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tactics used in planning and decision making related to specified
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Foreword

The initiation of the Dean's Grant Program in 1974 raised a number of
questions which had not been heard before. Prior to this program, federal
grants tended to be awarded to individuals or groups of individuals to con-
duct research or to expand training programs in particular areas. Dean's
Grants, however, were awarded directly to deans to initiate revisions in-
stitution wide: teacher-education programs in this instance. It was the
potential of deans to fulfill this role that raised the following questions.

1. Does a dean of education have the authority to initiate changes in
the teacher-preparation curriculums?

2. is a potential for change invested in the office o7 dean?

3. Does a dean have the power to act as a change agent?

4. f a dean tries to exercise the authority of his/her office to
initiate change, what techniques does he/she use?

5. Do a dean of education and education faculty members perceive the
dean's role in the same way?

5. 1If a dean desires to initiate changes in curriculums, how should
he/she use the power of the deanship to carry them out?

7. How do deans make decisions?

These questions are answered in the four papers making up this book.

The papers by Sivage and Okun are among the few in the literature
directed to the topic of the dean's role in changing the content of courses.
in a sense, they evaluate the initial premise of the Dean's Grant program
but from different points of view. Okun looks at whether the dean has the
authority and power to institute change whereas Sivage examines the techniques
used by deans to initiate change.

Bryson, in his first paper, examines the nature of power in an organiza-
tion like a college of education and then shows how the potential for power
can be used to initiate changes. The example he uses is that of a Dean's
Grant Project. In his second paper, Bryson and his co-author try to answer
the question of how much contingencies figure in the decisions made by deans.

v
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Results are not yet definitive but they are, nevertheless, highly interesting.

Few previous efforts to look at how decisions are made have dared to include

as many variables and circumstances as have Bryson and his colleague.
These four papers are, indeed, seminal in their results as well as in-

tent.
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Advocates of Change:
An Analysis of Deans’ Roles as Directors of Dean’s Grant Projects

Carole R Sivage

Inevitable though it may be, change is disconcerting. It can be seen as

a challenge or a threat. Five hundred years ago, Niccnlo Machiavelli wrote,

Resistance to reform derives partly from fear of the

opposing faction which supports it, and partly from the

innate conservatism of mankind and its suspicion of

change. (p. 6)
Mevertheless, change occurs. It is a characteristic of all institutions that
swvive over time. Public schools, for example, are far different today from
what they were 100 or even 25 years ago. Some changes occurred as a result
of new theoretical insights into the learning process that were developed in
institutions of higher education and passed down to the schools, and some
were imposed upon the schools by new social policies.

Today, schools are under attack to change from a number of sources:
criticism of the educational system, changes in society, pressures from com-
munity action groups and the courts, and new inclusive legislation, particu-
Tarly The Education for A1 Handicapped Children Act of 1975 (Public Law 94-
142). T'is law mandates a new philosophy of and approach to educating chil-
dren with different kinds of handicaps that depends upon the acquisition of
new knowledge and skills by regular educators. Although the law is directed
to the education of handicapped children, it carries implications for all

children who attend public schools. For example, it mandates "appropriate"
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education in "least restrictive environments" according to "“individualized
educational plans” that are developed with the participation of parents, and
parents have the right to "due process" if they disagree with the individual-
ized plan.

In order to facilitate compliance with the law, the Congress included in
the provisions funding for the retraining of teachers already working in the
schools. However, recognizing that teachers in training also would need
these skills and knowledge, the Bureau of Education for the Handicapped (U.S.
Office of Education, Department of Health, Education and Welfare) initiated
the Dean's Grant program prior to 1975 through which there were offered to
qualifying schools and departments of education in colleges and universities
relatively small grants to bring about revisions in teacher-preparation pro-
grams. In 1979-80, grants with a mean value of $40,000 were awarded to over
140 deans in colleges and universities around the country. The grants car-
ried two major requirements:

1. The dean must serve as project director.

2. The grant must be used to stimulate changes in regular teacher-
preparation programs so that all graduates of the programs will be prepared
to meet the needs of handicapped students in regular schools and classrooms.
These requirements are both innovative and problematic. They are based on
the assumption that deans, by serving as project directors, can be instrumen-
tal in reorganizing teacher education. The original grant announcement from
Dr. Edwin W. Martin (July 29, 1974) addressed the charge directly to deans of
schools and colleges of education and requested their assistance as change
agents to prepare reqular teachers tp meet the needs of handicapped children
in an expanded mainstream.

Little empirical evidence supports the assumption that deans are criti-
cal to the success of Dean's Grants aithough the literature on change and in-
novation in elementary and secondary public schools stresses the importance
of administrators in facilitating change efforts there (Berman & Mclaughlin,
1975; Emrick, Peterson, & Agarwala-Rogers, 1977; Fullan & Pomfret, 1977,
Miles, 1964; Runkel, Schmuck, Arends, & Francisco, 1979). The evidence was
not directed to change in institutions of higher education, nor was the role
of key administrators (e.g., department chairpersons, deans) in promoting
change in such institutions carefully examined. Thus, the requirement that
the dean, the top administrator in a school or department of education,
serve as director of a special project which is organized to revise curricu-
Tum, anticipated a set of behaviors that are not traditionally associated
with the formal authority and status of the dean's role.

The problem is clear. Deans have been put in the position of change
agents in reorganizing teacher-training programs with but little direct em-
pirical support for this role. Even less information is available on the ac-

tual behavior of deans, yet knowledqe of the behaviors that support change to
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the extent mandated by the Dean’s Grant program is essential to both present
planning activities and future policy decisions. Thus, in the study reported
here, the roles of administrators in public schools and institutions of high-
er education, which are described in the literature, were compared with (a)
the observed behaviors of deans and (b) the reports of deans' performances
obtained from interviews with personnel at the project sites. In addition, a
comparison was made of case studies at different sites to identify behaviors
that are viewed as helpful or not helpful to the process of change. In sum,
information to answer the following questions was sought:

1. When deans of education are put into the role of project director,
what do they do?

2. Which specific behaviors of deans are seen as supportive of change
efforts? In other words, how do deans act who are seen as advocates
of change in higher education?

The methodology used in site selection, site-visit procedures, and
cross-case analysis is described in the next section. Seven brief case stud-
jes follow; they exemplify the kinds of data that were collected. Although
10 sites were visited, each of the seven case studies highlights an essential
feature of the project and illustrates how deans and project personnel adapt
goals and strategies to fit a particular situation at an institution. Fur-
thermore, these case studies provide the background for the report of the
findings.

