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ABSTRACT | - L : .
To study the actiohs that can be used to manage and

‘support change in high schools, two researchers made two-day visits
to 'two high schgols in each of nine districts in various geographic

areas of the nafion, where they interviewed students,!.staff, and

‘ central office personnel. In each district, researchers selected one

school- they judged-to be changing a great deal and another school
they considered to be typical.'The focus of the visits was to explore
the following questions: What are the types, svurces, and purposes of

o

‘change? What ‘are .the key units of change? What ares the key

situational factors that influence the change process? and, How is
the change process managed? The purpose of two-tkirds of the
interventigns was found to be deyeloping supportive or organizational
arrangemefits ‘and resoyrces, and an analysis of these actiong ‘
guggested that much initiating of change occurred in the schools, but
little facilitation was provided to support change. Several of. the

. current high school change myths were challenged by the‘examples of

effective interventions reported, leadin? to a set of tentative
guidelines for change managers. These guidelines include: (1) seek
forgiveness rather than prior approval; (2) ignore the
disenfranchised department status and forge ahead; (3) use staff
development to cure terminal staggation of instructional practice;
(4) create a new policy or positibn and rally the troops aroupd; and
(5) sneak up on the blind side and employ persuasive incremgsntalism.
A review of current literature indicates that more investigation is

- needed to provide illumination about the management of high school

change and improvement efforts. (DCS) _
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:i'f'?“f* been changing - its buildiﬂg and grounds, 1ts climate. Tts image._ The result

--;;::;. nvms AND nauaeeneur‘*z

Research and Development Center for Teacher Education e
The University of Texas at Austin o

ue talked withsmany 1nd1viduals 1n Hellington, a big city. urban high

school They reported that over the course of several years, the school had

1s a uork place where teachers. students and administrators now say they look jffﬁij
fornard-to coming. The social studies department chair exp]ained how change |

was being managed 1n their school._ SR o

S . . . K

~.__gh School Chang;fas HoteT Restaurant Manag ent

The high school. according to the department chatr. s a more democratic
. society than the elementary school. -There are more cooks in the kitchen and
- they are.organized around-head chefs. - One department head 1s a pastry chef |
'.checking the crusts and color of the butterhorns and croiss::zs as they leave .
"the kitchen. Another department head is a salad chef monitoring the trays of
'salads“that go out. The deans in this system‘deal with the trays that don't
pass tnspection. shaping them up or scraping therlates clean, The'principal

is the hotel atelier, managing all of the parts so that they work well and Ng
L] . - ‘o.\

1The research described herein was conducted under contract with the . %,
National Institute of Education. The opinions expressed are those of the T
authors and do not necessarily reflect the position or policy of the National .
Institute of Education. No endorsement by the National Institute of Education
should be inferred. .

2Paper presented at the annual meeting of the American Educational
Research Association, New Orleans, April, 1984. . -
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: :'»..;;_:._coordination. In contrast. elementary schools are more like boarding houses

L ‘ ivith one. person. the principal preparing the whole lneal and cleaning up also. '. :.;.-:; o
G The explanation is that there are many cooks stirring the. broth in the Ly
high school and .that the feast is served Rt in a complex manner. | Thinking in_‘_

a this ivay about high school management of change. its actors and actions. is .
_.o]'f-':f?';‘ useful..__ The actors. the individuals \vho deliver the salad and the sauce and
provide leadership for change in. high schools. are discussed in another paper |
oy Han -and Guzman (1984) l’his paper will focus on. the actiohs. th&vbl"i""f(‘!’]._._{-_'_.'-.i'.:j_:.i‘:.".-f.-“.';,

o interventions. that can be used to manage and support change. __':_ _.i*_ ‘ .' -._'7 e
- In the paper the stud.v which provided the data about interventions made
during high school change efforts vlill be briefly explaine\d and the. interven- -
tion data \vhich are examined for this paper nill be described./f second part
of the paper. a discussion of currently popular myths regarding the mahagement_‘_
- of change in high schools. \vill be explored and vvill include mini-cases from |
the study schools in order. to- consider the veracity of the myths. . The paper - ";
concludes with implications for the change manager. and suggejtions for' . .

3

further research that is g'leeded.

