- Cattrell (l‘ds ), Sociology Inday New York: Bdsu Books. 1939, pp. 3-38.) Thd third function

(i.e., procunm1 knowledge resources) was emphasized in analyses of the.internal linker
r'ulc whxk.- the first function (i.c., mcdmtmg relations) recéived more attention by thogse
exammmg the external linker role. The second fundtion (ie., mnlmllm;, technical umls)

began to eu:lvu some study in the 1980[& wuhm the context of linking agencies.

.. lser -
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' SCHEMA VI? 1 :

LINKER UNDERSTANDINGS, ATTITUDES, AND SKILLS
FOR'IMPROVING EDUCATION" .

: :  LINKER UNDERSTANDINGS
T\Aodels of change
- Strategies of change

Barriers to change’
Processes of.change
:Effects of change
Types and attribute of innovations .
Levels or stages in/innovation implementation
Educational and ofganizational goal-setting
Planning for change C
Organizational dévelopment and health

.

- "LINKER ATTITUDES

Commitment to educational improvement

~ Favorable self-concept and low. ego’ needs

“Tolerance for ambiguity '
Positive views toward risk ,
Acceptance af complexity | S N
Flexible orientdtion'to problem-solving ' ' '

: . EINKER-SKILLS ~ * 4
“" Helping clients conduct needs’ assessments
Employing data-collection and feedback procedures v
Develgping support and reinforcement systems k
_ Diagnosing improvement problems’
“Helping clarify group or urganizational goals
Fostering-a climate for change o
‘Generating alternafive solutions to problems ,
Attaining and helping others attain effective planning .
- Provoking thought on new alternatives or new perspectives
Helping identify developmental powntial in groups, individuals and or-
ganizations Co

deas included in Schema VI were drawn from such writers as David Crandall, Ronald
Havelock, Ann. Livberman, Douglas Paul, Philip Picle, Philip Runkel and Ric'hard M.

Schmuck. o
¢ -~

O
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SCHEMA VIS
. LINKER UNDERSTANDINGS, ATTITUDES, AND SKILLS IN
BOUNDARY-SPANNING -

- 'LINKER UN DLRS I ‘\NDIN(,

'~ The nature of LomplL'\ organizations

Organizational dependency and inter-dependency

i Organization-environment relationships

Inter-organization communication . S .
Types and attributes of relevant agencies o o
Organizational-contact and entry ' ‘ "

Problems of boundary-spanning

Tactics of boundary-spanning

LINKER ATTITUDES

Opennésé to ideas
Tolerance for diversity
Acceptance of uncertainty
Positive peTspectives on conflict
. Commitment to a search for altcrnatwc

! LINl\I:R SKILLS .

_ Sclectm;, the - o3 z,,am/atlon to be spanned
Gaining cntry and acceptance -

Establisking trust relation- hips .

. Clarifying and negotiating orgamzatmnal and individual rol:.
Achieving collaborative endeavors  © L,
Managing the “mutual adaptation” process
Handling critical aspects of inter-dependence
Coping with divided loyaltics

_Dealing with LOﬂﬂlCl ' .

"ldms mcludad in Schemo Vll wure dr,m n from suchwriters as (.wr},-. I du.r Paul Hood.

Matthew Miles, and James Thompsen.

i

- sub-systems and working w ith them to facilicate effective knowledge usc.
Inithe early stages of interaction external linkers tended to specialize it

the transmission of informatiortabout many sources of knuwlcdgc based
products and services of potential use to internal linkers in various school

systems. On the-ather hand, external linkers, in working mere intensively
with internal linkers to improve education continued to bathcr clinical

knowlcdge as wcll as_systematic knowledz,,e related to” 1mprovcment

a ‘309 7
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Thus, while there were some differences in the performance of the func-
tion by internal and external linkers which stemmed from differing con--
texts and perspectives, the differences were less fundamental than they
often appeared at fivst glance. Schema VI presents more specific training
objuctives related to the knowledge acquisition and use function,

SCHEMA VI
UNDERSTANDINGS, ATTITUDLES. . AND © (ILLS IN USING -
l\NU\\l LD( l BA‘-’LD Pl\()DULj_ A D ‘Jl RVIU,;

S LI\’l\H{ UND‘ Ii’ﬂ ANDINGS

Inf()mmtlon science concepts
s Sources of knowledge and its uses
Quality control and related professional issues
Origin and development of federal and state dissemination
systems in education .
On-going and emerging state and federal improvement pro;,rams
Inventories of human and mtorma\mn Fooonurees

