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. PREFACE .

({( .
Pt Creating change in an educational system’

. ) is a dynamic, challenging process. It (
~ puts a premium on initiative taking, : '
: developing new ideas, tackling new jobs

) _— in-new ways, and working with new people.

Margaret S..Dyyer,(1977, p. 54)

‘\

For the past two decades, thé active and creative spirit’ of planners, v
administrators, and advod@BMEPf services for young handicapped children and
, .
theip families has changed people'§ ideas, established new priorities, and

stimulated new and better programs. This dyﬁamic effort has been directed

toward ﬁocal education systems and a larger landscape of human services--state

government, private service agencies, health-care settings, and institutions
of higher education. / . N
As a result, much positive change has occurred:
o5 ) ¢
°‘gﬂi?ntyrtwo states have legislated changes that mandate preschool
education for children under age five years;

Twenty one locally-based projects of the U.S.PﬁaQQicapped

\\
L2 S O|

Children's Early Education Program (HCEEP) have pdsséd the Joint
) Dissemihapidn Reviéw Panel. (JDRP) of the U.S. Déaé;tﬁen; of
. - Education (these projects successfully developed and documented
component§<th§t can be replicated nationa11y~by other program ‘s
‘ developers); |
o A gamut of formal and informal in-service and pre<service

.

training activities exist nationwide; o .




/ . , l .

. * |

3 ‘ .

° Breakthroughs in technd?%gy and research have spawned new and
' !

better ways to ‘identify and serve at-risk and handicapped

‘infants; . oo N : '

A

‘o

Private, local agencies (e.g., United Cerebral Palsy, Child

Development Resources, Lighthouse for the Blind, etc.) provide

d continued, responsive, quality services that public agencies have '
. [ 4

L 4

been unable to develop; ,

/
.

@ Day Care and Head Start programs now respond more systematically

to the épecia] needs of special children;

/

. b ’ A
Trained professionals are more plentiful:

o

° The Division of Early Childhood emerged in the Council for.

Exceptional Children;

o

Demonstration and Outreach programs funded through HCEEP and
sponsored by the U.S. Department of Education continle and expand
prescﬁboi services to children and famiﬁies after federal funding-
terminates.

These and Other successes did not come easy. As program p]éﬁners move
into the 1980s, creating change will become more challenging: scarcer
resources are probable; po]icymaker; are changing their perceptions of
"appropriaie services" to handicapped preschoo]er;; and 1egis]athres are
attempting to rescind hany mandates. In light of these trends, much remains to
be done to achieve appropriate services for our nation's estimated one million

‘preschool handicapped children and their families. .

7
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Purpose of this Book ~ _ o co -

. & . '
7 Promoting comprehensive services for young ¢hildren is a creative

enterprise that integrates‘(institutiodélizes) new progrmng, ideas, p}actices,
and products into existing systems or settiﬁgs. The task demand% changes-in ¢’
- at?itqdes, sk{lls, and behavior of peop]e anﬁ)their organizations. ~>/(r
This text was prepargd to assist p]anners,,ad@inistratérs, and advocates
' in three‘areas: v ‘
° To .increase awareness of general and specific stratégies that

{ .

?gster positive change. : C .

§

° To nuture positive feelings and thereby reduce anxieties

toward this new, often complicafed task of planned c&érge.

° To suggest other readings and resources to enhance the readersL .
¢ ’ | 3 N -

¢ understanding of the chandé process. : .-

Uses of this Book _

’

This book May be used by a variety of audiences in a number of different

ways. Three types of professionals are targetted: , -

° Planners and administrators of special education, early

childhood, and general education~programs;l :
— L e~ (
° Graduate students fn educational adminigtmation and special K
education; < : - ' . '

¢
0

° Advocates of services for special children.

-




‘, The mater1a1 in this text can be 1ncorported in.a, workshop on ‘the change

process or assigned as‘fference or required— reading for a course or

Ju
seminar. And, 1t can serve as a basis for staff deveélopment . for special ~

' education early childhood ° programs. ' } . ' - o ‘o
, 4 . . . ) ' \ |
Py —,L 'I ’ Core Y |

. Organization of Text e -, o

S ' -’ The text is organized in seven chapters. The first chapter is an R

: introduction to thé change procesi The next five chapters exdmine the
T character1st1cs of change within part1cu1ar sett1ngs that involve young ‘ B
)” .
hand1capped children and their families? The last chapter provides a W1ew of

(28

«

p]ann1ng for genera] d1ssem1nat1on activities, to facilitate the

- 1nst1tut1onaﬂ1zat1on of change.

Following is a short descr1pt1on of each chapter. Chapter 1, ed1ted by

~ -Gary Lambour Pavid Rostetter Selma G. Sapir and Ashaki. H, Taha, provides a
pract1ca1 step-by-step process for 1nst1tut1ona11z1ng educat1ona1 1nnovat1ons. .4
::' ) This chapter was synthes1zed from meetings of the. "Invisible Co]]ege on the
) Inst1tut1ona11zat1on of Change" held at Bank Street College at New York City
. » *(see Appendix]). Chapter 2, by Barbara J. Sm1th discusses change in ]ocal

"\educat1on agencies (LEA) She portrays the 'LEA as a setting where changgigan

be brought about through the deve]opment of a pub11c po]1cy work1ng w1th1n

C Rolitical systems and processes. In Chapter 3, Corrine Welt Garland exp1ores

the change process Within the private nonprofit agency. She advocates for the - _
continued need for this type of service agency and its un1que contr1but1ons.

Ideas for change in hospital settings are prov1ded in Chapter 4. Though a

great deal of attentiop qs g1ven_to technological innovations; Arnold D

Kalu;ny urges more attention begiven to understanding the factors assoc1ated

with programmatic types of innovations, and he develops strategies to facili- -

. A
tate the implementation of such activities. Ann B. Taylor and R. Michael Mayo

¢
. t 4
L4 . .

T \)4 - - ) * “ ‘ -Xi ! " :8
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‘examine the unique elements 6f state égencies\and government in Chapter 5.
Chapter 6 highlights change at iﬂgtitutions of h%gher education. Nancy A.
Car]sgzvfs}Qs for establishment and maintenance of a core group of p]anﬁeré
within the university qr college structure that continua]]j asesses needs and
strengths and offers alternatives for the 1mp1ementat1on of change efforts. The
last chAer, by Pascal Louis Trohanis, details some 1deas on planning for the
dissemination of products, 1deas, programs, and pract1ces. ‘Trohanis offers a

general planning approach 1n'th1s conclud1ng chapter. A

Pascal -Louis “Trohanis, Editor
Chapel Hill, North Carolina
September 1982 "

o, : * . - . - -
'S wE o e . PR
- A. ‘

PR * :?':. Se1ected Refqrence'

Dwyer, Margaret 5.’ Mastering Change in Education. Educational Technology,
1977, 17(1), 54-56.
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all handicapbéd children. To accomplish this, U.S. Special “Educ
Programs (SEP) prbvides money and assistqpce for innovative programs.
In recent years, SEP's Division,of Innovation and Devilspment has taken

steps to help funded projects instit&tiona]ize educational -Ynnovations.

& /
. efforts were spawned from the rea11zat1on that the qua11ty, va]idgty,

stppe,
and merit of an innovation do not a]one determ1ne success. Rather, success
depends on a range of seem1ngly unre]ated factors that p]ay a s}gniftcant role
in eithe; facilitating or hindering the institutioné]ization of the
innovation. o

This chapter, gleaned from meetings of the Invisible College on the

Institutionalization of Change held at New York City in March 1980 (see

St

Appendix), wi]i’he]p readers understand the protess of institutionalization
and learn methods of working with others successfully. The ch;g;i:Jj3cusgs on

nontechnical factors that influence educational innovations, answers basic

)

queéiions, provides practical political guide]ines, and identifies the .
‘e§7entia1 components of the 1nst1tut1ona11zat1on process.
This chapter is based on two papers: " "Educational Innovation: The ;
Political Dynam1cs of Change," by J. V1ctor Ba]dr1dge and "Inst1tut1ona11z1ng

Chahges in Schoo]s," by Philip J. Runkel. Both of these papers were wr1tten

espec1a11y for the Inv1s1b1e College on the Institut1ona11zat1on of Change.

,/

f
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THE P’Ro'gsss ‘ e
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]

" Q. WHEN IS AN INNOVATION INSTITUTIONALIZED? AND HOW DOES IT GET THAT WAY?

A. AN INNOVATION IS CONSIDERED INSTITUTIONALIZED WHEN IT BECOME§ AN INTEGRAL
PART OF THE ORIGINAL SYSTEM. ’ ;
& _ Innovations do not happen in a vacuum. They need receptive people, ”l*"
p]acés, and settings for learning. Three basic approaches are: .

‘ Q@
° The Rational/Empirical Approach: appropriate knowledge and data

will permit change to occur.

The Power/céerci;p~ﬁpproakh: authority ‘mandates change.

The Normative/Re-educative Approach: participative experiences

(in-service ski]l*and attitudinal training) will faci]itate ‘

change. . ‘
A11 three approaches contain elements essential to inéiituiiona]ize .

an innovation into an exjsting system. S

Q. WHAT DO I DO AFTER -THE INNOVA}IOQ IS INTRODUCED?

A. A COMPLEX éRﬂCESS MUST BE INITIATED. ‘ :
The process coqfis&§ of.§;yen.action-orjented cqpponent;:
1)_Plan and‘ﬁ6n726F%%311abofétively ‘

2)‘ Adapt internal and egfefna] expertise
~3) Revise matepjals td'ﬁéet lTocal needs
4) "Model desired Whavior
5) Train as an\integﬁa!fgart 6f§r§gglar work meetings
6) Build and maintain supbort.systeﬁs o

7) Keep at it

R4
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Together, these seven components comprise a process that includes the

~

three basic approaches to change outlined above. It is critical to

institutionalize this process. : ~

-~
. .

0. HOW CAN I KEEP TABS ON WHAT'S GOING ON?

13

G

A. PLAN AND MONITOR COLLABORATIVELY. T
Collaborative planning must invo]v; inperna] and external resources

comm{tted to the innovation. fhough outside cgnsu]:ants usué]]y are committed
to supporting innovatio&s, gene}atfng a similar internal commitment typically
relies on skillful committee politics that can -overcome the natural inertia of
organizations, First, get on the right compittbe. Then, do your homework.
It's also a good idea to become the ééﬁmittee chairperson or sec}etary. The
chairperson sets the agenda, and.-the secretary-sérves as the committee's

. memory. ‘Ipfluence over a committee often is equal to influence over-the

-

decision,

Monitoring, tbo, must be collaborative, and it must be linked to
planning. In the initial stages of the innovaf&on, trace the decision flow
. through to execution, and fight whén-isgues are dis?orted. The truly
'effective change agent tepaciously menitors the decision-making process and
draws attentioﬁ to any lapses.

Extinction is part of the life cycle of a project. Remember tﬁat few
goo& changes ar; etéhna]. Monitoring for effectivenes§ includes deciding if
pgrformanée meets expec?atio& and if the need for the innovation still exists.
Effective monftoring and political expertise requjre the abi]ity'to‘extinguish,

~a progéct--that you've fought for and won--when S oﬁ;fiyed‘its

-,

useflilness.
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HOW' CAN I BUILD A G0OD, TEAM?

.o~

ADAPT. INTERNAL AND EXTERNAL EXPERTISE.

sQL“

An effective team strikes a balance between internal and external human

resources,

L

resources and builds-on the strengths and neutralizes the”weaknesses of each.

Figure 1 shows assets and potential liabilities of internal and external human

S

Figure 1

x

-~

Lnterna] and "‘External Human Resource%

X

Assets

] Liabilities

Internal Task Forces:

» understand the local:situa-
tion;

» are committed to making an
innovation ‘work because
they must live with it;

- » have access to the chan-
nels for implementation.

L3 . L an
» can create political prob-
- lems by recalling past
probléms and opening old
waunds; <

» can be costly and problem-

- matic in terms of money,
commitment, and time;

» may be so egocentric ‘and
locked into old ways that
they cannot gain fresh
perspectives om probtlems.

, . . External
> bring fresh perspectives
and specializedMexpertise;
» are isolated from intern-
al polifics and have great-

- er objectivity;ﬁ”.
» are not ego-invplved in

the status quo -

- -...l,__—-
»

Consultants:

» often fail ;o understand
the dynamics of the unique .
Tocal situation (indeed,

- their ignorance is common-
1y misinterpreted as ob-
Ject1v1ty),

» lack channels or author-
ity to implement recom-
mendations;

» lack ego-~investment; .
» can be used by an adminis-
trator to support his or,

her policies

‘4‘
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The best’ balance of internal .and external talent seems to be the.combined
use of outside consultants with gn internal task force. The internal task
force might take the form of Runkel's (1980) “Cadre of Organizational
Spec%jlists," a groupithgt provides deve]ogﬁgﬁt consultation to peers. The

purpose of a cadre is to: - \‘\\ ' ’ |
. ° Increase problem-solving capabilities;
. i . ¢
.~ Enable organization$ to cope with changes in roles, duties,
- s * ‘ ) '

interpersonal relations, coordination, and communication; )
°lBuildlsolutions %jth the people who will ‘implement ihem; \ |
° Improve the qua]ity of work life. . |
There are ten guide]fneé to estébiish a "Cadr; of Organizational '
Specialists": \ . ‘ , - , 1
.1} Draw members from’a]l ranks; . .

25 Assigq members part £ime g? the cadre' and compensate\them

financially or lessen other responsibilities; "~
'3) Provide services by~teams; ' . ':
4) Let the cadre respond to requests--do not impose cadre‘serviceg; ' . .
5) Plan at least three weeks of training for members; )

s

6) Do not assign mémbers to consult with units in which they are

regularly employed; >

“, " 1) Appoint a coordinator~to work at least half time for the group;
8) Allow the cadre-to have at least ten members;

LY
9),TGive the cadre its own budget; ‘. ) o~ s
10) . Provide time for the cadre's self renewal: recruiting and training
new memBer;, acquiring new skills, renewing its own cohesiveness, and

planning for %the future. .

P ot : ) } ‘ . - L 1}




: [
Q.' " WHAT IF AN INNOVATION SEEMS LIKE A GOOD IDEA BUT PA?TS OF IT DON T SUIT

.- MY PARTICULAR SITUATION? . SN

A. REVISE MATERIALS TO MEET LOCAL NEEDS.
Innovation requires examindtion of the purpose and function of existing
practices. This is not wasteful duplication of effort. Revision is a key

,

element of p]anniNg, implementation, monitoring, extinction, and assessﬁent of
needs. The revision process requires sk11Ifu1 organ1zat1ona1 po]1t1cs because
1t so often threatens those w1th a vested 1nterest 1n the status quo. The
ability to marshal cooperation and defuse potentially explosive situations
depends on’the degree that political dynamics are understood and used.

]

Q." HOW CAN I SHOW MY ORGANIZATION THAT THE INNOVATION'CAN WORK?

_A. MODEL DESIRED BEHAVI®R. ..

r *
" Modeling demogstrdte§ concretely that an innovative approachworks within

the context of an imperfect environment and not just on paper &?1h some ideal

setting. Modeling.can be effective with seasoned profession;I;\Tesiﬁiéat to

$

.anything incongruent to their previous training and cumulative exbérience.

. -2 A\ :
Successful change agents model desired human relations and techni aI‘ékills on
an ongoing basis. ) : }
r . 4 _ A

I'4
- . s,

Q. WHAT ELSE CAN I DO WITHIN MY ORGANIZATION?

A. TRAIN.AS AN INTEGRAL PART OF REGULAR WORK MEETINGS.
’ In-service training is an essential component of:the process. Training
. : . - * s
must be:




v
o

° an integral part of regular work meetings; . R

TR
y o) |

° long term;
"® conducted among intact wdrk'groups;’ ' o7
E a combination of technical and‘humgn relations 'skills (and an
,éxamknation ofﬂthe impact these new skills may have on
role relationships)., i
These four criteria legitimize the innovation and those who successfully

adapt to it.

)

R

Q. WILL T NEED HELP?

A. YES. BUILD AND MA{ﬁTAIN SUPPORT SYSTEMS. -
To get people to buy into an innovation,vit is heéessary to build
consensus for.whqt will occur. . Influence the internal process with
:supportlfrom external'constjtuencies. External pressures and fqrha] control
by outside agencies'(especfally in public institutions) are powe;ful shapers
of internal decisions. Build coé]itions that‘involve’outside and inside
* éroubs. (Programs for the education o% the handicapped»owe their existence to

outside forces that prompted internal innovation.) gpderstand the dynamics

involved in building coalitions, and learn héw to use coalitions to create

strong support systeﬁs. ;

Q. WHAT ELSE CAN-I DO? . ' .

7

A. KEEP AT IT. ' . '

»
Keep at an innovation during every phase of its life. Politically, most

decisions~é§e made by people who persist. And, power belongs to those who

_ stay Tong enough to exercise it. \At the beginning, the person who sticks with.