Each part of the results section analyzes a particular role of deans
which our research found to be especially important. The roles are de-
scribed, using data, relevant quotations from interviews, and appropriate
references from the literature that formed the conceptual base for this re-
search. One part of the results section provides a counterpoint by describ-
ing behaviors that were perceived as nonsupportive, or not helpful to the
change effort. A summary of findings and their implications concludes the
report.

Methodology

Adapted for use in this study is the methodology developed for a recent
study of school principals and externally funded change projects which was
sponsored by the University of Oregon Teacher Corps Project (Reinhard,
Arends, Kutz, & Wyant, 1979; Wyant, Reinhard, & Arends, 1980). The methodol-
ogy takes the form of case study exploratory research, which is probably more

properly described as "mini-case study" because of the relatively short time

spent at each site (an average of 2 days). The advantages of exploratory

field research methodology are apparent, given the purpose of this study: to

examine the role and actions of deans within the context of particular insti- |
tutional settings. Exploratory case study research offers the sort of factu-
al in-depth description and attention to details that clarify the structure
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and influence of the context and the processes of change in higher education
settings.

Literature from the fields of ethnography, naturalistic inquiry, and
case study methodology guided the planning of this research. Robert Stake's
ideas on case studies, presented in The Logic of the Case Study {1976), were

particularly helpful, as was John Lofland's {1971) practical guide to quali-
tative observation and analysis. Clifford Geertz's work {1973) provided both
models of case studies and an excellent rationale for the methodology, as did
Guba's monograph on naturalistic inquiry (1978). Additional pointers on
methodology were gained from Wolf and Tymitz {1978) and Denny (1979).

Site Selection

The Dean's Grant Projects (DGPs) which, in 1979-80, had been funded for
at least two years were separated first according to the six geographical re-
gions used by the National Support Systems Project (the technical assistance
network at the University of Minnesota supporting the DGPs), and then divided
into two categories: “Large/Research" and "Small/Primarily Teacher-Training
Institutions." A random number table was used to select 10 sites that appro-
priately represented the proportion of grants in each category; an alterna-
tive 1ist of sites also was prepared in the event access to any site in the
first group was difficult. The final sample of 10 DGP sites equitably repre-
sented the grant awards by size and mission of the institution, geographical

region, and funding level.

Site Visit Procedures

The first contact with each site was a telephone call to the dean. Using
a master script for consistency, the caller outlined the purposes of the

2 choose to participate, confi-

stidy, the obligations of the dean, should he
dentiality issues, and the next steps in facilitating the visit. In each
case the dean welcomed the study. He was then asked to select one or more
contact persons to manage the details of the site visit.

Prior to the visits, the deans and contact persons were asked to provide
information that would add depth to our interviews. Course descriptions, de-
scriptions of the education unit, and information related to the DGP were es-
pecially useful; so too were institutional catalogs and information on the
area in which the institution was located. The contact persons were asked to
schedule interviews with appropriate personnel associated with the grant,
such as the dean, proinct coordinator, and faculty members, some who were
very active in the DGP program and some who were not so active.

Site visit packets were prepared. Each consisted of documents, check-

lists, and focused interview protocols. They were intended to insure consis-

2A11 the deans in the sample happened to be male.
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tency, authenticity, and confidentiality among the three researchers. (&n
interview protocol is shown in the Appendix.) FEach site visit consisted of
interviews with the dean and appropriate DGP personnel and fdacu!  members
over a period of 2 days. About 100 persons (12 deans, 9 project ..ordinators,
and 75 faculty members} were interviewed at the 10 sites.

Each interviewer was responsible for follow-up activities, thank you
letters, and writing up field notes from the interview protocols.

Data Compilation

The field notes and case studies were written up in the same general
format to simplify content analysis. When all visits were completed, the re-
search team met for a preliminary analysis of the data. General lists of be-
havior that could be identified as supportive or nonsupportive were compiled.
In all, over 250 separate supportive and less than 30 nonsupportive behaviors
were identified. The items on each list were combined and regrouped several
times according to the various concepts and patterns that emerged from the
interviewers' observations and the review of literature on change processes
and roles of administrators in higher education. The roles and behaviors de-
scribed in the findings and conclusions section derive from this process.

Field notes from the interview protocols and background information,
such as college catalogs and program descriptions, were used to write up the
seven case studies that follow this section. They illustrate the interaction

of personality, strategy, and environment at selected projects.




ERIC

. Aruitoxt provided by Eic:

MINI-CASC STUDIES

1. Finding a Benign Behaviorist

General Context

This middle-sized university was described by one faculty member as "the
place students go while they wait to get admitted to an Ivy League school."”
Located in a largely rural state, the small town atmosphere is evident at
once. The cab driver from the airport told me there are more cows than peo-
ple in this state. Everywhere there is a sense of tradition and history,
from the motel, a modern replica of a farm that stood on the site 200 years
ago, to the ivy-covered walls on the campus.

The University enrolls about 7800 undergraduates in 10 academic divi-
sions. The College of Education and Social Services has attracted 850 under-
graduates and about 400 graduates who work toward certification and master's
degrees.

Tradition and conservatism, as well as a strong sense of independuice
are essential factors in understanding this university, and the role the
Dean's Grant plays within the education unit which was reorganized some years
ago. The College of Education was combined with the Social Services Depart-
ment, which consists of social work and human services. Departmental reor-
ganization occurred at the same time. The Dean described the reorganization
as a “"resource maximizer" and a response to declining enrollment problems.
The social-service focus is intended to develop new curricular emphases for
education and to respond to emerging trends in the professions. It was
planned to "bring governance closer to decision making."

Dean C. has been at this campus for almost two years. This is his Ffirst
deanship. His background is in Policy Studies and Philosophy, most recently
at a large midwestern university where he was department chair. He was nomi-
nated for this deanship. Although he never set out to be a dean, he finds
the position rewarding ard challenging.

When asked about his personal views on leadership, Dean C. verbalized
~.ch of what others have observed him to do. He has a strong interest in
long-range policy and in a philosophy of education in keeping with his train-
ing in these areas. Generaily, Dean C. feels that he operates most effec-
tively through his Associate Dean and department chairpersons. He wants the
Jatter to make decisions but he demands supporting documentation and accoun-
tability. Communication occurs through general faculty meetings and faculty
memos, and more regularly through bi-weekly Dean's Council meetings with the

Associate Dean and department chairpersons.
when asked to discuss the effect of laws like Public Law 94-142, Dean C.