] t

LI\'KER \'I"I'I'I‘UDE‘%
Commitment to know lud;,u atilization as a ineans- for xmpmvm;,
cducation
Appreciation for dncrw ideas arJd p«_rspuhvu
Motivation to-acquire. nes ideas and products
Poslt'\c views about applying theory to practice
' PL)sm\v* VICWS both of produu.‘rs qu users of know ludgu

L lNl\LI\ SKILLS,

Responding u)n~trugtnulv to new nformation
Retrieving useful intormation from asvide range of sources -
Describing and uvaluatms_, for clients relevant products and services
Linking parti¢ipants ¢ngaged in inprovement processes with
pertinent information sources
Providing technical assistance to those involved in improvement
_ Arran;,\m;, the needed.omix” of resourcdés :
Aclvanun;., thc lcamm;, and duvclopnn nt of thosu \uckmv mxprovcmcnt

\

v

“[deas included in Schema VI were drawn from such writers as lnunnr Carter, David -~
Clark, Ronald Havelocks, -Paul Hood, and Sami Sicber.
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Commonality vs. Uniqueness in Training
. E _ N
The concepts in Schemas VI VI and VI, as already implied, posed

a major question té trainers.and designers in the late seventies: To what

degree rhould training for internal and external lingers be differentiated
“for the three linker functions, and to what degree should the content,
provided and the skills developed be similar for both grotips? Since the.

level of knowledge development about the three functions was still lim-
ited even by 1985, the basic content in training programs designed tos
advance understandings tended to be similar for both internal and exter-

nal linkers, even though the applications of the content differed as the

_ amanl:'::mnal perspectives and con’exts of these two types of linkers

differed. .
For exemple, those seeking undcrstandin;;s of change found syn-
theses of krowledge such as the ones deveioped by Douglas Paul and

“Joseph Giacquinta in the' latter part of the sevonties pertinent whether

they were internal or external linkers. ' Scholarly papers of this type and
the many references encompassed in them provided on-the-job linkers an
awareness of the different dimensions of change, alternative models of

.change, and insight into its processes and effects — among other things.

* Because the contexts in which:the three funciions were performed

differed both for internal and external linkers and because the knowledge

available on the linker functions was general in nature, the applications of
learnings acquired by linkers were often distinctive, both with regard to
understandings and skills. ustrative  differences during the 1‘)_80-85
period in the application-of relevant concepts can usefully be identified
even at the risk of over-simplification. Schema X highlights selected and
illustrated dltturcmc\ rclatcd to the training of internal.and external link-
L‘I‘s

(ontunt such as that in Schcma X Indicatcd tha’c the contert and the. -

perspective of linkers were very important in determining the concepts
chosen for application and tHe meaning attached to them. A% differing
applications of concepts and skills were made by external and internal
linkers, and as they shared the diffcrcn-.-.-< with one another, they
achieved a greater dcqruc ‘of common understandings and ;_,rcatur effec-
twuncss in working with one another, -

0See Douglas Poul, "Change Processes ot the Elementory, S‘cumadry, and Post Secondoary

T Leve, Is of Educption” in this volume. Also see Joseph Giacquinta, “Organizational Ch.xngc

in Schools of Education: A Review of- Several Models and Agents for Research” in D.
Griffiths and D. McCarty. (Eds.), The Dvanslnp in Higher Idmanml Dan\'lllo ML.: Interstate
Printers & Pubhshcrs 1978. ) ) ”
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 DIEFERENT APPLICATIONS OF LEARNINGS BY INTERNAL AND EXTERNAL LINKERS *
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. Intemal Linkers

s as st e
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External Linkers'* o
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|, Becaus: intornal linkers worked in more 'politicizcd envitunments,
they made greater us of nomtive re-edugative” strategies of
change than did external linkers. !
2 Mostintemal linkers found the problem-mlving model of change
~» more meaningful then other models because it enabled them ko
address constraints and bpportunitics in "ot own si*tations,

3, Intenal linkers needed sources of information and search strate-

gies which could help them hcate oreducts or services perinent

1o specifc improvement objectives

4. Intemal inkers used boundary-spanning skils oblain relovant
humanor knowledge-based resourees from organizations external
1o school systems.. :

5 Gince internal lnkers broughf commilmen fy speciic improve:

v v M T

ment abjectives and an ntimate undersanding uf the change var-
iables in local situations, they nevded ¢ peneral knowledge of
resources extemnal to the school syste,

. Itemal ks had special needs for knowlege and skill in goal

suting because oftheir ey leftimation roks

7 ntemal Tnkers needed grester Knowledge about the types nd
atributes of agencies which could provide information on
(ouwledge-based products and servies.