- -
. '
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S\Eommittee is 1ike1yvto have enormous impact on the decisfon to undertake a
project, fund it, and staff it. During the implementation phase, efforts to ‘
defuse potentially volatile situations must be ongoing. Nhen a project
reaches -its f1na1 stages, thq/gTyho followed the project from the beg1nn1ng
will have the skill, perspective, and interest necessary to deal with 3ttempts

to perpetuate it after it has oht]iyed its usefulness. Overall, three yéars

_ is the minimum amount of time to institutionalize an innovation. -,
POLITICS
Q. "ARE POLITICAL SKILLS NECESSARY?
A. AN EFFECTIVE CHANGé AGENT MUST BUILD A POLITICAL BASE. g

Organizational politics is the interaction of internal and externé]

-

interest groups that jockey for influence, struggle for power, and claim the

rlght to make decisions. Policy dec1s1ons are part1cu1ar1y critical and should

-

N
" not be cons1dered routine,. Major policies commit age organization to definite

goals and determine its long-range destiny. Since policy decisions commit »
. . S '
organizations to courses of action, people in prcj:izations must use their

influence to see that their special interests ark/included in policy. .

Commitment from decision makers can be vital when fhese individuals obtain the.

"

-consensus of their colleagues. And remember, organizational politics often

means committe:}pg]itics.
i

Successful institutionalization of an educational innovation requires an

v

" understanding of how schools and schoel districts function as political

_ systems. New projects must contend with old prograhs that have a vested

interest in p}otecting their domain. If the political dynamics are not

4

carefully considered, a new project will die.

.
. . ,
A Ve
: : ' ‘
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’Organizations are hard to change; often, people fear change and t?}‘to

[N

maintain the status quo. <y

: TROUBLESHOOTING

Q. ' WHAT KINDS OF PROBLEMS WILL I ENCOUNTER?

— A+ THREE COMMON OBSTRUCTIONS ARE: STAFF TURNOVER, ‘INEFffCIENT USE OF -~
AUTQORITY, AND FAULTY DIAGNOSIS (ASSEESMENT OF NEEDS). '
Staff turnover, particuiarly of key ‘members, severely weakens an
“innovative project. Establish times and procedures for training and
socializing replacements.
~ Formal authority im bureaucratic systems can be challenged by political L
pressure and bargaining power of interest groups. Careful attention must be
given to a project'g spructural and administrative ]ocatioé within a systém.
Innovations attached to programs in the middle ranks of a'pu;eaucracy usually .
fail. New projects need the proteéfiaq of a power%u] admiﬁistrator who can '
shelter them frbm attack from other administrators who feel threatened. If
Ayou've got authorityj-to set deadlines, establjsﬁ a divisio; of fﬁbor, and *
authorize rewards--use tt. Ih fact, adthority.is necessary to commit fundg.
The quickest way to kill a project is to éia}ve jt financia]hyf
Following the introduction of an 1nnovationi an accurate, compreﬁensive

assessment of needs is éssential., Consider:

° QpN'T allow precanceived solutions to distort decisions within

H

* your own power domain.,
° DON'T be superficial; dig deep to get at real problems and needs.
° DON'T chase grants mindlessly; pursue only those that have a real

,connection to legitimate needs.

&"_"’.'“‘“"“"”"_‘“ LT Iy

R ;’ A .
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... POLITICS.
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? _DON'T be swayed by outs%de consu]tants with vested interests in
.:',}‘, -

" particular approaches that may be unsuited to local conditions.

, SUMMARY
Q. - WHAT IS THE BASIC STRATEGY TO INSTITUTIONALIZE AN INNOVATION?

I
P

INTEGRATE APPROACHES TO CHANGE.

QQ, BECOME SKILLFUL IN ORGANIZATIONAL

AVOID COMMON PITFALLS. MAKE CERTAIN THE SEVEN COMPONENTS OF

THE INSTITUTIONALIZATION PROCESS ARE IN PLACE.

N3

>
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'This chapter will explore a process to_faciditéte‘senvices to young . .

handicapped children and their families by bringing about change at the Tocal.
public school level. This change’ can be made by developing a public policy

that e§tab11shes a system of serv1ces. This chapter w111 discuss. historical

-

and current public policy developments and ways to affect policy to increase

programs, and servicesfor young handicapped children and their familips.
- ‘ .

- BACKGROUND

In 1968, the U.S. Congress passed into law the first bill to establish a
federal role in early education for handicapped children. The Handicapped
Children's_ Early Education Program (HCEEP) was established to promote the

4 . .
efficacy and importance of early intervention and to demonstrate the effects

of-these federaily supported models (with the hope that localities would then
develop their‘own programs .and policdes). ’ ‘ .
_When research indicated that the earlier a handicapped child is served
' the more dramatic'is the remediation of deve]opmentalﬁdelays, states began
developing their.own programs._ As often the case, when program costs
became an issue»for‘state fegislatures and local governing bodies;rthere came
a need to set public policy.‘ Questions were raised: How many children need
the services? What kind of services should be provided? What agency is the
. most appropriate for providing the services?

P Policy sets forth the‘goais and ideals for an organization. Policy
establishes the authority to fund implementation of those goals. In early
childhood special education, various governmental or policy- setting bodies
have declared that early intervention is a goal for society, and they have
approved the expenditure of public funds for that purpose.

~
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Public po]icy~can establish broad ideals, or it can set forth specific

[y

rules of conduct and ensure funds to carry out.such requirements, ‘Laws and

regulations gsually fall into-this latter category. For instance, if a

3

]é@i;]ature or governing board establishes that pyhlic schools shall ensure an
. /

appropriate education for very young handicapp en, they are mandating

- tonduct and will need to appropriate funds tofcarry out the requirement.
Though many policies establish incentives or support for programs at the
4

- state or Tlocal level (Public Law 94-142--The Education for A1l Handicapped

.

Children- Act; the Preschool Incentive Grant Program; HCEEP; Early and Perigdic

Screening, Diagnosis, and Treatment Prbgram; and Head Start), none of these .

|

policies mandate or'réqhire any level of ‘government to serve preschool

handicapﬂéd children, About half of all states mandate servicés to some

portion of the ‘preschool handicapped population.

¢

_Local policy is often a mosaic of federal, state, and local requirements.
Since+a local public school system receives its requirements from all levels

. . “ oL, ) ; . .

of government including its own policy making bodies, a change process could

result from a po]i;y change at any one of these levels.

CHANGING PUBLIC POLICY

<

To change”or establish new public policy it may help to acknowledge

-

two dimensions of activity: substantive (or gdnﬁeqt) activity and procedural

-

activity.

Substantive Activities

* Substantive activities necessary to develop or change public policy may

include gathering data to establish a need for policy: How many children 1ive




~

3

in your community who need services but are not treceiving services? If they
are receiving sefvices, are the services guaranteed, or could they be’

discontinued tomorrow? ,

v

The amount of services needed must also be established: What kind of
‘handicapping conditions need to be addressed and by what services or

profession? Should services be ]imited to only the most vital for the child S

current condition, or should they be comprehensive for both child and family?.

what treatment model will be fo]]owed7

7

Figure 1 shows a decision-making matrix that can be used to.organize

0 ©

policy options. Often, politicai milieu w111 affect substantive activities,

~

In fact, some iocalities choose to sett]e for services at a smaller sca]e than

” <

~

originaiiy p]anned JUSt to establish a %rogram of some sort at a time when a

- comprehens1ve policy seems politically impossible..

Procedural Activities— 0 -
Procedural activities outline a plan of action;, Once’the substantive .‘
. data is gathered, a decision must be made: what\is the‘most reasonable policy
change? What procedures are necessary to achieve that change? Procedoral
activities a]so‘inc}ué%’assessing the political milieu: - What kind of .change
is feasible po]iticeily? Is a public mandate possible, or would a permissive
(voluntary) incentive program be & better route? Are comprehensive programs

more likely to succeed on a limited basis? What governing body will be

*concerned with this particu]ar policy change and wi]] have the power to

-
14

implement it? Is there a need for a concerted political effort by a coalition?

. Is there a need to educate ‘the pubiic to solicit their support? Are there




Five Possible Policy Optiong

Figure 1

: . i
OPTIONS |
‘ i
~ DECISION ~ 1 2 3 4 5 7"
-| Population .
* Ages " | Birth to Five Three to Five Birth to Three
———_‘___‘___._ _______________________________ L ——————— -1
* Handicapping A1l Most Severe Defined by Defined Defined
Conditions Developmental by P:L. by State. *
Disabilities 94-142 School "Law
. .
. \ : o
|. Services ' Comprehensive Comprehensive Special Educa- | Special Medical ~
' (including (not includ- tion and Re- Education .
‘ family serv- ing family lated Services
| ices) services)
, u —
A
Agency(s) f Interagency Public schools | Public Schools. | Social/
: ' | Cooperation— for one age . Welfare
Public/Private group, another Agency
agency for .
, others

-*See Smith (1980)

v
!
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timelines (e]ectIons, voting dates hearing dates) to adheretto7
$.
4

F1gure 2 shows a plan of acttgn ghart. Once all of these decisions are

made (they may fluctuate as feas1b111ty'1s tested), the plan can be

implemented, X S . . o
®

Resources and Constraints . . .

. . »
Depending on the situation of the change advocate and the community,

there will be various resources /and constraints to development of public‘

‘-

policy supportive.of ear]y)childhood special education. One situation which

mayobe a resource as well as a constra1nt is the advocate's position within or
4 .

outside of the public schoo] system. ‘ T, . R

<

An internal advocate knows‘ghe proper avenues for change and

communjcation w1fh1n the particular setting.. However, the 1nterna1 advocate
v * 1‘
may become lnvolved in a conflict of interest if act1v1t1es are v1ewed as

threaten1ng to the current system, In these cases, the insider may need help
from an outS1der. Often, parents and parent groups serve in this buffer

capacity for an internal advocate.

An external advocate usually is not d1rect1y affected (emp]oyed or ' ' N -
§

directly served) by the system he or she wishes to change. In the case of

local, school system, an external advocate may be a professional 1n a program .

7
-~

not operated by the schoo]s or a parent involved in the program, or another .
concerned individual 6r organization. The external advocate doesn't have the:

‘ same inside information as the internaT’advocate, But he or she does have the
) - ) ; , .

benefit of autonomy. Clearly both types of advocates help effect change

e '%




Figure 2

.
:
.
- i
. : :
, -
wh, ~ .
E 4 i ’ ’

Plan of Action

September October November December to March ”April to May . June\\
Begin gathering . “ School School . Develop fact . School board Follow up to .
"need" data , board board . sheets on need votes on up- board membérs
g election .  election for and benefits coming budget depending on
-Begin coalitions - data |, R ,garly 1nter- -« 'and reguta- ~ how ‘they
with other groups gathering- Invite . vention tions voted
R ’ <~ L+ 7 teachers. - : :
T, Pyblic- - and Individual meet- : Hold press
ce T .~ meetings school- ings with school - conferences
' where officials board members on the effect
v y ~ candidates to visit . of the deci-
can state programs Request public . v sion
.their po- school board: . -
sition on ‘. hearing on early _ : Give awards
early in- intervention ' " - to supportive
tenygntion programs board members
. L " Invite board ’.
. . . members' to visit ° ‘
- . . programs ¥
A Hold .press con- )
. . \ . ference on the )
' need for programs
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through the political process. ‘ ‘ .

Existing programs,or services can be constraints as well as resources to
policy development. The question may be raised: If children already receive
services, why do we need to¢ deve]op a pojicy? Often, parents becomefgatisfied

with the status quo and so lack momentum for initiating change. However,

these communities always must ask these questions Are these services
assured? Could they disappear tomorrow? Could services he improved through
defined policy and guideiines for service deiivery?

Existing programs are a resource when they are used as models for further
‘program deve]opment as settings for visitations to educate policy makers and ~
the pub]ic and as sources'of efficacy information. Often, uninformed public
school officiais are wary to comit themselves to a poiicy for early -~
intervention programs. If these officigls could visit existing programs.
their attitudes might change,};Finaliy,qlhe presence of established programs
saves effort by providing anieiisﬁing Pase for financing and service
delivery, . | . \

The question of finance is inevitable in any public po]icy consideration.
And depending on“the community, the balance between resource$ and constraints
will vary. Some communities wilL offer resources.ranging from a substantial
tax base to use of various existing private and pubiic ‘programs. Howevgﬂ,

many communities will find themseives in a financial position that wi]]

prevent or slow the deve]opment of a public policy. In each case, the state

of today's economy requires that any public policy for hyflan services stress
/
the need for interagency cooperation and cost sharing. Most community hea1th

mental health, social we]fare, and educational agencies provide services that

can be coorqinated systematically through policy; each agency need only pay




. e,
1ts fair share.-

The peop]e involved in the politicai process can be resources or
constraints on policy development. To persuade decision makers, the change

advocate must be able.to understand (at least on a superficial level) the = -

¢

policy makers' constraints, to present to policy makers useful and valid

*information and data, to unite various groups behind their cause, and to be

A ‘

courteous and respectful of policy makers eyen when they d1sagree. Effective

change advocates follow up by thanking policy makers for their support or

requesting anexplanation for their lack of support (CEC, 1976)-
_ ! . - @
51

CONCLUSTON '

hs resources tighten at all 1évels of government, the early childhood
special education community finds itself in a frustrating positions After two
decades of data gathering, ye know that early intervention is—essentiai for a
handYcapped child's optimal development. But there remains fio secure policy
base upon which to build programs or seek resources. Apathy need not result;
rather, frustrationh can arouse a determination to move forward.

Regardless of the lack of po}icy base, more young children than ever .
before are getting an early chance. And this reflects an increasing awareness
of the need for early intervention. Those that try to entrench this progress

"J ina public policy may find that in their particular situation*such political

change cannot take place at the locai community level; they must look to the

state or national level, However, every public policy has its roots in some .

group or community where people knew a change was needed.
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BACKGROUND

t

Two rooms in a church basement; a handful of chfldreﬁ, two coldege
students working part time as teachers, a dﬁiver-aide without experience, and
a wrecked bus were the resources of the Williamsburg (Virginia) Pregchool for

Special Children in the Fall of 1972, It tqrned out, however, those were only

~% -

the immediately visable resources. During the next several ‘months, the new
director discovered a committed Board of diregtors with a new, energetic,
enthusiastic, and skilled board chairman and a suppbrtive community.

While the task'bf ghange is complex, the extent of change’, in this case,
is summarized easily. In 1981, the Williamsburg Area Child Development
Resources (CDR), formerly the Preschool for Special Chi]dreﬁ, was housed in a
4000-square-foot building recently purchased and remodeled to meet prograﬁ
needs. The facility includes 6fffge'spaée, a developmental day-care unit, and
a diagnostic evaluation suite--all with observation facilities--adapted to
meet the needs of the handicappeé. Four acres around the facility will allow
further construction. The open space serves as a reminder that chaqge is a
continuous process; - % N *

The CDR program includes a transdisciplinary infant program with a strong
parent component. "This program is funded by a combination of state and local
public and private funds, and has beeﬁ_rep11Cated'a£‘16 sites through the CDR
Outreach Project funded by U.S. Specidl Education Programs. CDR materials are
used in 48 stépas ang five foreign count}ies. A Diagnostic Center oﬁened in
September 1981, aﬁ& thg original preschool classroom grogram,.which grew to a

full-service' program for 32 children, is now funded and operated by local

L2 oY
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pub]ic schools. o : Jb‘ ' ) ' o

rd

How is such change possib]e? How can it' be p]a?ped? who identifies the

need for change? Who makes sure it works? What groups are affected when a
private nonprofit agency changes so dramatically? How do those groups react?
What strategies ensure stabi]ity of the agency, continuity of its staff,
continued parent and board involvemenf and continued support from the
community in the face of change? Q,? ‘

This chapter examines the process of change in a private nonptrofit agency

‘

and focuses on the groups that are key factors.

TARGETS AND AGENTS OF CHANGE

Change in any orgenization is easier to introduce to people who already
have eﬁhigh level of commitment to the organization apd its goals than to
introduce to'those who lack a strong sense of affiliation or who may even
-oppose the agency and its work. 'Therefore, it helps to examine gnoops,whose
behavions and attitudes affect an organization's goals and to determine the

¢ extent of the‘bond that exists between each-group and the private nonprofit
agency.

Staff is bound in_many ways.to an agency--5énse of professionai identity 4
and worth often are closely tied to workplace and position. And, personal and
professionallgoals often‘are related to those of the agency. Teachers,
therapists,‘and other staff develop 1oya1ties and ties to their agency, its

administrators, their colleagues, and to the parents and chjldren.they serve.

When ties .are 'strong and commitment is high, a staff Tikely will endure the .

unsettling experience of positive change.