Para-chute Drop; nto .liigh' Schools' .

geographically dispersed gcross the nation. 'These' visits were part of a study
of how change occurs inihigh school sFttings conducted by the Research on the .
Improvement Process program at the Research and- Development Center for Teacher

L 4

I~ Education, University of Texas at Austin.

‘Dynamics of HiLSchool Change Stpdy_ . ' q

Phase I1 of the three year Dynamics-Study has been affectionately called
"Parachute Drops."_ This s \gdy phase was designed as a descriptive
ERIC S 2 4
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"}3ffinvestigetion of a nationai sampie of scﬁhpis." The focus of the perecﬁute

iithe chenge process. hov is the change process mmneged. The sem: e of"

~curricu1um specialist, . . | . . : SN

;_;;3* drops in the high schoois is to expiore four ierge'questions reieted to chenge ,.fl"',

N

f_"fi?fﬁ?;n the schoois: ‘what are the types. sources and. purposes of chaqge. whet are f.;ln'
o the key units of chsnge. uhet are the. key situotionei factors that infiuence

.?Ji?school districts in nine stetes includes a renge of community sizes and types a.,'
. “i;jff- urhan. suburban. mid-size city..rurei. ::»h;jg‘;ffggj;{ﬁ;{fthilg:"jjf:h;;aﬁﬁfﬁp?gf] =
N h_ni Two schools were selected in each district oy centrei offdce persons.;;f;éilf;t
fr““f?stiOne schoo1 uas Judged to be changing a. greet deai. whiie the other was consi;?;;;;h'r
‘;;{}idered to be typicai of high schools in that district. “Quring the’ two-day . e
‘fffj?visit the reseerchers uorked together and. independently to interview e wide o
:errey of. persons in the schooi._ Roie specific interviews focused on the four vﬁz ;
1f;iiistudy questions . were mede witb the principe] essistent principeis. depertment

Nh”'cheirpersons. teechers.,students. counselors. student activities director., '

'lathietic and music directors. end school . secretory. AJso intervieued were

central’ office. personnel. such as the director of secondany education. and a

e,
.

‘ After deta coiiggtion. a deta reduction process completed by the

researchers yieided reports uhose sections correlate with .the four study- R

questions. This procedure provided documentation of the tuo researchers'
perspectives«-ebout the four questions reiative to each school, amd

perspectives from four researchers about eech district. See Huling (1984)'for

2’ complete expiicetion of the s tudy procedures and methodoiogy.

»

Intergentjon Data ¢ ‘ ' .

For this paper the interventions from four data reduction sets represent-

ing‘four school districts in four states have been examined. Each of.the:?our

.
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~'i-i-*.5:-t§;'_.:-,~sets represents tvo high schools from each conmunity type in the study o”ne

urban district. one suburban, one mid-size 'city district and one ru.(al

. ’ L.

e+ e il L nail T T e o o——p——

R In the reduction process, each researcher referred back ‘to the taped
, ,""-""'7'-'-‘9-"“_'"'?intervieus and ligted five. critical interventions identified from their. data. o

i-_.Ihe resea'rchers had asked. interviewees ih the schools uhat had been done

L }.-f;\_.,._i--__during the. past tvvo years to make particular changes occur in the schools. : :.
- These actions. or interventions. were nominated by teachers and others out of
the time referenced by the intervieu question. From the responses solicited "

I TR : .

7e 0y *and collected from every person interviewed. the researchers triangulated the

data. and bringing ‘their experience and clinical judgement as change v

researchers to bear. identl fied ”critical interventions" for .each. school.' ~The
RO : researchers charjcterized these interventions as being "significant. important .
N and criti;.al for the - implementatibn of a particular innovation." The '
. - processes. of solicitation and subsequent selection of the critical RIS
. interventions by the researchers uould not bear rigorous quantitative I
.‘. scrutiny. QuantitatiVe measures to establish reliability and validity were -
ngt deemed appropriate for the expl’oratoay. descri\ive investigation. The .
- o obJective was to gain a sense of what was betng done to support change and to..

s O
.

~make it happbn. Thus, the more qualitative data collection and. reduction
* * procedures were employed. . v -’ _' '
| | Using a framework developed out of earlier change research (Hord. Hall, ~
‘Zigarmi. 1980) the interventions were then coded by the researchers to
classify several of their internal dimensions. These dimensions were the

source, target. and function of each'sintervention. To understand what these

L3

4 v

*An°intervention is an action or event or a set of actions or events that .
influences use of the innovation (Hadl & Hord, 1984, p. 283).