8 nternal likers needed greater undersanding of information

* dbout the products rtanating o knowedge uses 0 that ey

T

| Extemnal linkers whose chief tools wene knowledge-based pro
ducts and services made grenter use of the “empirical-rationa
approach to change than did intomal linkers.

2 Ftemal finkers valued finkage and socal interaction modes o
change because they, in contrast b internal finkers, worked m

varied settings and had opportunities o see the impact of knowl
e diffusion processesn diffrentschool systems. ¢ |

Y, External linkers needed t be familiar with a wide rray of knowl-

edpe-ased products and services so thit they could respond to
infomiaton requests related to varied improvement bjectives,

4, Extemal finkers appliedvboundary-spanning skills to provide in-

formation and servces to diverse educational crganizations en-
gaged in improvement actvties.

5 Since euternal inkers broughttobear a wide range of information,

soutces and improvement actvites, they needed cinical
kninldge aboul key variabes ‘aflecing educational improve-
ment in specific systems.

6, External linkers neded knowledgend il or use n bringing to
bear 2 wide range of means o achiove goals.

7, Externallnkers needed greater knoiledge of the types and atin
‘butes of agencies within which educational improvement a-
livities take place. |

8, Exmal linkers necded a gredter understnding of the processts
used to create knowedpe-ased pro?ucts and systems

B o it

-

could apply them in improvemen! ctviies,

[

-

For distinctions between the “normative ru-educativu'", and the

fot Affcting Change Wihin Human Systens,” in The Planning

Q

A '
“empircalrlional” s

FE————_)

o e

¢ Robert Chin and 'K'cnnc&h Benne, “General Srategies
f Change, New York: Hol Rinchart, & Winston, 1960, pp: 32-9,

- ".;.312 L .
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Patterns of Train ing

The 1975-85 period was marked by much diversity in the training of
linkers. However, as the nationwide system of training slow ly emerged,
certain patterns in training emerged. In 1975, for example, the typical
pattern was to offer separate programs for internal and extesnal linkers. In
the late seventies and carly eightics, a number of programs served both’
internal and external linkers simultancously. This mix enabled internal

‘linkers to understand educational improvement from the® erspL‘Ltl\’L‘ of

the external linker and vice-versa. Internal and external linkdrs, in attain-
ing better understandings of their respective roles and resourees, camie to
see more clearly why they should collaborate and how thLy could collabo-

- rate with one another in improvement efforts. Training ses ions them-

selves frequently stimulated and facilitated cooperative follow-up ac-
tivities on the part of internal and external linkers. State education agen-
cies, large :chool systems, and institutions of higher educatior were im-

' portant leaders in stlmulatlm1 joint training patterns for-internal and ex-

t»mal linkers.

In the mid-seventies, training pro;,rams tended to concentrate mor:
upon providing linkers information on useful training materials and oi’
concepts of linkage. Towards the end of the seventies and eighties, greater
emphasis was placed upon providing concepts and skills:needed in un-
dertaking change processes and, 'to a lesser degree, on skills and concepts |
needed to perform boundary-spanning roles cffcctively. Two major-de-
velopments helped to account for this trend. First; information on training
materials began to be presented in -atalogues, inventories, and resource
banks of various kinds, all of which made it feasible for linkers to acquire
such information more casily outside training programs. Secondly, as

“edudational or;,am/atmns were confronted with declining enrollments,

stable staffs and scarce resources, those seeking change were faced with
major challenges. Consequently, the motivation among: lmkcrs to have -
greater understanding and skill in change processes grew, and those offer-
ing programs adapted them to meet the needs perceived by iinkers.

In the seventies, the major emphdsis was upon programs dcmgnu

_for those concerned with improving tcachmg-lcarnm;, systcmv Ihls em-

phasis wvas reinforced by federal legislation in 1975 ‘Which supported

teacher centers. In the late seventies and eighties, an increasing amount of
attention was given to improving management-leadership and -policy-
making syctems. This trend also was supported by the growing need for
effective legdership. More specifically, the positive or negative roles which
scnool principals and other administrators could play in’ helping teachers
improve learning were documented in the 1970s, and the results were
dlssemmated widely.- One result was that prmCIpals partmpatcd increas-