Other groups important to the success of the private nonprofit agency in

a community also should be regarded as possible targets for attitude or

behavior changes. For example, if a goal is better fiscal ﬁanagement, the
administr%tive body or board of directors must be a target. Again, the sense
of affiliation or loyalty {s high. Board members usually are volunteers who
giée time and energy and link their names and stature %o the agency. Their
;ffi1iation may be weaker than staff's because board terms of offiéeggfe
limited, and with rare exception, board association is nog‘;:primaryt.'

occupation. However, the good will and support of a board of directors

usually can be relied on. The board often is an appropriate target for

change.

Parents are tied to an agency by a common goal--child progress. When

parents agree that change wi]T help acﬁievé this mutual goal, they can and—— -

-should be enlisted as partners in changes

" Other community agencies and professionals will have goals and areas of
interest which will overlap your own. At times, goals may diverge or even

conflict. Understandihg the needs and goals of other agencies and Be]ping

}hem to be familiar with yours‘is part of.the process of identifykng
. collaborators in the change process.

It is helpful to assess all the potential targets for change within your .

own agency or community. A group of targets, depending on the situation,.

. might fall into the pattern -shown in Figure 1.

For éxample, if your agency has transportation prob]emgtaqd you want to

L]

develop a'new bus system, you might find support within your own staff, board,

and clients easier than you will from a local day-care cenferu However, do

N
-
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Figure 1

Targets of Change

COMMUNITY

OTHER AGENCIES/PROFESSIONALS

PARENTS

PRIVATE
AGENCY




not dismiss that or other agencies and’Brofessiona1s or even the community at
large as potential targets. If the other égency can be cénvinced that
pooling resources will result in cheaper, more efficient transpoqﬁation fbr
both agencies, chances for cooperation iﬁpﬁove significantly.

The identification of appﬁppriatéﬁtargets for change and the development
of practical strategies for the p]anping aﬁd implementation of change are the.

subjects of the remainder of this chapter.

3

The Agency as the Target

Gerald Zaltman (1977) describes change as a relearning, by an indﬁvidua{‘_
or group; in response to a new perceptjon of a situation yﬂjch requires action
to modify the structure or function of a group. Argyris (1970)fsyggests that
it i; the central role of leadership to generate valid information to help

' others make informed choices about the need for change and to develop the
‘commitmeht to that changé which is necesséky for its iﬁst%tutiona]ization.
When the need fér change’is perceived first at the administrative level,

several staff reactions are predictable. Staff may fear ¢hat they will fail

to meet performance expectations. They may equate a supervisor's desire for

\

change with dissatisfact%on.. Or, tﬁéy may worry }bout personai factors such
as job secuéity, salary, and promotions. People content with_the stqtus quo
» may worry that change will diminish joblsatisfacfignﬁ .
Resigtance to cﬁange, Lippit; (1958) asserts, occurs when the new
' 'beha;ior required is not consistent with or congruent to existing values. F;r
example, physical, occdpationa], and speech therapigts traditionally have been
trained in a'waf that makes it difficult for them to work in a

transdiscip]inary program. When teachers .and parents are allowed to

.
v
®
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participate in activities which once were the prerogative of clinical

therapists alope, a redefinition of the therapists' professional values may be

R i

peeded. Professional training, states Zaltman.(1977), and its pressure for
conformity may be sources of: resiijynm to change. Similarly, c]assroom
teachers may find it difficult tﬁloove outs1de the secure walls of their own
disciplines and the physical walls ofsthe classroom or clinic when home
visiting and parent tra1n1ng require role redefinition and new sk1lls. And,
when the change is not defined precisely, d1scomfort is high for the person
being asked to makg that change, -
According to Benne (léogl,‘succe§§fu1 changekofforts must be task
oriented,” educational, co]laborat1ve and e;per1menta1 Task-oriented change
is not based on a vague percept1on of the need for modified behavior. It is |
based on carefully collected data that assesses needs\and leads to the setting
of definéd objectives. ) N
Farmative evaluotion can providé the basis for task-oriented change. »
When the public health nurse comments that referrals are being processed
slower tpao usual, the data co]]ébtion process begins. Enlist aid to collect ; ‘
additional information on average length of time rrom referral to service, and .
the\col{aboratiye dimension to the change process is added. Provide staff(.
with the opportunity to review intoke procedures and forms used by otpér
agencies and to oompare éheir system with your own, and the educational ‘
dimension is added. If a 1eader provideé sufficient information, thoso
fnvolVed‘in this change process can make intelligent decisions, identify
appropriate goals, and make commitments to achieve fhose goa]s. -Together, the

A

staff can decide to set a goal of two weeks from date of réferra] to . i

initiation of service. The program director can continue to help the change -




/{‘. Lo

- process by providing training in case history interview techniques or

screening methods. Needed changes should be identified, and personnel should

_ be provided with the time, training, materials, and other resources necessary

to make the change process task oriented, collaborative, and educational. A

date should be set to review new procedures, and if necessary, review and

modi fy strategies and'set new objectives. This approach to change allows}
agencies and personnel to grow together. The need for change becomes an
opportunity for professional development rather than an accusation of.
1nadequacyg ‘this staff participation--identifying problems,.setting goals,
and selecting'strategies--develops a strong internal commitment to change.

- :By allotting adequate time for training, developing new materials or.
procedures planning and evaluating change strategies}'and by providing other
necessary resources, an administrator_can demonstrate support for the change
process. Argyris (1970) suggests that clear support at the top of an
organization is necessary so participants will know their efforts are
meaningful and appreciated. |

Other strategies are available to involve staff willingly and

[y

enthusiastically in the change process. A systematic approach to program

[
Ny

evaiuation will p:ovide staff with'information on effectiveness of service
~deliverx and on parent satisfaction. xIn this way, change becomes an expected
part’of agency operation and not an unexpected blow 'to ego and the'status
'quo: '
Hhen staff members of a nonprofit agency are encouraged'to attend board
meetings and to keep informed of administrative decision making, they are more

likely to reSpond positively to the need for change. Too often, a dichotomy

‘‘‘‘‘
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between staff and Boards exists which results in a""they said," "they want"
attitude that inhibits the change process. '

The collection of personalities that comprise stqf? is a factor which
cannot be ovef]ooked.‘ Lippitt (1958)'says that openness and a willingness to
take risks are persongl characteristics that enhance effective change.
Clearly, people with negative self images are threatened by the need for

. change, aﬁd professionals with strong self conceﬁts and successfu1 pasts who
believe in the agency jtse]f because of .its past successes yi]] be more open

.

- to change. The-administrator or program director committed-to organizational

deve]opment and change should look for these qualities as he or she recruits

proaect personnel,

Parents .

Parents may have the greatest vested interest in the success of yout
agency. In many communities, the private nonprof1t agency is the sole service
prov1der for the hand1capped preschooler, The agency frequently is the first
service provider, and the bond between the first Qe]ping person and the family -
of a handicapped child is strong indeed. Paﬁent‘goa]s and agency goals are

certainly congruent in the area of child progress and improved services.

Parents may perce1ve their child's ability to progress to be 11nked closely
w1th the strengéh and success of the agency. This strong affiliation makes
parents a powerful force that can help a private nonprofit agency achieve its’
goa]s of- outstanding service to the young hand1capped child. ' -
However, agency goals sometimes require that parents be targets for o
’ chenge. If the proposed solution to a transportat1on prob]em is to |

collaborate witt—another agency, preschoolers might have.to be put on.a bus

N S
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- determine appropriate traveiﬁtime and safety precautions.

with onex children; and parent attitudes may have to change. If the new

strategy is to succeeﬁ, parents may have to modify attitudes and deal with

fears. ‘ . | - .0
..\

Benne' s (1969) mode] once again can provide the ;e;‘to successfu] change.

Provide parents with data. *“Children now -spend over an hour on the bus."

Help them to focus on task-oriented change: "we,wouid ljke to cut thag down

to 30 minutes by collaborating with another agency." Allow parents to

+. PO ’»'v -

participate in the assessment of needs and the process of setting goals. Form

a task force on transportation that cb11ects information on existing services

g

~And parent sati n and reviews available a]ternatives. Collaborate with

parents to set specific goals for change. En]ist theingparticipation to ‘
Share with them the
Jprob]ems and constraints of an agency deve]oping a new approach and acquaint
them with your financiab resources and limitations. ~0nce strategies are
determined spread the educationai approach to other targets.

Despite your, best efforts, resistance may be h1ghj§ Proposed changes. may
not always be consistent with a parent's perceptions of his or her role.

‘ Proposed changes also may not be congruent to a parent's or a fami]y‘s

values. A change din a child's program which requires additional family time

. may create a real conflict for peop]e who have other needs and priorities,

This kind of situation presents a need for creative change strategies and

* forces professionals into an ethical examination.of how far they can go when

attempting to alter fami1y va]ues. T , - . ] " .
Parents, 1ike professiona]s wi]] resist change when they- are unsure of '

the expectations for their behavior or of their own abi]ity to do what is

A *

being asked of them. Parents may lack confidence Just as ear]y intervention‘

programs ask them to take on new roles as teacher of‘their own young i

. PR . ¥
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handicapped chiidren. ) ST T - - '

—0*'Donnell and Childman (1969) ‘support Benne s (1969) notion of

v

collaborative and task-oriented—change. They-state»that consumer ]

L

participation lesséns a client's alienation from change agencies. And, theyi
state that part1c1pation enhances the client s feelings of being in controi
Partic1pation in decision making helps communication and helps the
participants to be "more socia]i;:d into the agency's thigsgng and
operation."” ' | 7

It is important to remember that parents are targets‘for change and. <
initiators of change. An-agency that systematically co]]eots~forma] and A
informal feedback from parents and has a built-in system for frequent and open
communication invites this initiation. Parent power has been a crittcal i

" factor in the .development of 1egislation and services for young handicapped .

chi]dren. Private agencies seeking to develop, maintain, or expand services

cannot afford tqﬂpverlook the impact that parents as change agents can, have in
affecting community atﬁitudes\toward the handicapped child and -his -or her ' S

family qnd the services they require. - P

4
o

- }‘ N

Boards® of Directors ‘ b=

When a private nonprofit agency needs to change, understanding and .
sﬁpport from the board of directors is céitical. In fact, as’needs are ‘
assessed;‘the board itself may become_the tanget for change.

Argyris (1976) d§scribes change interna] to the organization as the work ' - ’/

of an.intenyentionist trying to alter tHe information flow .and decision-making l
‘process. The\greater thbxprestige of the change agent, the greater the ‘

-influence he or she has to bring‘&bout change.' When an agency’ s awn - ) -

administrative body is the target for change, the ‘change; agent shouid be its — .
™ . '
]eadeVShiP--designatg"or acknowiedged : ’ . =2 e

3’

Board members usually can be counteg on for their ai]egiance taq the .
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agency and its goa]s. They devote time and energy to the agency;s goa]s,band
they enjoy the recognition and community stature they receive in retdrn. When'
a proposed change involves new roles for board.members, reststancé may ensue.
Fyrther, board members may have reservations about their own abilities to‘
funttion in new roles. Invo1v1ng Rhose who will be ‘affected Dy th cnange;
allowing time tor oradual‘imp1enentation; and providipng information, training;\\
and education wt11 help a board gain confidence in its ability to function

2

effeotive]j in new roles.

yhen the change needed is in the;constituency of the board and in‘dts
role, a gradual, task-or1ented co]]aborat1ve and educatﬁona] approach can ‘
minimize resistance and maximize the prospects o; success. _ ' ’

If pragram goals and board roles are specifica]]y defined, board
recrd1t1ng can be an educative process and a vehicle of change. Role conf]iot
is not aéprob1em'when board nominees are selected on the basis of the matcn
between their own role perceptions -and skills and‘;pe ageney‘s~needs.
Suff1c1ent time Should be allowed to develop a board. Long-time supporters

can be lost in the change process if they feeT Threatened by h1gh~powered

e

add1t1ons. . . —

-

The board of a private nonprofit_agency is that agency's administrative
body and its eyes, ears; and_voice in the community. For tnis reason, ,the
board must understand the agenoy and its programs and they. most suppéit the
planned change. Board meetings and orientations can be educational in tone

‘with presentations from staff, about each phase of program actiwity. Monthly

Y
)written reports from the director”can keep a board informed of Long-range

goa1s and shortiberm objectives and can free board meeting time for questions ’
and dialogue. qugram needs and prob]ems can be shared open]y w1th the board

so it can play its advocacy role. AnnuaT progress reports ought to highlight

42, 36
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not only accomplishments but a]so.problems and tasks that lie ahead.

‘ Anticipating difficulties allows a board.tine ‘to form reactions and develop
appropriate strategies. New program needs should ‘be identified by long-range
planning committees of staff, parents, and board members together as .
collaborators of planned change. Program needs then can betintrodUced to ,the
board based on accumulated data that support the need for change as perceived
by fellow board members. This strategy also addresses the dichotomy between
staff and board discussed earlier. Board members should be entouraged to

visit the program. However, project staff must recognize other demands on the

board members' time and provide a variety of options for informing board
members about program‘operation.
A -dynamic board that is responsive to change is’a broad cross section of
the community--with ski]]s in business, finance, public relations, management, ,‘ .
and with strong consumer participation. Board and.staff can and should enJoy
a warm and Open relationship built on the premise that they share a commitment

to the agency and to” the 1mp1ementatjon of changes netessary to meet agency

goa]s. That esprit ‘de corps will be évident--and contagious--to the entire

o
3

community! ) . .
&%\z L »

Community - : ‘ y ' \\\ ' v :, ’
A dangerous pitfall for the‘community-based,,private n6nprbfit agency is
to take a narrow vien of the audiences affected/by its change. hgency change
impacts a wide variety.of constituents, inCluding other professiona]s
community agencies, governing bodies with fisca] responsibility, program
'volunteers, financial supporters, and concerned citizens. For" example How

wii] the shift to home based service affect the grOUp that gives monthly

birthday parties in the c]assroom? How do other agencies with home visiting

" .
- - ’ <t




" pergonnel v%ew the entrance of another professional into a client's home? How

Sy Sy S

o "do phys1c1ans perceive the agency and its expertise, and, how will this affect
their referra]s to a new infant program? Are governing lodies aware of the
need for proposed services? Will they support new programs?

Lewin (Lippitt, 1958) suggests, audience$ for change must do through a
process of "unfreezing" old jdeas before "ref?eezing" comes about. If true,
this neéds to ocpur~in a c}imate of community educatiog.

Unfortunately, progrem administrators frequently perceive community
education_as the orchestrated flow of positive information about a program
toward the community. However, if change is to occur, communication must be

‘two-wayf the community should be informed of successes and of problems and

needst We need to create an interest in the agency, its need, and potential
for change.- At the same time, we must continually obtain feedback from the .
community (Gross and Herriot, 1965). ] ‘

Advisory committees and specia1ftask forces can disseminate informetion
and en]xst community participation in decision making. A good strategy may be

‘\ to create several mini-boards that meet particular neéds. Mini-boards may be
comprised of on]y one o two key community people with expertise in areas
important to your agency.. (These usually are -unpaid consu]tants who can
provide needed information and services to your program and can garry your

zmg§§_ge back to the community through its own 1eadership, making the community
a partner in change. ) .

a2

? ) Orientation meetings can inform administrators and service providers from
| } ' :

-other agencies about new programs, strategies\ and goals. Agenda should

include an opportunity for the other agencies, in turn, to brqvide new

t > N . .

information on staff and program changes, néw referral and information sharing




procedures, and opportunity for informal discussion of interagency problems.

bt

Community open houses with program specialists available to answer questions;

agency newsletters; neighborhood coffees with staff, board, or parent

representatives all contribute to a zway flow of information which heﬁps

M

the community identify needs and assists your cy in successful

implementation of change.

Governing body members and community financial and program dectisi

makers should be special targets for your communication program. Informatio

éhou]d be provided not.only at budget request time. . Instead, invite key
N ¢. R .

. ¥
decision makers to observe your program and 1earn’abouteits needs, prepare

ne4;}etter articles related to program accomp]ishmenis and needs, encourage

parents to write letters describing child gains to the éditors of local

newspapers, and disseminate your evaluation information in jargon-free terms.

Theée,actions lay the groundwork for establishing the need for change and

provide the opportunity to measure community response.. -

Annual progress réports summarizing accomplishments and openly describing

problems and suggesting potential strategies also help establish community

perception of the need for change. Data that identifies the problems and

.
justifies proposed strategies should be collected and provided to the

community. At the same time, public acknow]edgment of the contributions of

I3 !

parents, volunteers, staff, board members, and other advocates will strengthen

their sense of.affi1iation. A planned, continuous, two-way communication

'prog;am can result in a community that participates in planning change, is

. receptive-to that change when it occurs, and is willing ideologically and

financially to support that change.

-




; o - " * USING THE PROCESS OF CHANGE .