12
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described the significance of the law and its mandates. For his university,
he translates the mandates into an emphasis on service, along with research
and scholarship. He described Public Law 94-142 as a "pighteous” mandate--an
avtension of other civil rights legislation. The policy it advances may be
interpreted broadly; in fact, he mentioned the impact of the legisiation on
the new Social Services component of his College.

Dean C. described the challenges he finds in resolving conflicts. He
particularly described the "behaviorist or humanist” dichotomy in his College.
He sees his role as the "smoother" of these conflicts. When he referred to
the Dean's Grant he spoke of a "benign behaviorist" approach as optimal for
making changes.

Education Unit

Dean C. took reorganization as his first task upon becoming Dean two
years ago. Existing departments and faculties were reorganized and relocated
to Fit the new scheme. Dean C. took advantage of his "honeymoon" status as
new dean to create a structure that would be responsive to changing enroll-
ment patterns. The new structure makes conceptual sense although long-estab-
lished departments were often split.

A significant division exists in the faculty. Several faculty members
as well as the Dean saw the behaviorist vs. humanist dichotomy as a major
source of controversy. In the special education department, which had high
levels of federal grant funds, one program in particular received a great
deal of national visibility for its behavioral approach to teacher prepara-
tion. The departmental reorganization split the special education contin-
gent. The behaviorist vs. humanist division was mentioned by several indi-
viduals as an example of a conflict needing resolution, however.

A Dean's Grant had been awarded to the previuus dean but the project
had not been successful. Several faculty members stressed the lack of in-
volvement in the past effort, which had been coordinated by a Dean's assist-
ant. Primarily they stressed "lots of waste,” and the fact that the coor-
dinator of the project did most of the planning. An existing DGP advisory
council did not really "counsel”; it was more symbolic than useful. The ma-
jor activity of this past project was faculty awareness, conducted primarily
through a large-scale conference that attracted national attendance but not

much local support.

The Dean's Grant Project

The difference between behaviorists and humanists over the previous
project has direct implications for the present OGP which attempts to carry
out curricular change within departments. The current DGP is coordinated
primarily by a master's level student, P., with close cooperation from the
Associate Decan. P. was consistently given outstanding ratings by all
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informants. An analysis of the .esponses sheds light on the sort of persoun-
ality and actions that are perceived as successful in this situation,

P. describes herself as self-motivated and not afraid to build first-
name relations with the Dean and faculty members. She has many concerns with
mainstreaming after several years as a resource teacher in a neighboring
state. Currently she is enrolled in the master's degree program in special
education and took a graduate assistantship; it led to her role as DGP coor-
dinator. P. strongly expresses the idea that the DGP should offer what the
faculty wants. She said, "I work differently with every person and every de-
partment; they should be able to request the resources they want." Depart-
ments are approached according to two criteria: need and openness to change.

P. characterizes what Dean C. meant by "benign behaviorist." He de-
scribed her role as "a coordinator of efforts--she provides services to de-
partments and each department produces a set of outcomes, and P. coordinates
that."

P. tries not to push special education techniques, preferring to talk
informally with faculty members in all departments. She has attempted to
learn the politics quickly, to not be intimidated by faculty rank, and to
support and reinforce faculty efforts. Most department chairs recognize that
P. is there to support them and to see that their objectives are being met,
but, for the most part, they set the specific objectives for their depart-
ments. The objectives vary. For instance, the Health and PE unit has chosen
to order materials such as resource teaching units and "canned" adaptive PE
programs. The Administrative and Counseling department is less involved at
present, although a videotape is in production for the use of counselors and
administrators who must work with handicapped students. In this department,
P. and the chairperson make sure that the DGP is mentioned at faculty meet-
ings.

The primary effect of the DGP at this University is felt in the teacher-
training department where the chairperson characterized ?. as "highly compe-
tent and sensitive to our needs and abilities." He and P. hold weekly com-
munication meetings and he facilitates her presentations at faculty meetings.
1. *arvention is primarily in the form of teaching modules presented by P. in
elementary and secondary courses.

The role that P. plays is important to the success of this project. Her
rating as a competent, credibie administrator is universally agreed upon by
both faculty members and the Dean. Her role as coordinator is crucial to the
success this DGP has had.

Another person rated as crucial to the success of the DGP is the Dean.
Every respondent rated his advocacy and support as imperative for a project

1ike this one.

14
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Initiation/Mobilization

Dean C. began his job as dean with the knowledge that the previous proj-
ect had failed. An attempt at consciousness raising and awareness building
had not worked as planned. Several faculty members (i.e., a special educa-
tion researcher and the Associate Dean) felt that a new project would be
worthwhile. Dean C. came on board with an application for a DGP that was
virtually complete. As expected by the faculty, he approved the submission
of this proposal. When the proposal was turned down, he called BEH, found
out why, and facilitated changes in the proposal that resulted in subsequent
funding. Among the changes he suggested were the following:

1. Departmental involvement in objective setting. {In keeping with

new organizational structure.)

2. Emphasis on implementation of modules rather than faculty awire-

ness.

3. A new focus on curriculum changes through competency-based,

measurable instruction.

At this initiation stage, Dean C. appointed an Associate Dean to monitor
the project's planning and progress, and to report to him; and he chose P. as
coordinator--"an unanticipated mechanism for success.” P. turned out to have
the right combination of relaxed expertise to suit the situation. Subsequent-
1y, Dean C. showed his support in the following ways:

1. He assigned P. to an office adjoining his and the Associa“e Dean's.

2. He wrote several memos to the faculty discussing the righteousness

of Public Law 94-142 and the need for this sort of effort.

3. He broached the topic of Dean's Grants at a general faculty meeting

and called for a faculty vote of support and involvement,

4. He listed project activities as number 2 of 17 College priorities.

5. He met weekly with department chairs and other key actors to intro-

duce P. and legitimate her actions in his behalf.

6. With the Associate Dean, he edited and synthesized grant components

submitted by individual departments.

Using memos and faculty meetings, Dean C. made it clear to faculty mem-
bers that the core of the College would be affected by the DGP. The message
he transmitted was that the DGP was unique and its goals affect all profes-
sional training across the board. Two other messages from him were reported
by almost every respondent:

1. The Dean valued this effort and expected accountable results, and

2. P. was acting for him; although she was a graduate student, her

actions in his behalf were to be respected.

A major activity during early stages was a facuity retreat at which a
primary focus was on the DGP. The organization of this retreat followed the
overall leadership style favored by the Dean. He provided the sense of
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mission, philosophy, and purpose, and then introduced the Associate Dean and
P. as primary DGP contacts. The latter two facilitated information sharing
in smaller department groups.