813
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ingly with teachers in training prm,rams for linkers oftered through
teacher eenters.
The shift toward an increased emphasis on programs concerned with
improving policy-making systems was clearly centered in needs for
change. State and federal mandates, dcalmmg cnroliments, retrenchment
tendencies, dcsez,rc;,atmn decisiOns, energy shortages, and many other
forces impinged upon school systems, and they in tum, created needs to
assess and to change policy. A major challenge which confronted those
designing ‘programs was to offer leamings which would help improve
policy-making in school systems. This required types of content and
trainers different from those training linker specialists responsible for im-
proving teaching-lcaming systems. Much of the content and many of the
trainers came from policy centers in universitics and from non-profit or-
ganjzations spo.,cmh/m;, in policy studies.
In 1973, Rorald and Mary Havelock discussed "brcadth of gual al-

" ternatives bearing dpon the training of linking agents. Alternatives posed

were “specific skill leamings,” skill sets and functions, “whole-role train-
ing,” and “whole-system training.” During the 1975-85 period, the trend
was to deal with the "whole-role training” option in pre-service pro-
grams. It was not possible for linkers to learn all of the skill sets and
understandings associated with a new occupational wole in ort-term

“dn-sgrvice programs or even in a series of planned sequenti -.schlco'
programs offered through the nationwide training syst Twever,
training programs offered through the nationwide Gys‘tcm wi very ef-
fective in dealing with “specific skill learning” and with “s.. 1: s and

functions.” Both these alternatives could be dealt with w 1th1n the context
of sub-system functions (see Schema V) or the three general functions of
linkers (see Schema 1V). ”Skill sets and functions” were more cffcctchly
dealt with through sequential programs. Through a series.of 10 three-day
training sessions, linkers could increase their competence jn many ‘of the
skills associated with the general function of change, for example, as listed
in Schema VI. The same goal was. also achieved in some cases through
intensive five-week summer workshops. '
The option of* ‘whole-system tramm;," by 1983 still rem amcd an ideal -
for almost all school districts where “whole-system ” encompassed both
central and school units. However, an increasing number of school sys-
tems during the 1975-85 period did undertake training directed at organi-’
zational change. However, these efforts, rather thah conrentrating upon
the total system, tended o concentrate upon particular divisions within
13
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the central units of school districts or on given schools within a district.

. In the late seventies and cighties, a growing number of the trainers’

participating in the system were outstanding linking- specialists. All of
these trainers brought tacit knowledge and clinical insights about linkage
to the'training situation; many brought extensive knowledge of the litera-
ture on linking.

. Two kinds of teaching team patterns emerged in the cighties. The
first was a linker team comprised of one internal and one external linker.

This team operated principally in training sessions which:involved both

internal and external linker$ where the focus was on -skill learning. An-
other kind of team serving in a vancty of training situations was com-
prised of a scholar versed in research and concepts on lml\a;,e and an,
articulate linker skilled in the technology of linkage. This Jatter team con-
centrated more on “developmg understandings than skills. Both teams
noted drew upon additional resources, beyond themselves. A number of

. the intermediate =.erv1Le agencies, for example, involved scholars and

practitioners from the dreas of manpower training, health, and welfare as
they sponsored training sessions directed at issues of educational policy
intertwined with other publit policy issues.

"As linking became more specialized, thefe was a trend toward dis-

* tinguishing between training for generallsts and specialists. Generalists in

external agencies tended to be those.who coordinated a staff performing

varied and specialized linking functions as, foriexample, information pro-
cessing, ofganizatidnal entry-and role negotlatlon product diffusion, and

" trairinig. Internal linkers serving genprallsts roles tended o be principals,
Idaders in professional associations, department heads, superintendents,” -
~and others who were giving. leadershp to improvement efforts in the -

system in which they worked."One general set of objectives which guided

the design of “caining programs for generalists was greatér awareness of -
‘new developments in specializations, new products and services, and .
" new findings about effective linking roles within and across organiza-

tional contexts. Training for thuse serving in specialized roles tended to be
directed increasingly in the 1980s at functional skills and concepts in such
areas as training, product diffusion, and organizational entry and role
negotiations in the case of external linkers and knowledge acquisition,

training, and imiplementation in'the case of internal linkers. The content
of such training was inevitably linked with more general content affecting

all linkers as, for example, new knowledge of educational change proces- .
ses. - * ’ ' :

-

Ly
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THE SUPPORT SYSTEM FOR
TRAINING LINKERS

[~}

As the nationwide system for training linkage agents chclope ,a
series of functions and technologies emerged which were supportive of
the training system. These helped to nurture and facilitate the growth of
the nationwide system; significantly. the scope and quality of the func-
tions and technologies u‘(pandgd in the 1980s. Three general functions,
all supportive of the training system, were established during the 1975-85

period:

1. Providing leadership to extend and improve’the na-
tionwide training and.support system;

2! Providing funds for training innovations and for re-
search and development to improve training;

3. Providing technical assistance to the system’s program
designers and implementers;

Schema X presents the functions and, sub-functions of the system to

- support linker training which emerged during the 1975-85 period. !? These

various functions will be described in more detail as will the agencies
which participated in ‘the development and pcrformance of particular
functions and sub-functions.