°
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- ) critical interventions looked like and how- they represent the managcment of
RIS . 553 high school change. the function codes of . the. interventions have . been f;ff;?}ii,_?'
. 'i2§iiff scrutinized.. The function of an,interuuntion is defined as the purpose(s) of;Jf jf:_"*
;'T;'f xhe intervention and represents uhat the intervention uas intended to accdm-;ffﬁﬁtfia'-“
A plish. Eight function classifications are. included in the frameuork and can'?5;3ﬁf¥»
_;i[_,’ be used to capture the.purposes of themoritical interwentions that uere
. ’ C )’ R DA ",.'—' L Lo . ’_ .
I identified. ‘These functions are: fg%-'aj_;{,;;c: 5:,;=‘"-.'“<;~;_ ' 1“
* ,—.; .. 1000) Developing-supportive or organizational arran?ements and N
- . resources includes planning,. managing. provid ng materials. R
| . resources, space, etc. ,“'3__ S WL T
. .‘2000) Training refers to the teaching of new. knowledge and skills. o
R , o reviewing, clarifying.q,nu.;-e>_ e U T
R '«';'3000) Providing consultation and reinforcement translates as B
e - _ promoting innovation use, problem solving. | |
.« - 4000) rbnitoring and evaluation represents data collection.
* o f‘ analysis. reporting and, tcansferring data. - L
' . . Y ) o
R 5000) External communication refers to informing outsiders. T BN Y
‘ | 6000) Dissemination means gaining suppogt of outsiders and promoting o
: . . use of the innovation by outsiders. ' . _
’ '7000) lmpeding includes discouraging or interrupting use.
) ” 8000) Expressing and responding to concerns includes complimenting, .
R . . praising, acknouledging. complaining, reprimanding, etc.
‘ * | (Hord, Huling & Stiegelbauer, 1983).
A prelimiﬁaf& analysis of these data._using the.coding schema suggests
-~ several findings. ' | o | ’
e : Jo . . _ ) , . o
, lntervention ‘Findings L ’ | . v o
* . The interventions under examination are those {dentified by researchers
‘as _critical.“ from the pool of. those nominated by interviewees. In short, in
the pool are, those that were in the memory of the school people withim a two
. i | . 7 )
ljR\(Z : : 5 ¢
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'f““*“ezyear boundary.. Nhat did they remember? Hhat kinds of interventions were .

-4

' 7 . - . .
* 1

;Enominated (see Figure 1)? .f’fﬂfifas'pfszfi?“17'{5?“* p ﬁ__n,pmhgn_-“aqf"*~“

- ~ ‘ 4

-~ Two thirds of the. critical interventions had 2 1000 function. Develop1ngl’fjgfe.

'_.fsupportive organizetionai arrangements. 'Not only was this the case for an SR

the schools as a uhole (53 of 15). hut the ratio aiso ho%ds true for each pair;ff}?f;

o of schoo]s 1".th°'f°“"'d‘$tficts°. urban 14 of 18, suburban 11.0f 19, rural 12 S

of 18"mid;51ze'°ii¥ 15.°f.2°° ~°“°‘te"th (7 of 75) of the functions ocourred-.-iffi
" in Training. the 2000 function. Six percent (5 of 75) were found in the 3000

tlfunctton. Providing.consultation andoreinforcement.: Four percent (3 of 75)
occurred in 4000. Monitoring and evaluation. in 7000'Impeding, and gn 8006 |
_Expressxng and responding to concerns. There yas only ‘one. interuention h '7=f
5000. External communication and. none at al in 6000. Dissemination. It is.