Other facilitating actions by the Dean at this stage were as follows:

1. He continued to suppurt the notion of "populist decision making,"
that is, each department would select its goals and objectives
but would be accountable to the Dean.

2. Both the Dean and Associate Dean kept regular and visible com-
munication 1inks with P. She and the Associate Dean met for at
least an hour a week at this stage to solve problems and brain-
storm; the Associate Dean kept Dean C. informed of their ideas.

3. Faculty members reported tangible support from the Dean in the
form of money for faculty retreats and resource materials.

4. Beginning at this stage, two-way communication sharing was es-
tablished between P. and the Associate Dean. She filters in-
formation about the project to him and he, in turn, collects
information on mainstrcaming for her from the conferences he
attends. An example of their interchange was reported by P.:

"He asks what about such and such department." He directs me
by saying, "Well, what about...." This sort of behind-the-
scenes coaching is rated as essential by P., enabling her to
work out strategies of intervention.

Institutionalization

Because this particular project was finishing its first year of funding
at the time of the study, this section is brief. The feeling of most re-
spondents, however, was that it is too early for the institutionalization of
this project's objectives. A few faculty members discussed leftovers from
the old grant, which had been institutionalized mainly in the form of re-
source materials, films, and library acquisitions.

2. Fighting Ivy-Covered Traditions

General Context

The university had its beginnings 50 years ago as a division of a larger
university. Since then it has grown quickly and now serves a population of
about 15,000 students, mostly local residents. The University offers under-
graduate and graduate programs in eight schools, including a school of educa-
tion. The latter has a faculty of 1C1 members, offers about 10 degree pro-
grams in education and related services, including special education, early
childhood education, elementary and secondary education, and administrative

[l{fc 16
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and counselor training programs.

The university and the school of education have had major organization
problems in the past due to a number of factors. Declining enrollments in
education have resulted in dramatic student and programmatic cuts as programs
are switched and traded between local universities because of federal regula-
tions. For the past four years the school of education has had over a 10%
yearly drop in student enrollment because several undergraduate programs were
relocated at another university. An additional problem with stability oc-
curred because of a number of transitions in leadership. Over the past six
years the school of education has had either an acting dean or a dean who was
chronically 111 and unable to perform aggressively to save programs. Dean P.
took over aimost two vears ago.

The Dean

Dean P. refers to himself as a problem solver. He relishes the oppor-
tunity to step in and save a program. A graduate of a prestigious university,
since receiving his degree he has held several "hatchetman and problem solver"
positions, as he puts it, both in the federal government and at other higher
education institutions. He accepted the present position, knowing that it
would offer the chance to troubleshoot and save a rapidly declining program.

Dean P. portrays this University as a "growing, expanding and future-
looking kind of place." He is viewed by all as an action-type person. He and
his colleagues described how he began the change process in the school of edu-
cation almost 2 years ago which now has been mostly carried out. The plan be-
gan with the new Dean's calling several all-faculty meetings at which members
were asked to identify goals and then to give them priorities. On the basis
of the resulting list of major goals, several task forces were organized to
examine priorities and possible solutions. This process indicated the sort of
leadership that Dean P. values. He said, "You can't manage by fiat--you've
got to get others involved." He went on to describe his view of the dean's
role by saying, "My job is to oversee, and to redirect if needed. I feel
that committees must clearly establish time-bound and measurable objectives
that fit the institutional goal."

Education Unit

As a result of the Master Plan and reorganization, a new sense of pur-
pose and leadership emerged in the school which contrasts with the attitudes
of the past 6 years. The faculty is stable, over 60% are tenured, and many
more are on tenure tracks. Most faculty members could discuss the new mission
of the school of education in a knowledgeable manner. The master plan called
for several changes:

1. The education school is expanding its focus to a human services ori-
entation that will attract a new sort of student and create a less traditional

17{’} :.




RIC 18

i JAFuiToxt provided by ERIC i

12

education unit. In the words of the Master Plan, "the whole complexion of
education is changing. Educators reflect the current and future expectations
of society. Since the demand for teachers is decreasing we must develop
needed services, and expand our existing services to a broader scope of edu-
cation related endeavors."

2. The school of education is making a concerted effort to become an
"urban education" center, specializing in programs specific to this market
and nontraditional sort of student. An example of a change in this area is
the newly organized evening advising program.

3. Collaboration with other universities, community colleges, and other
community agencies is a priority.

A continuing impression of the education school is of purpose and activ-
ity under more than the usual pressures. There are significant efforts to
reorganize, stop the declining enrollment, attract new and nontraditional
students, and develop a widened sense of community involvement.

The Dean's Grant Project

The proposal for the nresent DGP already had been submitted when Dean P.
arrived at this University. Some negotiations took place between the Dean
and project director at that time, and the funding agency, although the Dean
played a minor role during this phase. As mentioned before, he saw his task
as facilitating major change in the school of education. The DGP was aimed
at the faculty during its first year; thus it meshed nicely with the already
planned reorganization. Both the Dean and project coordinator spoke of a
sense of continuous movement, with programs being assessed continuously to
keep up with on-going change. They viewed this effort as cooperative. Up to
the time of the study, most activities were focused on faculty development
through a series of inservice seminars, workshops, and other offerings.

Injtiation/Mobilization

The Dean described his role at the beginning stage of the project as
that of assistant: assisting with the budget negotiations, assisting with
rewriting and redoing a proposal which he felt was less than measurable, and
acting as editorial assistant to proposed action plans to insure the inclu-
sion of goals, objectives, strategies, and timelines that could be achieved.
He described his role as "a very important one at this stage--to establish
time-bound and reasonable objectives that fit the institutional goal." Dean
P. has a clear concept of long-term change. He views the OGP as one of a
number of factors that are causing the faculty members in the school of edu-
cation to change.

Dean P described himself as a facilitator who "works through others, and
keeps them on task," a role that signifies behind-the-scenes management and
limited direct contact with faculty members. The project coordinator deals
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directly with faculty members and gets a great deal of participation from
them. The coordinator, Dr. K., is established as credible and hard working.
She also has a reputation for strong-willed demands on others. She offers
legitimate assistance to faculty members, even running numerous workshops for
student teachers on her own time. The coordinator of student teachers told
me of the value of these workshops because special education courses are a
marketable commodity for new teachers.