The 'Leadershipr' Function

Leadership for initiating and developing the nationwide training sys-
tem, as already noted, had no single locus or expression but was evident
in all parts of the system’s structure, including the federal-state, the in-
termiediary, and the training components. A brief summary ‘of leadership
functions performed in the 1970s is in o:der before comments about de-
velopments in the '8s are made.

"Thls schema is adapted from Paula Silver, “Summary, Conclusions, and Recommenda-
tions,”” in William Davis, Jack Culbertson, and Paula Sllvu([‘ds ), The Professional Dmulup-
ment of Title | Prlllupals Coneepts, Materials, xmd Strategics. Washington: Ray ththf)n)hn

’

Associates, 1977, . o :
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Imtmnves to Dewvelop tlu' System. Leaders within the federal- state struc-
ture played key roles in helping legitimize the nationwide system during
the 1975-80 period. State and Federal officials did this first by encouraging
interested organizations and their leaders to defineand e\ploru the poten-

- }Ilal in the prdjected system and other support for those in federa)-state
arena concerned with lebltrmmnb, interpreting, and obtaining financial
support for the system.  Leaders in the intermediary structure also played

/m portant roles in helpm;, their respective members understand and, in

.| some cases, to tcst out mngepts re ated to the natronwrde system df
training,.

/ Leaders in the training component ‘of the syqtum also provrdcd im-

| puctant initiatives. School superintendents, espurally in schoql districts

I with staff dr‘velopment divisionis, were very persuasive in articulating the

' need for the training of internal linkers, and they obtained support from

/ schuol boards in many cases to increase investments in training. In addi-
tion, mony of them were successful in providing leaders at the state and
federal levels support in articulating to legislatures the need for linker
training and in gaining legislative agtion to expand the’ natronwrde tram-
ing system

y Fundzuq the SL/stem Dunnt3 the 1980-85 penod leaders gommrtted to
the development of the nationwide system achieved a number of impor- .

" tant results, one of which was an increase in the funds available for linker
training. By 1985, more than half of the states providing funds from their
own resources to support linker training. Most were providing funds
through intermediate service agencies, institutions of higher-education,

"~ and through such newly established structures as educational improve-
ment centers. A half dozen states provided support for state academies to
conduct.staff dc.velopment program in different rcgions and for different
clients.

Federal resources for linker training ingreased dunnz., the 1980-85
period. The amount of “flow-through” dollars provided states which
were used for tr.\mmz., increased.in the early '80s. In addition, the, funds
which were made available throuz.,h teacher ceriter legislation were-in-
creased substantrally about the same time. As noted earlier, hew federal
legislation to train external linkers was enacted in the early 1980s and .
appropriations to implement the legrslatron increased annually during the
1981-85 period. . : :

As federal and state funds increased,-an 1mphc1t message was com-
municated to localities that linker training was.valuable and significant.
This message encouraged and helped icaders obtain more focal monies to

~ train internal linkers. Consequently, in many districts, there Was some
increase in training funds during the 1980 8:> period for mtemal linkers,

N N
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. Co-ordination Within the System. Another expression of leadership,
especially during the 1980-85 period, was more effective coordination of

“training resources and activit es at’all levels of educational government.

At the federal level, there was a distinet trend. in the carly cighties toward
more effective coordination of --ducation-related programs generally

thmue,h the Office of the Assistant Secretary of Health, Education, and-

Welfare. This coordination was especially important for the nationwide
training system, since a number of federal agencies provided findncial
support for the system,

Loordination of educational pro;,rams at the state level was positively

affutcd by trends angd actions at the federal levels In addition, there was |

press to coordinate public policies and progranis more generally on’such
matters as manpower development, unemployment, welfare, eduéation,

N
and health. This press not only led to greater coordination of training for

_ linkers in education, but also to more systematic coordination of the train-

ing of public scivants more generally.