; » p .

| ‘* Maslow (1954) states that man's highest needs are for continuing self
development. This seems true for the healthy organization as well. For a

private nonprofit agency to survive in a society in which “"change itself is

)

1

l

% the overriding situational feature" (Bennis and Slater, 1968), an agency, its

‘ leadership,'and its personnel must have a to]efance for ambiguity, a
commitmgnt to act op data, and a willingness to change. This places the

: agency in a dynamic posture of growth, like Maslow's self-fulfilling adult or
Allport's (1955) “"becoming" persbna]ity. The emphasis in change is nbt'on the
i&stitutiqqq]ization of any ane change, but in the institutionalization of the

change process itself.
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'The effectiveness of hospitals and other health-care institutions &epends
on their ability to implement various types of innovations. Programmatic
innovations include a range of service programs from infant stimulation/

l,therapeufic/treatment programs, perinatal programs; and high-risk.regi;tries
to more general activities such as improved communication with parents of
handicapped children, working with other hospitals, and participatiné 16
interagency coordination and planning activities. Though a great deal of
attention is giQen to techno]ogicai innovation (Russell, 1979; National
Research Council, 1979), less attention is given tohunderstanding factors
associated with programmatic 1nnovations;)and even less attention is given to
the devé]opment of strategies to facilitate the implementation of_such
programmatic activities. ]

bl

_TYPES OF CHANGES

“li‘ ‘ N Health-care managers, professionals, and others interested in assuring -
the responsiveness éf hospitals to changing community needs and expectation§
require some framework to c]aséify the range of programmatic activities '
organizations are expected or required to. implement. Types of organizational
change are described in the means/ends classification scheme presented in
Figure 1, : o,
Change may or hay not modify orgénizationa] ends or goa1§ (1ndica?ed'1n
the right-hand column of Figu}e 1). The means an organization ::;s to
.afcdmplish its goals also may or may not be modified (indicated tn fhe“middle s
‘ column of Figure 1), Three possibilities r?sult: fechﬁo1ogica] change (a , i
change jn'méans but not in gnds)h adjustj;e change (ghahge in ends but not 2
in méaas), and adagtivejihange (change 1é meanshaﬁd ends). |

o 4 ., -
. . N
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Figure 1

Types of Organizational Change —

Types : Means \ Ends

Technological Change " No Change
" Adjustive - No Change Change N
Adaptive "Change Change

-~

SOURCE: Kaluzny and Veney, 1977.

[

Technological Change

4

Technofogica] change may vary in cost and impact on thewrganization.
For example, a decision to replace a four-test blood analyzer with a 12-test
blood analyzer may represent only a small replacement cost, and the decisiUn|
may have little impact on the overall organiaation. On the other hand, -a
decision to insta]]lneonatai monitoring devices or implement infant
stimu]ation/therapeutic/treatment programs will haye a_substantial financiai‘
1mpact. Moreover this decision will affect many of the hospital's functions
because these new services w111 increase demand on avaiiable resources. -
Nevertheless; both decisions are technological because they change the means -
used to carry out normal and usual activitiés. The basic goals'of the L

organization remain the same, :° - '

Adjustive Change . IR _ : N

vt

"

Adjustive'change represents changes in-organizational goals without
changing means. The imp]ementation of ‘a high risk registry or a’ program to -
identify high-risk pregnancies are examp]es of adJustive changes. In both
situations, the techno]ogy (i. e., the organizatiOna1 means used to carry out

these functions) already is avai]ab]e within the organization. However,

“ ¥ %
. +
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6rganizationa1 goals must incorporate a health promotion or prevention
orientation. Thus, the change provides a new service by applying available

technology.

Adaptive Change

Adaptive change is the extreme form of charge. Here, change occurs in
»

the means used to reach the ends and in the ends themselves. Adaptive chahges
occur infrequently, but when they do they mod1fy overall direction and reﬁ%ect
changes in goals and means. Fiscal co11aboration with other hospitals and

participating in interagency coordination and planning activities are examples

of adaptive changes.

A MODEL OF PROGRAM CHANGE
\

Most hospital menegers end otheh heajth professionafs pride themselves on .

their pragmatic orientation. Models or theories about organizations or
processes within the organization usually are viewed with great distrust and
considered beyond the.real world of practice. Yet, man& major policy/
administrative iSSues-paha]1e1 develqpments in the dfscip]ines of EConomics,J
organizational behavior, and political science (Sherte11 1976. Kaluzny and
Veney, 1980).. In fac® much of our 11fe thhin organizations 1s shaped by

thegries implicitly held by those 1n,author1ty. As described by John Maynatd

Keynes (1936) k ©

The ideas of econom1sts and political philosophers, both when
they are right and when they are wrong, ate more powerful than

- s commonly understood. - Indeed. the world is ruled by Tittle
else,” Practical men who believe themselves to be quite exempt *
from any intellectual 1nf1uence usua11x are the slaves of some

51 6
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defunct economist (soc1o]og$sts, psycho]ogists or political -

scientists). -Madmen in -‘authority who hear voices in the air

are distilling their fren21es from some academic scribbler a . : ‘

few years back. (p. 383) .

Models, implicit or exp]ic1t, provide the basis for action. Explicit . S

' models supported by empirical research make it easier to intervene

effectively. As the physician requires systematiczunderstanding of human

anatomy to diagnose and intervene effectively, individuals attempting program

change.require systematic understanding of the anatomy and physiology of

organizations. Figure 2 describes the basic stageslin the change process and N

identifies factors which may facilitate or impede technical, adjustive, or

adaptive change in the various stages. , Co A
fne'first stage iS'tne recognition of a problem oyvindividuals within or

outside the organization who see a gap between what the organization is doing

i and what it should or could be doing. The second phase occurs when decision

. makers.in the organization identify a .course-of action to--narrow the gap - —
between actual and desired performance. The third stage involves the actual
implementation of the‘program within the organization. The fina1 stage,
adoption, is the attitudinal and behavioral acceptance of the imp]emented
change by relevant actors within the organization. Several points about the
process require special attention. 7 .
Stimulus for change occurs during the first stage when a disc¢repancy 'is
seen between how the organization is performing and how re]evant actors think
. tne organization should Qé performing. This d1screpancy creates a performance
gap which provides stimulus to initiate corrective action (Downs, 1967). The

12

performance gap becomes a driving force for organizational change and -

1mp1ementation.




Figure 2.

. Factors Influencing the éhange Process
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. Each particu]ar type of, change fas a set of attributes or characteristics
~that influence various stages of.' the change process. Understanding of the
N specific attributes--comp]eXity, compatibiiity with ex1sting actiV1t1es, cost _
and overall effectiveness of proposed actions--is rudimentary. Moreover, it
'is important to distinguish between what Downs and Mohr (1976) term the _ ‘
primary ano secondary attributes of the.proposed change. Primary attributes
exist without reference to the specific adopting organizanon. For example, a
'financially wé}{-endowed hospitai and an organization with no endowment might
describe a particu]ar program in the same wa&. Secondary attributes are
. interrelated with particuiar characteristics of the implementing organization.
The financiaiiy well-endowed hospita] might ctassify the program as re]atively
1nexpens1ve While the organization w1th no endowment might classify that

fprogram as prohibitively expensive. - >

A variety of factors 1nf1uence stages of the change process.* Figure 2 }
suggests some of these factoers. Both internal and external-pressures for
change affect recognition (the inrtial stage of the change process) Changing
_needs and demands‘pf the environment shape the external pressures (they may be
generatéd by consumer groups, regulatory agencies, or other service .

organizations in the community). Individuai characteristics ie.g., level of
~.. training, values toward change, the cosmopolitan outlook of organizational
personnei) shape internal pressures for change. For example, professionals
who keep abreast of_deve]opmentS'in their fields have higher expectations for
their organizations. This situation can result in a performance gap and

recognition for change. \

' *For a review of factors associated with. various stages of'the—change

process,‘see Za]tman et al, 1973; Hage, 1980; and Greer, 1977.
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‘Characteristics of personnel, some characteristics of the organization,
and secondary attributes of the change afféct identifjcatjon (i,e., -~

2>

dec1sion-makers elect a course of action to resolve a recognized problem).

3

‘Information networks in the overall organizational design particularly are
important:. For\examp1eq the amount physiciansvtrauel to professional meetings
and the percentage of” phys1c1ans that hold joint appointments in med1ca1
schoo]s were found to be unrelated to innovation. However, level of research
activity and amount of resources;gl]ocated to bringﬂin outside'speakers and
send physicians out to learn from others, were predictors of the amount of
technological change in the organizatjon (Kimberly, 1978).

At the implementation stage, the design characteristics of the -
orgagization and.the way they interact with attributes of the proposed change
are-iuch more important. The degree of hori;onta] and vertical
differentjation; the avai1abi1ity of slack resources, and the 1ntegrating

~ mechanisms determine if a particular program or set of new actdqjtjes moves.
from the 1dent1f1cation stage to the 1mp1ementation stage. Moreover, these
character1st1cs appear to interact with attributes of the proposed change and
thereby affect the rate of implementation. For examp]e, organizdtions with a
structura11y differentiated formal commitment to young handj€apped children
and their families are_likef;’to implement programs and technology in that .

area. In essence, the change takes on the characteristic of a technological

change rather than an adaptive or adjustive change’, and therefore, it is more

compatible with the existing structure. 2

-

Adoption represents the final stage of the change process,' and 1t is

-

ultimate acceptance by personnel The extent to which adoption occurs depends

-

- on the basic design features of the organization the previous stages of the |

L \

- r * L R

important to emphasize that implementation of the4cﬁange is not tantamount to




change:process, and seTeoted.sociodemdgraphic and pen?onality characteristics‘
of those involved in the>adoption process. : : '
Adoption itself invo]ves degrees of é)titudeland.behavior changes that.
- vary along a continuum from compliance to interna]jaation (Xelman, 1958).
Compiiance relates to behavibra] change that occurs because the-individual
comp]ies with the change to\_jek reward or avoid punishment. The ultimate in
adoption, however, is internalization. This processﬁoccurs when individuals
perceive an action as relevant and credibie, and they incogporate this action
_into their own set of values. The cha]]eoge:to managers is to achieve

-

‘internalization. - L

Changes in hospitals and other health-sirvice organizations involve
autonomous actors who can decide if the new program or technology will be used
after}jt is implemented by the organization (Roger and Shoemaker, 1971). For

example, the adoption of a working re]ationship between a hospital and various

community agencies serving young handicapped_chi]dren regyires implementation
(estab]ishment)‘of the referral mechanisms and actual patient referrals oncé’/ﬂ
the mechanisms’are available. Many referral arrangements are implemented but
later terminated because hospita] personnel simply do not refer patients.

Thé change process may be terminated at any stage. Problems may be '
recognized and solutions identified out not implemented. Or the organization
may be unabie to arrive at a solution. Fai]ure to move through the various
stages of the change process can be seen as a characteristic of the
organization. The decreasing.size of the concentric circles in Figure 2
, L}APstrates that many more problems are recognized than solutions identified;

of those identified, fewer are implemehted and even fewer adopted.




[EEN

TECHNIQUES AFFECTING THE CHANGE PROCESS

Techniques affect1ng the' change process may be classified into four basic
categories (Zaltman and Duncan, 1977): re-education, persuasion,

facilitation, and power. PEach of these is appropriaté under different

. organizational circumstances and at different stages of the change process.

Re-education

' Re-eQucatjon strategies refer to the unbiased presentation of fact. The
approach'?ocuses on individuals in the organization and assumes health-service
personnel are rational, capable of discerning facts, and able to adjust their
behavior accordingly. The approach does not state a particular course of
action for the orgenization buc serves as e source for disc¢ussing what the
organ1zat1on is doing &nd what it should be do1ng.,

° Cont1nu1ng\Ei_cation. The accelerating rate of techno]ogica] and
programmatic changes facing hospitals and other health-service organizations
increases the need for continuing education as an approach to chagge. Nursing
and medical personnel pursue extensive continufng education programs--the
assumption is that personnel that ere well trained and up to date in their
fie}ds will be able to recognize problems within the orgaqlidtion, identify
so]ufions,‘andlu1timate1y enhance the performance of the institucion,

‘ Though it is difficult to genera]ize to other occupations, ;hysicians
show no consistent association between participation in contﬁnﬁ{ng education
programs and the ooa1ity of performance (Palmer and Reilly, 1979). The one
exception. is continuing education ﬂcograms designed around feedback Here,

studies suggest .an improvement in physician performance--at.least ?n the short

run (Brown and Uh] 1970).
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Several reasons ‘'may be cited for the limited efféct. First, those that
tend to participate in these programs‘often don't need them; less qualified
individuals tend to avoid such activities. This leaves the overall
organizational performance unchanged. Second, acquisition of new information
provides no explicit contrast with the individual's ‘or organi;ation's current

actions‘and, therefore, does not provide stimulus for problem recognition and

corrective action.

° Survey Feedback. Ih%s apprdach allows for sysﬁ;gatic gathering of data
about the operations of the organization. The underlying premise'is that one
canno§ impinge directly on organizational processes (Bowers and Franklin,
i972). Instead, one must work with specific individuals to change behaviors ¢
that create ineffective processes. The survey feedback approach gives
individuals an opportunityﬁio understand basic organizational problems aqg to
bégin to resolve them. '

Figure 3 out]inés thevbasic sequence of activities involved in survey-
guided development. The idea is to begin the charfge process bycco11ecting
data from detailed questionnaires on the operations of‘the organization. The
resﬁlts are fed back in tﬁbu]ar form usually to groups of pqrsonne] who can
egp]ore their meaning and arri;E"at some corrective action. Déta are then

, collected and reassessed to determine the effect of the corrective action.

The major function of the fegdback process is to deve]op‘a discrepancy

between what the organization is doing and what the organizat}on should be
doing and make this discrepancy visible to participants in the organization.
Feedback affects behavior in two ways (Nadler, 1977). First, it generates
energy and motivates individuals to initiate corrective action. That }s, it

]
can provide information inconsistent with existing perceptions. For example,

the medical staff of a local community hospital might feel that they provide




Figure-3
Survey-Guided Development
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the higheét quality care and.effeciiygiyVédﬁmunicate ﬂith_famﬁiies. Yet,

survey data might show a significant number of b, nts have postoperative

infections, and many parents are unsatisfied with 9ir child's care. '

Second, feedback directs behavior where mqtivation already exists. Given
‘the existence of the‘discrepancy, feedback provides @ basis for plans to

A

resolve the discrepancy. Where plans arelnb; aVﬁi]ab1é, the feedback daté’
will trigger a searqhwactiQity to develop eians to reso]vé‘ihe ﬁiscﬁ?pancy at
a lqter time. For e;ample, returning to the case aboye; ihe'feédback data may
‘prOQide a-'solution; that- is, an in-ser}ice program to improve the qué]ity of

.. -eare and enhance communication between families and hospital personnel.

~%

Whether feedback actually generates enefgy or directs behavior depeﬁds on
identifying factors that affect the ultimate direction*o% behavior change.

Three factors seem particularly important: the characteristics of the -

feedback data, the,chgracterjstits of the feedbatk process, and the

characteristics of the groﬁp or the jndividua] task performed. As described

by Nadler (1977)2 )¥ Lo

The ffist factor, feedback data, must be specific- enough to get
activity, goal setting, or search behavior going in the right 4

. direction. The data include some evaluative content--comparisons
to standards or past performance. The more atcurate the.data,
the more 1ike1¥ ityis to bring about change in desired direction;."

The second factor, the process of using.feedback data, .contains.two
dimportant issues. The group process.and the behavior of leaders {or
other powerful individuals) should emphasize participation in using ,
the data, use in a nonpunitive 'manner, and goal-setting activity. In

. " addition, for feedback to:serve as an external motivator, valued re-
wards must be seen as contingent upoh the feedback data. At the“same
time, connecting rewards to feedback data without.developing a con- -
structive and nonpunitive approach for using the feedback can cause .
defensive behavior. . S :

4 ' - : i S

:The third factor is the naturé and difficulty of the tasks being per-

~ “formed by the group’ or individuals. If the level of performance, need-

ed .o obtain favorable feedback and/or rewards is unattainable, change g . -

v

it

o€
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Persuasion -~ . S G

1through a part1cular change. Th1s 1n1t1ates the 1nnovat1on process.