One faculty memt described his view of the reason the DGP has been
successful. He said, . have been around here for 13 years. We seem to go
for years and do not have workshops. The reason DGP workshops are successful
is due to three things: faculty interest; the dedication and enthusiasm of
the coordinator; and the involvement of the dean." Another faculty member
voiced the same thought when he said, "What makes people attend the workshops?
Things that are mandated do not turn me on, but the idea that there is commit-
ment on the part of the coordinator and Dean, that is what makes people Jjoin
up."

On the Dean's commitment at this stage I was told, "I do not know what
the Dean's role has been--he has not attended planning sessions--but I have
the feeling that planning would not have happened without his support. This
Jevel of involvement with DGP plsaning parallels the reorganization task
force meetings, where the Dean chaired the meetings for a while but soon
passed the responsibility to committee members." Ancther faculty member said,
speaking generally about the Dean's role, "I'm not sure that I have a grip on
the Dean's impact--but then I live a long way back from the road (I'm out of
touch). I think he makes decisions, and once the decision is made it is a
firm one."

Dr. K. gave me her opinicns of what Dean P. should and did offer at this
early stage. She began by describing the climate which was ripe for change,
and Dean P.'s role in facilitating that change by forming the Master Plan con-
cept. There was much movement and action during this time, she said. Dr. K.
was concerned that Dean P. did not understand the nature of the DGP at the
beginning. He did not see the nature of what the grant tried to achieve.
She said that the Dean's role is a vital cne, that he should familiarize him-
self with DGP goals and objectives. Her view is that if people see that this
is something that the Dean is doing, they want to join up too. "The Dean
must show his commitment,” she concluded, "by supporting project activities,
communicating and referring to project activities, and making presentations
about the DGPs."

Activities

As inservice activities were planned and conferences and workshops were
scheduled, an example of a difference in communication between the Dean and
project coordinator tock place. The DGP was planning a third all-day
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Saturday conference and, coincidentally, on the same day as another education
conference. The Dean suggested that Dr. K. try a new strategy for her inser-
vice program: lunch time seminars instead of all-day conferences. He re-
ported that he was concerned about “"over-conferencing the faculty."

Following the Dean's suggestion, Dr. K. planned a series of four compli-
mentary lunch seminars in the Dean's meeting room. The faculty members were
ranaomly assigned to one of the four seminars and personal invitations were
extended. A phore call from Dr. K. followed the written invitation. Each of
the four seminars achieved 70% to 80% attendance. Dr. K. personally picked
up the Dean and his assistant at their offices to insure their attendance at
the seminar to which they were invited.

Dr. K.'s strategy appears to be working. The Dean supports the program,
which reflects her great creative efforts. For instance, she reported saying
to the Dean, "Shall [ make your reservations for the National Dean's Grant
Conference, or will you make your own?" She feels that his bodily presence
is essential at DGP events.

Dean P. described his activities during this stage of the project. He
saw himself as a focuser: suggesting ways that activities could be better
integrated into other change strategies. For instance, he suggested coordi-
nating inservice with a previously planned faculty retreat instead of plan-
ning a number of separate meetings. He views his task of refocusing and re-
directing the DGP as most important because it confirms the Master Plan goals
and is aimed at multicultural and exceptional audiences. He clearly hopes to
integrate the project goals int’. the larger change strategy in the school of
education. He said, "Big, ful'-day meetings seem like faddish and 'add on'
activities; when the effort is integrated then the overall mission is served.
[ want to do it without a mandate from above, to make sure change is inte-
grated, I constantly preach 'school first, department second'."

Dean P. makes himself available for planning and problem resolution, al-
though he reported having a "busy, busy, schedule." He feels he has exempli-
fied support and interest in the DGP by making it visible to chairpersons who
serve on the Dean's cabinet. He has made sure that the Master Plan is clear
on DGP goals.

Institutionalization

The DGP primarily focuses on faculty awareness activities although, re-
cently, there has been a concerted effort to integrate the activities with
on-going school-of-education events. When asked about institutionalization,
the Dean commented, "We would be successful at institutionalization if a sig-
nificant number (50%) of faculty would incorporate DGP notions into their
coursework, if we change course syllabi next year, and if the students we are
training are able to incorporate notions of P.L. 94-142 into their courses.

I suppose the most noticeable institutionalized aspect of handicapped
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awareness is the remedeling because of Section 504 regulations--ramps, new
drinking fountains and parking places. We also have a resource lending 1i-
brary of special education materials, but neither of these things is due spe-
cifically to the DGP."

3. Inservice for an Advocate

General Context

The University is the second largest branch in a northeastern state sys-
tem of education. It has a 100-year history, beginning as a religious normal
school specializing in teacher training. Since then the teacher-training wit
has diminished in stature. With declining enrollment problems, and recent
college reorganization, the Education Department became one of several units
in the School of Social Professions that also includes Business Administra-
tion, Criminzi Justice, Health Sciences, a Real Estate minor, and Public Ad-
ministratinn.

The students are mainly commuters. The University is located in the
suburbs of a large industrial city in a populous state. Numerous private and
state universities are within easy range. The density of these universities
has created problems of duplication of services that 1imit program-expansion

options.

The Dean

Two deans were interviewed at this site. The first, Dean A., had been
instrumental in getting the DGP funded. He has been an advocate of handi-
capped people's rights at state levels for the past five years, since the
project was funded. Dean A. described to me how his DGP was funded. He saw
that teachers who were equipped to carry out the principles of Public Law 94-
142 had a marketable skill in a shrinking job market. He said, "Because of
Dr. E. (a faculty member) and her dynamic support, and the new grant funding,
1 became an advocate of handicapped rights at the state level. In fact, I
chair a committee on handicap rights and was honored by the Association of
Retarded Citizens."

For the past 2 years, since a reorganization, Dean P. has been the head
of the School of Social Professions. He was trained by Dean A. during a six-
month transition period when they shared an offics. [Dean P. has not had as
much participation in the DGP as Dean A., nevertheless both have similar
career paths and express similar leadership styles. Both had some public
school teaching experience, quickly followed by the move to administration.
Dean A. spent several years as a public school principal. Both have held a
series of administrative posts at colleges and universities. Dean A. has
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been in the local area for many years, being campus school principal, and is
involved in local politics. ODean P. on the other hand, came from outside the
University and community to this deanship. His background and most recent
experience was in health administration. He is regarded as competent, fair,
and a good dean but he does not have that same identification with education
that Dean A. has, probably, appropriately, because the education department is
declining and is currently organized within a Social Professions College.