:_rather interesting that so few individuals cited training as important.

i

.Perhaps formal uorkshops to support change were not’ typically done. or were of '

limited value, or simply weren 't remémberedt &, perhaps this is explained hy
Rutherford and Hu]ing-Austin (1984). whooreport in another paper.in this
document on the. types of changes occuﬁilng\in hi,h schools, that a neiatively
small amount of changes are being directed at influencing teach&r S

instructional procedures Qr the way teachers.teach. ‘This being the ‘case, e

A

there s Tittle need for staff development for the teachers. Lo

What were reported ‘were the 1000, Developing supportive organizational
arrangement function activities. Perhaps the large number of these
‘interyentions to support change relates to the'kinds of changes being~
implemented. ~Rutherford and Huling-Austin (1954) report in more detail about
the types of changes that were occurring in the study schools; One third of
these were in the Administrative/organizational changes category, which could

reasonably be expected to require supportive organizational arrangement kinds
*»

. T 8
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‘-’-v_ ’:so frequently reported and identified. they\were submitted to ‘8 more refined
: coding"procedure (Hord & Hall 1982) in order to understand mpre precisehy
uhat the . action was.- (see Figure 2) The interventions most frequently done

7:.j§i§;f were ‘those focused on three areas of Developing supportive drganizational

: «55.arran9emehts._ These vere policy umkinglrule nmking/mador decision making._ f'~fi§}5

- staffing or restructuring roles; and seelr.ing or providing materiais, ‘ .

making decisions and new. policies uould be typical actions Tor preparing for'

?;;J S the change. Staffing for the. change and procuring the heeded.materials and

. other -resources uould also accompany the introduction of the. change. These

i

- §nterventions . for initiating change apparently vere done.in the schools and ‘.

thus reported Hhat may not have occurred uere the two other areas of the
Developing supportivé organizational arrangements 1000 function. planning and
~ managing (such.as scheduling) Planning and managing are actions’ more 1ikely

’

to be taken to facilitate changés. These were the object of only a few of the
.. . nominated: interventions. .This alysis reinforces the’ hypothesis of Hall and
| Guzman that much initiating of change occurred in the schools but little

facilitation was provided to support change. ; N

A . o . In terms of content, what were some of these-actions that the individuals

in the schools remember as being effective and as contributing significantly
<. to change? They will be described in the next section of the.paper and
discussed in light of some popular beliefs about high schools that are

currently being espoused. .

Aruitoxt provided by Eic:

EKC . . ‘. ‘ . 8 . . : | ‘ . ’ .

of interventions._ Bé}ause'these organizational arrange nt interventions uere

.

Ll N ) S R
*'“;j/ information. space. other resources.;-These are. the kinds 0 interventions.”'__,ﬁrxj.

';j,;'  that.‘are. needed to initiate and introduce change.' At the initiating stage. e :ﬂiu

-
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',}fﬁéjggfg;”u'“ uyths..as afgenre.of story..uere“tales.that ancient man.used”to-explain

non-understandable phenomena.; Similarly. mwths can be characterized as LE

. Tn that a number of high school change myths. exist which may he explanations of .
| o what is not uell‘documented of understood about life in high schools. Based

on our preliminary analysis and impressions of the data, we think there may be

seyeral of the current myths,-are examined in this section. RN -

S Myth. ngh schools can't make significant change because they dre constrained

e o~ by. bureaucratic dUstrict policies - or.- a case for creative

. - ’ insubordination. | , N -

| | Picture a large. and once quite magnificent, high school building.. ltsf

R _f . .interior hallways are bright with ceiling high ‘murals on.all the walls. The ‘f
images of natural wonders. epic scenes of historicgl,and’folk heroes. or .

imaginative abstract representations con te to the overall energy and

. appeal emanating from'the walls./’The color beckons and the shapes communicate .-

/
warmth and caring/and/creativity. Not aluays was this-so, and the wonder of \
the ne!/yitality and climate that permeates the school. originating from the .

el ‘ . did they get it on:the ualls? lnterventions reported by teachers and
' administrators clearly hint ‘that reinterpretation of district policies and . “1°
./" ' guidelines made it possible. - L L S . )
| .‘. To explain more, there was’ an urban _summer recreational program onvthe
B : schoo] campus.‘ The funds for thé summer program mentioned nothing about
expensive paint, although the walls of the school were . din’ sad disrepair and - :
"marked" with an.accumulation of graffiti. A severe.period of retraction did
we . - . 012

figment of the imagination. ‘In the,popular and professional press, it appears

//,//walls. is the paint. How did they come'by it - gallons and gallons - and hou L

" . .
. o

cracks in some °f the mxths. Examples of effective interventions that were : g;:ff7'.
_ reported by the school people as affecting change efforts. and that challenge IR



g'ﬁﬁf:lf not permit bright paint to be budgeted for walls. But the ‘summer funds | i
-”.jaf;3,.provi:gZuthe\stimulus for reinterpnetinq_the summer program activities guide. o
1t 's,e s

| thinkable in order, that students and principal some assistant principals and: '