~Coordination of training tor linkers was improved in luml schools for,
. two reasons, In the first plau,., greater federal and state coordination

required greater coordination locally, and secondly, as school. systems
established staff development divisions, one of their important functions
was to coordinate thevarious training activitics conducted, including
those involving internal linking a;,cnts ' l
As the nationwide system emerged'and as greater u)ordmatu)n was
effected at the local, state, and federal levels, the need for coordination
among the different levels of educational government became more ap-

parent. Consequently, in the early 1980s, leaders in the executive branch

of the federal government created a coordinating council for the nation-

wide system. This council was made up of representatives from all levels
- of educational government, from national professional associations and

other agencies committed to the improvement of education thmu;,h link-
ing strategics, from leading citizens’ groups, and from agencies actually
involved in delivering training. This council helped to set directions and
targets. for improving the nationwide system and helped: stimulatg, the

the council proved to be complex, leaders agreed that by 1985 it had

performed significant leadership functions.

"

’

As the nationwide system grew, ‘the perceived need for jts improve-

" systemn’s leaders to undertake needed improvements. While the work of
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ment also g,ru\'v.ICunscLluvnll)‘, three major improvenent slr.m-‘\;i::.s were
launched inthe late seventies - attaining training innovations, pmd(xcing' :
rescarclt findings and creating new products and ideas. Three types of
federal funds for implementing these strategivs were provided: grants
from specific agencies with capacities td, support linker training as, fur
example, the Burcau of Education for the Handicapped; indirect funding
in the form of “flow-through’” dollars o states which, in some instances,

" supported linker training; and appmprialiuhs from teacher center legisla-
tion and fromy legislation designed to prepare external linkers.

State supphu‘rl was directed more at improving cducation in school
systems through training than at producing research, development, -and

Cinawvations in training for national diffusion. However, - some state
monies allocated o intermediate service agencies, institutions of higher
education, and related agencics were use.d for the support of linker train-
ing. In addition, funds appropriated for cducational improvement centers

- and related innovations in the cighties werg also used to pmducu.lminihg
innovation research and dqvulopnu‘:nl supportive of training.

Instimlion‘s of higher education in the seventies and vighties allo-
cated an dncreasing amount of their human and financial _rcsoutcbs’toj.
support staff development programs in contrast to supporting pre-service',
programs for principals, teachers and.others. Local school districts in-.
vested largely in the training of personnel through their own staff de-
velopment program or through offerings by such external vrganizations
as the National Academy for School Executives and the National Staff ;
Development C"buncil. o . , o :

Achivoing Training [nnovationis. “Training innovations emerged- in- dif+
ferent settings as a result of the investments made.'* During the 1975-80
period, for example, the first state:academy for training cducators was
established. Supported and managed at the state level, the academy: pro-
vided training to various leaders, including linkers in different regions of
the state. By 1985, several states had developed such academies, and some ;
sorved linkers concerned with interrelated public policy issues in different
departments of state government. o . \ -

In the late seventivs and eighties a number of universities designed”
pre-service programs for preparing linkers which required on-gampus -
study supplemented by field experience and a year'’s internship in a link-
ing agency. Theseoprograms enabled participants to acquire not only a
wider range of content and skills but also greater depth in learning than

< § ’ ; N

UThe emphasis i the discussion immediately following is on functiotal and structural
innuvations n the program. Innovations in training technologies are discussed latér in the
chapter. :

O
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was possible in in- scrvnu.' pm;,mms They alsu produced a cadre of linkers

who possessed a ran;,gf of new skills and undmslandm;,s which proved

Wvery useful to hnkm;_J agencies in the 1980-85 period.

Federal agencies supported collaborative arrangements to produce
innbvations. In the late seventies, for example, grants were made to sup-
port collaborative programs for internal linkers through university-school
system-state education agency partnerships. While this approach to train-
ing was complex and required major boundary-spanning efforts, it had
two major,advantages: It enabled trainers to draw upon a wide range of
training resources in systematic ways, and it facilitated the cstabhshmcnt

of “third parties” toassist in the attainment of innovations.

In the late seventies and carly ¢ighties, “travelling w orkshu s’ were
5 8 !

packaged to achieve specific training objectives, and these were diffused .

widely by national associations and organizations for use in many states.

tion by linking agents and could be adapted for use with both internal and

- external linkers. They were also sufficiently standardized to enable- train-
-ers to learn to ‘use them efficiently.

As noted carlier, in the carly 1980s, a variety of prubrams which were

directed at the joint training of internal and external linkers emerged.