Both deans hold similar views on leadership. They agree that the dean's
role is to keep the faculty focused on the university mission. They agree
that deans work through others. In this setting, the Dean holds weekly meet-
ings with department chairs who funnel communications to faculty members. The
deans, department chairs, and faculty members I interviewed all understood the
communication channels; thus a faculty member usually has little direct con-
tact with the Dean but a great decl of indirect contact through others.

Both deans stated that their task was to find topnotch people--"people
on the same wave length"--and then give them responsibility. Deans at this
university try to "clearly make their position known without appearing to own

the department."

The Education Unit

Dean P., the incumbent, was fascinated with the "Dean's role in a time
of change,"” which he portrayed as difficult but essential. The School of So-
cial Professions has grown to be the largest academic school on campus where-
as the Education Unit is quickly shrinking. This is a time of budget cuts,
but Dean P. views the process as a constructive one if time is made to plan.
Education is overstaffed right now, he said, and it is a time to reorganize
program priorities. Currently there are 75 unfilled positions at this univer-
sity. The central administration has established priorities for them, and one
education position--special education learning specialist {associated with the
Dean's Grant)--is in the top 12. The emphasis is charging, reported Dean P.,
a view that was repeated by Dr. D., the DGP coordinator. The emphasis in ed-
ucation is quickly expanding to reach an interdisciplinary, adult audience.
Credit hours can be generated by training paraprofessionals, social workers,
nurses, and institutional aides, and creating a major area of training in
handicapped education. A new program ofters education preparation with an
emphasis on handicapped education to non-education students.

In sum, although the education department is rapidly shrinking in enroll-
ment and faculty, the areas that stress interdisciplinary training and prepa-
ration for serving handicapped students are seen as priorities, and they are
attracting growing numbers of students from across the campus.

The Dean's Grant Project

Two faculty members are associg?z%wﬂith the DGP. Both have backgrounds
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in educational psychology with an interest in special education. Because
there was no special education department at this university (it would dupli-
cate offerings at nearby universities) when the DGP was funded, these two in-
dividuals were moved into the education department to administer the grant.
Dr. E. was instrumental in writing the grant proposal, although she did not
want to administer it; Dr. J. manages day-to-day operations. In most inter=-
views, with faculty members, these two individuals were viewed as instrumental
in the DGP's success.

The DGP is in its last year of funding. Both Deans plus the project co-
ordinators reported that they are not going to reapply for funding because.,
as Dr. J. put it, "We have achieved what we intended to do--our grant has
been institutionalized.” One of the first things Dean A. said was, "We would
never have applied in the first place if we didn't intend to instituticnalize
our changes.” Dean P. iterated the point: "Institutionalization is essential,
it is the critical element in the grant."” Clearly, the building in and owner-
ship of the changes made are valued. What was institutionalized? The main
focus of this project throughout its five years has been support and assist-
ance to education faculty members in the form of a resources library, inser-
vice offerings, and one-to-one assistance in the development of competencies
related to teaching handicapped students.

DGP activities included early awareness-raising seminars; the handicap
simulations at the seminars were well-remembered by faculty members. One
participant recalled the handicap simulation he participated in five years
ago. Although he is not now active in the DGP, he said, "If they can do it,
more power to them." He portrayed the faculty as not overly resistant to the
project because Drs. J. and E. worked so hard and the Dean supports them.

Several faculty members reported an increased awareness of the "need to
Jook for special kids in regular placements." One secondary-level science
professor put it nicely: "The DGP has been stimulating--it has forced me to
think about other ideas. For the amount of money expended it has caused me
to do some things I wouldn't have done before. I like the systematic presen-
tation of information used in the workshops."

Dr. J. discussed his current view of DGP efforts. "Right now we have
moved from awareness raising to curriculum rewrites. Our goal is to high-
light existing talents within existing faculty members. First we want to
identify what the faculty is already doing. This documentation is the least
exciting part of the job, but our actions must be documented for the Dean."

Initiation/Mobilization

The original letter sbout the Dean's Grant Program was sent to special
educators in 1974, to be hand delivered to Deans. Given that there was no
special education department at this university, the notification of possi-
ble grants necessarily arrived by a cjréditous route. It was forwarded to
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Dean A. by a professor in the Physical Education Department who was interested
in adaptive P.E. for handicapped persons. Dean A. recognized the potential of
this sort of funding as in keeping with the view of the institutional mission.
He felt that the grant gave the effort a halo visibility which, when related
to a core of involved experts, would enable change to take place more easily.
The International Special Olympics was scheduled to be held on campus, at-
tracting 8000 handicapped individuals, and he felt that the institution was
ready. Dean A.'s next action was to ask Or. E. if she wanted to write the
grant proposal. As she put it, "Dean A. called and asked if I would do the
writing, probably because of my activity in the Ed. Psych. Departme:nt with
handicapped individuals. When the project was funded, Dean A. moved me to

the education department along with Dr. J., who had agreed to manage the DGP.'
Dr. E. described something else she did at this beginning stage that had long-
term affects on the Dean. One of the project's first activities was the for-
mation of an advisory committee of special educators from the community. Dr.
E. made sure that Dean A. attended all the meetings. She realized that if
Dean A. could "learn the special education language" it would be advantageous
to them all. As it happened, in her words, "The DGP educated the Dean at a
perfect time for his career at state levels." Dr. E. facilitated Dean A.'s
attendance at national special education conferences, and she introduced him
to key figures in the newly formed DGP network. A1l these actions had the
desired effect: Dean A. developed into a knowledgeable, verbal, and visible
supporter of DGPs and of the rights of handicapped persons in general.

The support became visible to faculty members in several ways. At a
general faculty meeting Dean A. spoke of his personal commitment to main-
streaming and of the pragmatic benefits of more marketable teachers--those who
were prepared to work with handicapped individuals--in a rapidly diminishing
job market. Several faculty members reported "knowing about the DGP forever."
One remembers that Dean A. and Dr. J. talked about it at a faculty meeting.
Dean A. said, "We will support this effort," and then turned the meeting over
to Dr. J. Faculty members reported several instances of informal conversa-
tions with Dean A. One professor who had known the Dean from the campus
school days remembered their driving to a conference together, where the topic
of conversation was the potential of the DGP. Another long-time friend re-
membered hallway and restroom conversations to the same effect. Yet another
faculty member remarked that the Dean was attending "an awful lot of special
education conferences at this early period."

In Dean A.'s own words, he was "making his position known without appear-
ing to run the department." His position on the DGP was clear to all. He
both valued the concept of mainstreaming and was interested enough to learn
new language and skills. The model he set was clear to everyone.