" assure ult1mate acceptance. v s S

) :‘proposed early childhood special educat1on programs have not been eVa1uated 3

SR o

in the desired direction may not_dccur. S1m11ar1 tasks which are
not challenging or meaningful (1n the absericeé of ixterna] rewards) may ..
be popr targets for motivation by feedback. In grqup situations, the
grieater the interdependence, the more emphasis.should be put on.group _
feedb;ck and group-level processes to work on feedback. (Nad]er, 1977, P
p. 80 Ry

y

- ' i ot

Persuasxon strateg1es attempt to br1ng about change through bias 1n f

- sturcturing and presenting the message. Here the focus is on seﬂlang an idea..

based on substantive facts, false 1nformat1on or manipu]at1on of the
1nd1v1dua1. These approaches; Tike the re-educat1on methods are most
appropriate at the early recogn1tfon and 1dent1f1catvon stages or in the final
acceptance'stage of the change process. At the early stage of 1mp1ementat1on,
persuas1on strateg1es fncrease expectat1ons of what €an be accomp11shed '

' B -

through a particu]ar change. Th1s 1n1t1ates the 1nnovat1on process. B

Moreover, by present1ng an advocacy position for a particular act1v1ty,

‘persuas1on strateg1es increase expectations of\what can be accomp11shed

~ ‘o v Rt T

¢

~

'Moreover, by presenting an advocacy pos1tion for a partrcu]ar.act1v1ty,

persuydsion strateg1es ident1fy a so]ut1on to the recognized prob]ems and

&
9 ~

.

Most per;uas1on approaches focus on att1tudes of 1nd1v1dua1s. The

-

' obJect1ve is to persuade witheut creat1ng‘res1stance or reaction to the

'content of the persuasion. Perhaps,the biggest prob]em is that many of the

~ »

or the1r use may be limited to certa1n types of sett1ngs.' To fac111tate -

\xndﬁementation persuas1on strategfes often m1n1mize or over]ook 11m1tat1ons.

. w

Thus, 1mp1ementat1on may oqcur, but u}t1mate acceptance may not follow when

.

various T1m1tations are mevea]ed oe ‘f v !- . :

. - . 1
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Facilitation ) _ . )
.Faci]itation strategies refer to any intervention that makes - _ . -
imp]ementation easier. The use of facilitative strategies assumes tqat |
iy organizations a1ready recoghize the problem, agree on a remedial actton, %/e
‘ open to external assistance, and are willing to engage in self-help efforts.
f*' Many organ1zat1ona1 development methodolog1es €.+, process L )
consultation, team bu11d1ng, and prov1d1ng funds are appropr1ate fac111tat1ve
strateg1es. Each of these helps individuals gain add1t1ona1 insight 1nto ) ' )

themselves or relevant work groups and enhances the overall change process.
- fb:']° Procéss Consultation. One-way to facilitate the change process is to

improve understanding of the personal, interpersonal, and group processes
: . v, ' . .
within the organization. A process consultant is an outside consultant who :

' helps setected personnel 1n the hospital, usua]]y the adm1n1strators and

their assoc1ates to perce1ve understand " and act on events confront1ng the
. [
- . 1nd1v1dua1 Process consu]tat1on focuses on five areas of organ1zationa1

act1v4t1es: commun1cat1on, ro]e and function of group members the way groups

L so}ve prob]ems and make dec1s10ns deve]opment and growth of group norms, and
._'..y , ) " i
I ‘the_use of leadership and.author1ty..> ' , iy

r o™

v ¥ -

The process consu]tant provides 1ns1ght to the manager. Remediaf
so]utxons can be deve]oped to enhance the overall work1ngs of the organ1zat1on

and facilitate the change process. This approach is accepted and used widely

in 1ndustry,‘but documented cases of process consultation in health-service
organizations are few. )

13

9‘3@3m building. This specific application of process consultation has

’ been applied to health organizations. Hospitals and other health-service .

organizations are composed of many different working groups or teams. All too

-~




often, these teams are engulfed in conflict, confusion, and ambiguity wh1ch

inhibit the overall effect1veness of the group and its ability to part1c1pate
effective]y in various stages of the change process. Weiss, Beckard, Rubin,
and Kyte (1974)* ‘ '

It 1s naive to br1ng together a H?ghly diverse group of people

anid-expect that by calling them a team.they will in fact behave

as a- tezg. It is ironic indeed to realize that a football team

spends forty hours a week practicing teamwork for the two hours

on Sunday when their team work really tounts. Teams and organi-

zations seldom spend two hours per year practicing when their

ability to function as a team counts forty hours per week. (p. 56)

Team building can enﬁance the overall performance of the work group and
can facilitate the change process. The. approach is 1ike process consdltation,
but the primary emphasis is on providing insight to the group rather than to

any.individual client. Variables critical to the grohp's operation are
assessed and tﬁ%s‘information is fed back to the g;oup to use to develop plans
for resolving’identified problems. The.underlying assumption is that
reso]ut1on of these internal problems makes the group more responsive to new
program areas and needs. ' -

° Funds. Availability of funds is important. Easy availability provides
the slack necessary to avoid making hard decisions and p]aces'less strain on
the basic structural features of the organization.

Though easy availability of funds obviously will help implement various
programs, this situation will not hetp develop a performance gap or assure
acceptance of the chagge by relevant pe}sonnel. In fact{ the use of funds as '
a gole intervention method can hurt the overa]] change pfocess. For example,

if a strategy is based on an imagined need, funds may help implement the

strategy, but personnel within the organization probably won't accept it.

, ‘58




Power

Power Etrategies rely on sanctions or coercion (e.g., license or
acc}éditation requirements). Success depends on the degree the oréanization
depends on the indivjdua] or organization that imposes. the strategy.
Availability of alternatives decreases the effectiveness of the power
strategy.

Power strategies are usefg] p rticu]ar]}‘when the orgénization fails to
perceive a performance gap and thereby fails to initiate the changée process.
Po@ér strategies can guarantee implementation, but they do not assure

acceptance by relevant actors. \

A
-

Combined Strategies

¥
The ultimate selection of strategies and specific approaches within each

strategy depends on the type of change and the particular stage of the overall
change process. Figure 4 illustrates the close relationship between types of

strategies and types of changes. o -

Figure 4
 Types of Change and Change Strategies

" Types of Chapge Change Strategies
’ Re-education Persuasion Facilitative Power
Adapiive Yes Yes Yes " Yes
Adjustive ‘ * Yes Yes ¢ Yes

Technological Yes - Yes

SOURCE: Kaluzny et al., 1982.
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3
“The use of multiple strategies also requires consideration of the,

different stages in the implementation process. Figure 5 indicates the

Figure 5
) ' ‘g
Combined Strategies by Stage and Target Groups

Stage Target Groups Strategy

Recognition Individuals -~ Re-education
Persuasion
Identification . Individuals -~ Re-education
Persuasion
* Power
Implementation Organization -~ef—m=m— Facilitation
. Power
Adoption . Individuals/ : Re-education
. compliance* groups < Persuasion
+ identification** Facilitation

» internalization***

F——

* Inplementation but no recognition or identification. .
** Implementation and identification but no recognition.
*** Implementation, identification, and recognition.

SOURCE: Kaluzny et al., 1982.

[
. .

"
importance of sequence and the target groups- involved at each stage. For

{

example, at the recognition and 1dent1f1cat1on stages, change strategies must

target ind1V1duals rather than the larger organ1zat1on. Recogn1t1on and

identification are cogn1t1ve activities that can be accomplished only by
A~

ind1v1duals. Imp]ementat1on, on the other hand, involves the basic structure

of the organ1zat1on. Achieving implementation without first achieving

recogn1t1on and 1dent1f1cat1on will fai] to sustain the change over time.




,
- “ N .

Consider the combined effect’s of power, facilitat{ve, and rejeducative
strategies in the implementation and adoptjon of an eariy chi]ﬁhood ;oecial
education program. Power strateg1es cou]d help recruit personne]*to méet
accrgditation guidelines. The recru1tment of new types of personnel coulde4

affect horlzonta] lines of commun1cat1on w1th1n the organ1zat1on and cha]]enge

the existing power structureu(Hage, 1974). The\reallocat1on of power might
. . &
place individuals that are knowledgeable of or more sensitive to the’

performance problem of the organization in a position to initi

action. It "is unlikely, however, that particular early childhoodASpecfal

education programs can be imp]enented without facilitative strafegies (€eGu,
9

supplemental funds). To assure the acceptance of early childhood spec1a1
+ education programs among participating phys1o1ans in a hosp1ta1, neither

facilitative nor power strategies are sufficient. " Here, basic re-education

-

effarts are essential. -

. : ’
GENERAL GUIDELINES FOR USING CH%NGE STRATEGIES

st situations, several strategies need to be applied in-some

sequence to maximize effectiveness and facilitate the implementation process.
Follow this set of simple rules for change: o -

Be sure of facts. This may seem mundane, but many advocates are.so

absorbed in the uniqueness of their particular program that thenyail o

gather complete information about the problem and its relationship to the "
. 4

organization. Many health professionaTé operate with the ge%;ial assumption
[

that any program that implies r1sk tak.ng or use of unproven thods is

-
suspects( Acqu1r1ng accurate and comp]ete 1nfownat1on is a critical first steP

in the development of a performance gap and the recognition of a prob]em




failure to have this infofmation undermines the credibility & sciad] vidual.

¢

’ 4
It is important to have specific information about the general nature of the

problem and particularly the current status of the target organization. Many
issues involved with programmatic thange.are not uhderstood. So, it often is\\\:”’;b,
difficult to present a case in a manner specific enough to generate the P
necessary performance gap. Nevertheless, every effort should be made to ‘ ;

artioylate the problem, to recognize the cyrr%ct-stat:s of the organization in
Q@ ’ : .
relation to the problem, and to present accupate alte native interpretations,

/

A

-

v g
and programmatic efforts:

Be sure of sequence and stagingﬁzzAccurab’ diagnosis of the organiza-

S

tion s particuiar sFage in the change proces

help identify the

appropriate change strategy.. Fai]ure to d1agnose the appropriate $tage may

s

block acceptance. ° e

L

The change process and the'impleméntation of'various types of programs

and activittes are not random. There %ppears to be a predictab]e order

o

organizations- follow.as they attempt to -implement hea]th service programs
(Kaluzny et al.,. 1921) -for examp]e, rehabi]1tation services usudily are the

first to be provided fol]owed by menta] headth.serv1ces,,med1oa] sotia] work

- -~
4

erv1ces, fami]y planning services, and home hea]th services Those who

&

e m———— = v

zapitalize on the(basic sequence‘of 1mp1ementation faci]itate rather than
S ’ . “’,‘

- - °
-~ . ’ A
“

. hamper the overall change process. o N , , .

;

r'f Build credibilggy Indixiduals whoréttempt to implement ear]y chi]dhood

'Spec1a1 education programs frequent]y fai] to deve]op credibility w1thin their
Iorganization before they attempt to imp]ement adaptive and adJustive changes.
Hithout credibility, even the simp]est idea or program is chaTlenged ‘

| Credibi]ity is part of an ongoing political, process invo]ving the |

~exchange of socfal debits and cn;dits (i.e., the exchange of information and




assistance in everyday activities) among organ?zational personnel. These

exchanges provide the basis for developing eva]uation and providing support

for implementation of programmatic changes.

Develop Constituencies. Advocates for programmatic chgnges tend to

bekijue organi;ations are composed of a fairly homogenous group of actors.

Contrary to expectations, hospitals and health-$ervice organizations in

general tend to be a loose collection of coalitions; each with its own dynamic

and specific set of priorities (Bucher and Strauss, 1961). Success ful change

$trategies take advantage\oj\shifting coalitions 'to instill ideas within

groups of people who will be responsive. to that'idea. Thus, it becomes the

primary responsibility of these various coalitions rather than a particular
" »

individual to present, advocate, and support certain program innovations.

Within hosp1ta1s, it is partfcu]ar]y 1mportant to gain the support of

physician coa11t1ons and to recruit them as advocates.

" Design Programs to Reduce Dependency. The more outside individuals that

are involved in ahy particular program area, the more tikely the program is to

encounter various difficulties at all stages of the change process. This is

\

not to say that other individuals should not participate in decisionﬁnaking,

" but only that the program should be introduced in a deve]opmenta] fashion that

will reduce the amount of red tape develop1ng act1v1t1es usua]]y encounter.

, Sens1t1ve packaging of programmatic innovations minimizes the overall 1mpact

v

on the basic structure of the organlzatIon and sincreases the 11ke11hood that

the program wil) f]ow logically through the various stages—gjfyhe process.

Use Behavior in Accordance with Medical Expeetatlon. Hospitals and other’

"7'

health facilities are dominated G}\phys1c1ans. Physicihns interact and expectx

others to Interact in accordance.w1th the med1ca1 model that -is, the pat1ent

preseits a problem and the physician attempts t#?&%ag@ose and resolve the

.&‘, k, f
problem (Rubin et al., 1974). There may be’ som% coﬁsu]tation, but genera]]y
f”‘“‘n- .' .
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the diagnosis and treéiment is not'participatqry with patient and physician
mutually arriving at a course of action. Indiyidua]s proposing innovation
’should conform to this model.
CONCLUSION )
Administrators and other individuals seeking to implement early childhood

4

special education services and programs in health-care a&stitutions need to

R —
—_—— e

" consider the kind of change they é@e p]anqing and to select the most ‘
appropriate strategies for the ﬁ;rticular situation. Clearly, imp]ementing‘

change presents a challenge. Yet, understanding the change process codpled

with a skillful app]icat{on of various strategies wi}] help implement services

and pEograms‘and enhance an organizdtion's ability to meet the needs of the

*

community. . . )

‘ .
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INTRODUCTION

— . - By - - - DR - —

The actions of state government shape the services provided to young

handicapped chi]Qren and their families.' The state education agency (SEA),

|
|
with assistance from'the state board, legislature, courts, and the Governor's . |
‘ . - . |
office, maintains contqol'over policies and programs affecting specia]-need?

|

©

populations. A lead actor in the decision-making process, the SEA wields ' |

L]

considerable power. Effective, planned change at the state level can

?
influence significantly the quantity and quality of services to handicapped
populations.

This chapter will present an ovérview of the SEA's role and influence in

A N
. . ! . .
"~ this area and oufline some .stratggies for effecting change in state

_government. Change agents must understand the unique elements pf this
'partjcular environment in order to plénAand intervene appropriately and with

£

impact. ’ . . -

A - - - [

BRIEF HISTORY

) w An arra& of historical, political, and ideological dynamic§ shape eaéh
_SEAgs influence gver eQucationa1‘policy‘énd p#oéramming: A successful change
agéﬁt must recognize the state agency's current place in its oéenationaf~
~evolution and understéhd its organization. This section presents a brief
pverview of the development of SEAs nationally and discusses historical
hy }¥;ctors that affect the range and scope of their influence.
Pr{or to 1965, most SEAs‘ﬁad minimal impact én local schools. in that.
_ year, the Elementary and Secondary Education Act became law, and the SEAs !

assumed responsibility for administering the multitude of new federally
2
.




legislated programs. The federal government also provqged fiscal support,
through Title V, for the state adencies to direct these pro@rams; Over the
next ten years,'tﬁe programs were institutionaiized‘throuﬁ%out the country,
and the power of the.SEA increased dramatically. .

The complexity of the SEA's organizational structure increased along Qith
its power and operating budget. Most states adopted a cateQbrical structure
that reflected the federal division of programs and staff. These categorical
units often evolved into semi-independent areas withir a decentralized SEA.
In time, these units developed special relationships to counterparts at the

Aloca] level. And, the general public left po]icy_decisions to the educators.
.In the ﬁid—1970s, cther political and legal forces exerted pressure on

the SEA and began to shape educational policy according to the new national

problems of fiscal austerity, increased services to the handicapped, and

dec]ining test scores. Local education agencies, confronted with a barrage of

new issu®s such as bus1ng, consoiidation, and eroding tax bases, 1ncreased

their dependence on_the SEAs. ExXpertise in education as a criterion for
decision making became strained, and shifts in power emerged.

The new préssures also affected the categoricai decentralized structure
of the SEAs. Since those pressures crossed a]] content 1ines officiais in
many SEAs attemptesvto cross knit the semi-independent areas with genera]
functions such as dissemination, #avaluation, research, and genera] school’
improvement services. Some SEAs deve]oped direct relationships with local
education agencies through regiona] sub-units and intermediate agencies
staffed by generalists who linked 411 SEA services and resourees with local

priorities,

AN

- )




‘Figure i'shows the range of forces that 1nf1uence the SEA. In turn, the
' etate agency -exerts 1ts pressures on the 1oca1 educat1on agencies, whzch
' ultimately design and deliver actual services to ch11dren”

(AXChange égents must understand and respect the organization and existing
: nbrms ef_theZEEA end its surroundings,. and they nusf appreciate the éreative

tension common between the SEA and the local education agency (LEA).

THE SEA'S ROLES AND STRATEGIES FOR INFLUENCING CHANGE

.
v e
°

Organization .

The change agent must understand the SEA's organ1zat1on to recogn1ze how
dec1sions are made and how to affect them.. The climate is determined by a .
number of factors- the SEA's standard operating- procedures, the re]ationsh1ps
between various divisions within the organ1zat1on (i.e., f1sca1 versu$
programmatic divisions), the powers and;constra1nts of drﬁferent pos1tions
within the organ1zat1on and the personal views and ph1losoph1es of major
"actors. When the area of concern is a new one--such as serv1ces to preschool
handicapped children, a populat1on~trad1t1ona]1y not served by local schools
or the state, agency--these forces:becdme particu]ar1y influential.