Institutions of higher education in a-number of instances were suceessful

directors of staff development in large city school districts and leaders in
selected state education agencies. A major dynamic for leaiming in these
workshops stemmed from the interaction of internal linkers and external

linkers who shared différent perspectives and possessca different experi-

ence bases,

- The packages focused upon a specific-topic as, for example, role negotia- |

_in designing programs for internal and external linkers, as were some -

Producing Rescarch, The strategy of rescarch support was carried out ,

largely by professors and their graduate students from various disciplines
in higher education institutions. Research-not only illuminated aspects of
teaching, management, and policy-making systems, but it also shed light
on a range of questions bearing upon linkage processes. Onl) a few
ilustrations can be vffered at this point, <

In the late 1970s, almost no studies had been dunu directed at the
internal dynamu.s of linking.agencies, including the key variables which
affected linker productivity and morale in these organizations. This arca

‘of study attracted a number of investigators in the 1980s. Studies of this

type were especially important to, those who had responsibilities. for man-
aging and leading linking agencies.

A question which éontinued to intrigue Scholars and leaders during
the 1980-85 pcnud was the degree to which the performance of internal
and external linkérs was similar and the degree to'which it was different:
Both survey research and theoretually puided mqunry unfolded on lhxs
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\llb]cd The findings had important implic ations npt only for training but
for the development of products to support the training of internal and
externat linkers,

As more attention was directed tow ard the h.nmm' of linkers, ques-
tions arose about the recruitment and selection of individuals to enter this
field of endeavor. Criteria of effectiveness as they related to linkage be-
came a salient quvsm»n The question was raised not only for its implica-
tions for recruitment and selection but also for the performance appraisal

of linkers and the definition ot linker training needs, Both' logical analyses

of effectiveness and studics to test theoretically derived criteria were pro-
duced. e :

~In the eighties, a number of studies were conducted to examine rela-
tionships between the technical units of linking agencies and defined
aspucts of their un\'nonmcnls For example, the relationship between
informatiorr services of an ageney and the clients the system served was

investigated. The results of such inquiries began to illuminate ways agen-

cies evervised control over the functioning of tec hnical units, given

speciticd demands and opportunities in the environment. Such rescarch
also began to shed light on organizational and environmental relation-
ships and the l\)undarv xpannm g behavior of linkers,. .

Creating New Products. More funds were available for development,
than for research, although they were still limited. National intermediary
organizations whose member units had developmental capabilities played

“an important role in creating new products to support training. For

example, the Center for Development and' Rescarch (CEDaR) and-its
members juined fogether to create mupuahvuly a range of training mate-
rials to support the nationwide system for linkers. Another illustration
was the American Educational Research Association w hich, in coopera-
tion with its mqmbvrslup‘, produced developmental .suppaort for the
nationwide 'éwlcm Universitics and other organizations with develop-
mental capacities also pmduwd a multiplicity of important products to
suppart - training. Unl\ a fow l”ll\lrlll()n\ of pertinent development can
be offered at this point. : '
Through the encouragement of the National Institute of tiducation
artd a number ot regional educationad laboratories and rescarch du\'clnp-
ment centers, & catalog (Lducational Dissemination and Linking Agent Source

* Book) was developedsin the latter part of the seventies. This andjothers

which followed contained information supportive of those designing and

- impiementing programs for linkers, ‘As inventories of training materials

were developed. greater attention was given to the attainment of more
comprehensive and user- -oriented systems for classifying those moterials.

" Another innovation which emerged in the late seventies was a prod-
uct called human. resource banks w huh supported linkers, hnklm, agen-

352
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cies, and linker trainers. Wlth the complexity of improvement activities
and the need. for expertise of various kinds, ,~.y-.tunmhL and easily accessi-
ble iformation vn human resources wlated to defined training needs

- proved useful to leaders in the system. Although problems were encoun-»

tered in operationalizing and using these data banks, they provided in-
fortnation on a wide range of putmtml tulunl and expertise for designers
and trainers.

In the seventics, needs assessment procedures tended to be based
upon the perceptions of linkers and those responsible for training linkers.
However, in the late seventies and cightics, more sophisticated ap-.
proaches to the evaluation of training needs developed as a support to the
tralnmg system. These included performadce appraisal based upon job
analyses, the identification of discrepancies between organizational objuee-
tives and performance, normative furcn.astm;,, thuury -based models, and
trend analysis. :

Still another kind of pmdun.t ‘o suppart the nationwide svslcm was
new training materialy, Many of these training materials were reality-
orented (e.g., cases, simulations and films) and were designed to facili-
tate skill leaming and to offer knowledge application exercises. Other

material$ more conceptual in nature ranged from’bibliographies to syn-
theses of information on exemplary practices s and syntheses nf knowledge
on salient aspects of practice.