Dr. J., who manages much of the day-to-day grant activities, provided
more information on Dean A.'s support at the early stages. He described the
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physical location of the DGP office (right across the hall from the Dean's).
This proximity is useful, he said, "because we can drop in on each other eas-
ily, and we see each other coming and going." Dr. J. and the Dean's relation
circumvents the usual channels through department chairmen in that Dr. J. re-
ports directly to the Dean.

Dr. J. went on to say that little things make a big difference in showing
support. For instance, he has access to bnth the Dean's secretary and the
Dean's auditron key for the Xerox machine. Apparently, these items do matter
because another faculty member also mentioned use of the auditron key, as well
as office location, floor space, and the presence and absence of windows as
signs of the Dean's support. Furthermore, Dean A. used his "clout" at depart-
mental meetings--speaking to chairpersons--when Dr. J. ne.ded help to accom-
plish a task.

Project Activities

As the project purpose began to affect the faculty, the Dean's support
continued, but his active involvement in DGP activities diminished as he be-
came more involved in state committee work. A procedure was set up to get the
Dean's signature on DGP documents when he was away from the office. Even at
this stage, Dr. J. reported, he could "get almost everything he wanted for the
project,” incliding a full-time secretary, instead of the half-time one the
grant allowed.

Project activities at this stage were planned and carried out by Drs. J.
and E., with on-going communication with the Dean. This approach is in keep-
ing with Dean A.'s view of leadership: find top people and then let them do
the job.

The strong support offered by Dean A. at the beginning stages of the DGP,
which was observed by all the respondents, was apparently enough to maintain
the project's effectiveness when the support was combined with the efficiency
of and hard work by the coordinators. Most faculty members reported that Dean
A. was less visible in all aspects of his role at the time I interviewed them.

This was perceived as the beginning of the transition to a new dean.

Institutionalization

Project personnel placed great value on institutionalization of the
changes produced by their activities, faculty awareness, an adapted curricu-
lum that reflects mainstreaming competencies, and heightened awareness of
mainstreaming and the handicapped people on the campus. They valued institu-
tionalization so hi~ .y that they chose not to apply for additional funding.
Both deans as well as the DGP staff spoke of the same general institutional
goals, a sign of good communication among them. The focus on the institu-
tion's leng-range goals and the good communication systems were rated as cru-
cial by both deans. It appears that their values have been passed on and are
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being practiced.

4, Direct and Indirect Persuasion

General Context

This large commuter University is located in a middle-sized city and en-
rolls about 20,000 students in a number of professional training colleges.
The college of education certifies students in six areas, including special
aduzation. Many courses are taught at night to serve the large population of
working students. This University trains doctoral students in education, al-

though the emphasis is on practice rather than research.

The Dean

There is a strong sense on this campus of old-fashioned an. traditional
values of politeness, courtesy, protection of the "weaker sex," and classical
values in education. The Dean typified, in fact embodied, this sense.
Throughout our conversation he cited Greek and Roman literature as well as
Thomas Jefferson and Harry Truman.

In discussing the DGP he spoke of the simplicity, profundity, and arro-
gance of putting the "Dean" in "Dean's Grant Projects." The notion of dean
as curricular change agent struck him as workable.

Dean R. has a strong administrative style, according to almost every re-
port. He speaks directly to faculty members through regular memoranda.

These memos usually are worded in a positive style, but they make direct re-
quests for better attendance at DGP seminars or state his "disappointment

with the lack of action with the Dean's Grant Project." Members of the facul-
ty report having a clear view of the Dean's goals regarding the DGP.

Dean R. sends notes to faculty members and reinforces them in person for
publications and other achievements. Faculty members reported that although
he notices hard work, he also expects a great deal of work. The Dean was de-

scribed by others as "progressive, and a man with vision," and as having a
notion that the DGP concept needed to be done." Another said, "In things he
feels strongly about, Dean R. is a directive leader, but he is also respected
as a credible scholar." Of himself, the Dean said, "If I'm going to be the
project director, I must be free to exercise preogatives. If I saw a conflict

I would use the power of my office in the betterment of the College."
Education Unit

The education unit is fairly stable. It has had few staff changes; the
"new faculty member" I intersiewed had been there five years. The College is
administratively organized around the Dean and several associate deans who
work through department chairs. Decisions are made by committee action.
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: The Dean's Grant Project

The project has a leadership team that represents all college depart-
ments. The team is managed and the project is coordinated by Dr. B. He is
described as “the mouth piece of the Dean"; it is clearly understood by all

that he speaks for Dean R. in DGP matters. Dr. B. has numerous other respon-

sibilities, and he is assisted by a core of able and hard-working graduate
students. The DGP management team made some commonly agreed upon points: (a)
Dr. B. is extremely competent and hard-working and truly has the Dean's ear.
(b) There is resistance, much of it passive, by faculty members to the sort
of curricular change proposed by the DGP. (c) Much of the departmental change
had been accomplished single handedly by management-team members.

The DGP at this University was previously coordinated by a special educa-
tor but during the past year the Dean decided to assign project responsibility *
to Dr. 8. to take advantage of the “symbolism of his office." Dean R. and Dr.
B. assigned faculty members to the management team.

Initiation/Mobilization

Dean R. was very much involved in writing the grant proposal. He was
aware of Public Law 94-142 before notice of the grant was received and had

been asked by a BEH official and another dean to help get other institutions
to participate in the Dean's Grant program. uring the same period, the chair
of the special education department was active in BEH funding circles and he
mentioned the idea of "dean's involvement." According to Dean R., several
people helped with the proposal writing and the DGP was eventually funded
with the special education professor as coordinator. Early plans included

: awareness activities and some public school contacts. Dean R. attempted to

’ build interest in the DGP by sponsoring a competition with a neighboring uni-
versity to attend a workshop on Public Law 94-142.

Other early activities were brown-bag seminars to increase faculty aware-
ness (attendance was very poor at those early sessions) and a needs assessment
conducted among faculty members. However, Dr. B., the new coordinator, said,
“The dean left some things to be done by the coordinator and they weren't
done, so the dean made a change."