Large organizations function according to standard operating pracedures
that often are ‘inadequate or slow to respond to néw concerns.” The locus of.
. control varies and depends on the particu]ar configuration of power.eases in
the etate and ‘the influence of traditional role definitions. Fdr,ekamp1e, an
elected chief state school dff}cer, the highest position in fhe SEA hierarchy,

often will reflect the desires of his or her particular political

"constituency. That constituency is the public in some states; the board of
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education in others. Thus, the change agent must identify strategies to
impact'on the variou; power bases.

An actor both affects and is affected by the organization in which he or
she 'works. The saying "Whére you stand depends on where you sit" can have
real meaning in a bureaucracy. Position defines what actors cggi%nd must do.
Individual pxperignce, phi]osophy, and personality determine how the actor
uses the position. ’

For examp]e, state directors of special education that see value in early

.intervention can direct funds to support early childhood activities and the
y

establishment of regu]at%ons to assure quality services for young handicapped
children. Inside the SEA, these leaders can provide staff and a]]qw that
staff to participate in leadership and policy planning, provide personal
endorsement to early chi]dhood,policy and program guide]ipes, and provide a

clear internal mandate that early childhood is a high priority issue and that

* activities and programs be expedited. This internal role is essential when a

program or area is new or has had a previously low pﬁ&fi]e or priekity.
Complementing this internal role is an externé] role for s;S;;;3§rectors.

Effective SEA leaders can issue pubiic statements in support of early
childhood services, guide the development of regulations and guidelines for
1oca; schools, and coordinate with institutions of highér'éducation fo design
responsive early childhood special education training programs.

‘ C]ear]y,,diverse SEA roles and leadership are needed to address such key
issues: ‘ ‘ . .

0

° Identifying young chi]dfen that need special services;

-




Coordinating services across agencies to deve?op a continuum of
services for children birth to schobl age;

Eg;&bllsh1ng teacher cert1f1cat1on for ear]y ch11dhood

Developing program gu1de11nes for a "15ast restrictive environment"

1

STATE/LOCAL RELATIONSHIP '

»

" To influence local practices through the state agency, it is essential to -

-
understand your part1cu1ar state/local re]at1onsh1p. This relationship is

shaped by the SEA roles of regu]at1on, monitoring, and fiscal administration.

—

Regalation
SEAs interpret the scope of state mandates and develop regulations in
order to implement mandates at the local level. - The SEA establishes levels oﬁ?

activity, defines the processes for the implementation af services, and
establishes operating procedures such as class size and certification require-

ments.” The development and imp]ementatibn of SEA regulations define much of

the state/local re]ationghip. This process of deve]éping regulations, there-

'fore, is a target for change. Know your state's mandates and how they are

-

‘implemented.

Monitoring ' -

+" The SEA must monitor local school systems to determine if they are
adhering to regulations. Change_agents must assess the power of the state's
mon1tor1ng role and determ1ne the ex15t1ng state/local .relationship's effect

on services to preschool hand1capped chidren.

e
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An effective moaitoriﬁg system must be:
. SyStematjc and ;onc]usivet-All Tocal systemé know they will be
monitored., | : R A
° - Active--The State takes the inftiative; aétioniagii‘not rely on
complaints from.parents or advocacy groups.

° Consequential--Consequences (usually to fundiﬁb) are felt by schools

that do not comply with regulations.

Fiscal Administration

-

Each state determines allocation of educational dollars. The degree to
which local education agencie$ depend on the state for financial support helps

shape the nature of their relationship. Local education agencies heavily.

funded through local budgets may residt the stéte!s guidance and assistance.

State agencies administer the funds allocated through P.L. 94-142, Part
B. Seventy-five percent of these dollars flow through to the local school
system. Some state agencies establish priority areas for local use of the

funds. In this case, early intervention advocates §hou]d work to ensure that

"preschool handicapped programs are included on this priority list. States

have the discretion to use the remaining 25 percent for training, program
development, an Qtaff development. For example, some states can use the
dollars retained at the state 1eye] to support specié]_educatfoﬁ'é6ﬁé§?ﬁ§ such
as child search, low-incidence pre%choo] popuiations, and bilingual/multicul-
tural populations. Preschoo]slﬁcentive Grant funds (séction 619iof P.L.
94-142) also support services to young children. States may flow the,funds.
through to the local level, or they may éhooée to fund mbdel senvige pnojécts

or technical assistance programs. Another resource is Part D of P.L. 94-142

" for special education training. Each state must develop a proppsal'for this

A
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discretionary source of funds, and if awarded, funds may be used to

“coordinate training activities or to provide direct training eeiﬂ@athers,
- parents, and other professionals.

Some SEAs play a passive bookkeeping role and simply pass state and
federal funds through to local school systems. An active SEA will develop
technical assistance, support, and dissemination programs and will generate
new program development opporfunities. Theei:t

fective change agent will

support the active role for his or her SEA--these kinds of act1v1t1es give the

state more opportunity to influence services at the local level

An important factor that shapes the state/local relationsh1p is the

tradition of local autonomy. The range of state involvement in setting policy

£
and dfFEEf?ng educational programming depends on the degree of local demand

for control over schools., The demand is measured by custom, limited by law,

»

and tempered by fiscal dependence. B

—

RELATED AREAS TO DIRECT CHANGE EFFORTS @

Change advocates Must direct some of their energies toward other groups

and agencies. Some of these are highlighted below with suggest1ons for

1nvolvement strategies.

Other Public Agencies

Public agencjes other than state and local education agenc1es provide.

services to children with special ‘needs (e.g., health mental retardatlon,

developmental disabilities, Head Start, and day care). Each of these agencies

e

is governed by different federal and state laws and regulations, and each is

funded through different channels, -




Planners and deliverers of services to specific populations should
develop interagency agreements to‘cobrd nate and maximize efforts. Present

political and economic conditions and attitudes emphasize the need for

cost-saving measures in the area:of human services. .’

Intermediate service agenc1es (ISA) exist in many states. Three general
types are: regional extens1ons‘/j/the SEA; semi- 1ndependent service ynits
with their own taxing authority andfgoverning boards; and cooperatives and

consortia formed by contiguous districts to provide cost-effective special

“services. Organizational procedures vary, bﬁt ISAs often are granted some

sort of autonomy over usudl state and federa] sources, These decentra]1zed
agenc1es often physically and ph1losoph1ca11y close to schoo]-based services,
often are more respohs1ve to change than are state or fedéral bureaucrac1es.

-~

Suggestions for policy changes can be channeled by advocates through ISA
) s ) “
advisory boards.

Advisory Boards s § o

. Advisory groups provide an opportunity for advocacy and professional
networks to develop and advise various state agencies. Change agents shogld
seek representation on existing groups. If there are no advisory councily
organ1zed by the state agency, change agents can 1n&1te the appropr1ate state

personnel to participate in a consortium. The resu]t w111 be the same:

é

communication with people in decision-making positions. ~44:;\ \ ¥
Advocates //gée

Inviting people to visit programs, see the ch11dren, and méesothe staff

and parents can be an effective strategy'to recruit qdvbcates)for early

» . ' i
\ . S ! ~
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_childhood special education. A fronttrow position often can do more than any

. amount of reportj research about fhe-efficacy of early intervention,

Pub1¥c

'Pubfic hearings provide an opportunity for parents or other advocates to

[y L)

react to proposed regulations and make suggest1ons for change. Since 1océl
and state administrators in generak/do respond ‘to. public pressure, change
4¥¥yuﬁrheed to organize_]erge agd vocal shoys of suppert for issues of“ '

« 3
part1cu]ar concern. : . ' o

These hear1ngs afso prov1de a nigue opportunity for change agents to”
comment on the whole range of spec1al education serv1ces prov1ded in their

state. Aga1n groups éhat demonstrate w1despread support for their particular °

'_concern can have an 1mpact on p011cy. SN 7 - -
* e - "
AW CONCLUSION o .
-Preschool children with special needs are a new £lient group for the Anii
public schools. Development ‘of services”for this popu]at1on requires creat\we
and active"invoivement of educgtors, parents, and a variety of health and ‘

social service agencies. : - ﬁ

i

-

Though -their 1nf1uence is bften over]ooked state education agenc1es hold

f -

\\3considerabiiipq§er over des1gn and de11very of servig handicapped
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chan?e’s in response to po]fticé] shifts, its: influence changes as.well.

Adv%@t‘iﬁs must ground their strategies fof change op anmwing of the.

dynamip’; of state government and the roy played by the state education

&

agency.

-
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This chapter is about change in institutions of higher education. For a

variety of reasons, universities and colleges traditionally have been

X
considered unresponsive to_attempts at change. Perhaps a strong belief in the

-

| ‘ importance; §itjve change on behalf of young handicapped children and

their families can alter this situation. .The following pages present a

background to the situation, a systematic framework for positive change, and

¢ . ~

.t
varyfhg successful strategies for accomplishment. \

l

~

BACKGROUND

P

other institutions: a rigid stg

} . .Instjthtions of higher education (IHEs) share these g%aracteristics with
ﬂﬂégiure, hierarchica]’grrangements,

‘buheaucratic procedures, rules and qegu]atiéns, gatekeeping policies, and

*

| professional competition. ‘ o .

\
¢

Department;&1zat1on is one striking feature of IHEs. Units are organized
R

<

s

a]ong definite lines: @ach department, d1v1sion,.or college is semiautonomous'

(a leader reports'directly to a supervishr) This linear arrangement céﬁrhave
both pos1t1ve and négative effects on early childhood special” educat1on issues

and concerns. . ‘

4

In many universities, special education is taught in its own‘department;.

3 =

in some it is combined with a regular education department or a health >

. serv1ces unit. Early ch1lqggod departments most often are located in a home.
.‘economics unit that usually includes a defined curriculym r‘!p d to fam111as

' (i.e., fam11x and child services or sciences).- Seldom are early childhood and

' special education units combined.



7The framework™ for special educat%on tends to be educational; focus is on
curricula, methods, and materials. The~49ﬂnnequk for éarly childhood tends
to be developmental and focuses on relationships and suppori systems. ]
Undergraduate and graduate.stﬁdénts enrolled in a ;oipt curriculum often must
wend their way geographically and inte]]egtué]]y across campus‘and ph{iosophy
to complete their program. And other units offering relevant courseffork are

scattered further.. This is, perhaps, the most be?vasive issue of all--that ¢

there is no pﬁace in many universities for the program of.early ch11dhood
special educat1on. , .

Finally, faculty and students in early childhood and special education
tend to be undervalued by decjsion makers in IHEs. Faculty often are not
considered scholars or researchers; their jourd‘!% are not gonsidgre¢
“prestigious.” Student enrallments are decreasing--university adﬁinistrators

. >

often are unsupportive of those who choose this nonltucrative profe§sion.'

'Stil1, those who chose to work in this area are admired anﬁ_respecteq,by

!

young handicagped children and their families. And that is a beginning.
PLANNING FOR CHANGE
l 1) .

J

Change has a tendency to.make us anXious and pessimistic, but
it is frequently from change that our most innovative and
effective programs arise. (Bowman, 1981, p. 49.)

It is tritical to have a particular outcome clearly in mind. Without a '

well-defined outhpme, some changes may SE introduced, but the outcome may stay

the samev

outcomes. ,Rq;her the intention is to. assist “those who




)

already have outcomes in mind by describ{ng specific strategies which may
have positive results within a university setting.

There are at least three processes that must be addressed to plan change
in the direction of a particu{ar‘outcome: core group egthlishment and

maintenance, strategic planning (Greene, 1980), and supported implementation.

Core Group Establishment

A group- of advocates apﬁears to be necessary tq implement innovations
(Swan, 1980; Orlich, 1979). The group should represent a broad range of
disciplines. However, it is iméortént that at least some of the members
function in roles that connegt directly to the Yesired outgdmes. For examp1é;
if the group wants to change university curricuyla, at 1eas% one member should
have an influential role in curricula decision making at that particular
university. . -

Group size depends on the desired outcomes. If the outgomes are many and

diverse, a large group of advocates with many influentia} members might be

- helpful, If the intended outcomes are 1gss gfanaiose, a smaller group might_\{

be more productive. Since any group can be recofstituted, size can change

with the situation.

.,

Example: A university- based proaect with large-scale intended
outcomes generated a list of @45 influential individuals from

severa] university departments, the commun1ty,,pub11c schools,
nursery schools, day-care centers, fam111es, state legislature,
state educational and social services agencies, and advocacy - Y
coalitions. Each member was to have at least two connections to
specific outcomes, A1l 45 were contacted, and the‘role they were
_expected to play was exp1a1ned carefully, Forty-three agreed o
join the group; the remaining two suggested appropr1ate,rep1acements

(Carlson, 1979) .

) P -8 56



‘ The situation described above reflects careful p]‘énning and imb]ementing;,
the guidelines and rationale useg to create this core grdﬁp are worth sharing.
° Look for flexibility and adaptability. These personal
“-characterist;cs along with openness and a willingness to-take risks may be.
'observed in a variety of situgtions. In fact, networks of peopfe who share

‘ .
these characteristics often exist on an informal basis. ¢

° Contact those who care about youag children or khe handicgppéd. This
often is difficult to discern in profeSsioﬁa] sﬁtuations. There are ‘
unobtrusive ways to asﬁe;s this situation (sometimes a telling artwork or - '
family picture.hangs on the office wall), though often it.is easiér during
nonprofessional hours (e.g., opéervé who‘vo1unteeﬁs for the March of Dimes
Telethon or participates on_the Board of(Easter Seal, etc.).

° Contact indi;iduals who work weﬁl‘ﬁith'different people and with
each other. An impossib]é gituation may evolve if members with wildly :
d}vergént views cannot sit agﬁn at a cqnferenéé table and compromise
philosophy or ideas. ) , 7

° Draw membership from withiﬁ'and outside the IHE (app]icab]e oniy
in certain siiuations).' In a university setting, where pract%ca] issues
sqmetimeﬁ,are not explored, a combination of theoretical ;nd practical
perspectives maywbe usgjul. |

"EXamp1e: A.group of university professors on & federally funded
project offered to conduct an in-service program for teachers at
several Jocal day-care centers. The professors wanted to conduct

. the three-hour session during the day. . The administrators of the'
_ centers 'said tNere was no way the teachers could bé released--there
) * wasn't enough gloney to pay for substitute teachers. However, they
, did manage to freach a mutually beneficial compromise.' Since the-
cenyers had, premised to hold a parent development program,” an even-
ing sessioﬂ'(compressed to two hours) was provided to both parents

3
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B \' and teachers. - A potluck dinner pregeded the program, and university .

. : students majoring in special educat?ﬁn provided child care. It is
difficult to decide who learned the most--parents, professors, .or
students., - ° ‘ - .

_° Include those with power (applicable only in certain sitﬁéfioné). .

Power in an IHE may stem from position or function, If a grbup wants to use a..

s v /

campus building, it is essential to know who to contact. And, it would be
nice to have a key person from the group actually do the contacting.. In
universities, it also is critical to note status; a group of assistant

[ Y

professors will not edjdy gs much statué as a gréup of full professors--no .-
‘ ﬁatter how well either grbup functions. , ’ . e
- \ ° Inc]ude some members’ who aré persuasively articulate (ap$11cab1e

! '\only in certa1n situat1ons) On occas1on, the group’ may need a spokesperson.

{f’that person,is articulate and persuasive, he or she ﬁay do mbrg for the
group;é ultimate outcame than any other process or Preéédhre.\ d, the
message doesn't have to come from a pdwer figdre, as long as ;ifégzwer is
rep;esénted. ngsuaéive messages often are delivered by ;rticulate parents. )
) Those with harsh or strident voices or’tbdée with an adversarial mesgage might .
want to refrain from speaking. . . ' - ) _ N
‘ Fhe actual funct1on of a core advocacy group will vary from s1tuat1on to

s1tuat1on, but at the very least, the group shou]d be concerned w1th‘§yfateg1c

.
1 » B H . 4

planning,
‘ R
Strategic Planning ) '
! ' . A . Lo
. - tThink systematically and explicitly about means and ends. )
: Typically, strategic planning includes the recognition of - - - -
\ a need, ap.assessmeni\of resources and contraints, and a.. |
, ' careful"evaluation of alternative course$ of action. .
(Greene, 1980, p. 15.) ‘ )
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? Therg‘are at least four évo]ving aspects t6 strategic planning: analyze
needs, assess stréngthﬁg'offer alternatives,.énd cbordinat? through
. cooperative efforts. - B C ®
° Analyze needs. Since most pubfic and sohe.priva%e'iHEs are linked to,
s{até’govérpmenf, a clear-picture of real and percejved needs and priorities
of the state isAextremely helpful. (A staté plan is required under current
federat 1egisJation;-Duncan, 198b.) If a state depar;mént of education puts

. s . . . S .
highest priority on in-service education for regular classroom teachers, it

, May be a waste of time and effort to plan a.hospital-based program for parents
of handicapped children. On the other hand, needs andlpriorities of other

state departments (social services, mental or public health, etc.) might. be
. ‘ §

i3 J
- . l Y
explored. < .