Yter all. that the crltical ‘paint purchasing intervention was
_”*ﬂa few teacheﬁs cou\d cooperatively engage in_ a summer- community project ‘that d
tif}”."' madé good sense. :jfverishly they transformed their first few yards of wall -, -
o _designing ahd painting tuelve.to fifteen feet high murals isn t done in a
moment - they«droved what could be done., This was only the beginning of a
| long range project to change the campus and the chmate of the school It
.required the continufng resourceful interventions of procurement of a great |
’deal of pafht and other such stuff. scheduling and organizing for -kids “to - |
.climb oh ladders on Saturdays and summers, rearranging resource allocations to ;127
make it possible._ L | A o :

And the effect of- » aint.parties?“ The faculty and students were’

'. , - charmed and a pride of place began to g _The school and its,climate'uere

Qf the school as it was

in its pre-change days.. More reinterpretation was needed. \\\\\\;; _,.\4,_f

changing remarkably. But, still the community thou

- A critical request for supplemental resources was ‘submitted. Of cgnese,
ment{on was not made that the resohrces were being ‘sought for public relations .
purposes. Happily th: request was granted and the role of a school public h
. relations ‘person was created and a teacher was reassjgned to this role. ;55
Seeking the resources and assigning the teacher were supportive organizational %
arrangements interventions. These formed~the basis for a significant public :
o ,,relations campaign 1n the local media. in which the school covered its oun ,
success stories and provided them to the press. Before this imaginative
scheme was discovered the following year, it had the desired effect and the .
school was beginning to be seen in its new light, as a satisfying, secure and

"safe school place. - . .

Aruitoxt provided by Eic:
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. know well has been heard to say, "If it‘s ‘right,’ take the risk and do it -

. .

L

Should the school district s policies he violated and resourceful _;;i;

. e PRI
A .

‘

insubordination be applauded? This ‘story is not. meant to recommEnd, without

careful consideration. such practice.

A successful superintendent whom we _f'”“*"*

-+ but you sure as thunder better make it uork. or you're a dead duck.“ lt

| appears that the end may Jjustify the means.

-of strangling district policy“may be winked at, if the reason for so doing is

sufficiently ponerful

-

It also appears that some degree

ls central office policy an albatross that: rides the shoulders of school

administrators. blocking the good works” that could be. done? Or is it a myth o

that some school managers wear as a mantle to cloak their reluctance to take

“action? The constraints of bureaucratic distrjct policies seem to exist

especially where school leaders want-to believe in them.

Myth: High schocl is a complex, complicated loosely joined system

which cannot be integrated into a comprehensive change effort
-0or - pulling and pushing it all together.

- Everyone had a part in the action when they moved the freshman class to

the high school campus. Everyone.-

arrangements interventions. ‘and each one important to do. Department

chairpersons in the high, school arranged to meet and work with junior high

And it was mainly a series of managing new

ninth grade teachers to develop a ninth grade program of instruction. They

L d

worked Sﬂt courses and classes.

‘Concerted interventions were made to acquire

the already seasoried ninth grade teachers to come along and help make the

change, and teach the “new" high school classes. Space in the high school had

to be restructured and assigned to accommodate 33 new teachers for:the 700 new

freshmen. -

1}

Integrating the new faculty was done through arranging and scheduling a '

party for old and new teachers.

Meetings were organized by departments €6

-

12

14
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DR o I ;> ST T
S Ancorporate new teachers_into the school at - the department levél. Department

’-“’

heads were responsiblg for. translating ‘the s€hool's philosophy. mode of .