In the carly 1980s, videp-tape became. prominent as the medium for
communicating exemplary practice. The capacity of this medium for cap-
turing and diffusing excmplary Practice inexpensively madv it an impor-
tant support in linker training. Some of the tapes presented sequenced
learning experiences. For example, one pattern involved first a trigger
tape simulating a problem; second, a tape dcputm;, an exemplary practice
rela‘tcd to the problem; and, third, a tape dm ussing the cunu'pls shnpm;,
the oxemplary practice. -

Recently, two.additional tcn.hnuln;,xus began to be used in the training,
of linkers. The first of these was communication satellites, able to icach

large numbers of individuals in specified regions of the country. Certainy -

universities developed the capability to utilize communication satellites in”
training and acquired the necessary equipment to de so” “This approach .

“proved to be cost-effectivel because of the large number of individuals who
could be reached.

A second technology wa- the v1dcu disc. In the late 1970s, a number !
of universities cooperated to test out the use of video-discs in transmitting
ideas and information i training. This technology tended to be used
initially in large urban settings where it proved to be effective, especially
with small groups of various kinds. Later, it was diffused for use in
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suburban and rural areas and had been used in varied settings for the
training of linkers by 1985. - :
. To sum up, léaders in the late seventies and- eighties, increasingly
agreed that the emergent natipnwide systemneeded to be improved -
through programs of research, development, and training innovations.
Limited resources were made available from various levels of educational
development to fund these programs. The result was rescarch findings,
varied products, and a range of training innovations which impacted
pusitively upon'the nationwide system in the late seventies .’md cighties

Providing Technical Assistance to
Support Training Programs

As the nationwide system emerged and as training innovations, re-
search findings, and development products were achieved, the demand
for technical assistange to support the training of internal andexternai
linking agents incréased. The response to the request for technical assis-
tance was provided partly by training units working with other units and
partly by intermediary organizations ‘with special links to trainers of link-
ers.-As noted earlicr, intermediary agencies were in direct contact with
linkers through individual memberships in some cases and through in-
stitutional membership in others. The National Academy of School Execu-

. tives, for example, had unique channels for reaching individual school -
! “superintendents practicing or dusiring to practice linkage strategies in.

change, and such organizations as the American Association of Colleges
for Teacher Education with institutional membership were able to reach a
range of linkers in their member institutions. : .
Intermediary agencies were aniguely equipped to monitor the de-"
.velopment of resources nationwide, to-organize information on resources
and to disseminate results to linker trainers and linkers through annual
/ cortferences, special seminars or workshops, and a variety of wriften and
audiovisual media. As linker trainers in school systems, intermddiate ser-
vice agcncibs, institutions of higher education, and cooperatives of vari-
ous kinds acquired information and knowledge-based products and ser-
vices, and’skills in their use, they utilized the information and skillsin a
varicty of internal or external technical assistance activities. :
Other kinds of technical assistance were also provided the educa-
tiorial community as, for example, the facilitation of personnel exchange:
for staff development purposes. In the carly eighties, the trend to facilitate

. exchange between internal and extern linkers in linking agencies de-

veloped. Internal linkers, by spending time in external linking agencies

824
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.
acquired. in a relatively efficient manner, information on g wide range ol
Knowledpe-based products and services relevant to school improvement.
External linkers, by spending time i sehool systems on eschange ar-
rangements, acyguired clinical knowledge on problems of educational in-

provement related 1o policy -making, teaching, and management, al! of -

w hich increased their competence and the compoetence of their agencies.
AR .

.

‘Summary

During the 1965-85 period, a nationwide svstem for the training of
linkers emerged. By 1980, the niajor elements and tunctions of the system
were relatively clear. The key elements were' found in a federal-state
structure involving leaders from both the eseeutive and legislative
branches of govergment; a tr.nnln;, structure responsible for duh\urm;,
leamnings to linking agents; and an intermediary structure made up of

organizations with special responsibilitios for nilssumnmtm information
org £

and providing tmmm;, to those with major responsibilities for lmlnm;1
linkers.

During the 1975-85 period, a sy stcm to support the nationwide train-
ing system emerged. This system was based upun the functions of re-
search, development, and training innovations. ‘fechnical assistance and
dissemination systems were also created to communicate information and
to facilitate the use of .new pmduus serviges, training innovations, and
rescarch findings to improve for linkers and ‘trainers of linkers. In 1985,
both the nationwide system and its support system are fiemly in place.
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