The needs of IHEs and the local community also must be exglored. Your
group may think it important tb~secve autistic éhi]dren, but if there are no
such cﬁ%]dren locally and if the university does not have an educational
program for.stgdentslmajoring in the field, the 1de§ will not be readily

-

accepted, .

‘ﬁggﬁ as_opposed to perceived needs must be considered. Any person who
offers input in regard to néeds offers a perception--their percepfion. To.
sgpgrate reality from the berception of reality, collect a large amount of
jnformation'from a large nuﬁﬁer of individuals. Then buf it together perhaps
with the heib of a few flexible members of the core group. Qn the other hand,
a good ar‘gum&~ can ge made that often therercféptioh is the reality. Perhaps
the ibproach can be determined 1oca11y.’ - \ . ‘,- ' ,-

o Assess strengths. As a general rule, current attitudinal and
A .

{ L]




financial constraints on universities indicate it probably is wiser to build a
program or idea on what already exists than to attempt something never before
done--no matter how good the idea. (%Sggthing totally new can be;called a
."pilot program"; the phrase may be less threatening.)
rengths may take many forms: a close and continuing link between the
IHE and local §choo]s, ‘ bright in.novative faculty member who draws large
numbers of students, an operationai'child dgve]opment laboratory situation, an
outpatient clinic on campus, an intérdiscip]inary research program, a
ver§ati1e printing facility, or an extensive combuter or research design
opératiqn. |
. . Any of the above factors alsa might act as a restraint if they are
draining the IHg's resources. Restraints may be ironic: one university had a
fantastic ?iagnostic facility located in the middle of campus. Unfortunately,
nearby parking was impossible, andlmost parents were not eager to force their
young handicapped child to walk a mile at the end of a long school day. |
° Offer alternatives. It is vita]yto offer choices. And involving
participaﬁts in the choice prpeess can deter negatiQe outcomes; for one, a
program may be sabotaged by those who feel they were not involved in decision
* making. In the’long run, encouraging or allowing participation usyally is
productive (Bennis, 1966).
"The content of the alternatives is-another matter. Ugually, a]ﬁé}nat{;es
are based on function. However, fﬁnctioﬁ may overlap context, e.g., a
diagnostic facility may a1:o serve as a research base and a demonstration
facility. Keep in mind that IHEs tend to provide support to programs and

ideas that serve more than one purpose. (Successful grantwrtters at the

————

' university level usually describe four or five university-related purposes/




L'}

-functions for each peeject.)

* © Coordinate through cooperative effor}s. Accordimg to the Rand study
‘(Befman and McLaughlin; 1975) a collaborative planning sty]e'is vital to both
‘ehort-and long-term successtof a‘change effort. Nadler, Merron, and Friedel

(1981) list these factors related to collaborative efforts between IHEs, state
departments, and school districts: open communication, access to information,
" knowledge abeut the change process, sufficient planning time, participative
planning, summative and formative evaluation, the quafifications‘of change
agents, university adapfabi]ity,‘and recognition of individual amd group
efforts. The interested planner will fifd in this chapter's bibliography
sufficient references to build an adequate know]edge base. ‘

The processes of teaming and proposal writing are particularly effective
i]lustrat1ons of coordination_ and cngJ;atfﬁm within a particular situation.
\Part1cipat1on in either or. both proces$es will help bring.about Change,
regardless of any other intended or unintended outcomes. .

Seldom can we find one person who has all the kndw]edge and experience
necessary to p]an and implement particu]ar pmograms or projects. A team
combines and 1ntegrates individual strengths. Regular and special education
teachers often team to take better advantage of 1nstruct1ona1 systems
(Sargentt’Swartzbaugh, and Sherman, 1981). Iwo facu]ty members may decide to
become co-principal investigators on a specific project, Teaming as a process
offers many advantages. - ] ’ . .

Nhen the time comes to start writing proposa]s, find someone who - 1s
knowledgeable about the process and has fun do1ng it. This person will make
everyone's job easier. Th{ process can bring together people from many

disciplines and agencies. Some may try their hand at wqiting, others may .

gather' letters of support, sti11~othe¢s may become fixtures at the typewriter.'

Lo | o \
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Nritin§ proposals can be viewed as a chance for different individua]g to share

perspectives, to create a written plah for a viable project, and to have fdn.
Become comfortab}e with the word "draft," and circulate writt ‘documEnts

widely. In one university §etting, the‘ignitor was consu]tgd about a

proposal involving infant care--infants reéuire diapers, diapers requife

disposal, and disposal requires a janitor.

-

Supported Implementation

Planners and implementors of th; changeaproess may\want to usé Hersey'and
B]anchard's'(1972) four levels: know]edée chahges, attitudinal changes;
individﬁa] Qbhavjora] changeé, ahd group or organizational performance
changes. Know]édge changes (level 1) are the easiest to effect;

. 4

organizational performance changes (level 4) are.the g&tf}éifficu]t.
The most important ingredient in thg receipe for positive change is the

pepple that sefve as catal sts.' A system's move from knowledge change in )
individuals to instﬁﬁutiona] change requires a special type of person for a.
very interesting funetion--the boundary &@ssing role.
Greene (1980) discusses the crucial role of.individuals who bridge gaps
. between fngtitqtiona]'boundaries. Often the boundaries are between regular
Aﬁq special eduéatjon or between early childhood and special education. lThe
'poundariés exist,.cértainly, between many differéqg areas of interest. _To.

-

create\éhange in IHEs}/Qoundﬁry crossing must take place. The boundary
- ¥ - ’

s crosser is-.a éhanggsagent (Rogers and Shaemaker, 1971).

The ‘boundary crosser must be a skilled negotiator, a champion of .open
communication, and a facilitator of a free exchange of perspectives. And the .
individual must be credible--to all involved. §pecific credentials are

necessary but not sufficient. Farknorp important are the personal dué]ities




~

that the-individual brings tg,bhé/gaundary crossing role.

An effectlve change agent must have a strong ;;pse of self, because in
the process of be(?y all things to all people, the self has a tendency to get
lost. A gopd sense of humor helps and often i§ derived from a generalisits
perspective. Genuine openness, flexibility, adaptability, and empathy are
critical. ®

Negotiators must maintain a nonthreatening manner. Change is difficult
and éhus threatening\to many people; it fosteq;hfear of the'uﬁknown. Helping
individuals and organizations to cope, while accepting their strengths and
limitations, is critical. <4
“ Not‘everyone can function as a boundary crosser. In fact, probably very
few can do it effectively, and hardly:ényone can function in this role
indefinitely. But the role is essential, especially in IHEs.

-

SUMMARY AND RECOMMENDATIONS

-

Planning for chaﬁge in I@Es is an interesting challengé. There are a few
guidelines, and they have been presented. Of particular interest are:
establishing and maintaining a core group of planners; carefully and
strategically éna]yzing n%§QS, assessing strengths, offering a]tg}natives, and
coord1nat1ng through cooperat1ve efforts; and f1na11y, 1mp1ementing change by
involving 1nd1v1duals with very special qualities in the role of boundary
crosser.

~

The following specific areas may help you identify a target for change.

-

Diaénostic and Treatment Services

Since many school disﬁricts already provide diagnostit and treatment

serviceg, a program offered through an IHE would need to augment or strengthen

-
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an existing program or offer a totally new approach. Anastasiow (1981)
discusses two directions: broad-base screening and family centers, A
comprehensive, multidisciplinary effort led by university specialists would

-

certainly be a v1ab1e 1dea for either area.

Degree Programs ) vigh
~

"
Offer a curriculum to undergraduate studentis that emphasiZes the

multidisciplinary aspectg”of the field of early childhood special education

- ‘(Anastasiow, 1981). Addi ionally, you may wish to build a degree progranm

between the disparate departments of Early Childhood Education (or Ch11d
Development) and Spec1a1 Educat1on. The program cou]d model the benef1ts of
cooperat1on. And, graduates of this type of program would be able to adapt to

a variety of settings.

In-Service Education

Professionals are aware of ‘their own educational needs and are willing to

»

participate in the processes of learning and changing./fHowever, they<are not
eager to renew the rolg of'passive learner. Proceed cautiously. Thou%h some
university persannel hal@klost contact with young handicapped children and

the1r fam111es many have found a renewal of spirit from sitting on the f]oog§§
during circle time, ho]d1ng and helping a young child w1fﬁ\sereoril palsy, or\‘
tak1ng the hand of a blind child. Un1vers1ty and field personnel beneftt fro; _

in- serv1ce edlication.. N

Research ' — y ‘ : eo-

Quality research by coordinated, transd1sc1p11nary teams is needed

desperately, and IHEs typ1ca11y place a h1gh priority -on research; more S0

than in the f1e1d (Cooper & Marshall, 1976; we1skopf, 1980).’ ¢ Take -advantage




N ~

— .
of a university!s support systems for ‘research--extensive libraries, computer
facilities, research design and analysis consu]tati@n,‘etcl Large-scale
research programs also attract high-quatity individuals at the graduate,

intern, and, post-doctoral 1gvel.
e .

Evaluation ~ - / : .
School districts and agencies usually have a plan that includes A

eva]uatioﬁ, and quite often they accept help f;om universityﬁfacu]ty and

staff. A university administration may appreciate a sound evaluation system

that can be generalized--and that is often the bottom Tine.

Demonstration “

‘ Federal money has been available for demonstration projects through
sources such as the U.S. Department of Education's Handicapped Children's

Early Education Program (HCEEP). .Questions of .1ogistics and liability must be

addressed in the planning stages.

Dissemination ' /,\\_

Send a copy of any disseminaFed document to university administrators and
faculty with a personél cover letter describing benefits for the unjversity
(e.g.,'degree programs outlined, relevant courses mentioned, in-service
training for credit included, etc.). Keep the goal in mind, i.ef, to help :

»

improve services to young handicapped children and their families.
. <
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INTRODUCTION
‘3’? ¢

The effective transfer of knowledge from one person )

or agency to another is an instance of innovation,.s
adoption, and diffusion., As knowledge and its use .
diffuse through & population, social change may . :

occur. Thus, many instances of~intended knowledge
utilization are ‘instances of planned social' changé.
(Za]tman, 1979, p. 84)- ) ‘ '

\

Nany federal,_state,‘and locally sponsored projects are charged. with

.

>

developing, documenting, demonstrating, disseminating, and institutionalizing
1nnovat1ve educat1ona1 p“s, ideas, products or programs (p1PP). Notable
examples of federal seed money efforts are the Hand1capped Children's Early

Education Program (HCEEP), the Teacher Corps, the National Diffusion Network,

the Developmental Disabilfties Program, the Basic Skills Demonstration . ﬁ\\\ )
'Program,sthe Bi]ingual Education Demonstration Program, and the Handicapped
Children's Model Demonstration Program. Agencies in the U.S. Departments of

Education and Health and Human Services adm1n1ster these efforts and aim to

deve]op worthﬂﬂﬁ]e PIPPs for other personnel and organ1za¢1ons to adopt or

adapt. ‘

Change efforts of these and other proJects are marked by diversity of

/ content, client populations @t1v1t1es. Some proJects strive to develop

local interagency agreements to foster integration of various human services

for adults; some he]p profess1ona1s adopt curr1cu1a for 'use with youngsters

(q.

with spec1a1 needs; some hope to rep11cate a]] or parts of programs in local

education agencies; and some engage in stateu1de planning throagh state
departments of education. These projects all are charged with evaluating the

-

" results of their demonstration efforts--however diverse; documenting

experiences; and persuading others to adopt, maintain, or adapt all or part of

¢

[ .

their demonstration project.

16;
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,c]ose attention to various rol assoc1ated w1th it. The reader must

g%i\g'ms chapter aims tg¢ assist educat1ona1 administrators and pract1t1one£f,
policy- makers, and students of, the change process to p]an and implement :
d1ssem1nat1on effortS'tQ foster positive change on behalf of young handicapped

chi]dren. To he1p accomp]ksh this goal, readers are offered a def1n1t1on of

% a—

»

d1ssem1nat1on and a framework outlining in phases er's decision-making
process. Next, recommendations for construct1ng an actijon p]an are 1nc1uded

Flna]]y, suggest1ons are out11n for implementing the action plan, pay1ng

¢

interpret th1s chapte’ from the perspect1ve of his or her own organization's

d1ssem1naf1on des1res and in terms of its ecological elements (the setting,

aud1ence, the product of change, and the disseminator himself or herself).
This author reduests that the reader take into account the sources of

information that influenced the writing of this chapter. First, the content

»

relies heavily on the author's ten years of experience working'w{th
demonstration projects‘that disseminate as a primary mf§§ion.~ Second, the . .
chapter reflects a mix of ideas and experiences that demonstration project ° ' s
personnel have over the year shared with this author, Fina]]&é the materjal)

draws on supportive research and descriptive literatore.

¢

EMBRACE A DEFINLTION AND FRAMEWORK

*

'EducationaT program personne1 that attempt to institutdionalize change,
regardtess of content clients, act1v1t1es, or other goals, must embrace a
def1n1t1on of d1ssem1nat1on. And they must adhere to some.basic
considerations in order to help others acquire and effectively use a PIPP. A

firm definition often helps disseminators channel their strategies with change :

dctivities already in motion in the community (Ba]deridge, 1980). Furthermore,

b / ’

v
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a definition can be used as a guidepost tq assess the depth and quality of the
y - JE T S A
desired change and the speed at which changes are necessary, '

- -

A Definition of Dissemination o T o ¢
Dissemination\is a comoiex, dynomic, olonoed‘procpss'of exporting an '/’f
identifiable PIPP to a particular user. . The user may adopt. the PIPP as is or
+ adapt it'to needs of its own clientele. o
Four assumptions under]y th1s déf1n1t1on of d1ssem1nat1on. First: the
d1ssem1nator has deve]oped a PIPP that merits exportation. Second: the ﬁIPPL (
can be, integrated into the community 1andscape of educational services. - -

Third: dissemination relies heavily on a communication perspective (see

o ?igure 1). Fourth: dissemination is deliberate and rational rather than

" accidental.

The disseminator must plan to have adequate resources to deliver the PIPP
and elicit a positive response and commitment from the audience; after all,

]

the potenial user can accept or reject all'or,some of the PIPP.

_Kuou Your PIPP - ’

First and foremost, a disseminator must have a PIPP. Figure 2 provides a

-

-« number of examp]ess .

1

-

The d1sseﬁqnator must be able to resolve questions that targetted users
(e.g y classroom teachers, superv1sors agency d1rectors as51stant

superintendents, spec1a11sts) may have about the PIPP. Questions m1ght'

14 N

y

include:

. S What makes your PIPP good?

°  How does it benef1t ch11dren families, serv1ce providers,

?

decision makers, and others?




- ‘ A Communication Perspective: T
- : Some Factors for Consideration

-~ -
R 4

4 / ) ~
*"UNDER WHAT AUTHORITX? What sanctions or approvals can the disseminator

initiate? ’
>/ CAN SOMEONE? WHo in the demonstration project will serve as
i T ' the disseminator(s)?
"_NITH WHAT PURPOSE? Will the proje%{:ﬁg;orm? Energize? Change
. attitudes? .

> SAY WHAT?, What is the product, idea, practice, or
. prograpm component to be disseminated?

> T0 WHOM? Who is the target audience?

> IN WHAT SITUATION OR CONTEXT?
Where will dissemination occur~what
social setting, social network, organ1zat1ona]
milieu, or comb1nat1on?

> WHEN? ' " Must the dissemination effort take place in a
‘ ) part1cu1ar time frame? .

> THROUGH WHICH DELIVERY MANNER?
' What mix of strategies will be used?

-

"'.AND WITH WHAT EFFECT AND FEEDBACK? ° ‘3ﬂﬁ‘>
. What outcomes can be documented and what feed- N
back will the users provide?

~

3

’

» ’ ¢y
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- Figure 2
/ £
. . PIPP Examples
‘ Products

‘ > #ammg package for using microcomputers for basic skﬂ]s
ot > Checklist of desirable teaching behaviors

> Diagnostic instrument

> Book containing synthesis of research for classroom teachers

Ideas ' , 2.

> Provide educational services to young handicapped children

as early in their lives as poss1b1e
> Promote cultural pluralism in classrooms .
> Involve parents in making décisions about their child's
. curriculum, class placement, etc.
> Implement procedures for integrating handicapped and
" nonhandicapped students.
* +

Practices

> Sequence of activities to teach a particular ‘concept to
illiterate adults
eries of intensive experiences to instruct parents in toilet
tra1n1ng
, > Strategies for 1dent1fy1ng hand1capped school-age ch11dren in
urban areas
> Teaching volunteers appropriate behaviors for home visits

Programs

> An entire educational intervention program designed to serve
a specific population in a particular manner
+ ../ . ™ Selected components of a program

¢ i .-
. .
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Does your PIPP have an advantagé over others?