~operating. priorities. and such to the faculty. Parents'aere scheduled
- for a meeting and information“provided/to them regarding the change.- These
open forum meetings were designed also to gain parent support. P
Counselors spent time with each feeder Junior high helping,students uith .
‘schedules and providing an orientation to high school to make transition .
easier. -High schoo!l student clubs went along to tell hou it would be in the
high school and to answer questions. New students came to the high school
~ shead of time to take tours of the building and get acquainted with the campus
,and-administrators. High school student “buddies" helped new students find
" their lockers and their way around. ' '
//‘___,Iherbudget-was finessed and the- school's teacher allocation redesigned to
create the role of Ninth Grade Coordinator. a person who would visit in the ‘
eigth grades. ahead of transition time, who would make himself knoun»and
)
- familiar to students. 'He would assist the new ninth graders to become inte-
' -°' ~ grated into the student body.hy helping them find classrooms, operate their
'locks. and ‘explain cafeteria pfocedures with the cafeteria manager during
tours of the cafeteria. He visited classes. talked to students, observed |
lessons. checked on grades, dealt with attendance and students' personal
problems, visited in students homes. He acted in all regards as someone the |
new students could coue to. E | -

The orchestration of all these elements requiring a multiplicity of .
interventions,résulted in effective and ‘efficient change. In this case, -
policy was not reinvented nor manipulated at the school level; in fact, the
change was made in rez?onse to newly made district policy accompanied by a

" number of district interventions on the school to encourage it to get into

. '

Aruitoxt provided by Eic:
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-m.gear_nithmtheﬁcha*ge. The interventions made in the school to implement theﬂ‘v;“!;;f

ninth grade focused on several of the types of Developing supportive or _'
organizational arrangements and resources interventions (see Figure 2):

planning. managing. staffing and restructuring roles. seeking and providlng

.'information. space and other resources that appear ‘to be so crucial for

It's probably understating the case. but teacher after teacher expressed

successful change.

.

some astgenishment that the change had gone. contrary to their expectations;

‘exceedingly well” Anyone\who had a view of the big picture uas not really

surprised. And,yet there are those uho maintain that an effort that must
touch every teacher and evety ‘student in a. sizeable (inathis case, 2272

students) high school is not feasible. The. proof of the chef's pudding is in .

-the eating, as it uere. L

| Myth; Departmental change can't be impl:ginted because department heads -

..have no real leadership ba -‘the power of
p:rsua;ion.or the pouer of ] uorthy program. or the combination
ereo :

“As department head 1 can encourage, teach, lead, foster. but I cannot

demand." Having thus stated the case, that' s exactly uhat was done - leading.

fostering, teaching. encouraging. in that order - preceded by recognizing
students’' difficulties in reading”and by analyzing the secondany school
reading program. Thus, because one of the department head‘s responsibility 1s
to be The Source for the department. research findings and new and different
approaches to teaching are typically sought and shared. Of, all places, the -

"experience story approach" at the elementary school uas looked at for another

way to help high school youngsters read better. A second, and equally

surprising, source was the local university professor of curriculum theory.

Collaboratively a writing program was built on the assumption that writing

PO
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Aruitoxt provided by Eic:

1 foster, teach. encourage. “Half the teachers

" program.” ; |

_and 1 reading o[e”inextricahiy iinked and the one vouid impact the other.“ T

A difficulty that speaks to hov high schoois vork is 1 cannot now s, ,{;:5;;
'_you viil teach this., Having exercised ieaziiship. the push oW uas to f.

first year and ‘they vene provided ten ueeks of after schooi. hour 1ong

inservice in how to teach the program._“vou ¢an' t give one three-hour shot andglf?i,
think you've done. it. Training must be incremental and spread out and taught o
like you vouid teach anyone anything. Staff deveiopment is crucial ". An -

. experimental/controi group. study was done, with pre/post reading and vriting o
scores’ of students as the dependent variable.\ The suhstantiai differences in':fé,7~
'~scores of the treatment group was celebrated and all but a couple of  the ' '1__
remainder of. the faculty received training and began use of the program._}upmpj*rfi

it's old hat and’not new; it s an institutionalized part of the Engiish

a. .

In Figure 1 can he found the function 2000 Training intervention that )
“made these teachers.mpre competent and confident and the kids got more.“-
~Around the training were many other interventions ‘that. resulted in-the
'provision of information. and material and resources. tn this particular

- scenario. training was essential to help teachers in the department change

their teaching practice.