Project Activities

The first year began with expressed interest from the Dean's office and
a newly formed DGP management team composed of the coordinator, departmental
representatives, and doctoral candidates. The interest of Dr. B. and his high
activity level are supported by Dean R. through regular committee reports on
the Dean's Grant Project and the widely read "Dean’s Memos." Activities at
this stage included on-going brown-bag seminars, with "less than wonderful
attendance," and a try at inserting competencies related to handicapped stu-
dents into the curriculum. Things did not appear to be going well. Several
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leadership team members were unhappy because they were not getting release
time or pay for all the hours they spent on project activities. One told me
that he was doing all the work himself in the department, and the faculty
Jjust wouldn't participate. Two individuals expressed strong reservations a-
bout the DGP concept; one said that the idea was worthless, the other had
reservations because of a faculty member who had been given released time for
participating in the project. The reservation was expressed as follows, "You
Jjust can't replace a faculty member like D.G. with just enough money for one
course."

Another problem that emerged during this interview was confirmed by
other respondents. At this University there seems to be a sense of crossed
purposes. For instance, after spending hours inserting special education
competencies into existing courses, the faculty learned that the decision had
been made to add on a special education course for all certification students
to take. Persons who told me of this "decision from above" were disgruntled
that their efforts had been so quickly negated. Regarding the DGP, inform-
ants said, "There's not a question in anyone's mind that it's his [the Dean's]
grant. He's delegated responsibility to Dr. B., who keeps the ducks in a row,
but without the Dean's support, interest, and enthusiasm, nothing would hap-
pen."

5. A Model of Active and Informed Participation

General Context

The institution is a large, land grant college in a city of about 75,000
people that is located in a rural area. The College does not have a program
in elementary education nor a faculty or degree program in special education.
Currently there are 85 teaching and 40 research faculty members in the areas
of secondary and vocational education.

The Dean's Grant Project is lodged in the Office of the Dean and he,
along with two or three other faculty members, originated the proposal. With
the project coordinator he manages the day-to-day operations of the DCP. It
is in its third year. A number of people in various departments play part-
time coordinator roles. It has two major goals: {a) to obtain money for
staff development; (b) as a result of staff development, teachers in both the
regular teacher education and vocational education programs are expected to
adopt a new set of competencies that will make their graduates more effective
in working with handicapped students.

The DGP appears to be going very well. Morale is high and there is lit-
tle resistance. The Dean is actively involved in all aspects of project man-
agement and activities. Faculty members are very proud of their progress and
growth in 111 the programs. They have what they think is a distinguished
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faculty that is hard working and receptive to building strong programs.

The Dean

The Dean is a professional teacher educator. Initially, he was a teacher
in the public schools and then an administrator. He came here 11 years ago as
a department head and moved on to administrative assistant, to administrator,
and then to Vice President of the College. Six years ago he was appointed
Dean of the new College of Professional Studies. In his early 50s, he is
soft-spoken and quite impressive in his understanding of educational issues

and the mission of universities.

The Dean's Grant Project

The Dean first heard about the possibilities of getting a Dean's Grant
from another dean. He came back to his office, gathered the associate decn
and two key department chairs, and they wrote a proposal. It was rejected.
He said that the motivations for writing the proposal were {a) he was at-
tracted by the opportunity of getting professional development money (at that
time the only money available for faculty development), and (b) he and his
colleagues knew that they were going to have problems with trying to incor-
porate in courses the principles of Public Law 94-142. They had been in the
inservice business of trying to provide skills and competencies for teachers
to work with handicapped kids, particularly in the vocational area, since
1975. They were not happy with their efforts and the Dean saw that they

needed to address this issue.

Initiation/Mobilization

Dean B. was instrumental in initiating discussions and was on the team
of four who wrote the proposal. The DGP coordinator, a recently graduated
doctoral student, was working out of the Dean's office at that time. She
helped to get suggestions from faculty members although Dean B. was very ac-
tive, even to putting words on paper himself. He had some ideas for change.
{a) He wanted a project that would allow monies for faculty development and
(b) he thought that the resulting curricular revision should be integrated in
nature. In the beginning there was no calk of adding new courses because of
the feeling that there should be an integrated theory of curriculum for pre-
paring students to teach handicapped children. The initial proposal empha-
sized evaluation, that if this project were to institutionalize new sets of
ideas and strategies for training teachers to work with handicapped children
then careful evaluation of both the processes and the results of the change
effort was needed. Dean B. tried to influence others on the merits of his

idea and he felt that he had done so successfully.
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Project Activities

Dean B. held a series of meetings with the assistant director and various
department chairpersons throughout the co]]ége to develop a management plan.
He said he tried to attend all the sessions during that period. He wanted the
faculty to know that he was excited about the DGP and that he expected some-
thing to happen. When management plans were not drawn up to his specifica-
tions, he helped to develop the management system to make sure that the DGP
would be successful and that whatever was accomplished would be institutional-
ized. Dean B. found that they would have to move slowly if they were to at-
tract positive responses. The strategy at this time was to focus on key per-
sons in each departme .t and to work through the informal power structure to
gain awareness and ultimate success.

Another strategy was to hire faculty members in different departments to
develop modules to use in various courses during the year. These modules il-
lustrate techniques to integrate handicapped students into regular activities.
Dean B. volunteered his time to participate in the videotaping; he demon-
strated successful integration techniques. He did so to serve as a model of
support for DGP activities. From his report, it was a successful tactic.

Dean B. believes strongly in the symbolism of his participation as a way of
showing support for the project. Another activity he participated in was
spending a day in a wheelchair to test building accessibility on campus.
Thus he provided a highly visible symbol of attention to the needs of handi-

capped persons.

Institutionalization

Dean B. already is starting to think about ways in which fiscal and
staff support can accomplish the new goals. He thinks that, ultimately, dif-
ficult personnel decisions will have to be made to commit resources to the
goals that are basic to the project.

The coordinator's role in this DGP seems to have two facets. (a) She
coordinates the day-to-day activities, such as setting up meetings, getting
people to participate, writing memos, Xeroxing materials, putting together
bibliographies, and so on. She meets with the Dean once a week, updates him
on what has gone on, and explains where his support is needed. He goes over
her progress and makes suggestions on what should be done. (b) Because there
is no special education department, she provides special education expertise.
She is the only faculty member who has knowledge of special education and so
she serves as a technical expert to various persons and departments when they

work on modules and try to revise programs.
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6. Reaching Out to Other Professionals

General Context

This comprehensive state college is located in the largest city of a
western state. It has an enrollment of 3400 students. The college offers
academic programs in general education, liberal arts, and the sciences, under-
graduate and graduate teacher education, anc professional vocational educa-
tion.

The School of Education has four major units; it employs about 50 full-
time faculty members of whom about 10 are in the special education department.
About 70 master’s students are graduated per year. An important feature of
this school is the emphasis on field-based instruction because of the extreme
dist