Are there administrative modificat@ons to be made if it is adopted or
adapted? ‘

What are the Lcosts?

What physical faéi]ities are necessar}?‘

Is the PIPP compatible with our values?
“Is it alright to modify the PIPP to fit our ¢lients, en;ironment,
etc.?

Will our community support and sanction your PIPP?

Does the PIPP indeed do what it purports?

What ongoing support will you provide if we try the PIPP?

A Framework . -

Q
t

After accepting a definition and clearly understanding the PIPP, the
disseminator must have a compatible framework to make a p]an that will reach
and 1nf1uence users (i.e., individuals, groups, organ1zat1ons) in the

PR——- L N

community. The framework should deal with forces that affect the potential
user of the PIPP.

L]

Figure 3 presents an interaction .between a dissemination program and a
. user. The chart suggests a gene;al §cenario of tﬁe decision-making p:ﬁcesgﬁ
. potential users appear to follow when'thgy accept;orgpéje?t a PIPP, This'
'sbedario, a syntheé&g of the {deas.of Rdgersi(lgﬁé), HéVg]ock (1973), Berman
andxMcLaugh11n (1974), and Muthard (1980) Caﬁ ;erve as a frémework.of,a g
d1ssem1nation plan. The flow of this scenario suggests that as the ‘

disseminator interacts with the user, the user travels through a series of
“ ’ ;

decision-making phases with f@spehg to the ‘PIPP. Disseminators will find that x

fog
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- Rejects PIPP

. . . ¢ ! ﬁ. N
Fiqure:3 - , .
. - ' ‘

oL ' User_%isibn--r&aking by Phases . )

’ ‘,, »}, .’ -

. M -
The user... ' Phases .
_.becomes aware of PIPP. | ceeee- AWARENESS PHASE sy
...perceives potential benefits. .

..shows interest in PIPP and.wants more
information. -
...shares features with others
.. imagines app11cab111ty or utility in own
setting. |

v

..evaluates value of PIPP and soundness of
supporting ‘data.
.’critiques in light of own setting.

..weighs .overall pros and cons. ®

s

..seeks wider base of support and coopera-
tion.

..validates worth of PIPP and its implica-
tions.

...senses if climate is favorable to chanqe;

...engages in mutual goal setting and plan-
ning-with disseminator.

p—
.identifies and secures resources needed

* for acceptance.
..gets commitment for action from various
‘ persons including the disseminator.
..decides to try out a pilot of PIPP and
assess its compatibility and utility in
local setting.
deve1ops more ownersh1p and investment
L__in PIPP. : —
..thinks about implications of applying
the PIPP and potential. problems and
special needs or requirements. -

...finalizes decision about necessary
action such as adoption, adaptation,

L ..and installation.

~ . -.

.

7

‘
~mm---

----- e

- -~

n//) ‘
.
. .

INTEREST PHASE -

b

EVALUATION PHAS F e

Yy

SUPPORT PHASE el

Y

RESOURCES PHASE s

Y

TRY-QUT PHASE

Y

PREOPERATIONS PHAS i

Accepts PIPP and
works toward Toutine g

and integrated use
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p]anning and conducting their efforts will be)easier'if they follow a R "
framework (1ike Figure 3) that deals with the compﬂexities of what users are
likely to go through as they make decisions concerning a PIPP,
The framework starts with developing an awareness of the PIPP and moves
through phases of showing interest, weighing or evaluating its value, seeking
—_— e

wig'r upport for the PIPP, identifying and”securing resources, and decidi
“to try out the PIPP; the framework concludes with finalizing the preoperations

necessary for adoption, adaption, or installation. Of course, the

dissemin tor hopes the user accepts the PIPP and then works toward its routine

. use. HoE%VEF"the user may choose(to-accept or reJect the PIPP depending upon

a host of factors. . )
“A good fram%work can he]p point to factors which can cause a potentiall

user to reject a PIPP and,wareness of these factors allows the disseminator.

to correct or minimize their impact. Any oversight can lead to rejection,

For example, if potential bengfits of a PIPP are unc]ear,.the user .may reject

the practice from the outset. Factors outside the disseminator's control »

. * ‘ .
(resources, for- example) also may 1ead\to rejection.

~

'

/ -
ENGAGE IN ACTION PLANNING
1} ) . . ‘ @

Hith:a~usefu1 and reliable PIPP, a clear approach to dissemination, and a ,
- .. ! .

framework for user accéptance or rejection, a disseminatpr s ‘ready to -

- undertake action planning. This refers to the systematiq development,

implementation, and eva]uagib\ of a dissemination effort. Action planning
helps disseminators reassess the nature and needs of_ their PIPP from a

dissemination perspective. And, it helps disseminators design the user's map

-




:" - -

-

-

through the cbmp]ex chain of decisions that lead to the PIPP's acceptance.

Gallagher, Syrles, and Hayeé'(1923) describe planning as a problem solving

-

process:

© Needs alert us to potentials for change and generate
goals. Goals require specified objéctives which can only .
be met or realized within the boundaries of resources

" balanced by constraints. Strategies for reaching

objectives, selected from alternative approaches, lead to
a choice of action, an implementation of activity, an
evaluation of the success of the strategy, and feedback.'
This feedback of evaluation data helps to adjust goals,
improve resources,.sharpen objectives, or reduce
constraints. (p.1) .

An action plan must be designed for the unique demands of each user, and

it must be flexible to accommodate new deveugpments.
Figure 4 describes the major activities of an action plan. These steps
will help routinize the PIPP. The 14 major tasks outlined in Figure 4 are

related to each other and to fhg communication berspective in Figure 1 and the

1

scenario of user acceptance and rejection in Figure 3. Get together with a

group of colleagues and use this guide to spark discussion and consensus;
generate objectives; explore alternative strategjes in light of resou}ces and
co&straints; implement and evaluate your efforts,

As Fiﬁﬁre 4 portrays, the ihftial planning task is to specify the PIPP

you wish to export and prepare-answers to the potential user's questiyns.
R A ‘ P4

%

Preparing responses tq, these questions will help generate and guide further

action planning. Finally, as the activities imply, the plan must be activated

in order to penetrate the adopter and their social network to secure

decisions, positive commitments, and ultimate routinizafion of your PIPP.




IMPLEMENT DISSEMINATION EFFORTS.AND

DRAW ON VARIOUS ROLES

An action plan is a map that outlines tasks that must be performed and
reveals the orgaﬁizationa] structure necessary to carry out a successful
dissemination effort. This section of the chapter examines the staff roles
and a potpourri of ideas which appear to enhance the success of a

dissemination effort.

Structure and Roles

‘ Ay
Crandall (1977) sudgests that disseminators must think about front-end

and back-end roles. The front-end roles are the initial phases of the

acceptance or rejection process shown earliet in Figure 3 (awareness through
try-out). The back-end roles move from the preoperatidn phase through
Adoption, routinization, and withdrawal. Figure 5 (p. 108) describes briefly

these different roles.

Some Ideas to Foster Success

Practitioners and policymakers must identify and deal with key elements
that &ictate'success or fai]u}e of their efforts. This authér's experience,
literature on change, an& ;Eedback from successful projects point to several
vital elgments:

¢ The PIPP must be coherent and capable of producing benefits. '

° The PIPP must be attractive to local people and organizations
and compatible with community values and goals.

° The PIPP must address a local interest, need, or problem (or a
, market must be created). .

~
- ’,
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Figure 4
ACTION PLANNING

’ Activities to Enhance Awareness, Adoption, . .
Adaptation, and/or Routinizatién of a PIPP A . .
- ) ¢
Activity A: Specify the PIPP (or combinations} you want to Activity 9: Pinpoint possible barriers.,

export.

* What product(s), idea(s), practice(s),
or program elements do you want to
X dissemina;e?

* [s the PIPP complaﬁf~cgst1y. or
£Bifficult to comprehend?

* Is the quality and/or effectiveness of your
P1PP documented? )

* Is the PIPP general or specific enough for
- marketing? <

* What are the benefits or rewards of the PIPP?
* What makes your PIPP better than another?

N
\

L

Establish a clear rationale, purpose, and under-
standing of why you want to disseminate a sound
PlpP. .

* Do you want to increase awareness to cause
some sort of action or decision? . .

* Do you want to change attjttdes?

*.Do you want to maintain your program or
practice?

* Do you want to expand your program or practice
by encouraging others to copy or adapt it}
~

,Activity 2:

Activity 3: Get approval or support from your leadership.
* Who will endorse your effort?
* What monies are available ‘to support the PIPP?

* Who has power to earmark resources for this
effort?

.

Design and articulate the message.

* What feature will you stress?

* What theme will you use? he

* Is there a partfcular angle? =

* What kind of identity do you want?

¢ _* Is your message believable? L.

Activity 4:

24

¢

-

Actiyity.}ﬂ:

A

Activity 11:

] . . -
“* print ' - / 11:\:
- publish newsletters , ‘
- send news rele€ases to local press o, ’
- produce brochures, flyers, manuals, and books
- mail letters -
- =.write journal articles. - .- - | : .

* Who might hinder or:campete with your efforts?

* What circumstances or occasions are particularly
sensitive? ¢,

* Are there resistors tochange? ‘

-

Identify. resources you need, and -tap resources
that are availaBlle.

* Will you need audiovisual equipment? o

* ¥ill you need travgl funds? ) . -

*'Will you need help from consultants or specialists? 2
* Will you fgéd funds for publications?

* ¥hat cash needs do you have, and what sources
can you tap? ’ '

Design and implement @ mix of dissemination ' .
strategies.

* Person-to-persoqfstrategies

- establish and maintain personal relationships
« - develop coalitiens . o

-'work with professional organizations, =

associations, universities S

lobby. _ .
coordfnate with others
provide consultatipn and technical assistance
use advocates, parents, or advisory-boards
demonstrate,
operate through networking - .

provide visitations . . .,
give testimony for the record ™ - . ’
hold workshops, training sessions, special
events, briefings .




Activity 5:

Activity 7:

-

Activity 8:

<

Determine and document the need and support for your
PIPP in the community.

* What local orqanizations will endorse the PlPP?

* Are local decision makers and implementors avai]ab]e
to support and sanction the PIPP?

* Is the PIPP compatible with community values?
Identify environment, audience, oereneficiaries of
your PIPP,

* Are children the ultimate users? Fam11y members?
Oeper individuals, groups, or organizations?

* Are service providers the intermediaries who must
be influenced so the PIPP can affect children?

* What setting and power base are necessary for the PIPP.
to succeed?

* Will supporters c¢reate a receptive environment fop
users? .

your PIPP? , o

\

Build a time frame. f:mfi !
* Must you follow certain tiqe%{b{s§}§d~’a ' -
* How can the time frames be Yentif sily and

reliably?

* Wi11 certain key events occur (e.g., county budget
hearings, town priority setting for educational-
services) that are crucial to your efforts?

* What needs/concerns/feelings do usqis have about

Delineate staff. _ .

* How can you assess necessary skills {e.g., selMng,
persuasion, negotiation,” flexibility, politics)?

* Can you tap parents, advisory comm1ttee members.
or other advocates?

* What roles and responsibilities must be put fn p}ace?
* Will coalitions be needed? '
* Who will coordinate your dissemination efforts? 'y

f

* Audioﬁisual

- perlﬂE,slidetapes. films,
and vtdfotapes
y - tap resources of local radio
and fa stations

Develop evaluation strategy, and use feedback to
modify your entire effort.

* How will you evaluate your endeavors?

* Do you want dotumentation data, satisfaction
data, or progress or, outcomes data?

* Who can coordinate this activity?

Activity 12:

Determine the amount and type of fol]ow-a]ong support
necessary to help the user.

* How can you help create a routine?

* Aré you prepared to provide techn{cal assistance
to the user? ]

* Howmuch support can you provide?

* How formal or informal are your efforf;?
. * What new behaviorseand attitudes must users adopt?

Activity 13:

Activity 14:

Ascertain if it is appropriate to withdraw support.

* How will you determine the time to fade away from
the user site?: -

* What preparations are necessary?

* Are you prepared 'to give support for-an extended g
period of time?

“* Can you help the user think of mod1f1cations or new
applications for the PIPP?




Figure ‘5

Relationship of Implementation
Roles to Phases of Adoption
.

’, . A
Front-end Roles * Phases of User's Back-end Roles
of Dissemjnator Decisibn Making of Disseminator °

. s

Salesperson makes use of Awareness
promotional materials—
brochures, flyers, other
media.

Information Linker helps
user clarify needs and,
answer questions—personal
contact. .

Program Facilitator alerts
user to wide variety of
practices, prodycts, or
programs and facilitates
decision making—demonstra-
tions, field visits, personal

contact. v

,4.[/r,ocessor helps user diagnose Support '

needs—pérsonal contact.
97
5. Agent/Doer helps prepare the ’ Resources
organization for change—
personal contact‘ and training:
Try-0ut . Resource Arranger helps
) get change installed and
brings in necessary materials—-
AV products, print materials,
personal contact, training.

Preoperations . Information Linker answers
questions during these
phases—personal contact,

“ technical assistance.

Adoption or Adaptation . Technical Assistance Provider
‘helps get kinks out of !
\ installation, solves problems, ;.
’ and?le'lps user reach goals—

Y technical assistance.

Routinization Evaluator helps user learn
for future situations—per-
- sonal contact.

- Withdrawal Educator/Capacity Builder
belps to push user beyond
routine. . .

! —"""‘":':““f’ ““«M
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° A favorable climate must prevaTT“6f be created with endorsements |
and atlequate fiscdl, personnel, and material resources.

° The PIPP must be flexible and presented in an organized, timely, and
accurate manner through a mix of delivery strategies that stress .
personal communication.

\

° The disseminator project and the user agency both ne@M influential,

ontjnuous, and assertive leadership. !

° The disseminator must be credible--perceived as trustworthy and
competent, ’ ]

° The disseminator must start action ptanning early, clearly delegate
staff roles and responsibilities, and continuously generate support and
visibility. (Dissemination is a process that takes enormous time and
energy.) y T -

° The disseminator must know (research) the user and\the degree of
adoption, adaptation, or routinization that it has in mind.

° The disseminator must be flexible--ready to deal with leadership
changes, lack of agency support, changing program and funding
priorities, staff burnout, or any external influences. ~

° The disseminator must be sensitive to the fact that a user may adapt or
modify a PIPP and not adopt it completely.. . .

° Fina]iy, disseminators shoqla always thank those who helped the
dissemiqation effort.

»

-CONCLUSION A

.~ £

Dissemination is a complex, dynamic, planned process for' exporting an

N 2

identifiable PIPP (product, idea, practice, or program) to an audience which -

will adopt or adapt it for some sort of rbuting,use. To accomplish this

?
-

challenging task of integrating change into tbe landscape of community -

services, practitioners .and po]icy makers ‘must use a decision-making

framework, engage in action planning, and must plan for varigus guiding
. ‘-

4 )

»
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principles that caﬁﬂchilitate success in the dissemination endeavor.

Ohme {1977) prov{des this qpseryation about the keys for planning and

- implementdng a strategy for change{ Tt

The success of a plan does not depend necessarily upon its
merit, but rather upon the right combination of leadership : _
plus client and practitioner involvement. (p. 263)
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APPENDIX

A
A

' The‘Iﬁvi§ib1efCollege on the Institutionalization of Change was held ‘at
o 7 Bank Street Coliege of Education at New York City on March 12 to 14, 1980.
ff:\ : . 'The‘Invisible,Collgge ﬁrovided an'opportunity for e&ucationa}}theorists and
o pract1t10ners tg 1nteract ina support1ve environment, share 1nformat1on
rev1ew theoret1ca1 perspectives cr1t1ca11y, &plore the application of
specific educational theory, and discover how and when research 1nto\§1anned

change and 1nst1tut1ona]1zat1on converges. The experience of the

pmactitioners confirmed the conceptual perspectives presented by the
: A theoreticians. |
The faculty of the Invisible College on the Institutiona]izapion of
| .nchange included: . ' ’

J. Victor,Baldridge, Higher Education Research Institute
Peter M. Batemans Massachusetts -Institute of Technology

. \ Nathan Brow;,‘%he New;School\of Social Research

“Ronald G. Havelock, American<Universitx‘ ) o L

ﬁancy Je pres, State University of New York at Albany ‘
Gordon Klopf, Bank Street College of Education’
Gary Lambour, U?S‘ Specfa] Education Prograﬁs

David Robinson;fE;rnegie Foundation for the Advancement of Teaching

David Rostetter, U.S. Special Education Programs L
Philip J. Runke],_University of Oregon ) . o ..
 Selma G. Sapir, Bank Street College .of Education ) L l-i

Leila Sussmann, Tufts University

Pascal L. .Trohanis, Technical Assistance Development System (TADS)
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