Around the issue of departmentai change, two myths are in contradiction.i
Much is heard, from individuals other than department heads, about the control-

of change by the authoritative, autocratic department heads. where change is

N conceived, born and spavned. The idea s that the locus. of power resides in

department heads and all change happens there. ‘From the department heads’

view, departmentwide change cannot. really occur because the heads typically

b . e me et e e e - aa ———— - e -
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“

re perSuaded to volunteer the ';ffi?:'
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' questions._

v
B

change. thex say they use the Patience agg Persuasion approach.: Here the

pouer is in the value or goodness of the hange being introduced and. in the

carefully designed interventions that are supplied to facilitate and«support ,::}.f_-i

its immememuon. SRR L

“.__uhere hresthe Myths. Hhere'is,the 3eality h

e
,.

lt would appear that there are interventions. supporting change and

L dcontributing to management of the process. that are critical ahd sometimes
| "surprising._ Critical in terms of their significance and effect._ Surprising

in view of some. of the pgpular beliefs about the prospects for change i@high

‘ schools. How salient or potent are the exceptions to the mwths? er are: the ,"ig;;
e .myths outworn and. outdated? Or are theré’"imply contradictory myths? qA B
.freview of the current literature'ﬂoes not provide useful illumination to the éé"}wl.'g

.. = ‘ l v

gt .
Y
e ,

' Glimpses of The Current Literathre - o o | ’
. The period of time since 1982 is somewhat arbitrarily selected to dﬁfine ;7:-51:' ;

~"current" in the current literature. ln 1982 a number of scholars -began to

air reports ‘and opfnions about the prospects for. high school change and its

management. These authors share the .common theme of disenchantment. uhile

holding out hope and making suggestions for how change might be facilitated.\

Ducharme (1982) made a case based on four reasons uhy the high school would
not be disposed to change. Fires.one and Merriott (1982) maintained that
instructional change at thi high school level cannot oceur through a

management strategy of ‘focused leadership at the principal level. l’hey

_ suggest that, even if the school is open to instructional change, because of

the larger staff size, departmentalization. and diverse goals. the'management

18
16 o

' don t. heve a power base. For'those department heads uho are atle to implementf; o
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i j;;1;ﬁ};-;Q;{',fi;f3‘*1_ylfaffﬁ;;-v:'ff=_s{afﬁtef'ivisffff?f:iuildlil:f’j' -'3{' L ?"ij;f*@?é
?gf ef?ffff of. such an. enterprise cennot be engineered hy the secondery principei. Bermen }2?3;_f;%
;ﬁ-' f&;tﬁ;g et. a1 (1982) conciude that’ others such as. depertment hedds mey possibiy teke ;?f;;?ﬁ. E
%jm ’i;ﬂ:if—the leed to provide menegement., A pofiqv then. for high schooi chenge ‘:’“fil ;
L f'i5°j£fsuggested hy Purkey and Smith. (1983) is to deve]op managenent strategies besed ‘ﬁv R
5ﬂ[feﬁlpon Teadership for ehenge from 'Y veriety of sources.“ For certein. a great deei o
)‘rnl”vifmore investigation is. needed to provide 11lumination. ebout the management of
" _;-high schooi chenge and improvement efforts end hov it mey be done most
'f‘.fff‘feffectiveiy, We believe. uniike Ducherme. thet there is elreedy a positive |
N | i_: 1 ;'ciimete for, imprdvement end chenge. end thet quiteoe Iot is being done to u;g;_?_f;'}
3 %%@?ﬁl'i-ifeciiitete its effectiveness in high schools. Itais cleer. in our dete. thet f3f£:;'
T ;"the principei ‘can deve'lop e menu. don the epron. end deiiver e successfui (“
instructionel chenge repest.‘ Hhet ere the ingredients end uho hes to be in “ﬂ

. 5ff;j-j; the kitchen? Perheps. es Bermen et t al. (1982) suggest. depertment heeds can

”915’ a M!‘Q fﬁque“t ke.Y 1‘013- S / 3

fielr{*'f ‘Immediete Research Needs _if }iu" h .1’.53 '.7”; f'.' o "'*". - ',_f&;, f
1;.;;._d_" "' From the recent 1itereture end from high schooi chenge mythoiogy come X
o T -:numerous explanations df why chenge is difficult and unlikely to occur as 2
comprehensive pienned stretegy in high schoois.’ Indeed. can. the'hotei resteu-
@ rang menegement modei work for many or all high schools? Can some be meneged '..
- as boerding houses or is this precticei only in elementery schoois? The dete
from our descriptive *drop- in“ study provide intriguing glimpses ebout uhet
might be possible in managing high school chenge. Much begs to be leerned. ;52
More understending is needed regerding menegement strategies and hou they are
affected by school’ size. community type. faculty factors, student popuietion. |
and hou other contextuel factors such es district size. and basis of ‘and level

‘of funding impact change management (Stiegelbeuer. 1984) Meny of these

-

variables- require Iongitudinel investigetion in order to provide new insights

: a - T
EKC: ' o - . X 19
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J ..fthat will make the effective nwnagement of high schooi change 8 stronger Q;_f;}f“-
”5:{hpossibiljty. Phase 111 uf our. High School Change Dynamics Study will be an 41iffffi

L

_ ;iﬁfﬁ?f?intensive year-long investigation of the change process and how 4t is. managed -
i ﬁa;l in.a smaii numher of selected high schoois. He hope . to shed more light on | n‘***
"'what is rea1 and uhat is mythdlogical A question to. be answered. |

Tentative Suggestions for gonsideration ;‘;;;ew~““*"f’f_f~'ff— L Tf;fe.
7} o ~In.any case, the integggntions reported in this paper that uere empioyed B
" to manage- change are quite rea1 and their impiicatiohs may be summarized as a ﬂ'ah‘ ‘

7i;ﬁ+..b set of tentative guideiines or. operating principles that change managers 7 ST
‘hfl3> “wish to consider. ideas about these follou. accompaﬂ1ed by bfidg d1s°"551°"' “i.-i:;;-‘j

Seek foqgaveness rather than;prior agproval This principle can be. useful
.. that strangle change efforts.f Those managers uho find themselves entrapped in ;jSifl
f}j;‘ policies and proceduﬁ!s that tend to. stifle action nmy uish to try this kN
; \' -approach. Most certainly, do not tip your hand ah%ad of time. or ask
o "_ questions that make it possible to be .bound. by - the answers. Some.risk is

required . o
e oo " Damn the disenfranchised department status _and fo;ge ahead. - Of course, 5

not quite that stridently, as the idea Just may be overstated. In reality. it

appears to us that in feu cases is there any clout or real poner to ‘be wielded - #
‘at the department level. What is equally clear is that some of the powerless h-f%
people in the departments-manage to make change in more subtie waus. Thus, |

. change can be. wrought at‘this level, but under such circumstances'uill require

more time and perseverance. Keep trying. » 5
" Use staff development to cure terminal stagnation of instructional ' ?
practice. Inservice training to support the introduction of - new curriculum E
Com e and osher programs.and practices is a typical strategy in the elementary o
. . : 18 * ) .;;



';.sChool. Seldom 1s staff development used in this m n the "‘9" 5°"°°‘

“In Conclusion

change manager. These chenge'menagement interventions

o e . . : : M e * .
'_.- K ~_ .'_‘_7 T S 9:, P oo - B [ 4

| f'"ehsven though secondary teachers are subject centered experts,. well developed
%"*”fand effectively delivered lnservice can'oe ) vleble uay ‘to. S“NW"t change in -
: lclassroom teachlng practidb.n of. course, lt must beprelevant and seen as

hresponding to neéds - of teacbers and subsequently. thelr students.

Create a_new policy or posltlon end ralgxfthe troops around. The idea 1s :-!ibkf

to get everyone attendlng’to a common 1ssue or concern. In several high
Schools we saw e focus belng placed on¢ 1tter and care of the buildlng und .
grounds Hhen thls campelgn hes been successful..use the constltuency end

communicatlon channels that uere bullt.to focus on.enother dllemma that needs

. _attentlon. Once the: system 1s developed. maklng chenge happen egain becomes

‘eesler..

After the school people buy into and own the 1n1t1al .change project, agd to it

.

;‘as the. effort. progresses. Phasfing in change prevents the partlclpents from

being overwhelmed .at the outset.. Importent small. changes can add up to a
slgnlflcant lerge change. ‘ : .

Q : r‘

[

_attention to the interventions for

ho netter what approach is, u,i%
managing the chenge'ls vital. There is a host. of optlons and an array of
-possibilﬁtiegt The careful design or selection of 1nterventions to support
school faculty and staff as theylchenge is an important responsibility of.the
' ’Ean uln or lose the -

effort. ’

. . Sneak upon th€ bllnd'side nd enploy ersuaslve 1ncrementellsm. The ; ;f;egi"
3 guidellne here 1s to. stert smell uith an agreeeblg, ittcective proposals RS
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